
A NOTE FROM AMY IN THIS ISSUE

Beginning Anew 

by Amy Elizabeth Fox
Chief Executive Officer

Leadership Selections
Leigh Thompson 
Creative Conspiracy: The New Rules  
of Breakthrough Collaboration

Heidi Halvorson 
9 Things Successful People Do Differently

Linda Hill & Kent Lineback 
Being the Boss: The 3 Imperatives for 
Becoming a Great Leader

Bruce Jackson 
The 12 Dimensions and the  
21 Questions that get at the Heart of 
Focus and Effectiveness

Doug Sundheim 
Taking Smart Risks

Ellen Perry 
A Wealth of Possibilities

Margaret Wheatley & Deborah Frieze 
Walk Out Walk On

Marcia Wieder 
13 Ways to be a Transformational Leader

Tanis Helliwell 
Manifest Your Soul’s Purpose

Crane Wood Stookey 
Keep Your People in the Boat:  
Workforce Engagement  
Lessons from the Sea

Featured Artist
Angel Azul the Film  
with sculptures by Jason DeCaires Taylor

Professional Development 
Opportunities | Winter 2013

Beginning Anew
Dear friends:
Let me begin by wishing you all a Happy 
New Year.  A Year of Peace and a Year of 
Joy.  I experience it as a gift this time of 
year that we have time to be with family 
and friends, to remember the miracles 
in our lives with gratitude, and to begin 
anew to create the lives we wish for.

I have some wonderful New Years rit-
uals that I love. For over ten years now 
each year the night before New Years my 
friends and I go to Club Passim, one of 
the oldest remaining folk clubs in the 
country and listen to the soulful music 
of Ellis Paul.  Its the opposite of a glam-
orous occasion In fact its downright 
earthy crunchy. But the songs are full 
of soul and joy. And the musicians are 
full of love for one another and love for 
the power of music. We sing along. We 
come together. The last two years there 
have been two generation's at our tables 
as everyone's kids become old enough to 
join in our tradition. Its filled with love 
and community and its one of my favor-
ite nights of the year. The next day my 
sister Erica, with whom I founded and 
lead Mobius, spend the day in quiet re-
flection and restoration and use the time 
to give gratitude for the year that has past, 
garner its lessons, and share visions and 
aspirations for our next year as a family, 
as friends, and for the business.

This year we have much to be thank-
ful for. We are thankful for the wonderful 
friends who help lead and guide the com-
pany with us: Alex Kuilman, Andrea 
Winter, Tracey Eisman, Devra Fradin, and 
our internal team Karyn Saganic, Cindy 
Grossi, David Boyd, Vanessa Cirella and 

JJ Byun. We are thankful for all the prac-
titioners who have been moved by what 
we are creating and generously elected 
to place part of their professional prac-
tices inside the Mobius community. We 
are grateful for the senior experts whose 
thought leadership, scholarship and in-
novation fuel our offerings and stretch 
who we are as practitioners. We are thank-
ful for the clients who elect to work with 
us because they too are sparked by the 
knowledge that transformation can ignite 
greater results, creativity and meaning in 
the work place. And to our many collabo-
rators whose own expertise, wisdom and 
gifts broaden the possibilities of what this 
work can offer.

We are also especially thankful for 
a unique opportunity afforded us this 
last year. During the period from June 
of 2011 through the Inauguration in a 
few weeks Mobius has had the extraor-
dinary privilege to conduct the Obama 
For America Volunteer Coaching Pro-
gram, supporting the campaign with 
executive coaching, facilitation and 
leadership development. To the best of 
our knowledge nothing like this had 
heretofore been done in democratic pol-
itics and for all of us involved it was a 
life changing experience. Our enormous 
thanks to Iris Bagwell who lead the 
program on our behalf, to Jeremy Bird 
and Sara El Amine who lead the project 
on the OFA side, and to all the Mobius 
coaches who so generously gave of their 
time and their gifts. I also want to per-
sonally thank Robert Gass for being my 
ongoing inspiration in this domain, my 
mentor and dear friend. >>
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This last year also brought an ex-
tended group of colleagues together, 
known to us through Erica's work 
at Harvard Law School's Program 
on Negotiation, to celebrate the life 
of her mentor Roger Fisher.  It was 
an amazing day full of re-dedication 
to the work of peacemaking.  A day 
full of friendship and reminiscences.  
Dona Nobes Pacem.

Before we close out on last year 
I also want to mark the passing of 
one of the founding members of our 
coaching practice Angela Wagner.  
Angela struggled with cancer for the 
last several years and demonstrated 
an amazing courage, determination 

to cherish life and a deep deep faith 
in God.  Our condolences extend to 
her colleagues within Mobius and 
beyond, the clients whose lives she 
no doubt inspired, and the circle of 
friends and family who accompa-
nied her throughout.

As we look forward we anticipate a 
rather remarkable year.  In a few weeks 
we will travel together, many of us, to 
bring our OFA coaching project to a 
fantastic close by attending the swear-
ing in ceremony. In a three month's 
time we will launch the practitioner 
portal for use by our global practice 
for best practice sharing, community 
building and ongoing professional 

development. Later this year we will 
publish our white paper on transfor-
mational change.  And in early Fall 
2013 Erica will publish her seminal 
book on transformational leadership 
(Harper Collins forthcoming). Its a 
year of tremendous fruition and op-
portunity and we look greatly forward 
to sharing it all with you in the days 
and months to come.

May this year bring you closer to 
your own dreams and find you in 
good health and grace.

Amy

Mobius Executive Leadership celebrates the reelection of President Barack Obama. We are honored 
and proud to have provided the Campaign to Reelect the President with volunteer leadership 
development and executive coaching for the last year.  We recognize the President and First Lady 
as beacons of transformational leadership in action. And we thank all the coaches and consultants 
who participated in this extraordinary pro bono effort.
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Chapter 1: Debunking Myths 
about Creativity
Several years ago, I was on sabbati-
cal at the Center for Advanced Study 
in Palo Alto, California.   I worked 
alongside about 50 other scholars 
from various behavioral sciences.  As 
part of the sabbatical arrangement, 
each of us gave an evening “talk” on 
our research.  I spoke about creativ-
ity.  My opening sentence that evening 
was, “Several decades of research have 
unambiguously found that teams are 
demonstrably inferior to individuals 
when it comes to brainstorming and 
idea generation.”  I thought that such a 
statement in the presence of academics 
would not cause too much commo-
tion.  However, I was wrong.  One of 
the scholars was a lead consultant for 
a major Silicon Valley company that 
prided itself on creative idea genera-
tion, particularly in teams.  This led 
to a spirited debate between the two 
of us that lasted through the evening 
and the next couple of months.  I 
eventually dug up more than 50 peer-
reviewed articles and put them on his 
desk.  Every single article indicated 
that teams were inferior to individuals 
when it came to brainstorming. 

I’d like to say I won the debate.  
However, companies do not want 
to stop brainstorming.  The re-
search evidence – as powerful as it 
is – is not well disseminated.  The 
research studies have been carefully 
orchestrated to include sophisticated 
methods for ruling out the effect of 
different personalities, differences in 
intelligence, and differences in indus-
try experience.  Further, the studies  
have been replicated several, if not 
dozens of times and they show a clear 

causal pattern.   And, to summarize 
succinctly in the words of organiza-
tional psychologist Adrian Furnham, 
professor of psychology at University 
College London, “the evidence from 
science suggests that business people 
must be insane to use brainstorming 
groups.”  

In my work with clients, compa-
nies, and students, I find that they 
are often operating with very specific 
beliefs about human creativity.  Some 
of which are correct. And many of 
which are wrong – at least according 
to scientific studies.  In this chapter, 
I expose several of these key myths 
about creative teamwork.  As you 
read, think about which of these 
myths is central to the way you work 
with your creative teams, and, how 
you might better structure your team 
so as to capitalize on the strengths of 
the team members.  Many of the mes-
sages in this chapter are paradoxical, 
or even downright contradictory to 
what is considered common practice 
in organizations (and even common 
sense).  So, we’ve been careful to pro-
vide data to back up these assertions. 

Once upon a Time…. 
Creativity Mythology
There is probably more mythology 
surrounding creativity than nearly 
any other topic in social science.  
Many companies have constructed a 
fairy tale about what sparks human 
ideation that is just well, completely 
misguided.  As a start, each of the 
statements below has been endorsed 
by people in the business world.  
When you read each statement below, 
think about whether you believe it is 
true or false. 

❶  Teams are more 
creative than 
individuals. 

❷  If you want to 
enhance creative teamwork, get rid 
of rules, guidelines and norms.

❸  Striving for quality is better than 
striving for quantity. 

❹  We need to be actively brainstorm-
ing to generate ideas.

❺  Brainstorming teams should work 
closely together and tear down 
boundaries. 

❻  You should brainstorm together 
first to get the creative juices flow-
ing, then work alone.

❼  People who are pro-social (team-
oriented) are more creative than 
those who are pro-self (individ-
ually-oriented, or just downright 
selfish!).  

❽  Calming, relaxing, peaceful de-
activating moods (e.g., sadnesss, 
relaxation, serenity) led to more 
creativity than activating moods 
(e.g., anger, fear, happiness). 

When Myth becomes  
Pseudo Science
If you are like most people, you have 
probably agreed with about 75% of 
the statements above.  In fact, all of 
these statements are false.  At this 
point, you may be ready to throw 
this book on the floor and get back 
to running your business.  Before 
you do, pick the statement above 
that you hold closest to your heart 
and read the research evidence.  (I’ll 
point to some of this.) You can test 
your creativity competence by read-
ing the rest of this chapter where 

Book Excerpt: Creative Conspiracy:  
The New Rules of Breakthrough Collaboration
by Leigh Thompson
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we step through each of the myths 
above.   The rest of this chapter delves 
into the myths that have morphed to 
become pseudo-science in the busi-
ness world – which we do our best to 
debunk.  

Myth #1: Teams are more  
creative than individuals. 
As I touched on in the Introduction, 
the assertion that “Groups are more 
creative than individuals” has been 
scientifically tested more than a great 
many claims in social science. We 
know that it is controversial to argue 
that teams are less creative than indi-
viduals. And, there is not a person on 
the planet who has not had the feeling 
or the experience that creative magic 
has indeed happened in their group.  
Yet, the data are painfully clear on this 
all-important question. So, why are 
so many teams and their companies 
under the powerful illusion that they 
are more creative. Well, for most of us, 
it just feels good to be part of a team 
and so, we think that magical things 
like creativity must be present when we 
are working with our team.  

It all began when an enterprising 
business man, named Alex Osborn 
published a book and coined the 
term, brainstorming.   Osborn was 
a staunch believer in the power of 
teams.  He was convinced that if teams 
did four simple things, they would 
easily outperform individuals. Appar-
ently, this sage advice was enough for 
most organizations to adopt his belief 
and attempt to institute best practices.

Sometime later, the academics asked 
for proof.  Since Osborn did not have 
data, much less conduct controlled 
experiments, a flurry of research pro-
grams were launched on the question 
of whether teams or individuals were 
more creative.  Hundreds of studies 
were conducted that compared in-tact, 
face to face brainstorming teams with 

the same number of people working 
completely independently.  As noted 
earlier the same number of people 
working independently came to be 
known as a “nominal group” (i.e., a 
group in number only). Nominal 
groups outperformed real groups in 
terms of quantity as well as quality.      

Yet many executives and manag-
ers reject these ideas outright.  This 
is akin to dismissing the surgeon 
general’s report that smoking causes 
cancer.   I often invite my students 
and executives to do a simulation 
of the now-classic experiment.  For 
example, in one class of investment 
bankers, consultants, and managers, 
we randomly assigned people to work 
in small teams or work individually.  
Then, we gave everyone 10-15 min-
utes to perform a creative task.  The 
nominal groups kicked the butts of 
the real groups.  In one of our recent 
simulations, the nominal groups gen-
erated over 20% more ideas and more 
than 42% more original ideas!  It is 
nearly impossible to not get this effect!

The reason that people think teams 
are more creative is that they believe in 
synergy.  They believe that the whole 
is greater than the sum of the parts, 
but it does not appear to be – at least 
under typical conditions.  It is certainly 
possible that synergy can take place in 
teams, but more often than not, it does 
not.  For example, teams who build on 
each other’s ideas neither create more 
ideas, nor are the ideas that build upon 
previous ideas better. 

What are the implications?  Well, 
on nearly a daily basis, leaders and 
their companies make decisions as 
to whether to assign group projects 
or individual projects.  This raises the 
question of whether we are efficiently 
using the talents of people in compa-
nies or whether we are falling far short 
of our potential by insisting that people 
work in groups, when they might be 

well-advised to work individually – at 
least for some period of time—on a 
problem.   

The solution, however, is not to do 
away with teams, which are essential to 
reach organizational objectives. Rather, 
we need to re-think and re-structure 
how teams work creatively.  Left to their 
own devices,  teams are usually poorly-
structured for the creative process.  
However, with a few key insights and 
simple best practices, teams can dra-
matically improve their performance 
and generate creative conspiracy.  

Myth #2:  If you want to en-
hance creative teamwork, get 
rid of rules, guidelines and 
norms. 
Most people think this is true because 
they don’t like rules and think that 
rules are bureaucratic.  Let’s face it.  
Most adults don’t like rules.  We got 
fed up with them in grade school and 
we looked forward to the day when no 
one would tell us what to do or when 
to do it.  We embraced the idea that no 
rules freed our mind.  Well, unfortu-
nately, we were probably better off in 
grade school or at least more creative 
in grade school.  The data in this case 
are more than painfully clear.  Groups 
that don’t have rules or guidelines are 
distinctly less creative than those who 
have rules and guidelines.  

How do we know?  Paul Paulus 
and his team at University of Texas, 
Arlington carefully contrasted teams 
that followed guidelines versus those 
that were set free to guide them-
selves.   Teams with instructions and 
rules humbled the laissez faire teams!  

There is also evidence that groups 
have difficulty functioning without 
rules.  They often respond by making 
rules!  For example, one provocative 
field investigation conducted a long-
term study of the effects of removing 
rules and regulations in a team.   The 
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well-meaning CEO of ISE Commu-
nications made a commitment to 
restructure the organization into self-
managing teams.  Literally overnight, 
he reconfigured the physical work-
space and created several work teams 
called Red, Blue, Green, Orange, and 
so on.  Before the change, three levels of 
managerial hierarchy existed between 
the vice president and the manufactur-
ing workers.  After the restructuring, 
the reporting rules were removed with 
the idea that removal of rules would 
empower workers and ideas.  However, 
over the following 4 years, a curious 
thing happened:  the teams spontane-
ously developed more rules similar to 
ISE’s old bureaucratic structure (e.g., 
if you are more than 5 minutes late, 
you’re docked a day’s pay).  The so-
cial rules were even more rigid.  And 
workers nostalgically recalled the good 
old days of bureaucracy.  J. Barker’s  
ground-breaking study points to two 
simple truths about rules and creativ-
ity:  First, removing rules in no way 
liberates people; and second, some 
rules are actually adaptive for groups. 

The principle seems to hold for 
individuals, as well.  One recent in-
vestigation compared how “intuitive” 
people and “systematic” people be-
haved under “structured” conditions.   
Overall, creativity was higher under 
“structured” task conditions.  

Myth #3:  Striving for quality is 
better than striving for quantity.  
We’ve been told all our lives by every-
one—teachers, employers, friends, 
and family that quality trumps quan-
tity.  As a case in point, one study 
examined four different types of 
instructions: no stated goal, a qual-
ity goal, a quantity goal, as well as a 
joint quantity and quality goal.   The 
results?  Those who had the quantity 
goal generated more ideas and better 
ideas than any other goal. 

What’s the problem with focusing 
on quality (to the exclusion of quan-
tity)?  Several.  First and foremost, 
quality requirements lead to self-
censoring.  Self-censoring occurs 
when people do not suggest ideas 
because they believe the ideas don’t 
meet the imposed quality criterion.  
They fear others will ridicule their 
ideas.  So, they play it safe and don’t 
say anything. When other people rid-
icule their teammates, this is known 
as jeering.   We’ve all seen how this 
creates an uncomfortable silence and 
can also be demoralizing. Instead of 
ridiculing or badgering others, team 
members must find ways to stimulate 
and encourage others.  Team mem-
bers don’t need to be criticized, rather 
they need ideas to stimulate the next 
idea and so on.  This is called “prim-
ing”: the act of stimulating new ideas 
and thoughts with a phrase, sugges-
tion, picture or idea.  For example, 
the other day, I was facilitating a 
brainstorming session and the group 
came to a grinding halt after about 5 
minutes.  With 5 more minutes left to 
work, they were at a loss for how to 
reinvigorate themselves.  So, we de-
cided to look for inspiration in the 
environment.  We raided briefcases 
and found various items, magazines, 
Iphones, personal photos that the 
team spread out on the work table in 
front of them.  Suddenly, new ideas 
started sprouting!  Priming is like so-
cial popcorn – it stimulates others to 
suggest ideas.  

A strict, or even loose, quality 
focus narrows the options. Quality 
requirements create small set of ideas 
from which to choose.  The smaller 
the set of ideas from which to devel-
op and choose, the less likely it is that 
a truly great idea will emerge.

We often try to get companies to 
avoid choosing the very first idea 
that is brainstormed.  A related prob-

lem is the primacy effect: the strong 
tendency to be attracted to the first 
option that is suggested.  There is a 
pervasive belief that the first idea is 
mission critical for the creative en-
terprise. But Ed Catmull, president of 
Pixar and Disney Animation Studios 
could not disagree more.  A misguid-
ed view of creativity is to exaggerate 
the importance of the initial idea in 
developing a product.  

Myth #4: We need to be  
actively brainstorming to gener-
ate ideas.  
Idea exchange is a crucial part of cre-
ativity, and we sometimes lose sight of 
the fact that there are two key elements.  
First, people need to carefully process 
and understand the ideas in the group 
– this is known as attention. Second, 
they need to reflect on the ideas – this is 
known as incubation.  Incubation is the 
term used to refer to how our uncon-
scious mind often works on a problem 
when we just can’t think about it any-
more. This is why sometimes people 
think of a solution to a problem when 
they are in the shower or taking a walk 
– they are not thinking consciously 
about a problem, but unconsciously, 
they are solving the problem. This is 
important, because incubation gets 
shut out by another dynamic that 
affects brainstorming. Fixation is the 
tendency to focus on a limited number 
of domains or kinds of ideas.  Fixation 
is thinking inside the box!  

Unfortunately, the very act of 
brainstorming with other people 
tends to lead to fixation, as compared 
to brainstorming independently.  In-
deed, over time, the quality, variety, 
novelty and quantity of ideas starts to 
decline in a group.  Most important, 
taking a break can break this cycle.    

 Engineers Paul Horowitz and Alan 
Huang were both facing extremely 
vexing problems concerning designs 
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for laser-telescope controls and laser 
computing.  After struggling with the 
problem for months they both depict-
ed a solution in their sleep. Similarly, 
in the 1950’s, Don Newman, a profes-
sor at the Massachusetts Institute of 
Technology was trying to solve a vex-
ing math problem. "I was… trying to 
get somewhere with it, and I couldn't 
and I couldn't and I couldn't." One 
night, he dreamed of the solution in 
his sleep and turned his dreams into 
a published paper.     

Indeed, studies of problem-solving 
and incubation reveal that tempo-
rarily putting a problem aside, and 
returning to it later can lead to more 
breakthroughs and superior perfor-
mance than continuing to actively 
focus on the problem.  Why?  Steven 
Smith and Steven Blankenship of 
Texas A&M University argue in their  
forgetting-fixation hypothesis s that 
correct solutions are made inacces-
sible during initial problem solving 
because we keep retrieving incorrect 
solutions.  Thus, forgetting about a 
problem and focusing on something 
else can make correct (but dormant) 
solutions more accessible.   

Myth #5:  Brainstorming teams 
should work closely together 
and tear down boundaries.  
Private space and solitude is out of 
fashion.  In some companies, request-
ing private space might even raise 
concerns about your teamwork abil-
ity or whether you are a “team player.”  
Nearly all US workers spend signifi-
cant time in “teams” and 70% of us 
inhabit open plan offices in which no 
one has an office to themselves.  In fact, 
in recent decades, the average amount 
of space allocated to each employee 
shriveled by 300 square feet, from 500 
square feet in the 1970s to 200 square 
feet in 2010.   When I went to primary 
school, our desks were in neat rows 

and all my gear was loaded into my 
own space and sacks that hung on my 
desk; today, primary school classrooms 
are arranged in pods and rotated regu-
larly.  Yet, working closely together and 
removing all boundaries is in no way 
conducive to creativity.  

Susan Cain notes in her 2012 New 
York Times expose, that Backbone En-
tertainment, a video game company in 
California initially used an open-plan 
office, but soon realized that its game 
developers —the creative think tank of 
the organization —were not happy.  So, 
they converted to cubicles and soon 
the creative game developers had those 
nooks and crannies that allowed them 
to think creatively.  

Consultants Tom DeMarco and 
Timothy Lister studied the Coding 
War Games, a series of competitions 
that test software engineer’s abilities, 
and compared the output of more than 
600 computer programmers at 92 com-
panies. DeMarco and Lister discovered 
that the enormous performance gap 
between highly-productive companies 
and less productive companies was 
how much privacy, personal work-
space, and freedom from interruption 
that programmers had.  Statistically, 
62% of the best performers described 
their workspace as private compared 
with only 19% of the worst performers.  
And, 76% of the worst programmers 
said they were often “needlessly” inter-
rupted, compared to only 38% of the 
best performers.  

For all these reasons, the cave-and-
commons workplace design may be 
ideal for team-based companies.  A 
cave-and-commons design is an of-
fice in which teams have shared space 
– known as a commons, but each team 
member also has private space – known 
as a cave. In the cave-and-commons 
design, people have common space to 
meet – when needed and necessary—
but they have their own private caves 

that they can retreat to for creative idea 
generation—which usually happens 
in solitude.  This hybrid structure per-
fectly reflects the fact that the creative 
process is a fine orchestration of indi-
vidual and group work.  Let individuals 
think in their caves.  Then let the team 
debate which of the ideas is the most 
valuable (this is when to bring the 
teams into the commons).

Relatedly, there is a common no-
tion that the more time groups spend 
together, the more they will bond and 
perform well together. Think again. 
Karen Girotra, Professor of Technol-
ogy and Operations Management at 
INSEAD, examined hybrid teams, 
in which individuals first worked in-
dependently, and then together, and 
versus teams that worked only together 
and found that hybrid structures led to 
more ideas, better ideas, and increased 
ability to discern the best quality ideas.  

Myth 6: You should brainstorm 
together first to get the creative 
juices flowing, then work alone.   
People are under the mistaken 
impression that being in a group will 
supercharge their idea generation and 
prep them to think creatively.  This 
is patently false.  In fact, the opposite 
is true!  It is nearly always better for 
people to work independently before 
moving into a group. Paulus and his 
research team put this idea to the test 
by training people in several differ-
ent modalities.    Some people worked 
alone on a brainstorming problem 
and then moved into groups.  Other 
people worked with groups and then 
moved to independent brainstorm-
ing. Specifically, they instructed some 
people to first brainstorm in a team 
and then brainstorm alone and then 
had another group do the opposite 
(i.e., first brainstorm alone and then 
brainstorm in a team). The results were 
quite clear:  those who worked inde-
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pendently before moving into groups 
had much better group brainstorming 
sessions!  Why?  The people who were 
alone initially in their own thoughts 
before moving into a team led to much 
greater group creativity.  When we 
are brainstorming alone, we are in a 
state of thought; we are not in a state 
of action.  Conversely, when we work 
in teams, we start getting busy, making 
plans, setting an agenda and this does 
not serve us well. 

It is far more effective to have peo-
ple brainstorm alone and then move 
to groups than to do the reverse.  By 
brainstorming alone first, the individ-
ual is not under the peer pressure of 
others.  Moreover the individual does 
not have to pay attention to social cues 
or for that matter even listen to oth-
ers.  Rather, that person can think in a 
completely unfettered fashion.  

Myth #7:  People who are pro-
social (team-oriented) are more 
creative than those who are 
pro-self.  
We warned you this would not be polit-
ically nor organizationally correct.  For 
years, we’ve been told to act more like 
team players and put self-interest aside. 
In fact, that advice does not make sense 
for creative teamwork.  People who are 
pro-self and have a high concern for 
their own self are actually more cre-
ative than people who are pro-social.   

How do you know if you are pro-self 
or pro-social?  Well, as a start, do you 
resonate more with the statements like, 
“I enjoy being unique and different from 
others in many respects” or statements 
like, “Even when I strongly disagree 
with group members, I avoid an argu-
ment”?   Similarly, are you more likely 
to state that “I do my own thing, regard-
less of what others think” or that “It is 
important to maintain harmony within 
my own group”.  And what about, “I 
prefer to be direct and forthright when 

dealing with people I’ve just met” ver-
sus “I usually go along with what others 
want to do, even when I would rather 
do something different”.  If you tended 
to agree with the first statement in each 
pair, chances are you are primarily pro-
self.  If you tended to agree with the 
second statement in each pair, chances 
are you are primarily pro-social.  Don’t 
misunderstand me, being pro-social is 
very advantageous in many, if not most 
of life’s situations.  It is just not condu-
cive to thinking creatively.

However, we don’t advocate creating 
a culture of self-centeredness.  Rather, 
we point to ways of temporarily putting 
pro-social, communal concerns aside 
during a focused brainstorming session 
in order to turn on or ignite a pro-self 
orientation for increased creativity.  In 
my research with social psychologists 
Wendi Gardner at Northwestern and 
Elizabeth Seeley at NYU, we’ve used a 
technique to temporarily engage pro-
self views.   It involves pronouns.  If 
you want people to be self-absorbed, 
then have them write or read state-
ments that contain a lot of personal 
pronouns, such as “I”, “me” and “mine”.  
Conversely, if you want people to 
focus on others, then have them read 
or write statements that contain other 
pronouns, such as “we”, “us” and “ours”.   
We find that this simple mind exercise 
can temporarily activate either pro-self 
or pro-social concerns. 

Myth #8: Calming, relaxing, 
peaceful de-activating moods 
(e.g., sadness, relaxation, se-
renity) lead to more creativity 
than activating moods  
(e.g., anger, fear, happiness).   
There is a widespread belief that cre-
ativity is best served through inner 
peace, serenity, and calmness. I know 
one colleague who was convinced 
that her own creative writing was best 
when she had no distractions, qui-

etly sipping tea in a peaceful setting.  
However, after three months of such 
languid writing days, she produced 
nothing that she was proud of.  Shortly 
thereafter, her first baby was born and 
her schedule went from long, open, 
peaceful, unstructured days to tightly 
orchestrated minute-by-minute slots, 
punctuated by extreme activity.  The 
result?  She became prolifically pro-
ductive.   In her words, she was “wired”.  
The way she put it to me was, “I have 
90 minutes when Sam is napping and 
I run to the computer and write like 
crazy.  I’m totally focused.”  Turns out 
our colleague is onto something.   In 
fact, it is better to be aroused when 
attempting to think creatively.    In my 
own research with Brian Lucas, we find 
that people feel that they will be more 
creative when listening to peaceful, 
calming music than to a boring speech, 
but in fact the opposite is true.  When 
people were listening to the boring 
speech, they were becoming annoyed, 
frustrated and agitated.  Conversely, 
those listening to their favorite songs 
were growing more relaxed and serene.  
We then examined their behavior in 
a creativity challenge and found that 
those who had listened to music dra-
matically under-performed compared 
to those who had been frustrated by the 
annoying political speeches.  We don’t 

Leigh Thompson is the 
J. Jay Gerber Professor 
of Dispute Resolution 
and Organizations at 
the Kellogg School 
of Management. She 
directs the highly 
successful Kellogg 
executive course, 

Leading High Impact Teams, and the Kellogg 
Team and Group Research Center. She also 
codirects the Negotiation Strategies for 
Managers course. Thompson has published 
more than 100 research articles and has 
authored nine books, including The Truth About 
Negotiations, Making the Team, and The Mind 
and Heart of the Negotiator.
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want to suggest that it is always nec-
essary to frustrate and annoy people 
in order to spark creativity.  What we 
do suggest is that arousing, energetic 
moods and environments bring out 
more creativity than relaxing peaceful 
environments. 

Assess your team’s creative 
know-how
Now that we’ve poked some of the big 
myths surrounding creative collabo-
ration, what can we do make sure our 
own teams don’t get caught up in them, 
and hold themselves back from being 
effective?  First, we need to set the stage 

by seeing where you are in terms of 
creative collaboration competence.

Think about the last meeting you 
had in which the task called for creativ-
ity.  What did you do to set the stage?  
If you are like most people, you did not 
do anything different – or maybe you 
brought in the donuts!  Most teams run 
every meeting the same way no matter 
what the business at hand is.  High per-
formance teams, however, constantly 
change gears so as to optimally meet 
the challenge of the day.   If the chal-
lenge of the day involves brain surgery, 
or a SWAT mission, then clearly de-
fined roles, top-down leadership, and 

a strong prevention-focus is necessary. 
However, if the challenge of the day 
calls for brainstorming a new product 
idea or new ways of engaging custom-
ers, then the team must organize itself 
to be at its creative best, which will call 
for a different set of norms and behav-
iors.  Establishing the ground rules for 
these norms and behaviors to occur 
is the part and parcel of the creative 
conspiracy. 

Most people float into meetings 
and conference rooms that look 
strangely similar to one another, no 
matter what the true business at hand 
it.  Why?  In the Creative Collabora-

1.  With regard to ground rules and norms in our creativity 
sessions, my team…

❏  operates with dysfunctional rules and norms (0)

❏  really does not have any clear rules or norms (1) 

❏  has knowledge of effective ground rules, but does not 
regularly use nor enforce them (2)

❏  regularly operates with at least 4 cardinal rules of 
brainstorming (e.g., expressiveness, no evaluation, 
quantity focus, and building on ideas of others) (3)

❏  regularly operates with the 4 cardinal rules of 
brainstorming as well as additional rules that we have 
found to be particularly impactful (e.g., no story-telling, 
no explanations, encouraging those who are not making 
a contribution to contribute, etc.) (4)

2. With regard to conflict, my team…

❏  is not very nice; we engage in openly rude behavior; open 
venting, jeering, personal attacks and harsh criticism (0)

❏  is too nice; we actively avoid conflict (1) 

❏  sometimes expresses conflict, but people try to separate the 
people from the problem (2)

❏  routinely engages in open, spirited debate, much as 
scientists do, who hold different theories; we passionately 
attack the problem, but we respect our people (3)

3. With regards to a group facilitator, my team…

❏  has never used nor is open to using a facilitator (1)

❏  has attempted to sabotage an outside (or inside) 
facilitator (0)

❏  has used an untrained facilitator (2)

❏  has used a trained facilitator, practiced in the art of 
creative teamwork (3)

4.  In terms of external aids (e.g., whiteboards, flipcharts) 
props, stop-watches, toys, films, and materials, my 
team…

❏  meets in a room that is largely impoverished  
(no whiteboards, no flipcharts, no wheels on the chairs, 
no art, etc.) (0)

❏  meets in a room that has blackboards, flipcharts, writing 
surfaces, moveable chairs, and we might occasionally use 
them but not regularly (1)

❏  actively uses the blackboards, flip charts, writing surfaces, 
moveable chairs and more (2)

❏  in addition to actively using our space, we bring in additional 
materials, such as stickers, index cards, post-its, or other 
supplies and materials (3) 

5.  With regard to mental stimulation and things to 
keep us thinking, engaged and invigorated, such 
as props, videos, games, primes, objects, pictures, 
etc., my team…

❏  does not provide nor encourage any kind of “external 
stimuli” such as pictures, toys, objects, etc.  (0)

❏  has on occasion, attempted to “liven up” our creative 
meetings through the use of props, humor, etc. (1)

❏  actively imports props, such as toys, devices, gadgets as a 
trigger for discussion (2)

 Creative Collaboration Assessment
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6. With regard to mood, my team…
❏  looks like a bunch of grumpy men and women (0)

❏  is largely neutral (not happy, not sad, just there, taking up 
space) (1)

❏  is often positive, and upbeat (2)

❏  is consistently positive and upbeat (3)

7.  With regard to goal-setting, my team…
❏  has not set a goal as long as I can remember (0)

❏  sets safe/weak goals (1)

❏  sets definite goals (2)

❏  sets goals based upon meaningful criteria and 
scientifically-based benchmarks, and revisits those goals 
on a regular basis (3)

8. With regard to diversity, my team…
❏  is largely homogeneous, with people having similar points of 

view, personality, and background training (1)

❏  has demographic and or gender diversity (2)

❏  has demographic or gender diversity that falls along faultlines 
(e.g., all women are in HR; men in engineering, etc.) (0)

❏  has deep-level diversity (based on skills, training, 
background, education) (3)

9. The size of my team is…
❏  unclear since we have never specified who’s on the team (0)

❏  consistently over 10 people (1)

❏  8-10 people (2)

❏  5-7 people (3)

❏  less than 5 (4)

10. In terms of incentives, rewards, and consequences, 
the following best describes my team:

❏  many more sticks than carrots; under-performance more 
scrutinized than exceptional performance (punishment 
focused) (0)

❏  no meaningful rewards or punishments (no consequences) (1)

❏  more carrots than sticks (reward-focused); exceptional 
performance noted more often than under-performance (2)

❏  meaningful process and outcome rewards (3)

11.  The leader of my team is best described as…

❏  milquetoast: uninvolved and passive (0)

❏  transactional:  gets the job done; acts like a manager (1)

❏  relational:  nice, likeable, but not particularly strategic on the 
tasks (1)

❏  transformational:  consistently articulates goals and vision for 
the team (2)

12. If my team were having a brainstorming or creativity 
session, my team would most likely…

❏  not do anything different than in any other meeting (0)

❏  hope that people share ideas (1)

❏  go around the table one-by-one and invite people share ideas 
aloud (2)

❏  engage in brainwriting (the simultaneous writing of 
ideas) (3)

❏  engage in brainwriting for part of the time; and perhaps 
electronic brainstorming (4)

tion Assessment that follows, we ask 
you to think about how your team 
conducts itself.  Where do you meet?  
What are the spoken and unspoken 
rules of engagement?  Does anyone 
facilitate the meeting?  Are any spe-
cial props or materials brought in 
for the meeting?  Are ground rules 
discussed?  Sadly, most of the time, 
the answer is no, no, and not really.  
This suggests then, that leaders are 
not making most efficient use of their 
scarcest resource: people’s time.  

We’ve developed a Creative Col-
laboration Assessment that invites 
you to examine your team’s creative 

meetings – which absorb at least 25-
50% of your time or more.  Once you 
have taken stock of just how you are 
using your own and other people’s 
meeting time, we introduce a set of 
scientifically-tested best practices for 
optimizing the creative meeting. We 
suggest that you begin by complet-
ing the assessment yourself and then 
conduct an open-ended conversation 
among the team’s members.  Does 
everyone see the group’s process in 
the same way?  Where are the points 
of agreement?  Disagreement?  What 
works well in terms of your group’s 
process?  What does not work?  What 

practices should be added? What pro-
cesses should be dropped altogether 
or abandoned?

The Creative Collaboration As-
sessmet contains 20 items.  As you 
answer the assessment, imagine that 
a team psychologist is observing your 
team through a one-way mirror.  Your 
team does not know they are being 
observed, but an organizational psy-
chologist is watching your every move.  
The psychologist is well-trained and 
has studied thousands of teams.   How 
would that psychologist describe your 
team? In short, we are asking that you 
take an objective look at your team.
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13. With regard to membership change on my team…
❏  there has been no membership change for 5 or more  

years (0)

❏  there has been no membership change for at least a year (1)

❏  new members have been added and some members have left 
in the past 12 months (2)

❏  we have planned membership change and rotation; and often 
invite people on a temporary basis (3)

14. With regard to office space, my team or company…
❏  is marked by closed doors and very few meeting spaces (0)

❏  has a largely, completely open floor plan (1)

❏  is a careful balance of cave-and-commons, with private spaces 
and common meeting spaces (2)

15.  With regard to time pressure in our brainstorming-
creativity sessions…

❏  we meet for the same amount of time every week (0)

❏  we meet until we are finished (1)

❏  we strategically plan the length of the meeting and set goals (2)

16.  The future oriented mindset of my team is largely…
❏  prevention-focused; the team worries about what can go wrong; 

attempts to avoid disaster or bad outcomes (0)

❏  promotion-focused; we focus on goals; think about 
success (1) 

17.  With regard to people skills, also known as emotional 
intelligence skills…

❏  plain and simple: my team does not have them (0)

❏  some members have people skills, but not everyone (1)

❏  several members have people skills and they coach others (2)

❏  the team has people skills, we actively coach each other, and the 
organization appreciates the value they bring (3)

18.  With regard to free-riders on our team, such as people not 
doing their share of the work, yet expecting credit…

❏  free-riders exist on our team and they get away with it (0)

❏  free riders exist on  our team and we make weak attempts to 
confront them (1)

❏  we take proactive steps to discourage free-riding (2)

19. In terms of outsiders, my team…
❏  does not trust them and does not involve them (0)

❏  may consult with them occasionally (1)

❏  regularly involves the input of outsiders (2)

❏  regularly involves the input of outsiders who are devil’s 
advocates (3)

20. With regard to social networks, my creative team…
❏  is disconnected from the rest of the organization (0)

❏  is very closely connected to one another (1)

❏  are closely connected to one another, yet have good working 
relationships (2)

Scoring 

After taking the Creative Collaboration Assessment, add up your 
answers across the 20 items.  The points for each answer are in 
parentheses.  Note that the minimum score is 0 and the maximum 
score is 56.  We rarely see such extremes.  An average score is 
around 28.  The higher your overall score, the more creatively 
healthy your team is.   

Scores 0-10:  (Low).  Scores this low should be an immediate 
call to action. Low scores in this range are usually due to one of 
three things:  (1) the team has not been taught the best practices 
of creative teamwork; (2) the team does not take the time or does 
not feel accountable for modifying the structure of the group; or (3) 
someone is actively sabotaging the team.  The first two are easy to 
fix.  Reading this book will undoubtedly improve your team score.  
Making even one change to your weekly team creativity meetings 
will have a marked effect on your creative output.

Scores 11-21: (Medium-Low).  You have much room to improve.  
We suggest focusing on 2-3 best practices to implement in your 
team.  Be sure to introduce each practice by itself and build in new 
best practices incrementally.  Ask for feedback and keep modifying. 

Scores 22-32:  (Average).  This range is actually the danger zone 
because it is the zone of complacency.  “We are ok. There is nothing 
to worry about.  We are about average for our industry.  Others are 
worse than us.” If you find yourself in this range, make it a point to 
locate a team in your organization with a significantly higher score 
and invite them in for an informational session. Barrage them with 
questions.  Ask whether it was worth it.  (no doubt it is!).  Find others 
in your team who are not satisfied with mediocrity and introduce 
one new best practice every month.

Scores 33-44:  (Above Average).  Congratulations!  Scores in this 
range are rare and it means that someone on the team really is 
committed to the success of the team. Make sure you affirm this 
person’s efforts. Ask how you can be an active contributor to the 
team’s continual evolution. Celebrate your best practices.  Offer to 
coach other teams.

Scores 45 & higher:  (Extremely Advanced).  You are a black 
belt creative conspirator.  Because of you, your team is already 
functioning at an elite level.  Find areas to continue to improve.  
Offer to coach other teams.  Conduct smart experiments 
within the team to discover which practices had the biggest 
effect. Publish your findings and share with other teams in the 
organization. ■

Reprinted by permission of Harvard Business Review Press. Excerpted from Creative Conspiracy: The New Rules of Breakthrough Collaboration 
by Leigh Thompson Copyright 2012.
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Why have you been so successful 
in reaching some of your goals, 

but not others? If you aren’t sure, you 
are far from alone in your confusion. 
It turns out that even very brilliant, 
highly accomplished people are pretty 
lousy when it comes to understanding 
why they succeed or fail. The intuitive 
answer—that you are born predis-
posed to certain talents and lacking 
in others—is really just one small 
piece of the puzzle. In fact, decades of 
research on achievement suggest that 
successful people reach their personal 
and professional goals not simply 
because of who they are, but more 
often because of what they do.

These are the nine things that suc-
cessful people do—the strategies they 
use to set and pursue goals (some-
times without consciously realizing 
it) that, according to decades of re-
search, have the biggest impact on 
performance. Scientific psychologists 
who study motivation, like myself, 
have conducted thousands of studies 
to identify and test the effectiveness 
(and limits) of these strategies. The 
good news is that the strategies are re-
markably straightforward and easy to 
use. Reading this book, you will have 
lots of “Of course!” moments. Also 
some “Oh, I see, that makes sense,” 
and a few “Wow, I had no idea” ones, 
too. In the end, not only will you 
have gained some insight into all the 
things you have been doing right all 
along, but you’ll be able to identify 
the mistakes that have derailed you. 
More importantly, you’ll be able to 
use that knowledge to your advan-
tage from now on.

Don’t Tempt Fate
No matter how strong your willpower 
muscle becomes, it’s important to 

always respect the fact that it is lim-
ited, and if you overtax it, you will 
temporarily run out of steam. Don’t 
try to take on two challeng-
ing goals at once, if you can 
help it (like quitting smok-
ing and dieting at the same 
time). And make achieving 
your goal easier by keeping 
yourself out of harm’s way. 
Many people are overly 
confident in their ability 
to resist temptation, and as 
a result they put themselves in situ-
ations where temptations abound. 
Successful people know not to make 
reaching a goal harder than it already 
is.

Resisting temptation is a key part 
of successfully reaching just about 
any goal. What we want to do is often 
the very opposite of what we need 
to do in order to achieve our profes-
sional or personal ambitions. This 
may sound a bit counterintuitive, but 
the very first thing you are going to 
want to do if you are serious about 
resisting temptation—even before 
you start working on building your 
willpower muscle—is make peace 
with the fact that your willpower 
is limited. It will always be limited, 
even if you get more of it through 
regular exercise. (Remember that no 
matter how big a muscle is, it can still 
be overworked.)

The problem is that most of us think 
we have more willpower than we actu-
ally do. As a result, we put ourselves 
in harm’s way, exposing ourselves to 
temptations that we assume we’ll be 
able to handle. For example, in one 
study of smoking cessation, partici-
pants who hadn’t smoked in three 
weeks (and were therefore well out of 
the physical withdrawal phase) were 

asked how confident they felt about re-
sisting the desire to smoke in the future. 
They were also asked about whether or 

not they planned to avoid 
temptation—the situations 
(like being out with friends 
who smoke) that might in-
crease their urge to smoke. 
The results showed that the 
more confident the former 
smokers were about their 
ability to resist temptation, 
the more likely they were to 

tempt fate. Several months later, smok-
ers who did avoid temptation were less 
likely to have relapsed, while those who 
overestimated their willpower returned 
to their old habits.

Even if you have built up large 
reserves of willpower, you will not 
have much left for sticking to your 
resolutions at the end of a long day 
of putting out fires at work. (This is 
basically why Happy Hour exists.)

Don’t kid yourself; during particu-
larly stressful times, you will have a 
hard time staying on track. That’s why 
it’s so important to give some thought 
to when you are most likely to feel 
drained and vulnerable, and make 
an if-then plan to keep yourself out 
of harm’s way. Be prepared with an 
alternate activity, a distraction, or a 
low-calorie snack, whichever applies.

Also, do yourself a favor, and don’t 
try to pursue two goals at once that 
each requires a lot of self-control, 
if you can help it. This is really just 
asking for trouble. For example, 
studies show that people who try to 
quit smoking while dieting, in order 
to avoid the temporary weight gain 
that often accompanies smoking ces-
sation, are more likely to fail at both 
enterprises than people who tackle 
them one at a time.

9 Things Successful People Do Differently
by Heidi Halvorson
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Finally, remember that it is far 
easier to abstain from doing some-
thing all together than it is to give in 
just a little and then stop. And you 
need more and more self-control to 
stop a behavior the longer it goes on. 
If you don’t want to end up having 
sex, it’s best to stop at the goodnight 
kiss. If you’re trying to lose weight, 
it’s best to pass up the potato chip 
bowl altogether. Remember the slo-
gan, “Betcha can’t eat just one.” Lay’s 
wasn’t kidding.

Putting It into Practice:  
Stop Before You Start

1.  If you have a bad habit you’re try-
ing to kick or an impulse you are 
trying to resist, give some thought 
to the times and situations in 
which you are most vulnerable to 
temptation and how you can avoid 
them if possible.

2.  Tackle major willpower challenges 
one at a time. (If people stuck to 
just one New Year’s resolution per 
year, they would be a lot more 
successful.)

3.  Avoid thinking you can have “just 
one” or “a little bit” of something 
you really enjoy but shouldn’t 
have. It is easier to skip it entirely. 
Less fun, but much easier.

Focus on What You Will Do, 
Not What You Won’t Do
Do you want to successfully get pro-
moted, quit smoking, or put a lid on 
your bad temper? Then plan how 
you will replace counterproductive 
behaviors with more constructive, 
profitable ones. Too often, people con-
centrate all their efforts on what they 
want to stop doing and fail to consid-
er how they will fill the void. Research 
on thought suppression (e.g., “Don’t 
think about white bears!”) has shown 
that trying to avoid a thought makes 
it even more active in your mind. The 
same holds true when it comes to be-
havior; by trying not to do something, 
the impulse gets strengthened rather 
than diminished.

If you want to change your ways, 
ask yourself, what will I do instead? 
For example, if you are trying to gain 
control of your temper and stop flying 
off the handle, you might make a plan 
such as, “If I am starting to feel angry, 
then I will take three deep breaths to 
calm down.” By using deep breath-
ing as a replacement for giving in to 
your anger, your success-sabotaging 
impulse will get worn away over time 
until it disappears completely.

Once you’ve decided to make an 
if-then plan to help you reach your 
goal, the next thing you need to do 

is figure out what exactly goes in it. 
According to new research, you need 
to be very careful about the way you 
word your plan, because one particu-
lar type of if-then plan can backfire, 
leaving you doing more of whatever 
you were trying to avoid doing in the 
first place.

Researchers from Utrecht Uni-
versity in the Netherlands looked at 
three types of if-then plans. Replace-
ment plans do just what the name 
suggests—replace a negative behavior 
with a more positive one. If you have 
a tendency to immediately say yes to 
every opportunity that comes your 
way, and you end up with way too 
many pots on the stove, you might 
create an if-then replacement plan 
such as, “If I am offered a new proj-
ect, then I will think it over for at least 
twenty-four hours before respond-
ing.” “Think it over for twenty-four 
hours” is a replacement behavior—a 
more adaptive response designed to 
substitute for whatever you usually do 
that gets you into trouble.

Ignore if-then plans are focused 
on blocking out unwanted feelings, 
like cravings, performance anxiety, 
or self-doubts. (“If I have the urge 
to smoke, then I will ignore it.”) In 
this case, you are simply planning 
to tune out unwanted impulses and 

" The development of the organizational ideal follows a course similar to that of the ego ideal.  
The organizational ideal is based on a set of identifications based on heroic stories of the 
organization's achievements that start with one person and then are shared. These stories 
capture the imagination of the organization's participants and are internalized. These ideal 
images of the organization, maintained through storytelling, symbols, and ritualistic activities, 
together are part of the organization's mythology. This idealization process is never-ending, 
perceptually fluid activity."

– Manfred Kets de Vries  
from The Leader on the Coach: A Clinical Approach to Changing People and Organizations
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thoughts in order to diminish their 
effect on you.

Finally, negation if-then plans in-
volve spelling out the actions you 
won’t be taking in the future. With 
these plans, if there is a behavior you 
want to avoid, you simply plan not to 
perform this behavior. (“If I am at the 
mall, then I won’t buy anything.”) This 
is, in a sense, the most straightforward 
and head-on way of addressing nega-
tive impulses, and probably the one 
we most often end up using.

All three types of if-then plans 
were put to the test, with surprising 
and consistent results. The research-
ers found that negation if-then plans 
not only were far less effective com-
pared to other plans, but sometimes 
resulted in a rebound effect, leading 
people to do more of the forbidden 
behavior than before.

Just as research on thought sup-
pression (e.g., “Don’t think about 
white bears!”) has shown that con-
stantly monitoring for a thought 
makes it more active in your mind, 
negation if-then plans keep the focus 
on the suppressed behavior. Ironical-
ly, by simply planning not to engage 
in impulsive actions, the impulse gets 
strengthened rather than broken. So a 
plan such as, “If I go to the mall, then 
I won’t buy anything,” may end up 
costing you a small fortune.

Remember that when it comes 
to reaching your goals, you need to 
plan how you will replace the behav-
iors that sabotage your success with 
better ones, rather than focusing 
only on the maladaptive behaviors 
themselves. The critical part of your 
if-then plan is what you will do, not 
what you won’t do.

Putting It into Practice:  
Focus on What You Will Do

1.  Many of our goals have to do 
with stopping something: not 

overeating, not overworking, not 
staying up so late, not being so 
defensive. But thinking about 
a goal in this way can actually 
strengthen our self-sabotaging 
impulses, rather than wear them 
down. Reframe a stopping goal 
in terms of starting: decide what 
you will do instead.

2.  Once you’ve decided on the 
good behavior that will replace 
the undesirable one, make an 
if-then plan: If I feel the urge to 
_________________________, 
then I will _________________ 
instead.

Conclusion
Most of us look at people at the 
top of their game—the captains 
of industry, the wielders of politi-
cal power, the movers and shakers 
in the arts, film, and music—and 
explain their successes using words 
like “genius,” “ability,” and “talent.” 
Which would be fine if most of us 
understood how genius, ability, and 
talent work. Being successful is not 
about winning the DNA lottery; 
it’s about reaching goals. It’s about 
making smart choices, using the 
right strategies, and taking action. 
Study after study shows that so-
called “innate” ability measures, 
like IQ, do a remarkably poor job 
predicting who succeeds and who 
doesn’t. Measures of effective strat-
egy use and persistence, on the 

other hand, tell us a lot about who 
is likely to rise to the top.

Successful people set very spe-
cific goals and seize opportunities 
to act on them (using strategies 
like if-then planning). They always 
know how far they have to go and 
stay focused on what still needs 
to be done. They believe they will 
succeed, but embrace the fact that 
success will not come easily. They 
remember that it’s about making 
progress, rather than doing every-
thing perfectly right out of the gate. 
They believe that they can develop 
their abilities through effort, which 
makes them gritty in the face of set-
backs and challenges. They build 
their willpower through frequent 
exercise, make plans for how to 
cope when willpower is low, and try 
not to put themselves in situations 
where temptations abound. They 
focus on what they will do, rather 
than what they won’t do.

There is nothing they do that you 
can’t do, too.

For more scientifically proven strat-
egies you can use to achieve personal 
and professional success, check out 
my new book Succeed: How We Can 
Reach Our Goals. ■
Reprinted by permission of  
Harvard Business Review Press.  
Excerpted from 9 Things  
Successful People Do Differently  
by Heidi Halvorson, Copyright 2012.
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Manage Yourself

Management begins 
with you—who 

you are as a person.
It begins with you be-

cause what you think  and 
feel, the beliefs and values 
that drive your actions, 
matter to the people you 
must influence.

Each day people examine your 
every word and action to uncover your 
intentions and motives. They want to 
know whether they can trust you. How 
hard they work, their  level of personal 
commitment, their willingness to ac-
cept your influence will hang largely 
on the competence and character they 
see in you. And their perceptions will 
determine the answer to this funda-
mental question every manager must 
ask: am I someone who can influence 
others to produce the results we need?

The chapters in part I will help you 
find the answer. They focus on the very 
core of management: the relationship 
between you and the people you man-
age. What is that relationship? What 
does it require of you? What about  it 
creates the influence you must exercise?

Chapter 2, I’m the Boss! looks at formal 
authority, a manager’s ability to exercise 
influence on behalf of the organization. 
It’s an ability many managers misun-
derstand and misuse. They focus on the  
rights,  privileges,  and  status—rather 
than  the  duties  and responsibilities—
that come with their title. We conclude 
that formal authority is a useful but very 
limited means of influence.

Chapter 3, I’m Your Friend! looks 
at a different source of influence: the 
personal relationship between boss 
and subordinate. In an authority-based 
relationship the manager says, “Do 

it because I’m the boss.” But in a per-
sonal relationship, the boss says, “Do it 
for me because  we’re friends.” Though 
sometimes created consciously, such 
relationships usually develop because 
the manager simply wants to be liked 
and believes that  a close, personal re-
lationship is the best way to influence 
others.  Unfortunately, it is not, and 
such relationships can create  obstacles 
that  limit the manager’s effectiveness.

Chapter 4, Can People  Trust 
You? answers this question: if influ-
ence doesn’t arise from fear (“I’m the 
boss!”) or from being liked (“I’m your 
friend!”), where does it come from? It 
comes from people’s trust in you as a 
manager.  Trust is the foundation for all 
forms of influence other  than coercion. 
In this chapter we examine the sources  
of trust—people’s belief in your com-
petence and character—and encourage 
you to examine how well you do those 
things that foster trust.

As you read these chapters, we hope 
you’ll consider carefully the many 
questions they pose. Use them  to re-
flect  on your own practices and your 
ability to influence your people, peers,  
and superiors.

This is where management—and 
your management journey—begins.

I’M THE BOSS!:  
Don’t Depend on Your  
Formal Authority

8:31 a.m. Kim Young, Project 
Emerge assistant, enters Jason’s office 
waving the note Jason left on his desk.

“What’s this?” Kim asks.
“Last Tuesday,” Jason says, “I asked 

Jay, Sumantra, Kathy, and Barry for 
progress reports by end of day yesterday. 
I copied you and asked you to combine 
them into one file for me.”

“Now I remember,” he says. “No-
body sent anything.” “Did anybody 
say they’d be late?”

“No.” Seeing the look on Jason’s  
face, he adds, “Frank was pretty 
relaxed.” Frank Rigby was Jason’s pre-
decessor. “He didn’t believe in lots of 
reports or meetings or bureaucracy.”

“Apparently not.” Jason takes a 
deep breath and fights back the anger 
he can feel building inside himself. 
“Please go check with them,” he says 
firmly but calmly to Kim. “Remind 
them I said this is important. Let me 
know when they expect to have their 
reports. And ask them about the other 
things I wanted. Sumantra’s going 
back and taking a close look at our 
agreement with the IFTE—I want 
to know how they can bow out of 
Project Emerge, if that’s what they’re 
thinking of doing. Laraba is supposed 
to be comparing the IFTE’s network 
of schools against the schools where 
Reynolds’ materials are already being 
used. I’ll call Barry myself. And make 
sure Jay covers what’s going on with 
eMedia.” Jay Bradshaw is manager of 
online production in charge of pro- 
ducing the actual online materials for 
all Project Emerge courses, based on a 
syllabus developed by Sumantra Tata, 
Project Emerge senior editor. eMedia 
is the outside production house Jay is 
using. Jason has heard eMedia is hav-
ing problems staying on schedule.

8:35 a.m.    Jason finds Barry’s 
report in an e-mail that just arrived 
and spends a few minutes scroll-
ing through it. With a sinking heart, 
he realizes it’s not all he asked for. 
He wanted a sensitivity analysis of 
Project Emerge’s numbers next year 
if development of the first offering, 
Introduction to Programming, is 

Book Excerpt: Being the Boss: The 3 Imperatives for  
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delayed or interest in it is less than ex-
pected. Barry only considered lower 
demand and ignored the possibility 
of production delays. Jason checks the 
e-mail he sent Barry. It clearly said to 
consider both demand and a delay.

8:43 a.m.    Jason calls Barry. “I 
need to know what happens if

Introduction to Programming is 
delayed.” “If it is, heaven help us.”

“When can you redo the report?” 
Jason asks. “I can’t submit any prelimi-
nary budget numbers until  I see it.”

“End of today.”
“Then we won’t have numbers until 

Monday.”
“They won’t like that,” Barry says. 

“Why not just put in the original pro 
forma numbers?”

“We know more now, and I’m not 
signing up for funny numbers,” Jason 
says. “I like reality.”

“Be careful. Reality can bite you 
around here.” Barry laughs.

8: 46  a.m.  Kim returns.  “ Those 
reports  you wanted— Sumantra’s half 
done. Jay says he’s been too busy. Besides, 
he’s meeting with eMedia at lunch today. 
He’ll know more then. I can’t reach 
Laraba. She must be on her way in.”

In a fit of frustration, Jason shoots 
out a curt e-mail to all of them saying 
he needs their reports and other infor-
mation by 4:00 p.m. without  fail. “Let’s 
see if they ignore that,” he thinks.

8:51 a.m.    Jason looks around to see 
Julia Morgan standing in front of his 
desk. She’s an editorial assistant  who 
works for Sumantra. She asks for a min-
ute and makes an impassioned plea for 
the empty cubicle by the windows. She 
has seasonal affective disorder (SAD), 
and unless she gets as much light as 
possible in the winter months, she gets 
depressed.  “I’ve been diagnosed,” she 
says. “I’m not making it up.” Jason tells 
her he hasn’t decided yet but will con-
sider her request very seriously.

8:59 a.m.    Still no word from Jack 

Cavit’s assistant.  Jason takes the eleva-
tor up to the seventh floor, hoping to 
catch Cavit in his office there. No luck. 
He asks Cavit’s assistant to double- 
check his schedule. Nothing. No free 
time at all, not even a few minutes.

9:08 a.m.    Jason takes the stairs 
down, instead of the elevator, to work 
off some nervous energy. “This is 
turning into a big problem,” he thinks. 
“I can’t believe Project Emerge and my 
future at Reynolds Ed depend on get-
ting ten minutes with this one guy just 
to make sure he keeps his promise to 
assign people and give us time at Sales 
Conference.”

Many managers take an authoritar-
ian “do this, do that” approach with 
their  people. It’s not that they neces-
sarily enjoy controlling others but that 
they believe exercising authority is the 
most efficient way to influence others 
and get results.

For  many  of them,  this  approach 
reflects  the  reason  they became 
managers. They want to have an im-
pact on their organizations, to be the 
ones who “drive the business,” the 
ones “who make things happen.” As 
one said, “I . . . always wondered what 
it would be like to be in charge and 
get people to do things the right way.” 
When  they issue a directive,  they’re 
essentially saying, “Do it because  I’m 
the one who’s been given responsibil-
ity and put in charge. I’m the boss.”

What approach do you take? Do you 
rely on the authority that comes with 
being a boss to get the results you need? 
Do you try to influence people by telling 
them what to do? Do you think that’s 
what you’re supposed to do?

If you do, you may be among the 
many managers we see who miscon-
ceive the nature and purpose of their  
formal  authority.

Many think it’s the center of their 
work, the key means of influencing 
others.  They think  it is literally  what 

makes them  managers. And some 
even think it changes who they are 
and their place in the world.

Misconception: Do You Think 
Authority Is Your Key Means 
of Influencing Others?
“I’m the boss!” It’s a common mis-
take to think management is defined 
by formal authority—the ability that 
comes with a title to impose your will 
on others. In fact, formal authority is 
a useful but limited tool.

People Want More Than a Formal,  
Authority-Based Relationship  
with the Boss
Many managers—especially those who 
were achievement-driven stars as indi-
vidual  performers—don’t even think 
about relationships. They’re so task ori-
ented that they put the work to be done 
and their authority as boss at the heart 
of what they do and assume they can 
ignore the human aspects of working 
with others.

The problem  is that  most people 
don’t want your authority to be the be-
all and end-all of the relationship. They 
want a personal, human connection, an 
emotional link. They want  you to care 
about  them  as individuals.  They want  
you to encourage their growth  and de-
velopment. Research  tells us this kind 
of human relationship with the boss is 
a key factor determining an employee’s 
level of engagement with the work.

We know of a small-company 
owner, a warm, decent woman, so 
pressed  for time she consciously de-
cided to avoid small talk at the office. 
She never opened up to people about 
herself or asked about their lives and 
interests. She didn’t, that is, until her 
people rose up and expressed, through 
an intermediary, that  they hated  how 
she treated them. They wanted a real, 
human connection with her, even if she 
was “the boss.”
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The Limits of Formal Authority
Most managers soon discover, often to 
their dismay, that authority isn’t very 
effective for influencing people and 
getting results.

Your Formal Authority Often Fails to 
Produce Compliance
You may think  people  are perverse 
or stubborn, but there  are many rea-
sons they don’t always follow your 
instructions.

They disagree with you. They think 
there’s a better way and feel free to 
exercise their own judgment.

They think something else is more im-
portant. It’s up to you to set deadlines 
and make your priories clear.

They don’t understand what you 
want. Making directions more and 
more explicit can only go so far. Most 
work today requires some judg-
ment and thought, and so it’s almost 
impossible to give instructions specific 
enough to eliminate all misunder-
standing or cover every contingency.

They find circumstances have 
changed, invalidating  your directions 
and forcing them to improvise.

They dislike being bossed around. Pe-
remptory orders  given in a tone of 
voice or choice of words that’s belit-
tling only invite minimal compliance 
or subtle disobedience. As someone 
told us, “I fixed my boss. I did exactly 
what he said to do.” Be aware that 
some people are especially sensitive 
to “being bossed around.” They bring 
to work a history of troubled dealings 
with authority figures. By the time you 
meet them, they’ve accumulated a set 
of ambivalent and even negative feel-
ings about authority, which they apply 
to you and any instructions you give. 
At the extreme, these are the people 
from whom a simple directive can 
produce angry resistance.

People may have a view of author-
ity that differs from yours. They may 
bring to work generational or cultural 
attitudes that  lead them to distrust 
and question authority. That will make 
them less likely to comply. This is not 
personal. It’s simply a different point 
of view that you and they will need to 
work through. As companies and work 
groups  become  more  diverse,  these  
differences will appear more often.

Finally,  people may not comply be-
cause they ’re confused. The growing 
complexity of the workplace  and 
more  fluid organizational structures 
with multiple bosses and temporary 
teams can complicate and blur lines 
of authority. Many employees may 
be confused by what seem to them 
conflicting demands and expecta-
tions.  Also, in virtual  teams  with  
members spread  far apart, distance 
diminishes the  ability  of formal  au-
thority to create compliance. It’s easy 
to forget about a boss 3,000 miles 
away, especially when there’s another 
just down the hall.

All of these reasons  create a work-
place in which authority is at best an 
uncertain means of influence.

Your Formal Authority by Itself Cannot 
Generate Commitment
You need more than people’s simple 
compliance. You need them to be 
engaged with their work and want 
to do it well. You can command how 
your people spend their time, even 
where they direct their attention, but 
you cannot decree what’s essential for 
good work—you must win their com-
mitment by winning over their heads 
and hearts. When you rely primar-
ily on your formal authority, you’re 
fundamentally managing through 
fear—fear of the consequences of 
disobedience. Fear is a limited, ulti-
mately corrosive and demeaning way 

to get what you want from others. It 
certainly will not generate personal 
commitment or real engagement with 
the work and the team.

Your Formal Authority Cannot Create 
Genuine Change
Change  often  brings  uncertainty, 
loss, and  pain  for those  it touches. Yet 
those are usually the very people who 
must embrace the change and make 
it work. Real solutions can only come 
from those involved, and real change 
requires that  they alter not only their 
behavior but their thinking, assump-
tions, and values as well. Authority 
cannot compel such change.

Your Formal Authority Is Less Likely to 
Elicit People’s Knowledge and Insight
Every individual  in an organization 
possesses knowledge, skills, and new 
ideas of potential value. (If they don’t, 
it’s your responsibility to replace them 
with people who do.) Managing people 
primarily by exercising your formal 
authority—by telling them what to do 
without truly seeking their  input—
is far less likely than  a more open 
approach to capture that full value.

Insisting on “I’m the boss!” places 
a huge burden on you. The head of 
a large high-tech company told us 
of a discussion she once had with 
her head of HR. Her company had 
installed a program to encourage 
broader participation in decision 
making, and she was frustrated that  
product development seemed  to be 
moving too slowly. “Maybe we have 
to go back to the old command-and-
control system,” she said. “If that’s 
what you want,” said the HR per-
son, “I’ll help you. But there’s one 
problem. You have to be right all the 
time.” Laughing, the CEO said, “I’ll 
never  forget what he said. I told him, 
‘That’s never going to work.’ ”

No one person can possibly possess 
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the knowledge, experience, and wis-
dom needed  to make every decision. 
Organizational success today requires 
the involvement of everyone at all 
levels. Less authority-driven organiza-
tions are  more  likely to elicit  and take 
full advantage  of the talent and experi-
ence of their  people. We see firms in all 
cultures moving in this direction, even 
those that are traditionally hierarchical.

For example, a leading Indian IT 
firm introduced several practices to 
encourage employee engagement 
and foster innovation. Those prac-
tices include 360-degree feedback 
for all managers, including the CEO, 
who posts his reviews on the compa-
ny intranet and encourages others to 
do the same. In Indian culture, which 
has historically valued hierarchy and 
the status it provides, that’s a shock-
ing move, but it models the openness 
the company is trying to achieve.

Misconception: Do You Think 
Your Authority Defines You 
Personally?
You’re at a social gathering chatting with 
a stranger who asks, “What do you do?”

Do you answer, “I’m in charge of . 
. .” or “I run . . .”? Or do you say, “I’m 
responsible for . . .”?

It’s a small distinction but a telling 
one.

Here’s another question: visualize 
yourself and your group. Do you see 
yourself above your people, directing 
them from a higher level? Or do you see 
yourself in the center,  the hub connect-
ing all the pieces? Organization charts,  
which literally  place managers over 
those they manage, certainly encourage 
the “I’m above you” point of view.

Both these  questions begin to 
reveal the dark side of formal author-
ity—that those who have it begin to 
believe it’s about them, that it changes 
who they are.

Do you think  it’s about  you? Do 
you believe it sets you apart person-

ally? As one senior  manager once told 
us, “Sometimes I forget what it was like 
before I was a boss.”

Ask yourself this: “Do I take plea-
sure in being able to tell others what 
to do?” We don’t mean pleasure from 
the accomplishment of work. We mean 
gratification from seeing others obey 
you. Do you enjoy the simple act of ex-
ercising your authority?

You needn’t be an egomaniac to 
admit you do. Virtually everyone does. 
Society, the media, and popular fic-
tion all encourage it. Indeed, we all care 
about status and influence. We scan our 
environment to figure out who has it 
and to assess how much we have in com-
parison. Such concerns are wrapped up 
with the human instinct for survival. So 
for us to view our job as boss in personal 
terms is a natural impulse.

The issue is one of degree. Is your 
sense of the personal privilege conferred 
by your authority overblown?  Do you 
make too much of it? Is the personal sta-
tus that comes with formal authority the 
central feature for you of being a boss?

Research  confirms the old saying 
that  “power corrupts.” The frequent 
exercise of formal authority can lead 
you to inflate your own sense of self-
worth and denigrate the value of those 
on whom you exercise it. As a manager 
who had recently taken over a group 
described his experience: “Then review 
time came around . . . it was quite an 
exercise . . . You hold their  job, their  
career, in your hands, so to speak. They 
have an inbred fear.”

As people defer to your authority, as 
you sense that  fear, you may be tempted 
to believe they defer to you personally—
it’s you they fear. Once that belief takes 
root, you’ll be tempted to exercise your 
authority even more. Its seductive ef-
fects on your ego and self-esteem tend 
to grow the more you use it. No wonder 
you hear almost every day of powerful 
people whose inflated sense of personal 
importance led them to perform stupid, 

inconsiderate, and even illegal or un-
ethical acts. You think such things only 
happen to other people, but they can 
happen to anyone, including you.

It can happen insidiously, a tiny step 
at a time. We know managers who at 
first took pains to explain the reasons 
for what they wanted. But they became 
so accustomed to compliance that they 
stopped explaining  and simply issued  
orders.  They didn’t even realize what 
they were doing.

What this means in practical terms 
is simple: don’t let being the boss go to 
your head. The use of authority without 
respect for others or to satisfy personal 
needs  rarely  sits well with others. Such 
use can take several forms: issuing or-
ders  without explanation, demanding 
personal loyalty and praise, foisting 
your opinions on others,  stifling dis-
agreement, focusing on the perks that 
come with your title, or any number of 
other actions that advance you person-
ally at the expense of others who are 
“below” you.

If you see yourself primarily as “the 
boss,” the one in charge, the one above 
those you manage, it will limit the 
willingness of others to accept your 
influence.

Are You Abdicating Any of Your 
Management Responsibilities?
We know managers at the other end 
of the spectrum—bosses who shrink 
from exercising their authority.

They’re uncomfortable with pro-
viding guidance and direction. They 
hesitate to issue orders  even in situations 
like a crisis that demands immediate 
action, when orders are needed and 
appropriate. In failing to use their au-
thority, they’re abdicating responsibility.

So don’t draw the wrong conclusions 
from what we’re saying. You cannot ig-
nore your authority and never use it. 
It’s not the use but the misuse of author-
ity that creates problems.

Be aware that  abdication doesn’t 
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just mean doing nothing.  It can also 
mean doing only part of the job, as 
seen in the following types of bosses.

The boss of some but not others. You 
may be comfortable managing some 
people in your group but not others. 
Perhaps you tend to ignore those older 
than you, or more experienced than 
you, or more expert or knowledgeable 
than you. You may ignore people you 
don’t like.

The bureaucrat. Perhaps you see 
yourself as the implementer of orders,  
rules, policies, and strategies from 
above. You hesitate to make any deci-
sions without direction or, lacking that, 
full consensus of all involved. If so, 
you’re abdicating your responsibility to 
ensure real direction yourself.

The technocrat. Perhaps you see 
your organization as a rational, even 
mechanical “system.” Problems are 
technical challenges with a “right” 
solution, and the messy human ele-
ment is some- thing you can and 
should ignore.

The social director. Perhaps you see 
yourself as one who coordinates, fa-
cilitates, referees, and counsels those 
doing the work. Your primary task  is to 
promote harmony and keep things  run-
ning smoothly. You rarely take a stand 
or make a difficult choice. You seldom 
criticize  anyone and never allow con-
flict, on the assumption that all discord 
or controversy will hinder good work.

Do you see yourself in any of 
these descriptions? Does exercising 
authority make you uncomfortable? 
We’ve cautioned against too much re-
liance on it, but failure to use it when 
necessary and appropriate is a man-
agement failure too.

Do You Want to Influence Others?
Effective managers do. If you don’t, 
you’ll struggle to be an effective man-
ager because having an impact on 
others is the essence of management.

But if you seek influence because you 
enjoy dominating others and  seeing  
them  do what  you say, that  will create  
problems. The most effective managers 
are driven by a strong need to have an 
impact  on others—not for their  own 
satisfaction or self- aggrandizement but 
to achieve the goals of the group.

That’s a critical  distinction. Effec-
tive  managers don’t view authority 
as a source  of personal superiority or 
primarily as a means of satisfying per-
sonal needs. Instead, they consider it 
a tool for helping  others accomplish 
something worthwhile. In short, they 
use authority to do useful work, not to 
serve their own ends.

Some managers find it valuable to 
think of their authority, being the boss, 
as a role they play, a means of helping 
others become more productive. They 
distinguish this role from themselves as 
individuals. Thinking this way can help 
you maintain some perspective when 
people display deference or negativity  
because  of your authority. If you think, 
“They’re reacting to the role I’ve been 
given to play, not to me personally,” you 
won’t take the disagreement or negativ-
ity to heart, and the deference won’t go 
to your head.

Effective Managers Know 
When and How to Use Their 
Formal Authority
Effective managers understand the 
benefits and pitfalls of authority. As 

they try to influence others, they 
understand what authority can and 
cannot do well. They know when and 
how to use it. Here are some questions 
that will help you compare your use of 
it with their experience.

Do You Understand  That Formal Authority 
Works Best as a Two-Way Relationship?
Authority will be most useful if you 
treat it as a two-way relationship—ide-
ally an equitable series of exchanges, 
give-and-take, over time. For you to 
use your formal authority most effec-
tively, your people must say, in effect, 
“We accept you. We will let you influ-
ence us.” In short,  you must earn the 
right to exercise  authority, for it comes 
with obligations to those you manage. 
They expect you to solve problems, 
make decisions, develop them, protect 
them, obtain necessary resources, give 
out rewards and recognition, advocate 
and negotiate for them, care about 
them, and more. Subordinates who 
feel you’re letting them down can find 
a thousand ways to comply formally 
with your directions without achieving 
what you want.

Do You Apply Ethical Judgment in 
Using Your Authority? 
Your formal authority and the 
responsibility to your organization 
that comes with it don’t free you to 
ignore the side effects of your deci-
sions  and actions.  Your people, and 
any other  stakeholders, expect you 
to recognize  and try to deal with the 
harms  you do while seeking a greater 
good. This is a key way you earn the 
right to exercise authority.

Do You Use Your Authority Sparingly?
Authority works best when it’s exercised  
rarely  and only when truly necessary. 
Keep it handy, but the less you pick it 
up and use it, the more powerful  it will 
seem. Most of the time, people will sim-
ply do what you ask. Consider it a last 
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articles and Harvard Business Publishing 
corporate learning modules. 

Kent Lineback, now a writer and collaborator, 
spent nearly thirty years as a manager and 
executive in business and government. He 
is the coauthor (with Randy Komisar) of the 
bestseller The Monk and the Riddle.
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resort. As one manager told us, “You 
have the ability to hire and fire, but the 
moment you rely on that authority or 
imply it, I think the battle is lost.”

Do You Involve Others in Your Use of 
Authority?
We know a manager who discovered 
that his people accepted and imple-
mented his decisions  more willingly 
when he explained the reasons  for 
them. Another  realized  his direct  
reports were much more willing to 
cooperate if they were first allowed to 
offer ideas and reactions.

Wise managers solicit  opinions,  
get information, and  ask advice. 
They involve those who will be af-
fected by a decision or plan. They act 
transparently by making clear both 
what they do and why. They manage 
with the door open, so to speak. They 
know there’s no better way to win 
support and commitment.

In fact, effective managers go be-
yond involving others.  They share or 
delegate their  authority by giving oth-
ers freedom  to act within their  own 
areas of responsibility. The secret of 
successful sharing  is in knowing the 
capabilities of those  to whom you’re 
delegating and then setting constraints, 
as in the guideline below.

Do You Understand When It’s Appropri-
ate to Exercise Your Authority?
Don’t misunderstand. We are not saying 
that you should never or rarely exer-
cise your formal authority directly and 
explicitly. There are situations when it’s 
both appropriate and necessary.

In an Emergency, When Fast, Decisive 
Action Is Required
When you face a big problem and 
there’s little time for consensus build-
ing, people will look to you for clear 
and decisive direction.

This is not the time for lengthy dis-
cussion and a full airing of all points 

of view. You’ll want to gather infor-
mation, identify alternatives, and then 
take decisive action.

When Members of Your Group Cannot 
Reach Agreement
It sometimes happens that  your 
group, after  full discussion of alter-
natives, cannot reach consensus. 
Here you’ll need to make a choice 
in order  for the  group  to move 
forward.  You’ll have to explain the 
reasons for your decision, especially 
to those who preferred some other 
course of action, but most people in 
such situations will prefer progress to 
impasse.

To Maintain Group Standards and Norms
You may need to step in when your 
group is about  to violate or ignore 
some important element of group cul-
ture—group values, standards, and 
norms,  such as quality, meeting a dead-
line,  fairness, openness to all points of 
view, and recognizing the rights and 
requirements of other  groups. This 
can happen when pressures mount to 
take shortcuts or skip steps or simply 
choose a more expedient course.

To Set Useful Boundaries or Outer Limits
Effective managers use their authority 
less to give directives than to set outer 
limits within which people are free to 
act. Much of the Imperatives is exactly 
that. Goals and strategies say, “Go in 
this direction, not some other.”  Plans 
prescribe certain actions  and not oth-
ers. Group standards and practices 
suggest preferred ways of behaving  and 
proscribe others.  Budgets  set limits.  
Policies, laws, regulations, and ethics  
create  borders. Specific guidelines for 
specific tasks—“Don’t go further than  
this” or “Don’t spend more than  X 
dollars”—shape the constraints to the 
specific circumstances and the indi-
viduals involved. Think of authority as 
the way you create  the arena  within  

which your people can act with initia-
tive and creativity.

To Focus People’s Time and Attention on 
What’s Truly Important
There is a powerful prerogative of 
authority that few dispute but is often 
overlooked: the simple ability to com-
mand people’s time and attention. 
Suppose you fear customer service is 
being ignored. But instead of imposing  
new procedures, you have your people 
join you in talking  about  service  to 
ten  customers each. Such assignments, 
along with asking for reports or call-
ing meetings, can bring attention to 
an issue or problem and let people dis-
cover it for themselves. That’s usually 
better than dictating a solution.

In the end, effective managers real-
ize  that  formal authority is neither the  
heart  of management—it’s  not what  
makes  them  a boss—nor the only or 
best way to influence others.  It’s sim-
ply one useful source of influence, a 
limited  source that, by itself, cannot 
produce what they ultimately need: the 
engagement of their people and the co-
operation of those they don’t control.

All this has been captured in a 
timeless way by Mary Parker Follett, 
who studied workers and the work-
place nearly a century ago: “The test 
of a [manager] is not how good he is 
at bossing,” she wrote, “but how little 
bossing he has to do.”9

To move forward on your journey, 
give up the myth of authority— the  
belief that  it’s the  key way you have 
impact.  Accept your dependence on 
others,  including those  who work for 
you, and learn to use more effective 
tools of influence.

What are those tools? That is the 
subject of the rest of the book. ■

Reprinted by permission of Harvard 
Business Review Press.  Excerpted from 
Being the Boss: The 3 Imperatives for 
Becoming a Great Leader by Linda Hill 
and Kent Lineback, Copyright 2012.
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The most splendid achievement of all is 
the constant striving to surpass yourself 
and to be worthy of your own approval.

-- Dr. Dennis Waitley

When achieving higher lev-
els of performance is the 

goal, it’s important you understand 
the difference between Technical 
Knowledge (Tk) vs. Flow Knowl-
edge (Fk). Technical knowledge 
represents “what” you know in your 
professional or personal arenas (i.e., 
business, athletics, medicine, law, 
school, hobbies, at home or with 
friends, etc…) while flow knowledge 
represents the factors that impact 
your performance (i.e., motivation, 
vision, goals, prioritization, attitude, 
focus, perspective etc…). 

Technical Knowledge:  
Tk = X1+ X2 +X3 +X4+X5…
Flow Knowledge:   
Fk = X1+ X2 +X3 +X4+X5…

To be a high performer you must 
look at both equations and pick the 
most important variables. Being 
knowledgeable or skilled is necessary 
in both but insufficient to be at the 
top of your game—where you dem-
onstrate your “X-Factor”.

When I work with corporate 
clients and university students I 
prompt them with the following 
thought on focus:

“The quality of individual, team 
and organizational performance 
is directly related to ‘where’ and 
‘when’ we place our  attention—and 
the ‘duration’ of our attention.”

After 25 years of research, 
teaching, and practice, I have 
sought to make sense of the world 
of leadership develop-
ment—especially personal 
leadership development. 
With so much to read 
(hundreds of new books 
coming out monthly) it’s 
difficult for many to sift 
through all of the “muck” 
and make sense of what to 
work on now. Solving this 
issue was the purpose of my book, 
Finding Your Flow.

What I discovered through the 
years is that most of the books, ar-
ticles, and workshops can be sorted 
into 12 main, but inter-connected 
dimensions. These 12 dimensions, 
however, house several sub-topics 
that provide further insight into 
the nature of flow and peak perfor-
mance. 

As I craft these weekly essays I 
thought it might be helpful to give 
you a brief overview of the 12 di-
mensions before diving into the 60 
topics that will comprise the series. 
Let’s begin with a few targeted ques-
tions—each of which reveals the 
value in each of the dimensions:

In the middle of this model is 
where we “find our flow” or step into 
the “zone”. This is where, from a per-
sonal leadership standpoint, you are 
focused (F), in the moment, com-
pletely present, fully engaged. 

So what keeps us from being in 
the moment or in flow all the time? 
The answer: interference linked 
to gaps in skill, practice and profi-
ciency. Such is our quest—to help 

you find your flow, and discover the 
peak performer within you.

To give you a general overview of 
this essay series, consider 
these 21 core questions 
and see how they land on 
you. Answering these up-
front questions will give 
you a preview of the kinds 
of topics of focus over the 
next 60 weeks. 

As you review these 
questions, notice where 

you are skilled and trained. Notice 
where you are lacking. Not every 
questions will be a hot button for 
you and that’s a good thing. But 
several may. If some of these ques-
tions confront your current level of 
knowledge, skills and abilities, then 
the next 60 weeks may be of value 
to you. 

Let’s review these questions as 
they related to the 12-dimension 
model above. Here we go:

From the perspective of your  
Long-Past (LP)

1.  Do you understand, accept and 
learn the valuable lessons of your 
past?

2.  Are you drawing from your past 
experiences to maximize your 
self-image & confidence?

From the perspective of your  
Short-Past (SP)

3.  Are you actively seeking meaningful 
feedback from your experiences?

4.  Are you constantly learning from 
each experience to improve your 
performance?

The 12 Dimensions and the 21 Questions that  
get at the Heart of Focus and Effectiveness
by Bruce Jackson, Mobius Consultant and Author, Finding Your Flow
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From the perspective of your  
Long-Future (LF)

 5.  Are your missions and vision for 
the future clear and meaningful?

 6.  Can you see the legacy you would 
like to leave behind?

 From the perspective of your  
Short-Future (SF)

 7.  Are your goals set for this hour, 
day, week and year?

 8.  Do you have a measurement pro-
cess in place?

 Looking at your current Environment 
from a Broad perspective (EB)

 9.  Are you striving to understand 
the “big picture” environment 
you are surrounded by?

 10.  Do you understand the macro fac-
tors (both positive and negative) 
influencing your performance?

 Looking at your current Environment 
from a more Narrow perspective (EN)

11.  Is your immediate physical en-
vironment inhibiting you in 
any way?

  12.  Is there anything you can change 
to optimize your environment?

  Looking at the 5 dimensions (physical, 
emotional, psychological, philosophical, 
spiritual) that make up you personally:

 13.   Are you living your deepest val-
ues that serve a higher-than-self 
goals?

  14.  Is your personal “Philosophy of 
Engagement” driving your daily 
focus?

  15.  Are you “mentally tough” and 
“positively focused”?

  16.  Are you emotionally resilient 
and in control of your feelings?

  17.  Are all of your physical systems 
in check (nutrition, exercise, 
rest & recovery)?

  More general considerations include:

18.  Do you have an ongoing plan to 
grow your Flow Assets?

19.  Do you have an ongoing plan to 
decrease your Flow Liabilities?

20.  Are you fully engaged in your 
“moments of performance”?

21.  Do you regularly find your flow?

From a personal leadership per-
spective this is a lot of ground to 
cover. These 21 questions embedded 
in the 12 dimensions help provide a 
framework for how to think about 
what aids you and what inhibits you 
from being fully engaged in the mo-
ment with your “A” game present.

If my work with clients has re-
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vealed anything it is that we all 
have our own unique formula for 
success. These 21 questions are just 
scratching the surface. Below these 
are more subtle principles and 
practices that add to the mix. Your 

goal is discovering which one’s are 
most important to you at any given 
time, then deciding where to place 
your time, attention and resources 
in order to move the needle in that 
area. 

For the next few days, ponder 
these questions and begin raising 
your awareness of the factors that 
contribute to and inhibit your cur-
rent performance. The awareness 
itself is half the battle!

If you are interested in:
•  Receiving the complete (60) 

newsletter/essay series (free)
•  Finding Your Flow book
•  Finding Your Flow speeches/

workshops
•  Principles of Personal Excellence 

course
•  National and international ad-

venture leadership programs

Please visit our website at:  
www.theiahe.com.
Email: brucehjackson@gmail.com
Phone: 801-8450 ■

Dr. Bruce H. Jackson

Dr. Jackson has worked with young athletes, 
inner-city children, and Fortune 500 companies 
alike—recognizing that the principles of excellence 
and performance are as valid for the aspiring stu-
dent as well as the well-established CEO.

Dr. Jackson serves as the CEO of The Institute 
of Applied Human Excellence, a training firm dedicated to helping 
individuals and teams, through high adventure experiences, achieve 
peak performance. His new book: Finding Your Flow: How to Iden-
tify Your Flow Assets and Liabilities—the Keys to Peak Performance 
Every Day—was written to help individuals, teams and organiza-
tions increase performance within any Meaningful Life Arena. 
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Chapter 3 – Smart Risk Taking
Mention risk taking in business and 
names like Richard Branson and 
Steve Jobs come to mind—legendary 
figures who’ve made big headlines 
and captured imaginations. Known 
for their vision and chutzpah, leaders 
like Branson and Jobs are risk taking 
personified—or so it would seem.

In reality, this type of risk taking 
is a minuscule fraction of all risk tak-
ing. Most risks are smaller and more 
common. They entail tackling the 
types of challenges or fears that people 
face every day: having a tough con-
versation to drive a project forward, 
conducting a difficult meeting to get 
to the bottom of an issue, or writing a 
business plan to start something new.

Even the big risks you see talked 
about in the popular business press 
aren’t really that big. They’re the 
final manifestation of a lot of pre-
vious smaller risks that you never 
hear about. The big risk that looks 
so daring is often nothing more than 
the final half-mile in a marathon of 
measured decisions. For example, 
Steve Jobs took many risks to bring 
the iPod, iPhone, and iPad to market, 
one of which was the years he spent 
developing and failing with the New-
ton. Successful risk takers usually 
take less visible risks, fail, and learn a 
lot before really hitting it big.

Bill Maris, a managing partner at 
Google Ventures (Google’s venture 
capital arm), goes so far as to charac-
terize his approach to risk taking as 
not risking. “To the outside world it 
might look like we’re placing bets and 
crossing our fingers. That’s not the 
case - when we make an investment, 
part of our job is to systematically 
identify and ameliorate the risks.  By 

the time we take a ‘risk’ on a com-
pany, we’ve looked at so many angles 
that it doesn’t actually feel like risk. It 
just feels like a really smart bet.”” 

That’s what smart risk taking is: 
going through a process of planning, 
experimenting, learning, and com-
municating so that you can make 
bets that are financially, emotionally, 
and logically smart for you.

Derisking Risk Taking
At the core of smart risk taking is 
something that I call derisking, or 
removing as much uncertainty as you 
can at every stage of a risk. Removing 
uncertainty lowers fear and increases 
effectiveness and the likelihood of 
success. Derisking is what makes risk 
taking smart.

Derisking entails thoughtful reflec-
tion and preparation before taking the 
risk, combined with intentional learn-
ing and communication during and 
after taking it. Through years of con-
sulting and coaching, I’ve found that 
smart risk takers consistently do five 
things well to derisk whatever they’re 
up to. I call these the liberating actions 
of smart risk taking. Summarized 
here, these are the topics that I’ll cover 
in the remainder of the book.

1 Find something worth fighting for. 
What do you care enough about 

to risk your time, energy, and pos-
sibly money to try to make happen? 
Finding something worth fighting 
for (I call it a SWFF) is the process 
of identifying and clarifying why risk 
taking is important to you in the first 
place. Smart risk takers understand 
that their emotional commitment to 
whatever they want to see happen is 
more than half the battle of getting it. 
You need something to motivate you 

when the effort 
becomes un-
comfortable, as 
it inevitably will. 
Your SWFF has 
to be meaningful and inspiring. 

2 See the future now. While SWFFs 
are inspiring, they tend to be too 

imprecise to drive focused action. 
Seeing the future now is the process 
of clarifying what exactly the big 
ideas mean in terms of real objectives, 
plans, and intended results. Where 
are you going? What’s it going to look 
like when you get there? Which parts 
will be easy? Which will be tough? 
What are the critical things you can 
do now to increase your chances of 
success? Having a dialogue with team 
members, clients, partners, suppliers, 
and others is critical to being able to 
see the future now.

3 Act fast, learn fast. When you 
have an idea you’re excited about, 

there’s a tendency to want to jump in 
quickly with both feet, using a lot 
of resources up front. The moving 
quickly part is a good idea. However, 
using up too many resources right 
away isn’t. It’s a smarter idea to test 
pieces of your hypothesis rapidly so 
that you can learn what will and won’t 
work before you put too much on the 
line. Inherent in testing ideas rapidly 
is seeing failure as a necessary step in 
the process, not an unfortunate result 
of it. Fast failures, designed to drive 
intentional learning, are part of the 
foundation for smart risk taking.

4 Communicate powerfully. Poor 
communication, while problem-

atic in any situation, is even more 
detrimental in risk-taking scenarios, 
where things are changing quickly 
and small misunderstandings can 

Book Excerpt: Taking Smart Risks
by Doug Sundheim, Mobius Consultant and Executive Coach
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have a magnified impact. Smart risk 
takers assume that communication 
is going to break down (because it 
always does) and plan accordingly. 
They get their thinking on the table 
early and often, probe to understand 
others’ thinking, and don’t shy away 
from the tough conversations.

5 Create a smart-risk culture. Risk 
taking, especially in an organiza-

tional context, is rarely an individual 
endeavor. Members of a team or a larger 
group need to share the same mindsets 
and values about expected behavior. 
For example, people need to know if 
it’s OK to fail, and if so, what a smart 
failure looks like. Smart risk takers are 
aware that their behavior speaks louder 
than words and are vigilant about role 
modeling the right behavior. 

While presented linearly, the five 
components of smart risk taking have 
a more dynamic relationship in ex-
ecution. Finding something worth 
fighting for, seeing the future now, 
and acting fast and learning fast tend 
to inform and influence one another. 
For example, it might be through act-
ing fast and learning fast that you see 
something critical about the future 
that you hadn’t seen before. And as a 
result, you find something that’s worth 
fighting for. These first three elements 
must be supported by powerful com-
munication in order to survive. 

Finally, a smart-risk culture is 
both an output from and an input 

to smart risk taking. Elements of a 
smart-risk culture must be alive in 
order to support initial attempts at 
risk taking. Then, subsequent risk 
taking strengthens this culture.

All five components of smart risk 
taking have an element of commu-
nication in them, whether directly 
or indirectly. At every stage of any 
risk, improving the way in which 
you discuss thoughts, plans, and ac-
tions is the single most effective way 
to derisk the risk, that is, to make it 
smart. Spreadsheets and models are 
important, but thinking and talking 
together are the most powerful risk-
management tools any person or 
organization has. 

As I’m sure is obvious by now, 
this book is not about broad corpo-
rate risk management, a topic that is 
well addressed elsewhere. Rather, it’s 
about you, an individual, who may be 
running a team or organization and 
who needs to drive growth under un-
certain circumstances and wants to 
make sure you’re doing everything 
you can to succeed. Every solution 
included is something that I’ve road-
tested with a variety of clients and 
something that you can put to use 
right away. 

Learning How to Take  
Smart Risks
Because risk taking is difficult to 
understand as a set of abstract con-

cepts, most of what follows are 
concrete stories demonstrating one 
or more smart-risk topics. Each story 
is focused on getting at the “DNA” of 
risk taking, that is, the thinking, deci-
sions, and actions behind the scenes 
for the individuals, teams, and orga-
nizations that are trying to make 
something new happen. The majority 
of the stories are business-related, but 
the lessons are applicable to any indi-
vidual or organization, large or small.

Throughout, I consider a risk taker 
to be someone who exhibits smart-
risk-taking behaviors, regardless of 
whether or not she considers herself to 
have a “risk-taking” personality. Like 
Bill Maris, whom I mentioned earlier 
in this chapter, some of the best risk 
takers don’t see themselves that way. 

Furthermore, when risk taking 
is seen as a personality trait, it puts 
people into boxes—it implies that 
some people have the ability to take 
risks and others don’t, which I don’t 
believe is true. Everyone can push 
out of her comfort zone. Each per-
son’s smart-risk zone will be different; 
but everyone has one. That’s why the 
x axis on the power perception dia-
gram in Chapter 2 is perceived risk, 
not just risk. If you’re pushing out-
side your comfort zone, you’re taking 
a risk, no matter what your starting 
point. And if you’re using the five 
components covered in this book, 
you’re taking a smart risk. ■

Doug Sundheim, a Mobius Consultant and Executive Coach, is a leadership and organizational 
consultant with over 20 years of experience in growing businesses and helping others do the 
same.  He works with leaders and teams of Fortune 500 companies and entrepreneurial firms to 
help them maximize their effectiveness. His clients include Morgan Stanley, Harvard Management 
Company, The Chubb Corporation, Citigroup, University of Chicago, and Procter & Gamble 
among others. Prior to his work in leadership and organizational consulting, Doug spent several 
years in the Internet strategy field and started a 100-person catering company. Doug partners 
with Mobius to provide executive coaching services to their clients.

Doug’s second book, Taking Smart Risks: How Sharp Leaders Win When Stakes Are High, is due out January 
2013, published by McGraw-Hill. 

Doug Sundheim: Doug.Sundheim@Mobiusleadership.com | (212) 931-8554
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Families who flourish cultivate 
strong communication skills. 

They understand the important role 
that open, frequent, and honest com-
munication plays in the life of their 
family. They’re willing to talk with 
their children and grandchildren 
about a wide variety of issues and to 
learn or hone their communication 
skills. They listen. And listen. And 
listen. 

Listening well and communicating 
effectively are critical to meaningful 
human connectivity because they ev-
idence mutual respect—a precursor 
to trust.  Below are two key tools for 
improving communication skills and 
building trust:

1. Look inward before  
looking outward. 
Barriers to communication are typi-
cally established in the early years. 
Consider your own communications 
upbringing and then see if that can 
help you think more clearly about the 
kind of communication you’d like to 
establish with family members. Take 
a moment to reflect on the following:

•  Do you and your spouse share atti-
tudes about many important parts 
of your life, including money?

•  What are your concerns about 
communicating with your siblings, 
spouses, or children about money 
issues?

•  What is your personal experience 
with secrets? With embarrassment 
or betrayal? How has it influenced 
your behavior? 

•  How did your parents commu-
nicate with you when you were a 
child? Were they open and recep-
tive to meaningful discussions? 

What were uncomfortable topics? 
Did they disagree with one another 
well? With you?

•  What were the messages you 
received? Were they consistent with 
your parents’ actions? What was 
missing from the conversation? 

2. Consider a framework to 
tackle difficult conversations.
The answers to the above ques-
tions might help you sort out how 
to handle tricky issues or conversa-
tions with family members. Far too 
many families simply hope conflicts 
or challenges will resolve themselves 
or go away. Clearly, that’s not a pro-
cess that works over time. As anyone 
who’s been married for long knows, 
a touchy topic that goes ignored is 
destined to resurface later—and in 
bigger and more complicated ways. 
Consider instead approaching such a 
conversation in this way:  

•  Identify the issues.

•  Ascertain the underlying attitudes 
and values—yours, your siblings’, 
your spouse’s, and your children’s. 
Look at your own attitudes and 
consider why the other(s) might see 
things differently.

•  Develop a plan, taking into con-
sideration age appropriateness, for 
what you want to communicate, 
how you want to say it, and topics 
that are off-limits.

•  Identify opportunities for learning 
(for now and for later).

•  Identify risks inherent in the vari-
ous scenarios and have a plan for 
handling difficult situations.

•  Consider what is most important 
in this conversation. Building the 

relationship? 
Converting 
their thinking? 
An outcome? 
Being right? 
Listen, listen, listen. 

•  Conversation frameworks, or plans, 
for specific situations are all well and 
good, but there will also be times 
when you’ll be caught completely 
off guard, like when your child asks, 
“How much money do you make?” 
Gulp. Here’s how to handle being 
blindsided:

•  If your child (or any family mem-
ber) initiates a conversation before 
you’ve had time to think about what 
you want to say, respond with some-
thing like: “That’s a really important 
question that deserves a thoughtful 
answer, so I’d like some time to think 
about it and then come back to you.” 
Then set a time when you will be 
ready to discuss it.

•  If your child asks a question you 
don’t want to answer directly, reply 
with a question that explores feelings 
or beliefs/attitudes. “You seem upset 
about this. Is there something on 
your mind that we can talk about?”

Family Meetings
For financially successful families 
with joint enterprises, assets, and 
philanthropic interests, finding a 
forum to maintain and enhance their 
personal connection to one another 
is important: which brings us to “the 
family meeting.” Family meetings can 
be a dynamic means of building rela-
tionships, establishing connections, 
and continuing dialogue among fam-
ily members that promotes more 
effective communication and trust. 

Book Excerpt: A Wealth of Possibilities
by Ellen Perry, Managing Partner, Wealthbridge Partners, a Mobius Alliance Partner
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Family meetings are best when 
held regularly—at least twice annually. 
They should be open to all adult family 
members, including spouses. An agen-
da must be developed in advance, with 
input from all participants. A skilled 
facilitator, one who has identified 
ahead of time any hidden or percolat-
ing issues that might surface, should be 
brought in to run the meeting. 

It’s important to give the family 
meeting a tone of professionalism and 
transparency. Everyone invited should 
be able to understand in advance 
what’s on the agenda, the purpose and 
goals of the meeting, how the meeting 
will be conducted, and what the ex-
perience will be like. Many may have 
quite a bit at stake in these meetings—
both emotionally and financially. The 
less left to chance and happenstance, 
the more secure everyone will feel. 

Agenda items can vary widely. 
Families might discuss developing 
leadership in the next generation, 
financial results, investment oppor-
tunities, operating business updates, 
communication and trust building, 
estate plans, the selection and per-
formance of money managers, legal 
issues, use of vacation homes and air-
craft, family vacation or reunion plans, 
and family genealogy, among other 
issues. Families who meet regularly 
often develop a template or rhythm 
that guides the development of each 
meeting agenda. 

When many members of a family 
come together, the chances increase 
for intense emotions to surface. We’ll 
discuss this more in subsequent chap-
ters, but insofar as it pertains to the 
family meeting, here are a few practical 
actions I’ve found helpful in keeping 
difficulties at bay: 

•  Have the meeting in a “neutral” loca-
tion—not in the home of a family 
member or at the office. It keeps the 
potential dynamics simpler.

•  Hold the meeting in a room with 
good natural light and windows. This 
allows for better energy for the par-
ticipants. Trust me on this, it makes 
a difference.

•  Allow for frequent breaks—at least 
fifteen minutes every two hours. 
Remember, family relationships 
can rile anxiety; giving participants 
breaks makes for a more productive 
meeting.  

•  The elders, trusts, or family office 
should foot all travel and related 
expenses. Don’t nickel-and-dime par-
ticipants over sodas they took from 
the minibar or the in-room movie 
they watched after the meeting. If 
you want willing and vital participa-
tion, make it easy and comfortable for 
all involved. Pay for the plane, train, 
hotel, car, gas, tolls, babysitters, meals, 
cabs, tips—all of it. It will be money 
well spent. 

The underlying goal of my sugges-
tions is to create a welcoming space, 
both physically and emotionally, for 
every family member. The long-term 
purpose of these meetings is to create 
and sustain strong family connections. 
Everything you do and plan for the 
meeting should move you closer toward 

that. If you find yourself considering 
something that would work against 
closer family bonds (such as leaving out 
spouses, holding a secret pre-meeting 
caucus, insisting that everyone pay 
their own transportation), consider 
that a red flag in your planning process. 
Family meetings can be useful arenas 
for spirited discussions, even debates, 
but they should never turn into battle-
fields. That said, some conflicts can’t be 
avoided; do what you can to minimize 
those within your control.  

For many families, beginning the 
process of family meetings can be 
easier and less complex than those 
described here for larger families. A 
short weekly meeting during dinner 
with your children can be a great time 
to discuss upcoming family events, 
holidays, household responsibilities 
and chores, school events and family 
updates. Each person can take a turn 
discussing what’s on their mind. Some 
families add rituals such as the lighting 
of a candle or the singing of a song.

A colleague of mine described her 
family meetings in which she, her 
husband, and their teenage daughters 
hold a 30-minute Sunday evening 
meeting while their younger daugh-
ter colors on the floor. They follow 

If you let this fact sink in...that life is short and we all die, it can actu-
ally act as a powerful motivating force to help you maintain focus and 
priorities.  Everything changes and is impermanent, so are we fully 
present and making the most of this fleeting moment?  Are we fully 
aware of what we are doing? Appreciating impermanence clarifies 
priorirites and it helps us identify any frenetic, shallow, and ineffec-
tive activities we're being distracted by.  We see clearly the things that 
exhaust us and distract us from experiencing the blessing and oppor-
tunity of each day.

–Marc Lesser  
Less: Accomplishing More By Doing Less
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this with the distribution of allow-
ances and ice cream sundaes—calling 
the meetings Sunday Sundaes.

The Role of the Facilitator
Having an experienced, non-family 
member organize and facilitate is vital 
to ensuring a productive meeting. 
Ideally, hire someone not currently 
affiliated with your family, but if that’s 
not feasible, choose your talented and 
skilled attorney, or the CEO of your 
family business. Under no circum-
stances allow a family member to 
run the meeting. Think of it this way: 
orchestra conductors don’t try to play 
an instrument while they lead. Facilita-
tors, like conductors, should be mindful 
of bigger strategies, desired outcomes, 
potentially complicated issues, and 
possible relational complexities. They 
should have talked to all participants 
in advance of the meeting and under-
stand well how to navigate the group 
forward. They hold the responsibility 
of keeping the space safe for all and 
for dealing with complex issues should 
they arise. They don’t have a dog in the 
fight, so they’re completely unbiased 
and, more important, nonjudgmental.

Facilitators are compensated ei-
ther by the day, year, or by the project. 
A strong facilitator will have formal 
training, references, and long-standing 
clients with whom you can speak. They 
should not be compensated in any way 
other than by you, meaning no third-
party payments from your investment 
advisor or trust company. 

Ideally, facilitators become inti-
mate members of the business/family/
enterprise circle—not a one-time re-
source brought in to help with one or 
two meetings. They should learn the 
patterns of your family and become 
a deeply important resource for all 
generations. If you choose someone 
already involved with your family, 
such as your lawyer or CEO, be sure 

they have strong facilitation skills! Err 
on the side of skills and experience 
rather than intimate, existing knowl-
edge of your family or enterprise. 
Understand that this person must 
be seen by all members of your fam-
ily as unbiased and fair. (This is more 
challenging if you use an employee or 
confidant of one family member.) 

The best facilitators aren’t just able 
to run a good meeting. They’re also 
leaders, who will raise topics they 
see can enhance your family’s ability 
to thrive. They will anticipate what’s 
around the next corner for your fam-
ily and can help you get through it. 
They will ask the hard questions you 
can’t ask yourselves. They will speak 
truthfully and openly, without fear 
of retribution. They are willing to 
be fired or, if the relationship is not 
working out, they will tell you when 
it’s time for them to step aside.  

Family Mission Statements
Another way to build connection in 
families of wealth is by coming up 
with a family mission statement that 
describes the values and purpose of 
the family’s collective life. This docu-
ment is, in essence, communication 
immemorial. Developing a mission 
statement is a potentially wonder-
ful means of establishing clarity and 
encouraging unity among family 
members. What many don’t realize, 
however, is that the process by which 
it is created is as important to con-
nection as the statement of purpose 
that emerges. Keep the following in 
mind when looking to create your 
family’s mission statement:

•  Hold a series of special meetings. 
Take time to discuss the “big pic-
ture.” What do we represent as a 
family and what is the purpose of 
our resources? Give each question 
the appropriate amount of thought 
and discussion.

•  Hire a skilled facilitator to assist 
you. As with family meetings, a 
facilitator, whether a trusted col-
league or a consultant, can be 
invaluable in an important discus-
sion such as this—better yet if you 
can find one who has been through 
this before. Consider bringing in 
someone to organize and then 
move the discussion forward, leav-
ing interested family members to 
voice their thoughts and concerns 
without having to worry about the 
specifics of the ultimate product.

•  Take your time. A year or two—
more, if necessary. Remember, most 
families function without a mission 
statement. Allow ample time (and 
space) for the mission that resonates 
best with your family to emerge in 
the family consciousness.

•  Don’t try to write the statement all 
at once. It often makes sense to let 
the spirit of the mission statement 
percolate at your family meetings, 
then assign a point person to draft 
a statement for review. While some 
families could conceivably knock 
out a dynamite mission statement 
in an afternoon, most find them-
selves haggling over words. Better 
to sort this out over a series of meet-
ings, and with a facilitator.

•   Look to the family dynamic. 
Anticipate how your family works 
together. Who dominates discus-
sions, who quietly has good ideas, 
who gains consensus well, who 
causes conflict, and who is passive 
in the moment and then derails the 
process later? Understand the pat-
terns that exist and try to address 
them through the process.

•  Get everyone involved. While only a 
few people—maybe even only one—
should be involved in the actual 
drafting, the discussion should 
involve as many family members as 
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possible, to increase the chances that 
the mission will resonate with the 
most family members.

•  Reflect as much as possible the 
common interests of the family. 

If the mission statement represents 
only the most senior, vocal, or passion-
ate members, only the most senior, 
vocal, and passionate will be prepared 
to work toward it. 

•  Be as specific as possible. It’s much 
easier to broaden a mission later to 
welcome new family member inter-
ests than it is to narrow one’s mission 
and ditch a cherished element.

•  Have fun. As much as you can, culti-
vate a spirit of lightness and curiosity 
around this activity. 

•  Don’t forget about it. The mission 
statement can be a unifying and ener-

gizing force for your family. It can be 
a valuable compass if you’re willing to 
let it lead you, so try to find ways to 
use it often. Refer to it during times of 
transition; open family meetings with 
a recitation of it; have it printed on 
business cards that you give to every 
family member. (This last goal also 
serves to keep it short.)

Whether via a family meeting or 
a mission statement or some other 
process for facilitating constructive 
communication, what you’re doing in 
all these efforts is creating a founda-
tion—nurturing connection—to help 
support family members as they navi-
gate complex relationships over many 
years. A patriarch and matriarch can 
often provide the kind of overarch-
ing thematic guidance that permeates 
a family and helps all members to see 

themselves both as individuals and as 
a collective whole. But as G2 and G3 
move into adulthood, it becomes more 
difficult for any one individual to lead 
the family system. Family meetings 
and mission statements can help sub-
sequent generations maintain their 
focus and cohesion.  

To flourish, the family must nur-
ture and grow human capital with the 
same passion that the original wealth 
creator put toward building financial 
capital. Nothing will contribute more 
to the resilience and connectedness of 
the family. Connection means being 
available to your family in meaningful, 
constant ways. It means doing the hard 
work of being a great communicator 
and developing processes and means 
to hear and honor individual voices. 
It means building mutual respect and 
trust. Family meetings, rituals, and 
mission statements encourage connec-
tion. This process of connection is a 
life-long devotion.

It is the bedrock upon which all 
other practices are rooted and with-out 
which your family will not flourish. It is 
the beginning and the end, the simplest 
and the most profound. Within mean-
ingful and sustainable connection lies 
all possibility. ■

Mobius Executive Leadership works with family owned businesses  
and multiple generation families on leadership development through 
our core FOB team Dr. David Gage and Ellen Perry. We enjoy alliance 
partnerships with both Business Mediation Associates (BMC Associates) 
and Wealthbridge Partners to enable us to provide consulting services, 

mediation services, leadership training, and executive coaching to family owned 
businesses and partners in privately held companies. Background on our key  
partners in this domain follow in the subsequent pages.

Ellen Miley Perry is the founder and 
managing partner of Wealthbridge Partners, 
a firm advising wealthy families and financial 
institutions. Prior to this she was the cofounder 
and president of GenSpring Family Offices. 
She is a director of several nonprofit and for-
profit companies and is a frequent speaker, 
teacher, and writer. She lives in Washington, 
D.C., with her husband and daughter.
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“How do you keep your feet 
firmly on the ground in 
the midst of great abundance?”

—from A Wealth of Possibilities

We are passionate about helping wealth owners learn what they need 
to know to live in the present and prepare for the future. We know the 
problems that successful families face—and recognize the subtleties 
and differences.
We have seen what works, we know what doesn’t.

Wouldn’t you be reassured if . . .

You and your family knew how to live effectively with wealth?
All business members had a firm grasp of the financial and business 
worlds?
The next generation had sound values and attainable dreams for 
the future?
Your family was able to make joint decisions smoothly and intel-
ligently—even in your absence?
Your family members could handle conflict effectively, thanks to  
mutual understanding, clear values and the communication skills 
needed to resolve differences?
Your children and grandchildren had the ability and incentive to  
replenish the wealth or enhance the community in which they live?

Wealthbridge Partners advises families and family businesses 
through one-day workshops, longer goal-specific projects and retainer 
engagements.

For more information on Wealthbridge Partners, contact Ellen Miley Perry or Antonia Blackwood 
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Ellen Miley Perry of Wealthbridge Partners is proud to announce the 
release of her new book, A Wealth of Possibilities. A spirited and prac-
tical guide that provides wealthy families with the tools to flourish well 
beyond their financial means. Visit www.ellenmperry.com to read more.

“Ellen Perry draws upon her enormous 
experience in working with many 
generations of many families who 
possess great financial wealth to 
create this unique and practical 
book, a concise guide for families 
who want to get it right, to do as 
right by each other as they have 
by their finances, and to reach the 
end of life’s journey fulfilled and 
joyous, knowing that not only have 
they earned much money but they’ve 
shared much love. I give this book 
the highest marks.”  

—Edward Hallowell, M.D., 
author of The Childhood Roots of 
Adult Happiness
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A Collaborative Approach 
BMC Associates is a pioneer in conflict prevention, conflict mediation and 
organizational consulting for partners, family businesses and others who  
must work together collaboratively.

Since its founding 20 years ago, BMC has guided its clients through sensitive 
business and interpersonal issues with the goal of achieving agreements that 
serve the interests of all parties.

This collaborative approach, in contrast to power plays, conflict and litigation, 
can result in speedy and economical resolution of issues while strengthening 
important business and personal relationships.

Our Clients
Our clients are located throughout the United States and in a wide variety 
of business sectors. They include business partners, family co-owners of 
a business or other property, management teams, boards of directors and 
others who have to work together effectively.

Services
BMC professionals serve clients as mediators, facilitators, coaches and 
consultants. We help partners and families through sensitive transitions  
—   such as formation of a new business entity, ownership and management 
succession, and prenuptial or estate planning — and in resolving conflicts. 
We also help partner and family teams optimize their performance. Whenever 
the situation involves important relationships and business or financial 
interests, BMC can help clarify expectations, roles, rights and responsibilities 
and resolve costly conflict.

BMC’s Team
The professionals at BMC are skilled practitioners in psychology, business, 
finance and law. Associates with relevant backgrounds often work in two-
person teams to meet the full range of a client’s needs. All of our associates 
have developed extensive experience working with both business and 
interpersonal issues.

BMC was founded by David Gage and Edward Kopf. David is a psychologist, 
author and adjunct professor at the Kogod School of Business at American 
University in Washington, DC. Ed was a senior officer in several public and 
closely-held firms before becoming a consultant in strategic planning and 
financial management. Stewart Christ joined BMC as a Principal and has 
breadth of experience leading various business types, strategic consulting 
and coaching. The Principals and most others on the BMC team have been 
mediating at BMC for 15 or more years.

Mediation for  
conflict resolution

Business and family 
charters  for conflict 

prevention

Coaching and consulting  
to maximize effectiveness 
of groups and individuals

Pre-planning for family, 
estate and pre-nuptial 

agreements
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Leaders in Business Mediation and Collaboration

What can BMC do for you?
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Walk Outs are people who bravely 
choose to leave behind situ-

ations, jobs, relationships and ideas 
that restrict and confine 
them, anything that inhibits 
them. They walk on to the 
ideas, people and practices 
that enable them to explore 
and discover new gifts, new 
possibilities.

We learned the phrase 
‘Walks Outs who Walk On’ 
from our friends in India. 
They had created a network of young 
people who chose to leave school. 
They didn’t consider themselves 
“drop-outs,” a negative label assigned 
to them by the school system. They 
left school because they wanted to be 
learners, not passive students. They 
walked on to discover many ways 
they could contribute to creating 
change in their world.

Although the phrase may be new 
to you, think about situations in your 
life that you’ve consciously chosen to 
leave because you knew that to stay 
any longer would limit you. When-
ever we choose to leave behind what 
confines us, whenever we coura-
geously step forward to discover new 
capacities, then we can rightfully call 
ourselves Walk Outs who Walk On.  

The people you meet on this jour-
ney have walked out of a world of 
unsolvable problems, scarce resourc-
es, limiting beliefs and destructive 
individualism. They’ve walked on to 
beliefs and practices that solve prob-
lems and reveal abundant resources. 
They’ve created communities where 
everyone is welcome to learn, grow 
and contribute. They’ve walked out 
of the greed and grasping of this time, 
where many individuals try to get 

as much as they can, and walked on 
to discover how to create what they 
need with what they have. And while 

we visit only seven com-
munities on this journey, 
there are millions more 
people like them through-
out the world.

When people and 
communities walk out, 
they discover they’re more 
gifted and wiser than they 
believed or had been told, 

that working together—even in the 
harshest circumstances—can be joy-
ful, that they can invent solutions to 
problems that others have declared 
unsolvable. These communities are 
creating meaningful change in some 
of the most difficult political, social 
and economic circumstances. They 
may have little money, few trust-
worthy formal leaders and minimal 
material resources. They may have 
been told they’re “backward,” or don’t 
possess the requisite expertise to solve 
their own problems. Had they accept-
ed current thinking, they would have 
sat back and waited passively for help 
to come from the outside—from ex-
perts, foreign aid, heroic leaders.

But instead, they walked out. 
They had the good sense not to 
buy into these paralyzing beliefs 
about themselves and how change 
happens. They walked on to dis-
cover that the wisdom and wealth 
they need resides in themselves—
in everyday people, their cultural 

traditions and their environment. 
They’ve used this wisdom and 
wealth to conduct bold experi-
ments in how to create healthy and 
resilient communities where all 
people matter, all people can con-
tribute. Their creativity and hard 
work make it easier for us to see 
that a different world is possible. 

The Role Walk Outs Play in 
Creating Change
Walk Outs who Walk On play a cru-
cial role in societal change. They use 
this time of dissolution and failing 
systems to create and experiment 
with new ways of working and orga-
nizing. In doing their pioneering 
work, they rely on the fact that peo-
ple’s capacity to self-organize is the 
most powerful change process there 
is. They’ve seen how local efforts can 
emerge into larger, transformative 
changes when they connect with 
other local efforts. They’ve con-
firmed Margaret Mead’s brilliant 
statement that the world changes 
from small groups of dedicated 
people. And they’ve demonstrated 
that when people know where they 
come from—their traditions and 
culture—they develop strength and 
stamina. These pathfinders have 
come to understand that living is a 
synonym for learning: they experi-
ment, take risks, fail, succeed, make 
it up as they go along, and offer 
compassion and forgiveness to each 
other.

Book Excerpt: Walk Outs Who Walk On
by Margaret Wheatley and Mobius Transformational Faculty Member Deborah Frieze

Wisdom is knowing I am nothing, Love is knowing  
I am everything, and between the two my life moves.

~ Nisargadatta Maharaj
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When any of us experiment with 
walking on, we’re able to discover 
potential that we couldn’t see before 
we freed ourselves from constraints. 
It’s motivating to see these hidden 
capacities surface and how they serve 
us to accomplish good work. It’s es-
sential that we feel motivated, that we 
have faith that we’re doing the right 
work, because whenever we use ideas 
and approaches that don’t conform to 
the world’s expectations, we’re going 
to meet with resistance. 

At Berkana, we use a map (co-cre-
ated with our global family of friends 
and colleagues) to describe the pre-
dictable dynamics that are bound 
to occur between those pioneering 
the new and those preserving the 
old. We’ve used it for many years in 
diverse organizations and communi-
ties and now rely on it to know what 
to expect when we decide to walk out 
and walk on.

All systems go through lifecycles. 
There’s progress, setbacks, seasons. 
When a new effort begins, it feels 
like spring. People are excited by new 
possibilities, innovations and ideas 
abound, problems get solved, people 
feel inspired and motivated to contrib-
ute. It all works very well, for a time.

And then, especially if there’s 
growth and success, things can 

start to go downhill. Leaders lose 
trust in people’s ability to self-or-
ganize and feel the need to take 
control, to standardize everything, 
to issue policies, regulations and 
laws. Self-organization gets replaced 
by over-organization; compliance 
becomes more important than cre-
ativity. Means and ends get reversed 
and people struggle to uphold the 
system rather than having the system 
support them. These large, lumber-
ing bureaucracies—think about 
education, healthcare, government, 
business—no longer have the ca-
pacity to create solutions to the very 
problems they were created to solve. 

When a system reaches this stage 
of impotence, when it becomes the 
problem rather than the solution, we 
as individuals and communities have 
a choice. Either we struggle to fix 
and repair the current system, or we 
create new alternatives. New alterna-
tives can be created either inside or 
outside the failing system. But if we 
choose to walk out and walk on, there 
are two competing roles we’re called 
upon to play: We have to be thought-
ful and compassionate in attending 
to what’s dying—we have to be good 
hospice workers. And we have to be 
experimenters, pioneers, edge-walk-
ers. Playing these dual roles is never 

easy, of course, but even so, there are 
enough people brave enough to do so.

Skilled hospice workers offer com-
fort and support to those at the end 
of their lives far beyond attending to 
physical needs. They help the dying 
focus on the transition ahead, and 
encourage them to see what their life 
has taught them—what wisdom and 
values shine clearly now that the dis-
tractions are gone.

Walk Outs need to do this kind of 
hospice work on ourselves. Even as 
we stop struggling to fix things, even 
as we reject the status quo, we don’t 
leap empty-handed into the future. 
We need to consciously carry with us 
the values and practices that feel es-
sential. What have we learned, what 
do we treasure as the means to create 
good work, fulfilling lives, meaning-
ful relationships? From our many 
experiences—the battles, victories, 
disappointments, successes—we need 
to glean our hard-won wisdom and 
preserve it at all costs. This is what 
we’ll most need as we walk out and 
walk on to give birth to the future. 

Inside dying systems, Walk Outs 
who Walk On are those few leaders 
who refuse to work from the dominant 
values that permeate the bureaucracy, 
such things as speed, greed, fear and 
aggression. They use their formal 
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leadership to champion values and 
practices that respect people, that rely 
on people’s inherent motivation, cre-
ativity and caring to get quality work 
done. These leaders consciously cre-
ate oases or protected areas within 
the bureaucracy where people can 
still contribute, protected from the 
disabling demands of the old system. 
These leaders are treasures. They’re 
dedicated, thoughtful revolutionaries 
who work hard to give birth to the new 
in very difficult circumstances.

And then there are those who leave 
the system entirely, eager to be free 
of all constraints to experiment with 
the future. You’ll read their stories in 
the next pages. But even though they 
might appear to have more freedom 

than those still inside, they encounter 
many challenges that restrict their ac-
tions. Old habits and ways of thinking 
constantly rear up on their path. It’s 
easy to get yanked backwards, or to 
doubt that this is the right direction. It 
takes vigilance to notice when these old 
ways of thinking block the path ahead.

Pioneers have to expect to feel 
ignored, invisible and lonely a good 
portion of the time. What they’re 
doing is so new and different that 
others can’t see their work even when 
it’s staring them in the face. These are 
difficult dynamics to live with, espe-
cially when you know you’ve done 
good work, that you’ve solved prob-
lems that others are still struggling 
with. This is why it’s so important 

that pioneers work as community, 
encouraging one another through 
the trials and risks natural to those 
giving birth to the new in the midst 
of the breakdown of the old.

If you’ve walked out of confining 
situations, you’ve probably experi-
enced at least some of these dynamics. 
They’re easily observable in the lives of 
innovators and courageous leaders ev-
erywhere. They’ll be quite noticeable 
in the stories you’re about to hear as 
we journey through these seven com-
munities. In each visit, we’ll see how 
these difficult dynamics lose their 
power as we work together in com-
munity.  It’s so much easier to keep 
walking on when we’re in the com-
pany of kindred spirits. ■

Deborah Frieze is an author, entrepreneur and social activist. As former 
co-president of The Berkana Institute, Deborah joined Berkana to support 
pioneering leaders who were walking out of organizations and systems 
that were failing to contribute to the common good—and walking on to 
build resilient communities. These leaders are the subject of her book, 
Walk Out Walk On: A Learning Journey into Communities Daring to Live the 
Future Now, co-authored with Margaret Wheatley. Walk Out Walk On has 
received the 2011 Terry McAdam Book Award and a 2012 Nautilus Silver 
Book Award for Social Change. 

Margaret Wheatley is a well-respected writer, speaker, and teacher for how we can accomplish our work, sustain 
our relationships, and willingly step forward to serve in this troubled time. She is co-founder and President emerita 
of The Berkana Institute, an organizational consultant since 1973, a global citizen since her youth, a prolific writer, 
and a happy mother and grandmother. She has authored six books, including the classic Leadership and the 
New Science, Walk Out Walk On: A Learning Journey into Communities Learning to Live the Future Now and most 
recently, So Far From Home (2012).
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My last three years have been a 
period of deep soul searching, 

going on Passion Quests and a time 
of creating, ideating and yes…dream-
ing. My ego developed patience while 
I learned to slow down and wait for 
guidance. In the empty space this rel-
evant content emerged.  

Why do I say relevant? Because 
regardless of what’s occurring in the 
world, the economy or your own per-
sonal life, it is our ability to imagine and 
pursue what truly matters to us at a soul 
level that most that can empower us.  

A Transformational Leader:

1 Practices integrity at a soul level. 
In order to achieve big dreams, we 

need to take risks and trust ourselves. 
One thing that will deepen or erode 
self trust is how we make and keep our 
agreements with ourselves and others. 
Are you living in integrity with your 
soul? Are you saying, “no thank you,” 
to opportunities that are not aligned 
with your values? Are you exhibiting 

the courage to wait, and to act on faith, 
rather than jumping on any opportu-
nity that makes you feel good, safe or 
secure? Is your ego in service to your 
soul or has your soul been hijacked by 
your ego? 

2 Is comfortable with uncertainty. 
In a state of uncertainly, deeper 

wisdom and insight can often be gar-
nered. A visionary knows we were 
“created to create” and allows the time 
and space for true creation to occur. It’s 
nourishing and freeing to “not know”. 
With a beginner’s mind, we can think 
anew. With child-like curiosity, life 
can become more precious and amaz-
ing. If your life has become routine or 
uninspired, I urge you to take time to 
enter new terrain, to boldly go where 
you have not gone before. 

3 Knows the secret to enlightenment 
is to relax. While experimenting 

with uncertainty, I was seeking some-
thing that wouldn’t engage my inner 
critic so I took up abstract painting. 
I could dabble and if I didn’t like my 
creation, I could flip it over for a fresh 
perspective. 

I spent five days at a beach in Cali-
fornia where I painted ten works of art. 
I chose colors intuitively, sponging and 
squirting them on to canvas. Losing self-
consciousness in the swirls and drips, I 
discovered a new part of myself….the 
creator within…the ultimate dreamer. 
I felt expansive and incredibly alive.

Completing my last painting I had 
a simple thought. “I wonder what 
my friends will think of these.” Sud-
denly, I became immobilized, afraid 
to choose the wrong color. With that 
single thought, my spirit shut down. 
I had been in a truly expanded state 
when my ego charged in causing me 
to contract into my familiar, small 
world of right and wrong.

I took a deep breath, inhaling and 
with a long exhale, my ego surren-
dered, returning me to my creative self. 
This concept is simple, yet profound. 
The secret to enlightenment is to relax. 
As we “let go” our ego (with its agenda, 
fears, and doubts) releases its grip free-
ing our Divine essence, the truth of 
who we are. 

4 Practices “getting empty” in order 
to hear the voice and/or feel the 

presence of the Divine. We can experi-
ence peace, joy and satisfaction when 
we consciously empty. You practice 
getting empty so you can hear the voice 
of the Divine and/or feel this presence.  
Becoming empty allows for receptivity, 
great insight, even miracles. True cre-
ation is about creating something from 
nothing. But first, we need to stop…at 
least for a moment..or two. Big dream-
ers know that in order to live “on 
purpose” we need a spiritual practice to 
access the deeper wisdom beneath our 
ego. Transformational leaders make 
space for the space and create simple 
rituals as a way to invite this in.   

5  Often acts just on faith. Faith 
means many things to different 

people. For me, belief is what I hold 
to be true while faith is more about 
devotion and trust.  Transformational 
leaders move based on what’s important 
to them without needing assurances or 
guarantees. With an intentional step, 
they demonstrate that they are more 
committed to their dream than to any 
doubt, fear or reality. And, with that 
step they are no longer just thinking 
or talking about their vision, they are 
in action on it. And with that “leap of 
faith,” resources show up as new per-
spectives become available.   

6 Can consciously drop into a 
deeper place of wisdom and truth 

A transformational leader is able to not 

13 Ways to be a Transformational Leader
by Marcia Wieder, CEO/Founder, Dream University®, Mobius Transformational Faculty
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only articulate their idea with clarity so 
people understand it, but also able to 
feel and express it with passion so oth-
ers are inspired by it. A visionary invites 
others to join them and since their 
inner world is congruent with their 
outer world, people sense their authen-
ticity and trust and support them.   You 
can consciously immerse in your inner 
knowing and truth and can ideate/
dream and speak from this place.

7  Is receptive and knows that “give 
and take” is not the same as “give 

and receive.” Big dreamers realize that 
giving and receiving are best done in 
balance. They practice restraint, allow-
ing space for the space where true 
creation and original thought occur.  
Many of us are skilled at exerting our 
will and effort to make something 
happen, but the ability to pause, to be 
patient and receptive, allows for some-
thing else, something unexpected or 
even unknown. When we rush in to 
control a situation, we may feel empow-
ered but when we allow life to naturally 
unfold, the outcome is often greater 
than we could ever imagine. There is 
such a thing as Divine Will and our abil-
ity to partner personal will with Divine 
Will is a higher state of consciousness. 
Receptivity and the ability to surrender 
allow for grace to manifest. 

8 Is aware that miracles occur in 
their own time. 

Timing is a tricky element when it comes 
to manifesting. Transformational lead-
ers are able to wait rather than quickly 
assert their agenda. They trust enough 
to relax and although they have strong 
intentions, even desires, they are able to 
hold these spaciously. I’m not a propo-
nent of “just waiting,” however trusting 
life to unfold is a skill to master. As they 
say in Napa, “No wine before it’s time.”  

9  Knows that we were created to 
create. 

Do you live primarily as a problem 
solver or as a creative force?  Trans-
formational leaders understand that 

it is more powerful to move toward 
what you want than away from what 
you don’t want. They also realize that 
both creation and destruction serve. 
True creation is about creating from 
nothing, not just fixing what’s wrong 
or improving what’s unpleasant. Per-
haps it’s challenging for us to think of 
ourselves as creators because if our 
lives aren’t exactly the way we want, 
we can blame someone or something 
else. Taking responsibility for our lives 
can be a source of great freedom or a 
burden. You choose. 

10 Has a conscious relationship 
with the silent witness, the part 

of each of us that can see many points 
of view and new perspectives. 
The witness “within” is fair, has the 
ability to draw from all of life’s experi-
ence and provide a more creative and 
unbiased and more expansive view.  It 
is able to remain calm in the midst of 
chaos and support us in non-attach-
ment. As a coach, you are able to hold a 
position of overview or non judgment 
for others. Developing this capacity in 
your self is a level of mastery. The abil-
ity to step back and separate from what 
is happening in a non-attached man-
ner, allows us make decisions from a 
less reactive and more insightful place. 
Big dreamers tap their imagination to 
traverse new terrain.  

11 Knows when to be collaborative 
and when to be hierarchal. 

A collaborative approach creates lev-
els of accountability where ownership 
and alignment drive results. Collabor-
ative teams standout because of their 
high levels of trust and commitment. 
Transformational leaders know that 
collaboration allows for true owner-
ship that hierarchal models often do 
not. They understand that big dreams 
cannot be completed alone and they 
have the courage and clarity to share 
these dreams and ideas to empower 
and enroll others. In a collaborative 
model everyone has input and each 

voice and vote counts. Although ini-
tially the process and planning may 
take a longer, the outcome is a more 
sustainable vision.  At the same time 
they are not afraid to stand the heat of 
their vision, to delegate and create fol-
lowership, and to be the visible anchor 
of a big dream.

12  Has integrity in every aspect 
of life and lives in joy, love 

and abundance.
They have tremendous integrity.  
Beyond keeping their agreements 
with themselves and others, they 
answer to a higher Source.  They have 
a purpose, mission, vision, calling and 
dreams in many areas of their life.

13 Is crucial to the Dream Move-
ment’s ultimate dream, which 

is to make the world a more whole and 
abundant place. 
Transformational leaders understand 
that to achieve important dreams 
they must be willing to take risks and 
act upon what’s truly important. They 
don’t compromise their dreams down 
to what they think is realistically pos-
sible but rather take a stand for what 
has meaning to them. 

They pump up their “Dreamer” 
muscles by imagining a world that 
works for everyone and by declar-
ing that, each of us plays a critical 
and sacred role in making the world 
a better place. True transformational 
leaders recognize that with one single 
highly intentional step the world can 
and has changed. It is acting upon 
our dreams that make them real. ■
You are invited to attend a profound 5 day 
event in February in Los Angeles. At the 
Wealthy Visionary Conference, learn from 
15+ world class teachers how to expand 
and monetize your vision. Use  
this link today to attend for half price: 
http://wealthyvisionary.com/special-offer/

To receive 3 powerful videos related to 
Being Paid Well for Doing What You Love, 
please visit http://dreamuniversity.com/
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Presently, many individuals are 
going through major confusion 

about what to do next in their lives. 
They have heard the soul’s wake 
up call and wish to respond. How-
ever, they often feel as if two—or 
even more—equally strong 
choices are available and it 
is hard to decide which one 
is the best choice. We are liv-
ing in a time of incredible 
ambivalence. The old answers 
don’t serve and we know this. 
However, we do not have all 
the facts that clearly indi-
cate the new path to take and we’re 
waiting for these new facts to pres-
ent themselves. It is as if we are now 
aware that we have free choice to cre-
ate the future we want and we can’t 
choose which future seems the best. 
Why is this?

We are in a new time in the history 
of humanity. It is a time of paradox 
where two choices exist and the way 
between them is filled with fog. The 
Buddhists say that at the gate to the 
temple of the inner self there are two 
guard dogs whose names are Paradox 
and Confusion. This is what we are 
facing currently.

We must not despair but realize 
that this confusion represents spiri-
tual progress and a step in developing 
our SQ-spiritual intelligence. We are 
accessing higher wisdom, and more 
subtle forms of truth than most of us 
have been able to do before. We no 
longer live in a world where there 
are bad guys and good guys, black 
and white choices. We now are sift-
ing through various shades of colors 
and we have to understand the func-
tion of these new colors before we 

can work with these new concepts. 
The new colors could be called com-
passion, equanimity, equality for all, 
flexibility, patience, and forgiveness. 
I’m naming them to give a flavor of 
what I’m speaking of, but these words 

only point in the right di-
rection, and don’t give a 
full experience of what 
these words mean when 
practiced by us. We are 
starting to grasp a deeper 
experience of what these 
words mean now.

While this shift in con-
sciousness is occurring, we might 
have one foot in the old world that we 
are leaving behind, and another foot 
in the new world that is coming into 
existence. At any given moment we 
might feel great ambivalence about 
which of these worlds is best to com-
mit our energy. Therefore, we swing 
back and forth between the two of 
them. The older world of black and 
white is known, comfortable and 
often feeds the more concrete needs 
of our personality. The newer world 
of color is unknown, has unlimited 
potential, feels exciting and yet scary, 
and feeds the higher potential of 
what we can be.

Both of these realities co-exist pres-
ently and to deny it would be to do 
ourselves a disservice. It is stressful to 
attempt to establish a firm foundation 
in these shifting times. The best course 
of action is to surrender to the fact 
that we do not know all the variables 
facing us and therefore, to cultivate an 
open mind and open heart. We must 
learn to listen deeply to both ourselves 
and others to determine if we are 
coming from a place of fear or love, of 

death or life. In the end these are the 
two poles of choice facing us. Let us 
not cling to fear and death when we 
can rise to love and life.

What can we do to manifest 
our soul’s purpose? 
Happiness, at this time in our evolu-
tion, results from satisfying  both our 
personality and soul needs. Ideally, 
the two work together  in partnership 
because the soul knows the purpose 
for our life,  and the personality is the 
vessel we have been given to fulfill that 
purpose.  The soul cannot accomplish 
its goals without the cooperation of 
the personality,  and the personality—
operating without the direction of 
the soul— tends to seek momentary 
pleasures that can lead to long-term 
disillusionment. Psychological pain 
stems, in part, from overfeeding our 
personality needs at the expense of the 
soul. However, negating our personal-
ity needs often leads to pain as well.  

The soul and personality work-
ing together create a soul-infused 
personality. This interdependent 
partnership is necessary if we are to 
fully develop our potential. Having 
a soul-infused personality means 
being self-actualized, joyful, creative, 
truthful and self-directed. It also 
means being committed to working 
with others to create healthy work-
places and to become a creator of 
good in the world. As we become 
more soul-infused, we actively seek 
to manifest our soul’s purpose in 
both our life and work, and experi-
ence increasing discontent if we are 
not able to do so.  

We humans in the 21st century have 
come to a juncture in our evolution-

Manifest Your Soul’s Purpose 
Adapted from Tanis Helliwell’s new book Manifest Your Soul’s Purpose
by Tanis Helliwell
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ary path with two choices facing us. 
One path is regressive. A disconnec-
tion to our soul leads to isolation—not 
only from our essential selves, but also 
from others and our world. Along this 
path we find pollution of our physical 
bodies and the planet, emotional suf-
fering caused by our lack of concern 
for others, mental suffering due to 
working in jobs that use only a small 
part of our potential and spiritual suf-
fering because we are leading lives not 
in keeping with our soul’s calling.  

The second choice facing us is 
the progressive path—the path of 
transformation. As individuals and or-
ganizations walk the progressive path of 
transformation, they move away from 
attitudes of dependence on others or 
independence from others to a new at-
titude of interdependence. The journey 
of transformation might be accom-
panied by confusion, frustration and 
setbacks, but it is also full of excitement, 
optimism and the joy of discovering 
a better way of living and being in the 
world. We start to ask ourselves the 
hard questions: “Who am I?” “What do 
I want to do with my life?” “How can I 
make my work meaningful?”  

Indeed, the question of work be-
comes essential because the majority 
of our waking hours is devoted to it 
and ‘meaningful  work’ could be any-
thing so long as it improves us and 
adds value to the world. Work might 
be paid or unpaid and is not just what 
we do but also how we do it.  Our at-
titude towards coworkers, clients 
and the service we are providing is 
of great importance. Do we have the 
right motivation for our actions? Do 
we seek to help, not harm? These are 
crucial questions.  

Four Stages in Creating a 
Soul-Infused Personality
For long-term happiness it is essential 
that we walk the path where our soul,  

higher self, conscience—whatever 
you want to call it—leads us. This is  
the path to develop our SQ-spiritual 
intelligence. This journey  leads us 
to become a soul-infused personal-
ity, a conscious creator in the world  
resulting in creating workplaces and 
a world where sustainable goodness  
socially, environmentally, economi-
cally, is the norm. The process of 
becoming  a soul-infused personality 
is organic, predictable, and inevitable 
and emerges  out of the pain and 
hopelessness that we witness increas-
ingly in our workplaces  and in our 
world.   

There are four major stages that 
the personality undergoes in its jour-
ney  to fuse with the soul. These stages 
deeply affect our attitude towards  
work and life in general. They under-
lie our motivations, values and dictate  
where we dedicate our energy.

Stage One: Creating the  
Personality Vessel
In the first part of our life—usually 
until sometime in our twenties—we 
learn society’s rules so that we can 
fit in and not be a danger either to it 
or to ourselves. Stage one builds our 
foundation, our roots in the material 
world. It is during this first stage that 
people learn from society whether 
they are considered winners or los-
ers, the haves or the have nots.   

Will they become doctors, lawyers, 
management consultants, gas jock-
eys or unemployed? It is during stage 
one that more than half the people in 
North America are shunted into back 
streams, never to become successful 
within our culture’s standards. But 
don’t forget that each individual has 
the potential to fulfill their soul’s pur-
pose, even if they are not considered 
successful by society.  

Almost all of us receive wounds 
in our early life, from losing a par-

ent to death, divorce or alcoholism, 
to psychological, emotional or physi-
cal abuse, to being physically, socially 
or academically inept and therefore 
rejected by either our peers or au-
thority figures. Life is not easy at this 
time in humanity’s evolution. These 
wounds are the grit in the oyster that 
transforms us into a beautiful pearl. 
Our transformation is born out of 
difficulties, pain and the challenges 
we face in life. That is, of course, if we 
rise to face these challenges. I’m not 
attempting to make this sound easy 
as many people have very difficult 
challenges to face. However, we still 
have many choices in life.  

For example, to keep our soul’s 
vessel healthy and strong, we can sub-
stitute positive thoughts for negative 
ones, such as love for fear, forgiveness  
for betrayal. Just as recovering alco-
holics band together to support each 
other,  we can associate with others 
who will encourage us, love us  and 
have our best interests at heart.  We 
must first set our own house in order 
before we can move to the next stage. 
If our personality has been badly 
wounded in stage one, we need first 
to repair our damaged vessel before 
moving on to stage two. Some indi-
viduals might spend our entire life 
healing our vessel.

Stage Two: Strengthening 
the Personality Vessel

“Material progress is a preliminary 
 step to spiritual awakening.”

–Gopi Krishna

When we have successfully com-
pleted stage one, we can begin stage 
two by asking the question, “What do 
I want to do with my life?”  
In our twenties and thirties the per-
sonality, not the soul, usually answers 
this question because we have only 
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the information that our culture has 
provided with which to answer. We 
examine society’s existing options 
and see which option suits us best. 
The world of work has many stan-
dard jobs available to us and these 
are like boxes of various sizes, shapes 
and colours. We find the box that 
looks most like us and then, having 
found it, we try to fit ourselves into 
that box.  

This is a difficult time for individ-
uals who cannot find a box that suits 
them. It often does not occur to peo-
ple at this stage that there are other 
options, many of which are less obvi-
ous, or that there is nothing “wrong” 
with them because they can’t find a 
good match between themselves and 
standard options. People who have 
the easiest time with stage two are 
those who are most highly social-
ized to the traditional values and 
expectations of society. For example, 
successful men and women might 
want to be teachers, doctors or law-
yers and their academic records suit 
these professions. In other words, the 
boxes fit.  

What determines the initial suc-
cess of our personality is how well we 
fit in the boxes. Yes, there are success-
ful pioneers who drop out of school 
to follow their passion, but these are 
rare individuals, and those who suc-
ceed by going against society’s values 
need great self esteem, willpower and 
a talent in something that society be-
lieves it needs. Without these three 
qualities it can be difficult for the 
person to succeed. And succeeding 
in the material world is an important 
criteria for forming a strong enough 
vessel to contain the soul.  

To strengthen the personality 
vessel we might work in several suc-
cessive jobs, trying to find a better 
fit between our qualities and the box 
available to us in the workplace. We 

might not be aware of it, but subcon-
sciously the search for the soul’s work 
has begun. Mostly, however, we are 
interested in satisfying the needs of 
the personality, acquiring the mate-
rial attributes of success such as a car 
and a house. In stage two, our focus 
is “out there” in the material world of 
doing,  not “in here” in the spiritual 
world of being. The personality is fed  
but the soul is starved.  

In stage two, our major motivation 
is to satisfy our personality— not our 
soul—so we seek extrinsic rewards 
such as money, status and material 
goods. If we have not achieved this 
external success in society, it is hard 
for us to move fully into stage three. 
We need to complete one phase be-
fore moving to the next, and it is 
possible to get stuck in stage two by 
trying to find a job that is emotional-
ly and mentally satisfying but which 
may not be spiritually satisfying. This 
happens when we like the people 
with whom we work and find our job 
intellectually challenging but that it 
doesn’t create meaning in our lives. 
Our “real” life still happens outside 
our work. 

Stage Three: Emptying the 
Personality Vessel

“Do not second guess spirit;
Your lists of preferences
Mean nothing.
Spirit is not interested in your comfort,
But in breaking you apart
Until your shell crumbles
And you are reborn as love.”

–Tanis Helliwell, Embraced by Love

Sometime in our thirties, forties 
or, occasionally, even fifties or six-
ties, we realize that living according 
to society’s rules and values is not 
enough. At this time we usually go 
through a soul crisis no matter what 
we have achieved in the outer world. 

Often labeled a “mid-life crisis,” this 
period can be characterized by de-
pression and a feeling of empt iness 
and meaninglessness in life. In stage 
three, no outside accomplishments 
will suffice to fill the growing void 
within.   

At this time people often feel that 
they are nobodies,  Going nowhere, 
doing nothing. We have proven in 
stage two that we can hold down a 
job, raise children and keep friends. 
We are safe by our world’s standards 
to move from being other-directed to 
being self-directed. Therefore, stage 
three is a time when we can ruth-
lessly assess what we are doing, both 
personally and professionally. Our 
central question may be, “What have 
I been doing with my life?”  

Stage three is a time of no com-
promise where we must be willing 
to give up all we have achieved in 
our life. We may not have to liter-
ally surrender our jobs, marriages or 
financial security, but we need to re-
examine them to see if they serve our 
soul, and if they do not, then we must 
let them go.   

This journey can take years. Our 
health may be compromised, we 
might be fired or downsized, or suf-
fer through a divorce. We might even 
endure a combination of many hard-
ships; perhaps we have an especially 
strong personality and need more 
than one thing to break it down. 
However much happens to us is the 
right amount for the soul to work its 
magic; and however long it lasts is 
the right length of time for the soul to 
subdue the personality. For, make no 
mistake, there is a battle taking place. 
The personality will strive to keep the 
power it has gained and will not re-
linquish control willingly.   

For some people, the personal-
ity never relinquishes control; these 
people often repeat the same mis-
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takes, refusing to learn their lessons. 
Life for them is an endless cycle of 
frustration as they hold willfully 
to the goals of the personality and 
refuse to move towards the goals 
of the soul. What these individu-
als want most eludes them. What is 
called for  in stage three is complete 
surrender. Only then does the soul’s 
task present itself, enabling them to 
see what they need to do to take 
their soul to work.  

It is often the men and women 
who have achieved the greatest suc-
cess who have the most difficult time. 
Individuals who never fit in the tra-
ditional boxes are often more willing 
to surrender what they have achieved 
because they feel they have less to 
lose. 

Stage Four: Filling the Per-
sonality Vessel with the Soul

“If you follow your bliss, you put 
yourself on a track  that has been 
there all the while, waiting for you.”

–Joseph Campbell

The last stage in becoming a 
soul-infused personality is to take 
responsibility for creating a better 
world. This is the primary goal  of 
individuals who have high SQ-spir-
itual intelligence.  First, we need 
to master the laws of our material 
world —the low road—and then 
we are called to the high road. 
When taking the high road, we are 
concerned both with what we do 
and how we do it. The high road 
is connected to the soul. It means 
using our jobs as vehicles to cre-
ate something for the betterment 
of ourselves, others and the world. 
High road work alleviates physical, 
emotional, mental or spiritual suf-
fering in the long term. High road 
work is based on the principles of 

interdependence—that what hurts 
one of us hurts all and what helps 
one of us helps all. Sometimes in 
high road work we help others di-
rectly, for example, a social worker 
who helps the homeless or a scien-
tist who finds cures for diseases. 
Other times we help indirectly by 
supporting individuals and orga-
nizations who are doing high road 
work. This is true of office manag-
ers, administrative assistants and 
accountants.   

Most of our jobs, in fact, contain 
aspects of both high and low road 
work—aspects that satisfy the soul 
and others that satisfy the person-
ality. You might be doing a job for 
financial reasons but your way of 
doing it could be high road. By treat-
ing your customers with kindness 
and interest you can make their ex-
perience a pleasant one and ensure 
that they feel good about themselves 
and others. 

Are You Doing High Road 
Work?
Here are a few questions to help you 
identify whether your work is on the 
high road.

•  Does your work diminish or 
increase you?

•  Does your work give you joy, cre-
ativity, meaningful learning, love?

•  Do others experience joy, creativ-
ity, meaningful learning or love 
because of you or your work?

•  Does your work benefit the world 
in both the short and long term?

•  Which parts of your work are low 
road?

•  Which parts of your work are high 
road?

•  Are you satisfied with the combina-
tion of low and high road aspects of 
your work?

•  If not, what would you like to do 
differently?

We can transform our workplace 
with high road conduct by being 
compassionate, joyful, wise, ethi-
cal and courageous in speaking the 
truth. If we bring these qualities to 
our workplace, we can create good 
for our colleagues, clients and orga-
nization, regardless of the work we 
do. ■

Tanis Helliwell 
is the founder 
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International 
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Transformation 
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individuals to become conscious 
creators to work with the spiritual 
and natural laws that govern our 
world. Tanis, a mystic in the modern 
world, has brought the importance 
of spiritual intelligence (SQ) into the 
mainstream for over 30 years as a 
consultant to business, universities 
and government, to catalyze 
organizational transformation and 
to help individuals develop their 
potential. 

In addition to Manifest Your 
Soul’s Purpose, Tanis is the 
author of Pilgrimage with the 
Leprechauns, Embraced by Love, 
Summer with the Leprechauns, 
Take Your Soul to Work and 
Decoding Your Destiny: Keys to 
Humanity’s Spiritual Evolution. 
Her work is committed to 
helping people to develop right 
relationships with themselves, 
others and the Earth.

To complete your SQ-Spiritual 
Intelligence Self-Test go to her 
website www.iitransform.com
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MINDFULNESS & LEADERSHIP SECTION

Leading Engagement

What do the great “captains” of 
business, finance and indus-

try have in common with the great 
captains of sailing ships? 

They know how to get the best 
from their people.

How do they do this? You might 
think that a ship’s captain will rely 
on the strength of their personality 
to keep their crew engaged by pow-
erful command. Many do, but the 
best don’t.

In my experience, leader-depen-
dence is not good for performance. 
If people feel they can’t do their 
best unless I “lead” them, their best 
is limited to my best, and they are 
unlikely to be fully engaged in their 
work because it’s not their work, it’s 
my work.

On sailing ships at sea and in or-
ganizations and businesses ashore 
I have learned that I can engage 
people more completely when I 
treat them as complete people, 
with a bigger view than my imme-
diate need for their work. In the 
end all leadership is about engage-
ment. Otherwise it’s coercion, and 
coercion isn’t leadership at all. The 
pursuit of engagement is the pursuit 
of a bigger view. When my view of 
the world and of my place in it ex-
pands, my engagement with it does 
too. Leaders can support people to 
reach their own most expansive en-
gagement in this way, by taking the 
biggest view.

Life on a traditional sailing ship 
at sea is a strange mix of intense 
claustrophobia and vast space. 

I have a choice. Which do I en-
gage with?

My shipmates are generally not of 
my own choosing, yet I am bound to-
gether with them in confined spaces 
for weeks at a time. The most 
irritating and unreasonable 
person on board may be the 
person I have to stand watch 
with. For my private quar-
ters I get a bunk too small to 
sit up in, and on some boats, 
a curtain. I dress in front of 
my shipmates, or for privacy, 
lying down in my bunk. In 
the summer it’s hot and airless 
belowdecks, and in winter it’s 
cold and dripping with condensation. 
And everything is always moving, 
sometimes creaking and swaying 
monotonously on smooth seas, some-
times groaning and tossing violently 
in a storm. It’s like living in a wash-
ing machine on an endless cycle. I 
feel small-minded, self-protective and 
rigid, and I dream of jumping ship 
and getting as far from my shipmates 
and my job as I can.

At the same time, I’m out on 
the wide open sea. The big world 
reaches out to the horizon in all di-
rections. The big sky arches over me. 
I see the sun rise and set, the moon 
wax and wane, and all the stars in 
the heavens. I climb into the sky, far 
up into the rigging, to tend the sails. 
Life on a sailing ship at sea is about 
as big as it gets. I feel expansive and 
big-hearted, and delight in rolling 
with every wave. I feel full of love for 
this big, powerful ocean world, and I 
want the voyage to last forever.

What makes a great crew is being 
able to engage with the expansive 
state of mind even when things feel 
smallest. 

How do we build a culture that 
encourages a big state of mind in 
our crew?   

We do it by accepting 
that leadership is a prac-
tice of generosity.

Here’s an example. 
A basic maneuver of 
handling the ship is 
called “tacking.” Tack-
ing the ship is turning 
the ship in a particular 
way, toward the wind, 
and it requires the crew 
to handle all the sails in 

succession, in the right order, with 
the right timing, and in a hurry as 
the ship turns. The Californian is 
145 feet long, her masts are 95 feet 
tall, and she carries 7,000 square feet 
of sail. Tacking her is a complex and 
demanding task.

I sailed on the Californian as 
Chief Mate (second in command), 
under Captain Andy Reay-Ellers, 
who taught me a lot about generous 
leadership. But for this story, let’s say 
that I’m sailing under an old school 
captain who likes things done in the 
traditional way. He’s respected for 
his ability and has had a long, suc-
cessful career. We’ll call him Captain 
Arrggh. When it’s time to tack the 
ship, Captain Arrggh is at the wheel 
and he calls out, in a voice that car-
ries to the masthead, “Ready About,” 
which means get ready to tack. I re-
peat the command and then I start 
telling the crew, “You to the lee-
ward headsail sheets, and you two 
to the windward. You two, stand by 
the topsail braces.”  The vocabulary 
of the sea really is a language of its 
own, but don’t worry about the salty 

Book Excerpt: Keep Your People in the Boat:  
Workforce Engagement Lessons from the Sea
by Crane Wood Stookey
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lingo. I’m telling everyone exactly 
what to do.

When everyone’s in position, I 
shout back to the Captain, “All ready 
on the foredeck,” and he responds, 
“Helm’s-a-lee,” which is the com-
mand to tack.

The ship turns, and I have my 
eyes on the sails. At just the right 
moment, as the wind catches the 
sails, I call out to the crew, “Pass the 
flying jib, pass the jib,” and the 
crew start hauling madly on 
the sails. Then I wait, and then 
at just the right time I shout, 
“Let go and haul the topsail 
braces,” and the topsail swings 
around. Then it’s, “All hands to the 
foresail.” 

The ship is off on her new course, 
the tack is beautifully executed, and 
we’ve done a superb job, once again. 
Captain Arrggh believes that it all 
depends on his voice, and my voice. 
We’ve taught the crew to believe this 
too. They’re all looking to us.

But sometimes we have passen-
gers on board for a daysail. The deck 
is covered with landlubbers eating 
snacks and spilling their drinks. 
Having me jump up and start shout-
ing commands over everyone’s 
heads doesn’t work so well. Captain 
Andy feels it’s too intrusive. So let’s 
let Captain Andy take command 
again now. 

Captain Andy always wears a ball 
cap when he’s sailing. He’s back at 
the wheel charming the guests, be-
cause everyone wants to talk to the 
Captain, and in the middle of his 
conversation he turns his ball cap 
sideways so the bill is over his ear. 
The crew and I are also mingling 
with the guests, telling sea tales, but 
we all have half an eye on Captain 
Andy, and someone notices the 
turned ball cap. They excuse them-
selves from their conversation and 

move to a position at a sail. Another 
crew member notices them mov-
ing, and they move too. Quickly this 
awareness ripples through the whole 
crew, and everyone has moved into 
position. I give the thumbs up sig-
nal to Captain Andy, and he turns 
his ball cap backwards. The ship 
starts to turn, and now it’s the crew 
who have their eyes on the sails. At 
just the right moment, as the wind 

catches the sails, they pass the flying 
jib, and pass the jib. They let go and 
haul the topsail braces, and the top-
sail swings around. They all move 
to the foresail. The ship is off on her 
new course, the tack is beautifully 
executed once again and I have said 
. . . nothing. Not a word. No one has 
said a word. 

The crew have tacked the ship 
dozens of times. They know their 
job. Now maybe one time they’re a 
bit too quick on the headsails and 
I need to tell them, “Hold that sail, 
hold it.” But I don’t say anything. My 
arm raised up with my fist clenched 
is the command for hold. Because 
the crew also have half an eye on 
me. They see my fist, and hold. Then 
at the right time, with a wave of my 
hand, I let them carry on.

And when we go back to our con-
versations with the guests, they say, 
“That was very smooth. We didn’t 
even hear any commands. How did 
you know what to do?” we smile and 
say, “Many hands. One mind. When 
we’re all in sync, the ship tacks her-
self.”

For Captain Andy and me, tack-
ing the Californian in silence was 
our version of success: a crew so in 

sync with each other and with their 
work that the task could be accom-
plished with almost no word from 
us. Such synchronicity represents an 
expansive level of engagement.

The key to this culture of engage-
ment we created was being aware of 
all the things we gave when we gave 
command.

Captain Arrggh and I gave the 
crew clarity, precision and success 

at tacking. These are useful 
gifts, and the crew appreci-
ated them. We also gave the 
crew dependence: they didn’t 
do anything unless we told 
them to. We gave them a 

lack of trust: we implied that they 
couldn’t do it on their own. And we 
gave them tunnel vision: we didn’t 
expect them to pay attention to the 
big picture, but just to pay attention 
to us.

In sum, we gave them a small 
view of the task. Smallness is a place 
where people can hide. If all anyone 
has to do is follow our directions, 
they never really have to take re-
sponsibility or in any way show up 
fully themselves. 

When Captain Andy and I let 
the ball cap give commands, we still 
gave clarity, precision and success 
at tacking. We also gave shared re-
sponsibility, mutual trust, and the 
ability to pay attention to the task 
and at the same time be aware of the 
big picture. We gave an expansive 
view of the task, and we took away 
any place to hide. With this level of 
genuine shared responsibility peo-
ple have no choice but to step up.

These are the generous gifts, and 
this is the approach that makes ef-
fective leadership a practice of 
generosity.

Generosity? Isn’t leadership about 
getting people to do what you want?

No, it’s not. Leadership is about 

What makes a great crew is being able 
to engage with the expansive state of 
mind even when things feel smallest. 
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getting people to do what they want. 
Leadership creates the conditions 
that support people to grow and 
prosper. Then our organizations, and 
our society, can grow and prosper 
with them.

This is what we human beings 
want most: to grow. We want to 
discover the best in ourselves. We 
want to accumulate experience, skill, 
wisdom, love and friendship, worthi-
ness, usefulness and joy, and we want 
to define for ourselves what each of 
these means. We want to grow and 
prosper on our own terms.

This sort of growth is a deeply per-
sonal thing. People who are engaged 
with something on a following orders 
level don’t develop a depth of person-
al commitment. If we want to engage 
others, we can create conditions that 
support them to grow and prosper, 
on their own terms.

Engagement is a state of mind. 

The fruit of generous leadership is 
an engaged and effective state of 
mind, a big view, in the people we 
lead. The generous approach asks 
us to try to understand and foster 
what it takes for people to approach 
their work with committed, cre-
ative and joyous state of mind, 

rather than the smallness of, “Okay, 
What do we do next?“

A generous leader has a lot in com-
mon with a good teacher. Both aspire 
to help people grow, to help people 
move from small to big. The leader’s 
refrain, like the teacher’s refrain, is 
this: “Let your people grow.” ■

MINDFULNESS & LEADERSHIP SECTION

Crane Stookey is a facilitator, trainer and 
coach with a particular interest in the power of 
experiential learning. He holds a Captain’s license 
for sailing ships and has sailed extensively as 
Chief Mate and Training Officer on Tall Ships in 
the US and Canada. He is the Founder of the Nova 
Scotia Sea School, a privately run experiential 
education organization, for which he was awarded 

the Queen’s Jubilee Medal for his contribution to the Canadian community. 
Crane has also studied and taught meditation for over 20 years. His work 
joins the disciplines of command and insight to address the chaos and 
complexity of personal and systemic change. He is the author of Keep Your 
People in the Boat: Workforce Engagement Lessons from the Sea (ALIA 
Press, 2012). See also Crane’s blog.
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Angela Wagner

Mobius lost a cherished member of its community last 
month. Angela Wagner, one of the original members of 
our coaching cadre, passed away on December 3rd, 2012 
after a long illness.

It is difficult to write about Angela without lapsing into 
clichés: She was a smart, warm and articulate coach and colleague – with 
a love of learning and an absolute commitment to the growth and develop-
ment of others. 

We knew Angela already possessed all of these qualities when she first joined 
Mobius.  But it was in witnessing her ongoing response to having cancer that 
we were more fully able to experience the depth of who she was as a human 
being.

For those of us who read her regular posts on CaringBridge, the health social 
network, Angela became an inspirational teacher and mentor. Her strength, 
faith, and continuous gratitude for things big and small were a reminder of 
how to live consciously, purposefully, and joyfully.   

Angela’s unflagging spirit, sense of humor, and sheer zest for life came through 
everything she wrote. Just when she was at her most luminous, she would 
bring us back to earth and make us laugh with a particularly juicy pun.

Angela, we will miss you dearly!

Devra Fradin
Director, Mobius Coaching Practice
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"Thank you, Governor. To all the families, first responders, 
to the community of Newtown, clergy, guests - Scripture 
tells us: '…do not lose heart. Though outwardly we are 
wasting away…inwardly we are being renewed day by 
day. For our light and momentary troubles are achieving 
for us an eternal glory that far outweighs them all. So we 
fix our eyes not on what is seen, but on what is unseen, 
since what is seen is temporary, but what is unseen is 
eternal. For we know that if the earthly tent we live in is 
destroyed, we have a building from God, an eternal house 
in heaven, not built by human hands.'

We gather here in memory of 20 beautiful children and 
six remarkable adults. They lost their lives in a school that 
could have been any school; in a quiet town full of good 
and decent people that could be any town in America.

Here in Newtown, I come to offer the love and prayers 
of a nation. I am very mindful that mere words cannot 
match the depths of your sorrow, nor can they heal your 
wounded hearts. I can only hope it helps for you to know 
that you’re not alone in your grief; that our world too has 
been torn apart; that all across this land of ours, we have 
wept with you, we’ve pulled our children tight. And you 
must know that whatever measure of comfort we can pro-
vide, we will provide; whatever portion of sadness that we 
can share with you to ease this heavy load, we will gladly 
bear it. Newtown - you are not alone.

As these difficult days have unfolded, you’ve also inspired 
us with stories of strength and resolve and sacrifice. We 
know that when danger arrived in the halls of Sandy 
Hook Elementary, the school’s staff did not flinch, they 
did not hesitate. Dawn Hochsprung and Mary Sherlach, 
Vicki Soto, Lauren Rousseau, Rachel Davino and Anne 
Marie Murphy - they responded as we all hope we might 
respond in such terrifying circumstances - with courage 
and with love, giving their lives to protect the children in 
their care. We know that there were other teachers who 
barricaded themselves inside classrooms, and kept steady 
through it all, and reassured their students by saying 'wait 
for the good guys, they’re coming'; 'show me your smile.'

And we know that good guys came. The first responders 
who raced to the scene, helping to guide those in harm’s 
way to safety, and comfort those in need, holding at bay 

their own shock and trauma because they had a job to do, 
and others needed them more.

And then there were the scenes of the school children, 
helping one another, holding each other, dutifully follow-
ing instructions in the way that young children sometimes 
do. One child even tried to encourage a grown-up by say-
ing, 'I know karate, so it's OK. I'll lead the way out.'

As a community, you’ve inspired us, Newtown. In the face 
of indescribable violence, in the face of unconscionable 
evil, you’ve looked out for each other, and you’ve cared 
for one another, and you’ve loved one another. This is 
how Newtown will be remembered. And with time, and 
God’s grace, that love will see you through.

But we, as a nation, we are left with some hard questions. 
Someone once described the joy and anxiety of parent-
hood as the equivalent of having your heart outside of 
your body all the time, walking around. With their very 
first cry, this most precious, vital part of ourselves - our 
child - is suddenly exposed to the world, to possible mis-
hap or malice. And every parent knows there is nothing 
we will not do to shield our children from harm. And 
yet, we also know that with that child’s very first step, 
and each step after that, they are separating from us; that 
we won’t - that we can’t always be there for them. They’ll 
suffer sickness and setbacks and broken hearts and disap-
pointments. And we learn that our most important job is 
to give them what they need to become self-reliant and 
capable and resilient, ready to face the world without fear.

And we know we can’t do this by ourselves. It comes as a 
shock at a certain point where you realize, no matter how 
much you love these kids, you can’t do it by yourself. That 
this job of keeping our children safe, and teaching them 
well, is something we can only do together, with the help 
of friends and neighbors, the help of a community, and 
the help of a nation. And in that way, we come to realize 
that we bear a responsibility for every child because we’re 
counting on everybody else to help look after ours; that 
we’re all parents; that they’re all our children.

This is our first task - caring for our children. It’s our first 
job. If we don’t get that right, we don’t get anything right. 
That’s how, as a society, we will be judged.

Our Condolences and Prayers to the Family and Community Members Of Newtown 
From Remarks by President Obama at the Community Service on December 16, 2012
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And by that measure, can we truly say, as a nation, that 
we are meeting our obligations? Can we honestly say that 
we’re doing enough to keep our children - all of them - 
safe from harm? Can we claim, as a nation, that we’re 
all together there, letting them know that they are loved, 
and teaching them to love in return? Can we say that 
we’re truly doing enough to give all the children of this 
country the chance they deserve to live out their lives in 
happiness and with purpose?

I’ve been reflecting on this the last few days, and if we’re 
honest with ourselves, the answer is no. We’re not doing 
enough. And we will have to change.

Since I’ve been President, this is the fourth time we have 
come together to comfort a grieving community torn 
apart by a mass shooting. The fourth time we’ve hugged 
survivors. The fourth time we’ve consoled the families 
of victims. And in between, there have been an endless 
series of deadly shootings across the country, almost 
daily reports of victims, many of them children, in small 
towns and big cities all across America - victims whose - 
much of the time, their only fault was being in the wrong 
place at the wrong time.

We can’t tolerate this anymore. These tragedies must end. 
And to end them, we must change. We will be told that 
the causes of such violence are complex, and that is true. 
No single law - no set of laws can eliminate evil from the 
world, or prevent every senseless act of violence in our 
society.

But that can’t be an excuse for inaction. Surely, we can do 
better than this. If there is even one step we can take to 
save another child, or another parent, or another town, 
from the grief that has visited Tucson, and Aurora, and 
Oak Creek, and Newtown, and communities from Col-
umbine to Blacksburg before that - then surely we have 
an obligation to try.

In the coming weeks, I will use whatever power this office 
holds to engage my fellow citizens - from law enforce-
ment to mental health professionals to parents and 
educators - in an effort aimed at preventing more trag-
edies like this. Because what choice do we have? We can’t 
accept events like this as routine. Are we really prepared 
to say that we’re powerless in the face of such carnage, 
that the politics are too hard? Are we prepared to say that 
such violence visited on our children year after year after 
year is somehow the price of our freedom?

"All the world’s religions - so many of them represented 
here today - start with a simple question: Why are we 
here? What gives our life meaning? What gives our acts 
purpose? We know our time on this Earth is fleeting. 
We know that we will each have our share of pleasure 
and pain; that even after we chase after some earthly 
goal, whether it’s wealth or power or fame, or just 
simple comfort, we will, in some fashion, fall short of 
what we had hoped. We know that no matter how good 
our intentions, we will all stumble sometimes, in some 
way. We will make mistakes, we will experience hard-
ships. And even when we’re trying to do the right thing, 
we know that much of our time will be spent groping 
through the darkness, so often unable to discern God’s 
heavenly plans.

There’s only one thing we can be sure of, and that is the 
love that we have - for our children, for our families, for 
each other. The warmth of a small child’s embrace - that 
is true. The memories we have of them, the joy that they 
bring, the wonder we see through their eyes, that fierce 
and boundless love we feel for them, a love that takes us 
out of ourselves, and binds us to something larger - we 
know that’s what matters. We know we’re always doing 
right when we’re taking care of them, when we’re teach-
ing them well, when we’re showing acts of kindness. We 
don’t go wrong when we do that.

That’s what we can be sure of. And that’s what you, the 
people of Newtown, have reminded us. That’s how you’ve 
inspired us. You remind us what matters. And that’s what 
should drive us forward in everything we do, for as long 
as God sees fit to keep us on this Earth.

“Let the little children come to me,' Jesus said, 'and do not 
hinder them - for to such belongs the kingdom of heaven.'

Charlotte. Daniel. Olivia. Josephine. Ana. Dylan. Made-
leine. Catherine. Chase. Jesse. James. Grace. Emilie. Jack. 
Noah. Caroline. Jessica. Benjamin. Avielle. Allison.

God has called them all home. For those of us who 
remain, let us find the strength to carry on, and make 
our country worthy of their memory.

May God bless and keep those we’ve lost in His heavenly 
place. May He grace those we still have with His holy 
comfort. And may He bless and watch over this commu-
nity, and the United States of America.
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The forthcoming film Angel Azul focuses on Jason DeCaires Taylor’s highly acclaimed sculptures  
installed in an underwater museum in the Yucatán. Jason’s work explores community resilience and 
environmental solutions through the creation of artificial coral reefs.

Jason’s submerged sculptures located in Muséo Subaquático Del Arte located in the National Marine 
Park off the coast of Cancún, help divert divers away from the natural reefs damaged by pollution, rising 
sea temperatures and overuse by tourists. They serve as a reminder, remedy and response to one of the 
many threatened and vanishing coral reefs worldwide. The film also features the dedicated work of the 
Director of the Ecological Center in Akumal who tirelessly strives to influence the government and the 
local community to make choices that protect their highly endangered reefs that are the very foundation 
of the tourism they’ve come to depend on.

Angel Azul the Film



  www.mobiusleadership.com  |  Mobius Executive Leadership     47

Angel Azul the Film

The producers of this project believe the film has a critically important environmental and artistic 
story to be told. Marcy has captured visually stunning footage that communicates the essence of 
Jason’s work. Our hope is that the film will awaken and reengage audiences around the world to the 
responsibilities we all share in protecting one of the world’s most valuable ecosystems.

We encourage you to consider making a donation (http://www.indiegogo.com/Angel-Azul/x/453007) 
of any size.  Each contribution will help us to get closer to getting the film distributed. If you are 
interested in a producer credit please email Erik Johnson directly, ejohnson@maderagroup.net 
(mailto:ejohnson@maderagroup.net) . (https://vimeo.com/51563615)



48     Mobius Executive Leadership  |  www.mobiusleadership.com

Watch the teaser (https://vimeo.com/51563615)

Please make a tax-deductible donation to the Ange Azul IndieGoGo Campaign Today!   
www.indiegogo.com/Angel-Azul/x/453007

For more information, please visit:  
http://www.angelazulthemovie.com/

Contact us
Kath Delaney and Erik Johnson, Producers | Phone: (415) 531-6002
kdelaney@maderagroup.net | ejohnson@maderagroup.net 

Angel Azul the Film
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Download information packet
http://gallery.mailchimp.com/75c5990831dc625fdf6448dec/files/angel_azul_packet.pdf

Follow Angel Azul   
twitter.com/AngelAzulMovie     
www.facebook.com/pages/Angel-Azul/164607360291720 
www.angelazulthemovie.tumblr.com/

About IndieGoGo
IndieGoGo is an international crowd funding campaign website hosting over 100,000 funding 
campaigns in areas such as music, charity, small business and film.

Angel Azul the Film
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Daniel J. Siegel THE LEADER'S MIND   Warren Bennis THE SOCIALLY INTELLIGENT LEADER
Erica Ariel Fox GETTING BEYOND YES   Claudio Fernández-Aráoz TALENT STRATEGY

Howard Gardner TODAYʼS LEADERSHIP IMPERATIVE   Teresa Amabile CREATE TO INNOVATE
Bill George AUTHENTIC LEADERSHIP   George Kohlrieser HIGH PERFORMANCE LEADERSHIP

LEADERSHIP: A MASTER CLASS

hosted by

DANIEL GOLEMAN

FEATURING

I developed Leadership: A Master Class to provide cutting edge insights into today's 
management best practices and EI competency research from world-class thought

leaders. The masters in this series have decades of experience and proven track records 
of success in leadership, organizational research, psychology, negotiation, senior 

hiring, and more. This ground breaking series allows individuals and organizations alike 
access to top-level training from some of the brightest minds in the business world.

- Daniel Goleman

Leadership: A Master Class is Daniel Golemanʼs first-ever comprehensive video series that examines the 
best practices of top-performing executives, and offers practical guidance for developing emotional 
intelligence competencies. The eight-part video collection includes more than eight hours of research 

findings, case studies and valuable industry expertise through in-depth interviews with respected leaders 
in executive management, organizational research, workplace psychology, negotiation and senior hiring.

now available at

morethansound.net

“

”
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2013 DATE S:  

FEBRUAR Y 27 -  MARC H  1 

APRI L 10 -  12 

JUN E 12 -  14 

SEP TE MB ER 18 -  20 

DEC EM BER 11 -  13 

 
This intensive, three-day 
program is designed to 
equip participants to 
incorporate into their 
own practice the 
Immunity-to-Change™ 
process (ITC) presented 

The ITC Facilitator’s Workshop: 
How to Conduct the  

Immunity to Change® Process 
  

WITH ROBERT KEGAN AND LISA LAHEY 
CAMBRIDGE, MASSACHUSETTS 

Participants will learn: 

 
• How to conduct an Immunity-to-
Change workshop in a group or 
individual setting 
 
• The conceptual underpinnings of this 
complex learning process 
 
• Typical challenges in conducting the 
workshop and how to spot and address 
them 
 
• The most current research and ITC 
practices Minds at Work is using 
 

The design of first experiencing, then doing it ourselves, was very 
effective… Lisa and Bob’s styles are very complementary of each 

other, easy to understand, engaging and approachable. 

“ ” 

Minds at Work 

                Please contact us to learn more 

(617) 491-2656 
 

www.mindsatwork.com 
 

office@mindsatwork.com 
 
 

in Kegan and Lahey's How the Way We Talk Can Change 
the Way We Work (Jossey-Bass/Wiley, 2001) 
and Immunity to Change (Harvard Business Press, 2009). 
We invite helping professionals from all sectors to join this 
program to learn how to conduct a powerful process safely 
and effectively, directed towards the diagnosis and 
overcoming of individual immunities. No prior familiarity 
with Immunity to Change is necessary or assumed. 

Fees for 2013: 
 $2750 for  in-house professionals for for-profit companies 
 $1923 for independent practitioners (with non-profit and 

for-profit clients) 
 $1650 for those from non-profit organizations and full time 

students 
This fee includes all materials and lunches but not dinners or lodging. 
Discounts of $100 each are available for early registration and two or 
more people attending from the same organization.  
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Leading for Sustainability
A workshop for leaders of all sorts who are passionate about building more  

sustainable organizations, value chains, industries and communities

Visit solonline.org for upcoming workshop dates

Facilitated and hosted by Peter senge, Joe laur (seeD), and Darcy Winslow  
(nike Foundation and Former Head of Women’s Performance Division)

current circumstances lead many to think that   

a focus on sustainability is something we will get  

to later when we have more time and money. As a 

champion for change, is your approach relevant 

when organizations are focusing on only the   

essentials? Join peter senge and leading practitioners 

of sustainability and organizational change to fine 

tune your strategy and implementation plan to   

take advantage of the opportunity offered at a  

time when everything is up for grabs.

this workshop will be a synthesis of core organizational learning disciplines—systems thinking,  

mental models and collaborative inquiry, personal mastery and building shared vision—and the  

practical know-how developed within the soL sustainability consortium over the past decade,  

much of which is captured in the book, The Necessary Revolution.

in particular, this workshop will focus on how these core learning disciplines can build capabilities  

for sustainability Leadership—seeing systems, collaborating across boundaries with ease, and   

shifting from reactive problem solving to creating new futures.

for more information about this program and other upcoming soL programs with peter senge, 
please contact programs@solonline.org or visit www.solonline.org. 

upcoming programs include:
The executive Champions’  Workshop, stowe, Vt, august 20–23, 2013, and

Foundations for leadership, Bedford, ma , march 19–21, 2013 and september 24–26, 2013
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The Executive Champions’ Workshop (ECW) is a special setting for 
nurturing new thinking and relationships among executive and 
change leaders in today’s rapidly changing economic and social 
landscape. This is the only workshop that SoL offers exclusively to 
people at the top levels in their organizations and is intended for 
senior leaders across all sectors and industries.

Through a series of strategic dialogues on issues of most concern 
to participants, our intent is to tap the wisdom that resides, often 
below the surface, in our collective experience. 

The Executive  
Champions’ Workshop

August 20–23, 2013 • Stowe, Vermont, USA

with Peter Senge, Otto Scharmer, and Arawana Hayashi

 The “meeting room” for the Executive Champions’ Workshop

This workshop  
is by invitation only.

For more  
information,  
or to be considered  
for an invitation,  
please visit  
www.solonline.org 
or contact  
programs@solonline.org.
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FOUNDATIONS FOR LEADERSHIP:  
Initiating and Sustaining Profound Change 
March 19-21, 2013-- Doubletree Hotel, Bedford, Massachusetts, USA 
Facilitators Peter Senge and Robert Hanig

Reconnect with your own capacity for generative leadership in this three-day program based on the 
leadership development process described in The Fifth Discipline by Peter Senge, and updated to  
include an overview of the “U” process as a social technology for change, featured in Presence (by 
Senge, Scharmer, et al) and in Theory U by Otto Scharmer. Foundations for Leadership is an oppor-
tunity for immersion in these concepts, personal coaching and reflection, and enhancing your peer 
network.

The purpose of this session is to explore the sources of our leadership. Leadership is both deeply 
personal and inherently collective. At its essence it concerns the capacity of a human community to 
shape its destiny and, in particular, to bring forth new realities in line with people’s deepest aspira-
tions. Participants will come away with a renewed understanding of how they can facilitate change, 
both within their organizations and in their personal lives. This program goes deeply into the 
domains of personal mastery, collaborative inquiry, and the systems perspective applied to sustain-
ing profound change. The session includes a few interactive lectures, many paired and small group 
exercises, a simulation game, large group dialogue and regular opportunities for personal reflection. 
It is appropriate both as a development experience for emerging leaders and a renewal opportunity 
for seasoned veterans. Small teams are welcome to attend to develop their collective leadership.

Participants spend significant time developing their personal vision as well as one they desire for 
their organization. Much of the learning arises through the interplay of personal and interpersonal 
work. The special contribution of this leadership course comes as people discover the profound 
connections between personal mastery and systems thinking, seeing that deep change in our social 
systems and in oneself are inseparable from each other. 

Participants regularly report new insights on current conundrums, as well as leaving more energized 
than when they arrived, even after working intensely for three days. They speak of being better able 
to integrate their personal values into their everyday work life. Twenty-five years later, participants 
still can describe the value of this program in enhancing their effectiveness and well-being.

Facilitators 
Peter M. Senge is a senior lecturer at the MIT Sloan School of Management, and the founding 
chair of SoL, the Society for Organizational Learning, a global network of learning communities 
addressing profound institutional change. A renowned pioneer in and writer about management in-
novation, Peter is the author of the widely acclaimed The Fifth Discipline: The Art and Practice of the 
Learning Organization, and most recently The Necessary Revolution: How Individuals & Organizations 
are Working Together to Create a Sustainable World.

Robert Hanig currently maintains a private consulting practice. He was formerly a partner with 
Dialogos International, LLC., as well as a Vice President with Innovation Associates, Inc. and Arthur 
D. Little, and the Director of the Leadership Practice. At ADL, Robert directed both the companies’ 
public training offerings and in-house programs for clients focused on large system change. Robert’s 
client list includes Motorola, British Petroleum (BP), Intel, Nike, AT&T, UNOCAL, Shell Oil, 
SABIC, and the World Bank. He also works extensively with Peter Senge and was a member of the 
governing council of the SoL.

We have no idea of our ability to  
create the world anew. - Peter Senge

Dates: March 19-21, 2013

Location: Bedford, MA, USA

Facilitators:  
Peter Senge and Robert Hanig

Tuition Rates  
Members Non-members 
$2,995   $3,795  
Non-Profit Non-Profit 
$2,295   $2,795

Tuition rates include extensive printed 
resources. Please note tuition rates do 
not include transportation or room 
and board. 

Registration  
For more information, or to  
register for this workshop, please 
contact SoL’s Program Coordinator 
at +1.617.300.9560 or programs@
solonline.org 

SoL courses are an ideal entryway 
into the SoL community, a premier 
network of skilled practitioners, 
consultants, and researchers who have 
made a commitment to lifelong learn-
ing, systems change, and a sustainable 
future.

Society for Organizational Learning  
PO Box 425005  
Cambridge, MA 02142-0001 USA 
P: +1.617.300.9560 
F: +1.617.812.1257 
W: www.solonline.org 
E: programs@solonline.org
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VoiceLeader Corporate

Natural Singer Workshops

Kripalu
January 25, 2013
April 12, 2013
November 29, 2013

Omega Institute
July 5, 2013
August 18, 2013

NY Open Center
March 3, 2013

Singing For Everyone

For  more information please visit:
claudestein.com

For  more information please visit:
naturalsinger.com

claude@claudestein.com212.460.5878

INSPIRES LEADERSHIP    STRENGTHENS VOICES

UNIFIES TEAMS    ELECTRIFIES CONFERENCES    CULTIVATES PRESENCE

FREES CREATIVITY    ACCESSES EMOTION    RENEWS AUTHENTICITY    

When you �nd your true voice, 
your life will change.

Claude Stein

claude.stein@mobiusleadership.com
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Courageous leadership,
collaboration, and innovation.

When we’re caught in the pressures and complexity of 
rapid change, the impulse is to move faster and work 
harder. In reality we need to step back, think more deeply 
and broadly, and learn to see and act in new ways. The 
ALIA Institute integrates mindfulness and creative 
process with the practical skills needed to implement 
positive change. Choose your area of focus from topics 
such as these:

REGISTER NOW for a transformative learning 
experience that will recharge your leadership and 
empower your work.

ALIA Europe
Leadership Intensive

March 26-31, 2012
Utrecht, The Netherlands

Summer Institute
June 18-23, 2012

Halifax, Nova Scotia, Canada

“A dynamic, living laboratory of personal 

author, The Fifth Discipline and The 
Necessary Revolution

“ALIA brings a new, more relevant 
approach to leadership development” 

—Diane Willemse, AstraZeneca Canada

For more information and to register
www.ALIAinstitute.org

2012 faculty include Erica Ariel Fox (faculty, Harvard Law School), 
Art Kleiner (editor, strategy + business journal), Adam Kahane 
(author, ), Martin Kalunga-Banda 
(Presencing Institute), Toke Moeller (co-founder, the Art of Hosting 
Strategic Conversations) and Margaret Wheatley (founder, 
Berkana Institute).
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Organisations, communities, social systems, and 
entire nations are in the midst of massive transitions. 
As leaders and change-makers, we are challenged to 
navigate, innovate, and build bridges from the old to the 
new. At the same time, the pace of change often leaves 
us without time to think, reflect, or recover. We end 
up repeating the patterns of the past, even when they 
are no longer working. This leads to frustration, wasted 
resources, and burnout.

True leadership and innovation start from profound 
moments of stillness. We reflect on our journey, we look 
clearly at our challenges, and from this fresh insight, 
new resolve and new solutions arise. Stillness is at the 
heart of clarity and certainty. Openness is at the heart 
of innovation.

At ALIA you will gather the strength, tools, and courage 
you need to be more creative and resilient — especially 
when the pressure is on. You will become more skilled 
at bringing a spirit of engagement, collaboration, and 
innovation into your workplace or community. You will 
establish a deeper connection with your own unique 
leadership direction and contribution.

ALIA Europe Intensive
17-22 March 2013

De Baak, Driebergen
The Netherlands

“At ALIA, leaders develop relationships 
that help them stay in sync and focused even 

amid profound change & uncertainty.”
—Batian Nieuwerth, Reos Partners 

and Founder, Pluk Academy

“ALIA strengthened my courage and 
helped me see and act beyond my perceived 

limits and boundaries.” 
—Alie Elzinga, Management & 

Coaching, Deltion College

For more information and to register
www.ALIAinstitute.org

Faculty include Tom Cummings (author, Leadership 
Landscapes), Hein Dijksterhuis, Arawana Hayashi 
(Presencing Institute), Jerry Granelli (jazz musician), Adam 
Kahane (author, Solving Tough Problems), Toke Møller  
(co-founder, the Art of Hosting Strategic Conversations), and 
Wendy Palmer (Embodiment International).www.ALIAinstitute.org
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www.ALIAinstitute.org

ThrEE  INTEgrATED sTrEAMs

1. Foundations of authentic leadership
Realign your compass. Become more flexible, attuned,
and effective in the midst of change.  
•  Mindfulness and authenticity
•  Creative process
•  Warrior heart of leadership

2. skill-building for action
Expand your toolbox and deepen your skills. Choose one
of the following 15-hour tracks. 

•  Empowered Leadership with Wendy Palmer (Embodiment 
International)

•  Transformative scenario Planning with Mia Eistenstad & 
Colleen Magner (Reos Partners). Guest contributor: Adam 
Kahane 

•  reflection in Action: Preparing for Transformational 
Moments with Tom Cummings & Joshua Samson

•  Wise and Joyful Warriorship: Empowering Leadership 
from Within with Toke Møller, Marianne Knuth, & Luke 
Concannon

•  Presencing: Leading for Profound Innovation and 
Change with Hein Dijksterhuis & Arawana Hayashi 
(Presencing Institute)

•  Leading Change and Innovation for a sustainable Future 
with Jane Corbett & Jim Marsden

3. Community dialogue and exchange
Immerse yourself in an extraordinary learning community. 
•  Inside stories of  leadership and innovation from diverse fields
•  Opportunities to present, learn & exchange
•  The arts, celebratory activities & banquet

LoCATIoN
De Baak Conference Centre, Driebergen
(near Utrecht), The Netherlands

rEgIsTEr NoW
Register before 14 December for a €400 discount. 
A limited number of scholarships are available. For 
more information, go to www.ALIAinstitute.org/
europe2013 or email europe@aliainstitute.org

The ALIA Institute is an international nonprofit 
organisation based in Canada and the Netherlands

The fourth annual ALIA Europe 
Leadership Intensive offers up to 150 
change-makers a unique chance to:
• Deepen your understanding of systems, people, 

and especially yourself and your work

•  refresh your connection to the source of 
authentic leadership and innovation through 
the ancient wisdom of mindfulness and other 
reflective practices

•  Learn with thought leaders and practitioners 
in the fields of systems change, sustainability, 
authentic leadership, and organisational 
development

•  Connect with colleagues, fellow travelers, 
and passionate innovators while exploring the 
challenges facing today’s leaders

•  step forward with new insight, methods, and 
tools that you can immediately apply to your 
current project or challenge.

The ALIA institute invites members of the Mobius network to register for ALIA Europe 2013 with a 10% discount.  
In order to redeem your discount, simply fill in the code 'mobius' in your registration form at  

www.aliainstitute.org/europe2013.
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siyli.org

Leadership. Effectiveness. Happiness.

Search Inside Yourself (SIY) is a mindfulness-
based emotional intelligence program, rooted in 
science, developed at Google, that delivers 
improvements in productivity, collaboration, 
and engagement.

We help organizations develop 
leaders that are focused, 
creative, and resilient. And 
cultures that are innovative 
and engaging.

Emotional 
Intelligence

Leadership

Mindfulness

Science

Transforming how people 
work—in businesses, non-profi ts, 
health care, and education.

Our Services: 

■ SIY Flagship Program
■ Mindful Coaching
■ Consulting

Search Inside Yourself,  by 
Chade-Meng Tan, Google’s “Jolly 
Good Fellow.”  

Nearly 1,000 Google engineers and 
managers have experienced the SIY 
Program since 2007. 

Search Inside Yourself Leadership 
Institute (SIYLI) now brings this program to any 
organization seeking to transform their workplace.

SIYLI Enlightened Leaders Worldwide 
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a conversation with

Richard Davidson and Daniel Goleman

Training the Brain:
Cultivating Emotional Intelligence

Wired to Connect |  Dialo gues on S o cial  Intel l igence 

with

Daniel Goleman

RELAXRELAX
6 Techniques to Lower Your Stress

Mirabai Bush

WORKING with

   MINDFULNESS

Training the Brain: Cultivating Emotional Intelligence - Daniel Goleman and Richard Davidson. 
Learn the science behind our emotions and the neurological effects of contemplation - how we can activate our brains 
to recover from stress and anxiety, and conquer fear.

Relax: 6 Techniques to Lower Your Stress with Daniel Goleman.
The guided relaxation program is especially beneficial to those with stressful jobs, or those managing teams in 
demanding work environments. The techniques are also useful for any number of everyday stressful situations or life 

Working With Mindfulness - Developed and narrated by Mirabai Bush.
Mindfulness trainings for the workplace - based on traditional Buddhist practices - to help reduce stress, increase 
productivity, and encourage creative problem solving.

You will be more productive and 
motivated if you use respect, 
compassion and generosity in 
the workplace.

- Mirabai Bush

“

”
for more information

about these products visit
morethansound.net
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WHAT WILL HAPPEN? 
There will be practically-oriented workshops,  
interactive dialogues and practice sessions in sector- 
specific areas such as leadership, the workplace, edu-
cation, parenting, health care, eldercare, sports and in 
society.  

WHO SHOULD COME TO  
MINDFULNESS WEEK?  
We invite people interested in incorporating mind-
fulness into their institutional, professional and 
personal lives, including teachers, healthcare wor-
kers, scientists, managers and leaders, parents, 
coaches, athletes and therapists.  They may be new 
to mindfulness or more experienced practitioners. 

Mindful Society SubConference June 26-27 – Embedded in 
Mindfulness Week will be the sub-conference 
”Towards a Mindful Society”: We invite decision makers 
and leaders from the public, private and non-profit  
institutions curious to know more about benefits, 
methods and applications for mindfulness.  

SOME QUESTIONS WE WILL 
EXPLORE:
Why create a more mindful society? 

What does a mindful institution look like?

How do we measure the larger social value of mindfulness? 

How can mindfulness help create a sustainable society and  
economy?

WHO IS PRESENTING?
Confirmed keynoters (with more to come) are:

Arthur Zajonc, PhD, President, Mind and Life Institute, USA

Rich Fernandez, PhD, Senior People Development Lead, Google, USA 

Jeremy Hunter, PhD, Peter F Drucker School of Management, USA 

Vidyamala Burch, Founder, Breathworks, UK 

Tom Cummings, Former Executive Vice- President and Managing Director of 
the Leadership Development Programme at ABN AMRO, USA/Netherlands

Lucia McBee, LCSW, MPH, Mindfulness-Based Eldercare, USA 

Ola Schenström, MD, Founder, Mindfulness Center, Sweden

Walter Osika, MD, Karolinska Research Institute for Empathy and Altruism, 
Sweden

Mindfulness Week is an unprecedented international event for curious and experienced participants 

from a variety of sectors to meet, learn and practice together. We will convene a global group of promi-

nent scientists and practitioners to share their new findings and experiences. We will learn and practice  

together building a dedicated, global community of mindfulness practitioners. Our goal is the  

widespread practical application of mindfulness to create a more sustainable and humane society.

When: June 24-30, 2013 | Where: Tällberg, Sweden | Expected number of participants: 350-500

MINDHOUSE PARK AND MINDFULNESS CENTER PRESENTS:  
F IRST  ANNUAL

MINDFULNESS
WEEK

WWW. MINDHOUSEPARK .ORG

24th - 30th JUNE 2013 TÄLLBERG
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WHY TÄLLBERG?
Set on the shimmering Lake Siljan in the spacious Swedish countryside, Tällberg is the ideal place to 
explore mindfulness. Thanks to it’s stunning but serene environment and the traditions alive here, 
Tällberg is known as “The heart of Sweden”. There are 8 beautiful and uniquely-designed family 
hotels dating from the 17th century. Each theme will be hosted at a specific hotel. 

STAY TUNED!
The official program will be announced in February 2013. Whether you can be with us 
for a few days or the entire week, please join us! In March, you will be able to register at  
www.mindhousepark.org

For questions, please email helpdesk@mindhouse.se .

We look forward to warmly welcoming you to Tällberg in 
June 24-30, 2013!

 

M I N D H O U S E  P A R K  |  E X C H A N G I N G  P E R S P E C T I V E S  |  6 0 ° 8 2 ´ 6 0 ´´ N ,  1 4 ° 9 9 ´ 8 9 ´´ E

Tällberg.2012

MINDHOUSE PARK AB / TÄLLBERGSVÄGEN 20 / SE-793 70 TÄLLBERG
 +46 (0)247 503 50 /  www.mindhousepark.org
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Dates:  April 17, 2013 (begins with a 6:00 p.m. dinner) through April 21, 2013 
(ends at 11:00 a.m.) 
 
Place: Menla Mountain Retreat 
 Phoenicia, New York 
 http://www.menlamountain.org/ 

 
For more information about  this and other mindful leadership workshops 

and retreats for your organization, visit our website  at 
www.instituteformindfulleadership.org or contact us at: 

info@instituteformindfulleadership.org 

www.instituteformindfulleadership.org 

Join leaders from around the world as we train the 
mind’s innate ability to be focused, clear, creative 

and compassionate. 
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Professional Development Opportunities 

The Power Lab

More Than Sound Podcasts

Mobius Executive Leadership is proud to share with you 
one of the most innovative and powerful leadership pro-
grams around – The Power Lab.  Barry Oshry developed 
this program in the ‘60s in response to the institutional 
racism, sexism, and ageism that were (even more) preva-
lent in those days.  Since then, The Power Lab has been 
one of Barry’s seminal laboratories where he’s learned 
about power, human systems, and change.  His book See-
ing Systems resulted from much of what he gleaned at 
those programs.  The Power Lab continues to be a rich 
learning opportunity for senior leaders, managers, and 
consultants from around the world to examine how they 
develop and use their power, what it takes to implement 
change, and how human systems really work. 

The Power Lab is a 24/7 immersion experience into 
a society comprised of the Elite, Immigrants, and Man-
agers.  When you come you’re “born into” one of these 
positions.  This isn’t a role-play; you come as a member 

of this society with your own real needs and wants.  What 
happens is totally dependent on what you and others do.

On your shoulder sits a coach who works with you 
before, during and after the program.  The coach helps 
you get clear about your usual patterns, move out of your 
comfort zone, experiment, and challenge yourself.

And there’s a team of anthropologists who document 
the life of the system, from its birth until its end.  To-
gether they develop and share a story of the system.  How 
rare it is to be privy to how a system develops over time, 
and to follow the ripples of the pebbles you and others 
dropped in the society’s waters.

The next session is April 21-26 on Cape Cod and 
space is limited.  If you want more information for 
yourself or members of your client systems, go to 
http://www.powerandsystems.com/workshops-
with-impact/power-lab.html or contact Karen at 
Karen@powerandsystems.com. 

Available from More Than Sound (morethansound.net).

Social Skills
http://www.morethansound.net/blog/2012/08/social-
skills/

Self-awareness and self-regulation
http://www.morethansound.net/blog/2012/07/self-
awareness-self-regulation/

Coping with change
http://www.morethansound.net/blog/2012/07/work-
ing-with-mindfulness-coping-with-change/

Learning emotional intelligence
http://www.morethansound.net/blog/2012/07/
learning-emotional-intelligence-the-importance-of-
practice/

Mirabai Bush and Dr. Richard 
Davidson Working with Mindful-
ness webcast
http://www.youtube.com/
watch?v=hvmq6iji6w4

Articles featuring Mirabai Bush:
http://www.tricycle.com/blog/working-mindfulness-
interview-mirabai-bush

http://www.mindful.org/at-work/working-with-
mindfulness-brings-meditation-to-the-workplace

http://www.mindful.org/mindfulness-practice/mira-
bai-talks-mindfulness

http://www.chicagotribune.com/features/life/ct-tribu-
weigel-mindfulness-20120821,0,7420676.column
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Bridegeway Partners Webinar

Is Moving Too Fast Slowing You Down -  
How to Prevent Overload from Undermining Your  
Organization's Performance: National Webinar
Best Practice Institute 
> April 25, 2013

> 2:00PM-3:30PM Eastern   
Organizational overload is a problem confronting people 
across all industries and sectors. People have too much to 
do and too few resources to accomplish it. The problem 
is overwhelming managers' abilities to sustain focus on 
strategic priorities and drive key organizational changes.

In this webinar you will:

•  Identify the costs of overload to your organization 
in terms of reduced effectiveness and productivity

•  Understand how organizations unwittingly in-
crease workload in their efforts to reduce it

•  Distinguish an organizational culture that empha-
sizes effort from one that produces sustainable 
results

•  Recognize the organizational dynamics that per-
petuate overload

•  Clarify a four-stage change process with six 
strategies to reduce organizational overload and 
achieve sustainably high levels of energy, focus, 
and performance

Readers can learn more at: http://www.bridgewayp-
artners.com/UpcomingEvents.aspx.

Institute for Generative Leadership  
Programs with Bob Dunham

Generative Leadership Program (On-Going) 
January 17, 2013 from 9:00 am to January 19, 2013 
Call in number 1-605-475-5950 

Generative Leadership Circle -  
Free Leadership Conference Call 
February 5, 2013 from 1:00 pm to 2:00 pm

Generative Leadership Circle - Free Leadership Conference 
Call Hosted by Bob Dunham  
1PM - 2PM-Mountain Time  
Call Johanna to register for the free call  
by calling her at (720) 273-2488 

www.generativeleadership.co

Images on pages 22, 47, an 143 by Stina Deurell, www.deurell.com
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For more about the offerings of Mobius Executive Leadership  
please go to www.mobiusleadership.com.

Back Issues of the Mobius Strip in Resource Section of website.

To discuss bringing Mobius leadership programs, trainings  
or executive coaching to your organization please write  
Karyn.Saganic@MobiusLeadership.com.

“ If hope is the thing with feathers, 
to quote Dickenson, then I want 
mine peacock-bright.  I want 
wings strong as a hawk  — fierce 
enough to face the truth of the 
day and yet far-flying enough 
to see the broadest view.  I want 
feathers of the softest down - a 
hope that cushions the rockfall 
of  reality with the gentleness 
of  yellow canaries who sing no 
matter where they've been taken 
and I want my hope phoenix-
light. A hope that falls apart.  And 
comes together.  And rises.  Again.  
If hope is a thing with feathers 
that perches in the soul then let 
the winds of change come for my 
soul is safe and ready for air and 
rise I shall.”

–Maria Sirois


