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THE BEGINNING OF THE JOURNEY

It is a magical night—one of those rare December evenings when the cold and the warmth

mix just right to blanket everything with big, fluffy, crystalline flakes of snow. Everything

looks so perfect; everything feels so silent. As the snow deepens so does the silence in the at-

mosphere. I could be viewing this mesmerizing winter scene from a chalet in Switzerland,

but I’m not. I’m in bumper-to-bumper traffic on a Minneapolis freeway, and oddly enough,

I’m enjoying every minute of it.

Being in a car at rush hour can be either a prison or a monastic retreat. It all depends on your

perspective. Does it really matter that I’m going to be late? Even though I could feel stressed,

I don’t. I could use this time to listen to messages and catch up on calls. Instead, I welcome

the opportunity to sit in the quiet, and to reflect. As I sink into a meditative state, I begin to

think about my day. And, what a day it was—a rich mixture of purpose, passion, emotion,

and concentrated learning.

Our coaching team finished guiding a senior executive of a major company through our Ex-

ecutive to Leader Institute®. It was an intensive, rewarding three days. We helped the client

master a career-life-leadership plan by integrating a comprehensive look at his professional

and personal life. In a way, we helped him to step back and observe himself just as I was ob-

serving the snowfall—clearly, objectively, and appreciatively. At the end of the last session he

said, “You know, I’ve been through all sorts of assessments, coaching, and development pro-

grams. This is the first time things have really made sense to me. I’ve gotten pieces of the

puzzle before, but never the whole picture. I clearly understand where I’m at, where I’m

headed, and what I need to do to really enhance my effectiveness. What would my organiza-

tion be like if a critical mass of leaders mastered the same sense of personal conviction and

clarity I have now?”

As the snow piles up, I’m feeling very fortunate. To help people connect to their purposeful

potential occasionally would be lucky. But, to coach thousands of leaders, teams, and organ-

izations for nearly 30 years and play a role in helping people and organizations to actualize

their potential is deeply rewarding. I’m feeling very blessed, when suddenly I snap out of my

thoughtful state and catch a glimpse of the clock. I’m an hour late! When the heck is this

snow going to let up!
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My good fortune goes beyond playing a role in the growth

and development of leaders, teams, and organizations. I’ve

learned a great deal along the way. I’ve had the opportunity

to peek into the human dynamics supporting sustainable

success, fulfillment, and effectiveness. I’ve learned also that

these principles are not reserved for a few exceptional lead-

ers. They are fundamental insights available to guide and to

inspire us all.

While reading this book you may think, “Is this book about

leadership, or is it about personal development?” It’s about

both. As much as we try to separate the leader from the per-

son, the two are totally inseparable. Unfortunately, many

people tend to split off the act of leadership from the person,

team, or organization. We tend to view leadership as an

external event. We only see it as something people do. The

view of this book is different. Leadership is not simply some-

thing we do. It comes from a deeper reality within us; it

comes from our values, principles, life experiences, and essence. Leadership is a process, an

intimate expression of who we are. It is our whole person in action. Corey Seitz, Vice President

Global Talent Management for Johnson & Johnson, shared this perspective with me: “The

essence of leadership and executive development is growing the whole person to grow the

whole leader. This means helping key people to connect their core values and core talents to

their organization, to their customers, and to their lives. If leadership programs do that, then

sustainable performance can be achieved, for leaders and for the organizations they serve.”

We lead by virtue of who we are. Some people reading this book will make breakthroughs and

then lead their own lives more effectively. Others will develop themselves and passionately

lead major organizations to new heights. Whether we are at an early stage in our career, a

mid-level manager, or a senior executive, we are all CEOs of our own lives. The only differ-

ence is the domain of influence. The process is the same; we lead from who we are. The

leader and the person are one. As we learn to master our growth as a person, we will be on

the path to mastery of Leadership from the Inside Out.

What does mastery of leadership mean to you? To many people it is mastery of something:

mastery of the skill to be a dynamic public speaker, mastery of strategic planning and visioning,
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Give me beauty in the

inward soul; may the

outward and inward man

be at one.

— Socrates

Anyone can lead, and there

is no single chief executive

officer: There is a problem of

getting used to the idea of no

single chief, but the passage

of time will allay that.

— Robert Greenleaf



mastery of consistent achievements and results. Instead of being seen as an ongoing, internal

growth process, mastery is usually seen as mastery of something outside of ourselves. When

you think about it, it’s no wonder that our ideas about mastery and leadership tend to be ex-

ternalized. Our training, development, and educational systems focus on learning about

things. We learn what to think, not how to think. We learn what to do, not how to be. We

learn what to achieve, not how to achieve. We learn about things, not the nature of things. We

tend to fill up the container of knowledge but rarely consider comprehending it, expanding

it, or using it more effectively. In organizations, this external pattern continues. As leaders of

organizations and communities, we receive recognition for our external mastery. Our suc-

cess is measured by the degree to which we have mastered our external environment. Rev-

enue, profit, new product breakthroughs, cost savings, and market share are only some of

the measures of our external competencies. Few would question the value of achieving and

measuring external results. That isn’t the real issue. The core questions are: Where do the ex-

ternal results come from? Is focusing on external achievement the sole source of greater ac-

complishment? Could it be that our single-minded focus on external results is causing us to

miss the underlying dynamics supporting sustainable peak performance? Malcolm Forbes

said, “Only a handful of companies understand that all successful business operations come

down to three basic principles: People, Product, Profit. Without TOP people, you cannot do

much with the others.”

Our definitions of leadership also tend to be externalized. Most descriptions of leadership

focus on the outer manifestations of leadership (i.e., vision, innovation, results, drive, etc.),

instead of getting to the fundamental, essence of leadership itself. For years, many companies

came to us with their beautiful leadership models. One day I had a meeting with represen-

tatives from one of these companies. When they walked into my office, I noticed that they

were carrying an imposing, massive document. They dropped it onto my desk with a thud.

When I asked them what it was, they said with obvious pride, “This is our leadership com-

petency model.” A bit taken aback by its size, I said, “Gee, it looks pretty big. How many

competencies are in there?” With a knowing confidence, they said, “Eighty-four.” Not sure

how to respond to this, but wanting to provoke their thinking, I asked, “Have you ever met

one?” The certainty in their eyes disappeared. Their faces twisted into puzzlement, and they

asked, “What do you mean?” I explained. “In the whole history of civilization have you ever

met anyone who has all these qualities at all times in all circumstances? In your organization

have you ever met anyone with all these qualities?” They said that they hadn’t, and I pressed

further. “But you want everybody to have all 84 competencies all the time, right?” We went
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back and forth like this until finally I made my point. Com-

panies create perfection myths about what they want or ex-

pect of leaders. Although aspiring to all those competencies

may be noble, it also would be unrealistic to find all of them

embodied in a real person.

We are not saying that we do not support competency mod-

els. In fact, we help companies globally build leadership com-

petency models directly correlated to their business strategies.

But when competency models are perfectionist, mythical, and

unconnected to the business needs, they are counterproductive.

As a result of seeing too many of these mythical competency models, we decided to step back

and look at the most effective clients that we had coached at LeaderSource over the last 30

years. After reviewing thousands of personality assessments and 360° assessments, we chal-

lenged ourselves with the question, “What is fundamental to the most effective, results-

producing leaders that supports their various competencies or styles?” Three patterns became

clear:

1. Authenticity: Well-developed self-awareness that openly faces strengths, vulnerabili-

ties, and development challenges.

2. Influence: Meaningful communication that connects with people by reminding self

and others what is genuinely important.

3. Value Creation: Passion and aspiration to serve multiple constituencies—self, team,

organization, world, family, community—to sustain performance and contribution

over the long term.

Continuing to evaluate and test these emerging principles over the next 18 months, we

landed on what we think is an essential definition of personal leadership:

Leadership is authentic influence that creates value.

The implications of this definition are potentially far-reaching. From this new perspective,

leadership is not viewed as hierarchical; it exists everywhere in organizations. The roles of

leadership change, but the core process is the same. Anyone who is authentically influenc-

ing to create value is leading. Some may influence and create value through ideas, others

through systems, yet others through people, but the essence is the same. Deep from their
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The essence of leadership is

not giving things or even

providing visions. It is

offering oneself and one’s

spirit.

— Lee Bolman and 

Terrance Deal



core, leaders bring forward their talents, connect with others, and serve multiple con-

stituencies.

Reacting to this definition of leadership, John Hetterick, former President of Tonka and

CEO of Rollerblade, told me, “This definition of leadership speaks to me. The single biggest

performance issue organizations face is inspiring leadership at all levels.”

Using this definition, we acknowledge that there are an infinite number of ways to manifest

leadership. There are as many styles of leadership as there are leaders. Viewing leadership

from this vantage point, we will be exploring three essential questions to enhance our lead-

ership effectiveness:

• How can we enhance our authenticity as a leader?

• How can we extend the influence we have?

• How can we create more value?

Leadership from the Inside Out is about our ongoing journey to discover and develop our

purposeful inner capabilities to make a more positive contribution to the world around us.

Bill George, former Chairman and CEO of Medtronic, shares this view: “As leaders, the

more we can unleash our whole capabilities—mind, body, spirit—the more value we can

create within and outside of our organizations.”

Mastery of Leadership from the Inside Out is not merely a function of achieving things. It is

principally about achieving one thing—consciously making a difference by fully applying

more of our potential. This does not mean that we only lead from the inside-out. On the

contrary, we lead just as much—and sometimes more—from the outside-in. Leadership in-

volves a constant dynamic between the inner and the outer. We are emphasizing the inside-

out dynamic because too often it is overlooked. We tend to focus too much on the outside.

We are in a continuing flow, a dynamic relationship with ourselves and our constituencies—

the marketplace, our customers, our employees, and our personal relationships. Ultimately,

we want a balance of leading from the inside-out and the outside-in. Our decisions and ac-

tions are in a dynamic loop from us to others and back again. To practice leadership at the

highest level, we need to take responsibility—personal and social responsibility. We need to

be equally vigilant about the “I” and the “We” of effective leadership. Daniel Goleman’s

work on emotional intelligence precisely identified this inner-outer/outer-inner dynamic as

the two interactive qualities of emotional intelligence: awareness of self and awareness

of others.
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The purpose of this book is to help you master seven

ways to lead more effectively. I will do this by sharing

our* distilled insights from working with thousands

of leaders. Although the subsequent chapters will elabo-

rate, there are a few essential themes, which consistently

surface as we help people to master their leadership effec-

tiveness:

• As the person grows, the leader grows. The missing element in most leadership devel-

opment programs is actually the “Master Competency” of growing the whole person

to grow the whole leader.

• Most definitions of leadership need to be balanced from the inside-out, moving from

viewing leadership only in terms of its external manifestations to seeing it also from

its internal source. To balance leading from the inside-out and from the outside-in

gets to the essence of genuine leadership development.

• Helping leaders to connect with their core talents, core values, and core beliefs is

central to effective leadership development.

• Leaders who learn to bring their core talents, core values, and core purpose to con-

scious awareness experience dramatic, quantum increases in energy and effectiveness.

• Leaders who integrate personal power and results power with relational power accel-

erate their leadership effectiveness.

• Leaders who work on achieving congruence—alignment of their real values and their

actions—are more energetic, resilient, effective, and interpersonally connected.

• Transforming leadership development programs from a series of fragmented, content-

driven events to an integrated, inside-out/outside-in growth process greatly enhances

leadership, team, and organizational excellence.

Kevin Wilde, Chief Learning Officer for General Mills, who was named “CLO of the Year”

by Chief Learning Officer magazine, put it this way, “Ultimately, leadership development has

to integrate the depth of the inner self-awareness work with the breadth and complexity

of external marketplace and cultural dynamics. Enduring leadership development brings

together both of these inner and outer realities.”
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* Since much of the work we do at LeaderSource and the Executive to Leader Institute involves integrated teams
of coaches working together to impact individual and organizational effectiveness, I cannot accurately write
about the work without saying “our,” “we,” and so forth.

There is but one cause of

human failure and that is a

man’s lack of faith in his

true Self.

— William James



Leadership from the Inside Out involves clarifying our inner identity, purpose, and vision so that

our lives thereafter are dedicated to a more conscious, intentional manner of living and leading.

This inner mastery directs our diverse intentions and aspirations into a purposeful focus where

increased effectiveness is a natural result. As we move to a more fulfilled manner of living and

leading, a focus on purpose replaces our single-minded focus on external success. However, our

purpose cannot stay “bottled up” inside; we feel compelled to express it. This purposeful inten-

tion and action serves as the energetic, inspired basis for enhanced leadership effectiveness and

achievement. Unfortunately, I’ve lost track of the number of times I’ve met with a CEO, busi-

ness owner, or corporate executive who had lost connection to this inner core of success.

John, a business owner, approached me a while ago. By all external measures he was a great suc-

cess. He had a thriving business. He recently built a new facility to house his expanding oper-

ations. But something was missing. When he sat down with me, he opened up immediately by

saying, “You know, everyone thinks I’m a big success. My neighbors think I’m successful. My

friends think I’m successful. My family thinks I’m successful. My employees around the globe

think I have it all together. But you know what? I’m miserable. I’m unhappy in what I’m do-

ing. My whole life I’ve been just successfully reacting to circumstances. I got my degree and that de-

fined my first job, and that first job defined my second job, and so on. And before I knew it I

had this business, a family, and a mortgage. Recently I ‘woke up’ and said to myself, ‘Is this

me? Is this my life, or just a series of circumstances I’ve successfully reacted to?’ I’m not sure

what to do, but I have this sense of urgency that I need to take my life back.”

From a development perspective, many leaders of organizations today are like John. We are

like naturally gifted athletes who have mastered our external performance capabilities but

have neglected the inner dynamics supporting our success and fulfillment. What happens to

natural athletes who become coaches? They often have an extremely difficult and frustrating

time. Why? Most often it is because they have not comprehended from the inside-out how

they became great. As a result, it is challenging to mentor others to greatness, and it is

equally challenging to be consciously aware of how to replicate their own success in the

future. This is why most significant growth and development needs to begin with self-

leadership, mastery of oneself.

When we define our identity and purpose only in terms of external results, the circum-

stances of our lives define us. In this externally driven state of identity, life is fragile, vulner-

able, and at risk. Everything that happens to us defines who we are. We are success. We are

failure. We become our circumstances. Life defines us. Our core identity and passionate
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purpose are overshadowed by the events of our lives. Success

may even be present, but mastery has escaped us. Uninten-

tionally, we have chosen to “major” in the “minor” things

of life. Can we lead when we don’t see beyond the external

circumstances surrounding us?

Bill, a senior executive in a global company based in

Europe, was caught in this external trap, but he didn’t know it. His career had been a fast

and consistent ascent to the top. He had the “right degree,” his background was with the

“right companies,” and his results were always outstanding. However, his single-minded

pursuit of success had great costs. Without intending to, he

left a wide wake of people in his path to success. As a result,

he had few close supporters and team morale was low. At

earlier stages in his career, this was not an issue. As he ad-

vanced, it became an increasing problem. One day his boss

approached him and said, “Bill, your results are outstanding,

but we need more than that. The way you’re getting results

is starting to diminish your effectiveness here.” Bill was

shocked. A flood of thoughts came to mind: “What do you

mean my results are not enough? Since when has my style

been an issue?” Am I missing something here?” Bill’s externally built facade of success was

being questioned by his boss and by Bill himself. This jolt was exactly what he needed to fos-

ter his development to the next level.

After a few days, Bill arrived in my office for leadership coaching. The shock of his boss’s

comments and his need to reconcile them with his limited self-understanding had put him

in a reflective mood. “I’ve been avoiding this. If I’m honest with myself, I know I have to do

some work. Not the type of work I’m accustomed to, but work on me. But I’m totally at a

loss. My whole life has been focused on achieving at all costs: getting the grades in school,

winning in sports, getting results in business. When I’m faced with changing, doing things

differently, growing . . . whatever you call it, I’m lost. I’m even beginning to wonder what’s

really important to me anymore. My life has been invested in getting results. Now that’s not

enough? What do I do?”

After a couple of months of intensive work, Bill began to turn his life inside-out. He started

to sort out what was really important to him. He began leading more from his core values.
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Try not to become a man

of success. Try to become a

man of value.

— Albert Einstein

For this is the journey that

men make: to find them-

selves. If they fail to do this,

it doesn’t matter much

what else they find.

— James Michener



He built more relationships with people. He started to master the power of inner-driven,

purposeful leadership. His team environment responded to his newfound sense of service.

His boss, co-workers, friends, and family all felt that something significant, something of

real substance, had begun.

It’s important to note that we didn’t try to change Bill by taking him through some sort of

“charm school.” We helped him to wake up. He woke up to his identity. He woke up to the

influence he was having on people. He woke up to his values and purpose. He woke up to

his vision. He woke up to how others perceived him. This inside-out and outside-in mastery

authentically reconnected him to himself, to others, and to the world around him. It was

there all the time, but he needed to connect to it. Like Bill, we all fall into a metaphorical

slumber at times. Rarely questioning where we are going and why, we go about our business

and relationships day after day. Unfortunately, it often takes a traumatic event—a death, a

termination, a divorce, a disease, or even a global crisis—to bring us out of the depths of our

deep sleep. But why wait for a shocking wake-up call? Why not make a more conscious

choice to awaken to new potentialities now?
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REFLECTION
CONSCIOUS WAKE-UP CALL

Go to your favorite spot to sit. Get comfortable. Close your eyes but don’t lie

down. (Remember, this is an awakening exercise, so our goal is to wake up, not to

sleep!) Listen to your internal dialogue and chatter: “This is a dumb exercise!”

“Why did I buy this book?” “I’m hungry.” “I’m tired.” “I’m worried about . . .”

Observe the dialogue in a non-judging way. Don’t mind your thoughts and feel-

ings; just let them be there and pass in and out. Let your thoughts settle down.

This will happen naturally in your non-judging state.

Start to listen. Listen for your inner voice, not the one in your head with the dia-

logue and thoughts. Listen for the one in your gut, the impulse that speaks to you

through feelings, inspirations, intuitions, and possibilities.

From that place, ask questions and listen: “What is really important to me? Is this

the life I want to live? How do I really want to live my life? What gives passion,

meaning, and purpose to my life? How can I make even more of a difference?

How can I live connected to these inner values?” Pause deeply. Let the questions

and answers come to you easily and spontaneously.

Some people prefer doing this while listening to gentle music, others while walk-

ing; there are many ways to open up to this state. Use whatever way works for you

and practice it regularly. There are endless layers to explore. If you’re a bit un-

comfortable or embarrassed at first, don’t worry about it. Over time you will set-

tle into it, and your discomfort will pass.



When was the last time you woke up in the morning feeling thankful, fulfilled, and happy to

be alive? On these days, the sun seemed brighter, your sense of self stronger, your life’s pur-

pose clearer, and your mental and physical energies more abundant. These moments did not

happen by accident. Several aspects of your life “came together.” Your self-recognition, sense

of purpose, relationships, career, health, and lifestyle were all “more alive” at these times. As a

result, you found yourself thinking, feeling, leading, and achieving in a more positive and en-

ergizing way.

For at least a brief period of time, each of us experiences these masterful moments. How can

we experience them on a more consistent basis? Unfortunately, there is not a simple answer.

There are no quick-fix programs in leadership development. Programs that take shortcuts

may get some immediate results by temporarily masking acute symptoms, but the chronic

situation remains. Over time, the person returns to an even more difficult condition.

“Quick fixes” may be quick, but they don’t fix anything. The people I’ve worked with over

the years are looking for something more—mastery of excellence over the long haul.

These people are not interested in getting “psyched-up” by a motivational speaker; they are

interested in substance, results, process, and research-based solutions. They want to reach a

deeper, more comprehensive level to master their lives as a whole.

Knowingly or unknowingly, we attempt to master personal and professional situations ac-

cording to how we interpret our experiences. We filter our experiences through our unique

belief system and create our personal reality. For instance, if we were in a totally dark room,

we could attempt to gain mastery by interpreting it in a variety of ways:

• We could curse the darkness and become very effective at blaming it for all our

problems;

• We could struggle and strain, trying with all our might to force the darkness out of

the room;

• We could accept the darkness as a natural part of our existence and even create an elab-

orate belief system around our particular dark experience;

• We could pretend the darkness does not exist and maybe even convince ourselves that

the room is actually full of light;

• Or we could take the advice of people who have been in this room before: “Turn on

the light switch and dispel the darkness.”
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Leadership from the Inside Out is about lighting the pathways to our growth and develop-

ment. It is not about ignoring negativity, convincing ourselves it does not exist, or pretend-

ing things are fine when they are not. Joseph Campbell, in

The Power of Myth, described how effective, heroic people

acknowledged and faced both the darkness and the light.

They learned to acknowledge both realities as part of the

whole. But, as Campbell emphasized, “Although they stand

at the neutral point between darkness and light, they always

leaned into the light.” Leadership from the Inside Out will help you to face your toughest

challenges and lean into the light.

After years of helping leaders and teams to enhance career, life, and organizational effective-

ness, we have identified seven practices for mastery of Leadership from the Inside Out. These

practices are not stages of development arranged in a sequential or hierarchical order.

Rather, they are an ongoing, interrelated growth process in which the practices are illumi-

nating one another. When arranged together, we can think of them as an integrated whole,

with each practice supporting progress toward a more fulfilling destination: making an en-

during difference from within.

Now it’s time to begin our journey. Each of the following chapters offers you pragmatic

torches to illuminate your pathways to Leadership from the Inside Out.
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PERSONAL MASTERY
Leading with Awareness and Authenticity

I once heard a poignant story about a priest who was confronted by a soldier while he was

walking down a road in pre-revolutionary Russia. The soldier, aiming his rifle at the priest,

commanded, “Who are you? Where are you going? Why are you going there?” Unfazed, the

priest calmly replied, “How much do they pay you?” Somewhat surprised, the soldier re-

sponded, “Twenty-five kopecks a month.” The priest paused, and in a deeply thoughtful

manner said, “I have a proposal for you. I’ll pay you fifty kopecks each month if you stop me

here every day and challenge me to respond to those same three questions.”

How many of us have a “soldier” confronting us with life’s tough questions, pushing us to

pause, to examine, and to develop ourselves more thoroughly? If “character is our fate,” as

Heraclitus wrote, do we step back often enough both to question and to affirm ourselves in

order to reveal our character? As we lead others and ourselves through tough times, do we

draw on the inner resources of our character, or do we lose ourselves in the pressures of the

situation?

Breaking Free of Self-Limiting Patterns
Joe Cavanaugh, Founder and CEO of Youth Frontiers, in one of his powerful retreats on

character development, tells a moving story about Peter, an elementary school student who

suffered burns on 90 percent of his body. Peter’s burns were so severe that his mouth had to

be propped open so it wouldn’t seal shut in the healing process. Splints separated his fingers

so his hands wouldn’t become webbed. His eyes were kept open so his eyelids wouldn’t cut

him off from the world permanently. Even after Peter endured one year of rehabilitation and

excruciating pain, his spirit was intact. What was the first thing he did when he could walk?

He helped console all the other patients by telling them that they would be all right, that

they would get through it. His body may have been horribly burned, but his strength of

character was whole.

Eventually, Peter had to begin junior high at a school where no one knew him. Imagine

going to a new school at that age and being horribly disfigured. Imagine what the other kids
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would say and how they would react. On his first day in the

cafeteria everyone avoided him. They looked at him with

horror and whispered to one another. Kids got up and

moved from tables that were close to him. One student,

Laura, had the courage to approach him and to introduce

herself. As they talked and ate, she looked into Peter’s eyes

and sensed the person beneath the scarred surface. Reading her thoughts, Peter, in his deep,

raspy, smoke-damaged voice, said, “Everyone is avoiding me because they don’t know me

yet. When they come to know me, they’ll hang out with me. When they get to know the real

me inside, they’ll be my friends.” Peter was right. His character was so strong that people

eventually looked beyond the surface. People loved his spirit and wanted to be his friend.

When I consider Peter’s situation, I’m not so sure that I would be able to come through his

experiences with the same courage. But that’s the beauty of Personal Mastery. Peter was chal-

lenged to awaken his extraordinary strength and to walk down his particular path. It was his

path to master, not yours, not mine. Somehow his life had prepared him to walk that path

with dignity. Although usually under less dramatic conditions than Peter’s, each of us is

challenged to master our own unique circumstances. Each of us is being called to lead by au-

thentically connecting our own life experiences, values, and talents to the special circumstances we

face. Our ability to rise to the challenge depends on our understanding of our gifts, as well as

how prepared we are to take the journey with grace and contribution.

Integrating all of Life’s Experiences into
a Meaningful Context
Personal Mastery is not a simplistic process of merely affirming our strengths while ignoring our

weaknesses. It is, as Carl Jung would explain it, “growth toward

wholeness.” It is about acknowledging our talents and strengths

while facing our underdeveloped, hidden, or shadow sides of

ourselves. It is about honestly facing and reconciling all facets

of self. Personal Mastery involves appreciating the rich mixture

of our life experiences and how they dynamically form our

unique existence. Peter Senge, in The Fifth Discipline, wrote,

“People with a high level of personal mastery are acutely aware

of their ignorance, their incompetence, their growth areas, and they are deeply self-confident.

Paradoxical? Only for those who do not see the journey is the reward.”
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Research by Lominger International, a Korn/Ferry Company, indicates that defensiveness,

arrogance, overdependence on a single skill, key skill deficiencies, lack of composure, and

unwillingness to adapt to differences are among the “top ten career stallers and stoppers.”

A research study by Kenneth Brousseau, CEO of Decision Dynamics, Gary Hourihan,

Chairman of Korn/Ferry’s consulting division, and others, published in the February 2006

edition of the Harvard Business Review, connects the significance of personal growth—an

evolving decision-making and leadership style—to leadership and career advancement.

This global research, with its extraordinarily high degree of statistical credibility, which

used the Styleviewtsm Decision Styles assessment tool on 180,000 individuals in five levels of

management from entry level to the top, shows that if people don’t develop, they do not

advance.

Deepening Authenticity for
Sustainable Leadership
Of all the principles supporting sustainable leadership, authenticity may be the most impor-

tant. It also can be the most challenging. Most people never realize that it’s an area of their

lives that needs attention. In almost three decades of interacting with thousands of leaders,

I’ve yet to meet an executive for coaching who comes to me lamenting, “I’m having real

trouble being authentic.” If authenticity is so important, why don’t we recognize it as an is-

sue? The answer is both simple and profound: We are always authentic to our present state of

development. We all behave in perfect alignment with our current level of emotional, psy-

chological, and spiritual evolution. All our actions and relationships, as well as the quality

and power of our leadership, accurately express the person we have become. Therefore, we

conclude that we are “authentic,” because we are doing the best we can with the information

and experience that we have at this time.

There is a big hitch, however. While we are true and authentic to our current state of de-

velopment, we are inauthentic to our potential state of development. As Shakespeare wrote so

eloquently in Hamlet, “We know what we are, but not what we may be.” As humans and as

leaders, we have an infinite ability to grow, to be and to become more. Our horizons are

unlimited. If there is an end-point to growing in authenticity, I certainly have not seen it.

In The Developing Mind: How Relationships and the Brain Interact to Shape Who We Are,

Daniel J. Siegel explains that the mind is shaped continually throughout life by the con-

nection between the neurophysiological processes of the brain and interpersonal relation-

ships. “When we examine what is known about how the mind develops, we can gain
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important insights into the ways in which people can con-

tinue to grow throughout life.” He goes on to say, “We can

use an understanding of the impact of experience on the

mind to deepen our grasp of how the past continues to

shape present experience and influence future actions.”

To deepen authenticity, to nourish leadership from the

inside-out, takes time and attention. In today’s world, the

amount of distraction and busyness we all experience keeps us from undertaking the inward

journey and engaging in the quiet reflection required to become more authentic human be-

ings. By middle life, most of us are accomplished fugitives from ourselves. John Gardener

writes:

Human beings have always employed an enormous variety of clever devices for

running away from themselves. We can keep ourselves so busy, fill our lives with so

many diversions, stuff our heads with so much knowledge, involve ourselves with

so many people and cover so much ground that we never have time to probe the

fearful and wonderful world within.

To penetrate the commotion and distraction of our lives, to explore the depths of ourselves

is the prerequisite for self-awareness and authenticity. So what is authenticity? Based on our

experience coaching leaders over the years, we define authenticity as the continual process of

building self-awareness of our whole person—strengths and limitations. As a result of this

awareness, more often than not, the authentic person’s beliefs, values, principles, and behav-

ior tend to line up. Commonly referred to as “walking the talk,” authenticity also means be-

ing your talk at a very deep level.

Another prominent feature of highly authentic individuals is openness. Whether they come

to authenticity naturally or work hard to attain it, the most real, genuine, sincere people

tend to be open to both their capabilities and their vulnerabilities. They have an inner

openness with themselves about their strengths as well as their limitations. They know who

they are and don’t apologize for their capabilities. They also have an outer openness with

others about their whole selves. They try neither to cover up their weaknesses nor to “hide

their light under a bushel.” They have managed to avoid the pitfall that Malcolm Forbes

elucidates, “Too many people over-value what they are not and under-value what they are.”

Self-compassion, being open and receptive to our vulnerabilities, is an important aspect of
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authenticity. By acknowledging our own vulnerabilities and appreciating our whole selves,

we can truly be compassionate to others. As David Whyte, poet and author of The Heart

Aroused, has written, “We need to learn to love that part of ourselves that limps.”

In Good to Great: Why Some Companies Make the Leap . . . and Others Don’t, Jim Collins’ re-

search points out the interesting duality in “Level 5 Leaders,” who were both modest and

willful, humble and fearless, vulnerable and strong, interpersonally connected and

focused—in short, leaders we would say “had grown toward wholeness” and authenticity.

Their “compelling modesty,” as Collins puts it, their authenticity as we would term it, draws

people to come together to achieve.

Authentic people—people on the path to personal mastery—value all of who they are.

A dual awareness of their own strengths and vulnerabilities allows authentic leaders to focus

on the team, organization, and marketplaces, not on themselves. Personal Mastery allows us

to transcend our egos and move into authentic service and authentic contribution. As Collins

elaborates, “Level 5 leaders channel their ego away from themselves and into the larger goal

of building a great company. It’s not that Level 5 Leaders have no ego or self-interest. Indeed

they are incredibly ambitious, but their ambition is first and foremost for the contribution,

not for themselves.” Level 5 Leaders—authentic leaders—see their purpose beyond their

limited selves as passionate instruments of service and contribution. Authentic leaders un-

derstand that if our lives do not stand for something bigger than ourselves, our leadership

lacks purpose. Deepak Chopra wrote:

To be authentic, you have to be everything that you are, omitting nothing. Within

everyone there is light and shadow, good and evil, love and hate. The play of these

opposites is what constantly moves life forward; the river of life expresses itself in

all its changes from one opposite to another. As we discover and accept these op-

posites within ourselves, we are being more authentic.

In Daniel Goleman’s extensive research on emotional intelligence in the workplace, Gole-

man cites self-awareness, “attention to one’s own experience or mindfulness,” as the primary

competence in his framework for managing ourselves, a prerequisite for managing others. In

Primal Leadership: Learning to Lead with Emotional Intelligence, he and his co-authors,

Richard Boyatzis and Annie McKee, assert, “A leader’s self-awareness and ability to accu-

rately perceive his performance is as important as the feedback he receives from others.” The

flow of crucial information comes from the inside-out and from the outside-in.
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Although the world may be headed toward a time when top-

down, authoritarian leadership will be outmoded, I have

seen authoritarian leaders with substantial authenticity out-

perform leaders who strove to be collaborative, yet lacked

authenticity. I’ve seen leaders low in charisma and polish get

in front of a group and stumble around a bit, but their per-

sonal authenticity and substance were so tangibly estab-

lished that they inspired the group members and moved

them to a new level of excellence. Could such leaders benefit

from working on their style of presentation? Certainly. But how much would it really mat-

ter, compared with their trust-inspiring authenticity? “The individual who does not embody

her messages will eventually be found out,” warns Howard Gardner in Leading Minds.

“Even the inarticulate individual who leads the exemplary life may eventually come to be ap-

preciated.”

Exploring Beliefs
One of the most effective ways to take this journey to a more integrated, complete under-

standing of ourselves is to explore deeply our personal belief system. Few psychological

dynamics are as fundamental as our beliefs. Beliefs literally create our reality; they are the

lenses or filters through which we interpret the world. Some of these “lenses” focus and open

up new horizons; others dim our view and limit possibilities. Beliefs are transformational.

Every belief we have transforms our life in either a life-enriching or life-limiting way.

One of the most dramatic examples of the transformational power of beliefs comes from

heavyweight fighter George Foreman. In the 1970s, Foreman was renowned for being one of

the toughest, nastiest human beings on the planet. Angry and antisocial, he often came

across as a tough, mean, uncommunicative person, not at all the person you see today. He

was not known for social graces, self-awareness, or his big smile. Immediately following his

surprising loss to Jimmy Young in Puerto Rico, George went to his dressing room, lay down

on the training table, and reportedly had an overwhelming spiritual experience. After that

experience, George changed. He changed his entire life, everything: his personality, his rela-

tionships, his life purpose. He transformed them all into a more life-affirming direction.

George peeled the onion of his personality and the delightful, humorous, self-effacing

“George” came forward. The important thing to note here is not whether George Foreman
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actually had a spiritual revelation. Many medical professionals said he suffered from severe

heat exhaustion, and that’s what caused his “experience.” That’s not the issue. The key prin-

ciple is that George Foreman believed he had a spiritual transformation and the belief

changed his life. What we believe, we become.

Through my years of coaching people, I have observed consistently two distinct types of be-

lief systems operating in people: Conscious Beliefs and Shadow Beliefs. Conscious Beliefs are

the explicit, known beliefs we have. When asked about these beliefs about ourselves, about

other people, or about life in general, we can articulate many of them. Even though it may

take some effort to access and to clarify some of these beliefs, they are accessible to us on an

everyday level. Examples of Conscious Beliefs someone might have are: “I believe in treating

people with respect; I fear trying new things; I am creative and resilient; many people are

untrustworthy; hard work brings results.” Although we can access these beliefs on a con-

scious level, this does not mean we are always aware of them. We can, however, become

more aware of Conscious Beliefs and whether or not we are living in accordance with these

beliefs.

Recently, we guided the chairman of the board of a fast-growing public company through

the process of bringing his beliefs into conscious awareness. As a result, the 60-year-old

chairman remarked, “Most people probably think I had this all figured out. What I discov-

ered is that my beliefs were operating, but not consciously enough. After more than 30 years

in leadership roles, I realize that unknowingly I’ve been holding back crucial aspects of my-

self, critical to continued leadership success. Once I saw it in my work, it was easy to see that

I was doing the same thing at home with my family.”

Elena was an executive in a global service firm in the United Kingdom. Her intelligence, ener-

getic work ethic, results orientation, and excellent relationship skills had supported her pattern

of success. She prided herself on how connected the people on her team were with her and

each other. In meetings, team members conducted themselves respectfully, and they rarely en-

gaged in conflict. One day during a one-on-one with her boss, Elena was taken aback when her

boss said, “Elena, you’ve been on the team for a while now, and you never disagree with me. I

don’t really know if you are really invested in all these new changes we’re making, or if you are

just going along with them. You’re too nice! I need you to step forward more powerfully and

challenge me.” Ingrained in Elena from a young age was the fear of rejection, which operated

with the belief that being liked and accepted was the only way to really connect with people.

Elena’s boss encouraged her to see that speaking up, being more open, is not only more
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respectful but also more authentic. After working with Elena

for a while, we were able to help her break free of Shadow

Beliefs around rejection and see that fostering more open

discussions, even constructive conflict, surfaces not only

unspoken issues but also innovation. As we believe, so shall

we lead.

Although we access Conscious Beliefs somewhat easily,

Shadow Beliefs are subtler and much more challenging

to uncover. Doing so, however, is crucial to high perfor-

mance. Taken from the Jungian concept of shadow, Shadow

Beliefs are those beliefs that are manifestations of hidden, unexplored, or unresolved psy-

chological dynamics. A Shadow Belief is cast when we don’t want to deal with something.

When we hold onto a type of “secret,” a lack of awareness, we hold onto a Shadow Belief

within us.

We all have Shadow Beliefs. If we don’t think we do, then

the shadow is probably operating at precisely that moment

by obscuring a view of a portion of ourselves. Jeffrey Pat-

naude, in his work Leading from the Maze, writes, “The

leader must be awake and fully alert. Like a nighttime trav-

eler attuned to every sound in the forest, the leader must be

aware of all possibilities lurking in the shadows. For we can neither challenge nor transform

what we cannot see.”

On a personal level, some of my Shadow Beliefs have to do with exceptionally high stan-

dards for others and myself. From a young age, I evaluated myself by this external, often crit-

ical, yardstick. As a result, I developed a series of Shadow Beliefs: “I’m never quite good

enough; I have to work twice as hard to be valued; if something is not exceptional, it is not

worthwhile; I am afraid to fail.” As you can see, these beliefs have some value. They have fu-

eled a drive to achieve. On the other hand, some of these same beliefs cast a shadow on my

behavior and relationships at times. However, when I am actively committed to fostering

my awareness of these shadows, I’ve been able to shed some light on them and hopefully

minimize their limiting influence on others and me.

40 LEADERSHIP FROM THE INSIDE OUT

To leave our self-defeating

behaviors behind, we must

use our conscious minds to

undermine the destructive

but unconscious beliefs that

cause us to defeat ourselves.

— Milton Cudney and 

Robert Hardy

Personality can open doors.

Only character can keep

them open.

— Elmer Letterman



Transforming Shadow Beliefs to Conscious Beliefs is crucial to Personal Mastery. This

is not to say we don’t struggle continually with them. We do. The difference is we

consciously engage them vs. unconsciously being driven by them. What happens to us if

we don’t deal with Shadow Beliefs? We pay a high price. Addictive behaviors, difficulty in

relationships, achievement overdrive, imbalanced lifestyles, and health problems can be

some of the costs associated with them. Shadow Beliefs are not scary; not dealing with

them is.

While I was coaching Steven, the president of a multibillion-dollar international firm based in

Latin America, a Shadow Belief that was limiting him surfaced. Let me preface this story by ex-

plaining that Steven was not referred to us because he had any “issues.” He was wildly success-

ful in his current role. His consumer products firm was number one in revenue and market

share globally for four consecutive years. In fact, it was his success that was starting to be a

problem for him. He had this nagging anxiety—“Can I continue to top my past achieve-

ments?” Each time we would explore future plans, he would conjure up all sorts of  disaster

scenarios. As I got to know him better, I understood that he had internalized a hidden belief

that no matter how hard he worked or what he achieved, it could all go away tomorrow. On

one level this Shadow Belief served him well; it gave him the drive to achieve many goals.

However, because he wasn’t aware of it, his fear of failure was actually inhibiting him from

risking new experiences and new learning. It also was squeezing the life out of his team, which

was totally inconsistent with his values and intentions. Finally I asked Steven, “You don’t get it,

do you?” Surprised, he looked at me and said, “Get what?” I responded, “Steven, look at your

life. You succeed in all areas of your life: your career, your family, your relationships. What ev-

idence do you have that you are going to fail at your next endeavor?” It was a defining moment

for Steven. He saw the shadow and brought it into the light. He moved from trusting his fear

to trusting his contributions. He brought a Shadow Belief into the Conscious Belief arena. Be-

fore that moment he wasn’t aware of its presence. It had been controlling him, and now he was

beginning to take control of it. A few months later, describing his experience, he said, “This

one insight has opened a doorway for me. It has given me the peace of mind to trust myself

and to lead from who I am. I now know that no matter what I attempt, I will make it a success,

and if not, I will adapt, learn, and somehow make it work.”
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