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Hospitality Enterprise Leadership: 

Please be aware that this is an Authentic Leadership Develop-
ment course.  And as such, this course will entail a certain 
level of personal development.  For when we speak of Authen-
ticity, we are also speaking of transparency and vulnerability.

The purpose of Authentic Leadership Development (ALD) is to 
enable students to prepare themselves to become leaders of 
organizations and to embark on paths of personal leadership 
development. 

ALD requires personal curiosity and reflection from students 
as well as personal openness and sharing in class discus-
sions, in anonymous online social situations (private), and 
one-on-one sessions with the professor. 

Leadership development concepts used in the course will be 
immediately applicable for students and useful for the rest of 
their lives.

_____ 

• To enable students to understand their leadership journeys 
and their crucibles by reflecting upon and framing their life 
stories and experiences to date.

• To participate fully in open, class discussions about the re-
flective exercises they have completed on their own. 

• To understand why leaders lose their way and the self-
awareness needed to avoid derailment.
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You have your way, I 

have my way; as for 

the right way, the 

correct way, and the 

only way...  
 
it does not exist.  
 
- Nietzsche



• To gain clarity about their leadership principles, values, and ethical boundaries, and how 
they will respond under pressure when challenged. 

• To understand what is motivating them, both extrinsically and intrinsically, and to find 
leadership paths that will enable them to utilize their motivated capabilities.

• To explore how to build support teams and lead an integrated life.

• To understand the purpose of their leadership and empower other leaders, while they are 
optimizing their leadership effectiveness. 

• To create Personal Leadership Development Plans to guide them throughout their lives. 

_____

The premise of ALD is that leaders who know themselves well and consciously develop 
their leadership abilities throughout their lifetimes will be more effective and more success-
ful leaders and will lead more satisfying and fulfilling lives. To do so, leaders must take re-
sponsibility for their own development, rather than relying entirely on their organizations for 
leadership development. 

ALD will provide students with ideas, techniques, and tools to assist them in their leader-
ship development journeys, exploring concepts such as lifelong leadership development, 
the power of your life story, the impact of your crucibles, discovering your authentic self, 
knowing your values, leadership principles, and ethical boundaries; understanding your 
motivated capabilities, building support teams, leading an integrated life, purpose-driven, 
empowering leadership, and improving leadership effectiveness through your style and 
use of power. 

ALD is designed for students desirous of becoming effective authentic leaders, committed 
to developing themselves, who want to understand their motivations and the purpose of 
their leadership. 

Students must be open to sharing personal insights, experiences, ambitions, and fears. 
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Each student will be required to participate in the three streams of learning.  There is an in-
dependent online learning stream.  There is the classroom discussion and debate of case 
study stream (with various supporting materials).  And there is the guided lab-work ses-
sions where students are put into small collaborative groups (learning development 
groups) while working within the entire class project (a learning organization).  

The learning development groups (LDGs) are a crucial element of the course and represent 
the third class meeting of the week. These groups enable students to discuss personal ma-
terials in a more intimate group setting and to encourage a higher level of openness and 
reflection than may be possible in the classroom setting. Specific assignments for each 
week’s group meeting will have the same theme as the classes but different preparation 
materials. 

In other words, each class day is based upon the multimedia ‘textbook’ you are now read-
ing.  So these materials must be  reflected upon BEFORE the class begins.  Then the pro-
fessor will show the pictorial summary of the module (two times) five minutes before class 
begins.  Then the professor will give a short introduction to the day’s lessons, while person-
ally greeting each student with a dynamic and diverse methodology.

Following the introductory greeting, the professor will typically show 5-20 minutes of perti-
nent video, then begin a challenging class session involving the subject matter found 
within the case studies.  And there will typically be two case studies per week, with some 
variance due to the Professor’s preferences, as well as his or her personal experiences.

Finally, there are different educational materials being presented throughout this class.  
This is not a regimented system.  This is an enlightened framework designed to be both 
flexible and strong.  To that end, a certain level of chaos must be embraced so as to allow 
room for the natural ebb and flow of life.  This means that each and every student must be 
‘on their toes’ if they are going to get the coveted A+ from the professor.  

But please be aware, the professor doesn’t just want you to work hard.  The professor 
wants you to work both hard and smart, while demonstrating compassion and humility in 
everything you do.  Meaning, the A+ is a grade no one may ever receive.  For our cultural 
transmissions have corrupted our innate empathy.  And empathy is the golden chalice!
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Harvard Business School Professor Bill George discusses the 
dramatic change to leadership in the 21st century

Movie 1.1 New Leadership
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Transformative Educational Leadership

by Richard Quantz

Transformative educational leadership portends, by the impli-
cation of its name, a substantive change in the very definition 
and implementation of traditional school leadership. It as-
sumes an oppositional stance to the hegemonic forms of 
school leadership and promises a reformed, if indeed not a to-
tally reconstructed, definition of this social construction.

Transformative leadership emanates from a context that de-
mystifies the systemic realities of silencing and marginalization 
of those voices, which are peripheral to schools’ hegemonic 
constructions. It forthrightly engages the existence of race, 
class, and gender inequalities present in schools as an 
agenda for institutional change. 

American schools, the institutions that are designed to system-
atically propagate and solidify the social constructions of the 
status quo, deliberately promote this positioning of marginal-
ized and silenced voices. By this one means, schools serve as 
bastions of hegemony and perpetuate society’s racial, gender, 
and class differentials through an a-critical curriculum and an 
uninspiring, dehumanizing pedagogy. 

It is this normative mindset that tacitly legitimatizes dual sys-
tems in school districts; one for the affluent and one for the 
poor, one that proficiently educates whites and one which 
under-educates people of color, one that celebrates maleness 
and one that denigrates femaleness; one that reifies confor-
mity while delegitimizing difference. 

You can’t lead the 

people if you don’t 

love the people.   
 
You can’t save the 

people if you don’t 

serve the people. 
 
- Cornel West
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Transformative leadership demands that 
educational leaders critically assess the 
asymmetrical relations of power in the or-
ganizational context and deconstruct, 
through a critical hermeneutic, those prac-
tices and cultural artifacts that engender 
an anti-democratic discourse in organiza-
tions such as schools. 

One who is a transformative leader appreci-
ates the fact that schools have been instru-
ments of hegemony reproduction but is 
compelled nonetheless to propose an 
agenda of organizational reconstruction 
centered on practices of democracy and a 
politics of liberation and hope. Race, gen-
der, and class serve as signifiers that draw 
the attention of transformative leaders. Es-
sentially, the transformative educational 
leader is grounded in what Freir calls a uni-
versal ethic. He describes this ethical for-
mation as one: 

Not afraid to condemn the exploitation of la-
bor and the manipulation that makes a ru-
mor into truth and truth into a mere rumor. 

To condemn the fabrication of illusions in 
which the unprepared become hopelessly 
trapped and the weak and the defenseless 
are destroyed. 

To condemn making promises when one 
has no intention of keeping one’s word, 

which causes lying to become an almost 
necessary way of life. 

To condemn the calumny of character assas-
sination simply for the joy of it and the frag-
mentation of the utopia of human solidarity. 

The ethic of which I speak is that which feels 
itself betrayed and neglected by the hypo-
critical perversion of an elitist purity, an ethic 
affronted by racial, sexual, and class discrimi-
nation. 

For the sake of this ethic, which is insepara-
ble from educative practice, we should strug-
gle, whether our work is with children, youth, 
or adults.

Those who lead from a transformative 
frame clearly understand the inherent 
praxis of reconstruction following a critical 
deconstruction of the social creations 
schools have traditionally forged. 

Theirs is a praxis of resistance as well as 
the promotion of what Freire calls an epis-
temological curiosity. This process of learn-
ing demands a critical evaluation of the ac-
cepted knowledge, or the ingenuous curi-
osity, as Freire names it, with the clear un-
derstanding that a social reconstructivist 
agenda must be attached to the commu-
nal knowledge constructed by the student 
and the teacher. Transformative leadership 
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is radical in its approach, it is interrogative 
in its engagement of the various constituen-
cies of schooling and it critiques, with a 
keen exactitude, those social and political 
manifestations of discrimination and bias 
presently reproduced in our educational in-
stitutions. 

Transformative educational leadership ac-
cepts, as a priori, that the agenda for 
schools must be one of equitable educa-
tional access for all children as well as the 
creation of learning communities that cele-
brate difference rather than merely accom-
modating diversity.

Transformative educational leadership 
stresses the academic and social growth 
of all children as well as the implementa-
tion of a social agenda that militates 
against further marginalization and silenc-
ing of voices deemed outside the he-
gemonic monotone currently legitimated in 
schools. 

Quantz, Rogers, and Dantley define trans-
formative leaders as, “those who are able 
to help others to clarify their own world, to 
develop a commitment to democracy and 
emancipation and to have the courage and 
desire to work for the empowerment of all 
people.”

They cite the work of Foster who maintains 
that transformative leadership must be a 
political and moral act of courage that 
works to empower followers to become 
leaders. 

The crux of transformative leadership rests 
upon the critical project of leaders and fol-
lowers not merely deconstructing the vaga-
ries of undemocratic decisions in schools 
but also enacting an agenda of reform and 
reconstruction. 

Quantz grounds transformative leadership 
in this reconstructive frame. Moreover, 
they assert: 

To accept transformative leadership requires 
understanding how its adoption would affect 
the historically bureaucratic structure of 
schools and the traditional functionalist dis-
course used to describe them. It requires jux-
taposing forthrightly its basic ideas against 
the traditional scientific, quantitative, techni-
cal, and hierarchy ideology which is driving 
today’s calls for reform. In other words, it re-
quires a candid grappling with the social, 
economic, and political dilemmas the 
schools are currently facing.

Fundamental to the real exercise of trans-
formative leadership is a belief that change 
in schools and their administration can oc-
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cur. Quantz further explores this notion of 
belief in change when they argue: 

Before transformation can occur, school 
participants must engage in critique, but 
they must also believe that change can oc-
cur. Critical understanding requires a care-
ful examination of the historical mecha-
nisms which work against the achievement 
of societal ideals. 

Dialogue intended to bring critical aware-
ness can, if not carefully considered, re-
main entrenched in a language of critique 
without possibility. The examination of 
class, gender, and race in American soci-
ety and the ineffectiveness of schools to 
deal with these social problems for exam-
ple, can lead to even further feelings of 
powerlessness than exist at the present 
time. When the contradictions between the 
lived reality and the ideology become evi-
dent, people often conclude that nothing 
can be done. 

We reject an approach in which the lan-
guage of critique is used when seeking criti-
cal understanding and the language of pos-
sibility is used when envisioning new struc-
tures. The language of critique should al-
ways contain the language of possibility 
and the language of possibility should al-
ways contain the language of critique.

They further propose that transformative 
leadership is constructed on the idea of 
lowering authoritarianism while raising 
authority and responsibility for each per-
son engaged in the learning community. 
This necessitates a strong sense of self-
advocacy. They maintain: 

Any approach to transformative leadership 
must pay careful attention to self-articulation 
and democratic commitment. 

Administration, teachers, and students must 
become involved in dialogue designed for 
self-articulation, dialogue aimed at helping 
participants gain a critical understanding of 
their lives both in and outside of school. 

Only when many more school participants 
begin to realize the contradictions that exist 
between present lived reality and American 
ideals, between historical constraints such 
as class, race, and gender and constructed 
knowledge as taught in schools and the 
media-only then will students and teachers 
be in a position to act strongly on their own 
behalf. 

Teachers and students need to participate in 
their work and education, but they need to 
do so from a position of critical understand-
ing. As we have stated, democratic transfor-
mation cannot come from above. Enlight-
ened leaders cannot impose emancipation 

11



even if they want to; democracy must come 
from the people.

Three structural ingredients seem to be 
missing in the framing of this transforma-
tive leadership discourse however, espe-
cially where the notion of self- articulation 
is concerned. 

- One is an obeisance to a prophetic spiri-
tuality as West suggests, that is a combat-
ive spirituality, which frames the urgency 
for transformation. 

- Another is the disclosed impact of reflec-
tion on the transformative leaders. 

- And the final piece that appears to be 
sonorously silent in the discourse is a 
spirit-filled resistance that proposes a pro-
ject or praxis for self and institutional 
change. 

It seems to me that we cannot fathom the 
implications of transformative leadership 
without first grappling with these three es-
sential constituencies. 

This essay will examine the salient features 
of transformative leadership as well as ex-
plore the combative spirituality that under-
girds the liberatory praxis of African Ameri-
cans and connect the two as part of the 

frame through which a transformative edu-
cational leadership is built. 

Spirituality involves the platonic nature of 
humankind that imbues life and animation 
in our existence. It is that intangible dimen-
sion of ourselves that connects us with 
something greater than ourselves. It liter-
ally becomes the nexus of inspiration, moti-
vation, and meaning making in our lives. 

The spirit is that part of humankind that 
compels us into community with others, it 
establishes and prods our sense of justice 
and fairness and it constructs for us our no-
tions of calling, mission, or purpose. 

West’s notion of prophetic spirituality is a 
nuanced construction that blends the idea 
of critically perceiving one’s situationality 
in its unpolished context, that is the “as 
is,” while at the same time transcending 
the political realities that construct that 
situationality to project a different and in 
fact better “not yet.” 

West offers helpful insights in his definition 
of a prophetic tradition. He says that the 
whole issue of the prophetic: 

...has a distinctive, though not exclusive, ca-
pacity to highlight critical, historical and uni-
versal consciousness that yields a vigilant 
disposition toward prevailing forms of individ-

12



ual and institutional evil, and unceasing sus-
picion of ossified and petrified forms of dog-
matism and a strong propensity to resist vari-
ous types of cynicism and nihilism. 

The approbation of the idea of prophetic 
spirituality causes even one’s perspective 
of education to be transformed. This is a 
spiritual phenomenon as Carlson de-
scribes it. He maintains that: 

Education is, in the fullest sense, a spiritual 
experience. It changes the way we experi-
ence our being in the world (to use Heideg-
ger’s phrase), it reconnects us to the cos-
mos and it transforms us in ways that affect 
our everyday relations with others and 
makes it possible for us to struggle and 
grow.

Carlson and Freire agree on the necessity 
to deconstruct our situationality in order to 
construct a transformed one. This, how-
ever, is a very spiritual phenomenon. West 
takes the idea of spirituality to a different 
level by introducing, what he calls, a pro-
phetic spirituality. West defines prophetic 
in this way: 

Prophetic thought and action is preservative 
in that it tries to keep alive certain elements 
of a tradition bequeathed to us from the past 
and revolutionary in that it attempts to pro-
ject a vision and inspire a praxis that funda-

mentally transforms the prevailing status in 
light of the best of the tradition and the 
flawed yet significant achievements of the 
present order.

West locates the whole concept of spiritual-
ity in what he terms three prophetic prac-
tices: a deep-seated moralism, an inescap-
able opportunism, and an aggressive pessi-
mism.

West positions the African American experi-
ence within the parameters of this pro-
phetic spirituality and maintains that the 
prophetic modes of thought consist of pro-
tracted and principled struggles against 
forms of personal despair, intellectual dog-
matism, and socioeconomic oppression. 

And rom this mindset emanates communi-
ties of hope. Communities of hope are 
those persons whom Freire calls the op-
pressed that are coalescing to bring demo-
cratic practice to a marginalizing and si-
lencing institution. 

The community of hope not only shares a 
discourse of critique but also aggressively 
develops a discourse of possibility. 

In fact, these communities of hope actual-
ize the Greek language’s notion of hope, 
being desire with expectation. The hope is 
not merely an ephemeral construction de-
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void of a pragmatic agenda; rather hope 
literally becomes praxis, that is, reflection- 
in-action. 

Therefore these communities of hope be-
come the vehicle through which West’s 
ideas of combative spirituality and the pro-
phetic discourse take place. 

These prophetic practices call into ques-
tion the orthodoxy of the American hegem-
ony. 

The challenge is to maintain these pro-
tracted struggles in order not to become 
domesticated or absorbed by the he-
gemonic powers that have established the 
culture of dominance. 

West maintains that African Americans 
have subscribed to these prophetic prac-
tices in order to build communitas; or a 
community of healing, nurturance, and re-
sistance. The spirit that motivates this pro-
phetic behavior is the source of strength 
and the call to revolution that undergirds 
African Americans’ sense of tenuous well 
being and persistence in calling for socie-
tal transformation. 

The deep-seated moralism is the first 
plank in the construction of the three pro-
phetic practices. West posits: 

Afro-American prophetic practices have 
been and, for the most part, remain en-
sconced in a moralistic mood: that is, they 
are grounded in a moralistic conception of 
the world in which the rightness or wrong-
ness of human actions-be they individually 
or collectively understood-are measured by 
ethical ideals or moral standards. 

Like the Puritans, the first European Ameri-
cans, black prophetic Americans have 
tended to assume that such ideals and stan-
dards ought to make a difference in regard 
to how individuals act and how institutions 
operate. 

In short, black prophetic practices assume 
that-after the most intense scrutiny-some ulti-
mate sense of a morally grounded sense of 
justice ought to prevail in personal and socie-
tal affairs.

West describes the inescapable opportun-
ism that is the second part of the pro-
phetic spirituality discourse. He calls this 
the “unprincipled scrambling for crumbs”. 

Intrinsic to West’s argument is the clear un-
derstanding that the American socioeco-
nomic system has inherent in its systemic 
nature asymmetrical relations of power as 
well as unequal access to the resources 
deemed to be characteristic of achieving 
the American dream. He argues: 
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By 2050, Earth will likely be home to more than nine billion peo-
ple. That's a lot of mouths to feed. In a special eight-month se-
ries, "The Future of Food," National Geographic investigates 
how to meet our growing need for nourishment without harm-
ing the planet that sustains us.

Movie 2.1 NatGeo Investigates the Future of Food



The needs of black Americans are similar to 
those of most Americans; more control over 
their lives and destinies, better living condi-
tions, health care, education, and the exten-
sion of liberties for the effective exercise of 
their unique capacities and potentialities. 

The satisfaction of these needs are rooted in 
the quest for more democratic arrange-
ments in the political, economic, and cultural 
spheres-which facilitate more self-realization.

While West unabashedly maintains that Af-
rican American prophetic spirituality is 
steeped in a deep-seated moralism, he jux-
taposes that position with the fact that es-
sential to the American system of unequal 
access and distribution or delivery of re-
sources is a systemic inequality and a 
plethora of unfair competitive circum-
stances. 

These intentional practices inevitably lead 
to the uncanny necessity for those who are 
in marginalized positions of our society to 
use opportunistic methods to achieve 
even a minimum of the American dream. 

It is the discriminatory system of delivery 
that in West’s mind necessitates this sense 
of inescapable opportunism. The pairing of 
a deep-seated moralism and an inescap-
able opportunism may appear to be duplici-
tous. However, inherent in this dyad is the 

understanding that the present hegemonic 
forms constructed by the social, eco-
nomic, educational, and cultural systems 
are blatantly unequal and undemocratic. 

In fact the forms and functions of the 
American system are immoral. The inescap-
able opportunism becomes a strategy, 
therefore, to correct the wrongs, in a sub-
versive way, to bring about equity and fair-
ness in the system. 

However, acting concomitantly with the 
deep-seated moralism and inescapable op-
portunism is a profound pessimism, the 
third piece of the prophetic discourse, re-
garding the fundamental transformation of 
the American social, political, and eco-
nomic realities. 

Aligning an obdurate pessimism with a pro-
phetic frame seems almost oxymoronic. 
However, West argues that African Ameri-
cans use the exigencies of the American 
cultural dynamic as a source of motivation 
as opposed to banal resignation. He rea-
sons: 

The odds seem so overwhelming, the incor-
porative strategies of the status quo so 
effective-and the racism so deeply en-
trenched in American life. Yet most prophetic 
practices among black Americans have 
given this pessimism an aggressiveness 
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such that it becomes sobering rather than 
disenabling, a stumbling block rather than a 
dead end, a challenge to meet rather than a 
conclusion to accept.

It is this duality that seems to highlight life 
for African Americans. It is this seeming an-
tonymous relationship between joy and 
hopelessness that marks the combative 
spirituality that has maintained the engage-
ment of African Americans with the pro-
tracted struggle to reform and reconstruct 
our society. West offers: 

Despair and hope are inseparable. One can 
never understand what hope is really about 
unless one wrestles with despair. 

The same is true with faith. There has to be 
some serious doubt, otherwise faith be-
comes merely a dogmatic formula, an ortho-
doxy, a way of evading the complexity of life, 
rather than a way of engaging honestly with 
life. 

Therefore, for me as Christian and humanist, 
I am reminded of Harold Goddard’s splendid 
book on Shakespeare, which says that the 
greatest poetry tends to portray the human 
condition as a citadel of nobility threatened 
by immense barbarism or a flickering candle 
in an infinite night. 

He doesn’t say that in a self righteous way. 
He just means that the possibility of sustain-
ing hope is always difficult. 

If you are fundamentally committed to hu-
man dignity, you know that you are cutting 
radically against the historical grain. Any fun-
damental commitment to decency, dignity, 
and democracy means that you are cutting 
even more fundamentally against the grain. 

You have to be aware of this. You have to be 
willing to look at the worst to push for the 
best... I always resonated deeply with that. It 
means wrestling with despair and doubt but 
never allowing them to have the last word.

School leaders who embrace the notions 
of the prophetic spirituality West espouses 
will find some helpful connections in their 
efforts to be transformative in their posi-
tions of leadership. 

West’s prophetic or combative spirituality 
cannot help but to be transformative. This 
kind of spiritual engagement compels the 
leader to craft a project that pursues onto-
logical arguments regarding schools, cri-
tiques the maintenance of hegemonic 
forms and rituals through the work of 
schools, as well as expends energy in the 
hermeneutic exercise of understanding the 
variety of political and social terrains in 
which schools are located. 
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This means that the transformative leader, 
grounded in West’s prophetic spirituality, 
will examine carefully the dissonance be-
tween what presently happens in schools 
that propagates the status quo and what 
could happen in schools that would bring 
about marked change in these institutions. 

This requires that school leaders confront 
the curriculum that is being taught in 
schools as well as the pedagogy used to 
deliver it. School leaders grounded in 
West’s prophetic spirituality will also grap-
ple with the administrative structure and 
the social and political culture for which 
the curriculum and pedagogy have been 
established. 

West’s notion of deep-seated moralism 
can be seen in a transformative leader’s 
commitment to deconstructing the sys-
temic realities of schools in order to dis-
cover those latent and influential forms 
and structures that endorse and perpetu-
ate asymmetrical relations of power. 

This actually becomes a transformative 
leader’s project of rebellion. The transfor-
mative leader accepts the challenge of not 
only uncovering traditions of inequality but 
also proposes a project to deal with them 
and to rid the organization of such cultural 
practices. 

A deep-seated moralism engages the 
abuses of power, the marginalizing of differ-
ence, and the propagation of cultural 
forms that continue to maintain race, class 
and gender differentials in schools. 

Transformative leaders are “called” to not 
only lead in those areas of traditional 
schooling ontology but to also propose 
ways to resist the forms and strictures of 
undemocratic practices in educational or-
ganizations. 

The issue for a transformative educational 
leader grounded in a deep-seated moral-
ism becomes one of proposing organiza-
tional structures that are fair and just, as 
well as establishing policies and proce-
dures that recognize and demystify asym-
metrical power relations. 

This means that transformative leaders un-
ravel the hierarchical organizational struc-
ture that propagates power differentials 
and unjust bureaucratic relations because 
such social constructions often breed im-
moral and dehumanizing results. 

Voices are summarily silenced, certain peo-
ple are relegated to the periphery and 
those with legitimated power remain in po-
sitions of dominance. Leaving the voice of 
the “other” silent or even muted is unright-
eous and unethical. 
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Transformative leaders have the moral 
courage to grapple with such issues. Is-
sues upon which transformative leaders re-
flect can emanate from a deep-seated mor-
alism. These might include: 

• Homogenous vs heterogeneous

• Tracking 

• Gifted and talented classes 

• Differential in expectations

• The conditions of building and other facili-
ties in urban settings as opposed to sub-
urban more affluent ones. 

• The placement of veteran versus inexperi-
enced teachers 

• The shared leadership responsibilities of 
teachers with principals in the learning 
community. 

School leaders who subscribe to West’s 
notions of inescapable opportunism see 
the learning process as a way to teach the 
rudiments of deconstruction through criti-
cal exploration, inquiry, dialogue, and 
problem-posing pedagogy. 

They understand the inherent games that 
exist in the economic and cultural system. 
They therefore facilitate learning experi-
ences in the community that lead partici-

pants in learning how to recognize these 
systemic, exploitative functions in a histori-
cal as well as contemporary perspective 
and then design an agenda to advance 
radical changes in the socio-economic sys-
tem. 

In fact, leaders who recognize the power 
of West’s inescapable opportunism see cur-
riculum and pedagogy as terrains wherein 
these issues may be engaged. 

They reward the asking of penetrating 
questions in the learning community which 
are designed to demystify hegemonic 
forms, conditions and rituals embedded in 
the economic and social structures that ap-
pear to be monolithic in nature. 

Participants in the learning community 
clearly understand the mechanisms of the 
system, how they marginalize as well as 
the essential strategies necessary to re-
spond to these systemic iniquities. 

They are led to understand their role in us-
ing their individual gifts to usurp the he-
gemonic authorities that have undergirded 
the acts of dominance that have character-
ized socio-economic conditions for so 
long while at the same time contributing to 
the establishment of a more democratic 
state for all people. 
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Finally, transformative leaders who subscribe to West’s pro-
found pessimism are comfortable existing in dualities. 

They are fully cognizant of the present but somehow foresee 
the present as only a temporary condition. 

In fact, overcoming the present with the vision of an enhanced 
future is a challenge willingly faced by a transformative leader. 

These leaders have the moral courage to embrace the unright-
eous, immoral organizational behaviors that are rampant in 
schools while at the same time inspire the learning community 
to create an agenda for change and reconstruction. 

Transformative leaders are not satisfied with the usual trap-
pings of career approbation (salary increases, promotions).  
They understand that their work is located within an agenda 
designed to bring radical change, equity, and democracy in 
the lives of those with whom they are engaged. 

Theirs is a mission to deconstruct those social and profes-
sional monoliths that militate against a pedagogy of liberation 
and democracy, the intent of which is to actually transform the 
lived realities of all those within the learning community. 

They clearly understand that their servant-labor as leaders is 
grounded in the context of a liberatory praxis and the lessen-
ing of those institutional and societal constructs that minimize 
and marginalize the voices of the “other” in schools. 

Transformative leaders are clearly committed to the education 
of all children and see that as the context for their professional 
behavior. For them, this agenda makes meaning for their pro-
fessional lives. 

If your success is 

defined as being well 

adjusted to injustice 

and well adapted to 

indifference,  
then we don’t want 

successful leaders.   
 
We want great leaders 

who love the people 

enough and respect 

the people enough to 

be unbought, 

unbound, unafraid, 

and unintimidated to 

tell the truth. 
 
- Cornel West
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In a recent tour stop at Miami Dade College, for his newest 
book, Black Prophetic Fire, Professor West had some advice 
for Sharpton. Describing his book as a “love letter to the 
younger generation, because I’m passing from the scene . . .”

Movie 2.2 Cornel West on Indigenous Leadership



Self-Motivation

How to Motivate Yourself When Your Boss Doesn’t...

by Julie Mosow

Let’s face it: some bosses are not inspiring. They don’t motivate us to perform at our best; 
let alone improve our skills. What should you do if your boss is too hands-off, ambivalent, 
or downright demotivating? 

How can you keep your engagement up and your own professional goals on track? Is it 
possible to motivate yourself?
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What the Experts Say

The good news is that while your boss has a lot of influence over how engaged you are at 
work, you can put yourself in the driver’s seat. “Employees have more control than they re-
alize over their ability to build and sustain motivation in the workplace,” says Heidi Grant 
Halvorson, a motivational psychologist and author of Nine Things Successful People Do 
Differently. 

There are many factors that influence motivation, but “the most significant one is a sense 
of progress,” says Monique Valcour, professor of management at EDHEC Business School 
in France, citing Teresa Amabile and Steven Kramer’s book, The Progress Principle. “And 
that comes from the feeling that we are doing work that is meaningful to ourselves, to our 
colleagues, to the organization, and to the world at large.” Halvorson adds: “Changing 
your mindset and habits can drive a more fulfilling, more motivated approach to work no 
matter who your manager is.” Here’s how to motivate yourself when your boss doesn’t.

Understand what makes you tick

If your manager doesn’t motivate you or, even worse, undermines you, it’s important to fig-
ure out what drives you personally and professionally. In The Progress Principle, Teresa 
Amabile and Steven Kramer stress that motivation stems from three things: love of the 
work itself, the desire to receive recognition, and a sense that our work matters and con-
nects us to others. So ask yourself: When was the last time you felt a sense of meaning 
and purpose at work? What were the conditions that allowed those feelings to flourish?

Set your own goals

Valcour points out that many people feel they’re sprinting in place with no extra time to 
tackle anything other than their day-to-day responsibilities. However, it’s important to step 
back and look at the big picture. Make an individual career plan to help you track your pro-
jects and results and set goals for your own development. While some of these goals may 
be directly related to your current role, others may be geared toward learning and explor-
ing areas of interest outside your job description. Even though it’s tempting to set demand-
ing goals for yourself, Halvorson cautions against going overboard. “Although it’s counter-
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intuitive, setting unrealistic or overly ambitious goals can actually be demotivating because 
there’s so much on the line,” she says. Instead, set goals with smaller milestones so that 
you can celebrate your progress each step along the way.

Use if-then planning

Once you’ve decided on your goals, Halvorson recommends using “if-then” planning to 
stay on track or to handle setbacks. “Accepting that challenges are a part of life and being 
prepared to deal with them is critical to long-term motivation,” she says. 

For example, if your goal is to finish a presentation, but you find yourself getting distracted 
by conversations with colleagues, you might say, “If I haven’t finished the presentation by 
the end of the day on Wednesday, then I will come in early on Thursday to finish up while 
it’s quiet.” 

Or you might use if-then planning to move past a low point. For example, “If we don’t re-
ceive funding for this project, then I will rewrite the business plan and approach the part-
ners again.” By anticipating obstacles, you’re less likely to get stuck.

Evaluate your own performance and ask for feedback

One way that poor managers undermine motivation is by not giving sufficient feedback. 
“Seeking feedback is important,” Valcour confirms, “even if we sometimes hear things 
we’d rather not.” Halvorson believes that most managers are willing to offer feedback if 
you ask. You might request the feedback directly and in the moment by saying something 
like, “How did you think the meeting went? Is there anything I might do differently next 
time?” 

You might also look to peers for an objective assessment of your performance. Ask people 
who will be candid with you and whose opinions you trust. Another option is self-
evaluation. “We’re more capable than we realize of generating meaningful feedback about 
our professional accomplishments,” Halvorson says. “Look critically at your own work and 
ask yourself the same questions you would use to evaluate the work of others. For exam-
ple, consider if you’re moving fast enough or if the quality of your work is what it should 
be.”
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Expand your internal and external networks

If your manager isn’t motivating you, it’s essential to look for support elsewhere — not only 
to boost your confidence but also to increase your visibility. Find mentors within your own 
company to give guidance and perspective, and, if possible, develop an in-house peer 
group designed to help all of you move forward. You can also seek out and develop exter-
nal relationships. Valcour is a strong proponent of online networking. “Particularly for peo-
ple who live far away from their colleagues, LinkedIn, Twitter, and other networking sites 
provide a sense of connectedness to a larger professional community that might otherwise 
be difficult to maintain.” Even for someone in a major metropolitan area with many opportu-
nities to connect, online networking is an effective way to stay in touch with colleagues 
and to keep abreast of industry-wide developments.

Focus on learning

By shifting the focus of your work from performing perfectly to consistently learning and 
improving, you create the conditions for both heightened motivation and success. “Re-
search suggests that this change in mindset reliably results in better performance,” Hal-
vorsen says. “When it comes to achievement, attitude and persistence are often more im-
portant than innate abilities.” Her advice: break the habit of kicking yourself when things 
don’t go perfectly and replace it by telling yourself that you’ll learn from your mistakes, 
move on, and do better next time. “No matter your manager’s approach, breaking away 
from results-oriented thinking is one of the most powerful things you can do to boost your 
own motivation.”

Principles to Remember

Do:

• Determine your own personal and professional motivators
- you can’t rely on your boss to get ahead.

• Ask for feedback from your colleagues

• Build a support system inside, and outside, your company

26



Don’t:

• Set unreachable goals that stall your sense of moving forward
- keep your goals manageable and celebrate your progress along the way

• Underestimate the value of self-evaluation; look critically at your own work

• Dwell on your mistakes; it’s more important to keep learning

Case Study #1: Cultivate a supportive, effective network

A vice president of human resources in the financial services industry, Lisa Chang* has 
had five different bosses during the past two years. The revolving door of managers 
proved to be very demotivating. So she looked elsewhere for support and decided to cre-
ate an internal network beyond her team. 

Lisa developed relationships with three senior women in the organization: a woman who 
was briefly her supervisor before taking a role elsewhere in the company, another who is a 
leader in the client group she serves, and the chief human resources officer. “It’s unusual 
to have such a candid, open relationship with someone so senior, Lisa explains. “The chief 
human resources officer has given me opportunities at every turn in addition to being 
someone I can go to for advice.”

Lisa has looked to her peers as well but she feels that these mentorship relationships have 
been a far more effective way for her to stay motivated. “My peers and I are all in the same 
boat, so most of them wouldn’t have been a great help to me. By looking to more senior 
employees at the company, I’ve been able to create the kinds of relationships I might have 
had if I had been working with a great boss.”

While the lack of consistent, managerial support is not what Lisa would’ve hoped for, the 
situation has provided Lisa with the opportunity to learn from company leaders she other-
wise wouldn’t have met. She says: “I’ve been able to seek feedback, challenge myself 
through new opportunities, and perform effectively in my role despite the leadership vac-
uum.”
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Case Study #2: Stay focused on your own growth and develop-
ment

Mark Barnaby* has risen through the ranks at several different 
investment banks, but with a string of managers who were ei-
ther completely hands off or overly involved, staying moti-
vated hasn’t always been easy. He coped by staying focused 
on his own ambitions. “Focusing on my manager’s faults just 
distracted me from my own goals, so I made it my priority to 
find ways to help him succeed while learning myself.”

He figured out what his bosses weren’t good at and stepped 
into the gap. “One of my bosses was a big picture thinker, but 
her approach wasn’t the right one for our work. I helped her 
by drilling down into fine points of regulatory policy, providing 
much needed detail in meetings, and being an in-house re-
source for her. Doing all of this helped me develop the subject 
matter expertise I needed to continue to move forward profes-
sionally.” Developing and meeting his own objectives kept 
Mark going even when his bosses didn’t.

Early on, Mark knew his growing interests would serve him 
well. “There is enormous demand for this kind of knowledge,” 
he explains. “During the past decade, regulatory policy has 
emerged as a critical focus of the banking industry.” Even 
though Mark admits that helping managers who weren’t help-
ing him was frustrating, he acknowledges that it was the right 
decision for him and for everyone involved to approach each 
situation with a positive, goal-oriented attitude. He advises, 
“No matter what, never make an enemy of your boss.”
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If you can’t fly, then 

run... 
 
If you can’t run, then 

walk... 
 
If you can’t walk, then 

crawl... 
  
But whatever you do, 

you have to keep 

moving forward.  
 
- Martin Luther King





Research: Your Abusive Boss Is Probably an Insomniac

by Christopher M. Barnes

When a boss acts like a jerk, that creates a lot of problems in 
the workplace. Over the past few decades, management re-
searchers have studied what we call abusive supervision, 
which involves hostile verbal and nonverbal behavior (but ex-
cludes physical contact). A large body of research shows that 
abusive supervision leads to a litany of negative outcomes for 
subordinates, including stress, low job satisfaction, deviant be-
haviors (such as theft), poor performance, and intentions to 
quit the job.

Historically, this research has depicted abusive supervision as 
stable over time. In other words, the previous assumption was 
that some bosses are jerks and some are not. But recent re-
search indicates that the same leader can be abusive on one 
day and nice on another day. The differences in the same 
leader across days are actually bigger than the average differ-
ences between leaders. This means that leaders who are of-
ten jerky still have days in which they are nice, and leaders 
who are often nice still have days in which they are jerky.

My  colleagues (Lorenzo Lucianetti, Devasheesh Bhave, and 
Michael Christian) and I built on  this research to investigate 
what makes leaders abusive on some days but not others. My 
previous research has focused primarily on how sleep influ-
ences behavior at work. Through that work, I have found that 
sleep is important for restoring one’s ability to exert self-
control. 

Starting from there, my colleagues and I hypothesized that a 
lack of self-control on a given day would leave leaders more 
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Sleep Deprivation is 
far worse for you 
than you thought: 
 
In addition to the weight gain, 

memory problems, inability to 

perform, depression, and 

increased cancer risk that 

come with sleep 

deprivation... 
 
It turns out that not getting 

enough sleep also allows 

neurotoxins to build up in 

your brain, especially one 

protein, beta-amyloid, that 

can further worsen sleep and 

is also linked to Alzheimer's 

disease.



likely to engage in the negative behaviors associated with abusive supervision. For exam-
ple, encountering a mistake made by an employee might create a temptation to publicly 
belittle the employee, and the current level of self-control possessed by a leader will deter-
mine the likelihood that the leader caves to the temptation. Moreover, we hypothesized 
that, because of this effect on self-control, sleep on a given night would influence abusive 
supervision on a given day. Finally, daily abusive supervision should influence the degree 
to which that leader’s subordinates fully engage in their work that day; abuse should lead 
them to withdraw rather than engage.

To test this model, we conducted a field study of 88 leaders and their subordinates. For 
two weeks, leaders completed surveys at the beginning of each workday about their sleep 
the night before and their self-control at that moment. For the same two weeks, the subor-
dinates completed surveys at the end of each workday about the abusive supervisor be-
havior of their leader that day, as well as their own work engagement that day. Our analy-
ses focused on within-individual effects, examining what happened across days within a 
given leader (rather than comparing leaders to each other).

The results were largely consistent with our model, with one exception. We found that 
daily leader sleep quality, but not quantity, influenced the leader’s self-control and abusive 
supervision behavior, and ultimately the degree to which his or her subordinates were en-
gaged in their work that day. It is not clear why sleep quantity did not have the effect we 
predicted, but the effect for sleep quality was very clear; a given leader engaged in more 
jerky boss behavior after a poor night of sleep than a good night of sleep, and this influ-
enced his or her subordinates to disengage from work. (For further detail, see our article 
forthcoming in the Academy of Management Journal.)

Perhaps what is most interesting about these findings is that leader sleep influenced subor-
dinate outcomes. Although most of us have some appreciation that our own sleep influ-
ences our own behaviors and outcomes, not many people would expect someone else’s 
sleep to influence one’s own behavior. But this is precisely what we found; leader sleep 
quality influenced subordinate work engagement. Thus, if leaders want their subordinates 
to be truly engaged, they should start by looking at their own sleep. Fortunately, there are 
strategies for improving sleep.
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Unfortunately, some leaders will come to work sleepy and 
cranky, yell at their subordinates, and then be surprised by the 
fact that their subordinates are disengaging from work. It is 
our hope that research findings such as ours will help to con-
vince leaders that their sleep matters and should be a priority, 
such that leaders will sleep better and provide a better work-
place for their subordinates as well. 

In the same manner that a sleepy child is a cranky and misbe-
haved, leaders who are not sleeping well display the same out-
comes. And every parent knows that the best solution is a 
good night of sleep. For the sake of their subordinates, lead-
ers should follow the same wisdom.
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A Sociopath is trapped 
in the mind of a two year old.  
They possess no cognitive 
ability to reason, cooperate 
or negotiate.   
 
They have not learned 
patience or how to give and 
take, to love, to empathize.   
 
Rather their lives consist of 
ultimatums, demands, greed, 
narcissism, bullying, temper 
tantrums, and a plethora of 
other headache inducing 
demands...





This is part one of Callum C. J. Sutherland's tribute series to 
Carl Sagan. One of several excellent playlists dedicated to Carl 
Sagan.

Movie 2.3 Carl Sagan on Our Universe



Leadership Styles

Six Leadership Styles, and when you should use them.

by Robyn Benincasa

Taking a team from ordinary to extraordinary means understanding and embracing the dif-
ference between management and leadership. According to writer and consultant Peter 
Drucker, "Management is doing things right; leadership is doing the right things." 

Manager and leader are two completely different roles, although we often use the terms in-
terchangeably. Managers are facilitators of their team members’ success. They ensure that 
their people have everything they need to be productive and successful; that they’re well 
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trained, happy and have minimal road-
blocks in their path; that they’re being 
groomed for the next level; that they are 
recognized for great performance and 
coached through their challenges.

Conversely, a leader can be anyone on the 
team who has a particular talent, who is 
creatively thinking out of the box and has a 
great idea, who has experience in a certain 
aspect of the business or project that can 
prove useful to the manager and the team. 
A leader leads based on strengths, not ti-
tles.

The best managers consistently allow dif-
ferent leaders to emerge and inspire their 
teammates (and themselves!) to the next 
level.

When you’re dealing with ongoing chal-
lenges and changes, and you’re in un-
charted territory with no means of knowing 
what comes next, no one can be expected 
to have all the answers or rule the team 
with an iron fist based solely on the title on 
their business card. It just doesn’t work for 
day-to-day operations. Sometimes a pro-
ject is a long series of obstacles and oppor-
tunities coming at you at high speed, and 
you need every ounce of your collective 
hearts and minds and skill sets to get 
through it.

This is why the military style of top-down 
leadership is never effective in the fast-
paced world of adventure racing or, for 
that matter, our daily lives (which is really 
one big, long adventure, hopefully!). I truly 
believe in Tom Peters’s observation that 
the best leaders don’t create followers; 
they create more leaders. When we share 
leadership, we’re all a heck of a lot 
smarter, more nimble and more capable in 
the long run, especially when that long run 
is fraught with unknown and unforeseen 
challenges.

Change leadership styles

Not only do the greatest teammates allow 
different leaders to consistently emerge 
based on their strengths, but also they real-
ize that leadership can and should be situa-
tional, depending on the needs of the 
team. Sometimes a teammate needs a 
warm hug. Sometimes the team needs a 
visionary, a new style of coaching, some-
one to lead the way or even, on occasion, 
a kick in the bike shorts. For that reason, 
great leaders choose their leadership style 
like a golfer chooses his or her club, with a 
calculated analysis of the matter at hand, 
the end goal and the best tool for the job.

My favorite study on the subject of kinetic 
leadership is Daniel Goleman’s Leadership 
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That Gets Results, a landmark 2000 Har-
vard Business Review study. Goleman and 
his team completed a three-year study 
with over 3,000 middle-level managers. 
Their goal was to uncover specific leader-
ship behaviors and determine their effect 
on the corporate climate and each leader-
ship style’s effect on profitability.

The research discovered that a manager’s 
leadership style was responsible for 30% 
of the company’s bottom-line profitability! 
That’s far too much to ignore. Imagine how 
much money and effort a company spends 
on new processes, efficiencies, and cost-
cutting methods in an effort to add even 
one percent to bottom-line profitability, 
and compare that to simply inspiring man-
agers to be more kinetic with their leader-
ship styles. It’s a no-brainer.

Here are the six leadership styles Goleman 
uncovered among the managers he studied, 
as well as a brief analysis of the effects of 
each style on the corporate climate:

The pacesetting leader expects and mod-
els excellence and self-direction. If this 
style were summed up in one phrase, it 
would be "Do as I do, now." The paceset-
ting style works best when the team is al-
ready motivated and skilled, and the leader 
needs quick results. Used extensively, how-

ever, this style can overwhelm team mem-
bers and squelch innovation.

The authoritative leader mobilizes the team 
toward a common vision and focuses on 
end goals, leaving the means up to each 
individual. If this style were summed up in 
one phrase, it would be "Come with me." 
The authoritative style works best when 
the team needs a new vision because cir-
cumstances have changed, or when ex-
plicit guidance is not required. Authorita-
tive leaders inspire an entrepreneurial spirit 
and vibrant enthusiasm for the mission. It 
is not the best fit when the leader is work-
ing with a team of experts who know more 
than him or her.

The affiliative leader works to create emo-
tional bonds that bring a feeling of bonding 
and belonging to the organization. If this 
style were summed up in one phrase, it 
would be "People come first." The affilia-
tive style works best in times of stress, 
when teammates need to heal from a 
trauma, or when the team needs to rebuild 
trust. This style should not be used exclu-
sively, because a sole reliance on praise 
and nurturing can foster mediocre perform-
ance and a lack of direction.

The coaching leader develops people for 
the future. If this style were summed up in 
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one phrase, it would be "Try this." The coaching style works 
best when the leader wants to help teammates build lasting 
personal strengths that make them more successful overall. It 
is least effective when teammates are defiant and unwilling to 
change or learn, or if the leader lacks proficiency.

The coercive leader demands immediate compliance. If this 
style were summed up in one phrase, it would be "Do what I 
tell you." The coercive style is most effective in times of crisis, 
such as in a company turnaround or a takeover attempt, or 
during an actual emergency like a tornado or a fire. This style 
can also help control a problem teammate when everything 
else has failed. However, it should be avoided in almost every 
other case because it can alienate people and stifle flexibility 
and inventiveness.

The democrat ic leader bui lds consensus through 
participation.  If this style were summed up in one phrase, it 
would be "What do you think?" The democratic style is most 
effective when the leader needs the team to buy into or have 
ownership of a decision, plan, or goal, or if he or she is uncer-
tain and needs fresh ideas from qualified teammates. It is not 
the best choice in an emergency situation, when time is of the 
essence for another reason or when teammates are not in-
formed enough to offer sufficient guidance to the leader.

Bottom line? If you take two cups of authoritative leadership, 
one cup of democratic, coaching, and affiliative leadership, 
and a dash of pacesetting and coercive leadership "to taste," 
and you lead based on need in a way that elevates and in-
spires your team, you’ve got an excellent recipe for long-term 
leadership success with every team in your life.

Leadership is the art of 

getting someone else 

to do something you 

want done, because 

he wants to do it. 
 
- Dwight D. Eisenhower
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“Externalities” points out the fallacy of conventional economics 
- a belief that there are no limits to growth – and makes an 
emotional appeal to economists to include the biosphere and 
life itself in their economic models. 

Movie 2.4  Externalities



Collaborate

What Schools Can Learn From Google, IDEO, and Pixar

by Melanie Kahl and Steven Turckes 

The country's strongest innovators embrace creativity, play, and collaboration — values 
that also inform their physical spaces. A community about to build or rehab a school often 
creates checklists of best practices, looks for furniture that matches its mascot, and or-
ders shiny new lockers to line its corridors. These are all fine steps, but the process of plan-
ning and designing a new school requires both looking outward (to the future, to the com-
munity, to innovative corporate powerhouses) as well as inward (to the playfulness and 
creativity that are at the core of learning).
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In many ways, what makes the Googles of 
the world exceptional begins in the child-
hood classroom — an embrace of creativ-
ity, play, and collaboration. It was just one 
year ago that 1,500 CEOs identified creativ-
ity as the number-one leadership compe-
tency in our complex global marketplace. 
We can no longer afford to teach our kids 
or design their schoolhouses the way we 
used to if we’re to maintain a competitive 
edge. In looking at various exemplary work-
places such as IDEO, Google, and Pixar, 
we can glean valuable lessons about effec-
tive educational approaches and the 
spaces that support them.

Learning from IDEO: A transparent space 
where projects take the spotlight

The design and innovation firm IDEO tac-
itly understands how office environments 
help or hinder the creative process. Every 
decision made in its Chicago design office 
reveals and nurtures its culture, with an 
open layout that spurs collaboration. Here, 
team project rooms frame an open studio 
for the interdisciplinary work of designers, 
business strategists, and programmers. A 
café/forum area, prototyping workshop, 
Chicago-gazing roof deck, and community 

garden support the studio’s evolving life, 
without being too prescriptive.

What would it mean for schools to have a 
culture centered on design thinking and in-
terdisciplinary projects instead of siloed 
subjects? What if the process of education 
were as intentionally crafted as the prod-
ucts of education (i.e., we always think 
about the book report or the final project, 
but not the path to get there). What if 
teachers were treated as designers?

There are some schools out there that are 
doing just that, including High Tech High, 
an innovative collection of charter schools 
in Southern California led by lawyer-cum-
carpenter-cum-education innovator Larry 
Rosenstock and a diverse team of adult 
learners. The model is deeply rooted in 
project-based learning (PBL), whereby stu-
dents learn academic knowledge while 
picking up real-life skills such as collabora-
tion and critical thinking. With this peda-
gogical foundation and supportive spaces, 
students can produce meaningful and inte-
grated projects — from a conservation 
book series on the San Diego Bay to a bi-
lingual cookbook. Such interdisciplinary 
work is supported by a thoughtful facility 
design that displays flexibility, ownership, 
transparency, and originality. On its web-
site, High Tech High notes that guests "re-
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mark that it looks and feels more like a 
high-performance workplace than a 
school."

The Blue Valley Schools Center for Ad-
vanced Professional Studies (BVCAPS) 
takes a similar approach. This district-wide 
program for 11th- and 12th-graders is an 
example of what happens when educa-
tional curricula and spaces are designed in 
tandem by a powerful team of community 
and business partners. A 2011 Edison 
Award winner, BVCAPS structures real-
world training around four high-growth in-
dustries in Overland Park, Kansas. With les-
sons devised by partners such as Garmin 
and Cisco, BVCAPS is anything but a typi-
cal school. Its instructors are more like pro-
gram managers and its curriculum is cre-
ated through a patented rapid-prototyping 
process. Next year, it will even launch a 
business accelerator, prompted by four 
patent-seeking students.

BVCAPS left some space raw in their new 
building, with the notion that its purpose 
would be determined by the activity and 
interest of its students. The poise, enthusi-
asm, and maturity of the students testify to 
the benefits of an environment where stu-
dents take ownership over projects and 
spaces.

Playing with Pixar: The art and science of 
spontaneity and story

Pixar, arguably the greatest digital story-
teller of our time, is an easy source of 
school-environment inspiration: Its studio 
is a place where magic results from a po-
tent blend of art and science, work and 
play, digital and analog. In Melena Ryzik’s 
tour of Pixar Studios for The New York 
Times, one catches a glimpse of the 
whimsy, transparency, recreation, and tech-
nology on campus. But listening to Steve 
Jobs’s philosophy behind the design re-
veals something deeper — that its layout 
was designed to foster "forced collisions 
of people," because "the best meetings 
were meetings that happened spontane-
ously in the hallway."

Imagine what could happen if the ad-
vanced physics student and the photogra-
phy student had meaningful collisions in 
the average American high school. What if 
they did by design — if their classwork 
wove together diverse content and skills 
intentionally and elegantly? What would 
young people see as possible? They might 
come to understand that the lines between 
music, math, physics, and art are much 
blurrier than textbooks make them appear. 
Schools could be the breeding ground for 
a new millennium of Renaissance young 
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men and women where creating some-
thing trumps memorizing it.

Ogling Google: Holistic environments and a 
playful culture 

This $30 billion game-changing technologi-
cal company realizes that valuable innova-
tions are born from serious play, deep 
teamwork, and a holistically engaged (and 
cared for) staff. A tour of Google’s Chicago 
office we took with a group of educators 
and educational architects revealed many 
things, such as the power of allowing em-
ployees to control their spaces and ex-
pressing local character in a global com-
pany.

A playful strain runs through Google’s of-
fice culture. In particular, we remember 
"Bloxes," a type of giant interlocking card-
board boxes used to stimulate brainstorms 
and create ad hoc work spaces. The solo 
software engineer holed up in a cubicle 
has been replaced by an affable crew of 
makers of digital software and physical 
sculpture. In fact, Bloxes were the product 
of an art project by the Apple innovator Jef 
Raskin.

Imagine what might happen if students 
had this same power to edit and make 

their own spaces within the school environ-
ment. A tree fort in younger years might be 
the precursor to a dorm room venture, en-
trepreneurial hub, or Bloxes project room.

The work of play and the play of work

There is much to learn from our innovative 
corporate giants, and some schools are al-
ready taking note. But ironically, the true 
genius of these work spaces is how 
they’ve been inspired by lessons from chil-
dren. (The ability of top executives to incor-
porate playfulness and internal strategy 
has even become a topic of discussion for 
major corporations.) Yes, school designers 
and leaders should make learning environ-
ments that reflect dynamic workplaces. 
But school leaders would be remiss if they 
didn’t critically re-examine (and support) 
the power of play and creative arts that 
these leaders have gleaned from them.

As we’ve learned from some of our most 
innovative companies, the creation of new 
spaces is truly an exploration of culture. 
What are the school environments in your 
community telling you? Telling your young 
people? It is time to re-imagine and invest 
in schools and spaces ripe for creativity 
and cross-pollination.
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High Tech High CEO Larry Rosenstock describes a vision for 
education that embraces learning that flows from personal inter-
ests, passion for discovery, and a celebration of art, technol-
ogy, and craftsmanship.

Movie 2.5 Project Based Learning



Celestine Prophecy

The Celestine Prophecy anf Cosmic Synchronicity

By Norman Geisler & Malcolm Armstrong 

The 1960s saw a paradigm shift, an “emerging spiritual awareness” that today has 
reached widespread acceptance in the New Age movement. It is a search for a utopia that 
devotees are convinced will be ushered in by human beings. This new sense of “cosmic 
consciousness” is epitomized in James Redfield’s The Celestine Prophecy. 

Millions of copies of this book have been sold, which is evidence that New Age thinking 
has filtered into every fabric of society. Why is The Celestine Prophecy resonating with peo-
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ple from all walks of life? To understand the phenomenal success of The Celestine Proph-
ecy we must first understand how its author has captured the spirit of our age. 

James Redfield was born in 1950 and grew up in a rural area near Birmingham, Alabama. 
He was brought up in a Methodist church, but because the church could not adequately 
answer his spiritual questions, he studied Eastern philosophies. He majored in sociology 
at Auburn University and graduated with a Master’s degree in counseling in 1975. For 
more than 15 years, he was a therapist for abused adolescents. Meanwhile, he was drawn 
into the human potential movement and to the work of Carl Jung. In 1989 Redfield quit his 
job as a therapist to write full-time. 

During the writing of The Celestine Prophecy he visited Sedona, Arizona, a New Age 
mecca known for its supposed high-energy vortexes. While there, Redfield claims he was 
miraculously healed of a foot injury. He also claims to have learned of his past lives. In 
1992, he sunk his life savings into printing 3,000 copies of The Celestine Prophecy. Ped-
dling the paperback to New Age bookstores, he managed to sell over 100,000 copies 
within six months. Seeing the book’s potential, Warner Books bought the rights to it in 
1994 for $1,000,000.

Within four years the book sold nearly five million copies in more than 40 countries. It 
stayed on The New York Times best seller list for more then three years, and Redfield be-
came the world’s best-selling hardcover author in 1996. He is also the author of follow-up 
books such as The Celestine Prophecy: An Experiential Guide (1995); The Celestine Proph-
ecy: A Pocket Guide to the Nine Insights (1996); The Tenth Insight: Holding the Vision 
(1996); The Celestine Vision (1997); The Tenth Insight: Holding the Vision: A Pocket Guide 
(1997); and The Secret of Shambhala: In Search of the Eleventh Insight (1999), as well as 
supplementary audio tapes. 

The Celestine Prophecy tells the story of a “Manuscript” that was allegedly composed by 
Mayans in the Peruvian Andes around 600 B.C. Although the Manuscript was found in 
these “Celestine Ruins” of Mayan and later Incan use, oddly enough it was written in Ara-
maic. According to the book, this substantiates the authenticity of the Manuscript since 
“much of the Old Testament” was written in Aramaic. The Manuscript claims to contain the 
secrets of human existence recorded in “Twelve Insights,” nine of which are presented in 
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The Celestine Prophecy. We now turn to a review of the book itself and the additional two 
Insights that have been disclosed thus far in sequels.

CRITIQUE 

As we address each Insight, we will begin with a direct quote about the Insight from Red-
field’s book The Celestine Prophecy: An Experiential Guide. This will be followed by a plot 
description, a delineation of what the particular Insight entails, and a brief response. 

The First Insight: A Critical Mass — Coincidences That Shape Our Lives — Answering the 
Question When and How. A new spiritual awakening is occurring in human culture, an 
awakening brought about by a critical mass of individuals who experience their lives as a 
spiritual unfolding, a journey in which we are led forward by mysterious coincidences. 

The Celestine Prophecy, written in the first person, opens with the main character en route 
to meet an old friend named Charlene. Although this main character is never named, it ap-
pears that he is a projection of Redfield since they share similar traits and experiences. 
Charlene tells him about an ancient “Manuscript,” which the Peruvian government is sup-
pressing at the behest of the Roman Catholic Church. Because of a dream and his curios-
ity, the main character books the next flight to Peru. 

The character soon learns that the First Insight is about an awareness that would develop 
in our own time. Society is currently on the verge of a cultural and spiritual transformation 
— a “renaissance in consciousness.” This transformation is evident because people are 
restless and because coincidences (i.e., synchronicity) are happening more and more fre-
quently. It is explained that “recognizing the importance of coincidence lays the ground 
work for the remaining Insights, which inform us that the universe responds to our con-
sciousness and expectations....”

_____

The Second Insight: The Longer Now — Expanding the Historical Context — Delineating 
the First Insight. This awakening represents the creation of a new, more complete world-
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view, which replaces a five-hundred- year-old preoccupation with secular survival and com-
fort.... 

On the plane to Peru the main character “synchronistically” strikes up a conversation with 
Wayne Dobson, who is an assistant professor of history. Dobson becomes the next person 
to relay an Insight, the 

Second, to our protagonist. On arrival in Peru the main character meets Wilson James, 
who becomes somewhat of a liaison for synthesizing the Insights throughout the book. 

The Second Insight prophetically explains history from A.D. 1000 to the present. It suppos-
edly offers a more correct interpretation of recent history. For example, because of Martin 
Luther, the worldview of the “churchmen” collapsed. A vacuum of uncertainty was cre-
ated, which later was filled by the scientific method. This supposedly explains our current 
preoccupation with materialism.

_____

The Third Insight: A Matter of Energy — The Relationship Between Mind and Energy — 
Answering the Question What. We now experience that we live not in a material universe, 
but in a universe of dynamic energy. Everything extant is a field of sacred energy that we 
can sense and intuit.

Wilson James takes the main character to an awe-inspiring place called Viciente Lodge. 
There the character meets Sarah Lomer, a physics teacher from Maine, who has a trans-
lated copy of the Insight. Gaining the ability from Sarah to see energy by focusing on the 
beauty of nature, the main character sees the energy field around a plant for a moment. 

The Third Insight “describes a new understanding of the physical world,” in which “we hu-
mans will learn to perceive what was formerly an invisible type of energy.” This Insight is 
supposedly supported by two major findings, “those of quantum mechanics and those of 
Albert Einstein.” 

As told by Sarah, “The whole of Einstein’s life’s work was to show that what we perceive 
as hard matter is mostly empty space with a pattern of energy running through it.” Further-
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more, at the subatomic level of quantum physics, “the act of observation itself alters the 
results — positing the theory that these elementary particles are influenced by what the ex-
perimenter expects.”

The Fourth Insight: The Struggle for Power — Competing for Energy — Answering the 
Question Why. To gain energy we tend to manipulate or force others to give us attention 
and thus energy.... 

As the protagonist travels on with Wilson James, they meet Chris Reneau, a psychologist, 
who helps him understand the Fourth Insight. The Insight teaches that one does not need 
to compete for energy since true energy comes from a universal source. 
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The Fifth Insight: Message of the Mystics — Altered States of Consciousness — Elucidat-
ing the Fourth Insight. Insecurity and violence ends when we experience an inner connec-
tion with divine energy within, a connection described by mystics of all traditions. 

While trying to save a friend named Marjorie, the main character is separated from James 
and is now on the run from soldiers. As he contemplates his death, which he thinks is inevi-
table, he has a spiritual experience on a precipice. Later he learns that what happened can 
be described as his ego opening to a transcendent state of “higher self-energy.” After this 
experience, he meets Father Sanchez, a monk who lives in a nearby monastery and who 
explains the Fifth Insight. He also learns about Cardinal Sebastian, the person behind the 
suppression of the Manuscript. 

The character’s vision or mystical experience helps him understand the concept of evolu-
tion; that is, humans are not only evolving physically but also are on the verge of evolving 
spiritually. When his experience ends, he is left “consumed with peace and complete-
ness,” with feelings of “exhilaration,” “enhanced tranquillity,” and “buoyancy.” More impor-
tantly, not only does one receive or absorb energy, but one can also give or project it to 
people and things. This, he learns, is the concept of love. 

_____

The Sixth Insight: Clearing the Past — Control Dramas — Answering the Question How. 
The more we stay connected, the more we are acutely aware of those times when we lose 
connection, usually when we are under stress....Once our manipulations are brought to per-
sonal awareness, our connection becomes more constant and we can discover our own 
growth path in life, and our spiritual mission.... 

The main character now travels with Father Sanchez toward the ruins at Machu Picchu to 
meet Sanchez’s friend, Father Carl. Never found by the Spanish and undiscovered until 
1911, Machu Picchu is located on the eastern side of the Peruvian Andes, 7,800 feet 
above sea level. 

This chapter describes “control dramas” and how they influence us and detract us from 
evolving. Simply stated, control dramas are behaviors we developed from early childhood. 
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They are formed in response to other people’s personality traits, and we eventually form 
our own drama to control others, that is, to get energy from others. The first step in freeing 
ourselves is to become conscious of the problem and understand which of the various 
control dramas our parents possessed. Father Carl explains that the “process of finding 
your true spiritual identity involves looking at your whole life as one long story [including 
past reincarnations]....Begin by asking yourself this question: why was I born to this par-
ticular family?”

_____

The Seventh Insight: Engaging the Flow — Evolving Consciously — Answering the Ques-
tion How. Knowing our personal mission further enhances the flow of mysterious coinci-
dences as we are guided toward our destinies. First we have questions, then dreams, day-
dreams, and intuitions lead us toward the answers which usually are synchronistically pro-
vided by the wisdom of another human being. 

Sanchez teaches the main character how to gain energy so he can let his intuition guide 
him. The latter then decides to go and look for Wilson James. In his search, he is captured 
and “coincidentally” placed in a cell with a native Indian named Pablo. In prison he learns 
why the church is trying to suppress the Manuscript: it teaches evolution is both physical 
and spiritual. 

After having a dream that troubles him, the main character learns from Pablo that the Sev-
enth Insight reveals how to interpret dreams and daydreams. Later, the main character is 
taken from his cell and questioned by a priest, Father Costous, who tells him, “The church 
feels the Manuscript is confusing people. It gives the impression that people can decide 
on their own how to live, without regard to the scriptures.” Then the priest angrily asks a 
question that is never answered: “But from what authority does this Manuscript speak? 
How can it be trusted?”

_____

The Eighth Insight: The Interpersonal Ethic — The New Approach — Elucidating the Sev-
enth Insight. We can increase the frequency of guiding coincidences by uplifting every per-
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son that comes into our lives. Care must be taken not to lose our inner connection in ro-
mantic relationships....By seeing the beauty in every face, we lift others into their wisest 
self, and increase the chances of hearing a synchronistic message. 

The main character is taken by jeep from the jail to see Cardinal Sebastian. With him in the 
jeep is Marjorie, who has become attracted to him. On their way, they manage to escape 
and find themselves in the house of a woman named Karla, who appears to have been ex-
pecting them. Karla reveals the next Insight. With the knowledge of this Insight, the pro-
tagonist becomes aware of the mysterious power that Marjorie seems to hold over him, 
which can stop his evolutionary progression. 

The Insight deals with interactions with strangers and close relationships. Since chance en-
counters do not exist, anyone who crosses our paths has a message for us. It says also 
parents should have only one child so they can focus their energy on that child, thus help-
ing him or her to evolve. The Manuscript goes on to say that problems arise in romantic re-
lationships as a result of power struggles. A further aspect of the Insight is about project-
ing and receiving energy. Julia, a minor character, says, “It’s really a rather hedonistic thing 
to do....The more we can love and appreciate others, the more energy flows into us.” 

The last idea this Insight addresses is “conscious conversation.” This is the ability, in a 
group setting, “to speak up when it is your moment and to project energy when it is some-
one else’s time.” 

_____

The Ninth Insight: The Emerging Culture — Evolutionary Leap — What the Future Holds. 
As we all evolve toward the best completion of our spiritual missions, the technological 
means of survival will be fully automated as humans focus instead on synchronistic 
growth. Such growth will move humans into higher energy states, ultimately transforming 
our bodies into spiritual form and uniting this dimension of existence with the afterlife di-
mension, ending the cycle of birth and death. 

The main character travels with Father Sanchez to see Cardinal Sebastian, hoping to pre-
vent him from destroying the Ninth Insight. Father Sanchez tries to convince the Cardinal 
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that the Manuscript does not violate biblical teachings. In response, Cardinal Sebastian 
says, “This document makes it sound as though humans are in control, as though we are 
in charge of change in the world. We are not. God is.”23 The Cardinal is not convinced 
that the Manuscript has any value or truth. 

Sanchez and the main character then drive to the “Celestine Ruins.” Sanchez explains the 
significance of the ruins, claiming they were built by two different cultures. The first were 
Mayans, who (contrary to all known history) mysteriously vanished in c. 600 B.C. They 
were followed by the Incas, who inhabited the same location. The reason for the Mayans’ 
mysterious disappearance was that they were the first group of people to reach the Ninth 
Insight. 

At the ruins, Julia adds another piece to the puzzle that will enable one to “walk into 
heaven”

Our destiny is to continue to increase our energy level....Whole groups of people, once 
they reach a certain level, will suddenly become invisible to those who are still vibrating at 
a lower level. It will appear to the people on this lower level that the others just disap-
peared, but the group themselves will feel as though they are still right here — only they 
will feel lighter.”

_____

The Tenth Insight: Holding the Vision — Elucidating the Nine Insights — Questions of the 
Afterlife....Each of us comes here on assignment, and as we pull this understanding into 
consciousness, we can remember a fuller birth vision of what we wanted to accomplish 
with our lives. Further, we can remember a common world vision of how we will all work to-
gether to create a new spiritual culture....

In this Insight the main character travels to the Appalachian Mountains in search of Char-
lene, who had first introduced him to the Insights. A select group of scientists and the For-
est Service Rangers now seek to suppress the Insight. 

Essentially, this Insight further develops certain aspects of the previous Insights (especially 
the Eighth); for example, intuition and visualization. Unlike the other Insights, however, it 
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has not been written down. It exists only in the “Afterlife.” The Insight talks of how the 
world will be transformed until it has become spiritual. Not only does this Insight provide a 
fuller understanding of this transformation, but it also expounds on the “Afterlife dimen-
sion.” We learn that in this dimension “you can make anything happen just by wishing it 
so...[however], such creation isn’t fulfilling.” Although this type of manipulation can occur 
in the earthly dimension it happens at a “slower rate.” Such manipulation only becomes ful-
filling when “we first tune into our inner direction and divine guidance...[when] we become 
co-creators with the divine source.”

Our goal in life, with the help of “soul groups,” is to remember our “birth vision.” A birth vi-
sion is what we wanted to get accomplished in this life before we entered this physical 
realm (i.e., in a preincarnate state). Soul groups, people who remain in the Reincarnation 
Afterlife dimension, offer us support and help to attain our birth vision. 

_____ 

The Eleventh Insight: Prayer — Attaining through Visualization — The Method of Holding 
the Vision.... For centuries, religious scriptures, poems, and philosophies have pointed to a 
latent power of mind within all of us that mysteriously helps to affect what occurs in the fu-
ture. It has been called faith power, positive thinking, the power of prayer. We are now tak-
ing this power seriously enough to bring a fuller knowledge of it into public awareness. We 
are finding that this prayer power is a field of intention and moves out from us and can be 
extended and strengthened, especially when we connect with others in a common vi-
sion....

In this Insight the main character travels to Tibet in search of the Kingdom of Shambhala. 
Like the previous Insight, the Eleventh Insight is essentially a commentary on certain as-
pects of the other Insights, particularly on the power of what he calls prayer but what is 
really a form of Eastern/occult meditation. The purpose of this Insight is to show how to ex-
tend “prayer-energy.” This is possible through the process of “visualization” since “every 
thought is a prayer.” We are also informed that “‘all prayers in the Bible are not requests, 
they are affirmations....It merely affirms that these things are ready to happen already, and 
by faithfully assuming that they will, we make it so.”
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RELIGIOUS OPINION

What is it that people from all walks of life find worthy of appreciation within the pages of 
The Celestine Prophecy? For one thing, the book is subtle. Words like karma, reincarna-
tion, and samsara are omitted. This allows Redfield to reach a broader audience, including 
Christians, who may not realize that what he is teaching is contrary to the person and 
teachings of Jesus Christ. Furthermore, The Celestine Prophecy offers meaning to mun-
dane life through the belief in synchronicity. Common experiences such as spontaneous 
eye contact, deja vu, coincidences, dreams, or seeing someone who looks familiar are con-
sidered meaningful signs. Life is no longer seen as boring. The book also appeals to the 
spirit of individuality and anti-authoritarianism: “No one wants to be subservient to anyone 
else any longer.” That includes God. The only “sin” is competing for energy. Finally, life is 
seen as simple. The Celestine Prophecy is appealing because people no longer need to be 
confused by diversity, since diversity is an illusion. 

All of these reasons are symptomatic of something deeper. The problem facing modern hu-
manity is that never before has the average person been confronted with such tumultuous-
ness. We are experiencing information overload. As a result, life has become like listening 
to an orchestra tune up. Not only is the current Zeitgeist (spirit of the age) confused, agnos-
tic, and cynical, but also it is no longer Judeo-Christian. No wonder a book such as The 
Celestine Prophecy is appealing. 

Redfield’s book has become a catalyst for the New Age movement. Indeed this movement 
is developing into one of the most dangerous threats toward the cause of Christ since the 
mystical and Gnostic movements of the early church. Its impact is creating ripples the 
world over, and only time will tell how much damage it will do. 

It should come as no surprise that people who cannot find answers in secularism and can-
not see Christ in the lives of those who claim to believe in Him are searching elsewhere. As 
a result, people are no longer religious, but spiritual. This means no theology, no ethic, no 
ultimate commitment, and no worship. Until we acknowledge and understand our times, 
we will not be able to effectively bring those who are lost to a saving knowledge of Jesus 
Christ. 
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Redfield has constructed a best seller that is built on a prag-
matic and experiential test for truth, and on the presumption 
that pantheism is true. Throughout its pages it contains many 
fallacious arguments, including non sequiturs, contradictions, 
unfalsifiable premises, and ambiguous terminology. Yet Red-
field offers an apologetic against those who disagree with him 
“intellectually.” He says, in the preface of The Celestine Proph-
ecy: An Experiential Guide, “It can be argued that those who 
take a strictly intellectual approach to this subject will be the 
last to get it.” We all have a worldview whereby we interpret 
reality. Do we let the facts speak for themselves, or do we sim-
ply assume our worldview is correct? 

Redfield takes his readers down a fallacious mystical path. We 
do not believe he is intentionally misleading his readers, but 
that he is primarily deceiving himself. No matter what type of 
factual evidence is presented against the “Insights,” many will 
not be convinced because of the powerfully seductive self-
deception that we are divine and possess powers to manipu-
late reality. The will to believe something because it evokes 
feelings of tranquility and hope is all it takes for people to 
abandon their rational faculties. Only the Holy Spirit through 
God’s Word can break through such obduracy. 

Life is really about a 

spiritual unfolding that 

is personal and 

enchanting;  
 
An unfolding that no 

science of philosophy 

or religion has yet fully 

clarified. 
 
- James Redfield
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Nietzsche believed that the central task of philosophy was to 
teach us to 'become who we are'.

Movie 2.6  Philosophy - Nietzsche



Self-Leadership D4

MOD1
CLASS DAY FOUR



Question:  Dr. Cornel West, would you please describe your 
upbringing?

Cornel West: Well, one, of course, I'm my momma's child and 
my daddy's kid. Irene and the late Clifton West. That West fam-
ily is just so precious. I was saturated with love that's beyond 
description; I don't have the language; words cannot convey 
the kind of love that I received, and it was inseparable from 
Shiloh Baptist Church: Reverend Willie P. Cooke, my pastor; 
head of the deacon board, Deacon Hinton; my Sunday School 
teacher Sarah Ray. Fundamental for me. 

My Little League coach Mr. Peters, my cross-country coach 
Bill Mahan. I mean, all of these magnificent human being 
shaped me in fundamental ways. At the same time I was full 
of rage; I had a Robin Hood mentality that I tended to coerce 
people and take their money to make sure that people who 

Too many young fold 

have addiction to 

superficial things... 
 
And not enough 

conviction for 

substantial things like 

justice, truth and love. 
 
- Cornel West
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had no money had something, because I 
couldn't stand to see the weak used and 
abused. And I was wrong to be coercive in 
that way, but I needed to find a positive 
channel for my rage.

I beat up my teacher when I was in the 
third grade, refused to salute the flag. 
Why? I had a great uncle who was 
lynched, and they wrapped his body with 
the U.S. flag as he hung from the tree in 
Jim Crow Texas. It was in my mind at eight 
years old, so I refused to salute the flag. 
Mrs. [IB], lovely teacher that she was, 
slapped me; I had a Joe Frazier counter-
punch, hit her. 

The principal jumped on me, my brother 
and his partner jumped on the principal; a 
riot was on. Got kicked out of school. No 
school would take me. 

My mother was kind enough to have me 
take an I.Q. test; I got about 160-
something, and they said, this little negro 
has some potential. They sent me over to 
another school across the way. 

So I went from the chocolate side of town 
to the vanilla side of town, Earl Warren Ele-
mentary School. Had a wonderful time. 
Two white sisters who were magnificent, 
Nona Sall and Cecilia Angell, helped me 
channel my rage. And so I'm still full of 

rage, but now it's a righteous indignation 
at injustice; it's not the kind of gangster ori-
entation that's full of revenge and bitter-
ness and so forth. That had something to 
do with the power of love, my Christian 
faith, which I hold onto and intend to be 
faithful unto death.

But it's self-styled; it goes through Chekov, 
it goes through Samuel Beckett, who are 
two of the great lapsed Christians, two of 
the great agnostics, probably two of the 
greatest writers of the 20th century, actu-
ally, Chekov and Beckett. Can't live with-
out them. 

Kafka would be the other for me. Another 
agnostic in that sense. Full of love, though. 
Gregor Samsa in the Metamorphosis. Full 
of deep, loving compassion for family, es-
pecially his violin-playing sister Greta. 
They mean much to me. But it's the power 
of love, the power of education connecting 
life of the mind to struggle for justice. 
That's my story.
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His third-grade teacher slapped him when he didn't salute the 
flag, and he hit her back.

Question: Can you describe your upbringing?

Movie 3.1 Cornel West Beat-up His Teacher



Case Studies

A case study is a written description of a problem or situation. Unlike other forms of sto-
ries and narrations, a case study does not include analysis or conclusions, but only the 
facts of a story arranged in a chronological sequence. The purpose of a case study is to 
place participants in the role of decision-makers, asking them to distinguish pertinent from 
peripheral facts, to identify central alternatives among several issues competing for atten-
tion, and to formulate strategies and policy recommendations. The method provides an op-
portunity to sharpen problem-solving skills and to improve the ability to think and reason 
rigorously. 

Most cases depict real situations. In some instances, the data is disguised, and infre-
quently, the case may be fictional. Cases are not intended to be comprehensive or exhaus-
tive. Most cases are snap shots of a particular situation within a complex environment. 
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The focus of a case study is on a main protagonist who is shown at the point of a major de-
cision. Typically, the information presented is only what was available to the protagonist in 
the real situation on which the case is based. Thus, as in real life, important information is 
often unavailable or incomplete. Because a case study describes reality, it may be frustrat-
ing. “Real-life” is ambiguous, and cases reflect that reality. A “right” answer or “correct so-
lution” is rarely apparent. 

Although the case study method is principally used in the development and improvement 
of management skill and leadership ability, its usefulness is not limited to this field. For ex-
ample, case study pedagogy is also used to teach medical diagnosis to doctors, class-
room skills to teachers, and legal decision-making to lawyers. This educational method is 
useful whenever decision-making must be derived primarily from skillful analysis, choice, 
and persuasion. 

The case study method actively engages the participant in these processes: first, in the 
analysis of the facts and details of the case itself; second, in the selection of a strategy; 
and third, in the refinement and defense of the chosen strategy in the discussion group 
and before the class. The case method does not provide a set of solutions, but rather re-
fines the student’s ability to ask the appropriate questions and to make decisions based 
upon his or her answers to those questions. 

Preparation

The case study method is demanding and requires significant preparation time and active 
class participation. It is intended to build on experiences of the class members and to al-
low them to learn from one another as well as from the materials and from faculty mem-
bers. Differences in analysis among participants and faculty members typically arise, and 
conflicting recommendations emerge as participants with varied perspectives, experi-
ences and professional responsibilities consider the case. 

Preparation of a case for class discussion varies with the background, concerns, and natu-
ral interests of participants. In general, it is helpful to follow these steps: 
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1. Skim the text quickly to establish the broad issues of the case and the types of in-
formation presented for analysis. 

2. Reread the case very carefully, underlining key facts as you go. 

3. Note on scratch paper the key problems. Then go through the case again and sort 
out the relevant considerations and decisions for each problem area. 

4. Prioritize these problems and alternatives. 

5. Develop a set of recommendations to address these problems. 

6. Evaluate your decisions. 

 
Another useful education exercise is to write an analysis of the case. In business, as in 
many other fields, recommendations are written, even if first presented orally. To enable 
the reader to quickly focus on important points and to find things within the document 
without having to read every word, it is best to write a case analysis in outline form, with 
the liberal use of sub-headings and sufficient tables and charts to illustrate points and rela-
tionships. 

Participation 

Much of the richness of the case study method comes from the class discussion of the 
cases. The differences which emerge though discussion add richness and dimension to 
consideration of the issues. It is often helpful to meet with a small number of participants 
before class to review data, compare analyses, and discuss strategies. This is the time to 
test and refine your choice of strategies, and to explore and enrich your understanding of 
the issues in the case through the perspectives of others. 

The faculty member’s role is to involve many participants in presenting and defending their 
analyses and recommendations. The faculty member moderates discussion, calling on par-
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ticipants, guiding the discussion, asking questions, and synthesizing comments. Discus-
sion is intended to develop and test the nature and implications of alternate solutions. 

The success of a case study class depends largely on your active and vigorous participa-
tion. Remember to: 

1. Assert your ideas and prepare to support them. 

2. Listen to others and evaluate their positions. 

3. Keep an open mind and be willing to change it with new insights or evidence. 

4. Make a decision; avoid equivocating. 

5. Enjoy yourself. 

General Notes on Case Studies 

A case should seem difficult. If a case seems difficult, it is invariably because the student 
is thinking and has recognized a need for additional information. There is no such thing as 
a state of perfect knowledge and all decisions are made under varying degrees of uncer-
tainty. It is just as important to know what information is missing, and its relative impor-
tance, as it is to be able to decide upon a course of action. 

All cases are not meant to be alike. All cases do not require identical emphasis. Many stu-
dents who enjoy case analysis in one discipline, may be frustrated by cases in another 
field. In certain disciplines, problem identification and definition alone may be emphasized 
because of the nature of the discipline; in other fields problems may be elusive but solu-
tions relatively obvious. Development of alternatives may be emphasized to a greater de-
gree in certain other cases. 

Cases offer multiple perspectives. Although a case is traditionally written from the view-
point of a main protagonist, each case includes a variety of characters with major and mi-
nor roles. It is often equally productive to analyze those characters’ perspectives, prob-
lems, challenges, and opportunities. 

68



Half of the value is in the discussion. Although much can be 
derived from simply reading cases, much of the true benefit of 
cases comes from discussion. The case method allows partici-
pants to learn from one another as well as from the materials 
and faculty members. It allows for a sharing of varied perspec-
tives and values in a non-threatening discussion format not or-
dinarily found in non-classroom settings. 

Case discussions vary. No two class discussions of a case are 
the same. Professors who teach cases often can attest to the 
variety of possible outcomes inherent in any case discussion. 
New students bring new insights, which make case teaching 
as educational for the professor as for the students. 

Debate, and 

divergence of views, 

can only enrich our 

history and culture. 
 
- Ibrahim Babangida
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There are special moments that pull everything we have 
learned into focus. When theory, practice, experience and tal-
ent all come to one sharp point -- a decision that shapes a de-
finitive course of action. When it's no longer an issue of what 
can be done, but of what you will do.

Movie 3.2  Case Method: Entrepreneurial



Discover Authenticity

As you read this article, think about the basis for your leadership development and the 
path you need to follow to become an authentic leader. 

Then ask yourself these questions:

1. Which people and experiences in your early life had the greatest impact on you?

2. What tools do you use to become self-aware?

3. What is your authentic self? 

4. What are the moments when you say to yourself, this is the real me?
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3. What are your most deeply held values? 

4. Where did they come from? 

5. Have your values changed significantly since childhood? 

6. How do your values inform your actions?

4. What motivates you extrinsically? 

5. What are your intrinsic motivations? 

6. How do you balance extrinsic and intrinsic motivation?

7. What kind of support team do you have? 

8. How does your support team help make you authentic? 

9. How should you diversify your team?

10. Is your life integrated? 

11.  What does being authentic mean in your life? 

12.  Are you more effective when you behave authentically? 

13.  Have you ever paid a price for your authenticity? 

14. Was it worth it?

15. Are you able to be the same person in all aspects of your 
life—personal, work, family, and community? If not, what 
is holding you back?

What steps can you take today, tomorrow, and over the next 
year to develop your authentic leadership?

Science is more than a 

body of knowledge.  

It’s a way of thinking...  
 
A way of skeptically 

interrogating the 

universe. 
 
- Carl Sagan
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Discovering Your Authentic Leadership

by George, Sims, McLean and Mayer

During the past 50 years, leadership scholars have conducted more than 1,000 studies in 
an attempt to determine the definitive styles, characteristics, or personality traits of great 
leaders. None of these studies has produced a clear profile of the ideal leader. Thank good-
ness. If scholars had produced a cookie-cutter leadership style, individuals would be for-
ever trying to imitate it. They would make themselves into personae, not people, and oth-
ers would see through them immediately.

No one can be authentic by trying to imitate someone else. You can learn from others’ ex-
periences, but there is no way you can be successful when you are trying to be like them. 
People trust you when you are genuine and authentic, not a replica of someone else. Am-
gen CEO and president Kevin Sharer, who gained priceless experience working as Jack 
Welch’s assistant in the 1980s, saw the downside of GE’s cult of personality in those days. 
“Everyone wanted to be like Jack,” he explains. “Leadership has many voices. You need 
to be who you are, not try to emulate somebody else.”

Over the past five years, people have developed a deep distrust of leaders. It is increas-
ingly evident that we need a new kind of business leader in the twenty-first century. In 
2003, Bill George’s book, Authentic Leadership: Rediscovering the Secrets to Creating 
Lasting Value, challenged a new generation to lead authentically. Authentic leaders demon-
strate a passion for their purpose, practice their values consistently, and lead with their 
hearts as well as their heads. They establish long-term, meaningful relationships and have 
the self-discipline to get results. They know who they are.

Many readers of Authentic Leadership, including several CEOs, indicated that they had a 
tremendous desire to become authentic leaders and wanted to know how. As a result, our 
research team set out to answer the question, “How can people become and remain 
authentic leaders?” We interviewed 125 leaders to learn how they developed their leader-
ship abilities. These interviews constitute the largest in-depth study of leadership develop-
ment ever undertaken. Our interviewees discussed openly and honestly how they realized 
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their potential and candidly shared their life 
stories, personal struggles, failures, and tri-
umphs.

The people we talked with ranged in age 
from 23 to 93, with no fewer than 15 per 
decade. They were chosen based on their 
reputations for authenticity and effective-
ness as leaders, as well as our personal 
knowledge of them. We also solicited rec-
ommendations from other leaders and aca-
demics. The resulting group includes 
women and men from a diverse array of ra-
cial, religious, and socioeconomic back-
grounds and nationalities. Half of them are 
CEOs, and the other half comprises a 
range of profit and nonprofit leaders, mid-
career leaders, and young leaders just 
starting on their journeys.

After interviewing these individuals, we be-
lieve we understand why more than 1,000 
studies have not produced a profile of an 
ideal leader. Analyzing 3,000 pages of tran-
scripts, our team was startled to see that 
these people did not identify any universal 
characteristics, traits, skills, or styles that 
led to their success. Rather, their leader-
ship emerged from their life stories. Con-
sciously and subconsciously, they were 
constantly testing themselves through 
real-world experiences and reframing their 
life stories to understand who they were at 

their core. In doing so, they discovered the 
purpose of their leadership and learned 
that being authentic made them more ef-
fective.

Analyzing 3,000 pages of transcripts, our 
team was startled to see you do not have 
to be born with specific characteristics or 
traits of a leader. Leadership emerges from 
your life story.

These findings are extremely encouraging: 
You do not have to be born with specific 
characteristics or traits of a leader. You do 
not have to wait for a tap on the shoulder. 
You do not have to be at the top of your or-
ganization. Instead, you can discover your 
potential right now. As one of our interview-
ees, Young & Rubicam chairman and CEO 
Ann Fudge, said, “All of us have the spark 
of leadership in us, whether it is in busi-
ness, in government, or as a nonprofit vol-
unteer. The challenge is to understand our-
selves well enough to discover where we 
can use our leadership gifts to serve oth-
ers.”

Discovering your authentic leadership re-
quires a commitment to developing your-
self. Like musicians and athletes, you must 
devote yourself to a lifetime of realizing 
your potential. Most people Kroger CEO 
David Dillon has seen become good lead-
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ers were self-taught. Dillon said, “The ad-
vice I give to individuals in our company is 
not to expect the company to hand you a 
development plan. You need to take re-
sponsibility for developing yourself.” more

In the following pages, we draw upon les-
sons from our interviews to describe how 
people become authentic leaders. First 
and most important, they frame their life 
stories in ways that allow them to see 
themselves not as passive observers of 
their lives but rather as individuals who 
can develop self-awareness from their ex-
periences. Authentic leaders act on that 
awareness by practicing their values and 
principles, sometimes at substantial risk to 
themselves. They are careful to balance 
their motivations so that they are driven by 
these inner values as much as by a desire 
for external rewards or recognition. Authen-
tic leaders also keep a strong support 
team around them, ensuring that they live 
integrated, grounded lives.

Learning from Your Life Story

The journey to authentic leadership begins 
with understanding the story of your life. 
Your life story provides the context for your 
experiences, and through it, you can find 
the inspiration to make an impact in the 

world. As the novelist John Barth once 
wrote, “The story of your life is not your 
life. It is your story.” In other words, it is 
your personal narrative that matters, not 
the mere facts of your life. Your life narra-
tive is like a permanent recording playing 
in your head. Over and over, you replay the 
events and personal interactions that are 
important to your life, attempting to make 
sense of them to find your place in the 
world.

While the life stories of authentic leaders 
cover the full spectrum of experiences—in-
cluding the positive impact of parents, ath-
letic coaches, teachers, and mentors; 
many leaders reported that their motiva-
tion came from a difficult experience in 
their lives. They described the transforma-
tive effects of the loss of a job; personal ill-
ness; the untimely death of a close friend 
or relative; and feelings of being excluded, 
discriminated against, and rejected by 
peers. Rather than seeing themselves as 
victims, though, authentic leaders used 
these formative experiences to give mean-
ing to their lives. They reframed these 
events to rise above their challenges and 
to discover their passion to lead.

Let’s focus now on one leader in particular.
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Novartis chairman and CEO Daniel Vasella, 
whose life story was one of the most diffi-
cult of all the people we interviewed. He 
emerged from extreme challenges in his 
youth to reach the pinnacle of the global 
pharmaceutical industry, a trajectory that 
illustrates the trials many leaders have to 
go through on their journeys to authentic 
leadership.

Vasella was born in 1953 to a modest fam-
ily in Fribourg, Switzerland. His early years 
were filled with medical problems that 
stoked his passion to become a physician. 
His first recollections were of a hospital 
where he was admitted at age four when 
he suffered from food poisoning. Falling ill 
with asthma at age five, he was sent alone 
to the mountains of eastern Switzerland 
for two summers. He found the four-month 
separations from his parents especially dif-
ficult because his caretaker had an alcohol 
problem and was unresponsive to his 
needs.

At age eight, Vasella had tuberculosis, fol-
lowed by meningitis, and was sent to a 
sanatorium for a year. Lonely and home-
sick, he suffered a great deal that year, as 
his parents rarely visited him. He still re-
members the pain and fear when the 
nurses held him down during the lumbar 
punctures so that he would not move. One 

day, a new physician arrived and took time 
to explain each step of the procedure. 
Vasella asked the doctor if he could hold a 
nurse’s hand rather than being held down. 
“The amazing thing is that this time the pro-
cedure didn’t hurt,” Vasella recalls. “After-
ward, the doctor asked me, ‘How was 
that?’ I reached up and gave him a big 
hug. These human gestures of forgiveness, 
caring, and compassion made a deep im-
pression on me and on the kind of person I 
wanted to become.”

Throughout his early years, Vasella’s life 
continued to be unsettled. When he was 
ten, his 18-year-old sister passed away af-
ter suffering from cancer for two years. 
Three years later, his father died in surgery. 
To support the family, his mother went to 
work in a distant town and came home 
only once every three weeks. Left to him-
self, he and his friends held beer parties 
and got into frequent fights. This lasted for 
three years until he met his first girlfriend, 
whose affection changed his life.

At 20, Vasella entered medical school, later 
graduating with honors. During medical 
school, he sought out psychotherapy so 
he could come to terms with his early expe-
riences and not feel like a victim. Through 
analysis, he reframed his life story and real-
ized that he wanted to help a wider range 
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of people than he could as an individual 
practitioner. Upon completion of his resi-
dency, he applied to become chief physi-
cian at the University of Zurich; however, 
the search committee considered him too 
young for the position. more

Disappointed but not surprised, Vasella de-
cided to use his abilities to increase his im-
pact on medicine. At that time, he had a 
growing fascination with finance and busi-
ness. He talked with the head of the phar-
maceutical division of Sandoz, who offered 
him the opportunity to join the company’s 
U.S. affiliate. In his five years in the United 
States, Vasella flourished in the stimulating 
environment, first as a sales representative 
and later as a product manager, and ad-
vanced rapidly through the Sandoz market-
ing organization.

When Sandoz merged with Ciba-Geigy in 
1996, Vasella was named CEO of the com-
bined companies, now called Novartis, de-
spite his young age and limited experi-
ence. Once in the CEO’s role, Vasella blos-
somed as a leader. He envisioned the op-
portunity to build a great global health care 
company that could help people through 
lifesaving new drugs, such as Gleevec, 
which has proved to be highly effective for 
patients with chronic myeloid leukemia. 
Drawing on the physician role models of 

his youth, he built an entirely new Novartis 
culture centered on compassion, compe-
tence, and competition. These moves es-
tablished Novartis as a giant in the indus-
try and Vasella as a compassionate leader.

Vasella’s experience is just one of dozens 
provided by authentic leaders who traced 
their inspiration directly from their life sto-
ries. Asked what empowered them to lead, 
these leaders consistently replied that they 
found their strength through transformative 
experiences. Those experiences enabled 
them to understand the deeper purpose of 
their leadership.

Knowing Your Authentic Self

When the 75 members of Stanford Gradu-
ate School of Business’s Advisory Council 
were asked to recommend the most impor-
tant capability for leaders to develop, their 
answer was nearly unanimous: self-
awareness. Yet many leaders, especially 
those early in their careers, are trying so 
hard to establish themselves in the world 
that they leave little time for self-
exploration. They strive to achieve success 
in tangible ways that are recognized in the 
external world—money, fame, power, 
status, or a rising stock price. Often their 
drive enables them to be professionally 
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successful for a while, but they are unable 
to sustain that success. As they age, they 
may find something is missing in their lives 
and realize they are holding back from be-
ing the person they want to be. Knowing 
their authentic selves requires the courage 
and honesty to open up and examine their 
experiences. As they do so, leaders be-
come more humane and willing to be vul-
nerable.

When the 75 members of Stanford Graduate 
School of Business’s Advisory Council were 
asked to recommend the most important ca-
pability for leaders to develop, their answer 
was nearly unanimous: self-awareness.

Of all the leaders we interviewed, David 
Pottruck, former CEO of Charles Schwab, 
had one of the most persistent journeys to 
self-awareness. An all-league football 
player in high school, Pottruck became 
MVP of his college team at the University 
of Pennsylvania. After completing his MBA 
at Wharton and a stint with Citigroup, he 
joined Charles Schwab as head of market-
ing, moving from New York to San Fran-
cisco. An extremely hard worker, Pottruck 
could not understand why his new col-
leagues resented the long hours he put in 
and his aggressiveness in pushing for re-
sults. “I thought my accomplishments 
would speak for themselves,” he said. “It 

never occurred to me that my level of en-
ergy would intimidate and offend other peo-
ple, because in my mind I was trying to 
help the company.”

Pottruck was shocked when his boss told 
him, “Dave, your colleagues do not trust 
you.” As he recalled, “That feedback was 
like a dagger to my heart. I was in denial, 
as I didn’t see myself as others saw me. I 
became a lightning rod for friction, but I 
had no idea how self-serving I looked to 
other people. Still, somewhere in my inner 
core the feedback resonated as true.” Pot-
truck realized that he could not succeed 
unless he identified and overcame his 
blind spots.

Denial can be the greatest hurdle that lead-
ers face in becoming self-aware. They all 
have egos that need to be stroked, insecu-
rities that need to be smoothed, fears that 
need to be allayed. Authentic leaders real-
ize that they have to be willing to listen to 
feedback—especially the kind they don’t 
want to hear. It was only after his second 
divorce that Pottruck finally was able to ac-
knowledge that he still had large blind 
spots: “After my second marriage fell 
apart, I thought I had a wife-selection prob-
lem.” Then he worked with a counselor 
who delivered some hard truths: “The 
good news is you do not have a wife-
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selection problem; the bad news is you 
have a husband-behavior problem.” Pot-
truck then made a determined effort to 
change. As he described it, “I was like a 
guy who has had three heart attacks and 
finally realizes he has to quit smoking and 
lose some weight.”

Denial can be the greatest hurdle that lead-
ers face in becoming self-aware.

These days Pottruck is happily remarried 
and listens carefully when his wife offers 
constructive feedback. He acknowledges 
that he falls back on his old habits at 
times, particularly in high stress situations, 
but now he has developed ways of coping 
with stress. “I have had enough success in 
life to have that foundation of self-respect, 
so I can take the criticism and not deny it. I 
have finally learned to tolerate my failures 
and disappointments and not beat myself 
up.”

Practicing Your Values and Principles

The values that form the basis for authen-
tic leadership are derived from your beliefs 
and convictions, but you will not know 
what your true values are until they are 
tested under pressure. It is relatively easy 
to list your values and to live by them 

when things are going well. When your suc-
cess, your career, or even your life hangs 
in the balance, you learn what is most im-
portant, what you are prepared to sacri-
fice, and what trade-offs you are willing to 
make.

Leadership principles are values translated 
into action. Having a solid base of values 
and testing them under fire enables you to 
develop the principles you will use in lead-
ing. For example, a value such as “con-
cern for others” might be translated into a 
leadership principle such as “create a work 
environment where people are respected 
for their contributions, provided job secu-
rity, and allowed to fulfill their potential.”

Consider Jon Huntsman, the founder and 
chairman of Huntsman Corporation. His 
moral values were deeply challenged when 
he worked for the Nixon administration in 
1972, shortly before Watergate. After a 
brief stint in the U.S. Department of 
Health, Education, and Welfare (HEW), he 
took a job under H.R. Haldeman, President 
Nixon’s powerful chief of staff. Huntsman 
said he found the experience of taking or-
ders from Haldeman “very mixed. I wasn’t 
geared to take orders, irrespective of 
whether they were ethically or morally 
right.” He explained, “We had a few 
clashes, as plenty of things that Haldeman 
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wanted to do were questionable. An 
amoral atmosphere permeated the White 
House.”

One day, Haldeman directed Huntsman to 
help him entrap a California congressman 
who had been opposing a White House ini-
tiative. The congressman was part owner 
of a plant that reportedly employed un-
documented workers. To gather informa-
tion to embarrass the congressman, Halde-
man told Huntsman to get the plant man-
ager of a company Huntsman owned to 
place some undocumented workers at the 
congressman’s plant in an undercover op-
eration.

“There are times when we react too 
quickly and fail to realize immediately what 
is right and wrong,” Huntsman recalled. 
“This was one of those times when I didn’t 
think it through. I knew instinctively it was 
wrong, but it took a few minutes for the no-
tion to percolate. After 15 minutes, my in-
ner moral compass made itself noticed 
and enabled me to recognize this wasn’t 
the right thing to do. Values that had ac-
companied me since childhood kicked in. 
Halfway through my conversation with our 
plant manager, I said to him, ‘Let’s not do 
this. I don’t want to play this game. Forget 
that I called.’”

Huntsman told Haldeman that he would 
not use his employees in this way. “Here I 
was saying no to the second most power-
ful person in the country. He didn’t appreci-
ate responses like that, as he viewed them 
as signs of disloyalty. I might as well have 
been saying farewell. So be it. I left within 
the next six months.”

Balancing Your Extrinsic and Intrinsic Mo-
tivations

Because authentic leaders need to sustain 
high levels of motivation and keep their 
lives in balance, it is critically important for 
them to understand what drives them. 
There are two types of motivations—extrin-
sic and intrinsic. Although they are reluc-
tant to admit it, many leaders are propelled 
to achieve by measuring their success 
against the outside world’s parameters. 
They enjoy the recognition and status that 
come with promotions and financial re-
wards. Intrinsic motivations, on the other 
hand, are derived from their sense of the 
meaning of their life. They are closely 
linked to one’s life story and the way one 
frames it. Examples include personal 
growth, helping other people develop, tak-
ing on social causes, and making a differ-
ence in the world. The key is to find a bal-
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ance between your desires for external vali-
dation and the intrinsic motivations that 
provide fulfillment in your work.

Many interviewees advised aspiring lead-
ers to be wary of getting caught up in so-
cial, peer, or parental expectations. Debra 
Dunn, who has worked in Silicon Valley for 
decades as a Hewlett-Packard executive, 
acknowledged the constant pressures 
from external sources: “The path of accu-
mulating material possessions is clearly 
laid out. You know how to measure it. If 
you don’t pursue that path, people wonder 
what is wrong with you. The only way to 
avoid getting caught up in materialism is to 
understand where you find happiness and 
fulfillment.” more

Moving away from the external validation 
of personal achievement is not always 
easy. Achievement-oriented leaders grow 
so accustomed to successive accomplish-
ments throughout their early years that it 
takes courage to pursue their intrinsic moti-
vations. But at some point, most leaders 
recognize that they need to address more 
difficult questions in order to pursue truly 
meaningful success. McKinsey’s Alice 
Woodwark, who at 29 has already 
achieved notable success, reflected: “My 
version of achievement was pretty naive, 
born of things I learned early in life about 

praise and being valued. But if you’re just 
chasing the rabbit around the course, 
you’re not running toward anything mean-
ingful.”

Intrinsic motivations are congruent with 
your values and are more fulfilling than ex-
trinsic motivations. John Thain, CEO of the 
New York Stock Exchange, said, “I am mo-
tivated by doing a really good job at what-
ever I am doing, but I prefer to multiply my 
impact on society through a group of peo-
ple.” Or as Ann Moore, chairman and CEO 
of Time, put it, “I came here 25 years ago 
solely because I loved magazines and the 
publishing world.” Moore had a dozen job 
offers after business school but took the 
lowest-paying one with Time because of 
her passion for publishing.

Building Your Support Team

Leaders cannot succeed on their own; 
even the most outwardly confident execu-
tives need support and advice. Without 
strong relationships to provide perspec-
tive, it is very easy to lose your way.

Authentic leaders build extraordinary sup-
port teams to help them stay on course. 
Those teams counsel them in times of un-
certainty, help them in times of difficulty, 
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and celebrate with them in times of suc-
cess. After their hardest days, leaders find 
comfort in being with people on whom 
they can rely so they can be open and vul-
nerable. During the low points, they cher-
ish the friends who appreciate them for 
who they are, not what they are. Authentic 
leaders find that their support teams pro-
vide affirmation, advice, perspective, and 
calls for course corrections when needed.

How do you go about building your sup-
port team? Most authentic leaders have a 
multifaceted support structure that in-
cludes their spouses or significant others, 
families, mentors, close friends, and col-
leagues. They build their networks over 
time, as the experiences, shared histories, 
and openness with people close to them 
create the trust and confidence they need 
in times of trial and uncertainty. Leaders 
must give as much to their supporters as 
they get from them so that mutually benefi-
cial relationships can develop.

It starts with having at least one person in 
your life with whom you can be completely 
yourself, warts and all, and still be ac-
cepted unconditionally. Often that person 
is the only one who can tell you the honest 
truth. Most leaders have their closest rela-
tionships with their spouses, although 
some develop these bonds with another 

family member, a close friend, or a trusted 
mentor. When leaders can rely on uncondi-
tional support, they are more likely to ac-
cept themselves for who they really are.

Many relationships grow over time through 
an expression of shared values and a com-
mon purpose. Randy Komisar of venture 
capital firm Kleiner Perkins Caufield & By-
ers said his marriage to Hewlett-Packard’s 
Debra Dunn is lasting because it is rooted 
in similar values. “Debra and I are very in-
dependent but extremely harmonious in 
terms of our personal aspirations, values, 
and principles. We have a strong reso-
nance around questions like, ‘What is your 
legacy in this world?’ It is important to be 
in sync about what we do with our lives.”

Many leaders have had a mentor who 
changed their lives. The best mentoring in-
teractions spark mutual learning, explora-
tion of similar values, and shared enjoy-
ment. If people are only looking for a leg 
up from their mentors, instead of being in-
terested in their mentors’ lives as well, the 
relationships will not last for long. It is the 
two-way nature of the connection that sus-
tains it. more

Personal and professional support groups 
can take many forms. Piper Jaffray’s Tad 
Piper is a member of an Alcoholics Anony-
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mous group. He noted, “These are not 
CEOs. They are just a group of nice, hard-
working people who are trying to stay so-
ber, lead good lives, and work with each 
other about being open, honest, and vul-
nerable. We reinforce each other’s behav-
ior by talking about our chemical depend-
ency in a disciplined way as we go through 
the 12 steps. I feel blessed to be sur-
rounded by people who are thinking about 
those kinds of issues and actually doing 
something, not just talking about them.”

Bill George’s experiences echo Piper’s: In 
1974, he joined a men’s group that formed 
after a weekend retreat. More than 30 
years later, the group is still meeting every 
Wednesday morning. After an opening pe-
riod of catching up on each other’s lives 
and dealing with any particular difficulty 
someone may be facing, one of the 
group’s eight members leads a discussion 
on a topic he has selected. These discus-
sions are open, probing, and often pro-
found. The key to their success is that peo-
ple say what they really believe without 
fear of judgment, criticism, or reprisal. All 
the members consider the group to be one 
of the most important aspects of their 
lives, enabling them to clarify their beliefs, 
values, and understanding of vital issues, 
as well as serving as a source of honest 
feedback when they need it most.

Integrat ing Your L i fe by Stay ing 
Grounded

Integrating their lives is one of the greatest 
challenges leaders face. To lead a bal-
anced life, you need to bring together all of 
its constituent elements—work, family, 
community, and friends—so that you can 
be the same person in each environment. 
Think of your life as a house, with a bed-
room for your personal life, a study for 
your professional life, a family room for 
your family, and a living room to share with 
your friends. Can you knock down the 
walls between these rooms and be the 
same person in each of them?

Think of your life as a house. Can you 
knock down the walls between the rooms 
and be the same person in each of them?

As John Donahoe, president of eBay Mar-
ketplaces and former worldwide managing 
director of Bain, stressed, being authentic 
means maintaining a sense of self no mat-
ter where you are. He warned, “The world 
can shape you if you let it. To have a sense 
of yourself as you live, you must make con-
scious choices. Sometimes the choices 
are really hard, and you make a lot of mis-
takes.”

Authentic leaders have a steady and confi-
dent presence. They do not show up as 
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one person one day and another person 
the next. Integration takes discipline, par-
ticularly during stressful times when it is 
easy to become reactive and slip back into 
bad habits. Donahoe feels strongly that in-
tegrating his life has enabled him to be-
come a more effective leader. “There is no 
nirvana,” he said. “The struggle is con-
stant, as the trade-offs don’t get any easier 
as you get older.” But for authentic lead-
ers, personal and professional lives are not 
a zero-sum game. As Donahoe said, “I 
have no doubt today that my children have 
made me a far more effective leader in the 
workplace. Having a strong personal life 
has made the difference.”

Leading is high-stress work. There is no 
way to avoid stress when you are responsi-
ble for people, organizations, outcomes, 
and managing the constant uncertainties 
of the environment. The higher you go, the 
greater your freedom to control your des-
tiny but also the higher the degree of 
stress. The question is not whether you 
can avoid stress but how you can control it 
to maintain your own sense of equilibrium.

Authentic leaders are constantly aware of 
the importance of staying grounded. Be-
sides spending time with their families and 
close friends, authentic leaders get physi-
cal exercise, engage in spiritual practices, 

do community service, and return to the 
places where they grew up. All are essen-
tial to their effectiveness as leaders, ena-
bling them to sustain their authenticity.

Empowering People to Lead

Now that we have discussed the process 
of discovering your authentic leadership, 
let’s look at how authentic leaders em-
power people in their organizations to 
achieve superior long-term results, which 
is the bottom line for all leaders. more

Authentic leaders recognize that leader-
ship is not about their success or about 
getting loyal subordinates to follow them. 
They know the key to a successful organi-
zation is having empowered leaders at all 
levels, including those who have no direct 
reports. They not only inspire those around 
them, they empower those individuals to 
step up and lead.

A reputation for building relationships and 
empowering people was instrumental in 
chairman and CEO Anne Mulcahy’s stun-
ning turnaround of Xerox. When Mulcahy 
was asked to take the company’s reins 
from her failed predecessor, Xerox had $18 
billion in debt, and all credit lines were ex-
hausted. With the share price in free fall, 
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morale was at an all-time low. To make 
matters worse, the SEC was investigating 
the company’s revenue recognition prac-
tices.

Mulcahy’s appointment came as a surprise 
to everyone—including Mulcahy herself. A 
Xerox veteran, she had worked in field 
sales and on the corporate staff for 25 
years, but not in finance, R&D, or manufac-
turing. How could Mulcahy cope with this 
crisis when she had had no financial experi-
ence? She brought to the CEO role the rela-
tionships she had built over 25 years, an 
impeccable understanding of the organiza-
tion, and, above all, her credibility as an 
authentic leader. She bled for Xerox, and 
everyone knew it. Because of that, they 
were willing to go the extra mile for her.

After her appointment, Mulcahy met per-
sonally with the company’s top 100 execu-
tives to ask them if they would stay with 
the company despite the challenges 
ahead. “I knew there were people who 
weren’t supportive of me,” she said. “So I 
confronted a couple of them and said, 
‘This is about the company.’” The first two 
people Mulcahy talked with, both of whom 
ran big operating units, decided to leave, 
but the remaining 98 committed to stay.

Throughout the crisis, people in Xerox 
were empowered by Mulcahy to step up 
and lead in order to restore the company 
to its former greatness. In the end, her lead-
ership enabled Xerox to avoid bankruptcy 
as she paid back $10 billion in debt and re-
stored revenue growth and profitability 
with a combination of cost savings and in-
novative new products. The stock price tri-
pled as a result.

Like Mulcahy, all leaders have to deliver 
bottom-line results. By creating a virtuous 
circle in which the results reinforce the ef-
fectiveness of their leadership, authentic 
leaders are able to sustain those results 
through good times and bad. Their suc-
cess enables them to attract talented peo-
ple and align employees’ activities with 
shared goals, as they empower others on 
their team to lead by taking on greater chal-
lenges. Indeed, superior results over a sus-
tained period of time is the ultimate mark 
of an authentic leader. It may be possible 
to drive short-term outcomes without be-
ing authentic, but authentic leadership is 
the only way we know to create sustain-
able long-term results.

Superior results over a sustained period of 
time is the ultimate mark of an authentic 
leader.
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For authentic leaders, there are special rewards. No individual 
achievement can equal the pleasure of leading a group of peo-
ple to achieve a worthy goal. When you cross the finish line to-
gether, all the pain and suffering you may have experienced 
quickly vanishes. It is replaced by a deep inner satisfaction 
that you have empowered others and thus made the world a 
better place. That’s the challenge and the fulfillment of authen-
tic leadership.

It is difficult to free 

fools from the chains 

they revere. 
 
- Voltaire
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Sigmund Freud, the inventor of psychoanalysis, appreciated 
the many ways in which our minds are troubled and anxious. It 
isn't us in particular: it's the human condition. 

Movie 3.3  Psychotherapy - Sigmund Freud



Constant Change

Are You Learning as Fast as the World Is Changing?

by Bill Taylor

Tom Kelly, general manager of IDEO, the world-renowned design firm, likes to quote 
French novelist Marcel Proust, who famously said, “The real act of discovery consists not 
in finding new lands but in seeing with new eyes.” 

What goes for novelists goes for leaders searching to craft a novel strategy for their com-
pany, a new product for their customers, or a better way to organize their employees. In a 
world that never stops changing, great leaders never stop learning.
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Today, the challenge for leaders at every 
level is no longer just to out-hustle, out-
muscle, and out-maneuver the competi-
tion. It is to out-think the competition in 
ways big and small, to develop a unique 
point of view about the future and help 
your organization get there before anyone 
else does. Which is why a defining chal-
lenge of leadership is whether you can an-
swer a question that is as simple as it is 
powerful: Are you learning as fast as the 
world is changing?

Of course, learning new things is all about 
exposing yourself to new ideas. So if you 
want to learn faster, you’ve got to think dif-
ferently about where new ideas come from. 
Here are a few ideas I’ve developed over 
the years about what turns leaders into 
learners — three “habits of mind” that will 
help you keep learning as fast as the world 
is changing.

 
First, the best leaders (and learners) have 
the widest field of vision. After Steve Jobs 
died, I, like everyone else, read and 
watched as much as I could about his life 
and work. One of my favorite sources of in-
sights was an old PBS documentary called 
“Triumph of the Nerds,” in which luminar-
ies of Silicon Valley talked about what in-
spired their innovations. As Jobs talked 

about the original Macintosh computer, he 
talked less about semiconductors and soft-
ware than he did about painting, music, 
and art.

“Ultimately it [creativity] comes down to 
taste,” he explained. “It comes down to try-
ing to expose yourself to the best things 
that humans have done and then trying to 
bring those things in to what you’re do-
ing…I think part of what made the Macin-
tosh great was that the people working on 
it were musicians and poets and artists 
and zoologists and historians who also 
happened to be the best computer scien-
tists in the world.”

Translation: You’re not going to learn faster 
(or deeper) than everyone else if you seek in-
spiration from the same sources as every-
one else. Educators know that we learn the 
most when we encounter people, experi-
ences, and ideas that are the least like us. 
And yet, we spend most of our time with 
people and in places that are the most like 
us — our old colleagues, our familiar offices, 
our reassuring neighborhoods. If you want 
to learn faster, look and live more broadly.

Second, and more tactically, the best 
source of new ideas in your field can be 
old ideas from unrelated fields. A few 

90



months ago, after I gave a talk about inno-
vation to a gathering of executives from 
the world of food retailing, one frustrated 
member of the audience asked for some 
advice about dealing with her boss. “My 
boss likes to say, ‘I want a totally new idea 
— and three examples of where that idea 
has worked before.'” The audience roared 
in recognition of the oxymoronic absurdity 
of the boss’s sentiment, as did I.

But then I got to thinking…Often, it turns 
out, a powerful source of “totally new” 
ideas in one industry can be standard oper-
ating procedures from another industry — 
well-established practices that look down-
right revolutionary when you simply move 
them from one place to another.

For example, leaders at Lexus identified all 
sorts of new ideas to reshape the customer 
experience for luxury cars by searching for 
clues at brands such as Four Seasons and 
Apple — companies that were great at what 
they did, even though what they did had 
nothing to do with automobiles. Physicians 
and administrators from London’s Great Or-
mond Street Hospital for Children redes-
igned many of their surgical procedures by 
studying how Ferrari’s Formula One racing 
team handled pit stops.

Sure, there’s always a place for R&D as re-
search & development. But there’s also a 
place for R&D as rip-off and duplicate. 
Ideas that are routine in one industry can 
be revolutionary when they migrate to an-
other industry, especially when they chal-
lenge the prevailing assumptions and con-
ventional wisdom that have come to define 
so many industries.

 
Finally, and most personally, successful 
learners work hard not to be loners. These 
days, the most powerful insights often 
come from the most unexpected places — 
the hidden genius locked inside your com-
pany, the collective genius of customers, 
suppliers, and other smart people who 
would be eager to teach you what they 
know if you simply asked for their insights. 
But tapping this learning resource requires 
a new leadership mindset — enough ambi-
tion to address tough problems, enough 
humility to be willing to learn from every-
one you encounter. Nobody alone learns 
as quickly as everybody together.

We all want to be better leaders. And the 
best leaders, it turns out, are the most insa-
tiable learners. How are you learning as 
fast as the world is changing?
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Ira Glass Speaking on being creative and why it takes so long 
to reach the level you will finally achieve. Persevere and lots of 
work applies to any creative art.

Movie 3.4  Ira Glass on Being Creative



Conflict Strategies

Conflict Strategies for Nice People

by Liane Davey

Do you value friendly relations with your colleagues? Are you proud of being a nice person 
who would never pick a fight?   Unfortunately, you might be just as responsible for group 
dysfunction as your more combative team members. That’s because it’s a problem when 
you shy away from open, healthy conflict about the issues. If you think you’re “taking one 
for the team” by not rocking the boat, you’re deluding yourself.
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Teams need conflict to function effectively.  Conflict allows the team to come to terms with 
difficult situations, to synthesize diverse perspectives, and to make sure solutions are well 
thought-out.   Conflict is uncomfortable, but it is the source of true innovation and also a 
critical process in identifying and mitigating risks.

Still, I meet people every day who admit that they aren’t comfortable with conflict.   They 
worry that disagreeing might hurt someone’s feelings or disrupt harmonious team dynam-
ics. They fret that their perspective isn’t as valid as someone else’s, so they hold back. 
Sure, pulling your punches might help you maintain your self-image as a nice person, but 
you do so at the cost of getting your alternative perspective on the table; at the cost of 
challenging faulty assumptions; and at the cost of highlighting hidden risks.   That’s a high 
cost to pay for nice.

To overcome these problems, we need a new definition of nice. In this version of nice, you 
surface your differences of opinion, you discuss the uncomfortable issues, and you put 
things on the table where they can help your team move forward.

The secret of having healthy conflict and maintaining your self-image as a nice person is 
all in the mindset and the delivery. To start shifting your mindset, think about your value to 
the team not in how often you agree, but in how often you add unique value.   If all you’re 
doing is agreeing with your teammates, you’re redundant. So start by telling yourself “it’s 
my obligation to bring a different perspective than what others are bringing.” Grade your-
self on how much value you bring on a topic.

Here are a few tips on improving your delivery:

1. Use “and,” not “but.” When you need to disagree with someone, express your con-
trary opinion as an “and.” It’s not necessary for someone else to be wrong for you to 
be right.  When you are surprised to hear something a teammate has said, don’t try to 
trump it, just add your reality. “You think we need to leave room in the budget for a cus-
tomer event and I’m concerned that we need that money for employee training. What 
are our options?”. This will engage your teammates in problem solving, which is inher-
ently collaborative instead of combative.
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2. Use hypotheticals. When someone disagrees with you, don’t take them head on; being 
contradicted doesn’t feel very good.  Instead, a useful tactic is to ask about hypotheti-
cal situations and to get them imagining. (Imagining is the opposite of defending, so it 
gets the brain out of a rut.) If you are meeting resistance to your ideas, try asking your 
teammates to imagine a different scenario. “I hear your concern about getting the right 
sales people to pull off this campaign. If we could get the right people…what could 
the campaign look like?

3. Ask about the impact. Directing open-ended questions at your teammate is also 
useful.   If you are concerned about a proposed course of action, ask your teammates 
to think through the impact of implementing their plan. “Ok, we’re contemplating 
launching this product to only our U.S. customers. How is that going to land with our 
two big customers in Latin America?”  This approach feels much less aggressive than 
saying “Our Latin American customers will be angry.”   Anytime you can demonstrate 
that you’re open to ideas and curious about the right approach, it will open up the dis-
cussion (and you’ll preserve your reputation as a nice person).

4. Discuss the underlying issue. Many conflicts spiral out of control because the parties 
involved aren’t on the same page.   If you disagree with a proposed course of action, 
instead of complaining about the solution, start by trying to understand what’s behind 
the suggestion. If you understand the reasoning, you might be able to find another 
way to accomplish the same goal. “I’m surprised you suggested we release the sales 
figures to the whole team. What is your goal in doing that?” Often conflict arises when 
one person tries to solve a problem without giving sufficient thought to the options or 
the impact of those actions.  If you agree that the problem they are trying to solve is im-
portant, you will have common ground from which to start sleuthing toward answers.

5. Ask for help. Another tactic for “nice conflict” is to be mildly self-deprecating and to 
own the misunderstanding.   If something is really surprising to you (e.g., you can’t be-
lieve anyone would propose anything so crazy), say so.  “I’m missing something here. 
Tell me how this will address our sales gap for Q1.” If the person’s idea really doesn’t 
hold water, a series of genuine, open questions that come from a position of helping 
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you understand will likely provide other teammates with 
the chance to help steer the plan in a different direction.

Conflict: presenting a different point of view even when it is 
uncomfortable, is critical to team effectiveness. Diversity of 
thinking on a team is the source of innovation and growth. It is 
also the path to identifying and mitigating risks. If you find 
yourself shying away from conflict, use one of these tech-
niques to make it a little easier.

The alternative is withholding your concerns, taking them up 
outside of the team, and slowly eroding trust and credibility.  
That’s not nice at all.

To practice the 

process of conflict 

resolution... 
 
We must completely 

abandon the goal of 

getting people to do 

what we want.  
 
- Marshall B. Rosenberg
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Nights alone in hotels are both lonely and alienating - and yet 
also strangely intense and illuminating.

Movie 3.5  The Charm of Hotels



Authenticity Paradox

The Authenticity Paradox

by Herminia Ibarra

Authenticity has become the gold standard for leadership. But a simplistic understanding 
of what it means can hinder your growth and limit your impact.

Consider Cynthia, a general manager in a health care organization. Her promotion into that 
role increased her direct reports 10-fold and expanded the range of businesses she over-
saw—and she felt a little shaky about making such a big leap. A strong believer in transpar-
ent, collaborative leadership, she bared her soul to her new employees: “I want to do this 
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job,” she said, “but it’s scary, and I need 
your help.” Her candor backfired; she lost 
credibility with people who wanted and 
needed a confident leader to take charge.

Or take George, a Malaysian executive in 
an auto parts company where people val-
ued a clear chain of command and made 
decisions by consensus. When a Dutch 
multinational with a matrix structure ac-
quired the company, George found himself 
working with peers who saw decision mak-
ing as a freewheeling contest for the best-
debated ideas. That style didn’t come eas-
ily to him, and it contradicted everything 
he had learned about humility growing up 
in his country. In a 360-degree debrief, his 
boss told him that he needed to sell his 
ideas and accomplishments more aggres-
sively. George felt he had to choose be-
tween being a failure and being a fake.

Because going against our natural inclina-
tions can make us feel like impostors, we 
tend to latch on to authenticity as an ex-
cuse for sticking with what’s comfortable. 
But few jobs allow us to do that for long. 
That’s doubly true when we advance in our 
careers or when demands or expectations 
change, as Cynthia, George, and countless 
other executives have discovered.

In my research on leadership transitions, I 
have observed that career advances re-
quire all of us to move way beyond our 
comfort zones. At the same time, however, 
they trigger a strong countervailing im-
pulse to protect our identities: When we 
are unsure of ourselves or our ability to per-
form well or measure up in a new setting, 
we often retreat to familiar behaviors and 
styles.

But my research also demonstrates that 
the moments that most challenge our 
sense of self are the ones that can teach 
us the most about leading effectively. By 
viewing ourselves as works in progress 
and evolving our professional identities 
through trial and error, we can develop a 
personal style that feels right to us and 
suits our organizations’ changing needs.

That takes courage, because learning, by 
definition, starts with unnatural and often 
superficial behaviors that can make us feel 
calculating instead of genuine and sponta-
neous. But the only way to avoid being pi-
geonholed and ultimately become better 
leaders is to do the things that a rigidly 
authentic sense of self would keep us from 
doing.
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Why Leaders Struggle with Authenticity

The word “authentic” traditionally referred to any work of art that is an original, not a copy. 
When used to describe leadership, of course, it has other meanings—and they can be 
problematic. For example, the notion of adhering to one “true self” flies in the face of 
much research on how people evolve with experience, discovering facets of themselves 
they would never have unearthed through introspection alone. And being utterly transpar-
ent—disclosing every single thought and feeling—is both unrealistic and risky.

Leaders today struggle with authenticity for several reasons. First, we make more-frequent 
and more-radical changes in the kinds of work we do. As we strive to improve our game, a 
clear and firm sense of self is a compass that helps us navigate choices and progress to-
ward our goals. But when we’re looking to change our game, a too rigid self-concept be-
comes an anchor that keeps us from sailing forth, as it did at first with Cynthia.

Second, in global business, many of us work with people who don’t share our cultural 
norms and have different expectations for how we should behave. It can often seem as if 
we have to choose between what is expected—and therefore effective—and what feels 
authentic. George is a case in point.
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Third, identities are always on display in to-
day’s world of ubiquitous connectivity and 
social media. How we present our-
selves—not just as executives but as peo-
ple, with quirks and broader interests—has 
become an important aspect of leadership. 
Having to carefully curate a persona that’s 
out there for all to see can clash with our 
private sense of self.

In dozens of interviews with talented execu-
tives facing new expectations, I have 
found that they most often grapple with 
authenticity in the following situations.

Taking charge in an unfamiliar role.

As everyone knows, the first 90 days are 
critical in a new leadership role. First im-
pressions form quickly, and they matter. 
Depending on their personalities, leaders 
respond very differently to the increased 
visibility and performance pressure.

Psychologist Mark Snyder, of the Univer-
sity of Minnesota, identified two psycho-
logical profiles that inform how leaders de-
velop their personal styles. “High self-
monitors”—or chameleons, as I call 
them—are naturally able and willing to 
adapt to the demands of a situation with-
out feeling fake. Chameleons care about 

managing their public image and often 
mask their vulnerability with bluster. They 
may not always get it right the first time, 
but they keep trying on different styles like 
new clothes until they find a good fit for 
themselves and their circumstances. Be-
cause of that flexibility, they often advance 
rapidly. But chameleons can run into prob-
lems when people perceive them as disin-
genuous or lacking a moral center—even 
though they’re expressing their “true” cha-
meleon nature.

“Being authentic doesn’t mean that you 
can be held up to the light and people can 
see right through you.”

By contrast, “true-to-selfers” (Snyder’s 
“low self-monitors”) tend to express what 
they really think and feel, even when it runs 
counter to situational demands. The dan-
ger with true-to-selfers like Cynthia and 
George is that they may stick too long with 
comfortable behavior that prevents them 
from meeting new requirements, instead of 
evolving their style as they gain insight and 
experience.

Cynthia (whom I interviewed after her story 
appeared in a Wall Street Journal article by 
Carol Hymowitz) hemmed herself in like 
this. She thought she was setting herself 
up for success by staying true to her highly 
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personal, full-disclosure style of management. She 
asked her new team for support, openly acknowledg-
ing that she felt a bit at sea. As she scrambled to 
learn unfamiliar aspects of the business, she worked 
tirelessly to contribute to every decision and solve 
every problem. After a few months, she was on the 
verge of burnout. To make matters worse, sharing her 
vulnerability with her team members so early on had 
damaged her standing. Reflecting on her transition 
some years later, Cynthia told me: “Being authentic 
doesn’t mean that you can be held up to the light and 
people can see right through you.” But at the time, 
that was how she saw it—and instead of building 
trust, she made people question her ability to do the 
job.

Delegating and communicating appropriately are only 
part of the problem in a case like this. A deeper-
seated issue is finding the right mix of distance and 
closeness in an unfamiliar situation. Stanford psy-
chologist Deborah Gruenfeld describes this as manag-
ing the tension between authority and approachabil-
ity. To be authoritative, you privilege your knowledge, 
experience, and expertise over the team’s, maintain-
ing a measure of distance. To be approachable, you 
emphasize your relationships with people, their input, 
and their perspective, and you lead with empathy and 
warmth. Getting the balance right presents an acute 
authenticity crisis for true-to-selfers, who typically 
have a strong preference for behaving one way or the 
other. Cynthia made herself too approachable and vul-
nerable, and it undermined and drained her. In her big-
ger role, she needed more distance from her employ-

W h y C o m p a n i e s A r e P u s h i n g 

Authenticity Training

Managers can choose from countless 
books, ar t ic les, and execut ive 
workshops for advice on how to be 
more authentic at work. Two trends 
help explain the exploding popularity 
of the concept and the training 
industry it has fed.

First, trust in business leaders fell to an 
all-time low in 2012, according to the 
Edelman Trust Barometer. Even in 
2013, when trust began to climb back 
up, only 18% of people reported that 
they trusted business leaders to tell the 
truth, and fewer than half trusted 
businesses to do the right thing.

Second, employee engagement is at a 
nadir. A 2013 Gallup poll found that 
only 13% of employees worldwide are 
engaged at work. Only one in eight 
workers—out of roughly 180 million 
employees studied—is psychologically 
committed to his or her job. In study 
after study, frustration, burnout, 
disillusionment, and misalignment with 
personal values are cited among the 
biggest reasons for career change.

At a time when public confidence and 
employee morale are so low, it’s no 
s u r p r i s e t h a t c o m p a n i e s a r e 
encouraging leaders to discover their 
“true” selves.
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ees to gain their confidence and get the 
job done.

Selling your ideas (and yourself).

Leadership growth usually involves a shift 
from having good ideas to pitching them 
to diverse stakeholders. Inexperienced 
leaders, especially true-to-selfers, often 
find the process of getting buy-in distaste-
ful because it feels artificial and political; 
they believe that their work should stand 
on its own merits.

Here’s an example: Anne, a senior man-
ager at a transportation company, had dou-
bled revenue and fundamentally redes-
igned core processes in her unit. Despite 
her obvious accomplishments, however, 
her boss didn’t consider her an inspira-
tional leader. Anne also knew she was not 
communicating effectively in her role as a 
board member of the parent company. The 
chairman, a broad-brush thinker, often be-
came impatient with her detail orientation. 
His feedback to her was “step up, do the 
vision thing.” But to Anne that seemed like 
valuing form over substance. “For me, it is 
manipulation,” she told me in an interview. 
“I can do the storytelling too, but I refuse 
to play on people’s emotions. If the string-
pulling is too obvious, I can’t make myself 

do it.” Like many aspiring leaders, she re-
sisted crafting emotional messages to influ-
ence and inspire others because that felt 
less authentic to her than relying on facts, 
figures, and spreadsheets. As a result, she 
worked at cross-purposes with the board 
chairman, pushing hard on the facts in-
stead of pulling him in as a valued ally.

Many managers know deep down that 
their good ideas and strong potential will 
go unnoticed if they don’t do a better job 
of selling themselves. Still, they can’t bring 
themselves to do it. “I try to build a net-
work based on professionalism and what I 
can deliver for the business, not who I 
know,” one manager told me. “Maybe 
that’s not smart from a career point of 
v iew. But I can ’t go aga ins t my 
beliefs….So I have been more limited in 
‘networking up.’”

Until we see career advancement as a way 
of extending our reach and increasing our 
impact in the organization—a collective 
win, not just a selfish pursuit—we have 
trouble feeling authentic when touting our 
strengths to influential people. True-to-
selfers find it particularly hard to sell them-
selves to senior management when they 
most need to do so: when they are still un-
proven. Research shows, however, that 
this hesitancy disappears as people gain 
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experience and become more certain 
of the value they bring.

Processing negative feedback.

Many successful executives encounter 
serious negative feedback for the first 
time in their careers when they take on 
larger roles or responsibilities. Even 
when the criticisms aren’t exactly new, 
they loom larger because the stakes 
are higher. But leaders often convince 
themselves that dysfunctional aspects 
of their “natural” style are the inevita-
ble price of being effective.

Let’s look at Jacob, a food company 
production manager whose direct re-
ports gave him low marks in a 360 re-
view on emotional intelligence, team 
building, and empowering others. One 
team member wrote that it was hard 
for Jacob to accept criticism. Another 
remarked that after an angry outburst, 
he’d suddenly make a joke as if noth-
ing had happened, not realizing the de-
stabilizing effect of his mood changes 
on those around him. For someone 
who genuinely believed that he’d built 
trust among his people, all this was 
tough to swallow.

The Cultural Factor 
 
Whatever the situation—taking charge in unfamiliar 
territory, selling your ideas and yourself, or processing 
negative feedback—finding authentic ways of being 
effective is even more difficult in a multicultural 
environment.  
 
As my INSEAD colleague Erin Meyer finds in her 
research, styles of persuading others and the kinds of 
arguments that people find persuasive are far from 
universal; they are deeply rooted in a culture’s 
philosophical, religious, and educational assumptions.  
 
That said, prescriptions for how leaders are supposed to 
look and sound are rarely as diverse as the leaders 
themselves. And despite corporate initiatives to build 
understanding of cultural differences and promote 
diversity, the fact is that leaders are still expected to 
express ideas assertively, to claim credit for them, and to 
use charisma to motivate and inspire people.  
 
Authenticity is supposed to be an antidote to a single 
model of leadership. (After all, the message is to be 
yourself, not what someone else expects you to be.) But 
as the notion has gained currency, it has, ironically, come 
to mean something much more limiting and culturally 
specific.  
 
A closer look at how leaders are taught to discover and 
demonstrate authenticity—by telling a personal story 
about a hardship they have overcome, for example—
reveals a model that is, in fact, very American, based on 
ideals such as self-disclosure, humility, and individualistic 
triumph over adversity.  
 
This amounts to a catch-22 for managers from cultures 
with different norms for authority, communication, and 
collective endeavor because they must behave 
inauthentically in order to conform to the strictures of 
“authentic” leadership.  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Once the initial shock had subsided, Ja-
cob acknowledged that this was not the 
first time he’d received such criticism 
(some colleagues and subordinates had 
made similar comments a few years ear-
lier). “I thought I’d changed my approach,” 
he reflected, “but I haven’t really changed 
so much since the last time.” However, he 
quickly rationalized his behavior to his 
boss: “Sometimes you have to be tough in 
order to deliver results, and people don’t 
like it,” he said. “You have to accept that 
as part of the job description.” Of course, 
he was missing the point.

Because negative feedback given to lead-
ers often centers on style rather than skills 
or expertise, it can feel like a threat to their 
identity—as if they’re being asked to give 
up their “secret sauce.” That’s how Jacob 
saw it. Yes, he could be explosive—but 
from his point of view, his “toughness” al-
lowed him to deliver results year after year. 
In reality, though, he had succeeded up to 
this point despite his behavior. When his 
role expanded and he took on greater re-
sponsibility, his intense scrutiny of subordi-
nates became an even bigger obstacle be-
cause it took up time he should have been 
devoting to more-strategic pursuits.

A great public example of this phenome-
non is Margaret Thatcher. Those who 

worked with her knew she could be merci-
less if someone failed to prepare as thor-
oughly as she did. She was capable of hu-
miliating a staff member in public, she was 
a notoriously bad listener, and she be-
lieved that compromise was cowardice. As 
she became known to the world as the 
“Iron Lady,” Thatcher grew more and more 
convinced of the rightness of her ideas 
and the necessity of her coercive methods. 
She could beat anyone into submission 
with the power of her rhetoric and convic-
tion, and she only got better at it. Eventu-
ally, though, it was her undoing—she was 
ousted by her own cabinet.

A Playful Frame of Mind

Such a rigid self-concept can result from 
too much introspection. When we look 
only within for answers, we inadvertently 
reinforce old ways of seeing the world and 
outdated views of ourselves. Without the 
benefit of what I call outsight—the valu-
able external perspective we get from ex-
perimenting with new leadership behav-
iors—habitual patterns of thought and ac-
tion fence us in. To begin thinking like lead-
ers, we must first act: plunge ourselves 
into new projects and activities, interact 
with very different kinds of people, and ex-
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periment with new ways of getting things 
done. Especially in times of transition and 
uncertainty, thinking and introspection 
should follow experience—not vice versa. 
Action changes who we are and what we 
believe is worth doing.

Fortunately, there are ways of increasing 
outsight and evolving toward an “adap-
tively authentic” way of leading, but they 
require a playful frame of mind. Think of 
leadership development as trying on possi-
ble selves rather than working on your-
self—which, let’s face it, sounds like drudg-
ery. When we adopt a playful attitude, 
we’re more open to possibilities. It’s OK to 
be inconsistent from one day to the next. 
That’s not being a fake; it’s how we experi-
ment to figure out what’s right for the new 
challenges and circumstances we face.

My research suggests three important 
ways to get started:

Learn from diverse role models.

Most learning necessarily involves some 
form of imitation—and the understanding 
that nothing is “original.” An important part 
of growing as a leader is viewing authentic-
ity not as an intrinsic state but as the abil-
ity to take elements you have learned from 

others’ styles and behaviors and make 
them your own.

But don’t copy just one person’s leader-
ship style; tap many diverse role models. 
There is a big difference between imitating 
someone wholesale and borrowing selec-
tively from various people to create your 
own collage, which you then modify and 
improve. As the playwright Wilson Mizner 
said, copying one author is plagiarism, but 
copying many is research.

I observed the importance of this ap-
proach in a study of investment bankers 
and consultants who were advancing from 
analytical and project work to roles advis-
ing clients and selling new business. 
Though most of them felt incompetent and 
insecure in their new positions, the chame-
leons among them consciously borrowed 
styles and tactics from successful senior 
leaders—learning through emulation how 
to use humor to break tension in meetings, 
for instance, and how to shape opinion 
without being overbearing. Essentially, the 
chameleons faked it until they found what 
worked for them. Noticing their efforts, 
their managers provided coaching and 
mentoring and shared tacit knowledge.

As a result, the chameleons arrived much 
faster at an authentic but more skillful style 
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than the true-to-selfers in the study, who 
continued to focus solely on demonstrat-
ing technical mastery. Often the true-to-
selfers concluded that their managers 
were “all talk and little content” and there-
fore not suitable role models. In the ab-
sence of a “perfect” model they had a 
harder time with imitation—it felt bogus. 
Unfortunately, their managers perceived 
their inability to adapt as a lack of effort or 
investment and thus didn’t give them as 
much mentoring and coaching as they 
gave the chameleons.

Work on getting better.

Setting goals for learning (not just for per-
formance) helps us experiment with our 
identities without feeling like impostors, be-
cause we don’t expect to get everything 
right from the start. We stop trying to pro-
tect our comfortable old selves from the 
threats that change can bring, and start ex-
ploring what kinds of leaders we might be-
come.

Of course, we all want to perform well in a 
new situation—get the right strategy in 
place, execute like crazy, deliver results 
the organization cares about. But focusing 
exclusively on those things makes us 
afraid to take risks in the service of learn-
ing. In a series of ingenious experiments, 

Stanford psychologist Carol Dweck has 
shown that concern about how we will ap-
pear to others inhibits learning on new or 
unfamiliar tasks. Performance goals moti-
vate us to show others that we possess 
valued attributes, such as intelligence and 
social skill, and to prove to ourselves that 
we have them. By contrast, learning goals 
motivate us to develop valued attributes.

When we’re in performance mode, leader-
ship is about presenting ourselves in the 
most favorable light. In learning mode, we 
can reconcile our yearning for authenticity 
in how we work and lead with an equally 
powerful desire to grow. One leader I met 
was highly effective in small-group settings 
but struggled to convey openness to new 
ideas in larger meetings, where he often 
stuck to long-winded presentations for 
fear of getting derailed by others’ com-
ments. He set himself a “no PowerPoint” 
rule to develop a more relaxed, improvisa-
tional style. He surprised himself by how 
much he learned, not only about his own 
evolving preferences but also about the is-
sues at hand.

Don’t stick to “your story.”

Most of us have personal narratives about 
defining moments that taught us important 
lessons. Consciously or not, we allow our 
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stories, and the images of ourselves that 
they paint, to guide us in new situations. 
But the stories can become outdated as 
we grow, so sometimes it’s necessary to 
alter them dramatically or even to throw 
them out and start from scratch.

That was true for Maria, a leader who saw 
herself as a “mother hen with her chicks all 
around.” Her coach, former Ogilvy & 
Mather CEO Charlotte Beers, explains in 
I’d Rather Be in Charge that this self-
image emerged from a time when Maria 
had to sacrifice her own goals and dreams 
to take care of her extended family. It even-
tually began to hold her back in her career: 
Though it had worked for her as a friendly 
and loyal team player and a peacekeeper, 
it wasn’t helping her get the big leadership 
assignment she wanted. Together Maria 
and her coach looked for another defining 
moment to use as a touchstone—one that 
was more in keeping with Maria’s desired 
future self, not who she had been in the 
past. They chose the time when Maria, as 
a young woman, had left her family to 
travel the world for 18 months. Acting from 
that bolder sense of self, she asked for—
and got—a promotion that had previously 
been elusive.

Dan McAdams, a Northwestern psychol-
ogy professor who has spent his career 

studying life stories, describes identity as 
“the internalized and evolving story that re-
sults from a person’s selective appropria-
tion of past, present and future.” This isn’t 
just academic jargon. McAdams is saying 
that you have to believe your story—but 
also embrace how it changes over time, ac-
cording to what you need it to do. Try out 
new stories about yourself, and keep edit-
ing them, much as you would your rés-
umé.

Again, revising one’s story is both an intro-
spective and a social process. The narra-
tives we choose should not only sum up 
our experiences and aspirations but also 
reflect the demands we face and resonate 
with the audience we’re trying to win over.

Countless books and advisers tell you to 
start your leadership journey with a clear 
sense of who you are. But that can be a 
recipe for staying stuck in the past. Your 
leadership identity can and should change 
each time you move on to bigger and bet-
ter things.

The only way we grow as leaders is by 
stretching the limits of who we are—doing 
new things that make us uncomfortable 
but that teach us through direct experi-
ence who we want to become. Such 
growth doesn’t require a radical personal-
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ity makeover. Small changes—in the way we carry ourselves, 
the way we communicate, the way we interact—often make a 
world of difference in how effectively we lead.

Good judgement is the 

result of experience... 
 
And experience the 

result of bad 

judgement. 
 
- Mark Twain
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Empathic Listening

When you are in a conversation, do you listen with your own autobiographical filter? 

Or do you listen to actually understand the speaker?

by Stephen Covey

The habit to "seek first to understand" involves a very deep shift in paradigm. We typically 
seek first to be understood. Most people do not listen with the intent to understand; they 
listen with the intent to reply. 
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They're either speaking or preparing to 
speak. They're filtering everything through 
their own paradigms, reading their autobi-
ography into other people's lives.

"Oh, I know exactly how you feel!"

"I went through the very same thing. Let 
me tell you about my experience."

They're constantly projecting their own 
home movies onto other people's behav-
ior. They prescribe their own glasses for 
everyone with whom they interact.  If they 
have a problem with someone—a son, a 
daughter, a spouse, an employee—their at-
titude is, "That person just doesn't under-
stand."

A father once told me, "I can't understand 
my kid. He just won't listen to me at all."

"Let me restate what you just said," I re-
plied. "You don't understand your son be-
cause he won't listen to you?"

"That's right," he replied.

"Let me try again," I said. "You don't under-
stand your son because he won't listen to 
you?"  He responds, "That's what I said," 
impatiently...

"I thought that to understand another per-
son, you needed to listen to him," I sug-
gested.

"Oh!" he said. There was a long pause. 
"Oh!" he said again, as the light began to 
dawn. "Oh, yeah! But I do understand him. 
I know what he's going through. I went 
through the same thing myself. I guess 
what I don't understand is why he won't lis-
ten to me."

This man didn't have the vaguest idea of 
what was really going on inside his boy's 
head. He looked into his own head and 
thought he saw the world, including his 
boy. That's the case with so many of us. 
We're filled with our own lightness, our 
own autobiography. We want to be under-
stood. Our conversations become collec-
tive monologues, and we never really un-
derstand what's going on inside another 
human being.

When another person speaks, we're usu-
ally "listening" at one of four levels. We 
may be ignoring another person, not really 
listening at all. We may practice pretend-
ing. "Yeah. Uh-huh. Right." We may prac-
tice selective listening, hearing only certain 
parts of the conversation. We often do this 
when we're listening to the constant chat-
ter of a preschool child. Or we may even 
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practice attentive listening, paying atten-
tion and focusing energy on the words that 
are being said. But very few of us ever 
practice the fifth level, the highest form of 
listening, empathic listening.

When I say empathic listening, I am not re-
ferring to the techniques of "active" listen-
ing or "reflective" listening, which basically 
involve mimicking what another person 
says. That kind of listening is skill-based, 
truncated from character and relation-
ships, and often insults those "listened" to 
in such a way. It is also essentially autobio-
graphical. If you practice those tech-
niques, you may not project your autobiog-
raphy in the actual interaction, but your mo-
tive in listening is autobiographical. You lis-
ten with reflective skills, but you listen with 
intent to reply, to control, to manipulate.

When I say empathic listening, I mean lis-
tening with intent to understand. I mean 
seeking first to understand, to really under-
stand. It's an entirely different paradigm. 
Empathic (from empathy) listening gets in-
side another person's frame of reference. 
You look out through it, you see the world 
the way they see the world, you under-
stand their paradigm, you understand how 
they feel.

Empathy is not sympathy. Sympathy is a 
form of agreement, a form of judgment. 
And it is sometimes the more appropriate 
emotion and response. But people often 
feed on sympathy. It makes them depend-
ent. The essence of empathic listening is 
not that you agree with someone; it's that 
you fully, deeply, understand that person, 
emotionally as well as intellectually.

Empathic listening involves much more 
than registering, reflecting, or even under-
standing the words that are said. Commu-
nications experts estimate, in fact, that 
only 10% of our communication is repre-
sented by the words we say. Another 30 
percent is represented by our sounds, and 
60% by our body language. In empathic 
listening, you listen with your ears, but you 
also, and more importantly, listen with your 
eyes and with your heart. You listen for feel-
ing, for meaning. You listen for behavior. 
You use your right brain as well as your 
left. You sense, you intuit, you feel.

Empathic listening is so powerful because 
it gives you accurate data to work with. In-
stead of projecting your own autobiogra-
phy and assuming thoughts, feelings, mo-
tives and interpretation, you're dealing with 
the reality inside another person's head 
and heart. You're listening to understand. 
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You're focused on receiving the deep communication of an-
other human soul.

In addition, empathic listening is the key to making deposits in 
Emotional Bank Accounts, because nothing you do is a de-
posit unless the other person perceives it as such. You can 
work your fingers to the bone to make a deposit, only to have 
it turn into a withdrawal when a person regards your efforts as 
manipulative.

Empathic listening is, in and of itself, a tremendous deposit in 
the Emotional Bank Account. It's deeply therapeutic and heal-
ing because it gives a person psychological air. If all the air 
were suddenly sucked out of the room you're in right now, 
what would happen to your interest in this book? You wouldn't 
care about the book; you wouldn't care about anything except 
getting air. Survival would be your only motivation.

But now that you have air, it doesn't motivate you. This is one 
of the greatest insights in the field of human motivation: Satis-
fied needs do not motivate. It's only the unsatisfied need that 
motivates. Next to physical survival, the greatest need of a hu-
man being is psychological survival—to be understood, to be 
affirmed, to be validated, to be appreciated.

When you listen with empathy to another person, you give 
that person psychological air. And after that vital need is met, 
you can then focus on influencing or problem solving. This 
need for psychological air impacts communication in every 
area of life.

Every human has four 

endowments: self 

awareness, 

conscience, 

independent will, and 

creative imagination. 
 
These give us the 

ultimate human 

freedom... the power 

to choose, to respond, 

to change. 
 
- Stephen Covey
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The 7 Habits of Highly Effective People by Stephen Covey 
(summary, review). The 7 Habits of Highly Effective People is 
one of the most influential books in self-development. It has al-
ways been one of my favorites and I definitely recommend 
reading it.

Movie 3.7  Seven Effective Habits Animation


