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This resource will facilitate a discussion about the new lawyer’s long term career goals and ways
to achieve them.

Discuss the attached articles,

Discuss the different types of law practice. Examples include: government or public
office, private practice, large firm v. small firm v. solo practice, corporate,
environmental, judicial clerkships, non-traditional legal positions and legal services
for the needy.

Share with the new lawyer the long-term goals you had as a new lawyer. Discuss
how and why those goals changed and the successes and failures you had in reaching
those goals. Discuss what you have achieved and what career goals you now have.
Share with the new lawyer how you would do things differently in pursuing your
career objectives if you had a chance to start over.

If the new lawyer is not in the type of practice s’he would like to be in long-term, the
mentor may try to introduce the new lawyer to lawyers in the field s/he would like to
explore.

Discuss networking opportunities that would coincide with the new lawyer’s
objectives.

Discuss how bar association involvement can enhance career explorations and
opportunities.

Discuss the role emotional intelligence may play in achieving career success. See the
attached article by Ronda Muir, Esq., “Emotional Intelligence for Lawyers,” and
Kleppel, Kenneth. “Emotional Intelligence is Key to Success.” Ohio Lawyer,
July/August 2007.

Discuss how to ensure the sustained demands for high achievement that accompany
the practice of law. Discuss the attached article’s relevance to the practice of law —
Loehr. Jim and Schwartz, Tony. “The Making of a Corporate Athlete.” Harvard
Business Review Jan, 2001,

Discuss the new lawyer’s resume and suggest activities in which s/he should engage
to strength it ’iﬁ\%&?{% meeting his or her career goals. Suggest ways for the new lawyer
to develop professionally and to distinguish his or her self from others.

Assist the new lawyer in creating a five-year plan stating career objectives and
strategies for mgam;;; them.
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Suggested Reading

Aaron, Deborah. *What can you do with a law degree?” A lawver’s suide to career
alternatives, inside. outside and around the law. (2003)

Ennico, CIiff. “Your legal career: Finding success and satisfaction in the legal
profession.” (1998)

Greenberg, Hindi. “The lawyer’s career change handbook: More than 300 things you
can do with a law degree.” (1998)

Hogan, Ron. “View from the top: Law firm leaders unlock the secrets of a successful
legal career.” (2005)

Muenneke, Gary. A., et al. “Nonlegal careers for lawyers.” (2006)
Muenneke, Gary. A. “Careers in law.” (2003)

Muenneke, Gary. A. “The legal career guide, 4" edition: From law student to
lawyer.” (2003)

Walton, Kimm Alayne. “Guerrilla tactics for getting the legal job of your dreams, 2"
edition.” (2008)

Walton, Kimm Alayne. “America’s greatest places to work with a law degree and
how to make the most of any job, no matter where it is!” (1998)
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- EMOTIONAL INTELLIGENCE FOR LAWYERS

By Ronda Muir, ESQ.
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EMOTIONAL INTELLIGENCE FOR LAWYERS

By Ronda Muir, ESQ.

“(Mjen decide far more problems by hate, or love, or lust, or rage, or sorrow, or joy, or
hope, or fear, or illusion, or some other inward emotion, than by reality or authority or
any legal standard, or judicial precedent, or statute.”

Cicero

Everyone is familiar with "IQ"—intelligence quotient. Most lawyers put their IQ scores
up there with their SAT and LSAT scores as generally acknowledged evidence of their
competence. But what is your emotional intelligence quotient? And why should you
care?

In spite of lawyers' confidence, some might even say arrogance, as to their intellectual
competence, for the most part they have a demonstrated unwillingness or inability to tap
into emotional data. In recent years, the field of neuroscience has produced astonishing
evidence that is finally putting to rest the long-standing controversy over the role of
emotions in the workplace: research has established that rational decision-making is
impaired if the area of the brain relating to emotions is damaged or excised. It has now
been scientifically demonstrated that the best analyses and decisions are made when
we engage the emotions, as well as the intellect. For lawyers, the message is clearly
that, in order to upgrade their performance, they should use the additional data
available from their own and others’ emotions to enhance their cognitive skills.

A SHORT HISTORY

The function of “emotion” has long been a subject of controversy. As noted in the quote
above, Cicero of ancient Greece recognized the power of emotions in decision-making
years before the birth of Christ. On the other hand the Stoic philosophers of roughly the
same era viewed emotion as too individual and self-absorbed to provide reliable insight,
even undermining rational thought. By the late 18" and early 19" centuries, the
Romantic Movement was promoting the notion that emotions, intuition and empathy
could provide valuable insights unavailable through rational thought alone.

Throwing aside America's legacy of Puritan distrust of and suppression of emotion, the
human potential movement of the '60s advocated "letting it all hang out,” emotions-wise,
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and maintained that there was "no right way to feel." Darwin, on the other hand, had
taken the position that there may in fact be a "right way to feel" for some purposes,
since accurately perceiving and understanding emotions could provide evolutionary
advantages. That view seems to be supported by the consistency across cultures that
contemporary psychologist Eckman has documented in how people read the emotional
content behind different facial expressions, for example.

Still, after centuries of back and forth over the role and importance of emotion, in 1960,
a psychologist named Cronbach concluded that what he called "social intelligence,”
while clearly of some value, was unlikely to ever be defined and had never been
measured.

The current notion of emotional intelligence (El) refers to the ability to process emotion-
laden information competently and to use it to guide cognitive activities like problem-
solving. Emotions, according to this construction, bridge thought, feeling, and action —
significantly affecting many aspects of the person, as well as being affected themselves
by the person.

The field of emotional intelligence is an outgrowth of two areas of psychological
research that merged toward the end of the last century. In the 1980s psychologists
began to examine how emotions interact with thought and vice versa. For instance,
researchers determined how mood states can influence perception, thought and
judgment: a slightly depressed mood can facilitate accurate close, repetitive work, such
as clock making; an upbeat mood can facilitate the generation of creative ideas. During
this same time, there was a gradual broadening of the concept of intelligence to include
an array of abilities. Howard Gardner, for example, advocated for the recognition of
multiple intelligences, including interpersonal intelligence, primarily for purposes of
teaching children with diverse learning styles.

in 1990 Yale researchers John D. {Jack) Mayer and Peter Salovey published in
academic articles the first formal definition and experimental measurement of
"emotional intelligence.” The startling conclusion of their research was that it was the
use of both emotion and cognition combined that resulted in the most sophisticated
information processing and decision-making.

Daniel Goleman popularized this concept of emotional intelligence in his 1995 trade
book Emotional Intelligence: Why it Can Matter More than 1Q, and further expanded the
concept of emotional intelligence to include a broad array of personality attributes, such
as political awareness, self-confidence, conscientiousness and drive. When in 1998 the
Harvard Business Review published an article on the topic, it attracted a higher
percentage of readers than any other article published in that periodical in the prior 40
years. The CEO of Johnson & Johnson had copies of the article sent out to the 400 top




executives in the company worldwide. In the years since, increasing numbers of both
popular and scholarly articles on emotional intelligence have appeared, and the topic
has received wide media coverage.

Assessments to measure different components of emotional intelligence have also
proliferated. While the most widely used scales of analytic intelligence, the Wechsler
Intelligence Scales, have been in use and analyzed for almost 100 years,
measurements of El have only been used for the last five years. Many of these
assessments are “self-report” or reported inventories, meaning that the test-taker or
those who know the test-taker simply state whether or not he/she possesses particular
traits, such as optimism, self-awareness and initiative. For example, on the Bar-On
Emotional Quotient Inventory, the test-taker reports whether they have certain attributes
pertaining to inter-personal skills, stress management and adaptability. The Emotional
Competence Inventory, based on Mr. Goleman's precepts, measures initiative and
organizational awareness, among other variables, using composite ratings by all the
people in a particular individual’s social environment.

The Yale researchers, Mayer and Salovey, confined their model of El to only those traits
they could measure in the process of subjects performing tasks in real time, rather than
by simple reporting. In other words, they did not rely on asking participants their opinion
of their or others' skills. This model has produced the only "abilities-based"
assessment, the Mayer-Salovey-Caruso Emotional Intelligence Test (MSCEIT).

So WHAT EXACTLY IS EMOTIONAL INTELLIGENCE?

As a general matter, emotional intelligence refers to "the abilities involved in the
recognition, use, understanding and management of one’s own and others’ emotional
states to solve problems and regulate behavior," a definition taken from Mayer and
Salovey. This model identifies four branches of El that each reflects a different set of
skills.

The first branch is Identifying Emotions, and includes the skills of identifying one's own
and others' feelings, expressing emotions accurately and differentiating between real
and phony emotional expressions. The second branch is Using Emotions, which
includes the ability to access one's own emotions and to switch emotional gears, using
changes in mood to see multiple points of view and to attempt different approaches to
problem solving (for instance, using a happy mood to assist in generating new ideas).

The third branch is Understanding Emotions, including the ability to understand
emotional "chains"-- how emotions transition from one state to another, to recognize the
causes of emotions, and to understand relationships among and complexity within
emotions. The fourth branch is Managing Emotions, which includes the ability to stay
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aware of changing emotions, even those that are unpleasant, the ability to confront and
solve emotion-laden problems without suppressing emotions, and the ability to manage
relationships.

WHAT EMOTIONAL INTELLIGENCE IS NOT

Emotional intelligence does not correlate with IQ. Just because you're smart doesn't
mean you're likely to have a high El. Some professionals, such as lawyers, exhibit high
average 1Q scores (in the 115-130 range), while at the same time scoring lower than the
general population on El (85-95).

Nor does emotional intelligence correlate with any particular type of personality.
Historically, the research that exists on predicting workplace success has examined
personality attributes, and those results do not point to any one attribute having a major
impact on success. In one significant study of five personality dimensions,
“conscientiousness," including competence, order, dutifulness, achievement striving,
self-discipline and deliberation, was found to be the best personality factor predicting
workplace success, consistently across all occupational groups, but accounted for only
2-3% of the variance.

Similarly, being emotionally intelligent, at least for purposes of improving job
performance, does not necessarily mean being "nice." In the study cited above,
"agreeableness," a combination of trust, straightforwardness, altruism, compliance,
modesty and tender mindedness, was determined not to be an important predictor of
job performance, even in those jobs containing a large social component, such as sales
or management.

Nor is "liking people" a critical part of emotional intelligence. In the same personality
study, being high in extraversion, which included warmth, gregariousness,
assertiveness, activity, excitement-seeking and positivism, validly predicted success for
people in management and sales (although only to the extent of 1-2%), but not for
professionals such as lawyers, accountants and teachers or for skilled or semi-skilled
occupations.

WHAT IS EMOTIONAL INTELLIGENCE GOOD FOR?

While not a magic formula, emotional intelligence appears to identify a previously
overlooked area of ability that is critical to maximize certain human functioning and that
can positively impact work performance. Claims have been made that emotional
intelligence accounts for 80% of an individual's workplace success, although there is as
yet little hard data to justify that percentage.
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Nonetheless, a number of studies have pointed to the importance of emotional
intelligence in the workplace. For example, an insurance company rated 26 customer
claim leaders and their teams as to their effectiveness. Those ratings turned out to be
highly correlated with the level of emotional intelligence of the leaders and with the
average team emotional intelligence, both as determined by an El assessment.

A significant American Management Association study found that the ability to "get
along with people" was "more vital than intelligence, decisiveness, knowledge, or job
skills" in producing good managers.

In addition, as detailed below, training in emotional intelligence has proven to produce
significant bottom-line results.

There is also significant research data that leaders are more productive and effective if
they are able to identify, use, understand and manage emotions. Higher manager self-
awareness, a critical component of emotional intelligence, leads to higher management
performance. Empathic skills assist in understanding multiple viewpoints and
motivating others. Both a positive managerial mood and the ability of the manager to
enhance positive mood in others has been found to increase employee performance,
improve retention and reduce group conflict.

Women score somewhat higher on measures of emotional intelligence than do men, but
not significantly so. However, since emotional intelligence is often not recognized as a
critical leadership skill, women and others who possess higher emotional intelligence
may be unrecognized and undervalued in the workplace.

Perhaps more telling, men consistently score higher on suppression of emotions, which
research clearly shows reduces cognitive functioning. The high suppression rates may
be due to what we know about gender differences in “felt emotion.” Emotional
experience as a general matter for men seems to be more physically debilitating—
producing a higher pulse, rate of perspiration and blood pressure-- and to last longer
over time than the same experience does for women, and men may therefore tend to
suppress those feelings more.

WHAT ABOUT LAWYERS?

As noted earlier, lawyers score lower than the general public in EI. There are a number
of reasons why that may be true. The legal workplace has historically taken the
Stoic/Puritan view that emotions are best eliminated from legal analysis, and thus
emotional intelligence is probably at least undervalued if not discouraged. In addition,
strong analytic skills may give individual lawyers enough success to convince them that
they do not need to develop their El skills.
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However, the impact of low emotional intelligence in the legal arena is evident.

In April 1955 Dean of Harvard Law School Erwin Griswold noted that "Many lawyers
never do seem to understand that they are dealing with people and not solely with the
impersonal law,” a comment that unfortunately continues to ring true today. The
reputation of lawyers generally has suffered from the image of lacking interpersonal
sensibilities, such as compassion. Further, the high rates of divorce, suicide, addictions
and plain dissatisfaction among lawyers is evidence of less than satisfactory emotional
balance across the profession.

CAN YOU LEARN IT7?

Emotional intelligence is increasingly being incorporated into professional training
programs across the country. At the Weatherhead MBA Program at Case Western
Reserve University, training in social and emotional competency is part of the
curriculum for future business leaders. Communication and emotion-related skills are
being included in physician training at a number of medical schools.

The Breakthrough Leadership program adapted a design used successfully in degree
programs at The Weatherhead School of Management. The central theme focuses on
helping managers identify areas for behavior change, then giving them opportunities to
practice new habits real-time. In the degree programs, the results have been
extraordinary. Participants have shown a 70% improvement in emotional intelligence
competencies one to two years after the program. The changes are sustained at 50%
improvement five to seven years later. These dramatic results are in contrast with the
typical impact shown by above-average MBA programs of 2% improvement one to two
years after a program, and the typical impact of management training showing only 10%
improvement three to eighteen months after training in industry.

Perhaps the workplace training program that addresses itseif most explicitly to emotions
is the Emotional Competency Training Program at American Express Financial
Advisors. The goal of the program is to assist managers in becoming "emotional
coaches” for their employees. The training focuses on gaining an awareness of how
one's own emotional reactions and the emotions of others affect management practices.
A much higher growth rate in terms of funds under management was found for the
managers who had taken the training.

WHAT ABOUT LAW STUDENTS?

In 1955, Dean Griswold called upon the bar and the legal academy to recognize the
need for "human reiations training” in law school, noting that the average lawyer spent
far more time interacting with people than reading and arguing cases. It was Griswold's




opinion that training could help lawyers better understand their own emotional needs
and that of their clients.

One of the first law school courses in the nation to apply human relations training to law
was taught by Professor Howard Sacks at Northwestern Law School during the 1957 —
58 school year. The course, entitled "Professional Relations,” was offered without credit
and was taught (in four classes lasting two hours each) over the span of two weeks.
Professor Sacks expressed the hope that other law teachers would join in his
experiment, both in offering stand-alone courses such as "Professional Relations" and
in integrating human relations training into the regular law curriculum.

Of course, the legal profession is rarely accused of implementing change too quickly,
and a law review article written by Harvard Law Professor Alan Stone in 1971 noted
that, in spite of Dean Griswold's advocacy for human relations training, "law

schools . . . have largely ignored the responsibility of teaching interviewing, counseling,
negotiating, and other human relations skills."

The last three decades have been witness to a marked increase in the number and
variety of law school courses that touch on components of emotional intelligence.
Nevertheless, legal academics still take the position that lawyers must learn to be more
effective interpersonally. As Vanderbilt University Law Professor Chris Guthrie
summarizes it, "Lawyers are analytically oriented, [and] emotionally and interpersonally
underdeveloped.”

In conclusion, emotions and emotional management clearly effect how people feel and
act at work. In the legal workplace, recognizing emotional intelligence skills and
providing training to raise generally low emotional intelligence scores could well impact
not only the satisfaction and retention of lawyers, but also significantly improve their
analytical and decision-making abilities. Further, the ability to identify through abilities-
based assessments those partners and associates who are best able to deal with their
own and others' emotions should prove useful to improving law firm and law department
management.

Ronda Muir, Esq., founder and Principal of Law People Management, Inc., is @ leading authority on the
appfication of behavioral science to the legal workplace. She draws from faw, psychology and confiict
resolution to offer business-savvy, psychologically sophisticated evaluations of, and real-world solutions
to, the personal dynamics issues that are unique to law firms and law departments. Reach her at
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Emotional intelligence is key to success

Ke{ineth J. Kleppel Resource 14
Ohio Lawyer, July/August 2007
Permission Granted Ohio State Bar
“All learning has an emotional base.” Association 2007
—~Plato

“Intellectual ability” is an important factor in predicting a lawyer’s success in practice.
Recent studies, however, have shown that a resume packed with a stellar grade point
average and law review experience is not entirely indicative of the capacity to practice
law or even generate business. Rather, character, leadership, ability to relate to others and
attitude—attributes that are indicative of the capabilities generally identified as
“emotional intelligence”——are equally important. After all, most lawyers have Qs that
allow them to graduate law school and pass the bar exam. Likewise, it is the experience
you acquire during the first years of practice that will ultimately matter much more to
your career than the ability to craft an essay as a 20-something law student. Given this
basic level playing field in intellectual ability, the emotionally intelligent lawyer is more
likely to achieve professional success than one who has less understanding of, and control
over, emotions.

Following a pattern set by the business world for more than a decade, law firms have
begun to view the emotionally intelligent candidate, clerk, associate or partner with
increasing favor. In acknowledging the importance of emotional intelligence in the
internal process of recruiting and hiring associates and ultimately advancing junior and
senior associates to partner status, these firms have not become “weak” but, rather,
“wise.” This article will explain why by providing a primer on the practical definition of
emotional intelligence, and then introduce examples of how lawyers can use the
psychological processes associated with emotional intelligence to develop as
professionals,

What is emotional intelligence?

Emotional intelligence-—first introduced by Edward Thorndike in 1920, defined by Peter
Salovey and John Mayer in a series of papers published in the early 1990s, and
popularized by Daniel Goleman in three best-selling texts published throughout the past
decade—describes an “ability, capacity, or skill to perceive, assess, and manage the
emotions of one’s self, of others, and of groups.™ In its basic form, this school of thought
holds that traditional cognitive intelligence alone cannot ensure success at work and in
life. Rather, those who ultimately succeed are in control and command of their emolions,
restrain negative emotions such as anger and doubt, and focus on positive feelings such
as optimism and confidence.

While competing interpretations exist—Salovey and Mayer, for instance, frame the
concept as intelligence in the traditional sense and other theorists place it in the context of




personality theory—Goleman’s definition, which formulates emotional intelligence in
terms of performance, is the most popularly accepted today. Specifically, Goleman
groups emotional intelligence into four clusters of psychological skills: self-awareness.
self-management, awareness of others and social skills. Self-awareness implies an
awareness of what one feels in certain situations and includes self-confidence and self-
assessment of strengths and limitations. Self-management identifies distressing emotional
effects and includes self-control, adaptability and the ability to prevent emotional
impulses. Awareness of others is how one deals with others and includes service
orientation, organizational awareness and an understanding of the effect that words or
actions will have on someone else. Social skills builds on these three categories and
embodies one’s ability to sustain a quality relationship including leadership,
communication and the ability to influence others so as to preserve a relationship.

The difficulty lies in applying this technical psychological framework in a practical
manner to our performance as attorneys in various practices of law.

Using emotional intelligence to improve our professional development

Becoming leaders in the profession

By mastering the psychological skills set forth by Goleman, we enhance our ability to
lead and positively impact how clients, juries, judges, colleagues, opposing counsel, etc.,
view us. Those who acquire leadership positions in firms often achieve them for reasons
other than their ability to lead—they have extra time, bill the most hours or are simply the
most senior. None of these reasons, however, necessarily relate to the actual ability to
lead. The emotionally intelligent attorney can fill this gap.

First, observe recognized leaders in the profession and emulate the behavior that makes
them successful (awareness of others). Second, determine those skills that will be most
helpful in responding to the likes and dislikes of your clients and superiors in the firm,
and then prioritize these competencies accordingly (self-awareness and self-
management). Finally, consciously develop these skills and participate in community
service, networking activities and other efforts that allow us to interact with peers on a
professional and personal basis (social skills). By developing the ability to lead, we can
begin to use emotional intelligence to manage our negative emotions and ultimately
improve our work performance.

Dealing with negative emotions to improve performance

Fear, anxiety and anger operate as a double-edged sword. On one hand, they motivate us
to work harder and succeed. On the other, they can cripple our efforts to perform. As s
often the case, we experience insults, unfair practices and obstacles that interfere with
achievement of our goals. In the high-stress environment of law firms, these challenges
can disrupt our ability to not only lead, but also to perform. Because it is necessary for
lawyers, especially those in leadership positions, to tolerate ambiguity and handle risk-
taking, a strong grasp on emotional intelligence can not only help us, but also empower
us, to deal with fear, anxiety and anger, and turn them into positive emotions.




Again using Goleman’s framework of psychological skills, we can become aware of the
conditions that trigger these emotions, manage ourselves to best respond to these
conditions and ultimately develop a long-term plan for a constructive resolution. It is the
attorney that most effectively manages stress, and responds to fear, anxiety and anger—
not necessarily the one with the strongest grasp of the rules of evidence or legal
technicalities— that can ultimately navigate through the many challenges and obstacles
that a law career presents. The emotionally intelligent lawyer knows how to deal with
unruly partners, colleagues and clients, accepts constructive criticism and overcomes
such worries as “will I make partner?”

Pleasing the client and generating business

Service to clients is at the core of the practice of law. A lawyer’s ability to communicate
and relate to others—social skills in Goleman’s paradigm—plays an important role in his
or her practice. While strong work product and results are certainly important to
satisfying a client’s business needs, an emotionally intelligent lawyer who can effectively
communicate with, relate to and understand the client may be the key to pleasing the
client and earning or retaining that client’s business in the first place. Today, competition
for new clients in the Cleveland market, for example, is as intense as ever. Any
comparative competitive advantage can help sustain and grow business as law firms
continually adapt their business development strategies to what works. We serve people,
and accordingly, need people skills to be successful. For example, take rainmakers who
are able to bring in new clients with their charisma, likability and trustworthiness—all
characteristics indicative of emotional intelligence—rather than their law school class
rank. Ultimately, the law encounters emotion at all turns. From divorce to employment
discrimination, alternative dispute resolution to trusts and estates, the law deals with
emotion at some basic level. It is drafted by legislators and enforced by judges and jurors,
who, being human, react to matters before them in a very human way. We can thus train
ourselves to become active listeners and more empathetic counselors—skills that will
enable us to best understand, communicate with and respond to our clients.

Start hiring emotionally intelligent associates

Law firms must now take the initiative to recruit and hire emotionally intelligent
associates. While the best and brightest candidates should still be hired, an understanding
that intellectual ability is not the only criteria for true “brightness™ is essential to the
hiring process. Accordingly, hiring partners should train interviewers to observe
emotional intelligence and how candidates behave in certain scenarios. The results could
be given as much weight as grades, law review and moot court experience. Psychologists
have developed objective tests to measure this behavior. These tests include the Mayer-
Salovey-Caruso Emotional Intelligence Test, a measure involving a series of emotion-
based problem solving items; the Emotional Quotient Inventory, a self-report
examination designed to measure a number of constructs related to emotional
intelligence; and the Emotional Competence Inventory, a feedback tool where the score is
a reflection of feedback from management, peers and underling employees.

These formal examinations simply measure behavior, personality and attitude, and, now
that we can define it, emotional intelligence. Businesses have long used behavioral-based




testing as a way to recruit and hire talent. There is no reason why law firms cannot follow
suit. After all, emotionally intelligent associates will one day become emotionally
intelligent partners.

Be positive

Lawyers can get more education and gain more experience and technical skills, but it is
understanding and having control over positive and negative emotions that makes all the
difference. It is a balance—head and heart, intelligence and emotions—that provides the
best formula for success. Having high cognitive intelligence may make you a legal
scholar, but a greatly developed emotional intelligence will allow you to become a
brilliant lawyer.

How to increase emotional intelligence

If you would like more information on emotional intelligence, check out the following
Web sites:

o Information on the Emotional Competence Inventory and developmental tips for
attaining emotional competencies:
www.illinoisleadership.uiuc.edu/eci-u/

o Guidance on becoming emotionally healthy:
http://familydoctor.org/online/famdocen/home/ articles/589.html

o Strategies for controlling your anger:
www.apahelpcenter.org/articles/article.php?id=30

o More information about emotional intelligence and the Mayer-Salovey-Caruso
Emotional Intelligence Test:
www.unh.edu/emotional intelligence/

o How to purchase tests, such as the Emotional Quotient Inventory and Mayer-Salovey-
Caruso Emotional Intelligence test:

www.mhs.com/MHSOnline Testing.asp?id=10

o Information on attending emotional intelligence courses:
www.emotionalig.com/ or www sixseconds.org

Kenneth J, Kleppel is an attorney with Porter Wright Morris & Arthur in Cleveland,
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The Making of a

Some executives thrive under pressure.
Others wilt. Is the reason all in their
heads? Hardly. Sustained high
achievement demands physical and
emotional strength as well as a sharp
intellect. To bring mind, body, and spirit
to peak condition, executives need to
learn what world-class athletes

already know: recovering energy is

as important as expending it.

by Jim Loehr and
Tony Schwartz

Gorporate
Athlete

FTHERE 1S ONE QUALITY THAT EXECUTIVES SEEK

for themselves and their employees, it is sustained

high performance in the face of everincreasing

pressure and rapid change. But the source of such

performance is as elusive as the fountain of youth.
Management theorists have long sought to identify pre-
cisely what makes some people flourish under pressure
and others fold. We maintain that they have come up with
only partial answers: rich material rewards, the right cul-
ture, management by objectives.

The problem with most approaches, we believe, is that
they deal with people only from the neck up, connecting
high performance primarily with cognitive capacity. In
recent years there has been a growing focus on the rela-
tionship between emotional intelligence and high per-
formance. A few theorists have addressed the spiritual
dimension —how deeper values and a sense of purpose in-
fluence ?Sf’&}ﬁzgﬁﬁgﬁ Almost no one has ;:aa;gﬁ any atten-
tion to the role plaved by physical capa 1]
approach to sustained high performan

have found,
must pull together all of these elements and consider the
person as a whole, Thus, our integrated theory of perfor-
mance management addresses the body, the emotions,
the mind, and the spirit. We call this hierarchy the perfor-
mance pyramid. Fach of its Jevels profoundly influences
the others, and failure to address any one of them com-
promises ;}fcz?@?ma? ;
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world-class athletes. Several vears ago, the two of us
began to develop a more comprehensive version of these
techniques for executives facing unprecedented demands
in the workplace. In effect, we realized, these executives
are “corporate athletes” If they were to perform at high
levels over the long haul, we posited, they would have to
train in the same systematic, multilevel way that world-
class athletes do. We have now tested our model on thou-
sands of executives. Their dramatically improved work
performance and their enhanced health and happiness
confirm our initial hypothesis. In the pages that follow, we
describe our approach in detail.

Ideal Performance State

In training athletes, we have never focused on their pri-
mary skills—how to hit a serve, swing a golf club, or shoot
a basketball. Likewise, in business we don't address pri-
mary competencies such as public speaking, negotiating,
or analyzing a balance sheet. Our efforts aim instead to
help executives build their capacity for what might be
called supportive or secondary competencies, among
them endurance, strength, flexibility, self-control, and
focus. Increasing capacity at all levels allows athletes
and executives alike to bring their talents and skills to
full ignition and to sustain high performance over time -
a condition we call the Ideal Performance State (IPS). Ob-
viously, executives can perform successfully even if they
smoke, drink and weigh too much, or lack emotional
skills or a higher purpose for working. But they cannot
perform to their full potential or without a cost over
time ~to themselves, to their families, and to the corpo-
rations for which they work. Put simply, the best long-
term performers tap into positive energy at all levels of
the performance pyramid.

Extensive research in sports science has confirmed that
the capacity to mobilize energy on demand is the foun-
dation of IPS. Our own work has demonstrated that ef-
fective energy management has two key components.
The first is the rhythmic movement between energy ex-
penditure (stress) and energy renewal (recovery), which
we term “oscillation.” In the living laboratory of sports, we
learned that the real enemy of high performance is not
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stress, which, paradoxical as it may seem, is actually the
stimulus for growth. Rather, the problem is the absence
of disciplined, intermittent recovery, Chronic stress with-
out recovery depletes energy reserves, leads to burnout
and breakdown, and ultimately undermines perfor-
mance. Rituals that promote oscillation - rhythmic stress
and recovery ~are the second component of high perfor-
mance. Repeated regularly, these highly precise, con-
sciously developed routines become automatic over time.

The same methods that enable world-class athletes to
reach IPS under pressure, we theorized, would be at least
equally effective for business leaders—and perhaps even
more important in their lives. The demands on executives
to sustain high performance day in and day out, year in
and year out, dwarf the challenges faced by any athlete we
have ever trained. The average professional athlete,
for example, spends most of his time practicing and only
asmall percentage ~several hours a day, at most -actually
competing. The typical executive, by contrast, devotes al-
most no time to training and must perform on demand
ten, 12, 14 hours a day or more. Athletes enjoy several
months of off-season, while most executives are fortunate
to get three or four weeks of vacation a year. The career
of the average professional athlete spans seven years; the
average executive can expect to work 40 to 50 years.

Of course, even corporate athletes who train at all lev-
¢ls will have bad days and run into challenges they can’t
overcome. Life is tough, and for many time-starved exec-
utives, it is only getting tougher. But that is precisely our
point. While it isn’t always in our power to change our ex-
ternal conditions, we can train to better manage our inner
state. We aim to help corporate athletes use the full range
of their capacities to thrive in the most difficult circum-
stances and to emerge from stressful periods stronger,
healthier, and cager for the next challenge.

Physical Capacity

Energy can be defined most simply as the capacity to do
work. Qur training process begins at the physical level
because the body is our fundamental source of energy -
the foundation of the performance pyramid. Perhaps the
bust paradigm for building capacity is weight lifting. Sev-
eral decades of sports science research have established
that the key to increasing physical strength is a phenom-
enon known as supercompensation - essentially the cre-
ation of balanced work-rest ratios. In weight lifting, this in-
es stressing a muscle to the point where its fibers
literally start to break down, Given an adeqguate period of
recovery (typically at least 48 hours), the muscle will not
only heal, it will grow stronger. But persist in stressing the
muscle without rest and the result will be acute and
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stress, it’s linearity ~the failure to oscillate between en-
ergy expenditure and recovery.

We first understood the power of rituals to prompt re-
covery by observing world-class tennis players in the cru-
cible of match play. The best competitors, we discovered,
use precise recovery rituals in the 15 or 20 seconds be-
tween points ~often without even being aware of it. Their
between-point routines include concentrating on the
strings of their rackets to avoid distraction, assuming a con-
fident posture, and visualizing how they want the next
point to play out. These routines have startling physio-
logical effects. When we hooked players up to heart rate
monitors during their matches, the competitors with the
most consistent rituals showed dramatic oscillation, their
heart rates rising rapidly during play and then dropping
as much as 15% to 20% between points.

The mental and emotional effects of precise between-
point routines are equally significant. They allow players
to avoid negative feelings, focus their minds, and prepare
for the next point. By contrast, players who lack between-
point rituals, or who practice them inconsistently, become
linear - they expend too much energy without recovery.
Regardless of their talent or level of fitness, they become
more vulnerable to frustration, anxiety, and loss of con-
centration and far more likely to choke under pressure.

The same lesson applies to the corporate athletes we
train. The problem, we explain, is not so much that their
lives are increasingly stressful as that they are so relent-
lessly linear. Typically, they push themselves too hard
mentally and emotionally and too little physically. Both
forms of linearity undermine performance.

The High-Performance Pyramid

Pea%: performance in business has often been
presented as a matter of sheer brainpower,

but we view performance as a pyramid. Physical
veikbeing is its foundation. Above that rests

Spiritual
Capacity
Provides a powerful
source of motivation,
determination, and endurance

When we began working with Marilyn Clark, a marn-
aging director of Salomon Smith Barney, she had almost
no oscillation in her life. Clark, who is in her late 308, runs
the firm's Cleveland office. She is also the mother of three
young children, and her husband is a high-powered exec-
utive in his own right. To all appearances, Clark fives an
enviable life, and she was loath to complain about it. Yet
her hectic lifestyle was exacting a cost, which became
clear after some probing. In the mornings, temporar-
ily fueled by coffee and a muffin, she was alert and ener-
getic. By the afternoon, though, her energy sagged, and
she got through the rest of the day on sheer willpower. At
lunchtime, when she could have taken a few quiet mo-
ments to recover, she found that she couldn’t say no to
employees who lined up at her office seeking counseland
support. Between the demands of her job, her colleagues,
and her family, she had almost no time for herself. Her
frustration quietly grew.

We began our work with Clark by taking stock of her
physical capacity. While she had been a passionate athlete
as a teenager and an All-American Jacrosse player in col-
lege, her fitness regimen for the past several years had
been limited to occasional situps before bedtime. As she
learned more about the relationship between energy and
high performance, Clark agreed that her first priority was
to get back in shape. She wanted to feel better physically,
and she knew from past experience that her mood would
improve if she built regular workouts into her schedule.

Because old habits die hard, we helped Clark establish
positive rituals to replace them. Part of the work was cre-
ating a supportive environment. The colleagues with

whom Clark trained became a source of cheerleading-
and even nagging—as she established a routine that
would have previously seemed unthinkable. Clark
committed to work out in a nearby gym three days
a week, precisely at 1 pMm. She also enlisted her
husband to watch the kids so that she could get
in a workout on Saturdays and Sundays.
Regular workouts have helped Clark cre-
ate clear worklife boundaries and restored
her sense of herself as an athlete. Now,
rather than tumbling into an encrgy

Mental Capacity
Facuses physical and emotional energy
on the task at hand

trough in the afterncons and reach-
ing for a candy bar, Clark rerarns to
the office from her workouts feel
ing reenergized and betier able

ok

Emotional Capacity kY
Creates the internal climate that drives
the ideal Performance State

to focus. Physical stress has be-
., come a source not just of

greater endurance but also
\ of emotional and mental

of emotional well

Physical Capacity
i o2 and promotes mental

recovery; Clark finds
that she can work
fewer hours and get
more done. And
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she no longer feels chronically overburdened, she believes
that she has become a better boss. “My body feels reawak-
ened,” she says. “I'm much more relaxed, and the resent-
ment I was feeling about all the demands on me is gone.”

Clark has inspired other members of her firm to take
out health club memberships. She and several colleagues
are subsidizing employees who can’t easily afford the cost.
“We're not just talking to each other about business ac-
colades and who is covering which account,” she says.
“Now it’s also about whether we got our workouts in and
how well we're recovering. We're sharing something
healthy, and that has brought people together”

The corporate athlete doesn't build a strong physical
foundation by exercise alone, of course. Good sleeping
and eating rituals are integral to effective energy man-
agement. When we first met Rudy Borneo, the vice chair-
man of Macy’s West, he complained of erratic energy lev-
els, wide mood swings, and difficulty concentrating, He
was also overweight. Like many executives—and most
Americans - his eating habits were poor. He typically
began his long, travel-crammed days by skipping break-
fast~the equivalent of rolling to the start line of the In-
dianapolis 500 with a near-empty fuel tank. Lunch was
catch-as-catch-can, and Borneo used sugary snacks to
fight off his inevitable afternoon hunger pangs. These
foods spiked his blood glucose levels, giving him a quick
jolt of energy, but one that faded quickly. Dinner was
often a rich, multicourse meal eaten late in the evening.
Digesting that much food disturbed Borneo’s sleep and
left him feeling sluggish and out of sorts in the mornings.

Sound familiar?

As we did with Clark, we helped Borneo replace his
bad habits with positive rituals, begmning with the way
he ate. We explained that by eating lightly but often, he
could sustain a steady level of energy. (For a fuller ac-
count of the foundational exercise, eating, and sleep rou-
tines, see the sidebar “A Firm Foundation.”) Borneo now
eats breakfast every day-typically a high-protein drink
rather than coffee and a bagel. We also showed himn re-
search by chronobiologists suggesting that the body and
mind need recovery every 90 to 120 minutes, Using that
cycle as the basis for his eating schedule, he installed a re-
frigerator by his desk and began eating five or six small
but nutritious meals a day and sipping water frequently.
He also shifted the emphasis in his workouts o interval
trzining, which increased his endurance and speed of
TECOVETY.

Inn addition to prompiing weight loss and making him
feel better, Borneo’s nutritional and fitness rituals have
had a dramatic effect on other aspects of his life. “I now
exercise for my mind as much as for my body,” he says.“At
the age of 59,1 have more energy than ever,and I can sus-
tain it for a longer period of time.

handling difficult human resource issues, dealing with
change, treating people better. I really do believe that
when you learn to take care of yourself, you free up en-
ergy and enthusiasm to care more for others”

Emotional Capacity

The next building block of IPS is emotional capacity - the
internal climate that supports peak performance, Dur-
ing our early research, we asked hundreds of athletes to
describe how they felt when they were performing at
their best. Invariably, they used words such as “calm/”
“challenged,”“engaged,” “focused,” “optimistic and “con-
fident” As sprinter Marion Jones put it shortly after win-
ning one of her gold medals at the Olympic Games in Syd-
ney: “I'm out here having a ball. This is not a stressful
time in my life. This is a very happy time” When we later
asked the same question of law enforcement officers, mil-
itary personnel, surgeons, and corporate executives, they
used remarkably similar language to describe their Ideal
Performance State.

Just as positive emotions ignite the energy that drives
high performance, negative emotions~frustration, inpa-
tience, anger, fear, resentment, and sadness —drain eNergy.
Over time, these feelings can be literally toxic, elevating

A Firm Foundation

H ere are our basic strategies for renewing energy at the
physical level. Some of them are so familiar they've become
background noise, easy to ignore. That's why we're repeating
them, if any of these strategies aren’t part of your life now, their
absence may help account for fatigue, irritability, lack of emo-
tional resifience, difficulty concentrating, and even & flagging
sense of purpose,

1. Actually do all those healthy things you know you ought to
do. Eat five or six small meals a day; people who eat justone or
two meals a day with jong periods in between force their bodies
into 3 conservation mode, which franslates into slower metabo-
ing sends

dist. Dess

overwhelming evide

of water dai '
fthe population walks around with mild chronic dehydration,
And finally, on the “you know you shouid” i

Hst: get physically
active. We strongly recommend three 1o four 20-10 30-minu




heart rate and blood pressure, increasing muscle tension,
constricting vision, and ultimately crippling performance.
Anxious, fear ridden athletes are far more likely to choke
in competition, for example, while anger and frustration
sabotage their capacity for calm focus.

The impact of negative emotions on business perfor-
mance is subtler but no less devastating. Alan, an execu
tive at an investment company, travels frequently, over-
seeing a half-dozen offices around the country. His
colleagues and subordinates, we learned, considered him
to be a perfectionist and an often critical boss whose frus-
tration and impatience sometimes boiled over into angry
tirades. Our work focused on helping Alan find ways to
manage his emotions more effectively. His anger, we ex-
plained, was a reactive emotion, a fight-or-flight response
to situations he perceived as threatening. To manage
more effectively, he needed to transform his inner expe-
rience of threat under stress into one of challenge.

A regular workout regimen built Alan’s endurance and
gave him a way to burn off tension. But because his flerce
travel schedule often got in the way of his workouts, we
also helped him develop a precise five-step ritual to con-
tain his negative emotions whenever they threatened to

erupt. His initial challenge was to become more aware of

signals from his body that he was on edge - physical ten-

2. Go to bed early and wake up early. Night owls have a much
more difficult time dealing with the demands of today’s busi-
ness world, because typically, they still have to get up with the
early birds. They're often groggy and unfocused in the morn-
ings, dependent on caffeine and sugary snacks to keep up their
energy. You can establish new sleep rituals. Biological clocks are
not fixed in our genes.
3. Maintain a consistent bedtime and wake-up time. As im-
portant of the number of hours vou sleep (ideally seven to
eight) is the consistency of the recovery wave you create. Regu-
far sleep cycles help reguiate \;8 r other biclogical clocks and
ase the likelihood that the sleep vou get %mﬁ be deep and
restful.
4. Seek recovery ew:?}f 20 to 120 minutes. Chronobio
found that the bod & ¢

5. D{} at Eeast two weighttraining workouts a week. No form
ercise more powerfully turns back the markers of age ?%@a%
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sion, a racing heart, tightness in his chest. When he felt
those sensations arise, his first step was to close his eyes
and take several deep breaths. Next, he consciously re-
laxed the muscles in his face. Then, he made an effort to
soften his voice and speak more slowly. After that, he tried
to put himself in the shoes of the person who was the tar-
get of his anger —to imagine what he or she must be feel-
ing. Finally, he focused on framing his response in positive
language.

Instituting this ritual felt awkward to Alan at first, not
unlike trying to learn a new golf swing. More than once
he reverted to his old behavior. But within several weeks,
the five-step drill had become automatic—a highly reli-
able way to short-circuit his reactivity. Numerous em-
ployees reported that he had become more reasonable,
more approachable, and less scary. Alan himself says that
he has become a far more effective manager.

Through our work with athletes, we have learned a num-
ber of other rituals that help to offset feelings of stress
and restore positive energy. It’s no coincidence, for exam-
ple, that many athletes wear headphones as they prepare
for competition. Music has powerful physiological and
emotional effects. It can promipt a shift in mental activity
from the rational left hemisphere of the brain to the more
intuitive right hemisphere. It also provides a relief from
obsessive thinking and worrying. Finally, music can be
ameans of directly regulating energy —raising it when the
time comes to perform and lowering it when it is more ap-
propriate to decompress.

Body language also influences emotions. In one well-
known experiment, actors were asked to portray anger
and then were subjected to numerous physiological tests,
including heart rate, blood pressure, core temperature,
galvanic skin response, and hormone levels. Next, the ac-
tors were exposed to a situation that made them gen-
uinely angry, and the same measurements were taken.
There were virtually no differences in the two profiles.
Effective acting produces precisely the same physiology
that real emotions do. All great athletes understand this
instinctively. If they carry themselves confidently, they
will eventually start to feel confident, even in highly
stressful situations. That’s why we train our corporate
chients to"act as if” —consciously creating the lock on the
o *"médﬁ that they want to feel on the inside.*You are what

ou repeatedly do/ said Aristotle. “Excellence is not a sin-

% act ‘E}:ﬁ“{ ;a '

¢ perhaps the most powerful
means for mm;ﬁ% £ positive emotions and effective re-
covery. Anvone who has enjoved a happy family reunion
or an evening with good friends knows the profound
sense of safety and security that these relationships can in-
duce. Such fes%iﬂgs are closely associated with the Ideal




their time with loved ones. We try to reframe the issue. By
devoting more time to their most important relationships
and setting clearer boundaries between work and home,
we tell our clients, they will not only derive more satis-
faction but will also get the recovery that they need to
perform better at work.

Mental Capacity

The third level of the performance pyramid-the cogni-
tive ~is where most traditional performance-enhancement
training is aimed. The usual approaches tend to focus on
improving competencies by using techniques such as pro-
cess reengineering and knowledge management or by
learning to use more sophisticated technology. Our train-
ing aims to enhance our clients’ cognitive capacities—
most notably their focus, time management, and positive-
and critical-thinking skills.

Focus simply means energy concentrated in the service
of a particular goal. Anything that interferes with focus
dissipates energy. Meditation, typically viewed as a spiri-
tual practice, can serve as a highly practical means of
training attention and promoting recovery. At this level,
no guidance from a guru is required. A perfectly adequate
meditation technique involves sitting quietly and breath-
ing deeply, counting each exhalation, and starting over
when you reach ten. Alternatively, you can choose aword
to repeat each time you take a breath.

Practiced regularly, meditation quiets the mind, the
emotions, and the body, promoting energy recovery. Nu-
merous studies have shown, for example, that experi-
enced meditators need considerably fewer hours of sleep
than nonmeditators. Meditation and other noncognitive
disciplines can also slow brain wave activity and stimulate
a shift in mental activity from the left hemisphere of the
brain to the right. Have you cver suddenly found the so-
lution to a vexing problem while doing something “mind-
less” such as jogging, working in the garden, or singing
in the shower? That's the left-brain, right-brain shift at
work-the fruit of mental oscillation.

Much of our training at this level focuses on helping
corporate athletes to consciously manage their time and
¢nergy. By alternating periods of stress with renewal,
they learn to align their work with the body’s need for
breaks every 90 to 120 minutes, This can be challenging
for compulsive corporate achievers. feffrey Sklar, 39, man-
aging director for institutional sales at the
MNew York investment firm Gruntal & Come-
pany, had long been accustomed 1o topping
his competitors by brute force - pushing
harder and more relentiessly than anyone
else. With our help, he built a set of rituals
that ens o e

Once in the morning and again in the afternoon, Skiar
retreats from the frenetic trading floor to a quiet office,
where he spends 15 minutes doing deep-breathing exer-
cigses. At lunch, he leaves the office —something he once
would have found unthinkable —and walks outdoors for
at least 15 minutes. He also works out five or six times a
week after work. At home, he and his wife, Sherry, a busy
executive herself, made a pact never to talk business after
8 rm. They also swore off work on the weekends, and they
have stuck to their vow for nearly two years. During cach
of those years, Sklar’s earnings have increased by more
than 65%.

For Jim Connor, the president and CEO of Footjoy,
reprioritizing his time became a way not just to manage
his energy better but to create more balance in his life and
to revive his sense of passion. Connor had come to us say-
ing that he felt stuck in a deep rut. “My feelings were
muted so I could deal with the emotional pain of life,)” he
explains. “I had smoothed out all the vicissitudes in my
life to such an extent that oscillation was prohibited. T was
not feeling life but repetitively performing it”

Connor had imposed on himself the stricture that he be
the first person to arrive at the office each day and the last
to leave. In reality, he acknowledged, no one would object
if he arrived a little later or left a little earlier a couple of
days a week. He realized it also made sense for him to
spend one or two days a week working at a satellite plant
45 minutes nearer to his home than his main office. Do-
ing so could boost morale at the second plant while cut-
ting 90 minutes from his commute.

Immediately after working with us, Connor arranged
to have an office cleared out at the satellite factory. He
now spends at least one full day a week there, prompting
a number of people at that office to comment to him
about his increased availability. He began taking a golf les-
son one morning a week, which also allowed for a more
relaxed drive to his main office, since he commutes there
after rush hour on golf days. In addition, he instituted
a monthly getaway routine with his wife, In the evenings,
he often leaves his office earlier in order to spend more
timwe with his family.

Connor has also meticulously built recovery into his
workdays.“What a difference these fruit and water breaks
make,” he says. “1 set myv alarm watch for 90 minufes to
prevent relapses, but I'm instinctively incorporating this
routine into my life and love it 'm far more productive

Have you ever suddenly found the soiution o a
vexing problem while doing something “mindless”
such as jogging, working in the garden, or singing
in the shower? That's the left-brain, right-brain shift
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The Making of 3 Corporate Athiele

as a result, and the guality of my thought process 1s mea-
surably improved. I'm also doing more on the big things
at work and not getting bogged down in detail. 'm paus-
ing more 1o think and to take time out”

Rituals that encourage positive thinking also increase
the likelihood of accessing the Ideal Performance State.
Once again, our work with top athletes has taught us the
power of creating specific mental rituals to sustain post-
tive energy. Jack Nicklaus, one of the greatest pressure
performers in the history of golf, seems to have an intu-
itive understanding of the importance of both oscillation
and rituals. “I've developed a regimen that allows me to
move from peaks of concentration into valleys of relax-
ation and back again as necessary, he wrote in Golf Digest.
“My focus begins to sharpen as I walk onto the tee and
steadily intensifies...until 1 hit [my drivel]....T descend
into a valley as 1 leave the tee, either through casual con-
versation with a fellow competitor or by letting my mind
dwell on whatever happens into it”

Visualization is another ritual that produces positive
energy and has palpable performance results. For exam-
ple, Earl Woods taught his son Tiger— Nicklaus’s heir ap-
parent—-to form a mental image of the ball rolling into
the hole before each shot. The exercise does more than
produce a vague feeling of optimism and well-being. Neu-
roscientist Tan Robertson of Trinity College, Dublin,

If executives are to perform
at high levels over the long W44
haul, they have to train in od
the same systematic,
multilevel way that
world-class athletes do.

author of Mind Sculpture, has found
that visualization can lterally repro-
gram the neural circuitry of the brain,
divectly improving performance. It is hard
to imagine a better Hlustration than diver
Laura Wilkinson. Six months before the summer
Olympics in Sydney, Wilkinson broke three toes on her
right foot while training, Unable 1o 2o in the water be-
cause of her cast, she instead spent howrs 2 day on the
diving platform, visualizing each of her dives, With only
reeks to actually practice before the Olvmpics, she

pudled off a huge upset, winning the gold medal on the
tepmeter platform.

Visualization works just as well in the office. Sherry
Sklar has g ritual to prepare for any significant event in
her work

i

the outcome 'm after” In effect, Sklar is building mental
muscles-increasing her strength, endurance, and flexibil-
ity. By doing so, she decreases the Hkelihood that she will
be distracted by negative thoughts under pressure It has
made me much more relaxed and confident when I go
into presentations,” she says.

Spiritual Capacity

Most executives are wary of addressing the spiritual level
of the performance pyramid in business settings, and un-
derstandably so. The word “spiritual” prompts conflicting
emotions and doesn’t seem immediately relevant to high
performance. So let’s be clear: by spiritual capacity, we
simply mean the energy that is unleashed by tapping into
one’s deepest values and defining a strong sense of pur-
pose. This capacity, we have found, serves as sustenance in
the face of adversity and as a powerful source of motiva-
tion, focus, determination, and resilience.

Consider the case of Ann, a high-level exccutive at a
large cosmetics company. For much of her adult life, she
has tried unsuccessfully to quit smoking, blaming her fail-
wres on a lack of self-discipline. Smoking took a visible toll
on her health and her productivity at work—decreased
endurance from shortness of breath, more sick days than

her colleagues, and nicotine cravings that distracted
her during long meetings.
Four years ago, when Ann became
pregnant, she was able to guit imme-
diately and didn’t touch a cigarette
until the day her child was born,
when she began smoking again.
A vear later, Ann became preg-
nant for a second time, and again
she stopped smoking, with virte-
ally no symptoms of withdrawal.
True to her pattern, she resumed
smoking when her child was born.

“I don't understand i) she toid us

plaintively.

We offered a simple explanation. As

long as Ann was able to connect the impact

of smoking to a deeper purpose~the health of

her unborn child-guitting was easy. She was able 1o
rouke what we call a "values-based adaptation) But with-
out a strong connection to a deeper sense of purpose,
she went back to smoking—an expedient adaptation that
served her shortteny interests. Smoling was a sensory
pleasure for Ann, as well as a way to allay her anxiety and
manage social stress. Understanding cognitively that
was unhealthy, feeling gailty about it on an emotional
level, and even experiencing its negative effects physi-
D insufficient motivations to change her be-
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Making such a connection,
we have found, requires regu-
larly stepping off the endless
treadmill of deadlines and ob-
ligations to take time for re-
flection. The inclination for
busy executives is to live in a
perpetual state of triage, doing whatever seems most im-
mediately pressing while losing sight of any bigger pic-
ture. Rituals that give people the opportunity to pause
and look inside include meditation, journal writing,
praver, and service to others. Each of these activities can
also serve as a source of recovery —a way to break the lin-
earity of relentless goal-oriented activity.

Taking the time to connect to one’s deepest values can
be extremely rewarding. It can also be painful, as a client
we'll call Richard discovered. Richard is a stockbroker
who works in New York City and lives in a distant suburb,
where his wife stays at home with their three young chil-
dren. Between his long commute and his long hours,
Richard spent little time with his family. Like so many
of our clients, he typically left home before his children
woke up and returned around 7:30 in the evening, feel-
ing exhausted and in no mood to talk to anyone. He
wasn't happy with his situation, but he saw no easy solu-
tion. In time, his unhappiness began to affect his work,
which made him even more negative when he got home
at night. It was a vicious cycle.

One evening while driving home from work, Richard
found himself brooding about his life. Suddenly, he felt
so overcome by emotion that he stopped his car at a park
ten blocks from home to collect himself. To his astonish-
ment, he began to weep. He felt consumed with grief
about his life and filled with longing for his family. Af-

Companies can't afford to address their
employees’ cognitive capacities while
ignoring their physical, emotional, and
spiritual well-being.

ter ten minutes, all Richard
wanted to do was get home
and hug his wife and chi-
dren. Accustomed to giving
their dad a wide berth at the
end of the day, his kids were
understandably bewildered
when he walked in that evening with tears streaming
down his face and wrapped them all in hugs. When his
wife arrived on the scene, her first thought was that he'd
been fired.

The next day, Richard again felt oddly compelled to
stop at the park near his house. Sure enough, the tears
returned and so did the longing. Once again, he rushed
home to his family. During the subsequent two years,
Richard was able to count on one hand the number of
times that he failed to stop at the same location for at
least ten minutes. The rush of emotion subsided over
time, but his sense that he was affirming what mattered
most in his life remained as strong as ever.

Richard had stumbled into a ritual that allowed him
both to disengage from work and to tap into a profound
source of purpose and meaning - his family. In that con-
text, going home ceased to be a burden after a long day
and became instead a source of recovery and renewal.
In turn, Richard’s distraction at work diminished, and he
became more focused, positive, and productive —so much
so that he was able to cut down on his hours. On a practi-
cal level, he created a better balance between stress and
recovery. Finally, by tapping into a deeper sense of pur-
pose, he found a powerful new source of energy for both
his work and his family.

In a corporate environment that is changing at warp
speed, performing consistently at high levels is more
difficult and more necessary than ever, Narrow
interventions simply aren’t sufficient any-

n. more. Companies can’t afford to address their
emplovees’ cognitive capacities while ignor-
ing their physical, emotional, and spiritual well-
being. On the playing field or in the boardroom,
high performance depends as much on how people
renew and recover energy as on how they expend it,

on how they manage their lives as much ason how they
manage their work, When people feel strong and re-
silient — physically, mentally, emotionally, and spirituaily -
they perform better, with more passion, for longer. They
win, their families win, and the corpurations that employ
them win. V]
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