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			These lines written by Carol and Gabi express a lot of love and courage. They express their love for people with diverse ideas and manners, who seek to build a more just and inclusive world. They express their courage when they say they don’t know something and ask for help; their courage to put into practice the actions that are aligned with their values; their courage to actually work together, facing the uncomfortable feeling of disagreeing with each other, but doing so with transparency and honesty.


			 


			In their shared leadership journey, Gabi and Carol have made it clear that they appreciate the different perspectives people have about the world, and they showed us how they’ve nurtured a culture of collaboration and development of people within ThoughtWorks. They’ve also made it clear that it’s a lot of work, but it’s definitely worth it.


			The organization they lead is fluid, organic, and it responds to changes in internal and external contexts. While we are all caught in the middle of this post-modern turmoil, Carol and Gabi tell us about the relevance of reflection for exercising leadership, and how important it is to stop and give meaning to the present while thinking in the long term, because our daily urgent needs may hinder the best of our intentions.


			In this book and in their choices, Carol and Gabi show us that with love and courage, organizations can become better—for people, for business, and for society.


			 


			 


			Ana Pliopas, PhD in Organizational Studies, 
Master Certified Coach, professor at EAESP/FGV, 
and partner at the Hudson Institute of Coaching in Brazil.
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			“Something is out of order / Out of the New World order.”[1] Consequently, other forms of business leadership are emerging. In conference rooms throughout the world, new voices are speaking up. Once knowledge is reshaped, decisions are no longer unilateral, leadership based on authoritarianism no longer has a reason to be (did it ever have one?) and, above all, DOs and DON’Ts no longer exist.


			 


			In 2015, amid this scenario and while Brazil was facing one of its worst political and economic crises in recent history, we became Managing Directors (MDs) at ThoughtWorks, a multinational company specializing in software development.


			You read it right.


			We both did.


			Managing Directors (MDs).


			Together.


			It’s an unusual setup, compared to the stories we read about leaders of organizations. Actually, when we join debates, read about management and strategy, and review iconic stories, we see that this is only one peculiar aspect of our journey, in which we learned, by doing, the real meaning of leadership within a fast-growing, innovative organization. At the same time, we learned to walk side by side and collaborate to increase the number of Twers[2] from 350 to 540 and help our company’s revenue in Brazil to increase by 51% in our first year as MDs. 


			We let go of many firmly-held beliefs. Above all, we had to reach a common ground whenever we had any disagreements, because having a diversity of ideas and thoughts is crucial in a truly transformative environment. We have learned a lot as well—privilege, inclusion, awareness, and possible ways to promote the common good even more.


			We learned how to bring conflict to the table, expose it, daringly smile at it, and build our collective path in a more aware and productive way.


			As we walk side by side, we realized that making mistakes is part of the process. And the same is true about starting from scratch. When we talk about our insecurities and mistakes, especially when acting as leaders, we show that everybody can make mistakes. It affects our egos and makes us go back and clean up our mess, get up and start over again as many times as needed. It’s never easy, but nobody said it would be, right?


			We realize our leadership model comes down to being true and real. And that the lyrics to that song were right: “I truly respect my tears. But I respect my laughter even more.”[3]


			After all that we’ve been through, here we are.


			We’re writing about our journey to turn our company into a safe place in the executive market, so that we can add our voices to the group of people who, every day, dare to share the lessons they’ve learned and are willing to have a conversation.


			With you.


			We’re thankful for this honor.


			 


			Carol Cintra & Gabi Guerra







		

			Opening


			 


			 


			Making many tough decisions,  the impacts of which aren’t always visible, obvious, or measurable in the short term, and doing so as a pair, means to become all too human.* On top of sharing responsibilities, there’s always the challenge to understand and accept each other’s point of view, which is almost never an easy task. However, our surroundings always had a lot to teach us.


			 


			Our mission at ThoughtWorks is to improve humanity with software and to create a socially responsible and economically fair ecosystem. In order to achieve this mission, we have three goals:


			 


			1. Managing a sustainable business.


			2. Promoting software excellence and turning the technology industry on its head.


			3. Passionately advocating for social and economic justice.


			 


			We both identify deeply with these values. Like our company, we’re also passionate about seeking what’s new, fostering diversity, challenging the status quo, pursuing excellence in our services, and using technology to create a society that is better and fairer for the largest possible number of people. That was a key element for us. During our daily routine, while facing real problems we had to learn to identify and resolve, while tilting at windmills** we were able to defeat, and in the smallest of our actions that helped us ensure that our goals would be achieved, we always fought to make room for change and collective thinking. All at the same time.
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			We.


			Memories aren’t a summary of one’s life. They’re windows. That is why telling our individual story isn’t about reliving it–it’s about giving a different meaning to what you’ve lived so far. It’s about seeing that your past is relevant to your present.
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			Gabi Guerra


			Sitting on the swing in my grandparents’ backyard, I listened as my grandpa talked about black holes and the universe.


			If I had to select a snapshot of my childhood, that would be it. Ever since I can remember, I have been the daughter of divorced parents and went up and down carrying my little backpack. My grandpa took me to school every day. He used to wear sandals with socks, and all his socks had a hole in the big toe. At 84, this old man was also ranked the 11th physician in his state and decided to write a book about cyberspace, in which he argued the importance of science to society and how we all need ethics when it comes to thinking about new technologies. By his side, my grandma talked about books as she taught me how to live. And that’s how I grew up.


			I grew up hearing my parents say that “to be somebody” meant “to find happiness.” It didn’t matter what I decided to do with my life. If I were happy, they’d be proud of me, no matter what. I went to very good private schools and participated in an exchange program when I was 15. When I was 16, I went to college at a private university to major in Psychology. I was an unpaid intern during my first semester, because I wanted to learn more and didn’t need to bring money home. I could afford to do an internship for learning purposes only.  
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			That’s how privileged I was.


			I think it’s important to emphasize that.


			People like me white, who have access to a formal education, and who are supported by an emotionally stable family can go through some hard times, but we still have a chance to become leaders one day.


			However, this system we live in is cruel and extremely unequal. There are very few opportunities for social mobility if you’re born poor, it’s quite unlikely you’ll die rich, and vice-versa. At the same time, all we hear is this perverse discourse about “all you have to do is to work hard.”


			No, that’s not all.


			We need to stop propagating this lie that is so harmful to society, which doesn’t break the vicious cycle and steals people of their hopes, dreams, and self-esteem.


			I’d like to take this opportunity to create a call for action:


			Identify your privilege.


			Then start to take action to spread it around.
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			I went to school for Psychology for three years and, during that time, I was part of a study group on scientific initiation. We studied the psychology of learning and metacognition. I was an intern at a clinic, working with children and teenagers who had severe psychopathologies and lived in state-sponsored shelters. I also worked at a rehab center for people dealing with substance abuse. I loved it! Still, I never saw myself as a psychologist.


			While I was in college, I had depression. It was very hard for me to keep studying while I was depressed. I thought all psychologists were mentally healthy. Since that was so far from my reality, I felt like a fraud. Unfortunately, mental health is still taboo in our society and people are misinformed. Depression is a disease that must be taken seriously, just like any other disease. As I was going through that, I realized people still believe you can get better if you’re willing to get better, get over it, and be happy. It’s such a misconception that you end up hearing very cruel advice, such as, “Girl, you have to want to get well!”


			Who doesn’t want to get well?


			While I was going through that, I switched my major from Psychology to Business Administration. I hated it. Still, I graduated. My first formal employment was as a stockbroker. After that, I held a variety of jobs in digital marketing, human resources, project management, and education. I definitely didn’t have a linear career. I had different experiences and had to start from zero several times. I learned how to learn. I have always been involved in social efforts and wondered what my role in society actually was. In 2011, some of my friends and I decided to create a group to debate politics. We had some ambitious dreams, such as bringing political education to schools. We decided to start out with something that was close to us we were about to have our local elections. During election year, people get tired of hearing about politics. After doing some surveys and talking to people on the streets, we had an idea: creating an app to explain what each public office is in charge of and showing what each candidate’s platform was during the election, thus motivating people to become part of the process.


			We had a crowdfunding campaign and raised money for the app. However, when we started getting some quotes, we saw that they were more on the pricey side. Then, an employee at a technology company that I had never heard of (named ThoughtWorks!), contacted me to learn more about our idea. We went to their office to introduce ourselves, and more than thirty people decided to help us.


			We put the app together in record time, thanks to our collective effort. I’ll always think back on those days with affection. I learned a lot back then about politics, software development, and the power of the collective, as well as about myself. 	


			After we launched the app, TW contacted me again. “We’re not sure what you could do, but we want to find a way to hire you.” We talked a lot and I studied a lot. This was a brand new world for me. I learned everything I could and I joined the company as a business analyst. I felt extremely insecure for months. I was lucky to have people like Rômulo and Froes nearby. They are both developers and had been working at TW for some time, but didn’t have any formal responsibility to teach me anything. Still, they helped immensely and didn’t make me feel ashamed of asking stupid questions. I asked a lot of questions and asked for a lot of help, but I never felt stupid.


			I had left a company where I felt comfortable, helped people, and saw the results of what I was doing, then I went to a place where oftentimes I didn’t even know where to start. Starting over was very challenging. It took me months to adapt. In the meantime, I enrolled in the ThoughtWorks University, a TW program for recent hires who don’t have much overall experience in the industry. I went to India and spent six weeks there. I was 27 already and was definitely the oldest person in the group.


			Before my first year with the company, I was invited to lead efforts towards one of the company goals: economic and social justice. And that’s how I joined the TW leadership team in Brazil. I had to learn more about the business. And I had to seek an understanding of how inside knowledge could help develop software to support outside efforts that could decrease the social and economic gap and also increase diversity and inclusion.


			While interacting with different people, I realized technology is just another tool, albeit a very powerful one, to leverage problem-solving possibilities. But it can’t do it by itself. I needed to challenge myself to unlearn some things and be bold enough to see beyond my own preconceptions. I needed to break away from stereotypes. Additionally, I had to let go of some personal issues and learn how to deal with many different stakeholders,[5] learning how to align myself with them and have some tough talks.


			Above all, I learned how to be myself.


			Look how far I’ve come from that little 9-year-old who first got introduced to Stephen Hawking in one of her grandpa’s books!
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			Carol


			If there’s something that defines who I am, it is my endless belief in people, in their strength, in the love they have to give, and my will to be part of their journey in finding their strength and love.


			Content is more important than the means, and dreams are bigger than pre-existing possibilities. I learned so much from my mother, who is an elementary school teacher and a champion of Constructivism.* If you’ve ever observed a child who is learning how to write while following the principles of Constructivism, you know how amazing the whole experience can be. The first words are illegible, just jumbled letters that don’t mean anything. With time, we start to “identify” words that were put together with many grammar mistakes. Their writing is organized “freely,” that is, children focus more on content, rather than structure. After some time, their text composition evolves further, and we start to see something poetic, inspiring. These are small children expressing their world view with a wealth of thoughts, without feeling that they need to copy anything, and free of any restrictions. Formatting, correcting grammar, and understanding the possibilities are important, but these elements shouldn’t restrict their initial idea.


			That’s how I understood it once and for all: There shouldn’t be restrictions on creation. Everyone has so much to teach others with their own perspective, and we must learn how to practice freedom of thought.


			That was my take-away lesson.


			And it has helped me so much!


			My father was in the military. In practical terms, that meant we moved every couple of years. That allowed me to see Brazil, my home country, in different ways. I incorporated little parts of our diverse culture and learned more about different myths, kinds of music, expressions, children’s play and games. On the one hand, it taught me how to be a stranger in a new place and, little by little, feel like I belong. On the other hand, I also learned how to welcome strangers and make them part of our group, of our city, and of myself. I learned that it’s always worth it to build something, whether it’s a story, a connection, a friendship even when you know you’ll soon be leaving. And it hurts to leave, but you’ll survive. The things that you build, these stories and connections, cannot be undone just because of physical distance or time apart.
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“The person that really needs to accept
you is you. | realized that part of my
identity is saying no to things | don't

want to do.”

Lady Gaga, singer and revolutionary artist.
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"You have to act as if it were
possible to radically transform the
world. And you have to do it all
the time.” "
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WINDMILLS

Cervantes' “Don Quixofe” is a parody and
aitique of chivalric romance novels published at
that fime (1604), which didn’t motivate readers
1o think all that much. Right at the beginning of
the book, Quixote faces more than thirty gians.
Sancho Panza, his faithful esquire, explains

1o him that they were actually windmills.
Unconvinced, he attacks them. How many fimes
do we filt at windmills before we see them for
what they really are?
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“ALLTOO HUMAN"

This is an expression from
Friedrich Nietzsche's book
“Human, All Too Human,”
which was published

in 1878 as a collection

of essays and thoughts
about philosophy and the
birth of science.
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“If | had to choose between The
Doors and Dostoyevsky, then—of
course-I'd choose Dostoyevsky.
But do | have to choose?”
Susan Sontag, philosopher and
Human Rights activist.
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“FREEDOM IS
WHAT YOU DO
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BEEN DONE

10 YOU.”
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