

[image: Image]




THE 
CONSCIOUS 
LEADER




Shelley Reciniello


THE 
CONSCIOUS 
LEADER


The Conscious Leader: 9 Principles and Practices to Create a Wide-Awake and Productive Workplace


[image: image]






	LONDON


	NEW YORK


	SHANGHAI







	MEXICO CITY


	MONTERREY


	BUENOS AIRES







	MADRID


	BARCELONA


	BOGOTA










Published by


LID Publishing Inc.


420 Round Hill Rd. Greenwich,


Connecticut 06831, USA


Ph. +1 (203) 979 2964


contact@lidpublishing.com


LIDPUBLISHING.COM


[image: image]


All rights reserved. Without limiting the rights under copyright reserved, no part of this publication may be reproduced, stored or introduced into a retrieval system, or transmitted, in any form or by any means (electronic, mechanical, photocopying, recording or otherwise) without the prior written permission of both the copyright owners and the publisher of this book.


Chapter 4: “Where Or When” from “Babes In Arms” - Reprinted by permission.


Music by Richard Rodgers, Lyrics by Lorenz Hart


Copyright © 1937 Chappell & Co., Inc.


Copyright Renewed.


Copyright Assigned to Williamson Music and WB Music Corp. for the extended


renewal period of copyright in the USA. International Copyright Secured.


All Rights Reserved.


© Shelley Reciniello 2014


© LID Publishing Inc, 2014


Printed in the USA


EAN-ISBN13: 9780985286446


Collection editor: Jeanne Bracken


Editing: Laurie Price


Typesetting: produccioneditorial.com


Cover design: ideas@nicandwill.com


First edition: April 2014




To my late parents


Anthony and Josephine Reciniello,


who made my dreams their dreams,


and


To my husband David Ardao,


who makes all things possible




Foreword


For three decades, I have been privileged to be married to a thoughtful psychologist. While my predisposition is to look at context to explain individual and organization behaviors, her bias is to look inside for explanations. When I work to help leaders understand and improve their behavior, I often ask the question, “what value does that behavior add to employees, customers, investors, or communities?” Wendy, my wife, looks at the same behavior and asks, “where does that come from?” Each approach is useful. The sociological, contextual approach helps look at outcomes and the psychological approach helps look at causes.


In this wonderfully written book, corporate psychologist Shelley Reciniello does a wonderful job of bridging these perspectives at both the individual and organization level. For individual leaders, she helps make the unconscious conscious. She is able to help leaders dig into the psychology of why they do what they do, and she is also able to put it into a business context. Without that context, noble personal attributes appear to be narcissistic. Being authentic –– without defining the value that authenticity gives to employees, customers, and investors –– is short-lived and self serving. Committing to others without fully understanding their personal motives could be seen as pandering. By combining the psychological (internal awareness) and sociological (external context), she is able to give leaders marvelous personal tips.


Leaders today lead through the organizations they manage. Like individuals, organizations have public actions, management processes, and morphologies or structures. These more conscious aspects of organizations have led many leaders to proclaim change, set strategy, reengineer processes, or delayer organizations. These well-intentioned organizational changes are often proclaimed to be transformational. But they are not. Old practices creep back in and new ideas do not get implemented. Underneath these public practices is a subconscious culture that shapes how things are ultimately done. Unless and until this subconscious culture is defined, exposed, discussed, and debated, change will not likely happen. A wise colleague said, “culture eats strategy for lunch,” and the truth is, it will likely continue to do so. Shelley’s tips help leaders make this unconscious culture more transparent and therefore, able to be changed.


A large challenge for both individual and organizational change is sustainability. How can good ideas actually happen? This requires a combination of psychological understanding about why they happen and sociological understanding of the outcomes of the activity. When the unconscious behavior of leaders and cultures of organizations becomes conscious, sustained change can and will occur. This exquisitely and cleverly written book will help make this happen.


I have been lucky to learn these lessons from a thoughtful wife; others can learn them from a thoughtful and creative author.


Dave Ulrich
Professor, Ross School of Business,
University of Michigan
Partner, The RBL Group
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Introduction


Why Hasn’t Anyone Told Me This Before?


People don’t leave their psychological selves, conscious or unconscious, at home when they come to the office, and there are many permutations of how work and self, and self and others, collide.


You may know your business, have brilliant ideas and an eager workforce, but if you don’t know what happens to people –– and that includes you –– when they enter the workplace, you will undoubtedly waste time and money, and minimize your success.


My job has been to work with organizations and individuals to figure out what the real problem is when a corporate initiative fails, when the leadership is disappointing, when a promising individual or team can’t perform, or when a well-conceived departmental project doesn’t deliver. When what has gone wrong doesn’t make sense, I look for the unrecognized, underlying psychological issues that caused the problem. What’s going on unconsciously, out of awareness, is often more important than what is happening on the surface.


Being a sort of psychological detective has allowed me to witness all the ways organizations suffer when people from the top down work unconsciously. Someone once asked Sigmund Freud, “What do we have to do in order to be mentally healthy?” He answered that we must be able to “love and work.” And if you know anything about Freud, you know that he meant that we need to love and work with an awareness of both conscious and unconscious variables.


Take a look at these situations. What do you think went wrong?


A sales and trading division of an investment bank hired an ace off their major competitor’s trading floor. After six months, not only is the trader in question not earning his salary, let alone his guaranteed bonus, he has been a divisive force among a formerly cohesive team.


The board of a European company replaced a traditional, home-grown CEO with an American CEO who promises to usher in the modernity the company lacks. But the new CEO spends his first six months creating an alliance with an American company that is interested in taking over the European organization.


A tech company, AlsoRan, is bested by its leading competitor, OlderBrother, who releases a piece of technology to the marketplace that the troops at AlsoRan have been playing with for years. Apparently, upstairs at AlsoRan didn’t know what downstairs was doing, and so missed the opportunity.


What all three of these scenarios have in common is a lack of conscious leadership. The head of the sales and trading division hired the ace because he felt his steady but unglamorous team was too risk averse and not flashy enough. His unacknowledged fantasy was to relive his own younger, glory days through the ace. He didn’t see the player’s narcissism and recklessness as responsible for his willingness to take risks that were ultimately ill-matched to the modern marketplace. The department was better served by the caution and judgment that his team had cultivated.


Likewise, the board members of the European company were so blinded by their own feelings of inferiority and envy of American companies who seemed to be cornering the market that they inadvertently invited the fox into the henhouse.


While at AlsoRan, the scholarly, old guard bosses upstairs felt threatened by the start-up techie troops downstairs, and sabotaged an open flow of communication. The innovative ideas of the young creatives who were hired exactly for that out-of-the-box thinking, never made it up the stairs to where the “real thinkers” ran the company.


You’re thinking, “Isn’t running a business difficult enough without worrying about what I don’t see?” It is most certainly a given that leadership today isn’t easy. With the advances of technology and a globalized marketplace, you are on 24/7. How to compete, how to deal with ever changing world markets, how to manage a diverse workforce, how to continually produce quality and be innovative, and how to satisfy regulators, shareholders, and consumers? These and more are unprecedented stressors for you and your employees.


But like it or not, doing business today also requires navigating the underground psychological terrain of people at work: egos that run amok putting personal success ahead of corporate achievement; palpable, underlying anger that surfaces in response to company policies, ill treatment by a manager, or even your own grandstanding; fear so contagious that people spend most of their time just trying to keep their jobs instead of doing their jobs. In the incredible pressure cooker that is the modern workplace, how do you keep your eye on a ball that is increasingly invisible?


By understanding the basic psychological principles of people at work and applying them daily. Corporations are not people but they are made up of people, and to ignore the imperfect humanness of professional interactions is a foolish omission that will always undermine success and satisfaction.


It has been universally accepted that Freud was also saying that we would need to “love and work well.” The real importance of this advice is that we need to be successful with both passions. We readily understand how dramatically problems with love affect us, and we relentlessly try to get it right. It is equally true that being unhappy and unfulfilled at work can cause great upheaval and sadness in our lives. We also know that love and work impact each other, and that work-life balance begins long before we go to work and try to have a personal life. They are two sides of the same coin, integral parts of being human and balancing them won’t work because we must integrate them. We must also love what we do.


But that is often not the case; people do not love what they do. In large part, the people who make up your troops are unhappy and unfulfilled at work, and they don’t know what to do about it. They are depressed and anxious. Each year in America alone, over 20 million people are diagnosed with depression, and over 40 million with some form of anxiety –– and these are just the people who have come forward and asked for help. Not being able to work productively can cause or contribute to their malaise. You know the corporate statistics about poor performance, lack of job satisfaction and turnover that speak of a lack of engagement and unhappy employees. It is true that sometimes people are not in jobs that they want to be in, and find themselves there because of wrong decisions, misguided motivations, or economic necessity. And sometimes people believe they have their dream jobs and are still unhappy.


Most of the time, however, people are unhappy at work because of what goes on there that they do not understand: unconscious and problematic issues, behaviors, relationships, and interactions specific to the workplace that make their days unfulfilling, challenging in a negative way, disheartening and disappointing, and sometimes, a downright nightmare. You can have no illusions about how that affects your bottom line.


In the early days of my career I sold and implemented Employee Assistance Programs (EAPs) to companies looking for a way to help employees and their families with psychological and substance abuse problems that would inevitably impact the workplace through absenteeism, distraction, and turnover. Very soon, we assessed other needs our companies had and began providing additional services, such as individual and team coaching, conflict resolution, and stress reduction. It became increasingly obvious that things could go in the opposite direction as well, and that what went on in the workplace could also impact performance and take a toll on personal lives. Today, EAPs tend to be more limited in scope and services, but psychology’s potential to provide companies and their employees with business-focused, performance-enhancing information and intervention has continued to grow.


There is a plethora of self-help business books written by consultants, coaches, and gurus that doles out advice sourced from ancient texts to the most current research. Certainly many of these sources have wisdom to share. But the very basic tried and true, psychological principles about how we think, how we know ourselves, and how we interact with others that can help us become and stay conscious, are usually missing. In their entreaty for enlightened leadership, many modern contributors often skip over the generally accepted understanding of both Hinduism and Buddhism, that consciousness is a prerequisite to mindfulness. Mindfulness is a most worthy practice, but we cannot become mindful if we are not at first conscious.


I am consistently saddened that even today’s savviest leaders in business and government have often not been privy to this information, or that it has been presented in a way that made it seem unattainable or unattractive so it didn’t stick. What you need to know to become conscious has unfortunately become the secret of my profession.


That stops today. I will be explaining and demonstrating fundamental, psychological truths that I have learned from my mentors, the pioneers who applied psychological and psychoanalytic insight to the workplace, and from what I have practiced in my 34 years of helping individuals and organizations understand how people work well, and how people can work well together. Whenever I present these insights, the reaction is always the same: “Why hasn’t anyone told me this before?” For those leaders who have been willing to heed this advice and adopt these practices throughout their organizations, as well as in their own lives, the rewards continue to flow.


The following chapters will describe the nine most important psychological phenomena that undermine companies and leadership every day. The underlying truths about human beings and their behavior as well as the antidotes to these phenomena will be presented in jargon-free, accessible concepts. Each chapter will build upon the next until you have grasped the nine key principles and practices necessary for conscious leadership that you can immediately begin to apply in your organizations.


From the boardroom to the mailroom, employees are often elated when they understand how these nine challenges and the accompanying insights operate in their lives. This information helps them to normalize their reactions so they can see themselves without judgment and become open to changing their opinions and behaviors. The value of being conscious becomes readily apparent. Knowing ourselves, our complexities, and our triggers, handling the quirks of others instead of letting them affect us, valuing and maximizing the challenge of diversity, understanding how to deal with anger coming at us or from us, learning how to increase our personal power and use it appropriately, and dealing with change positively are some of the ways we can enhance our personal and professional effectiveness. All this becomes possible when we learn to look beneath the surface.


The human mind did not come with an operations manual. Over the years, psychologists have been trying to create one with all the necessary instructions, procedures, and guidelines. From theorizing and observing, and some baptism by fire, the following enduring psychological tenets and common sense deductions have emerged to help us work consciously. With everything that goes into making a successful business –– talent, persistence, hard work, personal sacrifice, and financial investment –– to not account for interference that can come from unconscious intentions, actions, and behaviors would be a tragedy. If you lead an organization or a school, direct a department or an association, run a factory or a store, or provide an online service –– if you expect your business to be successful, you need to make what is invisible to your eye your partner or it will become your nemesis.


Some of what will be discussed will sound intuitively right to you and some of it you will have to stretch for and really think over until you get it. But the effort will be worth it. Beginning with yourself, you can create leadership and a culture that is conscious, wide-awake, and productive.
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Why Everything Goes Wrong When Everything Seemed Right: Secret Motivations and Hidden Agendas


For now we see through a glass, darkly; but then face to face: now I know in part; but then I shall know even as I am also known.


1 Corinthians 13:12


Think about this. Every day all over the world people enter the workplace with their own personal preoccupations: work pressures, health concerns, money worries, family problems, relationship issues, political viewpoints, and more. That’s a lot of variables to consider. And these are the easy ones because they’re the things that people are generally aware of –– conscious of –– although they can still impact their work and be difficult for others to cope with.


But the ones that they haven’t got a clue about –– the ones that are unconscious –– are the really tricky ones like unresolved childhood and family issues, fears, anxieties, fantasies, drives, prejudices, obsessions, and complicated emotions like anger and guilt. That’s what is happening when you sabotage something you’ve been striving for, such as a promotion or a deal –– or when someone gets angry with you for no obvious reason. You become upset and confused because the behavior is illogical. And that is indeed the problem.


Psychological Principle #1: Human beings are not rational, and every day their illogical, unconscious minds are walking into offices with hidden agendas. 



That includes you. Unconscious cultures begin at the top.


In the 17th and 18th centuries, human beings were thought to be rational. You remember the Age of Reason and the Enlightenment. But over the centuries, people began to doubt the rationality of human beings, especially when confronted by a whole host of illogical things that people did, such as engaging in barbaric practices and constantly declaring war on each other. Ideas about the “unconscious mind” were frequently bandied about in philosophical circles, but it took Sigmund Freud in the early 1900s to organize them into a comprehensive theory that has formed the cornerstone of our knowledge of human psychology.
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