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ADVANCE PRAISE


“Credible leadership starts with yourself as a leader: you have to be aware of your personal strengths and weaknesses. I therefore support the central thesis of this book” – Antony Burgmans, Non-Executive at BP, Aegon, et al; former CEO of Unilever.


“Good leaders have insight, in themselves as well as others; they have a vision and connect with others; finally, they deliver results and develop people. In my view, this is the core of leadership, as supported by this book” – Feike Sijbesma, CEO Royal DSM.


“Once again, Twan’s non-bullshit approach strips away the pretentiousness on leadership thinking. I encourage you to leave your skepticism at the door and enjoy a thought-provoking journey on a new path to leadership!” – Jackie Cuthbert, Group HR & Communications Officer, Sanoma.


“Twan’s book encourages (self-) reflection. I endorse that with all my heart! ‘Know thyself I said to someone, but he couldn’t; he was no one’, is an old Dutch saying. This book invites leaders to think (about themselves also) and BE SOMEONE!” – Kees Storm, Non-Executive at AB-InBev, Air France-KLM, et al.


“Twan’s reflections definitely contribute to the evolution of our own consciousness and help re-establish harmony after such a long period of chaos. This is no academic work for a new leadership, rather this brings it into this moment, to create an internal experience that can free-up blockages, individually and collectively. Tools to transform and the ability to shift!” – Axel Botzenhardt, CEO of Thyssengas.


“Many of us have stumbled on the ineffectiveness of good-looking transformation programmes and failed to work out what went wrong. I think what was often lacking was the core of personal leadership: to truly understand yourself, your drivers and your fears and from there to connect with those you lead. Van de Kerkhof elaborates on this insight in an evocative and provocative way. This book is good reading for those who are in search of their own leadership” – Hein Knaapen, Group HR Director of ING.


“This book is a compelling invitation to start on an important journey. A must for anyone leading others, because leading from a position of power will soon be history. Also very accessible reading” – Henk Breukink, Member Supervisory Boards at ING, Hogeschool In Holland, et al.
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FOREWORD


This book describes the quality of leadership that is required in the face of the profound change and rising complexity our institutions are facing. That complexity is accelerating at a scale, intensity and speed never experienced before. To succeed in this new environment, Twan writes that institutional leaders must create new realities by connecting to both the world outside and the world inside.


The development of this capacity by institutional leaders is critical to enable society to rise above the challenges of our time. Business leaders have a particularly important role to play during this moment in history, for global business has become a principal provider of meaning for society. The Western scientific-materialistic worldview – the underlying belief system that has prevailed in the West for over 200 years – is no longer adequate for the issues we are facing today.


Fortunately there is a shift now occurring globally, from the orthodox, consensus worldview emphasizing reductionist and materialist thinking, to a more comprehensive worldview. This shift is in its early stage of manifesting, and business leaders must play the critical role of enabling it to become a driving force of history.


The genius of this book lies in its authenticity, its practicality and its simplicity. Twan uses his considerable writing skills, known for years as a successful journalist, to take us into complex scientific, psychological and spiritual territory with surprising clarity and coherence. His emphasis is on a balanced approach to developing what I have called “Stage IV Leadership” – those with a healthy balance of power motive, achieve motive and service motive – all resting on a solid foundation of authenticity and core values.


The author calls for the creation of a more advanced generation of institutions led by Stage IV Leadership – those who are willing to “start the journey inside”. This would enable the capacity for accessing tacit knowing that can be used for breakthrough thinking, strategy formation and innovation, including envisioning and creating the kind of institutions we desire for our society.


This book stands out for its emphasis on the principle that the success of an intervention is dependent on the inner state of the intervener. The way forward is the way inside. As Twan puts it, “This may seem soft, but soft is the new tough” He also calls for more organizational leaders to join those who are now emerging as Stage IV leaders who hold the conviction that there is an underlying intelligence within the universe that is capable of guiding and preparing us for the futures we must create. These leaders combine their cognitive understanding of the world around them with a strong personal sense of possibility – the possibility of actualizing hidden potentials lying dormant in the universe, a view that carries with it the power to change the world.


I am deeply hopeful that you will follow this call to action. The wellbeing of our society depends upon it.


Joseph Jaworski, Austin, Texas, November 2012




INTRODUCTION


Leading During a Change of Age


We are living in one of those rare moments in history in which we experience a shift of the organizational paradigm. We are going from the dominant industrial paradigm to a knowledge paradigm, characterized by changes in how we lead, follow and organize. More than in an age of change, we are living in a change of age.


This paradigm shift is a revolution, as far-reaching as the transition from agriculture to industrial manufacturing. It is easy to see where we are coming from, but much harder to know where we are heading. A paradigm shift is not easy to capture when you are in the middle of it; usually it is much clearer to see in hindsight. When everybody still thought the Earth was flat, it was considered heresy to say that the world was actually round – but some people had the courage to do so and gradually everybody understood.


The belief system of the old paradigm has outlived itself. The drivers of prosperity in the old system, like using our natural resources to the max, are blocking progress in the new system. We are leaving the industrial and hierarchical world behind but we are still using its assumptions and language.


In the emerging paradigm it is time for new assumptions, new language and new meaning. Leaders can play a role in helping to bring into reality what is tentatively emerging. They can help by fostering new ideas and showing new ways of behaving, so as to evolve into the new paradigm. In this book I will take you on a journey of discovery into the emerging paradigm and show you some new perspectives for leaders and leadership. There is great potential waiting to be realized.


The new paradigm needs new leadership. The macho leader who is in control is becoming extinct. Leaders have already taken the step from only using their IQ to incorporating their EQ. Now it is time for the next step. Leaders not only need their brains, but also their hearts and souls. They need to be aware that they are more than heads on feet. As Joseph Jaworski says, “The way forward is the way inside”. This might seem soft, but soft is the new tough.


Leaders need to know who they are. In the new paradigm, they cannot lead from a position of power anymore, but only from who they are. They are human beings, not human doings. There cannot be much difference anymore between the personality that they choose to show to the world and who they really are, between their outside behaviour and their inner core. The people that work with them sense this. If there is a difference, leaders will be less effective.


A great leader is first and foremost a great human being. People come to work for organizations because of their purpose, but quit their job because they don’t want to work for their boss anymore. They want a leader who gives them space, who cares, who is trustworthy, respectful, compassionate and visionary. Someone who gives them a sense of belonging, a sense that they are being cared for, who makes them feel safe and who recognizes them as a person. That doesn’t mean he is liked by everyone, because he should also be strict and righteous. Leaders can only embody these qualities if they know who they are.


To know who they are leaders need to make a journey inside. They will not only become a better leader but also a better person from that journey. I do not claim that leaders who have made the journey inside are better leaders than those that haven’t. My claim is not on the collective but on the individual level: Given who you are today, you will be a better leader when you undertake your journey inside.


For many incumbent leaders, the journey inside is not easy. I know a few leaders who have taken the first steps of their journey. Not many; it is not an epidemic yet. Those who are embarking on this path believe in it on the one hand, but on the other hand feel hesitant. They keep it like a secret to themselves and are afraid to show and tell. Their fear is that they become less effective as a leader because they are too far ahead of their troops or that their peers – leaders in other organizations – may think that they have lost it. Self-awareness and showing your feelings are still part of a dark and dangerous domain in the eyes of many leaders, where you are better not seen marching around happily. They are perceived as too touchy-feely and soft. One thing I hope to demonstrate in this book is that self-awareness is not soft but tough and a necessity for leaders in the new age.


I am convinced that the conjunction of leadership and spirituality will have a positive impact on individual leaders, organizations and society. With spirituality I mean the domain of self-awareness, feelings and the whole of immaterial reality, a part of life that is often omitted in organizations. But bear in mind that it is perfectly possible to be a happy and effective leader without making the journey inside; to have joyful and effective organizations without spirituality. The world will probably keep turning without a collective spiritual awakening. However, it is my strong belief that leaders who undertake this inner journey will become more effective, inducing more joyful and more effective organizations and contributing to a better world.


The essence of leadership is, in my view, perceiving the world as a place of opportunities, making an inner journey to discover deep personal drives and, based on these perceptions and inner realizations, connecting with others in order to realize results. Leadership is about connecting to the world outside and the world within, and based on these connections, enacting. The paradox is that the acting is based on the altered inner state and could better be characterized by nondoing than by doing. All these elements are necessary. Without developing a perception of the world that differs from the view that most people have, there is no vision. Without the journey inside, the connection with the self and others is hard to make. The connection with others is necessary because as a leader you cannot do it on your own. A leader exists by virtue of his followers. Followers intuitively feel if leaders connect with them. Only when they feel the connection are they willing to walk the extra mile.


When I talk about leaders in this book, I mean people in leadership positions, such as senior executives in large companies, top civil servants, leaders of NGOs and not-for-profit organizations, etc. Fortunately, leadership is not limited to people in these positions. We all know informal leaders, people who make a difference. It can be the nurse who gets things done for patients in a hospital outside of the formal arrangements, the neighbour that is the link in the community, the guy in the mailroom that operates as the central source of information in your organization. So when I talk about leadership it is about making a difference in the world you live in.


Travelling Along the U of Leadership


In this book I will take you on a journey along the U of leadership. The left leg of the U invites you to suspend your assumptions of current reality and see the world with fresh eyes. At the bottom of the U, I will invite you to a journey inside yourself. At the right leg of the U, it is time for action. Based on your changed perceptions and your self-awareness, you will be ready to tackle the challenges that are facing you.
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Seeing the world with fresh eyes is fundamental for leaders. Perception determines reality, so how you perceive the world determines how the world is. At the left leg of the U we descend from macro to micro. For the leader, it is important to first see society with fresh eyes, then to perceive the organization differently, and finally to look in the mirror and clearly see yourself as you are.


The bottom of the U is about the inward journey of the leader. It is all about knowing thyself, as is written on the sign on top of the entrance to the temple of Apollo in Delphi. It is about the leader as an astronaut in inner space. By taking this inner journey, the leader will not only connect with his deeper self but, from there, he or she will also be able to tap into a larger field of wisdom, which Joseph Jaworski calls “Source”.


Seeing with fresh eyes and the journey inside will offer only individual impact if they are strictly pursued in the personal realm. But organizations and societies need more than that. It is the work of a leader to act upon his insights and experiences, to serve a higher goal; the leader is not a hermit who meditates on a mountain summit. We need “kick-ass saints”, in the words of Robert Rabbin; great people who make a great difference. The movement from perception and travelling inwards to acting and doing happens in the right leg of the U. Here we ascend from micro to macro: from “kicking ass” as an individual leader, in the context of a company or organization, towards finally bringing that into the context of society.


The You of Leadership should be read primarily as an invitation for an inner journey. I hope to convince you that to be an effective leader you need to see the world with fresh eyes and start the journey inside. From there you can start to act from a new and stronger basis in your personal and professional life, navigate differently as a leader, and contribute to society.


The You of Leadership should not be read as a prescription. It does not mean that you start at the upper left, travel through the U, end up at the upper right and that you will then be a transformed leader. It is not a one-off process and certainly not a project. We all go through many “U”s, small and large, in our lives.


The You of Leadership has first and foremost been inspired by Joseph Jaworski, who I will introduce shortly. My understanding of the U-curve has been deepened by the Dutch leadership development programme “Touching the Community Soul”, created by Erik Mandersloot from Nyenrode Business University, a beautiful programme that I followed in 2012. During this programme, the concept for this book gradually dawned on me.


The work of Joseph Jaworski has had a major influence on my perception of leadership. As a journalist I read his book Synchronicity. The book intrigued me, I somehow felt the truth of it, but I couldn’t wrap my head around it. The stories Joseph told in the book about the curriculum of the American Leadership Forum (ALF), how leaders went into wild nature to discover themselves, popped up in my mind every now and then. When I left journalism in 2003 to found my own leadership centre, the European Leadership Platform (ELP), the ALF became an important source of inspiration.


Just as Joseph did in the ALF, I wanted to invite leaders to reflect on their personal insights and experiences and step out of their daily turmoil. As a journalist, I had seen the calendars of many CEOs; I was literally allowed to look at their schedules. They were filled to the brim with appointments. These leaders went from one meeting to another, simultaneously fighting all the little and not-so-little fires that burned in their organizations, addressing audiences, giving interviews, and talking to analysts. Rarely did they have or take the time to slow down and reflect on the essence of their organizations or their leadership. Because they did not organize such reflection for themselves, I decided to do that for them. Reflection on leadership was from the beginning, and still is, the core business of ELP.


Over the years Joseph Jaworski and I have developed a close relationship. This has impacted my perception of the U-theory. Joseph developed the original U-curve together with Otto Scharmer, but they have created slightly different approaches of the U since then. More than Scharmer, Joseph emphasizes the bottom of the U, where the leader makes his inner journey. I follow Joseph in that emphasis. For me, the internal processes at the bottom of the U are the essence of leadership and the core of this book. The descent at the left leg of the U from society to organization to individual is a gradual descent inside. From connecting with her essence, the leader can kick ass and ascend the right leg of the U by acting differently individually, by navigating her organization differently and by connecting with society in a new way.


In our journey along the U, I will offer some observations about leaders and leadership that I have come across in the last twenty years; ten years as a journalist writing about management and leadership and subsequently in the ten years of dialogues about leadership at ELP As a journalist I interviewed hundreds of CEOs, senior managers, non-executives, ministers, top civil servants and diplomats. At ELP we get hundreds of business leaders and leaders from government and NGOs at our roundtables, who share their personal experiences and insights on a wide range of leadership topics. I have learned that there are three categories of developments in leadership:


1. Fads. Developments that seem hugely important at the time but blow over.


2. Trends. Things that really have changed over the last twenty years and that I think are sustainable.


3. Truths. Facets of leadership that are applicable to any leader in any situation over time, be it Alexander the Great, Gandhi, Jack Welch or Steve Jobs.
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