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			Praise for Do Good to Lead Well


			“A very worthy and well-researched read that speaks to both the head and the heart of today’s aspiring leader.” 

			—Doug Conant

			Founder and CEO, ConantLeadership

			Former CEO, Campbell Soup Company

			New York Times Bestselling Author, TouchPoints

			“True leadership is getting people to follow you, not because they have to, but because they want to. In Do Good to Lead Well, Craig Dowden provides a compelling blueprint to help leaders achieve this most-important goal. My own leadership journey has shown me that being open, vulnerable, and authentic provides a larger return on investment than anything else. Leaders will benefit greatly from the engaging research and concrete tips that are provided in this book.” 

			—Jim Whitehurst

			President and CEO, Red Hat 

			Author, The Open Organization

			“A must read for CHROs and CEOs who are grappling with complex decisions and ever-increasing change velocity. Defy the odds of failed change initiatives and unlock the full potential of your people with Craig’s evidence-informed approach to positive leadership.” 

			—Louise Taylor Green

			CEO, Human Resources Professionals Association

			“In this must-read book, Craig Dowden provides a clear roadmap for positive leadership. It is the ideal mix of hard science and practical application. As a firm believer in the importance of self-awareness and asking questions, I am happy to see these topics receive substantial coverage. I raise a glass to this timely book and hope you will do the same.” 

			—Frederic Landtmeters

			CEO, Molson Coors Canada

			“All too often, business leaders feel they must have all of the answers. More often, most are simply afraid to admit their mistakes. In Do Good to Lead Well, Craig Dowden provides a compelling and powerful business case as to why these views are fundamentally misguided. To be at their best, I share the belief that leaders need to be both empathetic and humble, virtues that are appropriately celebrated in this engaging read. Filled with actionable insights, I highly recommend this book to anyone who aspires to lead well.” 

			—W. Brett Wilson

			Chairman, Prairie Merchant

			Order of Canada Recipient

			Bestselling Author, Redefining Success: Still Making Mistakes

			“I firmly believe that empowerment is one of the essential ingredients to being a successful CEO, which is why I am such a fan of Do Good to Lead Well. In this book, which is full of compelling research, Craig outlines concrete steps that leaders can follow to get the most out of themselves as well as the people around them. It’s an invaluable read for current or aspiring leaders.” 

			—Marsha Smith

			President, IKEA Canada

			“Combining engaging prose with cutting-edge science, Craig Dowden makes a strong case for why qualities like empathy, self-awareness, civility, and humility underlie great leadership. An essential read for current or aspiring CEOs, managers, and teachers alike.”

			—David DeSteno

			Author, Emotional Success

			“Craig Dowden is a wise copilot for your leadership journey. His book on evidence-based, positive leadership, combining insights from interviews conducted with more than fifty CEOs across North America, is a must read for those leaders and managers who want to inspire the best in themselves and in others. The insights in Do Good to Lead Well are critical not only in the corporate space, but in social impact organizations like Big Brothers Big Sisters. Pick up this book today!” 

			—W. Matthew Chater, EdM

			President and CEO, Big Brothers Big Sisters of Canada

			“Craig Dowden’s Do Good to Lead Well delivers exactly what it promises. It presents hard evidence illustrated with compelling stories, providing a roadmap to anyone committed to the best leadership for our world today. It is destined to become a staple on our ‘leadership that makes a difference’ bookshelves.” 

			—Marilee Adams, PhD 

			Bestselling Author, Change Your Questions, Change Your Life: 12 Powerful Tools for Leadership, Coaching, and Life  

			Adjunct Professor of Leadership in the School of Public Affairs, American University

			“Craig tackles the notion of leadership in a compelling and tangible way, translating the science into everyday practices that can be readily applied to the way we live and work. Through this approach, he shows us that it really is possible to Do Good and Lead Well and his Six Pillars are the roadmap for success. This is a great book on leadership that should be table stakes for every executive.”

			—Duane Green

			President and CEO, Franklin Templeton Canada

			“As a serial entrepreneur, I have witnessed firsthand how the quality of leadership can make or break companies. In this engaging book, Craig presents a compelling business case for the tangible benefits of positive leadership and provides useful tips and strategies that readers can put into practice. The insights he shares apply whether you are the founder of a start-up or a seasoned executive of a multinational company. This is essential reading!” 

			—Eli Fathi

			CEO, Mindbridge Ai

			Founder/Co-founder of seven companies and recipient of 2016 Startup Canada Senior Entrepreneur Award

			“I enjoy science-based books that cite real research. This is one such book. Dowden’s Six Pillars of leadership simplify leadership principles into a useful framework. This book challenges me to be a better leader. I was highly inspired by it.”

			—Jim Danby 

			CEO, Danby Appliances

			“I found this book very inspiring. It provides the right mix of theory and practical, real-life examples, which will help and support people who are searching for guidance on how to be an authentic and successful leader.” 

			—Stefan Sjöstrand

			Commercial Manager, IKEA Group

			Former CEO, IKEA Canada

			“I have been fortunate to work with Craig and benefit immensely in my own leadership development from his coaching. In Do Good to Lead Well, Craig deftly combines a robust scientific approach and practical, real-world application. It is an incredibly useful blueprint for effectively applying the undeniable power of positive leadership in any organizational context.” 

			—Andrew Zimakas

			CEO, Sprout Wellness Solutions

			Former Head of Corporate Strategy, LoyaltyOne

			Former CMO, Tangerine Bank

			“In Do Good to Lead Well, Craig Dowden offers valuable insights about how tone starts from the top in any organization and how doing good is the secret to doing well. An important and timely book.” 

			—Goldy Hyder

			President and CEO, Hill+Knowlton Strategies Canada

			“A helpful style guide that transcends governance structures and organizational missions. Both economical and entertaining in his writing, Craig Dowden rises above the usual ‘how to’ executive fare and explains why applying the enduring characteristics of positive leadership in contemporary workplaces delivers the results demanded from today’s leaders.” 

			—Scott Tessier 

			Chair and Chief Executive Officer, Canada-Newfoundland and Labrador Offshore Petroleum Board

			“Insightful and well researched, this book should assist many twentieth-century managers (like me) develop twenty-first-century skills: humility and empathy!” 

			—Yves Desjardins-Siciliano

			President and CEO, VIA Rail

			“Insightful, inspiring, and immediately useful, Do Good to Lead Well provides leaders with an evidence-based approach on how to cultivate a powerful culture through meaningful, positive leadership. Dowden highlights six essential pillars for overcoming the challenges faced by today’s leaders. Thank you for showing us a courageous path forward.” 

			—Adam Hill

			CEO and Founder, LGM Financial Services

			“The issues facing CEOs today are complex. In Do Good to Lead Well: The Science and Practice of Positive Leadership, Craig Dowden makes a compelling case as to why the leaders of today and tomorrow need to be humble and ask questions to themselves and to those around them. It is an inspiring and thought-provoking read that everyone should add to their bookshelf if they want to learn how to be their best self.” 

			—Caroline Riseboro

			President and CEO, PLAN International Canada  

			“Do Good to Lead Well presents those of us who have the privilege to lead with a timely reminder of the importance of our role. The book nicely blends theory, practical guidance, and real-life experience to help us assess and improve how we present ourselves as leaders. It serves a positive notice to the importance of reflection, mindfulness, and humility in shaping a leadership style that enables people to be at their best. A very worthwhile read.” 

			—Martin Thompson

			President and CEO, RSA Canada

			“In this highly engaging book, Craig outlines Six Pillars of positive leadership that can forge the path to success for any executive. He discusses the research in a compelling way and provides powerful strategies and tactics that can be employed to drive success, both individually and collectively. Whether you are a current or aspiring leader, I highly encourage you to add this book to the top of your reading list. You won’t be disappointed!” 

			—Rob Paterson 

			President and CEO, Alterna Savings

			“Filled with eye-opening research, Do Good to Lead Well presents a compelling case that positive leadership is vital—yet sorely lacking—in the modern workplace. Dr. Dowden expertly couples scientific insights with practical application, delivering an actionable, six-step framework for injecting positive leadership into any organization.” 

			—Ron Friedman, PhD

			Author, The Best Place to Work: The Art and Science of Creating an Extraordinary Workplace 

			“As an introverted CEO who prefers to lead from behind, I often find it difficult to relate to the themes covered in most leadership books. Do Good to Lead Well was refreshing in that it showcases leadership principles that anyone can benefit from, regardless of their personality or background. It provides a transformative model of positive leadership, which equips executives with the insights and skills they need to thrive, both now and in the future.”

			—Dr. Jack Kitts

			CEO, The Ottawa Hospital 

			“Craig Dowden deftly dives into the realities of human nature and our relationship with authority to show us how important it is to lead with a moral compass pointed both inward towards our own motivations and outward towards those who trust us to lead them.” 

			—Matt Wilson

			CEO, BATL 

			“Even though literature on leadership is abundant, this book was needed. Supported by research and an evidence-based methodology, it defines and illustrates Dowden’s Six Pillars of positive leadership in a pragmatic way—at the crossroads of Daniel Goleman’s Emotional Intelligence and Simon Sinek’s Start with Why. Leaders need to become students of leadership. Do Good to Lead Well leverages science to enhance the art of leadership.” 

			—André Vincent

			President and CEO, Assumption Life

			“Craig Dowden has written an engaging, insightful, and practical book about contemporary views of leadership. It should be required reading for those who aspire to lead with self-awareness, civility, humility, positivity, meaning, and empathy—the organizing rubrics of the book. It should most certainly be read, though most likely will not be by those whose leadership is nasty, brutish, and short tempered.  

			Dowden has interwoven basic and applied academic research in diverse fields, interviews, exercises and resource material that draw the reader in and excite their curiosity to explore more. It also serves as a thoughtful introduction to contemporary research in positive psychology and organizational behavior and its self-assessment and practical exercises will help leaders in all fields influence and enhance the well-being of those they lead. I expect that even some of the managerial brutes out there will be enlightened and nudged by the deep humanism of this fine book.” 

			—Brian Little, PhD

			Author, Who Are You, Really? The Surprising Puzzle of Personality and Me, Myself and Us: The Science of Personality and the Art of Well-Being

			“Underpinned by sound research and grounded in coaching sensitivity and experience, Do Good to Lead Well, is both insightful and practical. Leaders who want to improve their craft should read Craig’s book. 

			—Gerry Gaetz

			President and CEO, Payments Canada

			“Craig is a trusted authority among today’s leaders. With this transformative book, anyone can now readily access his insights on positive leadership and translate them into their everyday practice. I highly recommend this as a guidebook for individuals who are serious about raising their leadership game to the next level.” 

			—Miro Pavletic

			CEO and Co-Founder, STACK 

			“In this motivational book, Craig Dowden puts forward a powerful case for effective leadership based on the actual science around “positive leadership.” Moving beyond the all-too-common management advice books based on pithy opinions, Craig shows his real skill as an accomplished executive coach and keynote speaker by offering us a compelling and evidentiary guidebook to leadership success through focusing on leading well by leading through a values-based framework. His work should be a mandatory training manual for world leaders!” 

			—Michael Garrity

			CEO, Financeit

			“In Do Good to Lead Well, Craig Dowden eloquently delivers a must-read book on leadership and peak performance. The examples and metrics used are so carefully crafted, this book sets the benchmark for excellence! Bravo, Craig! 

			—Samantha Brookes 

			CEO, Mortgages of Canada

			“I had the privilege of leading a company that scaled very quickly and was eventually acquired by an Accenture- and Microsoft-owned venture. I can say from personal experience that Craig’s Six Pillars of positive leadership are critical for success. Do Good to Lead Well is filled with actionable and real-world insights and provides an invaluable resource for leaders, no matter which environment they are currently operating in. I highly recommend it.” 

			—Alim A. Somani

			Executive President, Infusion
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			This is admittedly the hardest section of the book to write, as I may forget key people and simultaneously not fully capture the impacts those mentioned have had on me.

			First and foremost, I want to express my sincere appreciation to my parents. My father was instrumental in showing me the importance of working hard, an ethic which has served me well.

			My mom was my earliest role model when it came to positive leadership. She exemplifies each of these pillars and continues to inspire me every day. Thank you for always happily talking with me about my ideas, articles, and multiple versions of this book. Your support and energy are endless. I cannot adequately express how grateful I am for your love and guidance.

			I would like to express special thanks to my master’s supervisor, Dr. Don Andrews. He was one of the leading internationally recognized experts in the field of forensic psychology, and yet was one of the humblest people I knew. His respect for evidence was profound and shifted the paradigm. He inspired me to be a student of science and take the responsibility to translate research into tangible practice. Although he is no longer with us, I think about him often. 

			I am also grateful for my doctoral supervisor, Dr. Brian Little. Despite his hectic schedule teaching at both Carleton and Harvard, he continually found time for me and my ideas. His enthusiasm for knowledge about the complexities of the human experience was transformative, as was as his desire to inspire the best in others.

			During my professional career, I have had the pleasure of leading multiple consulting teams. In Ottawa, special mentions should be made for JP Michel, Alicia McMullan, Sonia Basili, Rose Matousek, Wayne Pagani, Ingrid Kihl, Peter Frauley, and Louise Lalonde. A very special thanks to Steve Cutler, my other Dad. He was instrumental in living the ideals promoted in this book. His counsel around the importance of doing what’s right profoundly affected me. His wisdom, support, and encouragement along the way have been invaluable. In Toronto, special thanks go to Cheddi Suddith, Michael McFadden, Joanna Kraft, and Julie Jonas. I appreciated your enthusiasm for the pillars that are captured in this book.

			I would also like to thank all of my clients, especially those who were with me in my earliest days of being an entrepreneur. I have learned so much from working with each of you and look forward to the privilege of collaborating more in the future.

			I am grateful for each of the publications with whom I have worked. The Ottawa Business Journal gave me my first “writing gig.” Thank you for the opportunity. The Financial Post deserves special mention, as they saw the value in offering a column based on the science and practice of positive leadership. They were open to my ideas and supportive of my desire to bring my CEO column to life. Their support opened other doors, including The Huffington Post, Psychology Today, and HR Professional. 

			I would like to offer deep acknowledgement to Adam Bryant, former New York Times columnist and bestselling author of The Corner Office. His heartfelt and personal profiles of CEOs inspired me to replicate his column in Canada. Better still, he has been incredibly gracious with his time, providing advice on how to structure my column, despite his demanding schedule. I consider him a mentor.

			Which leads me to thank each of the over sixty CEOs I have interviewed over the past four years. Although the list is too big to name individually, I thoroughly enjoyed our conversations, as did the audience. I hope the core principles you promoted are adequately reflected in the pages in this book.

			A special thank you goes to W. Brett Wilson, who was my first CEO profile. Despite his presence on the national stage, he personally called me after I wrote a piece about him for the Ottawa Business Journal. We have continued a friendship, which I value to this day. 

			I am grateful to the numerous thought leaders, TED speakers, and bestselling authors who have lent their time and insights to me and my community through interviews, webinars, and podcasts. Thank you (in alphabetical order by last name) Marilee Adams, Robert Biswas-Diener, Susan Cain, Kim Cameron, Doug Conant, David DeSteno, Adam Galinsky, Francesca Gino, Sally Helgesen, Vicki Saunders, Tali Sharot, Barry Schwartz, Ronald Shapiro, Bradley Staats, and Doug Stone.

			I met Adam Grant in grad school. He is one of the smartest people I know, and yet his intelligence is only surpassed by his humility. As his presence grew on the international stage, he continued to make time for me and offer advice, recommendations and introductions. His ability to blend research into tangible, valuable practice constantly inspires me. He is the definition of a giver.

			I also want to acknowledge Marshall Goldsmith, the world’s top-rated executive coach, for his pivotal role in shaping me personally and professionally. I have admired his coaching model, and how he keeps his fee “at-risk,” a practice which I follow today. Despite his extraordinary career, impeccable credentials, and heavy demands, he joyously responded to each of my messages. He truly exemplifies his motto “Life is good.”

			This book would not have been made possible without the support from Advantage|ForbesBooks. Although I cannot acknowledge each of the team members in these pages, I would like to highlight Katherine Beck for her boundless enthusiasm and timely responsiveness. Her attention to detail and desire for excellence brought out the best in me.

			A heartfelt thank you to Rusty Shelton, the CEO of Zilker Media, my PR firm, who introduced me to the Advantage|ForbesBooks team.

			I cannot thank my editor, Kristin Hackler, enough for her belief in the ideas in this book. Although she came in later on this project, it was made all the better by her involvement. Your influence is felt on these pages.

			Two other individuals warrant special mention. My book coach, Lisa Tener, who provided invaluable insight into the book-writing process and helped me flesh out the earliest ideas in this manuscript. James Malinchak, America’s Secret Millionaire, has provided wonderful guidance on how to be a professional speaker. I have learned a lot from you. Thank you for sharing your energy and insights.

			Last, but not least, several individuals have played a very important role in my entrepreneurial ventures. Thank you to Melissa Lloyd, Melanie Smith, and Sue Bartholomew. Your belief in the pillars of positive leadership has truly inspired me.

			Cara Dowden, thank you for your encouragement to pursue this core project. I appreciated your support as I followed my dreams.

			I also appreciate the collaboration and friendship with Andrew Pardy, managing director of Satoruum. I have appreciated all of our work together and your enthusiasm for executive assessment and development.

			I am so glad to have met James Baker, CEO of Keynote Group. Your philosophy of delivering maximum value to clients while sharing the science of executive search and development truly resonates with my own. I am excited to launch our new entrepreneurial venture together.

			I also promised a shout out to my men’s basketball team, Super Club. You model what a great team can accomplish. Thank you for being such an awesome group.

			If you have made it to the end, thank you for your thoughtful support to read about the people who have inspired me. I feel like I should end on a random note, which brings a smile to my face every time I read it: keep calm and love pandas! Cheers to that!

			
Founded in Scientific Curiosity 

			I have always been curious about what makes people tick. Even in high school, I was the person my classmates sought out when they ran into relationship challenges, romantic or otherwise. I listened, asked questions, and explored another way for them to look at things. I was fascinated by how people related to one another, and how that differed so much from person to person, even when faced with the same situation. It made perfect sense that I majored in psychology upon entering university, as I wanted to learn more about the perceptual and emotional elements of human behavior.

			As I continued my coursework, I was exposed to industrial-organizational psychology, which immediately resonated with me. Although people have personalities that are fascinating and diverse, organizations also have personalities (i.e., cultures) that are just as complex. I felt that if I combined the two, I would never be bored—there would always be some intriguing aspect of that interplay to dig into. 

			Fortunately, my hypothesis turned out to be right.

			Although I started out pursuing a master’s in forensic psychology, I was still fiercely drawn to the interplay between psychology and business. After attending national and international conferences to present my forensic research, I often found myself running out to catch a session on industrial-organizational or consulting psychology. As I became more aware of this field, I was fortunate enough to work with individuals who shared my profound respect for data and the need for evidence-based practices. 

			My first consulting assignment that was heavily based on organizational psychology was within an IT branch of one of the larger departments within the federal public service of Canada. I worked there as part of a practicum for my PhD, guiding them through a major change initiative. The original assignment went so well that they asked me, along with a handful of other doctoral candidates, to come back and be paid to continue our work. As a “starving student,” I was happy to sign on.

			One critical piece of feedback that came from our departmental focus groups was the need for upward feedback and more of a focus on leadership development, so I pitched the idea of a 360-degree feedback and coaching program. I emphasized that the evidence-based nature of this approach would be a tremendous value-add, and double as a springboard for conversation with participants. 

			After receiving approval for the project, I created a 360-degree feedback tool for the department. Several leaders volunteered to participate in this project, from front-line managers all the way up to senior executives. Once the survey was administered and the data were gathered, I sat down with each person and walked through their results. Using their feedback as a foundation, I explored various evidence-based behavioral strategies that they could integrate into their daily leadership practice.

			It was an amazing opportunity to pursue my passion early on, and allowed me to see the benefits of these approaches in real time. These consulting experiences also played an important part after graduation, helping me land the role of managing director of a talent management firm in Ottawa.

			I once again had the opportunity to introduce an evidence-based lens to our practice by launching a large-scale survey involving more than three hundred leaders in both Canada and the United States. One of the primary goals of this project was to contribute knowledge to the broader field with our own original data examining the impact of humility on leadership effectivenes1. Another was to integrate the findings into our leadership development workshops.

			After being recruited for another managing director role for a different firm in Toronto, I was asked to give a presentation at an event for the Conference Board of Canada on the topic of moral leadership. I was delighted to contribute to such a high-profile event. Following my passion, I built an evidence-based business case for why doing the right thing is not just the right thing to do; it is the right thing to do for your organization.

			During my keynote, I had the pleasure of engaging with an audience member who enthusiastically “grilled me,” asking a lot of informed questions about the underlying research and how it applied to effective leadership. Afterward, we continued the conversation where I learned that he was an editor with the Financial Post, one of Canada’s major and most respected national newspapers. He was interested in launching a column, which would be very similar to my approach, written from the perspective of blending science and leadership practice. He shared that he was personally frustrated by the general lack of evidence-based rigor in other columns and books on leadership, and found my perspective refreshing.

			“Would you be interested in writing this type of column?” he asked. 

			With that, my partnership with Financial Post Executive began. It was invigorating to realize that top tier publications were embracing this evidence-based perspective. It also gave me a broader audience with whom I could share all of the latest and greatest research on positive leadership. This led to other opportunities with The Huffington Post, Psychology Today, HR Professional, and The Financial Times.

			One day I was fortunate enough to come across Adam Bryant’s New York Times column, “The Corner Office.” In it, he profiled chief executives, mainly in the US, who shared their lessons learned, their toughest feedback, biggest challenges, and their reasons behind wanting to become a leader. It was very inspiring—so much so that I offered to fly to New York to meet him and he graciously agreed. We spoke about his original inspiration and what he learned in terms of how to share these CEO stories in an authentic way and highlight specific leadership “best practices.” This was so powerful for me, not just for the opportunity to learn from Adam, but because it reinforced the importance of not getting so wrapped up in the science that I neglected the practical application of these insights. 

			As a result of that visit, Adam gave his full blessing for me to bring “The Corner Office” to Canada. I called it “Lessons in Leadership: Insights from Canadian CEOs.”

			As of this writing, I’ve interviewed more than sixty CEOs of international organizations, as well as bestselling authors and TED speakers, all of whom have done amazing work in bridging the gap between science and leadership practice. Through this platform, I have been able to share evidence-based insights on leadership with a broad audience. Thanks in large part to that work, I eventually decided to turn my focus to these core passion projects. I continued writing and, four years ago, branched out on my own as an executive coach and keynote speaker, basing my practice on an evidence-informed model of positive leadership.

			An Evidence-Based Answer to “Airport Advice”

			What I didn’t know when I began this pursuit was how relatively infrequent this kind of approach was in the world of leadership development. In fact, one of the earliest articles I read was called “The Wild West of Executive Coaching” in Harvard Business Review.

			Despite good intentions, oftentimes the advice that is shared through articles or consulting is derived exclusively from the belief systems of the individual coaches and speakers/trainers. While this can be valuable, it may not correspond to their clients’ current reality. What’s more troubling, as we shall explore later in this book, is that our ability to recognize the potential gaps in our own behavior and/or advice is woefully lacking. This sets up a worrisome and potentially damaging situation.

			Dr. Kim Cameron, co-founder of the Center for Positive Organizations, calls this “airport advice,” because it describes the majority of leadership books that are found on the shelves of airport bookstores. What groups them together, according to Cameron, is that in almost every case these books are based on opinion. “Five Steps” may have resulted in a successful company for one author, or “Seven Buckets” were all someone else needed to become an excellent leader. The suggested courses of action worked for the individual, but there is no guarantee it will be helpful or even applicable to another person’s situation.

			Daniel Pink’s Drive was the first book I read that took a different perspective. I loved how he integrated the latest social science into his key messages and delivered this research in an engaging and informative way. Rather than putting out a model of human motivation based on intuition, he took an evidence-based approach by discussing the research and then sharing strategies that readers could use to leverage those insights.

			Other authors, such as Marshall Goldsmith, Adam Grant, Kim Cameron, and Dan Ariely continue to push this evidence-based approach forward, ensuring that a strong respect for science is integrated into their thinking and what they promote—a perspective that I greatly respect and support in my own work.

			I believe that it is far more persuasive when a coach or speaker can say, “Don’t take my word for it—here is how this approach worked for half a million people,” rather than relying on that coach’s personal experience alone. In explaining this philosophy to prospective clients, I often use the analogy of working with them as a co-pilot, rather than as a director. True coaching is not about being told what to do—it is about discovering the process that works best for that specific leader or organization, integrating the latest research in leadership, team, and organizational excellence into our coaching conversations so we can co-create a set of possible strategies based on the relevant evidence. 

			The other major benefit of an evidence-based approach is that if the science changes, so too would my recommendations. Rather than potentially being blinded by my own biases or beliefs, I provide what the research suggests is the best path forward. My primary concern is to share the most recent findings from the art and science of positive leadership so that my clients can incorporate these insights into their day-to-day practice for their own benefit, as well as for the benefit of the people around them. 

			The culmination of my journey led me to write this book. Before I discuss the six evidence-based pillars of positive leadership, let’s start with an important question: How did we get here?

			
Pillar 0

			
Zero-Sum, Status Quo Leadership

			The road to hell is paved with good intentions. 

			—Proverb

			Despite our best intentions, good leadership is surprisingly rare. As psychologists Robert and Joyce Hogan, creators of the Hogan Assessment, argue, anywhere from 50 to 75 percent of managers either derail or significantly underperform2.

			“How leaders view themselves is largely their own theory about their performance,” writes Robert Hogan, “a theory that is rarely tested or evaluated, and is sometimes shockingly out of touch with reality3.”

			It is this out-of-touch view of reality that impairs leaders’ decision-making processes and, consequently, leads to complications such as a lack of integrity, poor treatment of employees, and unethical behavior. This misperception is particularly unsettling as we are all highly capable of tricking ourselves into thinking and feeling that we are doing better than we actually are. Furthermore, our capacity to rationalize our behavior puts us at an even greater risk of sliding down a slippery moral slope.

			The Hogans’ observations dovetail nicely with research on employee engagement conducted by the Gallup organization, a global performance-management consulting company. Although a lot of attention is focused on the relatively low number of actively engaged employees, an equally powerful, if not more troubling statistic, relates to individuals who are considered actively disengaged, which is roughly one-third of employees. According to Gallup, “actively disengaged employees aren’t just unhappy at work; they’re busy acting out their unhappiness. Every day, these workers undermine what their engaged coworkers accomplish4.” 

			Gallup has suggested that active disengagement costs US employers an estimated $450 billion to $550 billion each year in lost productivity. Disengaged employees tend to “kill time,” or are “checked out” at the office (e.g., actively counting the days to their retirement/next vacation). They also show little or no concern for how well the organization is performing and their entire work days revolve around their breaks, which they typically extend for as long as possible5.

			Given the important role of executives in bringing out the best in their teams, one can easily see how active disengagement represents a major problem. This leads us to another important question: What causes people to behave badly as leaders?

			Would the Good Samaritan Exist Today? Busyness and its impact on decision-making

			The impacts of the ever-increasing demands of modern living have affected us in countless ways, from the quality of our family relationships, to our enjoyment (and frequency) of leisure time, as well as our physical health. In fact, evidence suggests that more than 40 percent of us check our work email while on vacation, while more than 50 percent of us check it before and after work, and even when we are off sick6.

			This increased busyness does not affect us in these domains alone, as the following classic experiment demonstrates. In fact, time pressure can profoundly compromise our moral decision-making.

			Although conducted over thirty-five years ago, research by two psychologists provides a compelling (and arguably chilling) perspective on how the most well-intentioned individual can react inappropriately to an ethical situation in the “right” circumstances7. 

			The researchers invited a group of students from the Princeton Theological Seminary to fill in a series of questionnaires designed to measure various aspects of their personality and religiosity. Following this task, each participant was instructed to give a three-to-five- minute impromptu talk on their studies and career plans at a nearby building so experimenters could test their capability to think on their feet. 

			Beforehand, some of the participants were told about the parable of the Good Samaritan and were invited to incorporate this story into their talk if they felt it would be useful.

			For those readers who may be unfamiliar with the parable, in this biblical story, a man is robbed, stripped, beaten, and left for dead along the road to Jericho. Shortly thereafter, a priest ventures down the road and, upon seeing the injured man, crosses to the opposite side. Later, another high-ranking religious figure passes by and also avoids acknowledging or helping the man. Finally, a Samaritan (who was seen as lower class and morally inferior at the time) came upon the man and immediately felt compassion for him. He bandaged the wounds, placed the injured victim on his horse, and took him to the nearest inn, where the Samaritan proceeded to pay for food and lodging. 

			One of the main lessons to be taken from this parable is that individuals who are perceived as morally inferior are capable of compassionate and merciful acts, while those perceived to be morally superior are capable of callous and unsympathetic behavior.

			Following the presentation of the parable, the participants were provided with a map so they could locate where their talk was going to take place. Before leaving, the participants were given one of three sets of instructions:

			
					
Low-hurry—Participants were told there was still some time left before their presentation, but they may as well head over.

					
Intermediate-hurry—Participants were told the audience was ready for them so they should leave right away.

					
High-hurry—Participants were informed they were late and that the audience was expecting them a few minutes ago, so they had better hurry.

			

			What the experimenters were most interested in was the behavior exhibited by the participants during their walk to the adjoining building. As part of the route outlined on the map, each participant had to pass through a tunnel where the experimenters placed a “victim” (an actor) at the end. The victim was sitting slumped over, eyes closed, and not moving. When the participants got closer, the victim “coughed twice and groaned, keeping his head down.” The researchers wanted to see whether the participant would stop and help the man and follow the moral example set forth by the Good Samaritan. 

			Several fascinating observations surfaced from this experiment. First, whether or not the participants were instructed to give a talk on the Good Samaritan had no impact whatsoever on their response to the victim. In other words, even though the individuals were primed to think about the importance of helping others and were about to talk about this very message in front of a large audience, this did not sway them to tend to the needs of the planted victim.

			The second, and arguably most important, finding was that time pressure was the only factor that affected the responses. Sixty-three percent of the participants in the low-hurry condition offered help to the victim while 45 percent of people in the intermediate condition responded in this way. The most striking result was that only 10 percent of people in the high-hurry group stopped to help. In fact, the researchers noted “on several occasions, a seminary student going to give his talk on the parable of the Good Samaritan literally stepped over the victim as he hurried on his way.”

			The following is one of the overall conclusions of the authors, which is still remarkably relevant today: “It is difficult not to conclude from this that the frequently cited explanation that ethics becomes a luxury as the speed of our daily lives increases is at least an accurate description”.

			Application to a Business Context

			This study raises several important points for reflection. First, even without the introduction of the parable of the Good Samaritan, it would be reasonable to assume that students in a seminary should be naturally inclined to help someone in need. Although it could be argued that the students were afraid of the victim, this was likely not the case, as it was not raised in any of the debriefing interviews. In fact, the vast majority of the participants mentioned that they had noticed the victim was in need, but still continued on their way. Furthermore, this experiment was conducted on the crowded grounds of Princeton University, which should certainly diminish any perceived threat on the part of the participants.

			Why did individuals, who by their very nature should epitomize moral leadership, make an unethical choice? The authors addressed two possible alternatives, both of which are related to business realities that each of us can appreciate:

			
					For some of the participants who walked past (or over) the victim, “because of the time pressures, they did not perceive the scene in the alley as an occasion for an ethical decision”. One clear-cut example may be time-pressured leaders who berate team members for falling behind or who scold employees for spending time with their families instead of working overtime to complete a project. With the pressure to meet deadlines weighing on them, these otherwise “good” leaders may walk straight into an ethical minefield without even realizing it.


					The other reported cause for this ethical slip was that the participants felt they were helping the experimenter by performing the lecture in a timely manner. This created an internal conflict whereby the individual was torn between helping the victim and proceeding to give his or her assigned talk. Given the authority of the researcher over the vague needs of the victim, one can see how personal ethics may be compromised when those in positions of authority make requests of us. In a business context, this study demonstrates how employees may follow the directives of senior leaders even if those directives violate their own morals. History is filled with examples (e.g. Ford Pinto, ENRON, Wells Fargo, to name a few) where the integrity of many individuals was severely compromised in this manner.

			

			“Shocking” Ethical Lapses: The Milgram Studies

			Psychologist Stanley Milgram conducted some of the most widely cited studies in the field of psychology, which demonstrate how situational factors can impede our decision-making. 

			At the time, Dr. Milgram was fascinated by the atrocities of World War II, specifically, how high-ranking and often good-hearted people could follow the moral bankruptcy imposed by Adolf Hitler. Milgram’s widely replicated study has shed light on some of the darker recesses of the human existence.

			In his most well-known experiment, Milgram paired two participants, one of whom was naive to the goal of the study (the teacher) and one who was an accomplice (the student).

			At the outset, the experimenter explained that the purpose of the study was to explore the relationship between performance and punishment in the context of memory recall. The role of teacher and student would be randomly assigned by asking the participant to pick a folded piece of paper out of a hat. Unbeknownst to the actual participant, both slips of paper were labeled “teacher,” which ensured the accomplice would always be the “student.”

			Once the roles were “assigned,” the teacher and student went into adjacent rooms, with the student being strapped into a chair with an electrode attached to his wrist. There was also some paste applied “to avoid blisters and burns.” 

			The teacher was then told what was expected. Specifically, a word pair would be read to the student to test his memory8. After a brief pause, the teacher would say one of the words from the pair and provide the student with four alternatives. If the student answered the question correctly, the teacher would proceed to the next question. On the other hand, if the student was incorrect, the teacher would be required to deliver an electric shock as punishment.

			The experiment was designed such that the teacher had to increase the intensity of the shock with each wrong answer (there were thirty levels in all, with fifteen-volt increments starting at fifteen volts). This continued up to a level labeled “Danger: Severe Shock” at 420 volts. The last level was labeled XXX and corresponded to voltage levels of 435 and 450. Although there were no actual shocks delivered, the accomplice was coached on the degree to which he should respond to these painful stimuli. This ranged from mild moans/groans to yelps and even screams for help.

			To continue the deception, the teacher was administered a forty-five-volt shock by the experimenter (which was painful) so he would have an idea of how the different levels of shock would feel to the student.

			At the beginning of the experiment, the student did relatively well in recalling the words correctly. However, by design, as time wore on, the student made more mistakes. As you can imagine, as the level of the shocks climbed higher and the pained expressions of the student intensified, the teachers became increasingly uncomfortable and expressed concern about ending the experiment, or would ask the experimenter whether they should or could stop administering the shocks.

			The experimenters were given four different levels of responses to these objections to try and push the teacher to continue. These were: “Please continue,” “The experiment requires you to continue,” “It is absolutely essential that you continue,” and lastly, “You have no other choice. You must go on!”

			If the teacher still wished to discontinue following the fourth prompt, the experimenter would end the session. Otherwise, it would proceed until the teacher had administered the maximum shock level three times.

			The results of this experiment were chilling and revealed the extent to which individual behavior can be corrupted under the guise of authority. Overall, almost two-thirds (65 percent) of the teachers administered the shock to the maximum intensity (450 volts). What made these findings even more disturbing was the fact that the students were yelling their objections to continuing and in some cases the student informed the teacher at the outset that he had a heart condition. Not surprisingly, Milgram concluded that obedience to authority was a very powerful and potentially destructive human motivator.

			Application to a Business Context

			Translating the results of Milgram’s experiment into a corporate environment provides some valuable insight into how unethical decisions may be made by well-meaning individuals in the face of authority. In this case, the authority figure is someone with considerable control over their employees’ career paths and ultimately their quality of life (both inside and outside the organization, if things such as promotions and benefits are unfairly given or withheld). Clearly, this can cause extreme pressure to follow orders. 
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