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CHAPTER 1

Uncover Your Performance Gap

You are unique, and if that is not fulfilled,

then something has been lost.

—MARTHA GRAHAM

Mark is an engineer working with a team in the high-tech industry. Like many managers, he finds himself torn between the people who report to him, and his boss Stefan, the head of his business unit. Mark and Stefan are in a heated exchange:



	
STEFAN:


	
You should never have told the staff about this decision!





	
MARK:


	
I should have talked to you first, yes. But I needed to tell the team before they took irreversible action.





	
STEFAN:


	
That’s absurd! You’ve completely tied our hands and damaged management’s credibility.





	
MARK:


	
Everyone knew something was up, and they won’t trust me if I don’t tell them what’s going on.





	
STEFAN:


	
Well, be glad you have their trust, because I don’t trust you at all! Don’t expect me to come to you for advice again anytime soon.






As the shouting match erupted in the hallway, Mark’s stomach was in knots. He tried to stay calm. But he was losing his cool. Part of him knew he should play nice. Stefan was his boss, after all. Another part of him wanted to strike.

Mark could picture a tennis match in his own mind, with balls lobbing back and forth across the mental net:

Take a stand against this jerk.

No, be a team player.

No one should treat you like this and get away with it.

Let it go—he isn’t worth making a scene.

Then the conversation in his head grew heated:

Is he kidding?

He thinks I broke the bad news?

He doesn’t get it.

People have been talking about this for weeks!

Stay calm, or this won’t end well.

This is why no one likes you, Stefan—because you’re a bully!

Shut up! He’s still your manager!

Mark finally gave in to his anger. He couldn’t hold his tongue for one more minute.

“If I’m so untrustworthy, why do I have the highest employee loyalty in the company?” Mark asked Stefan flatly. “Frankly, I’d be glad for you to not come to me for advice. With any luck, I won’t need to talk to you at all. You text me, and I’ll reply. Consider my door closed.”

When he got back to his office, Mark felt relieved. It was good to tell Stefan how he really felt.

But within minutes, a familiar sense of regret washed over him. He knew he should have kept his mouth shut, at least until he calmed down. Telling his boss he’d prefer never to talk to him again wasn’t the greatest idea. Yet time and again, in those hot moments of confrontation, he just couldn’t keep his cool.



If We Don’t Explode, We Withdraw



At the other end of the spectrum, there’s my former student Rafiq. Unlike Mark, Rafiq didn’t explode. In fact, he could hardly speak at all.

For three years, Rafiq had studied at Harvard Law School. After graduation, he’d planned to return to Pakistan and his family. Much to his surprise, while at Harvard, Rafiq fell in love with an American woman from the Midwest. Their relationship was a source of joy, but also dread. Rafiq knew that one day he’d have to tell his mother that he wouldn’t be returning to Pakistan as she assumed. He planned to marry Stacy and live in the United States.

On several occasions, the conversation almost happened. He’d phone home to discuss graduation plans since his mother, father, and extended family were all coming to America for the ceremony. He’d gone over and over it in his head—what he would say, the firm but gentle tone he would take. He visualized the conversation ending well.

But then the real moment would arrive, and he would freeze.

“When are you coming home?” his mother would ask. Rafiq would say nothing. “You’d better buy a plane ticket soon before the fares go up,” his mother continued. More silence.

During these actual conversations with his mother, part of Rafiq urged, “Go on, tell Mom the truth.” But before he could open his mouth, the counter-point emerged: “No! It will kill her.” With each of his mother’s questions, he felt the weight of her expectations. Waves of anguish accompanied opposing thoughts: “You have to tell her sometime,” followed by, “Keep quiet. You’ll break her heart.”

Rafiq wanted to be honest with his mother about his plans to stay in America—he knew he would have to, eventually. But he continued to teeter on the precipice of telling the truth. He deferred questions about plane tickets for later, not even fully aware of all the reasons why, but knowing that he couldn’t bring himself to tell her. Not today.



Succeed from the Inside Out



For many years at the Harvard Negotiation Project, my peers and I taught an Executive Education program in the summer. At the highpoint of the seminar, we ran an exercise to help people develop interpersonal skills. For this special session, we assigned one instructor to every three delegates, in order to provide a high level of individual coaching.

Workshop participants brought a real negotiation challenge from their lives, and we worked with them in trios to help each person improve in their chosen scenario. This all worked just fine, until one day, when a member of my trio was a Supreme Court justice.

Nothing had prepared me to run this high-stakes exercise with such a prominent person. This intimidating seventy-five-year-old gentleman had served on the High Court of his country for the previous thirty-five years.

Before his turn, I strained to imagine the kind of negotiation he would pick to get my advice. Would it involve confrontations with his fellow justices over the rule of law? Do people like him negotiate with the prime minister, I wondered, or members of Parliament? When the time came for his exercise, the judge described a difficult situation that had haunted him for decades.

“Every day for fifty years my wife has picked out my tie,” he told me. “I hate that. I can dress myself. Why does she do that?”

I was stunned. This was the big issue that kept him up at night? I asked the obvious question.

“Have you ever told your wife that you prefer to choose your own tie?”

“That’s exactly my problem,” he said. “No matter how many times I rehearse it in my head, I just can’t bring myself to tell her.”

After years of pondering the same question, something clicked. I got it.

Mark, Rafiq, and the High Court judge are smart people. They’re honest people. They know what makes communication work. Yet they betray themselves: by not holding their ground gracefully, by not telling the truth, and by not standing their ground while also protecting their important relationships.

Usually in the communication skills exercise I did with the Supreme Court judge, we practiced lines people could say when they returned to “real life.” But this time, suggesting to this towering figure that he rehearse the phrase “could you please not pick out my tie” seemed ridiculous. He was an exceedingly powerful person, a man who’d given orders for decades from the bench, issuing opinions that impacted a nation. He didn’t need help with assertiveness skills.

So, practicing behavior was not going to help. He knew the words he could say. The nut to crack was whatever stood in his way from actually saying them.

Working with the justice that day opened my eyes to the problem in a whole new way. Like others before him, when it came to the conversation that truly challenged him, he couldn’t say what he meant, or get what he wanted. But for the first time I saw clearly why focusing on behavior wasn’t the answer.

Beyond the shadow of a doubt, this person possessed the skills that he needed to meet his challenge. The way to help him succeed was to shift something inside him, to work with the voice that told him not to say anything. If he got the green light from that voice inside, he’d have no problem finding the words to talk with his wife. And that is indeed what happened.



Your Current Reaction vs. Your Optimal Reaction



Once I had this insight, I saw the phenomenon everywhere. It turns out that most people find a disparity between what they know they should say and do to behave successfully—their optimal reaction—and what they actually do in daily life—their current reaction. I call this phenomenon The Performance Gap (see Figure 1.1).
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Figure 1.1

It doesn’t matter how accomplished you are. Anyone can fall into the Performance Gap. The fact that you’re respected in your career, have a high IQ, or are an eloquent communicator doesn’t necessarily matter. You aren’t mostly falling into the Performance Gap because your problem is beyond your skill set. You’re likely stumbling because of what’s going on inside of you. You’re getting in your own way without even realizing it.

Going Left When We Meant to Go Right

How often do you plan to do one thing, but then in the moment, you do something else?

■Do you ever plan to listen to your partner, but find yourself yelling—or shutting down—instead?

■Do you ever intend to collaborate with other people, but then get rigid and stuck in your opinions?

■Do you ever become defensive or reactive, when you want to keep your cool?

■Do you say yes when you want to say no?

■Do you say things and later wish you hadn’t?

■Do you ever sit quietly, wishing you would speak up or take a stand?

■Are you tempted to break away from everyone’s expectations, but feel too scared or “too responsible” to rock the boat?

■Do you ever feel at odds with your passion and life purpose?

You may practice a dialogue on the drive to work. You can see yourself saying just the right thing. But it’s often not enough, no matter how senior or how experienced you are. Steps like these didn’t work for the High Court justice. And it hasn’t worked for thousands of people I’ve advised around the world.

Why, like Mark and Rafiq, do we fall victim to the Performance Gap again and again? Where do we go wrong? And most important, what can we do to change these outcomes?

One obvious answer is to learn better skills. With a stronger toolbox, you’d get the results, the process, and the relationships that you want. Right?

Actually, no. If you want lasting change, it doesn’t work this way much of the time. Most people think that learning new skills is the answer. It isn’t—at least not by itself. As my mother knew, you need more than a better toolbox.



New Skills Don’t Come from Just Learning Behaviors



As I consult to companies across multiple industries, I’m struck by how many of them apply “competency grids” to their leaders and general workforce. It seems virtually everyone needs a way to measure the potential and performance of their people. Here’s an example of the kind of grid I’m talking about, listing the “competencies” that people will get measured by (see Table 1.2).
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Table 1.2

Since they hold people accountable to perform these competencies, companies need to build capability in their leaders and workforce to do them. So they routinely send their people through training to teach them the skills required to perform these competencies.

But remember Mark, Rafiq, and the judge? Learning the behaviors of leaders doesn’t translate into performing the practices of leadership. To generate real change—to see new behavior and get new results that last over time—you need to activate something inside you that enables you to perform the skill.

If you do that, new behavior will come naturally. If you don’t, when the pressure’s on and the stakes are high, you’re unlikely to see new behavior outside of the seminar room.

Taking My Own Medicine

While I researched this book on creating lasting change, I went through a personal transition that gave me a look at “change” from up close.

My life was stable if predictable: I’d lived outside of Cambridge, Massachusetts, for nearly twenty years. I’d remained in the same career throughout those years. I ate in the same Chinese restaurant, went to the same movie theater, and belonged to the same synagogue. I lived fifteen minutes from my sister.

Then, in what felt like the blink of an eye, I fell in love, got married, wed a divorced man from The Netherlands, moved to Amsterdam to live with my new husband, Bernardus, and to live near his son, became a stepmother to a little boy who speaks no English, and landed in a foreign country with no family or friends.

If I wasn’t an expert on change before, I am now.

Before coming to live in The Netherlands, I saw myself as a strong, confident, resourceful person. In fact, if you’d asked me to choose one word to describe myself, I might’ve chosen self-reliant.

A downside of my personal profile is that I couldn’t easily ask for help. But that wasn’t too bad. I didn’t like “needy” people much anyway, and didn’t want to be one of them. Indeed, as the youngest of four, I’d learned early about the folly of weakness. I’m told that as of three years old, I described myself as “a tough cookie.”

Relocating from the United States to Western Europe involves a punishing illusion: everything appears to be basically the same, when it is, in fact, just different enough that a formerly competent person can do nothing. And I mean nothing.

When I first arrived last year, I felt overwhelmed by my new situation. I figured that doing some “normal” things around the house would make me feel—well, normal. So I headed upstairs with a basket of laundry.

Kreukherstellend and Overhemden

To start with, I couldn’t figure out how to turn the machine on. And try as I might, I couldn’t get the door to open to put in any clothes. When I did triumph over the washing machine door, I faced the following panel of choices:

■Witte was/Bonte was

■Voorwas

■Kreukherstellend

■Overhemden

Are you kidding me?

Laundry was not going to work as my “comfort” activity.

So I turned to other presumably familiar activities to find solid ground: things like making coffee, or roasting a chicken.

No dice.

I couldn’t figure out the coffeemaker if my life depended on it. All I wanted was a plain old Mr. Coffee machine. But here they take coffee so seriously. Everyone has a cappuccino machine, or—as in the house I moved into—one that makes espresso. I’m not sure at that time I even knew the difference between cappuccino and espresso, but I’ll tell you one thing they have in common. I cannot make either one of them in a European, fancy coffee-making device.

Roasting the chicken was out of the question. In our house in The Netherlands, we don’t have an oven. Seriously. We have a microwave, but not something you’d use to roast a chicken. Apparently, “everyone” here cooks on the stovetop. Of course, I could warm up my coffee in the microwave. But that would have required success where I was already an abject failure, as you know.

I was starting to break down. And I was out of ideas.

I finally called a friend in the States, and she had the most annoying thing to say.

“Maybe life has brought you to The Netherlands to learn about your vulnerability.”

“My what?” I asked in disbelief.

“You’re always the strong one, cooking up visions and making things happen. Now you can’t make a cup of coffee. Maybe you’re on a journey to discover a new side of yourself, one you don’t see very often. The part of you that feels vulnerable.”

I thought, “This is what I get when I call my friend? Some friend!”

And she really was.



Integrating Our Hidden Sides
Closes the Performance Gap



The past year of struggle, minor successes, and seemingly infinite confusion has forced me to deal with the Vulnerable Erica. Not something I admit lightly. But I had nowhere to hide.

The irony is that I teach my clients to look for new sides of themselves, to tap inner resources they haven’t discovered. I assure them this is productive and meaningful, that it will improve their lives at work and at home. I also say that such exploration and discovery will build power in their center, the inner core that gives them strength and capacity for skillful action.

Now I was taking a dose of my own medicine.

My Year of Living Vulnerably reinforced several points that we’ll explore throughout this book:

1.We are more multi-faceted than we realize.

I’d defined myself narrowly, both to the world, and to myself.

2.We pick parts of ourselves to define who we are.

Based on what I saw as my strengths, I’d defined myself as a highly competent woman who could do it all on her own.

3.The identities we form have some truth to them.

I am generally a capable and resourceful person. In most situations I feel confident. I like to initiate things and make them happen.

4.Yet, they don’t tell the full truth. We create profiles of ourselves by elevating certain elements of who we are and leaving others behind. That distorts the full truth.

I am vulnerable as well as powerful.

5.The identity we show the world, and ourselves, isn’t necessarily false. But it isn’t fully true. What we amplify and diminish in our profile leads to our Performance Gap. That keeps us from fulfilling our potential in all areas of our lives.

If people, starting with me, see only my powerful side, they don’t see all of me. Trouble is, the parts that I’ve deleted from my profile have a lot to offer. Like my vulnerable side, who knows how to ask for help. I can only exercise that skill when I integrate that missing piece into my profile.

6.We gain something when we recognize a part of ourselves that’s missing from our profile—the way we define who we are—and expand it to include what we left out. We also gain by right-sizing parts of our profile that we express now in excess. Doing both gives us a sense of centeredness. And that leads straight to high performance.

I can make coffee in The Netherlands now. Believe it or not, I can choose on my own between Bonte Was and Overhemden. Bernardus’ family is part of my family. And Bernardus’ son, whom we call the Little Dude, is teaching me to speak Dutch. That’s all because I learned to ask for help. To let people see that I’m struggling. And to accept that while I’m powerful to my core, I am vulnerable to my core, too.

7.Lasting change doesn’t happen overnight.

Yes, I can do the laundry. Yes, I love Bernardus’ family. But I have all of one friend in The Netherlands. We haven’t found a synagogue yet. I have no familiar restaurants. No idea where to find a movie theater. Stepparenting is a world unto itself. I miss my sisters terribly. I long for my house, my friends, and people speaking English. I’d be stretching it to say that Amsterdam feels like “home.” It’s not easy, but it’s the voyage I’m on.



The Bottom Line



Ideally, we’d like to deliver our optimal reactions. Most of the time, we don’t. Instead, we fall into the Performance Gap.

This happens in part because of who we tell ourselves we are—the profile we hold that defines us. It also comes from disconnecting from the strengths and centeredness at our core. To close your Performance Gap, you need to look closely at your current profile, and learn to develop it. Your profile can adjust—a little here, a little there—so it can serve you and the world in whatever circumstances you’re living in now. Leading and living in a centered way will enable that adaptation.

The Winning from Within method of balancing your profile and connecting to your core isn’t about my adventure to a new land. It’s about the voyage we’re all on: to stretch and grow, to live fully, to figure out who on earth we really are. It’s a method for waking up to the wide range of our experiences, both out there in the world as well as in our inner lives. This voyage is both joyful and painful. But ultimately, we want to water the seeds of possibility that are dormant within us. That’s how we live and lead from our full power, our full potential, our full beauty and grace. It’s how we find our way home.

Appreciating the interplay of our internal experience and the world we see around us is also central to leading wisely and fostering lasting change. Madeleine Albright expressed this well when she said, “Opportunities for leadership are all around us. The capacity for leadership is deep within us.” From centuries-old philosophy to contemporary physics, we find this nexus: of inner and outer; microcosm and macrocosm; heaven and earth; immanence and transcendence. In the language of my lineage, Kabbalah: as above, so below. From different directions we come back to the mirror between the grandeur of the universe and the wonder of being human.

This wisdom is driving a new conversation about developing leaders because our times demand it. It’s hard to miss that we’re living through massive change on a global level that impacts each of us on a direct level. Whether you’re coaching a local team, working at a medical clinic, running a law firm or a nonprofit. If you’re trading stocks, working in government, serving meals, attending to passengers, or flying the plane. If you go to school, write blogs, make movies, do research, give lessons. If you counsel or nurse or teach. The deal is the same. You’ll find success and satisfaction from contributing to the world around you with the full breadth of your inner resources. No matter what you do.

You’ll discover that navigating the bumpy road outside gets easier when you can tap the innate wisdom at your core. Indeed, as you get to know yourself from the inside out, you learn to your surprise that some of the bumps out there actually reflect the ones in here. Paradoxically, you can ease your way through the world outside by engaging, embracing, and integrating more of yourself on the inside.

Workshop participants ask me what I mean when I talk about integrating more of you “on the inside.” I say, “Think about everything that happens in you from the neck down. How much attention do you pay to all of that?” I don’t mean you should forget about your head. But the question helps draw attention to embracing more of what’s going on inside of you.

All of that starts with seeing and expanding your profile, the story you tell yourself about who you are. Broadening your profile is what we’ll look at next, in chapter 2.


CHAPTER 2

Discover Your Inner Negotiators

Every game is composed of two parts, an outer game and an inner game. The outer game is played against an external opponent to overcome external obstacles, and to reach an external goal. ... The inner game ... is the game that takes place in the mind of the player ... and it is played to overcome all habits of mind which inhibit excellence in performance.

—W. TIMOTHY GALLWEY

Giovanna was a sales manager at a national insurance carrier. She was in charge of driving new business and increasing premium income in her territory. She also oversaw several teams of sales representatives.

Giovanna was frustrated at getting passed over for promotion twice in a row. She couldn’t understand the problem, since her performance was stellar. Her sales reps met their premium targets; her agents offered competitive prices to consumers; she paid out losses when it was fair, and she refused to pay when her investigators found fraud. Her territory improved its profitability every year she was in charge. She’d even extended the company’s service lines—it now offered life insurance in packages that covered only auto and home in the past.

The first time she came up for promotion and didn’t get it, Giovanna didn’t say anything. The second time, she confronted her director of sales and demanded an explanation.

“To be perfectly blunt,” he told her, “your sales teams don’t want to work for you.”

He continued.

“Several team members have complained about your forcefulness when negotiating over sales targets, or commented on your hostility when you’re under stress.” He claimed that someone had mentioned her “aggressive” behavior as their reason for leaving the firm. “Frankly, until you get your management style under control, you’re not going to see any promotions.”

Giovanna was shocked.

I met with her a few weeks after that conversation, because she’d asked for a coach. When I asked her about how she worked with teams, she described herself as friendly, motivated, and applying high standards of excellence. I asked if she worked people very hard, and she said no, not really. “I don’t ask them to do anything I don’t do myself.”

We agreed that I’d speak with a range of her co-workers, and bring back my observations for further discussion.



To Close Your Performance Gap, You Need to See It



After talking with a bunch of people, I learned that the feedback Giovanna’s boss had shared wasn’t far off base. Her teams were alarmed by her temper and felt too intimidated to state their opinions. One person acknowledged her ability to get results. He quickly added that she was “a bully,” so he didn’t want to work with her.

I collected more information to test what I was hearing. A former team member who’d switched territories commented on Giovanna’s intelligence and integrity. She’d made the change because she wanted a better quality of life. “Giovanna is one of the best in the business. I know I could learn a lot from her. She’s just so driven—I could never keep up. She only saw how I could do better—she never noticed what I did well. And sometimes I just needed a break. But I was afraid to ask.”

When I brought these impressions back to her, Giovanna was taken aback. She said she had “no idea” why anyone would say those harsh things. In fact, she came up with several theories to explain it, none of them relating to her management style. Maybe people were jealous of her all-star results? Or maybe they didn’t want another woman rising into the ranks of leadership? I had my work cut out for me to help her connect herself in any way to the delay in her career progress.



Seeing Your Gap Means Expanding Your Profile



The first step in closing your Performance Gap is seeing your own role in the results you’re getting. Giovanna can muse about jealous colleagues all she likes. It isn’t going to get her promoted any faster.

Here’s the tricky part. In order for her to see how she’s getting in her own way, Giovanna needs to admit and accept something about herself that she doesn’t recognize yet. It’s not that she hasn’t heard the feedback. It’s that she can’t believe it without changing something about her profile, the way she defines herself to herself.

In the story she tells about herself, Giovanna is a principled, hardworking, and very successful businesswoman. She sees herself as a mentor who’s committed to developing her teams. In fact, she goes out of her way to show them opportunities for improvement. She connects people on LinkedIn. She gives that little extra push so they’ll stretch and grow. Her teams do work hard. But she always gives time off when people ask for it, no questions asked. Nowhere in her current autobiography is there room for Giovanna the Bully.



Seeing Your Performance Gap Enables Accountability



Normally we’d think someone needs to be honest with her, to tell her the hard truth. But she has the facts. People say she’s a bully. They feel intimidated by her. They change territories or leave the company to avoid working with her. Until she registers that she has an aggressive side, and integrates the information that she becomes hostile under stress, she has no way to take accountability for the reactions she’s getting.

Here’s the rub: Giovanna will only close her Performance Gap for real when she meets those sides of herself, and lets them into her profile. Until then, she’ll keep doing what she’s doing now: make things up about the motivations of other people to explain why they say these mean—and untrue—things about her. In other words, she’ll point fingers rather than take accountability. What else can she do? No one wants to take responsibility for something they believe they didn’t do.

Once she knows about Giovanna the Bully, she can make a deal, negotiate an arrangement where Bully Giovanna can use her strength for good, and temper her hostility by partnering with Giovanna the Mentor. She can’t broker any internal agreements, though, until she knows which negotiators to bring to the table.

Now, you might ask, why should she “negotiate” with her inner bully? Shouldn’t she just get rid of the bully?

Fair question. Certainly the world doesn’t need more bullies. The short answer is no, she shouldn’t. For one, because she can’t eliminate the drive that comes out in the bully. And for two, that drive has constructive potential, if she directs it differently. She’s pushing now in unconstructive ways, partially because that drive isn’t balanced by something else. But that doesn’t mean she can’t change her ways.

When the forceful part of her works in tandem with the supportive mentor in her profile, she can combine her inner achiever’s drive with care for her team. Giovanna can still crusade for great results while leaving the hammer at home.

Now, let’s say Giovanna gets the right parties to the inner table. She wants an arrangement that works better. But she doesn’t know how. She can’t work this out until she knows how to negotiate with herself.



Close the Performance Gap by Negotiating with Yourself



The next step in closing your Performance Gap and developing lasting change is learning to negotiate with yourself.

Negotiate with yourself?

At first this idea sounds strange. Can you talk to yourself without being crazy? Can you disagree with yourself? If you have an argument with yourself, who wins?

As we just saw, our sales manager needs to negotiate a new deal with herself. Mentor Giovanna needs to bargain with Bully Giovanna, so she can get promoted. The two sides need to forge a new way to make friends and influence people. Mentor Giovanna can try to sidestep her inner bully. But she’ll start to see lasting change only when she brokers a truce that both sides accept.

At the start of my workshops, I ask people for examples of “negotiating with yourself.” It’s actually not hard to brainstorm a list once you think about it.

People usually come up with personal examples first: Should I eat the ice cream or stick to my diet? Make a scene with the garage for charging more than the estimate, or just pay the bill and move on? Accept the “friend” request from my high school nemesis, or have twenty years not removed the sting?

Soon, the list of topics grows more serious, and often turns to work:

■Should I raise that difficult topic today?

■Say yes to please my boss, or admit my plate is full?

■I want to approach my colleague who’s back from bereavement leave, but then I tell myself it’s none of my business.

■My client is pushing me hard to do something questionable. Technically speaking, it’s not against the written rules. On the other hand, it feels a bit unethical. Should I say no?

■We’re nearing our fund-raising target, but we’re not quite there. Our biggest donor said I could ask him for more money if we fell short, but I feel awkward going back to him again.

As we go about the ordinary business of every day, there are inner commentators competing for our attention. At times they speak nicely. But often their voices debate each other like hostile adversaries on talk radio.

As you know by now, I think of them as negotiating parties—your inner negotiators. Like actual individuals, these internal negotiators have a range of styles, motivations, and rules of engagement. They have their own interests and preferred outcomes.

I suspect you’re no stranger to this inner tug-of-war. A sarcastic part of you wants to make a cutting remark when a colleague “forgets” again to do his part. Your kinder side tells you to talk to him about what’s distracting him. The fed-up parent in you wants to scream your head off at your teenager for leaving another mess. Your more grounded side knows you should set up a family meeting about chores and responsibilities. Your generous side leans toward loaning more money to your friend who can’t seem to manage her debts. But a self-protective voice in you hesitates, whispering in your ear, “She’s never paid you back before, and she won’t pay you back this time. You need money, too, you know.”

These voices can become like bullhorns on a football field, roaring for your attention, when you turn to the most important questions and choices in your life. The risk-taker in you demands that you walk out on a lousy job; the side that worries about the mortgage begs you to keep trying. The dream of your own baby pulls you to do one more round of IVF. Meanwhile the voice of reason looks at the statistics and counsels you, “Just face it. You’re not going to conceive, and you should let this go.”

Whether these debates continue all day—or for weeks or months—these conflicting voices and the inner turmoil they create leave you ill equipped to make good choices, take effective action, or sleep well at night. They make it difficult to lead your life, and sometimes nearly impossible to lead your organization. Unresolved inner conflicts also prevent you from jumping on opportunities that could take you to a whole new level.

Like Giovanna, your journey toward self-mastery involves:

1.Learning to recognize your inner negotiators

2.Learning to accept and appreciate them

3.Learning to negotiate with them to broker a new deal

4.Learning to anchor in your center of well-being

5.Learning to maintain centering practices over time.



Discover Your Team of Inner Negotiators



Since you first learned about Freud and what he called the ego, id, and superego, you’ve heard the idea that there’s more to you than meets the eye. You might have come across newer ways to name different parts of you: the inner critic; the people-pleaser; the perfectionist; the inner child. Or this concept might seem completely new to you. You might be asking, how can you negotiate with yourself? You might wonder whether distinct “parts” of you even exist.

They really do.

Today, science can prove what theorists have long believed: you are a complex ecosystem, delicately balancing interdependent parts in the shared habitat called “you.” Neuroscientists who’ve mapped the brain confirm that what appears to you and me like a singular mind is, in fact, a combination of many interconnecting parts.

Science writer Steven Johnson describes this in Mind Wide Open:

[T]he more you learn about the brain’s architecture, the more you recognize that what happens in your head is more like an orchestra than a soloist, with dozens of players contributing to the overall mix. You can hear the symphony as a unified wash of sound, but you can also distinguish the trombones from the timpani, the violins from the cellos.

Sophisticated technology now shows what social science had already claimed: that we’re multi-faceted, made of distinct parts with various functions.

Psychologist Jay Earley described this well when he wrote, “the human mind isn’t a unitary thing that sometimes has irrational feelings. It is a complex system of interacting parts, each with a mind of its own.” Daniel Goleman expressed a similar idea in Emotional Intelligence, writing that “in a very real sense we have two minds, one that thinks and one that feels.”

Long before this era of modern psychology, this same idea was famously expressed by Walt Whitman in Song of Myself: “I am large. I contain multitudes.”

Who Was That Masked Man?

If you’re still not sure about these “inner negotiators,” that’s fine. See if this helps.

Have you ever found yourself thinking or saying anything like this?

I don’t know why I said that—I didn’t mean it.

That was strange—something just came over me.

Where did that come from? I didn’t know I felt so strongly.

I just wasn’t myself.

I’m sorry. I’m really not like that.

If you recognize any of these thoughts, then you might ask yourself, who or what “comes over you” in those moments? If you weren’t yourself, then who were you? Is it possible that one of your internal negotiators took center stage, if only for a minute?

Maybe you went to shake hands with your son at his graduation, and felt tears welling up in your eyes. If you haven’t cried for twenty years, you could ask yourself, “What was that?” Or maybe you approached the nurse’s station every ten minutes, until someone finally came to your mother’s hospital room with painkillers. If you see yourself as an easygoing, laid-back person, you might feel surprised by the insistent tone coming out of your mouth to command the nurse’s attention.

The good news is that our variable nature is adaptive, necessary, and helpful, once understood. Dr. Daniel Siegel, a renowned brain researcher and professor at the University of California, Los Angeles, explains it this way in his book Mindsight: “We must accept our multiplicity, the fact that we can show up quite differently in our athletic, intellectual, sexual, spiritual—or many other—states. A heterogeneous collection of states is completely normal in us humans.”

If you’re worried about multiple personalities, fear not. The “multiple minds” phenomenon we’re talking about is universal.

Think about it. Sometimes you go about your day, living like an ordinary Clark Kent. Other days you get the kids out the door, rescue three projects at work, advise your squash partner about his retirement accounts, and help your wife resolve a conflict with her sister. That day you’re a living, breathing Superman. Women feel these swings inside, too. Some days we feel small. We want someone to step up and fight our battles for us like Prim, Katniss Everdeen’s little sister in the Hunger Games. Other days we’re the Bionic Woman, superpowers and all.

Recognizing how this works is not only a sign of positive mental health. It also opens the door to using the range of your potential in targeted ways. Mythologist Sam Keen wrote: “Few of us know the fantastic characters, emotions, perceptions, and demons that inhabit the theaters that are our minds. We are encouraged to tell a single (true) story, construct a consistent character, fix an identity. We are thus defined more by neglected possibilities than by realized ones.” As you get to know your inner negotiators, you’ll expand your profile. Then you’ll get better outcomes, because you’re using strengths and skills you’ve never put to good use before. The Performance Gap you’ve come to accept for years will start to close before your eyes.



Missing Team Members Perform Those New Skills



We all have parts of ourselves that we see, and parts that we don’t. We’ve let some of them into our profile. We’ve left others out.

Why should you care?

Because at the end of the day, if you want to get better results in your life, you need to change what you’re saying and doing now that leads to those outcomes. To create lasting change at work and at home, you need to recruit those members of your inner team who are absent or underutilized.

Said another way, each of the inner negotiators performs certain functions. They specialize in different skill sets. You fall into the Performance Gap again and again because you can’t do skills that belong to negotiators you’ve left behind.

Over time, as you become
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