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			Dedication was a challenging task; what finally made it easy was discovering the role love plays in centered leadership and for each of us.

			So David, and Russell, and Anne, this book is dedicated to you.

			We are the lucky ones.
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		Amina Suzanah Agbaje—principal partner, Agbaje, Agbaje & Co (born in Nigeria)

		Georgia Lee—filmmaker, Red Doors (born in the US)

		Ann Moore—former chairman and CEO, Time Inc. (born in the US)

		Gerry Laybourne—former chairman and CEO, Oxygen Media, Inc. (born in the US)

		Alondra de la Parra—artistic director and conductor, Philharmonic Orchestra of the Americas (born in Mexico)

		Emma Fundira, M.D.—cofounder, Finesse Advisory Services (born in Zimbabwe)

		Shikha Sharma—former managing director, ICICI Prudential Life; CEO, Axis Bank (born in India)

		Ellyn McColgan—former president and COO, global wealth management group, Morgan Stanley (born in the US)

		Christine Lagarde—managing director, International Monetary Fund (born in France)

		Eileen Naughton—managing director, media strategy and operations, Americas, Google (born in the US)

		Amanda West—chief innovation officer, Thomson Reuters (born in the UK)

		Anne Mulcahy—former CEO and chairman, Xerox Corporation (born in the US)

		Denise Incandela—president, Saks Direct (born in the US)

		Carolyn Buck Luce—global pharma sector leader, Ernst & Young (born in the US)

		Ruth Porat—vice chairman and chief financial officer, Morgan Stanley (born in the UK)

		Shirley Tilghman—president, Princeton University (born in Canada)

		Dame Stella Rimington—retired MI-5 director general (born in the UK)

		Julie Daum—practice leader for NA Board Services, Spencer Stuart (born in the US)

		Olive Darragh—former managing director, strategy, Tudor Investment Corp. (born in Ireland)

		Laura Cha—ExCo member, HKSAR Gov., former vice chair of CSRC (born in China)

		Andrea Jung—chairman and CEO, Avon Products, Inc. (born in Canada)

		Julie Coates—general manager, Big W (born in Australia)

		Yifei Li—chair, Greater China–Publicis Group–Vivaki (born in China)

		Linda Wolf—retired CEO and chairman, Leo Burnett Worldwide (born in the US)

		Margaret Jackson—chairman, Flexirent Capitol Party Ltd. (born in Australia)
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		The Journey Continues

		Winter, 2011

		Staring out my farmhouse window at the neon snow touching stained-glass blue sky, I fill up with memories. There we are, building our fort in the snow and pretending to be British women explorers. My daughters, Gaby and Jetta, are playing with intensity. Heading further back in time, there’s Jetta as a toddler, touching snow for the very first time (and wailing). Even earlier memories push aside my girls. This time, I am the little girl, standing outside in my new red parka on a sharp winter’s day. I’m taking in the crisp air, the brilliant colors, and the wonderful feeling of a first snowfall. It is comforting to live in past moments.

		Before I can stop myself, I am daydreaming about future snowfalls at the farm. I see myself building even greater forts and drinking hot chocolate in them with grandkids who love to play with me. It is alluring to live in future moments.

		Reluctantly, I pull myself back to the present. I look out at the hilltop and take in a deep breath. I am learning to live in the present—to be present. Even though I can only master it in brief spurts, I feel grateful. When I am “in the moment” I focus intensely. My fears fall away. Summoning all my talents, I feel alive. It’s a rapturous feeling, worth working hard for.

		What has this to do with How Remarkable Women Lead? Everything.

		It has been almost eight years since that walk in the park with my husband, David, when I first imagined the Centered Leadership Project. That’s when I started taping video interviews with woman leaders from every walk of life. I learned how they used their strengths, their optimism, their sense of belonging, their power, and their energy to prevail in service of a purpose. How could I bottle that magic, to help myself and every woman with the desire and the drive to lead? I set out on a journey to find out.

		It has been four years since Susie Cranston and our team codified a new philosophy powered by insights from our remarkable women leaders. We explored the roots of our new concept—Centered Leadership—in the fields of leadership, organizational development, neuroscience, evolutionary biology, and positive psychology.

		It has been three years since our first quantitative survey led us to the five practices of Centered Leadership and two years since Susie, Geoff Lewis, and I wrote the book and began to send our message out.

		Since then, we’ve shared Centered Leadership with thousands and thousands of women around the world, through the book and through all kinds of forums—sharing the knowingness of women who lead with great results, with resilience, and with joy.

		Miles into my own journey, not much has changed with me—outwardly. I humbly report that Centered Leadership has not made me president of a large country—or a small one. I am not the president of a large or a small company. I remain a senior partner at the firm where I have worked for thirty years. I am still married to the man I met in 1983 and I still love him (call me crazy). Gaby and Jetta continue to amaze me. I am still a recovering pessimist who is “vertically challenged”—though thanks to Jetta’s sunny counsel, I have reframed my stature as “fun-sized.”

		On the surface, all is as it was, down to the snowy hilltop visible from my beloved green farmhouse.

		The inside is an entirely different matter.

		As I have traveled to faraway places to share Centered Leadership with others, I have been following a new path—the path to becoming. It has been a period of real ups and downs professionally and in our family. But I am more engaged with the clients I meet. I bounce back faster from my spirals down. I reach out rather than succumb to my apprehensions and self-doubt. I have the tools of reframing and reenergizing—and I use them.

		I pursue opportunities with boldness because of my passion. I come home inspired instead of tired. I wake up hopeful most days, driven. Colleagues at my firm want to know where my energy comes from. At an age when partners retire, I am revving up: Each year is better than the one before.

		I am fifty-eight years old and growing. Imagine that.

		I’d like to share this stage of my journey with you for one purpose—to encourage you on yours.

		The Road Taken

		When I left off writing, it was late 2008. That year, I had taken the biggest gamble of my professional life. I said goodbye to my old “professional program” entirely focused on consumer-facing clients. I said no to 100 percent of the same work and yes to Centered Leadership—turning our research and experiments into a capability-building discipline, an undertaking that we honestly didn’t know would work. Colleagues encouraged me, but they warned me, too. It felt like I had hiked off the main trail and onto a goat path. Ah, but don’t I always choose that rocky and steep path!

		I began getting used to not knowing the way, moving toward my destination but often lost in the twists and turns. First, Susie and I taught Centered Leadership to the women at McKinsey North America. Word of our program spread to offices across the world. Something was up.

		At the same time, I started speaking to women’s groups—established networks, clients, pretty much anyone who would have me. I was inspired to open the door to Centered Leadership; I had a genuine interest in encouraging women to embrace this leadership path but at the same time, I put myself under the microscope. Perhaps it was my consultant training, perhaps my looming fears. I waited for someone to find the flaw in Centered Leadership. I just had to meet a few thousand people to find the wisest critic with the sharpest criticism.

		No surprise, I found her in the least likely place. There I was, about to go on stage and feeling very ill before a speaking engagement, as I always do. Listening to that omnipresent voice inside my head, I panicked. What was so great about Centered Leadership, anyway? What should I say? Why would anyone listen? My mind went blank. I heard nothing but my internal voice as it carried on uninterrupted. Then it hit me. She was the critic. She had my best interests at heart—sometimes.

		Not this time, though. When I took the stage and began to talk, the voice I heard wasn’t hers but it wasn’t mine, either. This new Joanna was self-deprecating, and smart, and warm, and brave, and funny. Someone I didn’t know stood on stage in my clothes and in my shoes! That woman lit up the room. I laughed with joy and everyone laughed with me.

		And when the session ended, I could not remember what that voice had said. Strange?

		This experience happened again and again. Only later did I recognize the mystery woman as me, too. I was bringing forth all the gifts 125 remarkable women leaders had shared—speaking from my depths. The new me gathered strength; each session left me jazzed, because by telling the story I was learning it, too.

		Our phones kept ringing with more speaking requests as though all the women in the working world were connected. So I did something odd—I said yes. Yes to me. I was allowing myself to draw on strengths I had forgotten since childhood—humor, zest, appreciation of beauty, and a passion for storytelling.

		So that’s it? Did I live happily ever after?

		It isn’t that simple. This was 2008 and the world economy was unraveling. Not great timing for a major career shift, to say the least.

		The critic inside my head grew louder and more insistent. Hers was the voice I had learned to heed as a child because she had a nose for danger. She kept me on the straight and narrow track to high grades, high praise, and advancement. But now, she was predicting my performance decline if I did not get back on the trail.

		Her arguments were solid. In this global recession, everyone was hunkering down. Companies were scrambling to conserve costs. Executives had no budget for development. And this was no time to introduce an innovative approach to building transformational leadership capability. My client work dwindled, and I headed into a deep valley, perhaps my last.

		Still, I kept going. On a good day, I felt energized, propelled by purpose. On a bad day, I worried nonstop and drained the energy from everyone around me.

		My career has had plenty of ups and downs, as everyone’s does. Recovering from earlier career valleys simply meant working harder to land new clients, learn new tools, or shift relationships. This time, though, deep-seated fears blocked my route to recovery. There they stood: my fear of being found out (I was a fraud), fear of letting others down (it was up to me to lead them to success), fear of conflict (my evaluator would be angry), fear of depending on others. That last one had been with me forever.

		Like many women who chose to work in male-dominated industries years ago, I learned to rely on myself alone and to keep my own counsel. I quietly circumvented obstacles on my own. I rarely confided in or truly trusted anyone, including the senior partners (all male) who sponsored me. I protected myself by working harder. Whatever the challenge, I persevered—it was my No. 1 strength. I drove myself hard and relished reaching the top. It was lovely. And lonely. Now I saw that while fears can serve us well, my fear of dependence had kept me isolated.

		Rebuilding my client platform quickly meant finding a new route up a very steep ascent. I had to depend on colleagues to help me—colleagues who did not have any reason to believe in me. I was afraid.

		But when I looked past the avalanche and up at my mountain, I saw that I was not alone. By sharing my passion for Centered Leadership, I had learned to connect. There were the women who had attended our events, training programs, and conferences. There were the people on my teams who would help if I simply asked. And there were the senior colleagues who, I now realized, were ready to reciprocate.

		What I simply had to do was shift my mindset to be open to trust others. For me, that was like walking across a narrow and flimsy rope bridge from one mountain peak to the next. Looking down, I would fall to my death.

		So I looked across, ignoring my internal critic. I reached out to the people next to me, and with their help, Centered Leadership became part of our firm’s Organization Practice. I recruited additional team members to Centered Leadership and continued to speak and teach; I continued to interview remarkable women leaders and men, too. I brought my own new capabilities to my client work, colleagues more talented than me by my side.

		Reflecting on that year, I see that Centered Leadership helped me get out of my own way. I shifted from focusing only on my deficits to building on strength. I practiced reciprocity—and gained a powerful feeling of belonging. I took charge of my fears by reframing setbacks as opportunities and I went after them. Each day, I woke up and asked myself what I wanted for the day. I slowed down enough to live it more fully. I thanked my critic, gave her a name (Edna), a vacation, and a gift. In turn, she created room for a new voice—my visionary.

		I see now that Centered Leadership was not a crazy choice; in retrospect, what appeared as the goat path turned out to be the best route.

		It’s about the Journey

		Clearly, 2009 and 2010 would have been eventful years simply for the changes in my daily work. But life has its way of marching on. I recall these two years with markers of piercing joy and sadness, of new beginnings and loss, each event colored by Centered Leadership and the reserves of strength it helped me build.

		In 2009, Gaby (my older daughter) applied to college. Overwhelmed, she freaked out. Gaby did not want to choose any schools. She did not want to finish her applications. She did not want to go to college. Millions of kids manage to get through this process, but it terrorized Gaby. A top student, she had always been a hard worker, competitive. But college was an entirely new level of newness.

		Perhaps we should have seen it coming. Gaby’s fear of new experiences first surfaced when she refused to try rhythm class as a toddler. Over the years, we debated endlessly whether to force her to join in. Fearless father believed in practice to overcome fear. He worked hard to eradicate Gaby’s through physical challenges—swimming, hiking, biking, and then rock climbing, scuba diving, para-sailing, white-water rafting, kayaking, and every other exciting activity he could imagine. Gaby became fearless—physically.

		Still, she feared new experiences. So we traveled widely. Gaby and her sister experienced the bustle of Beijing during the SARS epidemic, snakes in the Yucatan jungle, ancient underwater caves in Belize, gray whales birthing in Baja California, impoverished communities in central Uganda. No matter what the destination, Gaby grew to love travel—the smell of a plane meant adventure.

		But Gaby continued to harbor anxieties when it came to school—new classes, new kids, new teachers—the whole package. Despite changing schools a few times—loving each new school in turn—her fears ballooned.

		I recognized that this remarkable young woman—my first baby—was paralyzed by fear. The mother in me wanted to hold her and dry her tears, to tell her everything would be all right. Instead, I watched her weep and quietly asked her to describe her fears. She had a big list: fear of failing, being found out, being ridiculed, getting rejected, the unknown.

		As I listened to her litany, I thought about what fears do to us. Probably my biggest fear is a fear of bullies. I am terrorized by individuals who want to subjugate me. Even though I am no shrinking violet, encountering a bully wreaks emotional havoc. All I need to hear is that bullying voice, filled with contempt, and I respond on a primal level—freezing in place, no longer thinking at all, and losing my physical voice.

		As Gaby talked, I had a flashback to our first Centered Leadership program several months before. Twenty-five executive women signed up, but half canceled just days—and even hours—before the session was scheduled to begin. I hadn’t met our facilitators in person until that very morning. I was anxious about the new material. So as twelve strangers filed into the room and took their seats, what I saw were white wigs and black robes—hanging judges, every one. It was enough to make you cry.

		At least, that was what I did.

		Imagine: Twelve spellbound women watching me weep. I pay them no attention, because something is happening inside. It has dawned on me why bullies seem to find me at every organization I serve. I understand why I am a bully magnet: Outside bullies are simply mirrors, reflecting the bully who lives in me. I know when that bully took up residence—I could tell you the day and the time, but that’s a different story. What matters is my revelation that the bully I fear the most … is me.

		I pause to reframe (a core tool we teach in Centered Leadership). I realize that nobody is judging me here. Those robes and wigs vanish. I face my bully—appreciating both how she serves me and how she holds me back.

		Looking again at Gaby, I appreciate the woman in the child. I know that Gaby will find her way. It is up to her to face her fears, but I can help. Centered Leadership can help.

		We separate the facts from the hobgoblins and agree that this momentous decision is Gaby’s to make—not her fear’s. We dig deep to uncover Gaby’s strengths—curiosity, love of learning, appreciation of beauty, leadership, and adventure. These spark her energy. Gaby understands that this next, unknowable step is actually an opportunity to build on her strengths.

		Next, we reframe the application process as an engaging challenge, because Gaby loves a competition. We identify twenty people who can help her understand her choices. Her immediate challenge is to interview them—mostly strangers. In and of itself, this won’t be easy, but Gaby connects with great people who are happy to help. By deploying her love of learning, she re-energizes. Ultimately, Gaby gets into a fabulous school—the one she most wants to attend. We all do the Snoopy dance.

		Yet, just as the experts in positive psychology warn, reaching a coveted goal produces a short-lived euphoria. After one day of relief, Gaby begins to dread the prospect of actually going to college. By August, dread turns into panic. As we pack for the college orientation hiking trip, Gaby fixates on her fears. She can spiral down with the best of them and she does.

		We try the “learned optimism” tools, starting with disputation and alternative reasoning—and still Gaby spirals. Seeing her this way makes me spiral, too. What kind of mother am I? Gaby is face-to-face with her darkest fear—the fear of change—and she has given it her power. I have given it my power, too.

		My heart is breaking. I pause, because that is what Centered Leaders do.

		A word about pauses: they feel like a lifetime, but actually they only last a minute or two. Sometimes, it is just good to breathe deeply and to arrest your impulse—in this case, my impulse to fix the problem. I also have an impulse I don’t like: anger. After all, did Gaby work so hard to get this opportunity simply to throw it away?

		When the leader—or the parent—pauses, she not only gives herself a chance to really listen, she gives her team (or child) permission to go ahead and solve the problem. I wait quietly. I feel my feet on the floor. I listen to my breathing

		That’s all I do. Then Gaby does the most amazing thing. She waits, and then gives her fear a name. Once it hits the air, it deflates. Gaby announces that she will go to college after all, very much afraid and brave at the same time.

		I’m relieved, but mainly I am proud. Gaby recognizes her fear for what it is, and decides she won’t let it rule her. We both know our fears won’t leave. We both know that we can face them. These lessons took me fifty-plus years to learn. Gaby has a good start at eighteen.

		Did she struggle through stormy weather (emotionally and otherwise) on the hiking trip? Indeed. It rained so much her group had to evacuate off the mountain. Did she struggle through making friends and settling in when she got to school? She did. Did she continue to face challenges throughout her freshman year? Of course. She had to switch majors and start over in second semester to find a better fit. But when Gaby faces her next challenge, she is grounded in the knowledge that she has met challenges in the past and can do so again. She can recover and succeed. The pain she feels comes from growth. She is growing. I am growing.

		Centered Leadership doesn’t make adversity go away and it doesn’t make life sunnier and more fun than it is in reality. What it does is help each of us become aware of our thoughts, our feelings, and our actions—extending our range of responses that make the difference between seizing the day and hiding from it.

		Thank you, Centered Leadership, for helping Gaby and me through one of those watershed moments.

		The “Beingness” of Leadership

		Just a few weeks after Gaby left for college, my grieving took a new turn. On vacation in Italy, my lively eighty-three-year-old mother tripped, fell and a few days later, slipped into a coma. There are some things that reframing can’t make better and the loss of a mother at any age is one. There is no disputing the pain. Grief saps your energy.

		Yet, during those first few difficult weeks, Centered Leadership helped every day in some way. I became a practical optimist, looking for creative solutions to very hard problems—and finding them. I found energy in the passing days from getting to know my family better. I reached out to receive support from the men and women in my Centered Leadership “tribe.”

		Harriet Jane, my amazing mother, was here one day and then she disappeared. Centered Leadership helped me find gratitude for all she has given me. Still, I locked it all up inside in order to cope.

		It was two months later, at an in-depth Centered Leadership training session with our gifted facilitators—Amy Fox, Erica Fox, and Carole Kammen—that I began to grasp Centered Leadership in full—three years after first helping to give it shape.

		I remember that moment clearly. We are gathered in rural England in a snowstorm. Our purpose is to launch twenty-four partners on their own Centered Leadership journeys. One early morning we are seated in a circle, practicing meditation. As directed, I put my hand over my heart, close my eyes, and listen to my breathing. I remember Carole saying something like: “Feel your hand on your heart, showing yourself kindness and compassion.” Tears stream down my cheeks.

		It comes to me. All my life, I have pushed, led, directed, and controlled my actions. I self-criticize, self-motivate, and self-punish. I set myself high expectations. I achieve. But I have never shown myself kindness or love. I guess I did not believe I deserved it.

		This small act of kindness I show myself unleashes a pent-up need for compassion and my capacity to offer it. I am filled with lightness. I see my mother in me—the light and the dark. She gives me appreciation for beauty, creativity, and zest for living. My perfectionism, my selfishness, and my insecurity also come from her.

		After fifty-eight years, I accept her. And in that moment, I accept myself. My armor and my baggage fall away. For the first time, I appreciate my essential capabilities and I know I can connect with others. As I listen to the stories of my colleagues, I see them in me. I am centered. I am present. I am alive.

		And I am loving it.

		Like me, Centered Leadership, is on a journey—growing and developing in the hands of Zafer Achi, Pierre Gurdjian, Scott Keller, Johanne Lavoie, John McPherson, Elizabeth Schwartz, Aaron de Smet, and Caroline Webb. New leaders came on board in Amsterdam, Beijing, Berlin, Brussels, Calgary, Dubai, Johannesberg, Montreal, Mumbai, New York, Paris, Rome, Shanghai, and Zurich. Together, we have begun to understand Centered Leadership through an even more powerful lens—as a way to develop leaders who can make profound change happen.

		We are paying attention to men, too. From the earliest days of the project, we knew that what we were learning about women leaders would apply to men. We are now on the path to discovering what happens when they embrace the elements that remarkable women have used to gain personal mastery and unleash their organizations. Will they adopt the principles of self-awareness, collaboration, and emotional vulnerability—tenets of individuals able to lead through uncertainty, complexity, and with the pace of change demanded today?

		I had a chance to explore these questions on a trip to India that came out of the blue, literally. Late in 2010 I was deep into a discussion on transformation when my phone rang. A man’s faint voice called out, asking if I could facilitate a retreat for mid-level McKinsey consultants in Delhi. Instinctively, I said, “Sure” and hung up. Introducing Centered Leadership to consultants, mostly men, mostly engineers! What was I thinking?

		That trip to India turned out to be a doorway to new opportunity—the most magical week of 2010. In helping the men get in touch with Centered Leadership, I found my power.

		Let me take you there. In an ornately decorated hotel meeting room, I introduce twenty-six men and two women to colored paper, glue, marker pens, and children’s art supplies. What we do next is squarely out of our comfort zones. I invite them to reflect on questions without answers and—without speaking—to use the materials at hand to express who they are and what matters to them. They look at me with skepticism, disbelief, annoyance. I smile and watch, attempting to appear calm.

		What I most hope for happens. Almost everyone finds their way, freeing their right brains to “speak” through the materials. The group practices listening, taking turns to share the thoughts and feelings underlying their creative work. Many of these mid-career professionals are new to self-reflection. At the next day’s program close, some men commit to further reflection. Others commit to being fully present with their wives and children. Still others express great joy and commitment to new choices in service of personal visions. I am happy for them—awed by the experience and confident to let go and trust the process.

		And my own breakthrough? The year before, I had done a similar exercise and sketched a picture of a dream. A group of witches stir a giant cauldron. The face in the cauldron is mine, and the potion the witches stir emits a potent steam. I didn’t know what to make of it at the time. In India, I see it more clearly—my ability to heal, but also my capacity to destroy.

		Then in England at the end of 2010, I make a new picture, this time a collage. Black, blue, yellow, orange, red, and green papers in front of me, I rip until I no longer have the urge to destroy. I find myself staring at an eruption of flames, a riot of color, an explosion of raw energy.

		This picture expresses my feelings toward power. Many women, like me, expend unbelievable amounts of energy to control it. Maybe our grandmothers or our mothers taught us how to hide, to protect ourselves or to find husbands. Some of us found power uncomfortably scary and locked it up. Still others rejected it outright as a negative quality. At least I did.

		Centered Leadership has taught me otherwise. Our power comes from developing and deploying our talents, from reframing challenge into opportunity, from connecting to forge strength, from facing our fears. Power is an energy force—neither good nor evil. And when we unleash it, we lead more effectively.

		Where Next?

		Imagine a world with women and men leaders who are vulnerable and powerful, empathic and self-aware, grounded and connected—leaders equipped to address the enormous challenges of complexity, volatility, and increasing pace of change.

		With the help of Josephine Mogelof, a specialist in our Organization Practice, we went back to our research of Centered Leaders hip’s potential. In 2010, we surveyed a new global group of 2,000 men and women executives, across companies and levels. About 100 respondents said they regularly practiced the five dimensions of Centered Leadership. Within this group, 79 percent rated themselves to be highly effective leaders compared with just 5 percent of the 1,300 respondents who missed the top quintile on all dimensions. Better yet, 83 percent of these Centered Leadership “masters” said they felt highly satisfied with life and work compared with only 4 percent of the others. And more than 90 percent of the masters felt equipped to lead in the current environment compared to only 21 percent of the rest.

		These results reinforce our belief in what happens when leaders integrate Centered Leadership’s practices. Mastering just one or two dimensions delivers little gain in performance or satisfaction, the surveys show. Results skyrocket for respondents who have adopted four or five dimensions holistically. The whole really is larger than the sum of the parts.

		That said, one element on its own outweighs the others: Meaning. When we created Centered Leadership, we intuitively set meaning as the anchor. You can enter the journey through any dimension, but if you start with meaning, it can multiply the passion and joy you derive from mastering any other Centered Leadership dimension.

		And what about you? You may be well along on your own leadership journey or just starting out—it doesn’t matter. Centered Leadership can fit inside your organization’s leadership model; it can complement your leadership competencies. We think of Centered Leadership as the “how” you lead, not the technical aspects of what you do in the leadership role. It is about becoming and being a leader who sustains high performance and derives great satisfaction. You learn as you go.

		Since we finished the book in 2009, our women leaders have been growing and changing, too. Some have stepped into bigger important roles: Shikha Sharma left India’s ICICI Bank to become the chief executive officer of Axis Bank; Julia Gillard became prime minister of Australia; Christine Lagarde stepped up to become new chief of the International Monetary Fund; and Ruth Porat is now CFO of Morgan Stanley. Some leaders are growing in their current roles: Georgia Lee lives in Hollywood to work on television projects; Alondra de la Parra is gaining wider recognition as a conductor; and Julie Coates is well into her role as general manager at Big W in Australia. Some women have moved into retirement, like Ann Moore. One thing remains true about all these women: they are indeed remarkable leaders.

		Finishing up my thirtieth year at McKinsey, I continue my journey. I understand Centered Leadership in flashes of insight, at times when I practice and in moments where life is sublime. Building capabilities takes a very long time; the journey is day by day. And guess what? It makes every day of work a more exciting challenge, a chance to grow and an opportunity to make a difference.

		So what are you and I waiting for? The internal voices are now quieted, waiting in expectation and eager to begin.

		Our journey starts here.

	
		
			

			Introduction: Journey to the Center

			Searching for the Magic

			When I turned fifty, something happened to me. Nothing. Absolutely nothing. No sense of having reached a monumental milestone. No dread, no joy. And that sense of nothingness really bothered me. “You’re just having an ordinary midlife crisis,” I assured myself. “Go buy yourself some nice shoes or something.”

			Weeks passed and still the feeling would not let me go. On an early morning walk through Central Park, I shared my unease with my husband, David. Had I reached the pinnacle of my career, and if so, was this all there was? Other women surely had gone further, had done more, were happier. They were taller, more beautiful, more accomplished, had more sparkle—in every way, they were better at life.

			There must be something they knew that I never learned. I wanted to meet them, and I wanted to know what they knew—not just for me, but for all the women asking these questions about what made other women so wonderfully successful as leaders. I was convinced that no simple skill-building formula existed, because if it did, I would have found it long ago.

			There must be, I thought, something more, some kind of magic. If I could get my hands on it, I would go further, have a bigger impact, and feel fulfilled—just like them. What really got me jazzed was the idea that if I could bottle this magic, I could pass it on to the next generation of women, the ones who are on a path to leadership now—perhaps to my own daughters. Imagine what they could do if they didn’t have to wait thirty years to find it for themselves. Imagine how many more women would make it to the top because these secrets would help them!

			You could say I was driven by this idea, quietly obsessed. In the years since that walk with David, I have come to realize that this was a passion that had been waiting, dormant—a seed just waiting for the right conditions to sprout.

			By any objective measure, my life at fifty was pretty great. We had two incredible daughters, healthy, doing well in school—as wonderful as it gets. My marriage was strong despite—or because of?—years of ups and downs. We had a beautiful airy apartment with light and color and a view. Every day we entered Central Park to walk with our girls to school. In a city crowded with buildings and noise, it doesn’t get any better. On weekends we lived on a farm with rolling fields, ancient trees, wildflowers, and wild berries everywhere. We had fifty cows, thirty chickens, ten sheep, three donkeys, and a pig. This was as close to paradise as it gets.

			I had all this and professional fulfillment, too. Despite my constant worries, I was a senior partner at McKinsey & Company, doing what I wanted to do, helping Fortune 500 clients transform and grow. There were times when I was madly in love with what I did. There were times when I dreamed of retiring. But for the most part—and despite frequent doses of anxiety—I was, as my beloved firm says, a partner in good standing. I was being useful, contributing, still engaged, still having fun most days. So, what was wrong with me anyway?

			I thought about it, and it came down to this: I felt invisible. I was passing through life as an observer and had felt that way for a long, long time. So it should not have been a real surprise that I turned fifty without fireworks.

			It hadn’t always been this way. When I was a young woman, fresh out of school with two liberal arts degrees, I returned to New York as an independent spirit, ready to take on any challenge. My resumé then included waitress, usher, administrative assistant, and movie production “gofer.” I took a job in retail—in management training, actually—and ran head-on into turbulence. Daily, my bosses called me on the carpet for a thousand mistakes—some real, some not—and I can honestly say I still don’t understand why. (That was a big lesson for me: If someone doesn’t want you to succeed, there are infinite ways to let you know, slowly erasing your self-worth.) So I became a young woman with unpredictable nosebleeds, in fear of my next mistake, too intimidated to quit. I finally applied to business school, more as a way out of where I was than to find a way forward. Not an auspicious start.

			At Harvard Business School, I did well, finding the problemsolving fascinating, so much so that I returned to New York to do some more of it as work. Pretty quickly, I became a young woman going somewhere, working extra hard because I still feared the bosses who would find a thousand mistakes, who might call me in to announce that the biggest one was when they hired me.

			Even at fifty I was waiting for that call. Funny how, when you lose a lot of weight, it can take years for your self-image to catch up. Likewise, after twenty-odd years of valued consulting and plenty of recognition, my self-image had barely budged.

			So, during that spring of my fifty-first year, I waited and worked, fearing the call but hoping for some magic to appear that would transform me into the senior leader I wanted to be. And who was that? She was as calm and strong as a rock, as popular as Elvis, and as wise as a sage: a senior leader with supreme confidence, standing on a foundation of achievement, well-connected and content. Most of all, I wanted to be the leader who could look in the mirror and know that she had helped make a difference in the world. Where was she? Was she somewhere inside or nowhere to be found? That’s what I still wanted to learn.

			What I did know—and what I told my husband during that morning walk—was that waiting even one more year to find out would be a bad decision. I had to find what propelled and sustained the few women who made it to the very top. I wanted to document what it was that had made them successful in work—and in life. It would be an archive of conversations with women leaders. I wanted to archive their happiness. I couldn’t wait any longer and I couldn’t wait to get started.

			As David and I walked and talked, he took my idea of an archive and made it big. That’s why I love him—he dares to imagine, and there is no box that can contain him. He pushed me to scale up my ambition. His push was so big it made me uncomfortable. He said, “You’re thinking of an archive? Great! Make it the biggest archive of women leaders in the world—something Steven Spielberg would be proud of!” Some combination of excitement and anxiety began to well up inside of me. He went on, “Video your conversations with a first-rate crew. And give the archive an important-sounding name. Call it something that men will find interesting.” I was definitely leaving my comfort zone now. He went on, “Call it the Leadership Project! What are you waiting for? Who will you cold call today?” The professionals have a word for where I was headed—“The Panic Zone.” Panic or not, that’s just what I did.

			I’ve been at this a little over five years now. My exploration has taken me further than I ever expected. The Leadership Project has changed my own life through a new model for leadership that is the subject of this book. It has grown into a broad-based movement in our firm, involving women and men around the world who are growing as they contribute.

			Looking back, I would have to say I was lucky from the start. Almost immediately, I knew that our interviews were tapping into something very powerful. Our women told fascinating stories, mesmerizing stories, stories filled with energy. They opened their doors to welcome me in and pour out their memories of love and success and joy—along with wrong turns and big mistakes and outright failures. They talked about their children, their health problems, their dreams for the future. They laughed and they told secrets. Some shed tears. They didn’t hold back. They gave us their scarcest resources—time and energy—and they contributed reallife lessons learned the hard way.

			Something was flowing through these conversations, connecting each woman to the next, to their work, to me. Each conversation was a gift—a little dose of optimism, a slug of energy, a practical tip, a story of meaning, an act of kindness. In their stories, I recognized little bits of myself. Unwrapping each of these gifts, I was filling up with gratitude.

			My passion for the Leadership Project was delivering a sense of fulfillment that I had only occasionally felt in my work. Don’t get me wrong. I absolutely love being a consultant—especially working with clients to make something happen, building teams and problem-solving with them on their way to action and results. And I absolutely love the moment of insight, the collective flash of understanding, the step toward impact. But my joy in work had had no permanence until now.

			Passion unleashed, I felt good every day, and I could feel my outlines becoming visible. It was an unfamiliar sensation, a natural high that gave me the confidence and courage to take some giant steps forward. I was literally becoming fearless. It was time to speak up and step up.

			No Going Back

			In 2007 I crossed the line—in a good way. I began to take some professional risks to pursue my passion for the Leadership Project. I burned bridges to my old routines, shifting my time to work on this project more and more. Now there was no going back.

			What’s more, we elevated the Leadership Project from an under-the-radar labor of love to a serious professional development effort. Like so many organizations, our partners had worked hard to bolster the ranks of women in senior leadership. I was convinced that the stories of these women leaders contained what had been missing: a common set of beliefs, successful practices, and a way forward that would help our firm, and our clients, to accelerate the ascent of women to the top.

			That’s when a busload of talented women and men joined the expedition. Among them was Susie Cranston, a young McKinsey consultant based in San Francisco. Susie switched tracks for one year to become the point person for our research team, hunting down the academic and scientific knowledge to underpin what we were observing. We explored a wide range of fields—the leadership gurus and the experts on organizational development, the biologists and the neuroscientists. And we kept digging deeper, interviewing more and different kinds of women, looking for patterns. Together, with the practical real-life experiences of our interviewees, these academic theories could shape a teachable roadmap to leadership.

			Before long, we found ourselves drawn increasingly to factors that lie beyond traditional approaches to management and professional development—to newer ideas about how emotional, spiritual, and physical well-being, a deep connection to the work itself and to one’s colleagues—how joy—creates the conditions for successful leadership. Here were these women, leaders who had armored themselves to do corporate battle, voicing their passion—their feelings of joy and meaning without embarrassment. All those years of trying to hide my feelings melted away.

			Another factor jumping up and down in front of us was our women leaders’ optimism—no, make that extreme optimism. Many had overcome serious obstacles and painful setbacks. But they didn’t spiral down when things went wrong, the way I did; they swung into action and kept moving ahead. They didn’t get stuck at the bottom, replaying what happened in a closed loop. Instead, they were doers and fixers.

			But how did they build and exude such contagious optimism? We found explanations in positive psychology, a discipline that focuses on what makes people flourish rather than what causes psychological and emotional distress. What we learned from the positive psychologists was that people who have a deep sense of meaning about what they do are happier and more energized and far more resilient. Our women to a tee: Each on a mission, serving some higher purpose than simply advancing their careers. They were changing the world, whether they were reaching five people in a start-up or five hundred thousand.

			According to the experts, optimism can be learned. You can train yourself to be more optimistic and avoid getting stuck at the bottom of your emotional range. That struck a chord. I began to talk back to the tiny voice in my head that amplified the pain of every mistake. When something went wrong, I was learning to pick myself up more quickly and move forward. My worldview began to change.

			We also learned about “flow”—the phenomenon that happens when your skills are well matched to an inspiring challenge and you are working toward a clear goal. I had experienced flow from time to time at work and always when I painted. When I’m painting, it’s as if I’m outside my own body, experiencing the world without time and without physical sensation. Then I reemerge, tired but refreshed, and stronger in the knowledge of myself. Flow reinforces resilience.

			We kept digging, collecting more input from women and men in our firm and developing our own survey research. One of the biggest questions about our women leaders was how they managed to pour enormous energy into their work and still shoulder the double burden that most women face as wives and mothers. How did they succeed at work without giving up on the rest? This was critical, because many women continue to opt out of careers or lower their sights when they feel that they can’t do justice to their families.

			Another revelation: Our women saw “work-life balance” for what it is—an unattainable goal. Instead, they have adapted to a life of managed disequilibrium—a fluid and dynamic approach. They love their children and they love their work. There was no either/or. Accepting “and” filled them with energy.

			Okay, but where did they even get the physical energy to have anything left at the end of the workday? That’s what I wanted to know. I was the mom who rushed home to put her girls to bed, only to fall fast asleep right next to them.

			We started looking for answers and found some right under our noses. As it turns out, the academics had already been at work on the question. They taught us that you can manage your energy by identifying what saps it and what recharges you and by making strategic adjustments in your environment and your schedule.

			There were other factors, of course. These women had help on their leadership journeys. They were helped by everybody, but especially by senior men who stuck out their necks to create opportunities. They were plugged into the community, drawing strength from the connections. I thought back to everyone who had helped me. As I reflected, more and more faces appeared, and I silently thanked each one, including those no longer with us.

			Unlike me, many women we met boldly proclaimed they were unafraid—completely without fear. That helped them regard opportunities as, well, opportunities—not chances to lose or fail. If they saw risks, they met those head-on. They were not held back by self-doubt, second-guessing, or perfectionism. This was another revelation for me, someone who had turned down many opportunities because of fear.

			So, as 2007 drew to a close, our model for leadership took form. At its core were deep emotional connections: to work, to personal meaning and mission, to achievement, to nurturing instincts, and to a strong feeling of belonging. To joy.

			This was certainly a new take on leadership for me.

			We were weaving the threads of leadership, performance, and fulfillment into a system with behaviors, skills, and actions. It was something about purpose, because being a mother was so strong a pull. It was something about tapping into the deep well of positive emotion that coursed through the women leaders we met. It was something about action—helping women to push through fear, to act on their beliefs and their intuitions. It was also about choice, about personal ownership.

			Meaning underpinned everything. It established the right motivation and helped women identify their direction. On top of this, we saw that there were three clusters of capabilities and tactics—framing and connecting and engaging—that led to sustained success and increased joy in living. Finally, we brought in “energizing” to fuel each woman’s long-term journey.

			Briefly, this is how our system lined up:

			Meaning. The sense of meaning is what inspires women leaders, guides their careers, sustains their optimism, generates positive emotions, and enables them to lead in creative and profound ways.

			Framing. To sustain herself on the path to leadership and to function as a leader, a woman must view situations clearly, avoiding downward spirals, in order to move ahead, adapt, and implement solutions.

			Connecting. Nobody does it alone. Women leaders make meaningful connections to develop sponsorship and followership, to collaborate with colleagues and supporters with warmth and humanity.

			Engaging. Successful leaders take ownership for opportunities along with risks. They have a voice and they use it. They’re also able to face down their fears.

			Energizing. To succeed long-term and to accommodate family and community responsibilities, women leaders learn to manage their energy reserves and to tap into flow.

			Putting the pieces together created a silent boom, an “aha” moment. Our nascent leadership solution seemed elegant and simple, so much so that we had to sleep on it for a day, just to make sure. I looked for holes. For days, I looked for the holes. At night, I looked for them in my dreams. But all my anxiety and angst couldn’t find much to quarrel with.

			When we mixed the model’s ingredients together, we created magic. The ingredients blend well and they reinforce each other. Think about it. If your opportunities are infused with meaning, you will also be energized. Optimism on its own is a good thing, but apply it to building relationships and you will find that your developmental network begins to thrive. Engage in a sponsor relationship and you can face setbacks more easily. Every one of these pieces fills up your energy reserves, and the more energy you bring to what you do, the bigger the chances of your success. Each concept builds on the others. In combination, they unlock tremendous fuel for performance and satisfaction—the keys to success. Figure 1 shows the circular imagery we designed to illustrate our new leadership model. The circle is a female shape, symbolizing no single starting or stopping place—movement and rhythm, symmetry and beauty.

			We started sharing our model with others. Some thought it was too simple. Yes, the ingredients we used are available at any market; there are no special Chinese herbs or rain forest extracts. But we knew our recipe was challenging to execute. It might take a lifetime to build all the skills. Here was the magic—each step could be satisfying, reinforcing.

			Figure I.
Five Dimensions of Centered Leadership

			[image: ]

			I realized that I had been absorbing these lessons and internalizing these behaviors. I wasn’t second-guessing myself anymore. I wasn’t confused and I wasn’t unsure. David said it made him happy to see me so full of energy—joyful and unafraid.

			Bottling the Stuff

			At the end of the year, Geoff Lewis joined us. Geoff, a respected journalist and editor, helped us capture the recipe—to share the ingredients and how to use them, so all women could try it. We saw that this model had potential to sustain others on their paths to leadership, no matter what their starting points. They, too, could stand down their fears and gain the confidence and single-mindedness to lead, without losing their warmth, personal authenticity, or creativity.

			We went to work on turning the model into learning programs. But what to call it? Centered Leadership fit the bill. We liked the imagery: It’s good to feel centered. Feel the gravity beneath your two feet holding you steady as you stretch to the sky. Take risks and never lose your balance. Feel your spine lifting you up. Feel grounded, strong, and stable and, at the same time, lightweight, flexible, ready for what’s coming at you.

			All other things being equal (talent, education, drive), we now saw that it is the centered woman or man who sustains a successful leadership journey. These leaders thrive when things go well and adapt to significant change without losing their way, because they are centered—not just emotionally, but also intellectually, socially, and physically. A strong core gave our women leaders the courage to embrace new situations and adapt, to learn. A strong core helped them preserve and build physical energy. And the confidence that comes from a core belief in who you are and what is meaningful to you made them more open. They could listen to their social instincts. What’s more, they liked themselves. Sure, they took wrong turns, made mistakes. But still they were happy.

			We designed Centered Leadership especially for women, but not just for women. There are a few fundamental differences between men and women that the experts can agree on (beyond our obvious hormonal cycles and capacity to bear children). Women tend to experience emotions more at the extremes, and we are twice as likely to be diagnosed for depression. Women generally build deep relationships but have narrow networks, compared to men. Women tend not to raise their hands for new opportunities. Still, our research into the practices women and men deploy suggests there are more differences between individuals than between genders. So Centered Leadership can help men build needed leadership capabilities, too. We think they will want to, as Centered Leadership correlates with higher performance, greater success and more satisfaction at work. Who wouldn’t want that!

			That brought us to the last and most difficult question: Could Centered Leadership solve
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