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PREFACE

There are . . . things which a man is afraid to tell even
to himself, and every decent man has a number of
such things stored away in his mind.

—Fyodor Dostoyevsky, Notes from the Underground

Becoming conscious is of course a sacrilege against
nature; it is as though you had robbed the
unconscious of something.

—~Carl G. Jung
“Know thyself?” If | knew myself, I'd run away.
—Johann Wolfgang von Goethe

Man stands in his own shadow and wonders why it’s
dark.

—Zen proverb

There's a Zen story about a martial arts student who went
to his teacher and said, “I have committed myself to master
your martial system. How long will it take me to succeed?”
The teacher’s response was, “Ten years.” Impatiently, the
student countered, “But that’'s far too slow. | want to
succeed much sooner. I'll work very hard. I'll dedicate
myself to practicing however many hours it takes each day.
How long will mastery take when | make that kind of effort?”
The teacher thought for a moment, and then replied,
“Twenty years.”

Obviously, the teacher is trying to tell the student that he
needs to learn patience before proceeding any further. He's
saying, Go slowly to go fast! Certain kinds of learning can’t
be rushed; they have to be approached one step at a time.



This is particularly true of becoming more emotionally
attuned. To acquire this kind of knowledge, there are two
secrets. The first is to have patience; the second is to be
patient! Acquiring higher emotional intelligence—that is,
gaining a better understanding of the psychodynamics of
human behavior—is never instantaneous. Becoming more
psychologically minded requires not only time, but also
persistence. Patience and persistence can move mountains.
They are the keys to becoming more emotionally astute.

What differentiates the great companies of this world from
the merely average ones is the level of emotional
intelligence (EQ) among their employees. In our post-
industrial knowledge-based society, companies populated
with high-EQ personnel have the best shot at creativity and
innovation. In such companies, statements like “People are
our greatest asset” and “Our capital leaves the workplace
every evening” are more than empty slogans; they are
credos with real meaning. Executives who run such
companies value their people and see them as much more
than interchangeable @ commodities. Realizing that
considerable corporate knowledge and wisdom reside in the
gray matter of their employees, they view the selection,
development, and retention of talent as a source of
competitive  advantage, they consider leadership
development a core competence, and they make a valiant
effort to keep their employees motivated.

| have devoted my working life to helping people create
emotionally intelligent organizations. | have taken many
different routes to make this dream a reality., As a
management professor, consultant, leadership coach,
psychotherapist, and psychoanalyst, | have had many
corporate leaders “on the couch,” literally and figuratively.
My in-depth interactions with these executives have given
me a rare glimpse into the inner world of leaders, revealing



the interplay of personality and environment and unveiling
the process of personal and organizational change.

In taking this road less traveled, | have noted a clear and
compelling connection between the personal objectives of
the organization’s power holders and the objectives of the
organization itself. The intrapsychic themes of the CEO often
dictate the structure or priorities of the organization. This
linkage comes about because we are what we think. In other
words, all that we are arises with our thoughts; with our
thoughts, we make our world. Perception carries so much
weight that objectivity is nothing more than masked
subjectivity. Thus many management theories that explain
how people make decisions in organizations are inadequate
oversimplifications. In fact, the apparently rational
explanations for certain decisions often turn out to be
fiction, rationalizations made after the fact to explain how
intrapsychic themes were translated into external reality.

In my role as a management consultant to executive
boards, | have often been quite successful at creating high-
performance teams and high-performance organizations.
When | began to work with executive boards, however, |
discovered that many executive teams are what | call
“unnatural acts.” Though they come together to make
serious decisions affecting the future of the organization
and its people, they engage in ritualistic activities that
center on political gamesmanship and posturing rather than
substance. The “barons” of the various business entities—
the heads of marketing and new-product development, for
example—are so busy defending their respective fiefdoms
that true conflict resolution doesn’t occur. Other, more
intangible factors seem to take over as executives circle
around “undiscussables.” While a six hundred pound gorilla
sits on the table, smelling up the place, the senior executive
group squanders an incredible amount of energy ignoring its
presence. Far too often, it has to be “high noon” (or beyond)



before corporate leaders are prepared to deal with the real
issues. In many instances, as an outside consultant, | have
taken it upon myself to nudge an executive team to grapple
with their own particular undiscussables. In taking on that
role, | have come to understand the meaning of the saying,
“Fish start to smell from the head.”

As in my consultant work, in my role as an educator | have
gone to great lengths to create more emotionally intelligent
students. | have made this effort not only in working with
MBAs but also in working with executives. The two
transformational programs that | run at INSEAD, “The
Challenge of Leadership: Creating Reflective Leaders” and
“Consulting and Coaching for Change,” have been
instrumental in accomplishing these goals. In particular, the
top management program “The Challenge of Leadership”
has been a great human “laboratory,” encouraging and
promoting mindset change among participants.

| have a dream as an educator dedicated to helping
people engage in transformational journeys. This dream
goes as follows: If | can increase the EQ level of the
approximately twenty people who usually are enrolled in
this program at any one time, perhaps | can have a positive
effect on the 100,000 or more people for whom they are
responsible. | would like to think that | can help make their
organizations more effective and more humane. Too many
organizations possess “gulag” qualities that prevent the
human spirit from self-actualizing.

This book is a manifesto espousing my belief, and that of
my colleagues at the INSEAD Global Leadership Center, in
high-EQ organizations. It is a natural sequence to a previous
book of mine: The Leadership Mystique. The difference is
that this new book, in introducing the clinical approach to
individual and organizational intervention, is more
conceptual. It takes a much deeper look at personality



prototypes; it introduces a well-tried methodology to help
executives change behavior patterns; it deals with
leadership coaching; it concerns team building; and it
explores system-wide change strategies in organizations.

Like The Leadership Mystique, Leaders on the Couch is a
manifesto in favor of organizations where people are
authentic and feel truly alive, where they understand what
they’'re doing and why, and what the consequences will be.
It's a manifesto arguing for more reflective, emotionally
intelligent executives, and it offers valuable tools toward
that end: for example, it gives executives a new lens
through which to look at people and concepts—a lens that
makes unusual behavior (in self and others) more
understandable. Far too many executives engage in “manic”
behavior, running and doing all the time, forgetting why
they go to work each day. Uncertain what they want, they’re
nonetheless willing to kill themselves to get it. While it may
be true that the really idle person doesn’t get anywhere, the
perpetually busy person has the same problem. My hope is
that this book will be helpful to executives, consultants, and
leadership coaches, teaching them to peel back the layers
of self-deception to reveal how inner personality—Ilargely
hard-wired since early childhood—affects the way we lead
and manage others.

For many years | have been intrigued by Zen stories.
Actually, acquiring emotional intelligence and becoming a
Zen master are learning processes that have many aspects
in common. Both Zen and psychoanalysis are disciplines of
attention, conferring on successful adherents a profound
change in mindset. Both disciplines aim for self-discovery,
self-understanding, and the possession of peace with
oneself. Psychoanalysis explores the unconscious meanings,
desires, and feelings of individuals with the goal of making
them feel more creative and alive. The purpose of Zen is to
make people fully aware of life as it's actually lived. Zen



deals with the capacity to awaken the mind and clarify
consciousness. Just as psychological insights can be
attained by everyone who makes the effort, Zen teaches
that everyone can acquire the Buddha-nature; in other
words, everyone has the potential to achieve spiritual
enlightenment. Because of ignorance, however, most of us
make too little use of this potential.

Disciples of Zen argue that people’s innate capacity to
become more insightful about themselves and the world
around them is best awakened not just by the study of
scriptures, the doing of good deeds, the practice of rites and
ceremonies, and the worship of images, but also by a
sudden breaking through of the boundaries of common,
everyday, logical thought. People have to learn how to cope
with paradoxical situations to arrive at a new understanding.
To quote Pablo Picasso, “Every act of creation is first of all
an act of destruction.” Thus the paradoxical statements—
the riddles, if you will—embedded in koans (Zen stories
inaccessible to rational understanding) help Zen disciples
progress on the spiritual journey toward enlightenment.
Many disciples find the journey more rewarding when
undertaken with the help of a master. This method of
assisted self-discovery is very similar to the dynamics of
leadership coaching, psychoanalysis, or psychotherapy. In
these methodologies, the psychoanalyst, psychotherapist,
or leadership coach takes on the role of “master,” offering
spiritual guidance. Like the quest for greater EQ, the Zen
form of enlightenment can’t be forced; rather, it's a form of
slow and silent illumination. And practitioners of Zen and
psychoanalysis are never completely satisfied with the
results of their approach. The journey is always
indeterminate.

Tapping into the parallels between the process of
acquiring emotional intelligence and the journey toward
spiritual enlightenment, | have chosen to begin each of the



chapters of this book with a Zen story. Allow the paradox of
each koan to help you discern the leadership message
presented in each chapter. As you attempt to move toward
increased self-awareness and emotional intelligence, this
book will serve as your “master.”

Many of these chapters started as articles and working
papers in which | explored the clinical orientation to
organizational analysis. Many of the papers were first
presented to executives taking the “Challenge of
Leadership” seminar. This intensive executive program has
been a good testing ground for my ideas. Many of the
papers had their origin in knotty, paradoxical questions from
executives to which | couldn’t give an immediate answer—
questions that haunted me until | arrived at what seemed
like plausible answers. These original papers have been
reworked and integrated to help the reader better
understand the advantages of using the clinical perspective
for the purpose of organizational sense-making.

The main theme of this book, weaving through all the
pages, is changing people and organizations. The text starts
with an introduction describing the clinical approach to
organizational analysis. The body of the book then follows,
divided into three parts.

Part One (“Entering the Inner Theater of Leaders”)
describes various personality prototypes that can be found
in the workplace and focuses on personality functioning and
its consequences in organizational life. To the extent that
executives understand why people do what they do, how
the shadow side of human behavior manifests itself at work,
and how people with different personality styles relate to
each other, they can foster creativity and cooperation
among their colleagues and subordinates. The personality
prototypes presented in Chapters 2 through 5—useful
despite the generalizations that labeling relies on—are tools



to help readers become more astute in understanding and
helping people. Chapter 6 looks at the contagiousness of
emotion in the organizational setting, focusing on the issue
of charismatic leadership in the context of the psychology of
elation. Chapter 7 addresses the question of neurotic
imposture—that is, feeling like a fake in the face of proven
competence—a common response among executives.

Part Two (“Changing Mindsets”) focuses on the
educational “technology” needed to change the mindset of
executives. This section discusses methods of intervention
that can lead to transformational change. Chapters 8 and 9
explore a highly effective leadership intervention technique
that involves creating a safe, transitional space to foster
new learning—creating what we might call a “learning
community”—with a detailed example showing how such a
change process can be successful. Chapter 10 deals with
leadership coaching in general and discusses various
leadership coaching techniques. Chapter 11 addresses
group leadership coaching, a technique that has proved to
be highly effective in making true change a reality in
“natural” working groups or executive teams.

Part Three (“Understanding the Psychodynamics of Groups
and Organizations”) deals with the question of system-wide
clinical intervention in organizations. Chapter 12 places the
psychology of small and large groups under the microscope,
looking at group behavior, social defenses, the concept of
the organizational ideal, and the “neurotic” (or
dysfunctional) organization. The purpose of this chapter is
to help the reader better understand the role of systemic
organizational dysfunctionality. Chapter 13 presents a
leadership/organizational “audit” and explores the
possibility of clinical organizational interventions via a
change agent or clinically informed organizational
consultant. The final chapter (Chapter 14) explores the
question of human authenticity, weighing the implications of



presenting a true versus a false self, and discusses the
creation of authentizotic organizations, places of work
where people feel alive and are called to give their best.

Why is it worth an executive’s time to read about all these
issues? Because people around the world complain that
there’'s a great discrepancy between what their leaders say
and what their leaders do, and that discrepancy is grounded
in leaders’ lack of awareness of their own psychological
drivers and mood states—their “inner theater” (a subject
that will be addressed in greater detail in the next chapter).
That unawareness makes them prisoners of hidden forces
that dictate their decisions and their behavior. Leaders and
followers alike will continue to send mixed and confusing
messages as long as they are unaware of the content of
their inner theater.

Readers should be forewarned that uncovering these
unconscious patterns can be uncomfortable, anxiety-
provoking, and even disorienting. Going one step further
and changing the script in one’s inner theater is even more
formidable. Those who are in situations of personal trauma
are typically more willing than the complacent to unlock
their inner theater, because the pain of not doing so
appears to be worse than the pain of facing their inner
truth. Thus preparedness for change differs by individual,
with power often being the determining factor. People in
positions of power are much more likely than their
subordinates to find excuses not to engage in personal work
that’'s emotionally painful. The fact that leaders can easily
inflict their inadequacies on others, blaming them for lack of
performance and poor communication, makes such an
avoidance strategy even more likely. People lower in the
power firmament have fewer opportunities to bestow blame;
for them, scapegoating isn’t an easy option.



The reluctance of leaders to take a hard look at
themselves is supported by the societal myth that
leadership is a rational endeavor. Unfortunately, this denial
of psychological reality encourages leaders to go on sending
mixed messages, practicing inappropriate behavior, and
blaming external factors for their mistakes rather than
taking personal responsibility. To be truly effective, leaders
need to preserve a hold on reality; they need to see things
as they really are, avoiding the intense pressure from
subordinates to reside in a hall of mirrors. In some cases this
means being willing to rely on professional support and
expertise in uncovering psychological drivers and making
the personal shifts necessary for leadership excellence. In
all cases it means accepting that such a process takes time.
But that time is well spent: raising one’s personal awareness
and learning how to make the most of strengths and
minimize weaknesses is in fact an act of self-sacrifice, done
not just for personal gratification but also for the good of
one’s co-workers and of the organization.

Despite the well-documented benefits to the organization
of emotional intelligence, organizational life has typically
been hostile to the inner world of feeling. So-called rational,
objective thinking is supposed to be superior to mere
feeling, which can “contaminate” our judgment so that we
fail to act in a “rational” manner. But that's a very tenuous
position. In point of fact, without feelings there are no
actions. Without feelings there is no passion. Everything
important to human beings is affect-ridden. The things
important to us have emotional meaning to make us think
about them. And that’s the case in organizations as much as
it is in our personal lives. Feelings stand central in
organizational life and are expressed in many different
forms.

What I'm doing here—exploring the role of emotion in
personality, in decision-making, in the process of change,



and in group processes—isn’t new. Many poets, novelists,
and playwrights have done it before me. They were the
early psychologists. Among the best was Shakespeare, who
still today is a great teacher regarding the ways of the world
and the foibles of leaders. In showing the shadow side of
leaders’ behavior, he's second to none: Macbeth, Richard lll,
and King Lear are great examples. On the heath King Lear
asks Gloucester: “How do you see the world?” Gloucester,
who is blind, answers: “I see it feelingly.” My hope is that
the men and women who run the world’s organizations will
do the same.
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