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What is an authentic leader?Authentic leaders have discovered their
True North, align people around a shared purpose and values, and
empower them to lead authentically to create value for all stakeholders.

Authentic leaders are true to themselves and to what they
believe in. They engender trust and develop genuine connections
with others. Because people trust them, authentic leaders are able to
motivate them to achieve high levels of performance. Rather than
letting the expectations of others guide them, they are their own
persons and go their own ways. As servant leaders, they are more
concerned about serving people than about their own success or
recognition.

This is not to say that authentic leaders are perfect. Far from it.
All leaders have weaknesses and are subject to human frailties and
mistakes. Yet by acknowledging their shortcomings and admitting
their errors, their humanity and vulnerability come through, and
they are able to connect with people and inspire them.

Discover Your True North is written for anyone who wants to be
an authentic leader and discover his or her True North. It is for
leaders at all stages of their lives, from students aspiring to lead to
those at the top of organizations. You are never too young, or too old,
to take on leadership challenges and lead authentically. Discover
Your True North is grounded in the hundreds of years of experience of

Figure I.1 Differences in Twentieth-Century and

Twenty-First-Century Leaders
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leadership skills they possess. Next, the three phases of the leader’s
journey are dissected, looking at key steps in each phase of the
journey. During their journeys, many leaders lose their way. To
understand how derailment happens, we analyze five types of leaders
who see themselves as heroes of their own journeys. Finally, by
exploring the crucibles and life-changing experiences leaders have
had, we see how they overcame setbacks and built the resilience to
become authentic leaders.

Part II offers five elements of your internal compass that help you
develop as a leader and get back on trackwhen you are at risk of losing
yourway.This sectionprovides you the insights to stay true towhoyou
are as you confront challenges in theworld around you. It includes five
key areas of your development as a leader: self-awareness, at the center
of your compass, and at the four points, your values and principles,
sweet spot, support team, and integrated life (see Figure I.2).

Figure I.2 Book Map: Part I, Part II, and Part III
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Former Vanguard CEO Jack Brennan believes that the worst
thing people can do is to manage their careers with a career map:
“The dissatisfied people I have known and those who experienced
ethical or legal failures all had a clear career plan.” Brennan
recommended being flexible and venturesome in stepping up to
unexpected opportunities. “If you’re only interested in advancing
your career, you’ll wind up dissatisfied,” he said.

The idea of a career ladder places tremendous pressure on leaders
to keep climbing ever higher. Instead, Sheryl Sandberg, chief
operating officer (COO) of Facebook, favors the idea of a career
“jungle gym” where you can move up, down, or across. Realistically,
your development as a leader is a journey filled with many ups and
downs as you progress to your peak leadership and continue leading
through the final stage (see Figure 1.1).

The leader’s journey follows the new span of life, which often
runs into the nineties. Individuals move through three periods of
leadership with different types of leadership opportunities unfolding
in each. There will be differences in the pace at which leaders
navigate the timeline, but there are many commonalities among
their experiences.

Figure 1.1 The Journey to Authentic Leadership
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Part Two

Developing as an
Authentic Leader

A Compass for the Journey
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Having examined your life story in detail, you are prepared to pursue
your development as an authentic leader. In our interviews, we
learned that there are five essential elements in your personal
development: self-awareness, values, sweet spot, support team,
and integrated life. With one chapter devoted to each area,
Part II challenges you to engage in continuous personal growth as
you become an authentic leader.

Taken together, these five elements form the compass that guides
you to your True North. After each experience, you need to calibrate
your compass to ensure the steps you are taking on your leadership
journey are consistent with your True North and the way you want
to lead your life. Because your circumstances, your opportunities, and
the world around you are constantly changing, this is a never-ending
process.

As you consider each of these areas, ask yourself the fundamental
questions listed in Figure II.1.

Figure II.1 Key Challenges of Leadership
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Gaining self-awareness begins with understanding your life story
and framing your crucibles (see Figure 4.1). Then you need to reflect
on your experiences through introspection and get feedback from
those who know you best. Early in their careers, many leaders try so
hard to establish themselves that they never take time for self-
exploration. As they age, they may find something is missing in their
lives or realize something is holding them back from being the person
they want to be. They may encounter a life-changing event that
causes them to reflect deeply on what they want from life.

For other leaders, memories of childhood are so painful that they
shut themselves off from their feelings. Anxious to bury these
memories altogether, they drive extremely hard to achieve success
in the tangible ways that are recognized in the external world—
money, fame, power, status, or a rising stock price. Often their drive
enables them to be successful, at least for a while, but it leaves them
vulnerable to derailment, because their lack of self-awareness can
lead to major mistakes and errors in judgment.

The Importance of Emotional Intelligence

Although intellectual intelligence, or IQ, has long been thought of as
an essential characteristic formanagers, new research is demonstrating

Figure 4.1 Gaining Self-Awareness
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ways you present yourself to the world—how you look, your facial
expressions, your body language, your attire, and your leadership
style. Often these layers are rough and hardened to protect you from
the assaults of the world around you. I once asked a teenage mentee
why he spent so much time in front of the mirror. His reply was
telling: “I need to look good on the outside, because I feel so rotten
on the inside.”

Understanding your outer layers is a necessary first step to going
deeper into what lies beneath, because these layers provide access to
your inner core. Peeling the onion further, you gain a deeper
understanding of your strengths, weaknesses, values, and motiva-
tions. Underneath the layers of your metaphorical onion lies your

Figure 4.2 Peeling Your Onion
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crucial to becoming more authentic. The easiest way to do so is to
share more of our hidden areas—known to ourselves but not to
others—with other people. This requires sharing your life story and
difficult times, along with exposing your weaknesses. When we do,
we are validated by other people, not rejected as many fear, and this
enables us to truly be ourselves.

In the upper right quadrants are blind spots—known to others
but unknown to us. This is undoubtedly the most difficult area to
address. Nearly all of us have traits, habits, and tendencies that
others see in us but we are unable to see in ourselves. The only way to
open our blind spots is to get honest feedback from others and take it
to heart. Seeing our blind spots and opening up our hidden areas
enables us to be fully open, transparent, and authentic as leaders.

Lord John Browne and Tim Cook: Emerging

from the Closet

For five years, I sat next to Lord John Browne, then chief executive of
British Petroleum (BP), as we served together on the Goldman Sachs
board. Browne has a brilliant financial mind and was a superb chair
of Goldman’s audit committee. He was also gay, a subject we never
discussed. In May 2007, he was forced to resign from BP for perjuring
himself by giving false testimony about how he met a former lover.

Figure 4.3 The Johari Window
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which includes Pixar, Lucasfilm, and Marvel, described how he
consciously avoided these traps:

Early in your career, the incremental dollar can change the incremental quality

of life because it enables you to buy a better car or better house. At some point,

the incremental dollar does not change the quality of life at all. In fact,

incremental purchases just increase the complexity of life, not its enjoyment. I

don’t want more things because they simply wouldn’t make me happier.

Debra Dunn, who has lived in Silicon Valley for decades as a
Hewlett-Packard executive, advised emerging leaders to beware of
getting caught up in social, peer, or parental expectations:

The path of accumulating material possessions is clearly laid out. You know

how to measure it. If you don’t pursue that path, people wonder what is wrong

with you. The only way to avoid getting caught up in materialism is to

understand where you find happiness and fulfillment.

Finding Your Sweet Spot

The term sweet spot describes your motivated capabilities when your
motivations and your strengths align (see Figure 6.2). Claremont
professor Mihaly Csikszentmihalyi, a pioneer in positive psychology,
provided us the following advice aboutmotivation: “Find out what you
are good at and what you like to do.” In these two simple dimensions,
Csikszentmihalyi cut through the jargon and summed up what our
interviewees learned through hundreds of years of experience.

Figure 6.2 Finding Your Sweet Spot
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plunge in and start a company just as they were starting their family.
Living in San Francisco, McCrea found he was traveling coast-to-
coast virtually every week because his customers—primarily large
pharmaceutical companies—were on the East Coast.

Eventually, he was faced with a stark choice: Give up his family
life or move his family to New Jersey to be close to his customers. He
and Annika chose the latter route, as she was able to convince her
company to transfer her to its U.S. headquarters in Connecticut.
Recently, McCrea and his family moved to Stockholm for three
years so that his teenage children could learn about their Swedish
culture and language and Annika could work at the headquarters of
her Swedish company.

Figure 8.1 Integrating Your Life
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shareholder value, provided companies continue to make long-term
investments to sustain their success (see Figure A.1). Thus, the
interests of all stakeholders align, which puts the enterprise on a
sustainable course.

Becoming Stakeholders in Society

At this point in history, when public trust in corporations and their
leaders is so low, we need to move beyond the shareholder-versus-
stakeholder debate and reframe it as: How well are global corporations
serving society through their business?

Klaus Schwab, founder and CEO of theWorld Economic Forum,
has long been a leading voice in advocating that corporate leaders
must help address society’s problems. His questions are even more
pertinent now that global society is so closely intertwined. At dinner
with a group that included me at Harvard, Schwab proposed the idea
that instead of looking at society as one of their stakeholders,
companies should consider themselves “stakeholders in society.”

Professor Michael Porter andMark Kramer addressed this issue in
their seminal article in Harvard Business Review (January 2011),
“Creating Shared Value.” They proposed that the role of companies

Figure A.1 Sustaining Growth and Performance
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