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Dedication

This book is dedicated to all of the “others” whose 

power has saved and enriched my life. I will be 

forever grateful.
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C H A P T E R  O N E

THE NEGLECTED TRUTH

Human performance, your performance, has its limits. Or does it?

In large measure, that question is the focus of this book— not 

so much whether there are limits, as that is almost an unknowable 

question. After all, who knows what the real human limits are? 

Every time we think someone reaches one, someone else surpasses 

what we thought was the apex. What we think is the known limit 

is always being redefined, even for ourselves.

Our focus here will be on how and why some  people are able to 

surpass limits. In my work with executives and high- performance 

organizations, this is the issue we address, in one of two forms.

The first form involves some known limit my clients are expe-

riencing: a pattern, an obstacle, a leadership dilemma or challenge, 

a conflict with a person, a weakness, or problem— something that 
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2 THE POWER OF THE OTHER

they know is getting in the way, blocking their desired future, 

their business, or even threatening their lives. Something is limiting 

them . . . even if they don’t know exactly what it is.

The second form doesn’t involve a known problem or issue at 

all. There is just the desire to get better, to grow past a current level, 

to have or do more: more potential, more profits, more horsepower, 

more fun, more meaning, more love,  .  .  . more joy. These clients 

know there is more to be had within themselves, their business, or 

their lives. And they want it.

You may have already identified the issue keeping you from the 

next level of performance, or you just want to make sure you get as 

far as you can go. In either case, you want to surpass your current 

limit, your current reality. How that is actually done is the subject 

of this book: how we become better, how we become more.

And here’s the good news: it’s not a mystery. We know how it 

happens. Better yet, you can learn how.

MORE WHEN THERE IS NO MORE

When members of the U.S. Navy become Navy SEALs, they don’t 

win a lottery. In one of most performance- driven selection processes 

in the world, they earn it. Selected from the top of the top of the 

top, applicants must be the best of the best at every step along the 

way. There are no favors. They must perform in a true meritocracy.

There are many steps, many qualifications, and many gates 

that must be passed through to get to the final stages of the se-

lection process. Toward the end of the training program, called 
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THE NEGLECTED TRUTH 3

BUDS (Basic Underwater Demolition SEAL) training, the aspir-

ing SEALs must pass the test of all tests— “Hell Week,” a gruel-

ing exercise requiring the utmost physical and mental endurance, 

pushing these already- at- the- top specimens to their absolute limits.

Enduring near- hypothermia in cold water, long- distance swims 

during sleep deprivation, and intense physical strain, more than 

two thirds of the candidates don’t make it through the training. 

And remember, they are all the best of the best. Most ultimately 

“ring the bell,” signaling that they have given up. But actually they 

have rarely given up, for they still want it desperately. It is more 

that their bodies and their minds have hit the limit of their capa-

bilities. There is no more to give, no way to do better. Whether it 

is physical pain, mental exhaustion, or both, most candidates lack 

the resources that will allow them to surpass their own limits and 

reach the next step, the toughest one required to become a SEAL. 

The entire selection process is set up to find out exactly where those 

limits are, who has them, and who can surpass them. The ones 

who make it through the process of pushing these limits are the 

ones who are sent out into battles that require humans to perform 

past normal limits on a regular basis. Life or death and victory or 

defeat depend on that very ability.

My brother- in- law Mark was a Navy SEAL. He made it 

through BUDS successfully. Mark was the brother I never had (I 

had two sisters), the kind of brother every kid wants. I used to love 

to hear his stories (the ones he could tell me without having to kill 

me) about the extraordinary feats he and his fellow SEALs would 

routinely pull off: jumping out of an airplane at crazy altitudes, 

hitting the surface of a cold ocean in some faraway land, changing 

into battle gear, taking a power nap on the ocean floor, and then 
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4 THE POWER OF THE OTHER

boarding an enemy ship in the darkness and taking it down. And 

then asking, after all that, “So what’s for lunch?” as if it were just 

another day at work. Routines that none of the rest of us could 

think of enduring, much less succeeding at. Incredible.

We lost Mark in the Iraq war. He died a hero’s death, doing ex-

actly what he loved: using his skills, with his team of comrades, to 

fight for our country and deliver  people to safety who had been cap-

tured by terrorists. It was a beyond- devastating blow for all of us who 

loved and admired him, and we felt deep appreciation for the sacrifi-

cial person that he was. He left his wife and infant daughter behind, a 

large extended family, and many friends whose lives he had touched.

In the aftermath of his death, I got to meet many of his SEAL 

team members, colleagues and comrades, most of whom had 

fought side by side with him in Afghanistan and Iraq. They shared 

stories of Mark’s courage, skills, personality, spirit, and love of life. 

He had left a mark on many, many lives. We were one big com-

munity of those who were touched by him, grieving, remembering, 

and celebrating together, sharing memories and stories.

The story that relates to our topic here is one of the clearest 

examples I know of how human limits, when encountered, are sur-

passed. It was relayed by one of Mark’s SEAL team members in 

the days after his death.

His teammate, whom I’ll call Bryce, was in the ocean during 

Hell Week, swimming the last long leg to the finish line. Mark 

had already made it; he had passed the final test and knew that he 

would become a SEAL. For him, it was done, and he was standing 

on the rocks above the water, eagerly watching his buddies strive 

toward the goal.

That was when Bryce “hit the wall.”
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THE NEGLECTED TRUTH 5

As he described it, it was that moment when his body would 

just go no more. It was done. Nothing left. He tried to will himself 

to keep going, but his body would not obey.

Maybe you can relate to this in some way. If you have ever been 

to the gym and lifted a weight for enough repetitions over and over, 

you got to that same point: your arms were done. No more. There 

was nothing left to give, no surge of will that would make them do 

one more rep.

That was where Bryce found himself at that moment, begin-

ning to sink in the cold water, totally out of fuel, strength, or the 

ability to go another yard. Push as he would, strain as he would, his 

body and his skills were failing him.

Imagine that moment: all of those years, all of that training, all 

of that sacrifice . . . about to be gone. He could see his dreams sink-

ing with him, about to be over. What must it have felt like, to have 

gone through everything he had gone through to make it up to the 

very end? I am sure that the lights were going out in his heart, as 

his body would go no further. Until . . .

As he told the story of going down, about to call for help and 

signal that it was over for him, his eyes fell upon the land ahead. 

There was Mark, standing on the shore. Mark saw him, and Bryce 

said that Mark gave him a huge fist pump and a yell, signaling to 

Bryce that “he could do it.” Their eyes locked for a few seconds, 

and as Bryce described it, something happened. Something beyond 

him. His body jumped into another gear, into another dimension 

of performance that he had not had access to before; he was able to 

get back on top of the cold water again and swim toward the finish 

line. He made it. He finished. He would be a SEAL.

That is the “power of the other.”
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6 THE POWER OF THE OTHER

THE MYSTERY AND THE CERTAINTY

What happened? Why was a look and a fist pump from a friend 

able to lift Bryce past his physical and mental limits? Why did his 

body get on top of the water again, almost on autopilot? Why did 

his arms and legs find more than they had before?

In some ways, we don’t know. How can something as imma-

terial, invisible, and mystical as an emotional connection with a 

buddy have what amounts to a material, measureable, and physical 

effect like fueling a body across space and physical boundaries? It’s 

very elusive.

For centuries, philosophers, psychologists, theologians, and 

spiritual thinkers have struggled with something called the mind- 

body problem, the fact that the invisible has a real effect on the 

visible, and vice versa. But however we explain these mechanisms, 

the neglected truth is that the invisible attributes of relationship, 

the connection between  people, have real, tangible, and measurable 

power.

It begins at birth. Did you know that even if you feed babies 

but deprive them of meaningful relational connections, an attach-

ment or bond, they will not grow as they should? Just from miss-

ing a relational connection? They will have lower body weights, 

experience more illness, and in extreme situations, they can develop 

a syndrome called failure to thrive. It is a term that means exactly 

that; they are hitting a false limit. They are not thriving to their full 

physical potential.

The damage from a lack of connection goes even deeper. It is 

not just what we can see on the outside. If you were to look at their 
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THE NEGLECTED TRUTH 7

brains on brain scans, as many researchers have done, you’ll see 

literal black holes, spaces where the neurons did not form, where 

neurological systems did not grow; the physical hard- wiring of 

their brains is incomplete. Indeed, children who’ve experienced 

these deprivations often have smaller brains, too. That’s why we see 

behavior deficits and performance problems later. These kids are 

trying to meet the demands of reality without the circuitry needed 

to do so. And the reason they have those limits is the lack of relation-

ship, of human connection.

But the need for connection begins even before birth. It goes 

literally from the womb to the tomb. Relationship affects our phys-

ical and mental functioning throughout life. This invisible power, 

the power of the other, builds both the hardware and the software 

that leads to healthy functioning and better performance. For ex-

ample, research shows over and over again that  people trying to 

reach goals succeed at a much greater rate if they are connected 

to a strong human support system. Similarly, research shows 

that elderly who have suffered heart attacks or strokes fare much 

better, with lower incidence of recurrence, when they join a sup-

port group. Other research has shown that  people who tap into the 

power of the other have stronger immune systems, tend to get sick 

less frequently, and recover faster when they do. Even if you eat 

an unhealthy diet but are part of a close- knit community, you will 

live longer than if you are emotionally isolated and eat only healthy 

foods. (I say amen to that!)

We can wonder how it happens and why, and strive to figure it 

out. But we can no longer dispute that it does happen. Relationship 

affects life and performance, period. So in this book, let’s talk about 

that, and how it really works.
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8 THE POWER OF THE OTHER

A DIFFERENT CONVERSATION

I am a psychologist, leadership consultant, and coach. By definition, 

my work focuses on human performance, how  people— individuals, 

teams, and organizations— can do better. If you are a student of 

performance growth, whether in business or personal life, you 

might have noticed that the conversation about how we do better is 

all about you.

Improve your techniques, your thinking, your strategies and 

skills. Intensify your discipline. Clarify your goals, your commit-

ment, your communication. There are many other skills, tactics, 

strategies, competencies, and abilities that you must increase and 

improve in order to get there. In short, the message is “You can 

do it! You can get more by getting better.” Learn more, do this, 

think differently, lead in a different way. You can succeed by being 

a better you.

Guess what. All of that is true. Wisdom and competency do 

matter. We do need new skills, knowledge, and ability. We must 

strive to become better versions of ourselves in order to do better 

and be more than we are.

But there is something missing from that menu: reality.

Ask many  people about their greatest accomplishments and 

challenges overcome, and you will find one thing in common: there 

was someone on the other end who made it possible.

Both your best and worst seasons were not just about the 

market or the business cycle, or even your own skills. Your best and 

worst seasons were also about who was in that season with you. 

Either for good or bad. It was not just about you. It was about the 
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THE NEGLECTED TRUTH 9

others who were playing a big part in whom you were becoming 

and how you were doing.

This book represents a major shift in the conversation on 

leadership, growth, and high performance. I want to shift the 

conversation from a focus only on you (i.e., here is how you can 

develop yourself) to a recognition that your own performance is 

either improved or diminished by the other  people in your scenario. 

They hold power. Whereas most leadership advice and most busi-

ness books focus on how you lead others, how you perform, and 

how you build your skills and competencies, this book will focus 

on the  people— those others— who affect you and on the power 

you have as an other for them.

The undeniable reality is that how well you do in life and in 

business depends not only on what you do and how you do it, your 

skills and competencies, but also on who is doing it with you or to 

you. Who is helping you? Who is fighting you? Who is strengthen-

ing you or resisting and diminishing you? These  people are literally 

making you who you are. Who is helping you build those skills 

and competencies? Who is tearing them down? Other  people do 

have power in your life, for good or bad. But what kind of power 

are others going to have over your life and performance? Are they 

going to enhance or diminish? These are the questions we will 

examine.

You don’t have a choice about whether or not others have power 

in your life. They do. But you do have a choice as to what kind of 

power others are going to have.

How many times have you seen or experienced the power that 

a boss has— either to help you or to stifle or wreck your vision? 

A direct report, a coworker, a partner, a fellow board member 
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10 THE POWER OF THE OTHER

can help you or hinder you. How many times have you seen the 

power of others get in the way? How many times have you seen one 

person ruin the atmosphere or culture of a team, a circle of friends, 

or a family? And how many times have you seen a situation, or 

your life, get turned around because the right person showed up? 

Other  people play a role at every step. They influence you as much 

as you influence them.

How you manage this power is the difference between win-

ning and losing, between succeeding and failing to thrive. Whom 

you trust, whom you don’t, what you get from others, and how you 

deal with them will determine everything. You can’t master  people, 

but you can become a master at choosing and dealing with  people.

When you get the power of the other on your side, you can 

surpass whatever limit you are currently experiencing or will ever 

experience in the future.
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C H A P T E R  T W O

THE SCIENCE OF CONNECTION

The emotional impact on me was so powerfully negative that I will 

never forget that moment, that day in class.

When I was in college, I had been totally into accounting 

and finance, but after going through some big life changes, in my 

third year, I began a race to prepare for a career in psychology. It 

was to be my life mission. I took every course I could, speeding 

to try to learn it all, even before entering graduate school. I was 

really excited about studying the science behind how we thrive, 

function, perform, and are healed. There would be so much to 

learn. I looked forward to becoming an expert and having a life 

purpose and mission of helping others. I wanted to become the 

best “doc” that I could become and learn all of the best treatment 

protocols, coaching and consulting methodologies, and anything 
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12 THE POWER OF THE OTHER

else that would add to my toolbox. By the time I left for gradu-

ate school three years later, even apart from my college psychology 

classes, I had gone for training in cognitive therapy, Gestalt psy-

chology, transactional analysis, organizational behavior, behavioral 

interventions, group therapy, primal therapy, psychodynamic treat-

ment, inpatient treatment, and several aspects of spiritual develop-

ment. Being a bit obsessive, as you can gather, I was on a mission to 

learn everything I could.

Then, in the midst of all that excitement, one day I got so dis-

couraged, I almost wanted to go back to studying finance. It was in 

a class where the professor was reviewing a meta- analysis of clinical 

psychology’s treatments— a summation of what methods of treat-

ment worked the best. A team of researchers had “factor analyzed” 

all of the different treatment outcomes in order to understand 

what it was that really produced change, growth, and healing in a 

person. The researchers looked at each technique’s style, interven-

tions on thinking and feelings, dynamics, and the like. While all of 

that was important, my professor explained, there was something 

else, some other factor that had really produced the curative force 

across each of these modalities. There was one thing that actually 

brought about the change.

I sat eagerly, waiting to find out the secret of helping  people. 

Here, at last, I would learn that esoteric kernel of wisdom that I 

had been seeking all of this time. The professor looked at us and 

said, “It’s the relationship. What actually brings about change in 

 people, and the cure, is the relationship between the psychologist 

and the client,” he explained.

“What?” I thought to myself. “That’s it? That’s all there is? That’s 

what I gave up finance and law school for? To be a “rent- a- friend?” 
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THE SC IENCE OF CONNECT ION 13

The wind had been knocked out of me. I could go through all of 

this training, graduate school, internships, and the rest, learn all 

of this stuff, and really all that would matter is the relationship? 

Then why the hell am I doing this? What this guy is saying is that 

my fraternity is basically a treatment center. We have relationships 

there, but doesn’t he know we have a lot of crazy behavior, too? Is 

he suggesting that all you need is a friend?

There has to be something wrong with this, I remember thinking. 

But there it was: the science had shown that it was the relationship 

that was the curative factor.

I don’t recall the rest of the lecture, but I continued past that 

fateful, demoralizing day even though I had just been told that ev-

erything I would learn over the next seven years of training would 

not be worth much more than what my pals had already given me. 

It couldn’t be true.

But I ended up learning that the research results were actually 

100 percent true. And 100 percent not.

How can that be?

Science confirms that getting to the next level is 100 percent de-

pendent on relationship. But . . . the relationship must be the right 

kind of relationship, more than just hanging out with pals. The 

relationship must provide very specific functions and very specific 

energy; it must deliver very specific constructive experiences and 

encode very specific information within the brains of those in the 

relationship. The right kinds of relationships wire us for resilience 

and success. In this book, we will look at what relationships that 

help us get to the next level must provide.
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14 THE POWER OF THE OTHER

THE GEOMETRY OF RELATIONSHIPS

Daniel Siegel is a professor at UCLA and a leading neurobiologist. 

He is one of the scientists whose studies of the brain help elucidate 

how it interfaces with the aspects of life that determine our success:

 The clinical arena: how we feel, think, and behave;

 The relational arena: how we relate to others; and

 The performance arena: how we perform and what 

we achieve.

Siegel, who has studied the formation of the brain and mind 

in the context of relationships, sums up their curative power better 

than anyone I know. He pulls all of the research together with a 

threefold focus, which he refers to as the triangle of well- being, in 

his Pocket Guide to Interpersonal Neurobiology: An Integrative Hand-

book of the Mind (New York: Norton, 2012).

This triangle of well- being determines how we do in the areas 

of life that matter to us daily— whether or not the Navy SEAL fin-

ishes the swim, whether or not a marriage is enriching and happy, 

whether or not the CEO is able to lead a team, whether or not a 

child develops intellectually, whether or not you are able to fight off 

adversity and be resilient. The three elements that form the trian-

gle of well- being work together to build, drive, create, and regulate 

our functioning and performance. What are the three? They are 

our brain/body (the physical), our relational connections, and our 

minds, which regulate the energy and information needed to live 

and perform.
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Siegel describes the triangle as a “process . . . that regulates the 

flow of energy and information within our social interactions and 

our neural firing patterns . . . it is not brain or relationships . . . it is 

a system that entails the flow of energy and information within the 

brain and between one another.” Our brain works in the context of 

relationships, and develops a regulating mind that controls the flow 

of our energy and the information that drives everything. We are 

connected in such ways that the reality of how we function always 

involves these three elements: our physical makeup, our relationships, 

and our minds.

Siegel continues: “Just as a coin has a heads, tails, and edge, the 

one reality of energy and information flow has at least three facets: 

sharing in ‘relationships,’ embodied mechanism in ‘brain,’ and 

regulation in ‘mind.’ ” We need all three elements, all three parts 

of the triangle, to produce change and high performance. When 

we strengthen each side of the triangle, our well- being increases. 

And that only happens because of, and through, relationships. Said 

another way, for us to get to the next level, we need relationships 

that help us develop both our brains and our minds in very specific 

ways. When those relationships operate in a certain way, we get 

better. When they don’t, we don’t. We either stay the same or go 

backward.

Since that wake- up moment for me in college, calling me to 

find out that it was the quality of relationships that matters, I’ve 

seen firsthand that helping  people enhance performance and grow 

past limits involves a lot more than merely hanging out. Well- being 

depends on being in relationships, but clearly in very specific ways, 

imparting very specific information and coding through relational 

interactions, energy flow, and regulation— all of which build 

Powerofthe_ab_i_xii_1_242_final_MLB0308.indd   15 3/8/16   7:26 AM
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performance capacity in the mind, brain, and body. It’s not about 

relationships or information; it’s about both. But it’s also about cer-

tain experiences in our relationships that cause our very mental and 

physical equipment to grow, develop to a higher level, and perform 

better than it could before. It takes relationship, but of a certain 

kind. That is what gets us to the next level, and that is the subject 

of this book.

The triangle of well- being must be constructed in a particular 

way, so that relationships, brain, and mind all work together to 

grow our abilities past current limits. The dynamics of the relation-

ship must be ordered in a certain way and infused with certain 

kinds of information, coding, or patterning. Just as a computer 

has specific code that runs its operating system, so do the “codes” 

embedded in relationships get internalized over time. Our rela-

tionships help write the “code” of whom we become and are be-

coming. Relationships have power, for good and for bad. Good 

and bad “code,” and good and bad “energy.” They affect all three 

parts of the triangle of well- being: the physical, the interpersonal, 

and the psychological.

Let’s look at each of these three parts and why they are all 

important in our functioning.

First, there is the brain and the nervous system considered as 

a whole, the physical organ that embodies all of these processes, 

drives them, and is affected by them. How we perform, relate, 

achieve, feel, and behave is dramatically affected by what is happen-

ing in our physical brains. Our brains run on electrical charges and 

chemicals, such as neurotransmitters and hormones. Its nerve cells 

and their interactions comprise all of the physical equipment that 

Siegel refers to as the “neural firing.” Think of how the circuitry 
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THE SC IENCE OF CONNECT ION 17

in a computer— the motherboard, the microchip, the electrical 

wiring, the battery— affects its performance; similarly, the wiring 

of our brains fundamentally affects how well we do.

Take an easy illustration. When your hormones change, your 

behavior changes, how you feel changes, how you relate to others 

changes. If your serotonin gets depleted, your mood changes, as 

well as your ability to concentrate and focus. Your energy drops. 

Insulin functioning changes your glucose levels; then your think-

ing, energy, behavior, and a host of other performance drivers are 

affected as well. That’s why athletes refuel themselves. The brain, 

the physical equipment, is a huge part of all of our functioning. But 

it’s not all there is.

Second, there is relationship, our interpersonal connections 

and our experiences in those connections. By relationship we are 

talking not just about hanging out with your pals in a fraternity 

house. We are talking about specific qualitative relational connected-

ness. Neuroscience has shown us that these kinds of relationships, 

even seemingly insignificant ones, greatly enhance performance 

and even help build, fuel, and sustain the physical connections 

hardwired in the brain.

This is why you can feel very differently and perform very dif-

ferently, depending on whom you are with and what is going on in 

that relationship. Moreover, it is in relationships that our minds are 

actually built. These relationships affect not only our bodies and 

brains, but our mind’s abilities as well. Infants who have a loving, 

caring, supportive, and attuned relationship develop all sorts of in-

ternal physical and mental equipment thereby.

The neural equipment that results from those relationships will 

enable them to connect with others, empathize with others, and 
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18 THE POWER OF THE OTHER

develop intellectually and physically. Healthy relationship wires 

their brains for a host of functions— such as the ability to regu-

late their own emotions, solve problems, deal with stress, and be 

resilient. As we shall see, business leaders, athletes, and other high 

performers build their equipment through relationships utilizing 

the very same mechanisms.

The structure, activities, and quality of those relationships are 

crucial. If the relationships are positive, attuned, empathic, caring, 

supportive, and challenging, then they cause positive development 

in the brain and increase performance capacities. If they are not 

quality connections, they either cause nothing to happen when 

something should be happening, or bad things to be built into us 

when they shouldn’t be— “bugs,” such as an overreactive brain, dis-

trust, squirrelly thinking, an inability to focus and attend, impul-

sivity, controlling behavior, sensitivity to failure, and other liabilities 

that interfere with our performance.

Third, there’s the mind— and this is the biggest reason I be-

lieve my professor was wrong in implying therapy was only about 

relationship. The mind is the psychological equipment that regu-

lates it all, the essential software process that keeps it all flowing 

and working to win  .  .  . or not. As Siegel describes it, the mind 

“regulates the flow of energy and information within our bodies 

and within our relationships, an emergent and self- organizing pro-

cess that gives rise to our mental activities such as emotion, think-

ing, and memory.” Our minds process all that is going on at any 

moment, enabling us to do well or not.

This is why we can’t just be “in a relationship,” or just have a 

“friend” and expect that to do all that we need to get to the next 

level. Just anyone won’t do. There is the building of real equipment 
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inside, the building of our minds that regulate life and our function-

ing. The mind, or mental process, must be developed to regulate the 

flow of energy and information within our bodies and within our 

relationships to engage the outside world of all performance. This 

development gives rise to the ability to think differently, feel differ-

ently, regulate ourselves differently, and perform better. We must 

not only focus on relationships, but also on building the equipment 

in our minds, which will drive the performance. It’s an important 

distinction that I’ll reiterate throughout this book. Yes, relationship 

matters, but it must be the kind of relationship that builds good 

equipment— the technology of your mind, if you will— to improve 

performance.

Better performance comes from enhancing the equipment— in 

computer parlance, the processor and the software— that drives 

the performance. It’s about increasing the horsepower of your 

performance “engine” and your ability to regulate yourself. Such 

improvements are built through certain kinds of relational experi-

ences, energy, and information working together as you experience 

growth. Your body/brain, relational experience, and your mind 

work together to make it all work  .  .  . or not. Relationships, the 

“power of the other,” cannot be neglected in the formula of get-

ting to your next level. They are central to it all. The physical, the 

relational, and the mental, all working together but truly built in 

relationship.

My goal here is to help you see that the things we always try to 

do to get better— which includes working on our abilities, thinking 

styles, initiative, strategy, communication, accountability, persever-

ance, adaptability, and so forth— are certainly valid, but insuffi-

cient. The problem is that you can’t just change them on your own. 
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You are already at your limits with the equipment you have. But 

your abilities will be changed, and your equipment will grow, as 

these capacities are developed in certain kinds of relationships.

To get to the next level of performance, you certainly do have 

to think differently, but to think differently, you have to have a 

different mind, and your brain has to fire differently. To develop 

these differences in your mind and brain, the equipment in which 

thoughts and feelings and behaviors are embodied, you need to 

connect in ways that rewire you.

CHANGE DEMYSTIFIED

I was meeting with a CEO of a nationwide company to review our 

coaching sessions after a year and a half of working together. “It’s 

interesting,” he commented. “I’m struck by the differences now. 

I can’t believe how differently I’m thinking in the business and the 

growth that is coming because of it. Professionally and personally, 

I’m in a different place than I was when we started out— a place I 

couldn’t even see back then. But there is a mystery to it . . . some-

thing I don’t understand.”

“What is it?” I asked.

“Well, you question my thinking a lot. But, it’s not like you 

tell me what to think or what to do, specifically, very often. In fact, 

sometimes I’ve wished for more structured to- do lists when I leave 

here. I want you to tell me sometimes to ‘go do these things.’ I want 

to be able to push the process even further, faster, so that I can keep 

getting better.”
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I started laughing  .  .  . out loud. He looked at me and asked, 

“Why are you laughing? What did I say?”

So I told him. “What I am laughing at is the way that growth, 

getting to the next level, works— it’s not something we can control, 

or will into being, or just choose . . . even though you would like to 

be able to do that, right? We both know you like to control things. 

But getting better is not about just ‘willing’ better performance. It’s 

about becoming someone who performs better, and performs differ-

ently. It’s about changing the equipment.”

He did see the humor. He had been growing as the result of 

a process, not by willpower or by working through a big to- do list 

each time. Certainly he had been working on specific things I had 

given him to do, even many assignments. But the change he was 

seeing in his performance really was more outside of his control 

than he would have liked it to be. Like a lot of top leaders, he had 

a real love of being in control and structuring things. But getting 

better is not a solo act and not something that you can control. His 

growth had been in using our relationship and in ordering other 

relationships in his work that would have the result of his becom-

ing different and thereby performing differently. His equipment 

was changing.

“It’s the process,” I said. “Just do what you’ve been doing. . . . We’ll 

keep working on the things you bring in, and you’ll go back out and 

work them through in the ways we discuss, and you will continue 

to change. . . . You will think differently because your ‘thinker’ is 

changing. It’s getting more horsepower. Trust it. It works.”

He then confirmed my statement with an example. He re-

counted how, in a recent board meeting, he’d been drilled by the 

chairman about the terms of a deal he had just taken the company 
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through. The chairman wondered aloud whether the CEO had ef-

fectively protected the company from a competitor in the structur-

ing of the deal. It sounded as though the chairman was questioning 

whether the CEO really had a plan for the future and whether or 

not he was anticipating how to defend the company against the 

competitor as they moved against them.

“In the past, I would have immediately been thinking about 

the defensive moves we’d have to take to protect ourselves and 

to show him that I was going to play good defense against the 

competitor. But this time I was different. For some reason, I 

was really calm and told him, ‘Not only is it not a problem, but 

I have taken steps to make sure that we’ve made it more than 

hard for our competitors to catch up.’ I then outlined the offen-

sive strategy that I had put into place that would totally make 

the competitor have to exit the landscape. I basically was not 

thinking of playing defense at all. I was thinking very different 

thoughts, thoughts about offense. I had put us in a completely 

different position in the market than I would have before  .  .  . 

by moving from just defense to playing offense. Those are truly 

different thoughts— and I wasn’t telling myself to do that; it was 

just happening. And I find that it keeps happening. I’m think-

ing different thoughts.”

“Those capacities will only increase,” I reassured him, “as you 

continue to grow. You’re not going to have to ‘will yourself’ to 

perform better. You’re just going to perform better because your 

equipment is different. It will act differently.”
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POWERFUL FINDINGS

Imagine not trying to control your reactions or feelings of stress, but 

actually not reacting, actually not feeling stressed by what stresses 

you now. Imagine not trying to change or control what you are 

about to say to someone, but actually having different responses 

come out of your mouth without having to bite your tongue on 

the old ones. That is what real growth is about— qualitative dif-

ferences in our performance equipment, which spits out different 

performance. You will discover that that kind of growth happens 

in key relationships with key dynamics, and as they are present, you 

will grow, change, and increase your capacity. That is the result of 

the power of the other.

How powerful are the effects of relationship done in certain 

ways? Here are just a few of the variables on which relational con-

nections produce qualitative and quantitative effects:

 How long you live

 Whether you reach or don’t reach your goals

 Whether or not you close the sale

 How much money you make

 How well your kids do in school

 How much you trust  people

 How you cope with stress and failure

 What kind of mood you’re in
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 How much physical pain you experience

 How and what you think

Think about some of these variables and how we normally 

approach them. If, for example, you want to live longer, do you 

tend to focus more on what you eat and how much you exercise 

and whether or not you smoke? Do you focus on counting fats, 

calories, and push- ups? Or do you also focus on whether or not you 

are connecting with  people you are close to and sharing your life with 

them?

If you are trying to reach a goal, do you focus only on your 

strategy, or on whom you are going to engage to help you get there?

If you are trying to change a behavior, do you set out a target 

for change, and begin to try to live up to that target? Or do you seek 

coaching and support that will help you get there?

If you are trying to build a successful business or grow the one 

you have, do you focus on strategy and execution only? Or do you 

focus on building a thriving culture?

When you try to close a sale or get an investor to back your 

venture, do you focus on the rational reason to buy in? Or do you 

focus on the relationship and shared values?

Whatever we hope to achieve, our success depends on rela-

tionships with others. Without the help of others or with negative 

dynamics from destructive others, we will usually fail. There is 

no standing still. We are either thriving in relational energy and 

growth or we are going backward, slowly or quickly.

In the rest of this book, we will look at the effects of specific 

kinds of relationships and how they help or hinder us in getting 

past whatever our current limit might be.
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 How we are always seeking connection, sometimes 

to not- so- good ends, and what to do about that 

reality

 How our own stance in our relationships 

determines whether or not those relationships  

will be helpful to us

 How we are fueled for greater performance

 How we gain self- control and mastery for 

performance

 How ownership that drives performance is built 

through relationship

 How we overcome the adversarial nature of 

standards that makes us resist our goals

 The role of structure and time in developing capacity 

and horsepower

 The most destructive dynamic in relational systems

 How trust is built and maintained in capacity- 

building relationships

I have chosen these areas for a few reasons. First of all, they 

represent many of the major dynamics involved in creating high 

performance. As you will see, each one is an important building 

block to get to the next level, no matter where you or your team 

might find yourselves. These issues include fueling, self- mastery, 

ownership, goal acceleration, structure, and others. Second, the 
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truth is that each of these dynamics requires relationship in order 

to increase capacity. They all are grown in the triangle that we’ve 

just discussed. And we will examine the nature of the relationships 

that will make that triangle thrive.

Let’s get started by asking the first and most important ques-

tion: “Where are you?”
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