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A Whole New Ball Game 

 
The world is a wholly different place than even ten years ago. There are new and 

different political realities to contend with since the end of the cold war. There are also social 

changes underway as peoples emigrate and seek representation and demand accountability from 

leaders across the globe. Additionally, the economic reality of today is that the world is changing 

every day. As Thomas Friedman writes in The World is Flat (2005), the global economic playing 

field is leveling off. The degree of interconnectivity between and among businesses climbs as 

supply chains and distribution channels cross national boundaries with greater ease and 

frequency. In this new economy, business is conducted at a much faster pace and by a new, 

intelligent, and aggressively hungry work force.  

 

As these changes take hold, the way in which business is conducted must change. A shift 

is under way from the old economy dominated by the command and control structures of the 

industrial age to a new paradigm of business characterized by collaboration and connection, and 

on a scale never before imagined! Carly Fiorina, former head of HP stated, ÒWe have gone from 

a vertical chain of command for value creation to a much more horizontal chain of command for 

value creationÉ How you collaborate horizontally and manage horizontally requires a totally 

different set of skills.Ó Senge, et. al. put it this way, ÒAs models of leadership shift from 

organizational hierarchies with leaders at the top to more distributed shared networks, a lot 

changes. For these networks to work with real awareness, many people will need to be deeply 

committed to cultivating their capacity to serve whatÕs seeking to emerge (2004, p. 192).Ó   

 

This new world described by Friedman, Fiorina, and Senge, et.al. presents us with some 

important questions: 

 
• As the world changes, are the conditions necessary for success changing as well?  
• What does effective leadership look like, feel like, and deliver in the new global 

economy?  
• What skill set will differentiate the effective leader from the rest?  
• How can we develop and replicate those skills at every level in organizations?  
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This paper will attempt to address these questions and demonstrate that there is a way to 

embed a strong leadership capacity at every level, enabling ongoing, positive organizational 

transformation in order to meet the needs of a organization competing in a changing world.  

  

Creating Success 
 

One constant in this new world is that the conditions necessary for success remain the 

same. No matter what the enterprise or the desired end state of that enterprise, the conditions that 

enable that uniquely described success are the same. What ensures success?  What must be 

present in order for the organization to realize success? If asked to list all the conditions 

necessary for success, everything on the list could be placed into one of three categories that 

must be present in order for an organization (or team and individual) to achieve success. While 

there are factors impacting businesses that do change over time, these three categories never 

change. For every organization (and every team and individual within) these are Clarity, 

Atmosphere, and Talent. 

 

The leader is responsible for 

creating success for themselves, for 

others, and for the teams around them. 

Some people in leadership positions are 

very quick to blame others, but do not 

enable success. The true test of a leader is 

the state of the organizationÕs clarity, 

atmosphere, and talent. Leaders at all 

levels are responsible for the presence 

and level of clarity , the positive working 

atmosphere, and the retention, 

development, and deployment of talent. 

A primary role of leadership is to scan 

the organization and act to ensure that the 

conditions for success are optimal.  
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As Arie de Geus states in The Living Company (1997),  ÒYou have to learn to work with people 

as you find them. Your role is to create the conditions in which they will voluntarily give their 

best.Ó 

 

 The first question posed concerns success. Our experience suggests that the conditions 

for success Ð clarity, atmosphere, and talent Ð are constant over time. A lack of clarity of vision, 

strategy, values, and mission or purpose directly impacts the atmosphere of any organization. 

The result is confusion at best and wasted or redundant effort at worst. This type of corporate 

atmosphere is toxic and is characterized by a low level of trust in the leadership of the 

organization. Lack of clarity and a weak atmosphere will produce low morale, lower 

productivity, and little if any creativity and innovation. People working in such an organization 

will either quit and leave, or worse, quit and stay. TheyÕll leave their knowledge and skill at 

home and bring their poor attitude and counterproductive behavior to work.  Our observation of 

the current realities in business today tells us that leaders must work more diligently than ever to 

ensure these conditions Ð clarity, atmosphere, and talent Ð exist if their organizations hope to 

remain agile, competitive, and successful. 

 
 
Effective Leadership: The Final Determinant of Success 
 

 
Leadership is the final determinant to success in any world. Howard Gardner, in Leading 

Minds: An Anatomy of Leadership defines a leader as Òan individual who significantly affects 

the thoughts, feelings, and/or behaviors of a significant number of individuals (1995).Ó Effective 

leadership that positively affects the thoughts, feelings, and behaviors of individuals and teams 

involves more than knowing how to manage the tasks of leadership. Effective leadership 

increasingly requires leaders to have a higher level of self-awareness. The more we become self-

aware, the greater our capacity to decide our path in any moment and lead ourselves (and those 

around us) through the present and into a future of our choosing. The self-aware leader has the 

capacity to determine how, where, and when to use the many management tools at his disposal.  
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What does effective leadership look like, feel like, and deliver in the new global 

economy? As we transition into FriedmanÕs flat world, the leadership competencies weÕll need to 

create and sustain the conditions for success change dramatically.  As Senge, et. al write in 

Presence (2004), ÒA new kind of leadership is called for. If you want to be a leader,.É You must 

understand yourself first.Ó WeÕll need to develop strong ÔLeadership PresenceÕ - an awareness of 

self and understanding of others, a sense of purpose, and the knowledge, skill, will, and presence 

to engage others and lead them toward fulfillment of that purpose.   

 

Simply put, leadership presence is a combination of the doing and being of leadership. 

The ÒDoingÓ aspect of leadership involves the aptitude Ð the knowledge and skill Ð to perform 

required leadership functions. We can grow these leadership capabilities through professional 

development activities. Our talent for ÔdoingÕ the work of leading positive transformation rests 

on a foundation of strong ÔbeingÕ. Leadership must be 

concerned with not just ÔWhat do I need to do?Õ but ÒWho 

do I need to be?Õ The ÒBeingÓ side of leadership presence 

involves embodying the appropriate ÔattitudeÕ to lead with 

authenticity and effectiveness. We can expand our being 

by engaging in the practice of personal evolution. Much 

more difficult than developing leadership and management 

skills, personal evolution is an intentional journey of self-

exploration, discovery, and development.  

 

 
Leading with POISE 
 
 

 The role of leadership is to enable the ongoing, positive transformation of the 

organization. To fulfill that role and to maintain competitive advantage organizations (and their 

leaders) need to be willing and able to transform themselves. Philosopher Martin Heidegger 

spoke of the need to create the Òthreshold occasionÓ Ð a moment of ecstasis when something 

moves from one state of being and becomes something new. Leaders will need to create the 

threshold occasion for themselves and their teams, facilitating the ÔecstasisÕ necessary to 

BEING 

DOING 
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compete in the new world in which we live and do business. Organizations will need leadership 

at all levels with leaders capable of managing complexity: thinking clearly, making smart 

decisions, motivating themselves, and remaining calm in fast paced and hectic reality that is the 

norm for most of us. In short, effective leaders need poise.  

 

In the Mirriam-Webster Dictionary (2005), poise is defined as Òa stably balanced state, an 

easy self-possessed assurance of manner, gracious tact in coping or handling, a particular way of 

carrying oneself.Ó  Poise is not something the leader does; it is who the leader is. Poise happens 

from the inside out. 

 

 The leader with poise has self-awareness and social awareness and a strong capacity for 

self-management and relationship management, in other words, ÔLeadership Presence. Õ The 

leader with poise has leadership presence as a result of growing both the doing and being aspects 

of who they are as leaders. We can also break down the word poise to specific competencies 

associated with strong leadership presence and make a closer examination of each competency.  

 

P  – Perspective 
O  – Organization 
 I  – Initiation 
S  – Self-Dialogue 
E  – Emotional Intelligence 

 

Perspective 

 

Leadership involves making decisions. To make decisions we learn the facts and choose a 

course of action.  The problem is that most decision-making is based on the past (e.g., What did I 

do before in a similar situation?) The leadership presence competency for expanded perspective 

is the ability to hold a challenge, problem, or situation in working memory and extend thinking 

not only into the past to recall a prior solution or situation, but into the future to imagine a 

possibility not yet present. By reaching into the future and imagining alternate time paths and 

remembering the course of action already chosen, we expand our perception of the present. The 
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stronger this competency is the greater the likelihood the leader can overcome the tendency to 

Òsee what weÕre prepared to see (Senge, et. al., 2004).Ó  

 

Perspective enables the leader to avoid the trap of blindly applying old solutions to new 

situations. Innovative thinking and decision-making require the ability to ÒrecallÓ into the future 

and imagine all the possibilities that exist. Innovation is not possible with out this leadership 

presence competency of perspective. Simply reaching back into oneÕs past to address current and 

future business needs will no longer suffice. The new leadership called for in the changing 

business environment with a high level of complexity will require a strong sense of perspective.  

 

Organization 

 

Another leadership presence competency is organization. This competency has to do 

with the ability to take an issue apart, analyze the pieces, reconstitute and organize it into new 

ideas. Organization involves logical inquiry. In every waking moment of every day we use this 

skill because in each moment we are making decisions. Effective and productive decision-

making requires organizational skills. Leaders must be able to carefully examine a problem, 

situation, challenge, or opportunity quickly and from all sides and then put it all back together. 

ItÕs never a good thing to have leftover parts when assembling something. ÒLeave no stone 

unturnedÓ is the mantra of the leader with strength in this leadership presence competency. 

Competence with organization is vital for complex problem solving.  

 

Initiation 

 

Entrepreneurs are extremely competent when it comes to initiation . The leadership 

presence competency of initiation is the ability to get started on, pay attention to, and finish 

work. It is the ability to focus attention on a task or series of tasks and sustain that level of 

attention over a long period of time, even when the work is less than stimulating. To manage 

complexity as organizations evolve leaders will have to have an entrepreneurial spirit and 

mindset. Like a successful entrepreneur, the new leader must be a self-starter able to initiate 



 
 
 

Copyright © 2008. Gregory Giuliano. All rights reserved.                                                                                      8 

projects without external influence (directions, instructions, orders, etc) while remaining open to 

supportive interaction and dialogue.  

 

Strength with this competency presupposes a keen ability to discern what deserves to be 

initiated and carried through to fruition. Finally, this competency provides a grounded-ness that 

enables the leader to self-impose a structure and discipline to allow the corporate entrepreneurial 

vision to be realized. 

 

Self-Dialogue 

 

Self-dialogue is the ability to engage in an inner conversation to guide one's behavior and 

direct future actions. The internal desire for self-awareness and self-leadership drive self-

dialogue. This leadership presence competency is a critical element in the three above-mentioned 

competencies.  The pace of business is fast. Our first instinct is to act without reflecting in order 

to expand our perspective and therefore our organizational abilities may be limited and our 

results negatively impacted. Our capacity for self-dialogue will strengthen our ability to slow 

ourselves enough to effectively respond to the uniqueness of each situation. As important as this 

self-dialogue competency is to our ability for perspective, organization, and initiation, the last 

leadership presence competency is the keystone, the one competency that determines our ability 

to develop and increase the others. 

 

Emotional Intelligence 

 

All decisions involve emotion. Our brains are hardwired to ensure that emotion is 

involved; it is a survival instinct. The inability to perceive the realities of a situation, including 

the emotions and actions of others can have devastating effects if that inability leads to a lack of 

poise and to poor decision making. Emotional intelligence is the ability to regulate oneÕs 

response to emotion and manage the emotional impact on decision-making. Emotional 

intelligence also involves the ability to read the emotions of others and act appropriately in 
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relationships. It begins with self-awareness. It is the lack of self-awareness that brings down 

leaders, limits growth, and destroys organizations.  

 

As we expand our understanding of who we are, we grow our capacity to lead ourselves, 

to regulate our responses to emotion through self-dialogue. Emotional response regulation 

enhances our ability to extend our perspective, organize complex problems, and initiate any 

appropriate work. Just as developing the competency of perspective enables the leader to 

suspend pre-conceived notions and recall the past and the future in decision making, so too, the 

self-awareness associated with higher emotional intelligence enables the leader to more fully 

engage each situation, problem, challenge and opportunity and see the infinite possibilities that 

exist in that connection.  

 

The journey of self-discovery that grows emotional intelligence will also bring a deeper 

or new understanding of purpose. A sense of purpose and the ability to engage and lead others 

toward fulfillment of that purpose are aspects of higher leadership presence. We cannot 

underestimate the importance of emotional intelligence as a core competency for leaders. ÒHis 

(Daniel Goleman) own reviews of data involving business and governments leaders suggest that 

the most successful people have a strong sense of how emotions affect their decisions and 

workplace relationships. ÒWhat you see in these star performers that you donÕt see as often in 

average managers are emotional competencies: empathy, sensitivity, whether the personÕs tuned 

in, can cooperate well, takes initiative. Technical skill is important Ð but you can hire other 

people to do that.Õ( Los Angeles Times, 15 March 2004)Ó 

 

Leadership and the Brain 

 

Perspective, Organization, Initiation, Self-Dialogue, and Emotional Intelligence, the 

leadership presence competencies outlined above, are brain processes known collectively as the 

Òexecutive function.Ó In our brains, the prefrontal cortex is the site of executive function brain 

processing. Executive function describes a set of mental processes that enables such abilities as 

planning, organizing, strategizing, and paying attention and remembering details. They combine 

to enable a stronger connection with the world, an increased ability to organize, and an enhanced 
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capacity to plan and direct action toward a stated goal. Developing these competencies will 

differentiate the new leader from the rest and enable their organizations to move toward their 

stated goals (increased value) with greater agility and alacrity.  

 

Is there a way to develop our executive functions and grow our leadership presence 

competencies?  Our brains are hardwired to make connections. That is how, as we learn and 

make more and more connections, we make sense of the world. Neuroscience tells us that the 

brain is plastic, that is, moldable throughout the lifespan. Therefore, it follows that if the 

leadership presence competencies are in fact brain processes, then we can develop and grow 

these competencies by focusing our intention on doing so. ThatÕs not to say it will be easy; but it 

is possible. Growing leadership presence means intentionally seeking ecstasis, creating threshold 

occasions and stepping through over and over again. 

 

One of our coaching clients is a managing director for a global internet networking 

company. When we first met him on one of our organizational effectiveness programs for his 

company, he knew that his aptitude had gotten him to where he was. He is great at ÒdoingÓ the 

work of leadership and management and because of that he is a rising star in his organization. 

What he came to understand was that it was his attitude (and behavior) Ð his ÒbeingÓ - that would 

take him to the next level. He would need to engage in a journey of personal evolution. By 

evolving his ability to be who he needed to be for himself, his teams, and his organization, he 

can apply his knowledge and skill with more aplomb, realize greater success today, and lay the 

groundwork for moving up the corporate ladder on his terms. This journey from Ôhuman doingÕ 

to Ôhuman beingÕ is about expanding his awareness of his identity. It is also a journey to a new 

awareness of his ÔplaceÕ in the world. He will come to see the world, including those who live in 

it and work with him differently for he will be in a different place. 

  

A leader with a strong leadership presence has a vision of the future, a reason for going 

there and the cognitive capacity and emotional awareness and skill to attract, engage, and direct 

others toward that future. There are particular skills and behaviors associated with strong 

leadership presence and collectively they look and feel like POISE. Developing POISE and the 

associated competencies will differentiate the effective leader from the rest of the pack. These 
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competencies are applicable at all levels of leadership and their development will result in a 

changed present and future for the individual leader, the team, and the organization.  

 
 
Aiming for Leadership Presence 
 

How can we develop and replicate those skills at every level in organizations? This fourth 

question leads us to a closer look at the work of Otto Scharmer and Senge, et. al. Otto Scharmer 

of MIT has developed a theory Òof different levels of perception and change, using the image of 

a ÔUÕ to distinguish different levels of perceiving reality and different levels of action that follow 

from that. (Senge, et. al., 2004, p. 87)Ó ScharmerÕs theory is quite helpful to our discussion of the 

development of leadership presence and of the potential to replicate the associated leadership 

presence competencies as a Ôsocial technologyÕ (Sharmer, 2007) at all levels in an organization. 

 

All thought follows a ÔU.Õ The problem is that for many the ÔUÕ looks like this  or 

like this      .     How can we encourage deeper reflection without getting lost in the woods? How 

can we counter those who say that with the pace of business today decisions must be made in the 

blink of an eye? How can we change the shape of our individual and collective ÔUÕs to look more 

like this U ?  

 

A Process for Personal Evolution and Professional Development 

 

Almost 85% of all change efforts in organizations fail. Why? According to Anderson, et. 

al., the four quadrants in the chart below represent the areas to be considered when attempting to 

influence change in an organization. Most change efforts fall short because they fail to address 

the Individual Internal quadrant. This quadrant represents the Òroad not takenÓ when it comes to 

leadership and organizational development. The need to address the individuals in the system is 

neglected or reduced to events disconnected from the strategic vision and plan for the 

organization.  
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Professional development and personal evolution must be seen for what they are Ð 

processes that occur over time.  A way to integrate the doing and being journeys to strong 

leadership presence is to introduce a process for thinking, conversing, and acting (Scharmer, 

2007) in a way that moves the individual and the organization farther down the ÔUÕ , facilitates 

individual and collective ÔecstasisÕ and has a built in mechanism to ensure the movement up the 

right side of the U. Leaders who use such a process would find that over time, they develop their 

executive functions and rewire their cognitive processes making it easier and easier to work and 

live in the ÔU.Õ  

 

A I M Ð Three Steps (Over and Over Again) 

 

To make decisions we learn the facts and choose a course of action.  The problem is that 

most decision-making is based on the past (e.g., Downloading what I did before in a similar 

situation?). The A I M Model is in simplest terms, a way of thinking and acting with greater 

leadership presence. Its three steps Ð Attend, Imagine, Move Ð transport an individual, a team, an 

organization through a progression that involves using and developing the leadership presence 

competencies of perspective, organization, initiation, self-dialogue, and emotional intelligence. 

Individual Internal

Emotional

Intellectual

Physical

Social 

Spiritual

Collective Internal

Purpose

Values

Vision

Strategy

Roles

Collective External

Organization Design

Structure

Systems

Policy

Culture

Individual External

Skills

Knowledge

Behaviors

Adapted from Is Real Change Possible? by Bob Anderson, Eric Klein and Jim Stuart
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The model promotes clear thought, engaging conversation, and informed and intelligent action. 

The inquiry at each step is designed to encourage the reflection and dialogue that allow for 

innovation and creativity to enter into our thinking, conversing, and building as individuals and 

teams inside organizations.  

 

The A I M Model encourages us to once again 

become learners and stop being knowers. As we go 

through life, somewhere along the way we begin 

thinking we know all we need to know to maintain our 

relationships, do our jobs, find success. This knowerÕs 

attitude is deadly to innovation, creativity, and real 

success. The A I M process encourages the curiosity that 

goes hand in hand with being a learner. The A I M 

process facilitates reflection and dialogue, vital to truly 

innovative thinking, creative solutions, and sustainable 

transformation. 

 

Existential psychologists Irvin Yalom and Rollo May and dialogical philosopher Martin 

Buber speak of the infinite possibility that exists in the Òin-betweenÓ when two subjects 

encounter one another with openness. That is the challenge for leaders in this new world Ð to 

encounter people and situations with openness to see what may emerge in the Òin-between. The 

A I M model is a process that encourages the development of leadership presence competencies 

that support our thinking and acting with greater openness while remaining aware of the 

teleological reality of any business Ð create value. The A I M Model supports leadership that 

creates the threshold occasion, the ecstasis that results in true creativity and innovation. 

 

The opportunity the A I M Model provides is for leaders to begin a process of inquiry. If 

our tendency is download and to race quickly from here  to here, then pausing to dialogue 

with self or others is a first step toward becoming more reflective, less impulsive, and more 

aligned with both our individual purpose and organizational expectations. By utilizing the A I M 
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Model we develop and strengthen the leadership presence competencies of perspective, 

initiation, self-dialogue, and emotional intelligence Ð POISE. 

 

The A I M process moves an individual, a team, an organization through a ÔUÓ shaped 

process of reflection, dialogue, and action. In Theory U (Scharmer, 2007), Otto describes the five 

aspects of the ÔUÕ movement as extensions of what happens in all learning processes: Seeing, 

Sensing, Presencing, Crystallizing, and Realizing. Step One of the A I M Model Ð Attend Ð is an 

experience of Seeing and Sensing. We observe where we want to go and where we are. The 

process encourages us to be consciously phenomenological, inviting inquiry and suspension of 

pre-conceived notions. Step Two Ð Imagine Ð is an experience of Presencing, and again, the 

process invites intentional curiosity, the chief characteristic of the phenomenological mindset. 

With Step Three Ð Move Ð we experience Crystallizing and Realizing; the process enables us to 

act swiftly and with confidence that we have explored the situation as deeply as possible and 

chosen a course of action that arose from a powerful meeting in the Òin-betweenÓ of our deepest 

selves and our individual and collective experience of the here and now and what may be.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Seeing                                                                                   Realizing 
 
 
 
    Sensing                                                                     Crystallizing 
 
   
                                           Presencing 

The bottom of the U is a moment of ecstasis, a threshold occasion where 
experience and possibility meet to imagine the best possible future. 
 

After Theory U. C. Otto Scharmer (2007) 

Experience 
(Past) 

Possibility 
(Future) 
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Step One: ATTEND 

 

The first step is something weÕve been told all our lives by our parents and teachers - Pay 

Attention! It is amazing how frequently many of us stop paying attention to what is going on 

around us and in us.  

 

At this first step of the A I M process, we are Seeing and Sensing. Questions at this step 

may include, ÒWhere do we want to go? How will we define success?Ó To think strategically, 

with innovation and creativity, we need to see beyond the present and pay attention to where we 

would like to be. The answers wonÕt be set in stone, but they will support moving to the next step 

and imagining the best strategy to realize the vision thatÕs been articulated. Paying attention to 

this first question provides clarity about our highest intent. It is vital to know the highest intent - 

What have we been asked to do and why? What do we really want to accomplish? Every 

initiative begins with some understanding of the target. Even if the target is a great unknown, it 

is still a target. The opportunity here is to begin a process of inquiry.  

 

A second question at this step is, ÒWhere are we now?Ó Careful examination of the 

current situation allows us to test our assumptions about why we are where we are. It is at this 

step, when we still havenÕt moved to take action, that we use the inquiry process to move our 

thinking and our dialogue through the U. The CAT Scan model mentioned earlier provides a 

framework for the conversation at step one.  

 

Leaders want to be consciously phenomenological (Intensely curious about the realities 

of and reasons for the present situation). To be consciously phenomenological we must set aside 

our preconceived notions about the current situation (which are based on our past experience) 

and allow the present and future possibilities to inform us. This requires and develops emotional 

intelligence. The leadership presence competence of organization is also used and strengthened 

when we take the time to fully assess and analyze our current situation. It is quite likely that 

some concrete tasks that may need to be accomplished will fall out of this exercise in 

organization. If our tendency is to download and race quickly from here to there, then pausing to 

dialogue with self or others and pay attention to what our desired destination may be is a first 
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step toward becoming more reflective, less impulsive, and more aligned with both our individual 

purpose and organizational expectations.  

 

Step Two: IMAGINE 

 

The second step of the A I M process is critical to anyone who wants to ensure that his or 

her thinking is creative and encourages innovation. Leaders have a responsibility to create a 

Ôthreshold occasionÕ for themselves, their teams and the organization. The Ôthreshold occasionÕ is 

a moment when something (or someone) moves from one state of being and behaving and 

becomes something else.  

 

Strategic thinking needs to create the Ôthreshold occasionÕ if it is encouraging innovation 

and creativity. The second step of the A I M process can be that threshold occasion Ð an 

experience of Ôecstasis.Õ By taking the time to stop and reflect before jumping into action, leaders 

open the door to more possibilities and reduce the likelihood of costly missteps.  

 

Without the second step of the A I M process, leaders are making decisions based solely 

on the past - past information, past decisions, past experiences. At this step, leaders pause to 

engage their imaginations and consider all options. This step requires and develops the 

leadership presence competencies of perspective, self-dialogue, and emotional intelligence. We 

engage in a dialogue to consider the advantages and disadvantages of each course of action open 

to us. If we continue to be consciously phenomenological in our thinking and attitude, the 

possibilities will multiply. A sense of perspective allows us to imagine options that weÕve never 

considered or experienced before and create multiple paths into the best possible future. Our 

ability to contain the anxiety that will be present as we consider courses that lack the certainty 

we may seek is directly proportionate to our level of emotional intelligence. 

 

Given where we think we want to go, what might be the best way forward? What is our 

purpose?Ó Exploring these questions allows the future to factor into our decision-making. The 

bottom of the U, the Ôthreshold occasionÕ is where the past and future intersect. It is where 
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leaders want to take their strategic thinking if they hope to develop innovative and creative 

strategies and solutions. In the parlance of Otto Scharmer, at the bottom of the U we are 

Ôpresencing.Õ 

 

Creating the Ôthreshold occasionÕ is one thing. Leaders need to step through the threshold 

and encourage others to step through the threshold as well. They do this best by getting out of the 

way. At this step of the A I M process, leaders may have to let go of what they believe in order to 

allow for the truly innovative strategy or solution to emerge. Letting go of prior beliefs, opinions, 

solutions, etc. facilitates real connection with the situation and collaboration with other team 

members involved in the decision making process.  

 

It is important to note that step two is a reflective and dialogical experience of inquiry. In 

the process of inquiring, we have to create a space for whatever possibilities emerge through our 

inquiry. This second step of the A I M process doesnÕt have to take an inordinate amount of time. 

It is vital however, and cannot be skipped. 

 

Step Three: MOVE 

 

When we move it is either in the right direction or not. The first two steps of the A I M 

process greatly increase the likelihood that the movement is in the right direction. The third step 

of the A I M process involves laying out a strategy and making plans to whatever level of 

granularity is desired and necessary. This step ensures real clarity about success measures, and 

roles and responsibilities. The resulting clarity creates a positive atmosphere in which teams live, 

work, and breathe. The right atmosphere facilitates high engagement and high performance 

within the organization. The talent can make a strong contribution without interference. 

 

The third step is all about putting the pieces together. Moving up the ÒU,Ó leaders gain 

speed as they move from Presencing to Realizing (Scharmer, 2007). After paying attention to the 

current realities and imagining the best possible future, at the third step of the A I M process 

leaders choose the best course and begin to chart it out. We have gone slow in order to go fast. 

Wittgenstein says that we cannot know a thing without a word for it. The leaders work at this 
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step of the process generates that word. We build something against which we can continually 

review the process, examine changes to the situation, and ensure alignment with our individual 

and organizational vision and purpose. The A I M process of reflection and generative dialogue 

builds a common language that enables people to understand and support the work ahead and to 

move with greater alignment and speed.  

 

The A I M Model follows the U in the respect that it is a learning process. However, it is 

also a way of focusing and directing action. The action undertaken as one emerges from the ÔUÕ 

is the result of a process of inquiry, reflection, and dialogue. The A I M Model supports the shift 

from impulsivity or analysis paralysis to deep thinking, generative dialogue, and purposeful 

action.     By utilizing and reinforcing the executive functions, the process enables the 

development of the leadership presence competencies (POISE) identified as necessary for 

leadership in the new global economy.  

 

The most powerful characteristic of the process may be its efficacy in supporting 

personal evolution. According to humanistic-existential theory, authenticity comes only through 

continuous self-reflection. Many, if not most leaders in business today have great experience and 

education in the hard skills of business development. They have not had an equal amount of 

experience and education in the area of human development. When it comes to growing a 

business, they have a great many ideas about what to do and where to begin. When it comes to 

personal evolution and self-development, they are at a loss; and the fact of the matter is that 

positive organizational transformation will not occur without developing the leadership capacity 

to see it through. The foundation for the development of leadership capacity is personal 

evolution. People need to change in order for the organization to change. The A I M Model can 

be a template for personal evolution that enhances leadership development and results in 

organizational transformation.  

 

 The A I M Model is a process that, through regular use develops the individual, team, and 

organization over time. It is a process that creates Òconscious competenceÓ characterized by 

strong leadership presence. It can be a process that takes a minute or a month, depending on the 

complexity of the situation. It can be an individual or communal process for careful thought and 



 
 
 

Copyright © 2008. Gregory Giuliano. All rights reserved.                                                                                      19 

action. It is also a process that is replicable within teams and organizations. It is the foundation 

for the powerful conversations that underpin a variety of leadership and management functions 

such as problem solving, strategic planning, coaching, conflict resolution, negotiation, and 

customer engagement.  

 

Our experience with individuals and organizations is that disciplined integration of the   

A I M Model into the individual and organizational routine enables greater creativity and 

innovation Ð a direct result of moving through the ÒUÓ with intentional curiosity. Embedding 

such a process at all levels of an organization Ð strategic, operational, and tactical - can lead to 

increased clarity, an improved climate, and more conscious competence. It can increase the 

individual and organizational effectiveness necessary to connect, collaborate and compete in the 

new global economy. The A I M Model, by developing the leadership presence of leaders, 

enhances their skill set and cultivates their awareness of what could emerge, thereby enabling 

their organizations to reach their ultimate destination Ð increased value (whatever that may be) 

for all stakeholders. 

 

Synthesis 

 

At the outset, four questions were offered. To recap, I suggest that as business changes 

rapidly and continuously that there are some constants, most notably the conditions for success. 

The conditions for success Ð clarity, atmosphere, and talent Ð are unchanging realities for any 

individual, team, or organization. Leaders are responsible for creating and sustaining these 

conditions for success. Second, I offer that effective leadership in the new global economy will 

require strong leadership presence, a deep integration of the doing and being of leadership. 

Third, leadership presence is characterized by certain competencies Ð perspective, organization, 

initiation, self-dialogue, and emotional intelligence. These competencies (POISE) manifest as a 

skill set that will differentiate the effective leader in the new global economy.  

 

Finally, The A I M Model as a way of thinking and acting with strong leadership 

presence develops the individual and organizational capacity to deepen the experience of moving 

through the ÒU.Ó The A I M Model is a powerful tool for any learning organization for it enables 
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leaders to act from the intersect Ð the Òin-betweenÓ Ð of their knowledge of the past, their vision 

of the future, and a deeper connection with themselves and the world around them.  With the     

A I M Model, leaders create the threshold occasion, the moment of ÔecstasisÕ that enables the 

thought and conversation that will open the door to innovation and creativity. The action that 

originates from this powerful place can take effectiveness and success to a whole new level. The 

possibilities become infinite. 

 
 
  


