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Daphne Scott: Welcome to the Super Fantastic Leadership Show podcast with your hosts
Daphne Scott and…

Katie Hendricks: Katie Hendricks!

Daphne: This is the leadership podcast devoted to supporting you in leading at the highest levels
of effectiveness with the greatest levels of fun and influence.

Katie: Ah, yes. Fun and effective. I just love saying that because it interrupts a belief so many
people have that work is hard and effectiveness is serious.

Daphne: Yes, it is. Very serious. Intense. Before we hit the record button I was just telling Katie
a story about myself. About a week ago I was looking at a spreadsheet… The context of what
Katie and I were talking about was how we can lose our sense of fun in what we're doing. I was
looking at the spreadsheet and there was a formula that wasn't being run correctly.

This spreadsheet had like thousands of layers of data on it, and I was really pointing out how that
just wasn't correct and "No, it's the formula! The formula's not correct!" I wasn't yelling or
anything but I certainly was very intense, and I caught myself mid-intensity of my sentence, and
I said, "My goodness. I am very passionate."

Katie: "Well, my goodness. Listen to that tonality."

Daphne: "I am very passionate about this spreadsheet."

Katie: Well, it also has to do with today's topic.

Daphne: Yes, it does, which is: being a positive leader. I know you're going to struggle with
this, Katie.

Katie: Oh, it's just going to be really hard, but I'm going to just do my best. I also want to just let
you know that this is not how to be a "Pollyanna" leader.

Daphne: Right.
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Katie: It's really how to be a positive leader.

Daphne: Yeah. I'm so glad you said that, because that word positive, unfortunately, carries its
own connotations. Doesn't it?

Katie: Yeah. It seems to have some baggage, like that positive is more superficial, and that you
must be overlooking something.

Daphne: Right. "Not everything can be perfect. You can't just ignore problems."

Katie: Right. That's what positive means, is that you overlook things.

Daphne: Well I think we're going to talk about that a little bit today, because that is not what it
means.

Katie: Uh, right!

Daphne: We'll talk about that, but before we jump into our topic of being a positive leader, it's
appreciation time!

Katie: All right!

Daphne: All right. Well, I'll bring my appreciation. I want to appreciate winter.

Katie: Oh, yes.

Daphne: Yeah. The appreciation I was having this morning when I got out of bed at 5:00 a.m.
and had to get ready to go do my meditation, and then I knew I was going to be doing my
workout, and it's cold out. The wave of appreciation I got was, "Wow, you know, I really enjoy
the moments where I find my own resistances to just life showing up as it shows up." I think
winter is that time of… As any season does, it just does what it wants, but winter in particularly,
I can find myself just wanting to resist the cold.

Katie: It's so unrelenting.

Daphne: Yeah. Exactly. It feels so unrelenting, and I think winter is here to just show me…it's
just reflecting back to me my own parts of myself that want to just resist the is-ness, because
winter is just winter. Right? So I appreciate winter.

Katie: Yeah, it's not personal.

Daphne: When that wind hit me in the face this morning, it felt incredibly personal.

Katie: It was just aimed at you. Yes, I can definitely understand that, having lived in Colorado.
Now being here in California, sometimes we don't feel qualified to talk about winter.
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Daphne: Well, I know. Your winter is what, 60 degrees? Fifty?

Katie: Well, it actually can get down… It can get colder at night. Not cold. I'm not even going to
say that.

Daphne: Don't, because I will just know that I'm even more resistant then if you start talking
about it. But, right. Okay. So that's my appreciation. I appreciate winter for showing me that.

Katie: Wonderful. Well, I'm going to appreciate Gay, who was born in winter.

Daphne: Oh! That's right. Yes he was.

Katie: One of the things I really appreciate about Gay is a level of relentlessness that winter has.
He has a commitment to integrity that has never wavered in the 35 years that I've known him.

Daphne: Wow.

Katie: I think it's stellar, incredibly precious, and rare that when he, for example, says he's going
to do something, he does, and his commitment to authenticity has never changed, no matter
whether he's with the vice president or with somebody's little boy. He is completely authentic,
and that level of commitment to his values, I find very inspiring, and I wanted to appreciate that.

Daphne: Aww. That is so inspiring. That's wonderful. I appreciate you for sharing that
appreciation.

Katie: Mmm, thank you.

Daphne: Okay. So, let's jump in to being a positive leader.

Katie: Okay!

Daphne: Pollyanna. I know what you're up to. I know what you're up to over there. Okay, so
what does that even mean? Right?

Katie: Yeah really. What does that mean? "Be a positive leader."

Daphne: Okay, well here's one way to think of it that I think sort of unhinges us from this word
positive. Think of it this way…What are we aspiring to be when we are at our best? Right? So
when we see ourselves being our best and being at our best, that's the idea of this positive leader
thing.

Katie: So how do we separate that from being perfect?

Daphne: Oh, well…
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Katie: See, most people would… "What are we aspiring to when we are at our best?" The first
thing that came to me was perfect.

Daphne: Well, yeah, that's interesting. I don't know that it means perfection. That's a great point,
Katie. Let's change the word best to something else.

Katie: When we're really in harmony? What are we aspiring to when we're…?

Daphne: In flow?

Katie: Doing our best?

Daphne: Yeah! What are we aspiring to be when we are doing our best? Or I could say it
another way. What are we aspiring to be when… I like your harmony idea, actually.

Katie: I do too.

Daphne: Let's just go with that. What are we aspiring to be when we are at harmony? When
we're sort of in flow in our life? That's how I saw it.

Katie: I really love that.

Daphne: Yeah. When I'm at my best, I am flowing. It's not effortful. Right? There's an ease. I'm
getting just as much done. Right? But that's me sort of at my best. Things come easily.

Katie: Yeah, what I'm hearing that I really like about positive is that I'm moving in one direction.
I'm like teamed up with myself. All of me is pointed in the same direction, rather than working
against myself or at cross purposes, resisting something, or going in two different directions.

Daphne: Right. Yes.

Katie: You know? Or having hidden something. I'm really all lined. I'm aligned.

Daphne: "I'm aligned." Yeah, I like that. So what are we aspiring to be when we are aligned?
How's that?

Katie: I like that.

Daphne: Is that better? Okay, but here's what we know. Research has shown this, and you're
going to love this, because what we know about leadership is that it's most effective… And fun,
by the way. Now they didn't use fun, but I put the word fun in there. They used a different word,
and fun correlates. Leadership is most effective, and fun, when it enables extraordinary
performance, when people accentuate what is right, what is inspiring, and what is good within
their organization."
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Katie: Oh! Uh-huh. What is right, what is inspiring, and what is good. So what I'm hearing is,
"what is right" would correspond to what we're talking about with alignment.

Daphne: Yes.

Katie: "…what is inspiring…" That's what really lights you up.

Daphne: Yes.

Katie: "…and what is good." That would be what you all really value.

Daphne: Yes.

Katie: And you demonstrably value. That's how you operate.

Daphne: Bingo. Very well said. That is really what it is. So lest anyone think we're just making
this up, this all comes from… Well, you kind of are.

Katie: Yeah.

Daphne: I love it. Well, this all comes from Positive Organizational Scholarship. So there's a
whole group of people out in the world who are really studying, "What does it look like when we
start putting our attention on the things we value?" Right? "What's inspiring? And what did you
say, the thing for, "accentuate what is right"? You said something else for that.

Katie: What is right when we're in alignment.

Daphne: Yeah. "When we're in alignment." Right. So what happens to us, what happens to our
leadership, and then our teams? Because as a leader, if you have a team of people you are
influencing in some way or you're all working together and you're sort of out there and
supporting your teams, what happens when we start putting our attention on those things versus
putting our attention on the things that are wrong or aren't going well?

Katie: Oh, I love that so much, because it corresponds to what we talk about in relationships,
about how people blame and criticize because they think that works.

Daphne: Yeah, absolutely.

Katie: They think, "If I just blame and criticize enough, something will change in a positive
direction," and it just flat out doesn't work.

Daphne: No, it doesn't.

Katie: People get better at blaming and criticizing, and then the blaming and the criticizing
escalates, and then the relationship fails.
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Daphne: Yep, exactly. And you've known this forever.

Katie: Forever.

Daphne: For-ev-er.

Katie: Upwards of 35 years, forever.

Daphne: Well, you know, it's interesting. Going through the Positive Psychology program that
I'm in at University of Pennsylvania, it's really been fascinating to see all the research that's come
out that, to be quite honest with you, Katie, you and Gay were writing about, and many people
were, 30 or 40 years ago.

Katie: Yeah, but it's wonderful not to have to do the research.

Daphne: Well, this is true. This is true.

Katie: We're the laboratory.

Daphne: Yeah, absolutely.

Katie: We've been doing the field testing, and I'm so delighted that we can also say, "Yes, and
research supports what we have been doing."

Daphne: Yeah, totally. It totally does, and I've been putting that together more and more. I took
actually took the above/below the line model and worked backwards through all the science that
actually goes into that.

Katie: Oh, that's so wonderful. I'd love to see that.

Daphne: I will send that to you.

Katie: What we're talking about here, for those of you who don't know what that means, is it's
really about an assessment sheet that we devised a ways back called the Openness to Learning
Scale. There's below the line, which is when you're being defensive and politely listening but
rehearsing your rebuttal, blaming, and all of the different things people do when they're below
the line, and then above the line are the things you do when you open your posture, when you
appreciate, when you get genuinely curious about the other person's point of view.

And it's a very important distinction that I think really has to do, again, with positive leadership.
If your focus is on the above-the-line skills, when you get into defensive reactions (which
everybody does), you use that as just an impetus to then recommit to developing your above-the-
line skills.

Daphne: Yes. Exactly. And that model is… We need to do an episode on that model. I don't
think we've ever done one.
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Katie: We should do that.

Daphne: We touched on it in our episode on drama, but I think…

Katie: We should do a whole episode on it, because it's really such a central skill.

Daphne: Yeah. Okay. I'm writing it down.

Katie: Super. That's a great way to help remember it.

Daphne: It does fit in. It does fit in with this idea of positive leader, and we'll get into that more.
I'm going to hold what I was going to say there, but we'll get into that more. So this is what we
know. What they're finding is that the value of strengths-based leadership, focusing on your
strengths (which fits in a lot with genius, which is an episode that's coming up for us), focusing
on positive relationships, creating relationships… And Katie, this is like the third episode now
that relationships have come up.

Katie: Hmm. I think we have a trend going here.

Daphne: Yes, yes. Then, what they call the positive development cycle, which comes back to
learning, and I think one of us (I can't remember which one) said something about the time it
takes for people to learn and no grades until… I think it was like 66 days or something. One of
us said that.

Katie: Yes. That's developing a new habit.

Daphne: Yes. Developing a new habit, and then looking at the positive development cycle in
leadership development itself, actually, and how leaders develop and what it takes for them to
learn certain skills and that sort of thing. So these three buckets are really what is making up
Positive Organizational Scholarship and what they're really looking at.

They've started looking at, "What happens we when we do focus more on people's strengths?"
Right? "What does that do for people? What does it do for leaders? What does it do for their
teams? We're focusing more on what people are really good at. What happens when we really
put our attention on developing and cultivating positive relationships?"

Katie: That's so cool!

Daphne: Isn't it cool? Isn't it so totally cool?

Katie: It is so cool because really there is such a prejudice against positive.

Daphne: There really is. There really is.
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Katie: I can remember a lot of the teaching I would do, West Coast and East Coast seminars, and
the East Coast is really… Up until very recently it was really, "Oh, you've got to be kidding. You
have to get to the negative stuff, otherwise you're not being real."

Daphne: Right. Right. And I think people who don't understand how that word is being applied
do miss the boat on that, that actually… And, as a matter of fact, we're going to talk about it with
learning, because having something that disrupts your experience actually is how you learn.
Right? So if we see that as just negative, that's actually a positive thing. It's sort of like, "I just
keep doing things the way I've always done them."

Katie: "Because that's how I do them."

Daphne: Right. "Because that's how I do them," and there's really no learning that can happen
there anymore.

Katie: Right, because it's all gotten repetitive and isn't really being active and evolving.

Daphne: Right. We're sort of on autopilot, if you will. Exactly. So when we talk about this word
positive, I think you're definitely hitting on something, and this has been a criticism that I've
heard just in "positive psychology." (I've started saying "quote positive psychology," because
once you really understand what it's talking about, it isn't talking about being a Pollyanna.) That's
not it at all, actually. It couldn't be further from the truth. But it is talking about what you put
your attention on.

Katie: Truly, and one of the key distinctions in what actually allows people to evolve is what
you put your attention on grows.

Daphne: Yes.

Katie: And I'm also thinking of positive as being… There's a kind of a forward momentum in
that, rather than revisiting…having one foot in the past and always looking at the way you did it
or the way it has been done or what went wrong before…we want to make sure that doesn't
happen again. The whole emphasis on moving, aligning and moving from strength, then I think
takes you into a totally different realm of genuine creativity and co-creativity.

Daphne: Absolutely. Ooh, that's so good! Here's another great piece about that, Katie. It actually
does. Barbara Fredrickson is the researcher who really studied emotional contagion…

Katie: Yes, and she's such a valuable researcher.

Daphne: Isn't she? Amazing. What she found is that positive emotion, positive interaction… She
has a whole theory called broaden and build.

Katie: Broaden and build. I love that. You kind of build a foundation and then you can construct
on top of it.
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Daphne: Yeah, and broaden your perspective. You know, when we're in positive states, we
broaden our perspective. We can see more possibility, which totally makes sense. Right? If you
think about being in fear, you're pretty closed off. Right?

Katie: Yeah, and repetitive.

Daphne: And repetitive. Exactly. Repetitive. So having some disruption is actually part of the
learning process, and that gives us opportunities, then, to focus on our strengths and what you
and I, Katie, would call "being in your genius."

Katie: Yeah. Being in your genius, which really is expanding your strengths, opening and
expanding them.

Daphne: Yeah, exactly. The whole plan about this strengths idea is that it's about putting our
attention on what is working, but it also has big implications for our self-efficacy. The more I
can use one of my strengths to allow me to become a little bit more successful the more
confident I actually become, and the more confident I become I'm actually more willing to take
just a little bit greater risk to learn something else.

Katie: Yes. Which is actually… Isn't that all about moving into the unknown?

Daphne: Totally. Totally. So as leaders, this is pretty important, because that's our definition of a
leader: a person willing to step into the unknown.

Katie: No kidding!

Daphne: No kidding.

Katie: I love that!

Daphne: That's my definition.

Katie: Oh, I love that.

Daphne: Yeah. A leader is a person who's willing to step into the unknown. So I just love how
you just brought that all together, Katie. I didn't think about it.

Katie: Thank you.

Daphne: You're very welcome. Then we talk about positive relationships and connections, and
here's that whole relationship thing again. Right?

Katie: What I think we will conclude at the end of everything is that it's all about relationships.

Daphne: Yeah, I think so. I think that's safe to say. I think that is very safe to say. Unless you
live on an island all by yourself.
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Katie: Yes, and then it's your relationship with the plants and the critters.

Daphne: Right. And yourself, which is probably one of the most important relationships, right?

Katie: Yes.

Daphne: So what do we mean by positive relationships? There's mutual giving and receiving
there, there's relatedness, there's mutual validation that's happening. Appreciation would be a
huge part of this.

Katie: Right. That's what I was just hearing.

Daphne: Yeah, exactly. So talking about leadership, when we talk about being a positive leader,
how are you cultivating those relationships in your life? How are you cultivating and supporting
the cultivation of positive relationships amongst the people on your team, or teams? That's really
what that's pointing to, I guess.

Katie: What it seems to me to all be about is being excited about learning.

Daphne: Yeah.

Katie: Being excited and actively seeking out other points of view and other approaches in favor
of what the next possibility is for moving into the unknown and also getting resilience in dealing
with the unexpected.

Daphne: Yeah, actually resilience is one of the character traits, if you will, or one of the
processes that's studied a lot in positive psychology.

Katie: Oh! Okay. Love it, love it.

Daphne: There's resilience training. They do it with our men and women in the military. They're
bringing it more into people's lives who have gone through traumatic events and all kinds of
stuff. It's actually a huge part of it. Yes, very astute of you, Dr. Hendricks. All right, so we're
talking about strengths, right? Being a positive leader, focusing on our strengths. I think there are
different ways to do that. I'll give some resources here at the end of the show.

Then, talking about positive relationships, how we're cultivating those for ourselves and within
our teams, and then this whole idea of the positive development cycle in leadership development.
Right? What this is really pointing to, Katie, is that to fully internalize our learning, so it
becomes what you just said, which is habit, we need to have repetition over time so that that
actually creates (and this does come back to what you were just saying) or allows for more
positivity in our entire learning cycle.

Katie: Mm-hmm.
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Daphne: So we get some repetition, we get our feet underneath us, and then we can go again,
and that's where positive emotion comes into this whole thing. Then we start feeling a little bit
like, "Okay, I got it. Okay. Good. Good." And we move along, and again, we kind of go into that
space of the unknown where we're inching our way into it, kind of putting our toes in the pool.
We inch our way into it and then the unknown doesn't seem quite so scary, and then we're
learning, and now we're back into positive emotion again around that.

Katie: Oh, I love that. So it's really looking at when things go off track it's really about some fear
arising.

Daphne: Yeah. Yeah.

Katie: And that errors are simply going off track, and then you get back on track again and see
what there is to learn from it. Really, the ultimate learning in any situation is, "Okay, what
happened here? What do we need to learn? Okay, let's do that and then move on."

Daphne: So I want to just tell you… This is the place where I know there's a quote I want you to
say in the show. That was it.

Katie: Wonderful. You're probably thinking about the time when Gay and I first got together
and I had not listened to my intuition and renewed my license plate.

Daphne: Yes, yes!

Katie: Shall I tell that little story?

Daphne: Yeah, tell it. Tell it. It's such a great story about learning.

Katie: When I first got together with Gay, I drove out from California, where I was living, to
Colorado, with my California car, and then, I kept having this little voice say, "Get your license
plates renewed," and I would say, "Oh, yeah, yeah. I'm going to do it. I'm going to do it," and I
didn't. I was driving up to my therapy studio, I had groceries in the car, I'd timed it just perfectly
so I could get there and accomplish everything all at once, and I heard the siren behind me and
got pulled over.

The policeman asked me to step out of the car and basically confiscated my car, because my
license plates had expired, and they towed my car off. I'm standing there in the middle of the
street (this was before cell phones, people) with my groceries. So I found a payphone nearby and
called Gay. I was crying, and he said, "Well, get the lesson and move on."

Daphne: I just love that. I think it's just the most powerful…

Katie: It was the most powerful experience of my life to that point.

Daphne: Yeah, right? So just get your learnings and move on. And creating compassion for
ourselves when we're in a learning state, in a learning cycle. Right? Not seeing these things that
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occur to us as a setback or seeing even a setback as negative. You know? We need those little
disruptions to allow us to get our learnings. I imagine you got some big learnings when you were
there with no car.

Katie: I did. There were many, many. I won't take up the rest of the show, but there were many
learnings. You know, what's occurring to me also is that this fits in with our "drift and shift"
model.

Daphne: Yeah, actually. I think it does.

Katie: You know drifts happen. They might not even happen because of you. There are many,
many things in life over which we have no control, so drifts are going to happen. I just was
thinking when we first published Conscious Loving. We were about to go onto all of these
national shows, then the first Iraq war happened, and that was it. We got removed from all of
those shows and we had to wait for the next year, for the paperback to come out. Fortunately,
then, we got picked up by Oprah, and that was really great.

Daphne: Yeah, that is really great.

Katie: However, we could have just gone, "Oh no, this isn't going to work and we should just
give up."

Daphne: Right.

Katie: So when that drift happened, what we did was we just shifted and got back on track again.

Daphne: Yeah. I think that's so great.

Katie: You know, so the big phrase we use over and over again is, "Notice the drift and make
the shift."

Daphne: "Notice the drift and make the shift." Yeah, and I think that really fits in with the
positive learning cycle and what happens when we do start to go into our own negativity. Right?
Because again, I haven't sent this to you (I will), but looking at that, how we're explaining things
to ourselves, how we're talking to ourselves… Are we coming to it from a positive perspective or
are we coming to it from a pessimistic perspective, or conversation, within ourselves. Right?

Katie: Yes, and we know, don't we, that most people have mostly critical conversations with
themselves?

Daphne: We do know that. Yes, we do.

Katie: So we really need to, as a whole society, if not globally, put more attention on just simply
noticing the drift, making the shift, and focusing on strengths and validating, appreciating. One
of the things I love to say to people when they've made a presentation in one of my groups… The
feedback I have everybody give is, "What really worked?"
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Daphne: Yeah. That's great. That's great feedback.

Katie: Because it brings out the person's individual genius.

Daphne: Yeah, absolutely. What really worked? That's so fantastic. And boy, talk about keeping
people focused on the positive. Right?

Katie: Yes.

Daphne: Not, "Tell us how you'd do it differently."

Katie: Not, "I didn't like the way you…" or "You didn't say that right," or "Where's your data?"
but, what really worked?

Daphne: Yeah. That's fantastic. I love that. Okay, so focusing on our strengths, what really
works and worked (love that), being compassionate with ourselves during learning, and then
validating and appreciating relationships. There you go. Now you have the recipe for being a
positive leader. Isn't that nice?

Katie: Now it's your job to embody that.

Daphne: Yes, and that brings us to our invitations for mastery. I have some suggestions for our
folks out there, too.

Katie: Please.

Daphne: All right, here's one: Have a conversation about strengths with your team and identify
yours. There are some cool ways you can do this. There's a book called StrengthsFinder. It's
been around forever. It was developed by the Gallup organization. You can take the
StrengthsFinder test. I think it's $10 if you want to do that.

There's also a free version, which is my favorite, which is the character strengths test. It's called
the VIA Character Strengths. Just Google it; you can find it. It's free. That one has a lot of
research behind it as well. That comes from the world of positive psychology.

Katie: Cool.

Daphne: Marty Seligman and Chris Peterson came up with that. Those will just help you get
some context, sort of narrow some things down, but that's a great way to do it. You can have
your teams do it, too, and you can have a great conversation about people's strengths.

Katie: What I'm thinking of, too, it just is so great because people have to talk about how great
they are.

Daphne: Yeah. It's super uncomfortable.
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Katie: Yeah. It's so easy to talk about "what went wrong" and "what I did wrong," but this gets
people comfortable with saying, "You know, this is something I really feel confident about," or
"I've spent time developing this and it's a real strength of mine now."

Daphne: Exactly, exactly. So you can talk about that. It's great. Some things, it's fun because
once you identify them, a lot of people are like, "Oh yeah, of course. I definitely see that." It's
really a fun conversation. Then notice, through positive relationships, where there's the mutual
giving and receiving happening in a relationship and pay attention to that. Right? I think, Katie, a
great way to do that is through appreciation. You know?

Katie: I do too. I think it's such a powerful, magical, simple tool that I would love to see utilized
much more.

Daphne: Yes. Me too. All right. Well there you have some of the recipe of being a positive
leader. There it is. Three buckets.

Katie: Three buckets for you. Three buckets full.

Daphne: Three buckets full for you. I hope you enjoyed it. I think we'll wrap up the show. We
hope you enjoyed this podcast and that you remain more inspired than ever, and if you dig the
show, support us with some ratings on some iTunes. We always appreciate it if you take the time
to do that, and post your comments and questions at www.daphne-scott.com and let us know
about some of your strengths. We'd love to hear from you.

Katie: Oh I'd love that. Please post them.

Daphne: We'd like to hear your top five strengths. No matter what, keep living a Super Fantastic
Leadership life.

http://www.daphne-scott.com/

