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RAJ SISODIA 
EXCLUSIVE 
INTERVIEW

By Raj Sisodia | Conscious Enterprise Center Tecnológico 
de Monterrey & Pedro David Martínez | Regius Magazine

With Regius Magazine

It is my privilege to have an exclusive interview with Raj Sisodia, 
Co-founder and Chairman Emeritus of Conscious Capitalism, Inc. 
and Chairman of the Conscious Enterprise Center at Tecnologico de 
Monterrey. On behalf of Regius Magazine, I would like to express 
my gratitude to Raj Sisodia for taking the time in responding our 
questions and Francisco Fernández, Director of the Conscious 
Enterprise Center at Tecnologico de Monterrey for his support in 
making this interview possible.

This is the first part of a two-round interview process.
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How do you define conscious leadership? 
In particular, what kind of qualities or 
attributes should a conscious leader 
have? What are the main differences 
between a conscious business leader and a 
“traditional faith-based” business leader? 
Are conscious leaders made or born?

Conscious leadership is one of the four 
pillars or “tenets” of Conscious Capitalism, 
a comprehensive alternative philosophy of 
doing business that seeks to address all of 
the drawbacks of the “selfish, instrumental 
and narrow” approach that has long been 
the norm. It seeks to amplify all the myriad 
benefits of free market capitalism while 
greatly reducing or even eliminating and often 
reversing many of its negative consequences.

Too many businesses generate financial 
wealth at the expense of social, cultural, 
environmental, intellectual, physical, and 
spiritual wellbeing. They extract rather than 
create value. Conscious Capitalism is about 
doing business with a spectrum of positive 
effects, not having one positive "main" effect 
and many negative "side" effects. 

Conscious Capitalism has four tenets or pillars 
of belief:

Every business should have a higher purpose 
that transcends making money. It is the 
difference the company is trying to make in 
the world. By focusing on its higher purpose, 
a business inspires, engages and energizes all 
its stakeholders.

Recognizing the interdependent nature 
of life and the human foundations of 
business, a business needs to create 
value with and for all of its various 
stakeholders (customers, employees, 
vendors, investors, communities, etc.).

Conscious leaders understand and embrace 
the higher purpose of the business and 
focus on creating value for and harmonizing 
the interests of all the stakeholders of the 
business. They are missionary rather than 
mercenary or military-style leaders. 

Conscious business create cultures rooted 
in qualities such as trust, authenticity, 
caring, transparency, integrity, learning and 
empowerment. Most conventional business 
cultures are rife with fear and stress.

Higher Purpose: 

Stakeholder Orientation: 

Conscious Leadership: 

Caring Culture: 

1.

2.

3.

4.

Conscious businesses spend money 
where it makes a positive difference, 
paying their employees and suppliers 
well and investing in customer 
care. They don’t waste money on 
unnecessary advertising, gimmicky 
promotions, and the revolving door of 
high employee and supplier turnover. 
They empower people and engage 
their best contribution in service of 
a higher sense of purpose. They make 
a net positive impact on the world.
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DIMENSION T R A D I T I O N A L 
CA P I TA L I S M

C O N S C I O U S 
CA P I TA L I S M

Mindset Zero-Sum (Win-Lose) Positive-Sum (Win-Win)

Metaphore Business as a machine with 
inputs and outputs.

Business as a living organism 
consisting of interconnected, 
interdependent parts.

What The business exists to maximize 
profits.

The business exists for a higher 
purpose, separate from profit.

Why Focus on creating products 
customers want; maximize sales 
and minimize costs. Use and 
squeeze employees, suppliers 
and customers to achieve 
financial goals.

Consciously seek to serve each of 
the stakeholders; the well-being of 
each is an end in itself. Recognize 
how stakeholders interests can go 
together when there is a shared 
purpose.

Who Autocratic, command-and-
control leaders primarily 
motivated by power and personal 
enrichment.

Selfless leaders who care about 
people and purpose ahead of power 
and wealth. Mentor, motivate, 
develop and inspire people. 

How Performance-first cultures with 
high levels of fear and stress; 
“carrots and sticks” to get people 
to consistently deliver the 
numbers.

People-first cultures characterized 
by trust, accountability, transparency 
and genuinely caring for people as 
precious human beings.

© xmple.com

xmple.com
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Central to the practice of Conscious 
Capitalism is conscious leadership. Conscious 
leaders recognize that leadership is the 
stewardship of the lives entrusted to us. They 
know that the way we lead impacts the way 
people live. 

The essential elements of what it means to 
be a conscious leader can be captured in a 
single word, which also serves as an acronym: 
SELFLESS. True leaders transcend the self. A 
leader who operates with a primary emphasis 
on his or her self-interest naturally views 
other people as a means to that end. You 
cannot be a true leader if you operate at that 
level of consciousness. As Dee Hock of Visa 
said, a leader who puts his or her personal 
agenda first and uses other people to further 
it is not a leader, but a tyrant. 

S STRENGHT

E ENERGY & 
ENTHUSIASM

L LONG TERM ORIENTATION

F FLEXIBILITY

L LOVE & CARE

E EMOTIONAL INTELLIGENCE

S SYSTEM INTELLIGENCE

S SPIRITUAL INTELLIGENCE

SELFLESS also refers to the qualities 
of great leaders: Strength, Enthusiasm, 
Love, Flexibiity, Long-term 
orientation, Emotional Inteligence, 
Systems Intelligence and Spiritual 
Intelligence. SELFLESS reflects a 
harmonious blend of mature masculine 
and feminine qualities. Too many 
leaders today reflect immature hyper-
masculine qualities such as domination, 
aggression, hypercompetitiveness, 
winning at all costs, etc. They view 
every leadership challenge through the 
lens of war – mindset that is at best 
win-lose, and often lose-lose.

Strenght: Conscious leaders are strong, 
resolute and resilient. They are rooted in 
personal power instead of positional power. 
They have strong moral fiber, self-confidence, 
and the courage of their convictions. They 
are confident without being arrogant. They 
have strong boundaries and are willing to 
engage in necessary conflict to further the 
noble goals of the organization. They exercise 
power with, not power over the people they.

Energy & Enthusiasm: Conscious leaders 
are connected to an infinite source of power 
because of their commitment to a higher 
purpose and a righteous path. This gives them 
great energy and enthusiasm. This doesn’t 
mean that all leaders must be gregarious 
extroverts. As many studies have found, 
introverts can make exceptional leaders.

Love and Care: Conscious leaders always 
operate from love and care. Truly great 
leaders are those who take the world to a 
better place. Throughout human history, 
great leaders who transformed society 
for the better (such as Lincoln, Gandhi, 
Mandela and King) all possessed tremendous 
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strength along with a powerful capacity 
for caring. The combination of strength 
and love is crucial; strength without love 
is tyranny, and love without strength is 
ineffective. As Martin Luther King Jr. said, 
“We must be tough minded and tender 
hearted.” When you come from a place of 
genuine caring and possess great strength, 
you become a peaceful warrior, battling 
steep odds for a just and righteous cause. 

The opposite of love is fear. An organization 
suffused with fear is inherently incapable 
of genuine creativity and innovation. 
Its people are condemned to lives of 
intense stress, unhappiness, ill health, and 
dysfunctional families. Conscious leaders 
seek to drive fear out of their organizations. 
As Simon Sinek says, they create a “circle 
of safety” within which everyone in the 
organizational family can thrive.

Flexibility: Flexibility is “the capacity 
to switch modes seamlessly and to bend 
without breaking, as the situation or the 
context requires.” Conscious leaders are 
like golfers with a full set of clubs; they 
know how to select and implement the 
right approach for each situation. They 
adapt to circumstances in a principled way, 
without sacrificing their core values. Most 
importantly, conscious leaders know how 
to flex between masculine and feminine 
energy as the situation or context requires.

Long-Term Orientation: Conscious leaders 
operate on a time horizon that goes beyond 
their own lifetimes, let alone their tenure as 
leaders. There was a long-standing tradition 

in certain native American cultures that the 
chiefs had to think about the consequences of 
every decision on multiple future generations. 
For example, Iroquois chiefs were expected 
to think seven generations ahead.

Emotional Intelligence: For leaders, 
high analytical intelligence is a given; 
by the time you get to be anywhere 
near the leader’s role you have had to 
demonstrate that you are smart. In the 
past, most companies only valued that. 
Today, we’re recognizing that other forms 
of intelligence are vitally important, in 
particular emotional intelligence, spiritual 
intelligence and systems intelligence. The 
great news is that while our analytical 
intelligence (or IQ) is fixed at birth and can 
only decline, these other kinds of intelligence 
can all be cultivated and enhanced.

Emotional intelligence (EQ) combines 
self-awareness (understanding oneself) 
and empathy (the ability to feel and 
understand what others are feeling). High 
EQ is increasingly being recognized as 
important in all organizations because of 
the growing complexity of society and 
the multiplicity of stakeholders that must 
be understood and communicated with 
effectively.1  Unfortunately, the current 
reality is that the higher you go in the 
organization, the lower the level of EQ.

Elevating our EQ enables us to harness our 
ego and channel it. As the Dalai Lama has 
said, we cannot and need not eradicate 
our ego; rather, we must make sure it is a 
serving ego rather than a deserving ego.

1 Daniel Goleman, Emotional Intelligence: Why It Can Matter More Than IQ (New York: Bantam, 1995).
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Systems Intelligence: As our 
organizations become more complex 
and the world becomes increasingly 
interdependent, systems intelligence 
(SYQ) is becoming increasingly critical. 

Systems thinking is “a holistic approach 
to analysis that focuses on the way that a 
system's constituent parts interrelate and 
how systems work over time and within 
the context of larger systems. The systems 
thinking approach contrasts with traditional 
analysis, which studies systems by breaking 
them down into their separate elements.” 2

As systems thinkers, conscious leaders can 
see the bigger picture and understand how 
the different components of the system 
interconnect and behave over time. They 
can anticipate the immediate as well as long-
term consequences of actions. Conscious 
leaders are excellent organizational 
architects. They understand the roots of 
problems and how the problems relate 
to organizational design and culture, and 
they devise fundamental solutions instead 
of seeking symptomatic quick fixes.

Spiritual Intelligence: According to 
Danah Zohar and Ian Marshall, “Spiritual 
intelligence (SQ) is the intelligence with 
which we access our deepest meanings, 
values, purposes, and higher motivations. 
It is our moral intelligence, giving us an 
innate ability to distinguish right from 
wrong. It is the intelligence with which 
we exercise goodness, truth, beauty, and 
compassion in our lives.”3  SQ helps us 
to discover our higher purpose in our 

2 http://searchcio.techtarget.com/definition/systems-thinking 
3 Danah Zohar and Ian Marshall, Spiritual Capital: Wealth We Can Live By (San Francisco: Berrett-Koehler, 2004), 3.

work and our lives. Leaders with high SQ 
understand the centrality of purpose in 
their own lives, in the lives of the people 
they lead, and for the organization.

Conscious leadership has many similarities 
to faith-based leadership but it's not the 
same thing. Like faith-based leadership, 
conscious leadership is rooted in service and 
selflessness. For many conscious leaders, 
the value system from which they operate 
is internally sourced. While they may not 
be grounded in any religious tradition, they 
still make reference to transcendent values 
and understand that life is not primarily 
about the pursuit of material prosperity.

I strongly believe that everyone 
can become a conscious leader; 
some attain greater heights 
than others because they have 
deeper levels of self-awareness, 
have cultivated a clearer sense 
of purpose and have healed the 
traumas within themselves so they 
always operate from a creative 
rather than a reactive space.
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Why do you believe today’s business 
world – and the world at large – 
urgently needs conscious leaders?

How can a “non-conscious leader” or 
“non-conscious organization” become 
a conscious leader or conscious 
organization? Can you share example(s) of 
well-known individual(s) or organization(s) 
that were capable of transforming? 

I strongly believe that better leaders make 
for a better world. In fact, we cannot create 
a better future for human beings and for all 
life on this planet without good leadership. 
The need for truly conscious leadership is 
more urgent and greater than ever. As Peter 
Drucker said, “only three things happen 
naturally in organisations: friction, confusion 
and underperformance. Everything else 
takes leadership.” With the epidemic of 
friction, confusion and underperformance 
that we are seeing worldwide, it is 
imperative that we cultivate more conscious 
leadership. For this, we need to redefine 
what it means to be a leader. Leadership 
cannot be about power, ego and money. 
It must be rooted in love and service.

All transformation begins with the awakening 
of a leader. A great example of this is 
Bob Chapman, CEO of Barry-Wehmiller, 
an industrial manufacturing company 
headquartered in St. Louis. I wrote the book 
Everybody Matters with Bob. It describes 
his leadership journey and the impact that 
his leadership has had on the company 
and on all the lives that it touches.

After completing his MBA at the University of 
Michigan, Bob was offered a job by his father, 

Bill, who had acquired a controlling interest in 
Barry-Wehmiller, an 85-year-old company that 
made equipment for the brewing industry. 
The company was struggling and father and 
son collaborated to help save it. In 1975, when 
Bob was not yet 30, his father died suddenly 
of a heart attack. Bob was now responsible for 
a money-losing company that did not appear 
to have much of a future. Fearing that the 
inexperienced young CEO would not be able 
to run the business, the banks called his loans.

Bob rose from those precarious beginnings 
to lead a company with over $3 billion in 
revenues, whose share price had grown 
at a compounded rate of 17% percent for 
20 twenty years. He has acquired over 130 
companies and never sold any. Bob Chapman 
does not so much acquire companies 
as adopt them. Most were struggling or 
dying manufacturing businesses, initially 
concentrated in the industrial heartland 
of the US, in small towns in Wisconsin, 
Ohio, and Pennsylvania. Many of those 
towns were completely reliant on those 
businesses and were facing disaster. 

Bob bought these businesses and revitalized 
them. He evolved his approach through 
a series of epiphanies that awakened his 
conscience and opened his heart. The first 
one happened at church one Sunday in St. 
Louis. Inspired and uplifted by the preacher’s 
sermon, Bob suddenly had the thought 
that people were only in church for about 
an hour a week, while he had people at 
the company for 40 hours a week. As he 
saw it, his ability to impact their lives was 
potentially 40 times greater than that of 
the church. In that moment, Bob realized 
that business needs to take the lead in 
healing what is broken in our society.
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Only three things 
happen naturally in 
organisations: friction, 
confusion and
underperformance. 
Everything else takes 
leadership.

-Peter Drucker | NYU Stern 
School of Business

It is imperative that 
we cultivate more 
conscious leadership. 
For this, we need 
to redef ine what it 
means to be a leader. 
Leadership cannot 
be about power, 
ego and money. 
It must be rooted in 
love and service.

-Raj Sisodia | Tecnológico 
de Monterrey

"

"
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Bob also saw that many workers were playful 
and lively before they started work but 
became depressed and grim as soon as they 
punched in. His second epiphany was that 
work should be fun. He began creating all 
kinds of enjoyable and playful activities that 
transformed the cultures of his companies. 

The third epiphany happened at a wedding 
of a friend’s daughter. Bob sensed the 
profound love his friend felt for his precious 
child. Then it struck him: “Every one of the 
7000 people who work for us is somebody’s 
precious child! Why are they not deserving 
of the same level of care and concern that I 
would have for my friend’s daughter or that 
he would have for my son?” From that day on, 
the wedding story became an essential part of 
the lore at the company along with the mantra 
“Everybody is somebody's precious child.”

Bob believes that he has been touched by 
grace, and he feels a deep sense of duty to 
share the wisdom he’s received. “I didn’t learn 
this at business school and I didn’t get this 
from a business book. I can only say that these 
revelations were inspired by some higher 
power, because there is no way I thought of 
those things. I have an overwhelming feeling 
that I was blessed with a message that could 
profoundly change the world. When you feel 
that calling, you cannot say no to it. On my 
deathbed, I will not be proud of the machines 
we built or the money we made. I will be 
proud of the lives we touched. And I want to 
touch as many lives as I can while I’m here.”
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How is conscious leadership correlated 
or not correlated to create profitable 
organizations, stakeholder value and 
wealth creation? Please feel free to 
provide empirical evidence where 
having a more conscious organization 
means better performance. 

The financial dimension of corporate 
performance depends on a company's 
ability to grow its revenue and improve its 
efficiency. Conscious businesses are superior 
on both dimensions, because they are better 
aligned with the true needs of customers 
and are focused on investing money where 
it makes a difference (such as on rank-and-
file employees and high-quality suppliers) 
and saving money in non-value adding 
areas (such as excessive marketing costs 
and high levels of employee turnover).

A growing body of evidence shows that 
businesses that conform to this new 
paradigm are far more profitable over the 
long run than traditional businesses.4  My 
research in Firms of Endearment revealed 
that a startling depth of humanity can exist 
within for-profit, publicly traded companies. 
We selected 28 companies out of several 
hundred that fit our criteria: they had a clear, 
noble sense of purpose; they actively sought 
to create multiple kinds of value for all of 
their stakeholders; they had leaders who 

were motivated by service to people and 
purpose rather than by power and money; 
and they had cultures characterized by 
trust, caring, and joy. These four principles 
would become the tenets of what we 
would later call “Conscious Capitalism.”

Before doing the financial analysis, we wrote 
down our hypotheses. We expected that 
these companies did well for investors, but 
not exceptionally so. We were prepared to 
argue that it was okay if their profits were 
lower than those of their peers because these 
companies paid their frontline people better, 
provided generous benefits such as health 
care, invested in the customer experience, 
paid their suppliers well, supported their 
communities, took care of the environment, 
and paid taxes at a higher rate. They created a 
lot of value that does not show up on income 
statements or balance sheets. We would base 
our argument on the “total value created,” 
which accounted for all the nonfinancial 
value these companies were generating.

It stunned us when our analysis revealed 
that these companies had collectively 
outperformed the market 9-to-1 over a 
10-year period. In 2014, we published a 
second edition of Firms of Endearment 
based on a larger set of companies and a 
more data driven approach. The financial 
outperformance of these companies was also 
very impressive, as the table below indicates.

4 For example, see Sisodia, R., Sheth, J., & Wolfe, D. (2014). Firms of Endearment: How World-Class Companies Profit 
from Passion and Purpose (2nd ed.). Pearson FT Press. and Edmans, A. (2020). Grow the Pie: How Great Companies 
Deliver Both Purpose and Profit. Cambridge University Press. 

Cumulative Performance 20 Years 15 Years 10 Years 5 Years
US Conscious Companies 2077% 901% 231% 109%
Non-US Conscious Companies 1509% 961% 93% 49%
Good to Great Companies 522% 234% 54% 106%
S&P 500 269% 301% 96% 86%
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How was this possible? My business 
education had taught me that there is no 
free lunch, and that business is a “zero 
sum” game with unavoidable trade-offs. 
If these companies spent more on other 
stakeholders, surely their investors would 
suffer. But the numbers were undeniable. 

We came to the affirming, healing realization 
that companies built on love and care 
are stronger, more resilient, and more 
successful in the long run. I had been taught 
that business is about the cold-blooded 
pursuit of profits, that “only the paranoid 
survive,” that it’s a “dog-eat-dog” world, that 
emotions have no place in the numbers-
driven world of business. But here we 
had powerful evidence to the contrary.

Profits are important. Indeed, profit is a social 
good; it is socially irresponsible for a business 
not to be profitable in free market societies. 
In a free society, governments do not create 
wealth; they can only tax-and-spend the 
wealth generated by a profitable business. 
Without profits, we don’t have taxes,     and 
without taxes, there is no infrastructure, 
no public education or any of the other 
essential elements of a functioning society.

Profits are not just beneficial for 
shareholders. They also allow companies 
to invest in better goods and services 
for people, and more innovation to the 
market, create more jobs, contribute to 
the competitiveness of economies and 
thus to the well-being of society.

Profits matter, but it matters even more 
how a business generates profits. They 
can do so by squeezing people and 
the planet, or they can simultaneously 
have a positive impact on both.

Businesses can create or destroy at least eight 
kinds of wealth: financial wealth, intellectual 
capital, social capital, emotional well-being, 

spiritual well-being, cultural well-being, 
physical well-being and ecological well-being. 
A conscious business seeks to create all these 
kinds of wealth for all their stakeholders for 
as long as they are in business. Conventional 
businesses seek to maximize financial wealth 
and treat everything else that happens as an 
unavoidable (and usually negative) side effect.

What are some of the most common 
challenges conscious leaders face in their 
quest to deliver results in an organization?

Adopting a conscious approach to business 
requires a sustained effort over time. The 
investments must come before the returns 
are generated. Unfortunately, we live in 
a world where financial stakeholders are 
generally very impatient, as are many 
boards of directors of publicly traded 
companies. Conscious leaders must 
continually educate their boards and financial 
stakeholders about the underlying logic and 
rationale for doing business in this way.

Leaders also need to remember that a 
conscious business is still a business; it needs 
to have a strong value proposition, efficient 
processes, high levels of accountability and 
all the other essentials of running a business. 
A conscious business operates with “full 
spectrum consciousness”: it pays attention 
to the basic levels of operations while also 
reflecting higher levels of consciousness, 
with the highest being service to humanity.

Leaders must take care to design a sound 
business model and ensure that all systems 
and processes are aligned with this way 
of being. That includes hiring, people 
development, managerial processes, 
operations, supply chain management 
and other key aspects of the business.
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