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Executive Summary 
 

Conscious Capitalism rests on four pillars: higher purpose, stakeholder integration, conscious 
culture, and conscious leadership. Of these, leadership is the keystone. Without leaders who 
have done the inner work of self-awareness and self-healing, the other three pillars cannot hold. 

Yet most leaders have never been taught to look inward. Business education trains the head and 
focuses on the wallet but ignores the heart and the spirit. Leadership development programs 
focus on competencies and skills while leaving untouched the deeper operating system—the 
assumptions, fears, and protective patterns—that actually drives behavior. The result is that over 
80% of leaders remain stuck in what developmental psychologists call the “reactive” stage: 
leading from conditioning rather than from consciousness. 

This White Paper offers a practical, integrated definition of conscious leadership by weaving 
together two complementary frameworks. The first is the SELFLESS model, which identifies 
eight essential qualities: Strength, Energy and Enthusiasm, Love and Care, Flexibility, Long-
Term Orientation, Emotional Intelligence, Systems Intelligence, and Spiritual Intelligence. 
These qualities describe who a conscious leader is. 

The second is the Leadership Circle Profile (LCP), developed by Bob Anderson based on 
three decades of research. The LCP is the world’s most comprehensive 360-degree leadership 
assessment, integrating insights from psychology, adult development theory, emotional 
intelligence, and systems thinking. Used by nearly 700,000 leaders worldwide, it maps both the 
creative competencies that drive effectiveness and the reactive tendencies that limit it—and 
reveals the internal assumptions that connect the two. 

The core insight is this: an organization cannot perform beyond the level of consciousness 
of its leadership. If we want more conscious businesses, we must first develop more 
conscious leaders—leaders who have the courage to confront their own shadows, the 
compassion to heal their own wounds, and the wisdom to lead from wholeness rather 
than from fear. 
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The Leadership Crisis We Don’t Talk About 
 

Something is missing in how we develop leaders. 

We teach strategy, finance, operations, and marketing. We run simulations and case studies. We 
send emerging leaders to executive education programs where they learn frameworks and 
sharpen analytical skills. And yet, despite decades of investment, most organizations still 
struggle with the same fundamental problem: leaders who are technically competent but 
emotionally disconnected, leaders who can read a balance sheet but cannot read a room, leaders 
who optimize for short-term results while slowly eroding the trust and vitality of the people 
around them. 

The reason is not a shortage of skill. It is a shortage of self-awareness. 

“An organization cannot perform beyond the consciousness of its leadership.” — Bob 
Anderson, Founder of The Leadership Circle 

 
In my own business education—two years of MBA, four years of doctoral study—the focus was 
entirely on the head and the wallet. Leadership was taught as a mechanism for making every 
part of the organization function efficiently. I found myself wondering: Where is the heart? 
Where is the spirit? I cannot recall a single day of being inspired or emotionally moved by my 
business education. It was only years later that I discovered businesses could be beautiful—but I 
never experienced that connection during my training because everything was centered on data 
and analytics. 

This absence—this failure to engage the full richness of what it means to be human—may 
explain why so many businesses have become sources of suffering rather than forces for 
flourishing. 

Conscious Capitalism offers a different vision, built on four pillars: higher purpose beyond 
profit, stakeholder integration, conscious culture, and conscious leadership. Of these, leadership 
is the keystone. Purpose remains a slogan without leaders who embody it. Stakeholder 
integration collapses into lip service without leaders who genuinely care. Culture degenerates 
without leaders who model what they expect. 

But what, precisely, is a conscious leader? And how does one become one? This article answers 
those questions by integrating two powerful and complementary frameworks: the SELFLESS 
model, which defines the qualities of a conscious leader, and the Leadership Circle Profile 
(LCP), which provides a rigorous, research-validated tool for assessing and developing those 
qualities.  
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Part I: Conscious Leaders Are SELFLESS 
 

A conscious leader understands that their primary role is not to command, control, or extract—
but to serve the well-being and growth of the people they lead. By putting others first, they 
create cultures of trust, engagement, and shared success. 

The acronym SELFLESS captures the eight essential qualities of such a leader. The word itself 
is not incidental. It signals a fundamental reorientation: from leadership as self-aggrandizement 
to leadership as self-transcendence. The paradox at the heart of conscious leadership is that the 
less leaders make it about themselves, the more powerful and effective they become. 

S — Strength 
Conscious leaders possess inner strength and resilience—the moral courage to hold their ground 
when pressured, to make difficult decisions, and to stand for what is right even when it is costly. 
This is not positional power or authoritarian force. It is the strength that comes from integrity, 
from knowing who you are and what you stand for. 

E — Energy and Enthusiasm 
Conscious leaders bring a passionate, life-giving energy to their work and relationships. Their 
enthusiasm is not performative—it is authentic, rooted in genuine care for the mission and the 
people. This energy is contagious. It inspires teams, sustains momentum through difficult 
periods, and creates an organizational vitality that no incentive system can replicate. 

L — Love and Care 
This is the quality most conspicuously absent from traditional leadership models—and the one 
most central to conscious leadership. Conscious leaders lead with compassion, empathy, and 
genuine concern for the human beings in their care. Love in leadership is not sentimentality. It 
is the fierce, disciplined commitment to the flourishing of others. 

F — Flexibility 
The world is complex and constantly changing. Conscious leaders are adaptive—open to new 
ideas, comfortable with ambiguity, and willing to revise their approach when circumstances 
demand it. Flexibility is not weakness or indecisiveness. It is the capacity to hold strong 
convictions loosely enough that new information can reshape them. Rigid leaders break; flexible 
leaders evolve. 

L — Long-Term Orientation 
Conscious leaders resist the tyranny of the quarterly earnings cycle. They think in years and 
decades, not days and months. They make decisions that may sacrifice short-term gains for 
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enduring value—investing in people, culture, relationships, and capabilities that compound over 
time. This patience is not passivity. It is strategic wisdom. 

E — Emotional Intelligence 
Self-awareness, self-regulation, empathy, and social skill—these are the core competencies of 
emotional intelligence, and they are indispensable to conscious leadership. Leaders who 
understand their own emotional patterns can manage their reactivity rather than being 
controlled by it. Emotional intelligence is what transforms a technically skilled manager into a 
leader people want to follow. 

S — Systems Intelligence 
Conscious leaders see interconnections where others see isolated parts. They understand that a 
decision affecting one stakeholder inevitably ripples through the entire system—employees, 
customers, suppliers, communities, the environment. Systems intelligence is the cognitive 
dimension of stakeholder integration. 

S — Spiritual Intelligence 
Spiritual intelligence is the capacity to be guided by a sense of purpose and meaning that 
transcends self-interest. It is the inner compass that keeps leaders oriented toward the greater 
good even when external pressures push in other directions. Without it, even the most skilled 
leader eventually drifts toward self-serving behavior when under stress. 

•  •  • 

These eight qualities are not a checklist to be completed. They are a lifelong practice—a 
continuous deepening of capacity in each dimension. No leader embodies all of them perfectly. 
But the aspiration itself is transformative. 

Part II: The Leadership Circle Profile 
 

Origin: One Man’s Obsession with Integration 
In the early 1980s, a young organizational development practitioner named Bob Anderson 
became consumed by a question: Why is the field of leadership development so fragmented? 

There were brilliant theories of leadership—but they existed in silos. Anderson sought out 
mentors doing the most advanced work—Peter Senge, Robert Fritz, Charlie Kiefer, Kay Laferty—
and began the painstaking work of integration. For fifteen years, he tested model after model. 
He kept seeing the intersection—where psychology, adult development, emotional intelligence, 
systems thinking, and spiritual awareness converged. The result was the Leadership Circle 
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Profile—a tool that has been used by nearly 700,000 leaders worldwide and validated against 
measures of both leadership effectiveness and actual business performance. 

How the LCP Works 
The LCP is a 360-degree assessment represented as a circle. The top half maps creative 
competencies—the leadership behaviors that research consistently links to high effectiveness. 
The bottom half maps reactive tendencies—the habitual, fear-based patterns that limit a 
leader’s impact. Across the horizontal axis, the circle distinguishes between relationship 
orientation (the left side) and task orientation (the right side). 

 

 
Figure 1: The Leadership Circle Profile 

The creative half contains five major dimensions: Relating (building genuine connections and 
trust), Self-Awareness (deep knowledge of one’s own patterns, including the “Selfless Leader” 
sub-dimension), Authenticity (the courage to be truthful and transparent), Systems 
Awareness (thinking systemically and designing for the health of the whole), and Achieving 
(delivering results through vision and purposeful action). 
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The reactive half contains three primary patterns, drawn from the work of psychoanalytic 
researcher Karen Horney: Complying (moving toward people to gain approval, playing small), 
Protecting (moving away from people—withdrawing, remaining distant or cynical), and 
Controlling (moving against people—driving results through force, perfectionism, or 
autocratic behavior). 

What makes the LCP unique is that it reveals the inverse relationship between these dimensions. 
As reactive behavior increases, creative capacity diminishes—and with it, leadership 
effectiveness and business performance. Research shows correlations of .93 between the creative 
dimensions and leadership effectiveness, and .61 with actual business performance. 

The Developmental Journey: Reactive to Creative to Integral 
At the heart of the LCP is a model of adult development drawn from the work of Harvard 
psychologist Robert Kegan. Anderson identifies five stages: Egocentric (self-centered, 
immature), Reactive (identity authored from the outside in—over 80% of leaders operate 
here), Creative (identity shifts to inside-out, acting from values and vision), Integral (holding 
multiple perspectives, thriving in paradox—only about 5% of adults reach this), and Unitive 
(deep awareness of the interconnectedness of all things). 

The transition from reactive to creative is the critical passage. It requires confronting one’s 
“shadows”—the childhood wounds, protective strategies, and unconscious beliefs that shape 
behavior. When these are met with genuine compassion, the energy locked in self-protection is 
released—and a leader gains access to their full creative power. 

Part III: Where SELFLESS Meets the Circle 
 

The SELFLESS framework and the Leadership Circle Profile are not competing models. They 
are two lenses on the same reality—one describing the qualities of a conscious leader, the other 
mapping the developmental architecture that produces those qualities. The table below maps 
the alignment: 

SELFLESS Quality LCP Creative Dimension In Practice 

S — Strength Authenticity, Achieving Moral courage, resilience, and willingness to 
stand alone when necessary 

E — Energy & Enthusiasm Authenticity, Achieving Passionate engagement that inspires others and 
energizes the whole system 

L — Love & Care Relating (Caring 
Connection, Mentoring) 

Genuine compassion that builds trust and creates 
psychological safety 

F — Flexibility Systems Awareness, Self-
Awareness 

Adaptive capacity: openness to new ideas, 
comfort with ambiguity 
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L — Long-Term Orientation Systems Awareness, 
Achieving 

Patience and wisdom to prioritize enduring value 
over short-term gains 

E — Emotional Intelligence Self-Awareness, Relating Recognizing, managing, and responding skillfully 
to emotions in self and others 

S — Systems Intelligence Systems Awareness Understanding interconnectedness; seeing the 
whole, not just the parts 

S — Spiritual Intelligence Self-Awareness (Selfless 
Leader) 

Guided by purpose and values beyond self-
interest 

 
SELFLESS describes the qualities that emerge when a leader does the deep work. The LCP 
provides the diagnostic instrument that reveals where that work is most needed. 

From Reactive to SELFLESS: How the Shift Happens 
A leader trapped in Complying—playing small, avoiding conflict, giving up power to be liked—
has the raw material for Love and Care but lacks Strength. The path forward is not to suppress 
the caring instinct but to pair it with the courage to be honest, set boundaries, and hold people 
accountable with compassion. 

A leader trapped in Protecting—withdrawn, cynical, intellectually distant—may score high on 
analytical capability but low on Emotional Intelligence and Love. The SELFLESS framework 
points toward the integration of head and heart that unlocks genuine Self-Awareness and 
Spiritual Intelligence. 

A leader trapped in Controlling—driving results through force or micromanagement—may 
deliver short-term performance but at the cost of trust and sustainability. True Strength and 
Achieving come through empowerment, not domination—and Systems Intelligence and Long-
Term Orientation require releasing the illusion of control. 

In every case, the reactive pattern is not a flaw to be eliminated. It is a signal—a clue to an 
underlying wound that, when healed, releases exactly the creative energy the leader needs. 

 
Reactive Style Pattern Creative Shift Pattern 

Complying 
Moving toward people to gain 
approval; playing small; 
avoiding risk 

Relating 
Genuinely connecting with others; 
building trust through caring and 
mentoring 

Protecting 
Withdrawing, remaining 
distant, cynical, or superior to 
stay safe 

Self-Awareness Deep self-knowledge; openness to 
feedback; continuous personal growth 

Controlling 
Driving results through force, 
perfectionism, or autocratic 
methods 

Achieving Delivering results through vision, 
purpose, and empowerment of others 



 Conscious Enterprise Center  |  White Paper Series 

Conscious Leadership: Transforming Business Through Self-Awareness and Self-Healing   Page 9 

Part IV: The Practical Path Forward 
 

For Individual Leaders 
The journey toward conscious leadership begins with a single act of courage: the willingness to 
see yourself clearly. The LCP, administered as a 360-degree assessment with feedback from 
supervisors, peers, and direct reports, provides a mirror that is difficult to dismiss—because it 
reflects not your own self-perception, but how others actually experience your leadership. 

The process typically unfolds in three phases:  

See — Take the LCP assessment. Look at the circle. See, perhaps for the first time, the gap 
between how you see yourself and how others experience you.  

Understand — Work with a skilled coach to explore the internal assumptions that drive your 
reactive patterns. Trace these patterns to their origins. Meet them with compassion rather than 
judgment.  

Transform — With awareness comes choice. As you begin to recognize reactive patterns in real 
time, you gain the freedom to respond differently—to lead from your creative capacities and 
SELFLESS qualities rather than from conditioned habit. 

For Organizations 
Integrate the LCP into leadership development. Make it the foundation, not an add-on. 
Use it at every leadership transition—from first-time manager to senior executive—and measure 
growth over time. 

Teach the SELFLESS framework. Give leaders a shared language for the qualities the 
organization values. When everyone in a leadership community understands what Strength, 
Love, Flexibility, and Systems Intelligence look like in practice, it creates accountability and 
aspiration simultaneously. 

Create space for inner work. Conscious leadership cannot be developed in half-day 
workshops alone. It requires reflective practice, coaching, and the psychological safety to be 
vulnerable. Organizations that invest in this deep work see returns in engagement, retention, 
innovation, and performance that far outstrip the investment. 

Model it from the top. Nothing accelerates conscious leadership more than seeing the CEO 
do their own work publicly—sharing their LCP results, naming their reactive patterns, and 
demonstrating the growth they are asking of others. 
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Real-World Impact 
The practical impact of this work is not theoretical. Consider Syngenta, an agricultural science 
company once known primarily for producing environmentally damaging chemicals. Through a 
fundamental shift in leadership consciousness and business purpose, Syngenta transformed 
itself into a company dedicated to sustainable agriculture and conservation. This transformation 
was not achieved through a new strategy deck. It required leaders who had done the inner 
work—leaders who could see the interconnectedness of stakeholders, hold a long-term 
orientation, and lead with genuine care for communities and the environment. 

Such transformations are possible in any industry. But they always start in the same place: with 
leaders who are willing to look inward before they look outward. 

Conclusion: Where the Heart Meets the Work 
 

When I began writing Firms of Endearment, I was moved to tears by the stories of conscious 
businesses I encountered. For the first time, I felt my heart connected to my work in a way I had 
never experienced before. I felt fully alive. 

Now I routinely witness my MBA students crying in class when we discuss case studies of loving, 
conscious businesses. They say, with wonder in their voices, “I didn’t know business could be so 
beautiful.” In those moments, something opens in them—their spirit and heart connect with 
their analytical mind, and they begin to see that business can be a vehicle not just for profit, but 
for healing. 

That opening—that integration of head, heart, and spirit—is the essence of conscious leadership. 
It is what the SELFLESS framework describes and what the Leadership Circle Profile measures 
and develops. 

The path is not easy. It requires leaders to confront their shadows, to meet their wounds with 
compassion, and to do the hard, ongoing work of self-awareness and self-healing. It requires 
organizations to invest in the deep development of their people—not just their skills, but their 
consciousness. 

But the evidence is unequivocal: leaders who make this journey become dramatically more 
effective. Their organizations perform better. Their people flourish. And the businesses they 
build become forces for good in a world that desperately needs them. 
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“If you bring forth what is within you, what you bring forth will save you. If you do not 
bring forth what is within you, what you do not bring forth will destroy you.”  

 The Gospel of Thomas 

 
Conscious leadership is the act of bringing forth what is within us—our strength, our love, our 
wisdom, our wholeness—and placing it in service of others. The SELFLESS framework gives us 
the language. The Leadership Circle Profile gives us the mirror. Together, they give us a path. 

The world does not need more leaders who are merely competent. It needs leaders who are 
awake—leaders who have done the inner work, who lead with love as well as skill, and who 
understand that the consciousness of the leader is the ultimate constraint on what any 
organization can become. 

The journey begins within. And it begins now. 


