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✺

Introduction

I had been teaching executive leaders and graduate students 

to free themselves from recurring conflict for years before 

I decided to take on one of the persistent challenges in my 

adult life.

I love my mother dearly. She is my rock, my biggest supporter, 

and often the first person I go to for counsel. Still, a few years ago, 

a long- simmering conflict between us exploded. I’m embarrassed 

now to admit it, but I gave her the classic “shape up or ship out” 

ultimatum, delivered via the central medium of our conflict: the 

cell phone. From my home office, I screamed at her, flung down the 

phone, and burst into tears. Twenty miles away in her apartment in 

the Bronx, my mom stewed in her own fury.

My threat was made in the heat of anger, and I later retracted it, 

after a week spent feeling angry, guilty, and unable to focus on any-

thing else.

What got me so upset? My mom called me on the phone. If that 

sounds harmless, allow me to explain.
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provide you with new insight and simple enough to be done by 

anyone.

Take Pattern- Breaking Action
The purpose of pausing is ultimately to help you not only identify 

but also to break the pattern and free yourself from the conflict 

loop. As I’ll explain in a moment, pausing often breaks the conflict 

pattern all by itself, while at other times pausing happens first and 

pattern- breaking action follows.

In part I of the book, pausing will help you recognize how your 

own conflict habits interact with others’ to form a conflict pattern. 

Sometimes, pausing to observe a conflict situation will be pattern 

breaking in and of itself. If you’ve been taking action to try to make 

the conflict go away, just observing it will break the pattern.

The practices in part II of the book will help you break free from 

the conflict pattern by first pausing to acknowledge the factors that 

have contributed to it so you can then take pattern- breaking action. 

Pattern- breaking action happens when you create a new response 

to a familiar scenario. This will help you start moving in a different 

direction.

In part III, you’ll pause to imagine your Ideal Future (a “pro-

totype” of an Optimal Outcome); then you’ll design a Pattern- 

Breaking Path to move you toward your Ideal Future; and finally, 

you’ll turn your prototyped Ideal Future into an Optimal Outcome 

so you can exit the conflict loop for good.

What Is an Optimal Outcome?
In recurring conflicts, we tend not to be very good at imagining 

what we want. Instead, we’re focused on what went wrong in the 

past and who is to blame. If we do think about the future, we tend 
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not to look honestly at the reality we’re facing. (It’s much easier to 

fantasize about idealized scenarios that could never happen in real 

life than to face up to the often cold, hard reality of other people’s 

experiences, desires, and needs.) To account for this, as figure 1 

 illustrates, the degree to which you are able to create an Optimal 

Outcome is determined both by your ability to imagine an Ideal 

Future and to acknowledge the reality of the situation and people 

you’re dealing with. We will explore how to distinguish fantasy from 

reality in Practices 1 and 8.

Breaking free from a conflict loop can be challenging. The hab-

its and patterns that reinforce it have a strong inward pull. In or-

der to break free, you’ll need a force from outside the loop to pull 

you out. The Optimal Outcome is that force, and in Practice 8, I’ll 

show you how to create it to pull you away from the conflict loop and 

 toward freedom.

FIGURE 1: An Optimal Outcome maximizes your imagined future and 

 reality.
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Get Started

Choose a recurring conflict that impacts your life so you can ap-

ply the practices to it throughout the book. Take a moment now to 

consider:

✹✹ Who is involved in the situation?

✹✹ What is the conflict about? In other words, what are the 

people concerned about?

✹✹ Why do you want freedom from this conflict?
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✺

Pr actice 1

Notice Your Conflict 
Habits and Patterns

In every crisis there is a message. Crises are nature’s way of 

forcing change— breaking down old structures, shaking loose 

negative habits so that something new and better can take 

their place.

— SUSAN L. TAYLOR

In the situation with my mom, each of our conflict habits formed 

a pattern of interaction that kept us stuck on the conflict loop as 

if it were a merciless merry- go- round.

Later in this chapter, I’ll tell you more about our conflict habits 

and the pattern we got stuck in, and I’ll introduce you to some of 

my clients’ and students’ conflict habits and patterns, too. For now, 

let’s look at how conflict habits form in the first place.
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Apply the Practice

NOTICE YOUR CONFLICT HABITS AND PATTERNS

Identify Your Habit

Of the four conflict habits, which is your primary one?

✹✹ Blame Others

✹✹ Shut Down

✹✹ Shame Yourself

✹✹ Relentlessly Collaborate

Identify the Pattern

Of the five most common conflict patterns, which, if any, are you 

involved in with others?

✹✹ The Blame/Shame pattern

✹✹ The Blame/Shut Down pattern

✹✹ The Relentlessly Collaborate/Shut Down pattern

✹✹ The Shut Down/Shut Down pattern

✹✹ The Blame/Blame pattern

Notice

Simply notice the habit and pattern you’ve identified. There is no 

need to change or do anything about them yet.

You can take an online assessment to identify 

your primary conflict habit at:

optimaloutcomesbook.com/assessment
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✺

Pr actice 2

Increase Clarity and Complexity: 
Map Out the Conflict

For the simplicity on this side of complexity, I wouldn’t give you 

a fig. But for the simplicity on the other side of complexity, for 

that I would give you anything I have.

— OLIVER WENDELL HOLMES, JR.

The first time I met my client Bob, I was impressed by him 

and intrigued by his leadership challenges. He was a smart, 

thoughtful guy with dirty blond hair and a warm smile. He 

was struggling to take his business to the next level. He was partic-

ularly perplexed by how to handle a tough interpersonal issue with 

someone on his team. He had come to me through a referral from 

an executive coach who had been working with him for months 

without making progress. She felt that she was in over her head, 
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Luckily, he didn’t have to, not right away, at least; that part would 

come later.

Before Bob even thought about taking action, I helped him coun-

terintuitively not do anything at all; I helped him simply observe. 

For most people, observing a situation from a bird’s- eye view itself 

is a pattern- breaking experience. As was true for Bob, many of us 

are so used to scurrying around trying to do something to make the 

conflict go away that simply observing it without immediately tak-

ing action inherently breaks the conflict pattern of the past. As the 

bestselling Jewish- Buddhist teacher Sylvia Boorstein’s humorous 

book title reminds us: “Don’t just do something, sit there.”

When we do, we usually notice that the situation is more complex 

than we originally thought.

Going from Simple to Complex

Conflicts are typically caused by multiple factors, but our tendency 

is to view the situation in much simpler terms. This inclination 

to simplify into narrow “us- versus- them” affairs stems from the 

fight- or- flight instinct, which restricts our focus in the face of 

danger. When a tiger is charging you, the tiger is all you can afford 

to pay attention to. Even if you understand that a situation is com-

plicated, your mind seeks rapid clarity so you can take quick action.

For example, when Bob first told me about the situation with 

Sally, he told me about their fight on the street corner and didn’t 

mention anyone else besides himself and Sally.

We often start by describing conflict situations this way. Turn 

back to the end of the introduction, where I asked you who was in-

volved in the conflict situation you chose. What did you write down? 

Did you write the names of only a couple of people or groups? If so, 
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that’s probably because of our tendency to boil complex situations 

down to their simplest terms.

That is why it can be so powerful to do the opposite.

When you take a step back and use a wide- angle lens, you gain a 

more complex and nuanced understanding of a situation that previ-

ously seemed black and white. This allows you to identify levers for 

change that were impossible to see before and develop approaches 

to the conflict that are different from when you were looking at the 

situation in a simpler way. One of the best ways to widen your per-

spective is to map out the conflict.

I first learned about conflict mapping from my graduate adviser, 

Dr. Peter T. Coleman, director of the Morton Deutsch International 

Center for Cooperation and Conflict Resolution at Columbia and 

founder of the Advanced Consortium on Cooperation, Conflict, and 

Complexity at Columbia University’s Earth Institute. This chapter’s 

practice draws from his research on conflict and dynamical systems.

When I helped Bob create his map, I asked him to begin by iden-

tifying as many individuals, groups, and other factors that might 

be relevant to the situation as he could and to draw circles repre-

senting them. I suggested he put people and factors on the map re-

gardless of whether they existed in the past, present, or potentially 

in the future, whether he knew the people well or not, and whether 

he was certain of the factors’ influence or not. Anything he thought 

might be a factor would be helpful to note at this stage.

I suggested he use each circle to represent one person or a pair, 

group, team, or entire organization and that he consider which cir-

cles belonged inside others. He drew a circle representing himself 

inside a larger circle called “Exec Team” and a circle representing 

Sally inside a larger circle called “Sales Team.”

Then he enclosed all four circles inside a larger circle called 

“The Organization” to show that he and Sally were each part of two 
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different teams inside one company. He drew a circle called “VC 

Investors” half inside and half outside the circle called “The Orga-

nization” to indicate that the company’s venture capital investors 

were influential inside the organization but also had responsibili-

ties outside it.

When Bob thought about the factors that influenced how he and 

Sally had been interacting, he noted their backgrounds: how they 

had each been raised and their families of origin. Bob knew about 

Sally’s family because, over the course of a decade of friendship, 

she’d told him stories about her childhood, and he’d even met her 

dad once or twice when he’d been in town visiting.

You may not know the backgrounds of the people in your own sit-

uation, and it’s not necessary that you do. But you may know more 

than you realize. It can be helpful to pause and think about what you 

do know about them. What stories have they told you about how they 

grew up? Have they told you about their parents? Siblings? Teach-

ers, mentors, or coaches who’ve had an impact on their lives?

Based on what he’d noticed, Bob drew two circles representing 

their respective backgrounds and families outside the organiza-

tion to illustrate that those factors influenced the organization but 

originally existed outside its structure. He drew lines between the 

circles to show how they were connected to one another. He added 

arrows to note the directions of influence between people and fac-

tors. He drew a double line to show a strong relationship between 

himself and Sally. He drew arrows pointing from the VC investors 

and CFO toward himself to note the pressure he felt to lower Sal-

ly’s compensation. He drew an X between himself and Sally to note 

the conflict in their relationship, and he drew a heart on the line 

connecting Sally to her family since he sensed that she had a deep 

affection for her family and how she had grown up.

Bob’s map looked like this:
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Drawing the map helped Bob gain a more complex view of the 

situation. He could now see that his conflict with Sally was not just 

about the two of them but also involved his executive team and in 

particular the CFO and VC investors, who had advised him that 

Sally’s compensation had to be renegotiated. Indirectly, it also in-

volved the sales team and everyone else at the company, since he 

knew he had an obligation to act as a strong, fair leader in the com-

pany’s best interest. It also involved Bob’s and Sally’s backgrounds, 

because their life experiences influenced how they thought about 

compensation and leadership.

Increasing your perception of complexity when things seem 

black and white is a critical step to help open up a situation that ap-

pears hopeless. It raises your awareness of new levers for change.

You can shrink back down to a simpler view of the situation later. 

But when you begin a process of reflection, complexify.

FIGURE 2: Bob’s map.
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Going from Fuzzy to Clear

Sometimes the primary benefit of mapping the conflict is that 

it broadens your perspective, as Bob’s map did. Other times, the 

benefit is the exact opposite: mapping clarifies, even crystallizes, 

your perspective. If, as you start mapping, you notice that the 

sheer number of people involved is dizzying, you may realize that 

one reason the situation has been so difficult is that it seems like a 

huge, unmanageable mess.

In this case, mapping out the conflict can help you shine a spot-

light on the most critical people, groups, and issues at play or help 

you decide to focus on only one aspect of a much larger situation. It 

enables you to make a thoughtful choice about where to direct your 

attention.

If your situation seems overwhelmingly complex, first ask 

yourself where the “hot spots” are. Who has been most directly 

involved in the conflict? Which issues have been the thorniest? 

Then ask yourself where the most leverage for change might come 

from. Who has the potential to be a voice of reason or helpful-

ness, whether by personality, training, or role? This can help you 

narrow your focus to the people who are closest to the source of 

the problem and to the people who can influence dynamics for the 

better.

If you’re dealing with a situation with more hot spots than you 

can count, ask yourself which part of the situation you want to sink 

your teeth into, based on your own interests or desire. For instance, 

if you’re dealing with a complex international conflict, you may 

need to decide whether you are going to work with governmental 

leaders, grassroots leaders, average citizens representing one, two, 

or many perspectives in the situation, or the staff of international 

peacekeeping NGOs. In a situation like this, the possibilities for 
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intervention may seem endless. Mapping can be an effective tool to 

help you focus your attention.

Finally, mapping can help you define your own role in the sit-

uation. Ask yourself, “Am I part of the conflict, or am I a neutral 

observer in someone else’s conflict?” Be aware that in a complex 

situation where this question seems even the least bit relevant, it 

is quite possible that you have (or might in the future have) both a 

direct role in the conflict and a neutral role of sorts.

For example, in family situations, many of my students have 

discovered that although they have been thinking of themselves 

as a mediator in a recurring conflict between their parents, they 

are also part of the conflict simply by virtue of being their par-

ents’ child. The reverse also happens: students who think of them-

selves as being involved in a family conflict suddenly recognize 

that they have also been playing, and can continue to play, a helpful 

mediator- type role. And still others realize they have been playing 

a mediator role in the family that is not healthy and decide that they 

would rather take a less active role in the situation.

It is important to be aware of any implications of your being 

directly involved in a conflict situation and taking a neutral role 

within it. Ask yourself, “How have I been a participant in this situ-

ation already? And how have I played a neutral role? Can I imagine 

playing one or both of these roles in the future? If so, which role(s)? 

And what might happen if I do that?” (You’ll have much more op-

portunity to think about these questions in part III of the book, but 

it can be helpful to start thinking about them now.)

When my student Emmanuel began the mapping practice, he 

was in a state best described as befuddled bewilderment. The idea 

that he would need to write down the names of dozens of people 

across three generations of his family, who were dispersed across 

the United States and Haiti, was overwhelming to him.
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When I suggested that he didn’t need to name each person in-

dividually but could draw circles showing groups of family mem-

bers, he decided to give it a try. After a few frustrating attempts, he 

finally hit on something he hadn’t noticed before: when he had the 

courage (or audacity, as he saw it) to put himself at the center of his 

map, everything else started falling into place. He drew lines rep-

resenting his relationships with his parents and his grandparents, 

as well as with each of his aunts, uncles, and first cousins.

Emmanuel also decided to put the United States and Haiti on his 

map, which helped him become aware of his inner conflict about 

his dual allegiances to his modern life in the United States and his 

spiritual life in Haiti. He was engaged to be married to an American 

woman, and he was studying and planning to become a psycholo-

gist in Boston, so he had firm commitments to stay in the United 

States. But he also had spiritual and familial ties to his traditional 

life in Haiti, where he was expected to assume his grandmother’s 

position in the community.

This is Emmanuel’s map and key:
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Notice What Your Map Tells You

Once you’ve drawn your map, it’s time to pause and observe it. As 

soon as Emmanuel looked at his finished map, he saw clarity in a 

situation that had overwhelmed him only minutes before. He knew 

that his parents understood that he was expected to succeed his 

grandmother as the next chosen spiritual leader in the lineage of 

their ancestors, according to Haitian tradition. However, his rela-

tionships with his extended family and, in particular, with several 

aunts, uncles, and cousins had become strained as a result of their 

own bids to become heir to this seat.

Though Emmanuel had accepted the notion that he would be 

first in the lineage to receive the honor, when he was honest with 

himself, he was also terrified of assuming the responsibility.

He was able to see that his ambivalence about succeeding his 

grandmother had contributed to the conflicts he was experienc-

ing with his relatives. During the years it had taken him to come 

to terms with his responsibility as an heir to his grandmother’s 

priesthood, his relatives had taken steps to assume the role them-

selves. His ambivalence due to fears of physical and spiritual safety, 

which had led him to hesitate to take action, had left an open space 

for these conflicts to arise. Noticing this produced a helpful “Aha!” 

FIGURE 3: Emmanuel’s map and key.
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Chapter Summary

✹✹ Conflicts are typically caused by multiple factors, but our ten-

dency is to view situations in much simpler terms. This may 

help us in a fight- or- flight situation, but it is not helpful when 

we seek to understand the sources of recurring conflict.

✹✹ When you take a step back and use a wide- angle lens, you gain 

a more complex and nuanced understanding of a situation 

that previously seemed black and white. This allows you to 

identify levers for change that were impossible to see before 

and develop approaches to the conflict that are different than 

if you were still looking at the situation in a simpler way.

✹✹ One of the best ways to widen your perspective is to map 

out the conflict. Once you’ve done so, pause to look at it, and 

notice what it tells you.

✹✹ Sometimes the benefit of mapping a conflict is that it broad-

ens your perspective. Other times, it is the exact opposite: 

mapping clarifies, even crystallizes, your perspective.

Apply the Practice

INCREASE CLARITY AND COMPLEXITY:  

MAP OUT THE CONFLICT

✹✹ Sketch. On a blank page, write down the names of the people 

or groups from the situation that you identified at the end 
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of the introduction. Draw circles around the names and 

lines to show how the people are connected.

✹✹ Add. Add as many people, places, events, ideas, and other 

factors to the map as you can. These can be factors from 

the past, present, and possible future that you think may 

influence or be influenced by the situation. Be sure to put 

at least one new person or aspect of the situation on your 

map that you hadn’t before considered relevant.

✹✹ Be creative. Draw or write anything on your map that will 

help you understand the situation better. Your map should 

tell the story of the situation in a different way than you 

have told it in the past.

✹✹ Observe. Look at your map. What story does it tell? Is this 

story different from your description of the conflict at the 

end of the introduction? What do you notice about the con-

flict now, that you didn’t notice before you drew your map?

You can download a worksheet to create your own conflict map at: 

optimaloutcomesbook.com/map
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✺

Pr actice 3

Put Your Emotions to Work for You

Our feelings are our most genuine paths to knowledge.

— AUDRE LORDE

In the animated film Inside Out, eleven- year old Riley Ander-

son moves to a new school and is nervous about making new 

friends. The film shows how Riley’s emotions— personified as 

the characters Joy, Anger, Fear, Sadness, and Disgust— work to-

gether to help her navigate the big transition.

The creators of the film consulted the renowned psychologist 

Dr. Paul Ekman to help choose and represent these emotions accu-

rately. Ekman’s research on emotions began in Papua New Guinea 

in the late 1960s and spanned the globe over the next five decades. 

In his groundbreaking work, he found that those five emotions— 

joy, anger, fear, sadness, and disgust— are common to all people 

regardless of national, ethnic, racial, religious, gender, age, or any 
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what messages your emotions are trying to send you. Then 

take constructive, pattern- breaking action based on the 

messages.

✹✹ If other people express emotions in a way that is challeng-

ing for you, remember that they are living their own jour-

ney. Even if they are reacting to something you said or did, 

their emotional expression is theirs, not yours.

✹✹ By making an observation and asking what is going on for 

them, you can reroute their emotional expression away 

from you and back to them, where it belongs.

Apply the Practice

PUT YOUR EMOTIONS TO WORK FOR YOU

✹✹ Pause. Acknowledge and name your emotions. You can do 

this proactively on a regular basis and also reactively when 

you feel emotions rising.

✹✹ Settle. Let your emotions settle. Get to know your emo-

tions as if they’re old friends who have come to visit you. 

What do your emotions look, sound, feel, and even smell 

like?

✹✹ Ask. What messages are your emotions trying to send you?

✹✹ Act. Based on the messages your emotions are sending 

you, what constructive action can you take that would be 
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different from what you have done before— that would 

break the conflict pattern of the past?

You can visit Dr. Paul Ekman’s Atlas of Emotions,

supported by the Dalai Lama, to learn more about 

the five emotions and the states they contain. It is 

the best representation of emotions I’ve seen:

atlasofemotions.org

You can take an online assessment to 

identify your Emotion Trap at:

optimaloutcomesbook.com/assessment
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Pr actice 4

Honor Ideal and Shadow 
Values— Yours and Theirs

Everyone carries a shadow, and the less it is embodied in the 

individual’s conscious life, the denser it is. At all counts, it forms 

an unconscious snag, thwarting our most well- meant intentions.

— CARL JUNG

Most of us understand intuitively that there’s more— much 

more— to ourselves than the image we present to the 

world. Carl Jung created an entire school of psychology 

around the notion. He defined the public version of ourselves as the 

ego and then turned his attention to the part we keep hidden, even 

from ourselves. He called this the shadow self. Conflicts between the 

two, according to Jung, are at the heart of almost every conflict that 

exists in the outer world. To heal, the shadow self must be allowed 

to come into the light of consciousness, accepted and heard instead 
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Your Turn

Identify Others’ Ideal and Shadow Values
To help you continue to make breaks in the conflict pattern in your 

situation, just as you identified your own ideal and shadow values 

earlier in this chapter, take a moment to try to identify others’ val-

ues now. This exercise offers a powerful way to develop empathy for 

others by suggesting possibilities about their perspectives and be-

havior that you haven’t yet considered.

Of course, you can’t know for certain what other people’s values 

are unless you ask them. And because they may not be consciously 

aware of all of their values, even if you do ask, they may be un-

able to talk about some of them. Also, as I noted earlier, projection 

and the fundamental attribution error can cause you to incor-

rectly identify other people’s values. That said, in my experience 

with hundreds of clients and students, I’ve found that the poten-

tial rewards of trying to identify others’ values are worth the risk, 

especially if you take measures to lower the risk by following the 

instructions.

First, reflect on anything you know about how they grew up, in-

cluding influences from their parents, extended family members, 

teachers, friends, and coaches, as well as the cultural experiences 

they may have had at school, at work, and in the communities of 

which they are or once were a part. What messages were they likely 

to receive from those people or in those places that might influence 

their behavior today? Write your answers down.

Now go back through the Values Inventory and select two to three 

values you think might be ideal for them and write those down.

Next, try to identify their shadow values. When a value is in the 

shadow, the person who holds that value is likely to vacillate be-
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ues now. This exercise offers a powerful way to develop empathy for 

others by suggesting possibilities about their perspectives and be-

havior that you haven’t yet considered.
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tween two extreme ends of behavior with respect to the shadow 

value, as was the case with me in the situation with my mom. When-

ever my mom called, either I wouldn’t answer the phone and I’d feel 

guilty, or I’d talk until whenever she was ready to end the call and 

feel resentful. Because my value of autonomy was in the shadow, I 

had no way of clearly articulating it, never mind honoring it. In-

stead, it came out in those two extreme, unhelpful ways.

If it is hard for you to identify their shadow values, you can note 

your experience of their behavior and write a shadow value that 

might be behind it. Remember, one person’s shadow value may 

be another person’s ideal value. It all depends on the messages we 

received and the ways we interpreted those messages when we were 

growing up. The values on the right- hand side of the table that fol-

lows are examples of values that might underlie the behavior that 

you are attributing to them on the left- hand side of the table (shown 

in pairs of extremes).

YOUR INTERPRETATION OF THEIR 
BEHAVIOR

THEIR POSSIBLE SHADOW 
VALUES

Greedy or overly generous Financial security

Passive-aggressive or aloof Competition

Excessively authoritative or weak Authority

Overly controlling or distant Love

Power-hungry or aloof Leadership

Status-seeking or detached Recognition

Overly driven or lazy Achievement

TABLE 1: The shadow values that may underlie others’ behavior.
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Create a Values Map
Using the lists of ideal and shadow values you’ve already created, 

write down your own ideal and shadow values in two columns and, 

underneath that, those of one other person (or one other group) in 

the situation you identified at the end of the introduction. If you’d 

like to include values for multiple people or groups, you can find 

Values Map templates accommodating various different configura-

tions of people at optimaloutcomesbook.com/valuesmaps

Now consider any values overlaps. Are the values you listed in 

any of the boxes the same as or similar to one another? If so, circle 

them and draw lines between them.

IDEAL SHADOW

ME

THEM

TABLE 2: A Values Map to help you identify values that overlap or clash 

inside yourself and between you and other people.

OptimalOutcomes_9780062893659_final_MB1206_cc19.indd   106 12/6/19   2:05 PM



13

Honor Ideal and Shadow Values— Yours and Theirs 107

Next, look for values that clash and draw lines between them 

with arrows pointing away from each other to denote the tension 

between them. Many clients draw thicker, darker arrows to repre-

sent major tensions and smaller, thinner ones for clashes with less 

tension.

Look for overlaps and tensions among all four boxes; in other 

words, among your own ideal and shadow values and between your 

own values and others’ values.

What do you notice? Are there tensions between your ideal and 

shadow values or between your own ideal values? Are there tensions 

between your own values and others’ values, either ideal or shadow? 

Are there any overlaps between your own and others’ values? If so, 

which ones?

Do any of the tensions or overlaps you’ve noticed surprise you? 

If so, how?

Honor Your Shadow Values
Once you’ve noticed the tensions between your own ideal and shadow 

values, choose to honor one shadow value of yours that seems most 

relevant to your situation. First, seek to understand why it became 

a shadow value for you. Was it implicitly impressed upon you, so 

you haven’t been fully aware of it? What messages did you receive 

at some point in life that might have led you to suppress it? You 

don’t have to spend lots of time on this. In fact, thinking too much 

might lead you down the wrong path. Simply settle yourself into a 

quiet space, read the following questions, and write down whatever 

first comes to mind.

✹✹ How or when did I first develop this value?

✹✹ How or when did I first learn this value was not okay?
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✹✹ Which of my ideal values might this shadow value be in 

tension with? Considering the both/and principle, how 

does my shadow value coexist with that ideal value? Write 

down at least three ways you currently express each value 

in thoughts, words, or actions.

✹✹ Can I acknowledge that one value does not negate the other? 

That I already express both simultaneously in my life?

✹✹ How will I honor my shadow value by thinking about, 

talking about, or acting on it constructively? What words 

or actions, if any, will I say or do?

When I answered these questions, I realized that I love the au-

tonomy that comes from being alone. I have many good memories 

of being alone as a child, sitting on a tiny rocking chair at a kid- 

sized “desk”— a shelf that my dad had mounted on the wall in the 

bedroom I shared with my brother— surrounded by tin cans filled 

with half- used crayons, semi– dried out markers, and watercol-

ors, and reams of old paper that my grandfather brought us from 

the factory he worked in. I’d sit for hours, doodling, drawing, and 

painting pictures. My parents encouraged this. They seemed to en-

joy the artwork I produced, and I enjoyed the time alone to spend 

as I wanted.

When did I learn that autonomy was not okay? Maybe it was when 

I entered kindergarten and I was expected to ride the bus to school 

and be part of a classroom community. And the cultural mes-

sages I got as I grew older— be nice, help others, take care of their 

feelings— surely pushed my value of autonomy into the shadow, if it 

wasn’t there already.

When I looked at my ideal and shadow values side by side, I saw 
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that my shadow value of autonomy seemed to be in tension with my 

ideal value of love. In the past, it had seemed to my mother, and to 

me as well, that I could not both protect my time and express love 

for her. But nothing could be further from the truth. I knew I could 

honor my need for autonomy— which had been the foundation of 

feeling like a contributing member of a loving family as a young 

child— and also show my love for my mother.

I asked myself how I already did this on a regular basis. Well, 

I worked hard and I spent time with my parents on the weekends. 

I went on solo retreats and I told my mom that I loved her. I took 

walks alone every day, and, despite her protestations, I did call 

her on occasion. I expressed autonomy and love in my life, even if 

I hadn’t previously admitted how important my boundaries were 

to me.

I decided that day, in front of my class, that I could both be loving 

toward my mom and set appropriate boundaries around my time. I 

identified specific times of the day when I would call her and times 

that I would let her know were, and weren’t, good to call me.

Honor Others’ Shadow Values
It’s time to honor a shadow value of someone else on your map. 

Which of his or her shadow values will you honor?

Consider why this value might be in the shadow for that person. 

You may have no way of knowing exactly how or when he or she first 

developed it, but even just thinking about it can raise your empathy 

for that person, so it’s still a useful exercise. And when you do know 

the other person well, you may be surprised at how easy it is for you 

to answer the following questions plausibly:

✹✹ What circumstances or messages might have led the per-

son to originally develop this value?
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✹✹ What circumstances or messages might he or she have re-

ceived suggesting that it was not okay to hold?

Thinking about my mother’s values produced a giant “Aha!” 

For my mother, I suspected that love and family closeness were ideal 

values, but I also had a hunch that certain ways of expressing love 

might be in the shadow. “Call me more often” was her way of saying 

“I love you, and I’m afraid you don’t love me.”

When I thought about the context in which my mom had grown 

up, which I had learned about from stories she’d told me over the 

years, I noticed that it had some striking similarities to The Marvel-

ous Mrs. Maisel’s New York of the 1950s, where love was present but 

not always clearly articulated. When my mom was growing up, teas-

ing or even criticizing others might have been considered a form of 

expressing love.

Realizing that we both shared love as a value but might have had 

different ways of expressing it helped me feel common cause with 

my mother again. I was able to see that her criticism, as painful as it 

was, was coming from a place of love. Surely we could work through 

this.

Finally, list constructive ways you can acknowledge the other 

person’s shadow value through thoughts, words, or actions (even if 

you do them only privately).

I wanted to find a tangible way to remember that my mom loves 

me. I benefited from a clever assist provided by one of my teach-

ing assistants, Kailen, which I never would have thought of myself. 

Kailen took my cell phone, and in place of my mother’s photo in my 

address book (which had been blank), she created a circle with the 

words “Mom Loves You” inside it. Several years later it still pops 

up on my phone whenever my mom calls, and it provides me with 
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not okay to value are different from home to home, com-

munity to community, and organization to organization.

✹✹ Values can conflict in multiple ways. The most obvious way 

is when your own ideal values seem to clash with others’. 

But your ideal values can also conflict with one another 

inside yourself. And your shadow values can seem to clash 

with your ideal values, driving your behavior without your 

conscious awareness and causing misunderstandings 

with others. This is also true when it comes to other people’s 

shadow values. Because they’re unable to admit to them, 

dealing with them head- on can be tricky.

✹✹ Simply seeking to identify and acknowledge the existence of 

your own and others’ ideal and shadow values— even when 

you don’t like or agree with those values— can help break the 

conflict pattern.

✹✹ Considering others’ shadow values can enable you to de-

velop greater empathy for them, which is likely to have a 

freeing effect on you. Thinking about others’ history will 

help you break free from the conflict loop.

Apply the Practice

HONOR IDEAL AND SHADOW VALUES

Keeping in mind the conflict situation that you wrote down at the end of 

the introduction:
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✹✹ Identify your ideal values. Using the Values Inventory in 

appendix 1, identify your own ideal values— the ones that 

you are proud to hold openly.

✹✹ Identify your shadow values. Using the Values Inventory in 

appendix 1, identify your own shadow values— the ones that 

you are not proud of.

✹✹ Estimate others’ values. Using the Values Inventory in appen-

dix 1, see if you can identify some of the ideal and shadow 

values of one other person or group on your conflict map. 

You can’t know what they are for sure, but take your best 

guess. Doing so will help increase your empathy.

✹✹ Map the values. Using the Values Map on page 106, write out 

all the values you’ve identified, and note any overlaps (sim-

ilarities) and tensions (differences) between values. Use 

circles, lines, and colors to show the overlaps and tensions 

between and among your own and others’ values.

✹✹ Honor your shadow value. Choose one of your shadow values 

that seems most relevant to your situation. Notice which 

of your ideal values it might be in tension with. Consid-

ering the both/and principle, how does your shadow value 

already coexist with that ideal value? Write down at least 

three ways in which you currently express each value 

in thoughts, words, or actions. How will you honor your 

shadow value by thinking about, talking about, or acting 

on it constructively? Write these down as a reminder of 

your commitment.
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✹✹ Own your projections. Is it possible that you’ve been project-

ing your shadow values onto others? If so, can you honor 

those values for yourself now?

✹✹ Close the gap between your ideal values and your behavior. 

Think about how well your behavior in your situation has 

reflected each of your ideal values. Is there a gap between 

any of your ideal values and your behavior in the situation 

you’ve been facing? For any gaps between an ideal value 

and your behavior, write what actions you will take to close 

the gap.

✹✹ Honor their shadow value. Choose one of the other per-

son’s shadow values that seems relevant to your situa-

tion. What might have led them to originally develop that 

value? What circumstances or messages might they have 

received suggesting that value was not okay to hold? How 

can you acknowledge their shadow value through con-

structive thoughts, words, or actions (even if you do so only 

privately)?

You can download a Values Practice Packet that will walk you 

through the work of this chapter, including a printable version 

of the Values Inventory and Values Maps for multiple people at:

optimaloutcomesbook.com/values
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Pr actice 5

Imagine Your Ideal Future

Even if it were ever possible to know the answer to the ques-

tion, “Who started this fight?” it would not solve the problem 

of needing to know, “What should we do now?”

— SYLVIA BOORSTEIN

Welcome to the section you’ve been waiting for. It’s fi-

nally time to learn how to exit the conflict loop.

Parts I and II helped you pause to understand a 

conflict situation and break the conflict pattern of the past. How-

ever, there’s so much self- reinforcement in any conflict loop that 

simply breaking the pattern doesn’t enable you to leave the loop. It’s 

easy to get sucked back in. Though you’ve done well by breaking the 

pattern, you still need something else to exit the loop.

There are two forces that will help you do this. You can be pushed 
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Apply the Practice

IMAGINE YOUR IDEAL FUTURE

✹✹ Imagine. Take a moment to imagine your Ideal Future in as 

much vivid detail as possible. Use all five of your senses— 

seeing, hearing, touching, tasting, and smelling— as well 

as your emotions to imagine the best possible future sit-

uation. Remember, right now, you don’t need to concern 

yourself with the constraints of reality— you’ll do that 

when you get to Practice 8. For now, simply imagine an 

Ideal Future based on the work you’ve done in the previous 

practices.

✹✹ Record. What is your version of Dr. Martin Luther King, Jr.’s, 

“I Have a Dream” speech? Once you’ve imagined your Ideal 

Future in detail, write, draw, collage, or audio-  or video-

record the pictures, sounds, feelings, tastes, and smells 

that you imagine will exist in your Ideal Future. This will 

help you remember what you’re shooting for, which will 

make it more likely to happen in reality.

✹✹ Prepare to communicate. Would it help to share your Ideal 

Future with anyone else? Or might telling others ironically 

make it harder for your Ideal Future to come to pass? If 

you think it makes sense to share it, whom might you tell? 

What will you tell them?

You can watch Dr. King’s “I Have a Dream” speech (and read the 

transcript) to see how he helps us imagine his Ideal Future at:
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Apply the Practice

IMAGINE YOUR IDEAL FUTURE

✹✹ Imagine. Take a moment to imagine your Ideal Future in as 
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seeing, hearing, touching, tasting, and smelling— as well 

as your emotions to imagine the best possible future sit-

uation. Remember, right now, you don’t need to concern 

yourself with the constraints of reality— you’ll do that 

when you get to Practice 8. For now, simply imagine an 

Ideal Future based on the work you’ve done in the previous 

practices.

✹✹ Record. What is your version of Dr. Martin Luther King, Jr.’s, 

“I Have a Dream” speech? Once you’ve imagined your Ideal 

Future in detail, write, draw, collage, or audio-  or video-

record the pictures, sounds, feelings, tastes, and smells 

that you imagine will exist in your Ideal Future. This will 

help you remember what you’re shooting for, which will 

make it more likely to happen in reality.

✹✹ Prepare to communicate. Would it help to share your Ideal 

Future with anyone else? Or might telling others ironically 

make it harder for your Ideal Future to come to pass? If 

you think it makes sense to share it, whom might you tell? 

What will you tell them?

You can watch Dr. King’s “I Have a Dream” speech (and read the 

transcript) to see how he helps us imagine his Ideal Future at:
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https://www.newsweek.com/mlk- jr- assassination 

- anniversary- i- have- dream- speech- full- text- video-870680

You can download a worksheet to help  

you imagine your own Ideal Future at:

optimaloutcomesbook.com/imagine
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Pr actice 6

Design a  
Pattern- Breaking Path (PBP)

The most basic way to get someone’s attention is this: Break 

a pattern.

— CHIP HEATH AND DAN HEATH

In Practice 1, we identified the conflict habits that have been in-

teracting to form a pattern that has kept you and others stuck 

in a conflict loop. In Practices 2, 3, and 4, you learned ways to 

change your perspective and your behavior to break the conflict 

pattern.

But since there’s so much self- reinforcing momentum on any 

conflict loop, making breaks in the loop isn’t sufficient to exit it. 

You’ll need a “pull” from outside and a “push” from inside the loop 

in order to free yourself from it.

In Practice 5, you created an Ideal Future prototype to provide 
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Apply the Practice

DESIGN A PATTERN- BREAKING PATH (PBP)

To design a set of action steps that will help you exit the conflict 

loop while keeping your actions simple and surprisingly different 

from what has been done in the past, ask yourself the following 

questions.

✹✹ Step One: What solo or pause practice can I begin with?

✹✹ Step Two: Who is the first person, if any, whom I will involve? 

What action can I take that will be simple and surprisingly 

different?

✹✹ Step Three: Who else, if anyone, will I involve?

✹✹ Step Four: Are there groups of people I can engage? If so, 

which groups? How can I engage with them?

✹✹ Steps Five and beyond: How will I build a path of linked ac-

tion steps from here?

You can learn more about the Beer Summit at:

https://www.nytimes.com/2009/07/31/us/politics/31obama.html

You can download a worksheet to design your own  

Pattern- Breaking Path (PBP) at: optimaloutcomesbook.com/PBP
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Pr actice 7

Test Your Path

What makes us wise? . . . We contemplate the future. . . . The 

power of prospection is what makes us wise.

— MARTIN E. P. SELIGMAN AND JOHN TIERNEY

Prevention is the best medicine.

— MORTON DEUTSCH

The more experiments you make, the better.

— RALPH WALDO EMERSON

We typically get stuck in one of two pitfalls while on a 

Pattern- Breaking Path: Either we act recklessly, fail-

ing to think about the potentially unintended con-

sequences of our actions, or we do the opposite. Anxious about the 

potential consequences of our actions, we fail to think about the 
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in the first place, and you can prepare for how to respond if 

they do occur.

✹✹ To create the outcome you intend, begin by testing small 

pattern- breaking actions in a safe environment, review 

your results, and adjust as needed.

Apply the Practice

TEST YOUR PATH

✹✹ Think ahead. What might be some unintended consequences 

of your PBP? How will you prevent and prepare for those?

✹✹ Experiment. What mini- experiments will you conduct? Who 

will be part of your laboratory?

✹✹ Review. Note the results of your mini- experiments. Did they 

go the way you intended? What did you learn? How will the 

results of your experiments influence the actions you take 

when the stakes are higher?

You can download a worksheet to help you think 

ahead and conduct mini- experiments at:

optimaloutcomesbook.com/testyourpath
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✺

Pr actice 8

Choose an Optimal Outcome

Dreams and reality are opposites. Action synthesizes them.

— ASSATA SHAKUR

You may be excited to pursue your Ideal Future and Pattern- 

Breaking Path, but if you’re like many people, you may still 

feel hesitant. Making a change in your behavior, which 

your PBP will naturally require you to do, can seem daunting, even 

scary. When Bob was getting ready to ask Sally to meet, he almost 

decided not to go through with it, worried that meeting would just 

make things worse.

The thoughts running through his head, which may also be run-

ning through yours, were “This is so different from anything I’ve 

ever done before. This is crazy! What if it doesn’t work? Should I 

really go through with it?”
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plan and problem solve as they needed to, which led to worse out-

comes for their company and clients. It was also awkward to pass 

her in the hallway without saying hello.

The benefits to Bob of Staying in Conflict were minimal, though 

he had to admit that there was something strangely comforting 

about it: if he didn’t talk to Sally, there was no risk of upsetting her 

more, and he wouldn’t have to try out new ways of interacting. He 

could be the same old Bob he had always been. Staying in Conflict 

brought a certain sense of comfort and relief.

Assess the Feasibility, as Well as the Costs and Benefits,  
of Walk- Away Alternatives
Identify any Walk- Away Alternatives you might have. Are they fea-

sible or not?

If they’re feasible, what costs might you pay if you pursued them? 

What might be the benefits?

Bob fantasized about firing Sally. He knew it was logistically 

possible, but he anticipated having to pay major costs if he did so. 

He feared that firing Sally would cost him their friendship, Sally’s 

client relationships, and the institutional knowledge and expertise 

that she brought to her role.

The benefits of firing Sally would include paying a lower salary 

to her replacement and not having to deal with Sally’s money issues 

and reactive temperament anymore.

Compare the Costs and Benefits
Once you have assessed the costs and benefits of any Walk- Away 

Alternatives, your Ideal Future, and Staying in Conflict, compare 

them with one another.

Here is an overview of Bob’s comparison:
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When you do your Reckoning, your Ideal Future may turn out to 

be your Optimal Outcome— the viable option with the lowest costs 

and greatest benefits— as Bob’s did.

Bob saw that his hesitation was not due to a costly or unfeasi-

ble Ideal Future or PBP. His Walk- Away Alternative wasn’t worth 

pursuing; it was way more costly than his Ideal Future. His hesi-

tation was due to the fear that naturally arose as he anticipated the 

changes he would have to make to his own behavior in order to pur-

sue his Ideal Future.

IDEAL FUTURE: 
REBUILD 
RELATIONSHIP 
AND  OFFER 
NEW PACKAGE

STAYING IN 
CONFLICT:  
DO NOTHING

WALK-AWAY 
ALTERNATIVE: 
FIRE SALLY

ANTICIPATED 
COSTS

✹✹ Need to try 
new behaviors

✹✹ Feels scary—
what if I can’t 
do it?

✹✹  Deteriorating 
relationship

✹✹ Still paying 
Sally too 
much

✹✹ Worse 
outcomes for 
company and 
clients

✹✹ Silence is 
awkward

✹✹ Long 
friendship 
gone

✹✹ Client 
relationships 
gone

✹✹ Company/
client 
knowledge 
gone

✹✹ Expertise 
gone

ANTICIPATED 
BENEFITS

✹✹ Pay less

✹✹ Retain Sally’s 
expertise 
and company 
and client 
knowledge

✹✹ Potential for 
increased 
mutual  
understanding 
and trust

✹✹  Comfort and 
relief from 
not having to 
stretch myself 
as a leader

✹✹ Won’t 
retrigger 
Sally’s 
animosity

✹✹ Hire someone 
for less

✹✹ Don’t have 
to deal with 
Sally’s money 
issues and 
reactive 
temperament 
anymore

TABLE 3: Bob’s Reckoning.
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When you do your Reckoning, your Ideal Future may turn out to 

be your Optimal Outcome— the viable option with the lowest costs 

and greatest benefits— as Bob’s did.

Bob saw that his hesitation was not due to a costly or unfeasi-

ble Ideal Future or PBP. His Walk- Away Alternative wasn’t worth 

pursuing; it was way more costly than his Ideal Future. His hesi-

tation was due to the fear that naturally arose as he anticipated the 

changes he would have to make to his own behavior in order to pur-

sue his Ideal Future.
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ANTICIPATED 
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✹✹ Pay less
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and company 
and client 
knowledge

✹✹ Potential for 
increased 
mutual  
understanding 
and trust

✹✹  Comfort and 
relief from 
not having to 
stretch myself 
as a leader

✹✹ Won’t 
retrigger 
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animosity

✹✹ Hire someone 
for less

✹✹ Don’t have 
to deal with 
Sally’s money 
issues and 
reactive 
temperament 
anymore

TABLE 3: Bob’s Reckoning.
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In contrast, your Walk- Away Alternative may be less costly than 

your Ideal Future, as Roxanne found when she wrote out her 

Reckoning:

Seeing this in black and white was compelling for Roxanne. She 

saw that her Walk- Away Alternative had lower costs and greater 

benefits than both her Ideal Future and Staying in Conflict. It was 

IDEAL FUTURE: 
COLLABORATE

STAYING IN 
CONFLICT:  
DO NOTHING

WALK-AWAY 
ALTERNATIVE: 
FIND NEW JOB

ANTICIPATED 
COSTS

✹✹ Keep getting 
disappointed 
and frustrated

✹✹ Waste time 
and effort 
trying to work 
together with 
poor results

✹✹ Continue to 
suffer financial 
losses when 
efforts to 
collaborate 
don’t work

✹✹ Have to deal 
with angry, 
disillusioned 
employees 
because we 
can’t solve our 
differences

✹✹  Continue to 
suffer financial 
losses due to 
our inability to 
work together

✹✹ Daily 
frustrations 
and anger

✹✹ Have to deal 
with angry, 
disillusioned 
employees 
because we 
can’t solve our 
differences

✹✹  Moving costs, 
including the 
need to find 
new home, 
doctors, 
friends for self 
and kids

✹✹ Need to climb 
the corporate 
ladder again

ANTICIPATED 
BENEFITS

✹✹ Maybe this 
time will be 
different and 
we will figure 
out how to 
collaborate

✹✹ Don’t need to 
change; can 
go with the 
flow

✹✹  Get to learn 
new things

✹✹ Make a real 
impact

✹✹ Experience 
excitement 
and joy again 
at work

TABLE 4: Roxanne’s Reckoning.
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In contrast, your Walk- Away Alternative may be less costly than 

your Ideal Future, as Roxanne found when she wrote out her 

Reckoning:

Seeing this in black and white was compelling for Roxanne. She 

saw that her Walk- Away Alternative had lower costs and greater 

benefits than both her Ideal Future and Staying in Conflict. It was 

IDEAL FUTURE: 
COLLABORATE

STAYING IN 
CONFLICT:  
DO NOTHING

WALK-AWAY 
ALTERNATIVE: 
FIND NEW JOB

ANTICIPATED 
COSTS

✹✹ Keep getting 
disappointed 
and frustrated

✹✹ Waste time 
and effort 
trying to work 
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poor results
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efforts to 
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don’t work

✹✹ Have to deal 
with angry, 
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because we 
can’t solve our 
differences

✹✹  Continue to 
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losses due to 
our inability to 
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✹✹ Have to deal 
with angry, 
disillusioned 
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because we 
can’t solve our 
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✹✹  Moving costs, 
including the 
need to find 
new home, 
doctors, 
friends for self 
and kids

✹✹ Need to climb 
the corporate 
ladder again

ANTICIPATED 
BENEFITS

✹✹ Maybe this 
time will be 
different and 
we will figure 
out how to 
collaborate

✹✹ Don’t need to 
change; can 
go with the 
flow

✹✹  Get to learn 
new things

✹✹ Make a real 
impact

✹✹ Experience 
excitement 
and joy again 
at work

TABLE 4: Roxanne’s Reckoning.
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clear that her Walk- Away Alternative wasn’t such a fantasy after all; 

it was her Optimal Outcome. But like Bob, she was apprehensive of 

change.

Identify Your Optimal Outcome

To identify your Optimal Outcome, assess the feasibility of your 

Ideal Future, Staying in Conflict, and any Walk- Away Alternatives. 

Compare the costs and benefits of all the feasible options with one 

another. The feasible option with the lowest costs and greatest ben-

efits is your Optimal Outcome.

It is important to note that choosing to pursue an Optimal Out-

come does not necessarily preclude you from exploring other op-

tions later. But if you want to free yourself from conflict, you do 

need to choose one option to begin with.

The following distinctions can help you identify your Optimal 

Outcome if you haven’t done so already.

If your Ideal Future is your lowest- cost option,  
call it your Optimal Outcome.
If, like Bob, your Ideal Future emerges as the lowest- cost, highest- 

benefit option, choose it and refer to it by its proper name: your Op-

timal Outcome.

If an unfeasible Walk- Away Alternative has been distracting 
you from your Ideal Future, let the unfeasible fantasy go.
It is important to come face- to- face with any Walk- Away Alterna-

tives that are simply not feasible, that don’t match up with reality. 

This may not be easy to do, but it is necessary. Clinging to a fantasy 
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Apply the Practice

CHOOSE AN OPTIMAL OUTCOME

✹✹ Identify any hesitation. What sources of hesitation are at 

play for you, if any?

✹✹ Reckon with the options. What are the feasibility, costs, and 

benefits of your Ideal Future, Staying in Conflict, and any 

Walk- Away Alternatives?

✹✹ Identify your Optimal Outcome. Which of the feasible options 

(Ideal Future, Staying in Conflict, and any Walk- Away Al-

ternatives) has the greatest benefits and lowest costs for 

you? This is your Optimal Outcome. Design a Pattern- 

Breaking Path to pursue it.

✹✹ Be courageous. What is one courageous action you can take 

to follow your Pattern- Breaking Path toward an Optimal 

Outcome?

✹✹ Learn. If this helps you exit the conflict loop, congratula-

tions. If it doesn’t, pause and design and test another path 

until you free yourself from the loop.

You can download a Reckoning Template at:

optimaloutcomesbook.com/reckoning

OptimalOutcomes_9780062893659_final_MB1206_cc19.indd   193 12/6/19   2:05 PM



24

Op tim a l Ou tcomes194

How to Achieve an Optimal Outcome

PART I UNDERSTANDING THE CONFLICT LOOP

Practice 1 Notice Your Conflict Habits and Patterns

PART II BREAKING THE CONFLICT PATTERN

Practice 2
Increase Clarity and Complexity:  
Map Out the Conflict

Practice 3 Put Your Emotions to Work for You

Practice 4
Honor Ideal and Shadow Values— 
Yours and Theirs

PART III FREEING YOURSELF FROM THE LOOP

Practice 5 Imagine Your Ideal Future

Practice 6 Design a Pattern- Breaking Path (PBP)

Practice 7 Test Your Path

Practice 8 Choose an Optimal Outcome
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Appendix 1: Values Inventory

This Values Inventory is adapted from Stewart D. Fried-

man’s Total Leadership: Be a Better Leader, Have a Richer Life 

and Robert J. Lee and Sara N. King’s Discovering the Leader 

in You: A Guide to Realizing Your Personal Leadership Potential. I have 

edited and added to it over the years, based on student and client 

feedback, to help it speak to as diverse an audience as possible. 

It is by no means exhaustive; please add your own values as you 

see fit. Interested readers can find a printable version of this Values 

Inventory at optimaloutcomesbook.com/valuesinventory

Values Inventory

Achievement: a sense of accomplishment or mastery

Advancement: growth, seniority, and promotion resulting from 

work well done
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Adventure: new and challenging opportunities, excitement, risk

Aesthetics: appreciation of beauty in things, ideas, and surroundings

Affiliation: interaction with other people, recognition as a mem-

ber of a group, belonging

Affluence: high income, financial success, prosperity

Authority: position and power to control events and other people’s 

activities

Autonomy: ability to act independently with few constraints; self- 

reliance

Challenge: continually facing complex and demanding tasks and 

problems

Change and variation: absence of routine; unpredictability

Collaboration: close, cooperative working relationships with groups

Community: serving and supporting a purpose that supersedes 

personal desires

Competency: demonstrating high proficiency and knowledge

Competition: rivalry with winning as the goal

Courage: taking action in the face of fear

Creativity: discovering, developing, or designing new ideas or 

things; demonstrating imagination

Curiosity: a desire to learn or know things

Diverse perspectives: ideas and opinions that open up new path-

ways and illuminate new opportunities

Duty: respect for authority, rules, and regulations

Economic security: steady and secure employment, adequate re-

ward, low risk, ability to afford basic needs
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Enjoyment: fun, joy, and laughter

Family: spending time with partner, children, parents, extended 

family

Friendship: close personal relationships with others

Health: physical and mental well- being, vitality

Helping others: helping people attain their goals; providing care 

and support

Humor: the ability to laugh at yourself and at life

Influence: having an impact on the attitudes or opinions of others

Inner harmony: happiness, contentment, being at peace with your-

self

Justice: fairness, doing the right thing

Knowledge: the pursuit of understanding, skill, and expertise; 

continual learning

Location: choice of a place to live that is conducive to a desired life-

style

Love: involvement in close, affectionate relationships; intimacy

Loyalty: faithfulness; dedication to individuals, traditions, or 

organizations

Order: stability, routine, predictability, clear lines of authority, 

standardization

Personal development: dedication to maximizing potential

Physical fitness: maintaining health through physical activity and 

nutrition

Recognition: positive feedback and public credit for work well done; 

respect and admiration
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Responsibility: dependability, accountability for results

Safety: physical, mental, or emotional freedom from harm or danger

Self- respect: pride, self- esteem, sense of knowing oneself

Spirituality: strong spiritual or religious beliefs, moral fulfillment

Status: being respected for a job or an association with a presti-

gious group or organization

Trustworthiness: being known as reliable and sincere

Wisdom: sound judgment based on knowledge, experience, and 

understanding
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Appendix 2:  
How to Apply the Practices  

to Teams and Organizations

I’ve spent the past twenty years consulting with leaders and 

teams in organizations, including Fortune 500 companies, 

growing start- ups, universities, international nonprofits, and 

governmental agencies, helping them achieve Optimal Outcomes. 

As an organizational psychologist, I know that it is possible, and 

necessary, to work at multiple levels simultaneously— with individ-

uals, their teams, and the whole organization— to help people break 

free from existing conflict patterns and achieve individual, team, 

and organizational Optimal Outcomes. I’ve written a short bonus 

chapter showing how to use the practices to create Optimal Out-

comes for your team and organization.

You can download this chapter at optimaloutcomesbook.com 

/teams

OptimalOutcomes_9780062893659_final_MB1206_cc19.indd   199 12/6/19   2:05 PM


