


Why We Need to Change the Way We Lead 

I grew up in Germany, a country that was divided by a physical 
barrier. Yet, more than 30 years after the fall of the Wall, I live in 
the United States, so I am again in a country that is divided. Yet 
looking beyond the United States, other countries and the world 
in general are divided too. 

What divides us today is not a wall made of bricks, but one made 
of emotions. Fear, resentment, anger and distrust divide us from 
others and keep us from collaborating with each other. Yet 
challenges that threaten our future and the future of our children, 
such as climate change, pandemics, economic, social, racial and 
health inequalities, mass migration and others require us to 
overcome the division so we can work together. 

That is why we need to change the way we lead. That means 
changing our leadership behaviors. Yet changing our behaviors is 
often not so easy because of intangible barriers—our emotions. 
Research in emotional psychology suggests there is no action you 
take that is not affected by your emotions. Emotions drive 
behavior. 

The good news is that emotions can be learned, meaning you can 
become aware of and shift your emotions and, with that, your 
leadership behavior. Yes, that’s right—you can learn to change 
your emotions. The question is, which emotions are the most 
important to learn, and how can you learn them?  

The following introduction provides an overview of the seven 
essential emotions that drive the leadership behaviors that will 
enable you to create positive change.  



 “I have often said that effective servant leadership is an inside 
job—a question of the heart. Reiner Lomb’s book ASPIRE, and 
the leadership model it is named for, addresses this question 
beautifully. Read this book and discover, analyze and apply 
Lomb’s seven essential leadership behaviors and emotions for 
creating positive change. When you do, it will unleash your 
servant’s heart and inspire you to lead at a higher level.” 

Ken Blanchard – Coauthor of The New One Minute 
Manager® and Simple Truths of Leadership: 52 Ways to Be 
a Servant Leader and Build Trust 

To order copies of ASPIRE go to: 
reinerlomb.com/books

To ask about Reiner's availability for speaking, 
coaching or workshops go to:

reinerlomb.com/contact

http://reinerlomb.com/books
http://reinerlomb.com/contact
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 “Over the years, I have become a strong believer in the fact that the 
external world can be changed by altering our internal world.”  

~ Robert E. Quinn 

 

 

INTRODUCTION: 
The ASPIRE Leadership Model      

 
 

he essence of leadership is creating a vision of an aspirational 
new future and then influencing people to change their 

behavior to make that vision a reality.  

Your inspiration to create aspirational change may come from 
your dissatisfaction with the status quo, joyful anticipation of an 
aspirational new future or a new insight. In the example of the 
peaceful revolution in East Germany, all three factors were at play. 
The East Germans who went to the streets were dissatisfied with 
the lack of democracy and freedom; they were looking forward to 
traveling freely, and their new insight was that through the rise of 
Gorbachev as the new Soviet leader, change was possible.  

T 
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This created an emotional shift from hopelessness to optimism 
and to inspiration, which mobilized millions of East Germans to 
act, despite fear of police violence. It was that emotional shift that 
changed their behavior from inaction to action that created the 
freedom they aspired to.  

As a leader, you can create such an emotional shift in yourself to 
drive the right leadership behavior so that you can influence others 
to change their behavior to make your vision a reality.  

Let’s look in more detail at how emotions affect leadership 
behavior.  

How Emotions Affect Behavior  

While there is no consensus on a single definition of emotions, 
there is consensus that they affect our behavior. For practical 
reasons, I suggest the definition offered by Dan Newby and Lucy 
Nuñez in their primer in emotional literacy that says an emotion 
is that which puts us in motion.  

This means emotions are an energy that drives our behavior or, in 
the context of this book, our leadership behavior. 

Many people still hold the long-standing belief that emotions are 
automatic, universal and hardwired in different regions of our 
brain, and therefore they are just happening to us. Psychologist 
and neuroscientist Lisa Feldman Barrett overturns this belief based 
on her groundbreaking research on emotions.  
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Her findings show that our brain constructs emotions by 
continually predicting and simulating all the sensory information 
from inside and outside our bodies, so it understands what this 
information means and what to do about it. That means that we 
are responsible for our emotions and moods, and we can learn to 
become aware of our emotional state. If we find that it’s not useful 
for our desired leadership behavior, we can then shift it to the 
emotional state that drives our desired behavior.   

Shifting to the desired emotion does not mean avoiding certain 
other emotions. Each emotion has its purpose. For example, 
feeling fear may notify us about a potential danger as a 
predisposition to taking an action that protects us, such as running 
away or defending ourselves. Feeling grief may predispose us to a 
search for meaning when we have lost someone or something.  

The challenge is when an emotion is not fulfilling its purpose, 
such as feeling fear when there is no real danger, which keeps us 
from taking action toward an important goal or taking the wrong 
action. Shifting to an emotion that supports a desired leadership 
behavior requires becoming aware of what we’re feeling and 
assessing whether that emotion is helpful in this moment and if 
not, to shift to the emotion that is helpful.  

You are always in an emotional state, whether you are aware of it 
or not, and it is usually a mixture of different emotions. It’s this 
mixture that drives your behavior, and it may or may not support 
the leadership behavior you need at that moment to achieve your 
goal.  
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To create an inspiring vision, mobilize your team or coordinate 
effective actions, you need the kind of positive emotions that help 
motivate these outcomes. That’s why becoming aware of your 
emotions and learning to shift to the emotions that support your 
desired leadership behavior is such a critical leadership skill.  

While in everyday language we often use the terms “emotions” 
and “moods” interchangeably, psychologists actually make a 
distinction. An emotion is more intense and short-lived, such as 
when we are angry because someone cut us off in traffic. A mood 
is an emotional state that is usually milder but longer-lasting, such 
as an ongoing anxiety we may feel during an extended crisis like a 
pandemic.  

A useful model to create emotional awareness and mastery in the 
context of behavior is to think of emotions as drivers of or barriers 
to the desired leadership behavior. This means that the ability to 
understand your own emotional barriers and drivers and those of 
the other person is essential for changing your own behavior and 
influencing a change in the behavior of others.  

The effect of emotions on behaviors is at the core of the ASPIRE 
Leadership Model. The model consists of seven essential 
leadership behaviors for creating aspirational change and the seven 
emotions that drive those behaviors. Learning the seven essential 
emotions and how to shift to the ones you need will drive the 
leadership behaviors that help you create the change you aspire to, 
no matter where you are.  
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Here is a brief overview of each of the seven leadership behaviors 
and associated emotions of the ASPIRE Leadership Model that 
will be covered in detail in Chapters 1–7.  

Seven Essential Leadership Behaviors and 
Emotions  

Chapter 1: Empathy – The Gate to Caring  

The first leadership behavior is caring. The leader who doesn’t 
appear to care about the people she is leading is not trusted by 
them, and if a leader is not trusted, people don’t follow her. That 
is why it is not a surprise that caring leaders and their organizations 
have greater engagement of their employees, perform better than 
their competitors and attract more talent than those that don’t 
have a caring culture. In a caring culture, people show a genuine 
concern for and interest in the well-being of others, and leaders 
play an essential role modeling those behaviors. Unfortunately, I 
have seen many cases where people in a leadership role don’t show 
care about the needs of their stakeholders. But a person can learn 
to care.  

Caring about another person can be aroused by feeling emotional 
empathy for that person or group of people. Emotional empathy is 
an emotional resonance with what another person feels. When a 
friend is grieving the loss of her mother and you feel sadness about 
your friend’s loss—or may even be grieving the loss of your 
friend’s mom yourself—that sadness or grief makes you care about 
your friend and her suffering. Caring and its emotional driver, 
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emotional empathy, are so fundamental to leadership that they 
provide the foundation for all other leadership competencies of 
the ASPIRE Leadership Model. 

Chapter 2: Compassion – The Commitment to Serving 

The second leadership behavior is serving. It builds on caring 
about someone’s needs, but in addition, we act on our caring. In 
the example of the friend who is grieving the loss of her mother, 
going from caring to serving means taking action to support her 
in some way.  

Great leaders are committed to serve. The question is, what 
emotion does one need to feel that drives that commitment? 
Compassion is the emotion that drives one to commit to serving 
the needs of another person or group of people. In the case of the 
friend who just lost her mother, while emotional empathy makes 
one feel the friend’s emotion and that makes one care, it is 
compassion that commits one to act. Examples of this include 
staying with the grieving friend and looking for ways to ease her 
suffering, such as comforting her in her pain and taking care of 
responsibilities she is not able to do herself, such as preparing 
meals.  

Chapter 3: Interest – The Drive to Understanding 

Trying to understand before we act is important advice for 
anyone, but it’s absolutely critical for a leader because of the 
impact a leader’s decisions have on a team, organization or society. 
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It is also essential for a leader to truly develop an understanding 
of their stakeholders’ needs, circumstances and what would meet 
their needs. Such understanding enables a leader to influence her 
stakeholders positively, not to manipulate, but to serve their 
needs. For example, a leader who understands the career 
aspirations of a team member is able to support him more 
effectively in his career development, which will inspire the team 
member to give his best.   

Interest is the key to gaining this understanding. It is the emotion 
that can be described as a state in which you are pulled to explore 
and to immerse yourself in what you are discovering. Interest in 
understanding another person builds on empathy and 
compassion. This motivates you to seek out opportunities to put 
yourself into the other person’s shoes and be motivated and 
committed to serve her needs. 

Chapter 4: Optimism – The Lens for Visioning  

The fourth essential behavior of a leader, after caring, serving and 
understanding, is the ability to envision an aspirational new future 
for her stakeholders. When an organization has a vision that meets 
its employees’ highest aspirations, it provides a common purpose 
that pulls everybody forward. A similar pull could be observed 
with the East Germans who were drawn to demonstrate in the 
streets for their freedom and democracy. That vision generated a 
deep and sustained commitment to act, as demonstrated by the 
people in Leipzig who showed up Monday after Monday to make 
their feelings and aspirations known.  
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Yet many leaders struggle to create a truly inspiring vision. They 
are often held back by the day-to-day challenges or past failures 
that put them in an emotional state that blocks them from 
thinking about the future. Creating a positive vision requires 
leaders to be in an emotional state of optimism. Optimism allows 
them to focus on the future.  

We can find plenty of examples in history where even though 
change seemed to be impossible at the time, leaders emerged who 
were able to express an aspirational vision of the future. Their 
optimism enabled them to have that vision. Examples include the 
Civil Rights Movement led by Martin Luther King Jr. that 
achieved the Voting Rights Act in the U.S. and South Africa’s 
Anti-Apartheid Movement led by Nelson Mandela in the 1980s, 
which led to a democratic society in which citizens of all races are 
allowed to vote.  

Chapter 4 will show you how to develop optimism and apply it to 
your own day-to-day leadership challenges. 

Chapter 5: Inspiration – The Energy for Mobilizing 

The previous section emphasized the importance for a leader of 
envisioning an aspirational new future. Making that vision a 
reality requires action. Without it, it is merely daydreaming. 
That’s why mobilizing stakeholders to act toward the vision is 
critical. Mobilizing is the fifth of the seven essential leadership 
behaviors.  
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In the same way that emotions fuel the previous four leadership 
behaviors, inspiration is the emotion that mobilizes people to act. 
For some, inspiring others comes naturally. However, for many it 
is challenging. Having a vision that aligns with people’s aspirations 
provides the foundation for inspiring people. Yet, there are also 
leadership behaviors that can be a barrier to inspiration, such as 
lack of caring, while others can be inspiring, such as connecting 
the vision to people’s aspirations.  

Chapter 5 will provide more insights into behaviors that are 
barriers to inspiration and those that help to inspire.  

Chapter 6: Trust – The Fuel for Collaborating 

Once a leader has mobilized the right people to support the vision, 
the sixth essential leadership behavior is to coordinate effective 
actions. This can be done by setting measurable goals, creating 
action plans and assigning roles and responsibilities for executing 
plans. This is as true for executing toward a vision of societal 
change, like freedom and democracy, as it is for an organizational 
change, like creating a new business. In the example of the East 
German revolution, after people were mobilized, it was time to 
coordinate actions, which required effective collaboration among 
them. 

Trust is the emotion that fuels collaboration among people. When 
you trust, you make yourself or something you value vulnerable to 
another person’s actions. It is one of the more complex emotions.  
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Chapter 6 will explore the different dimensions of trust and how 
they can be developed.  

Chapter 7: Positivity – Being Resilient 

The seventh leadership behavior is being resilient. It deals with 
overcoming adversities and recovering from setbacks. Adversities 
and setbacks are a normal part of life. They can be external, such 
as a sudden pandemic which affects your business negatively. Or 
adversities can happen internally, such as when conflicts arise 
about a new direction management wants to take.  

In these situations, a leader must be resilient herself, but also help 
others to be resilient.  

Research shows that resilience is fueled by staying positive in the 
face of obstacles. Unlike the previous six emotions, positivity 
consists of multiple emotions, such as joy, awe, gratitude, serenity, 
interest and hope, to name a few. A negative emotional reaction 
to a setback is normal; however, spiraling into negativity will drain 
everybody’s energy. When expressed or felt too frequently, 
negativity becomes toxic. Cultivating positive emotions in oneself 
will make the leader more resilient, and cultivating them in the 
team or organization will make others more resilient too.  

Chapter 7 will explore positive emotions and how to cultivate 
them. 
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Summary 

Note that the seven leadership behaviors and their emotions that 
make up the ASPIRE Leadership Model are built from the bottom 
up. The first three leadership behaviors and their emotional 
drivers—empathy and caring, compassion and serving and 
interest and understanding–are focused on meeting the needs of 
the stakeholders. 

The second three leadership behaviors and their emotional 
drivers–optimism and visioning, inspiration and mobilizing and 
trust and collaborating–all deal with the need to make change 
happen. They are action-oriented. The seventh competency, 
being resilient, deals with overcoming obstacles and staying 
positive, which is what supports resilience.  

Before exploring the seven essential emotions for leading positive, 
aspirational change in more detail, let me briefly explain why I’m 
focusing on these seven particular emotions.  

A New, Simplified Language of Emotions 

In their book, The Unopened Gift, A Primer in Emotional Literacy, 
Dan Newby and Lucy Nuñez describe more than 250 different 
emotions, and researchers are still discovering new ones. Since 
such a large number exists, together with the fact that a person can 
experience a mixture of emotions at any given time, learning about 
emotions can seem overwhelming. You may not even know where 
to begin.  



REINER LOMB • 25 
 

That’s why I am focusing on the seven most essential emotions for 
leading change. It’s similar to learning a new language. When you 
begin, your teacher will initially focus on the most important 
words and sentence constructs that will help you communicate 
with another person. Learning this new language of emotions in 
an easy and accessible way will, if practiced, make you a more 
effective leader and create a positive change in all parts of your 
life.  

I have practiced and taught the seven essential emotions for 
leading change for many years, but as with learning a language, I 
benefit from continuing the learning throughout my life. I deeply 
appreciate the profound change I have seen these suggested 
incremental steps create for myself and others in our effectiveness 
to lead the change people aspire to in our professional, public and 
personal lives.  

Who Is This For? 

The ASPIRE Leadership Model is for anyone who aspires to create 
positive, aspirational change. This includes:  

• Formal leaders: people who are in an organization and in 
a formal leadership role, such as project, program, team, 
department and organizational leaders, from first-line 
manager all the way to C-level and board-level executives. 

• Informal leaders: people without an official leadership 
title but who want to create change and therefore must 
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learn to influence without formal power. In organizations, 
these are the intrapreneurs. In society, these are the 
community organizers and activists.  

• Entrepreneurs: people who are undertaking the risk of 
starting a new business venture. 

• Elected leaders: people at all levels of society who are 
elected or aspire to be elected to serve.   

• Those who develop leaders: executive coaches, 
leadership development professionals and people 
managers. 

• Anyone who wants to create positive, aspirational 
change for self and by expanding his or her circle of 
influence for others.    

On Your Way to Leading Change  

The idea for this book came on the heels of my previous book, 
The Boomerang Approach, which was written to help readers find 
a role that is aligned with their passions, strengths and needs in 
the world they care most about. What my readers and coaching 
clients asked next was, “Now that I’m in my new role, what are 
the most essential leadership competencies to create the change I 
aspire to, and how can I learn them without spending too much 
time?” This book is an answer to that question.  
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However, to embark on the learning journey to the seven essential 
emotions for leading change, you don’t have to read The 
Boomerang Approach. By discovering and practicing these 
emotions in Chapters 1–7, you are on your way to developing the 
leadership behaviors you need to create change.  

I recommend that you read the next seven chapters in sequence 
because the competencies covered in each chapter build on each 
other. Let me point out that learning these emotions and 
behaviors is not an all-or-nothing approach. I have already seen 
great improvements in leaders’ effectiveness after they began to 
practice only one or a few of these new competencies. At the end 
of each chapter, you have the opportunity to self-assess your level 
of competence. This will allow you to determine where you may 
have the greatest need or opportunity for development. Each 
chapter offers best practices to help you with that development.  

Now that you have been introduced to the ASPIRE Leadership 
Model, let’s get started learning more about each of the 
competencies represented in the model and how you can develop 
them.  

To order copies of ASPIRE go to: 
reinerlomb.com/books

To ask about Reiner's availability for speaking, 
coaching or workshops go to:

reinerlomb.com/contact

http://reinerlomb.com/books
http://reinerlomb.com/contact
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