
Primal Leadership

Self Management
 Flexibility: Willing to adapt to changing situations and environments.

 Achievement: A drive to improve oneself to meet personal 
standards for excellence.

 Initiative: A readiness to act and seize opportunities. 

 Self-Control: Keeping disruptive emotions and impulses under 
control.

 Transparency: Displaying honesty and integrity; authenticity.

 Hopefulness: Intent on seeing the “upside” of events.

Relationship Management

 Authenticity: Acting from a true sense of self.

 Empathy: Awareness of and concern for the feelings and 
perspectives of others.

 Relationship Cultivation: Investing time, energy, and resources 
towards establishing mutual trust and respect.

 Growth Mindset: Initiating opportunities for members to grow and 
strengthening them through encouragement and cooperation.

 Inspiration: Guiding groups towards a compelling and sometimes 
challenging vision.

Organizational Awareness: Reading current events, moods, and 
politics.

BBC Case Study
At the BBC a management decision was made to close a news division. The 
division had been set up as an experiment, and while its 200 or so journalists 
and editors felt they had given their best, management had decided the 
division would have to close.

It was decided that one executive would meet with the 200+ staff members 
to deliver the decision of the management team. He began his talk with a 
retelling of his recent “wonderful trip” to the French Riviera and continued 
with a glowing account of how rival operations were doing. For the journalists 
and editors present the news itself was bad enough; the delivery made 
things even worse. The anger of the staff was no longer confined to the 
decision of management but now extended to the bearer of the news. The 
atmosphere became so threatening that the executive nearly had to call 
security to help him leave the room safely. 

———————————
The Emotional Brain

The Open Loop ______.

Syncing ____________.

Influence ___________.



Primal Leadership
Visionary
• Moves people towards shared goals.
• Strongly impacts the group’s climate.
• Appropriate when clear direction or change 

is needed.

By continually reminding people of the larger purpose 
of their work the visionary leader lends great meaning 
to otherwise mundane tasks. Workers understand the 
shared objectives as being in sync with their own best 
interests. The result is inspired work… Empathy 
matters most in visionary leadership. The ability to 
sense how others feel and to understand their 
perspectives enables the leader to articulate an 
inspirational vision. A leader who misreads people 
simply cannot inspire them.

Coaching
• Connects what a person wants with the 

organization’s bigger goals.
• Highly positive impact upon group climate.
• Appropriate when seeking to help an 

employee improve long term performance.
A coaching-style leader helps individuals identify their 
unique strengths and weaknesses; tying those to 
personal goals. They help workers conceptualize a 
personal plan for long-term growth. The positive 
impact of this method stems from the leader’s 
authenticity and good rapport with those they 
coach. The underlying message is “I’m investing in 
you because I believe in you; so I expect your best 
effort.

Affiliative
• Creates harmony by connecting people to 

each other.
• Positive impact upon group climate.
• Appropriate when healing rifts.

Affiliative leaders truly value people and their feelings 
- putting less emphasis on the tasks and more on the 
emotional needs of team members. While not 
having the greatest direct impact upon immediate 
performance, it has great impact upon climate. A 
leader’s skill in empathy and bond building enable 
her or him to foster harmony, friendship, and nurture 
personal relationships. Be mindful that the networking 
style on its own can allow for uncorrected poor 
performance and constructive change.

Democratic
• Welcomes input and gets commitment though 

participation.
• Positive impact upon group climate.
• Appropriate when seeking buy-in and input.
A democratic approach works best when the leader is 
uncertain about what direction to take and needs 
ideas from the rest of the group. Even when a leader 
has a strong vision the democratic style helps to flesh 
out ideas on how to implement that vision. This 
requires the leader to be open; willing to receive 
information they might not like. One drawback to 
this approach is the delay in making decisions do to 
countless meetings. Leaders who are empathetic, 
authentic, while still being “change makers” use this 
style well.

Pace Setting
• Drives others to meet challenging and exciting 

goals. 
• Positive impact is limited and tends to be 

poorly executed.
• Appropriate for getting results from a 

motivated and competent team.
A pace setting approach should be used sparingly. 
Research shows that pace setting typically poisons a 
climate. The more pressure, the more anxiety; the 
less resonance. Pace setting can produce 
increased performance among an already 
motivated and competent group; as long as the 
leader knows when to push and when to pull 
back. Additionally this requires great collaborative 
and communication skills.

Commanding
• Calms fears by giving clear direction during an 

emergency. 
• It is often misused with negative results.
• Appropriate in a crisis or to kickstart much 

needed change.
A commanding approach demands immediate 
compliance to the leader’s goals; often without 
explaining rationale. This approach is least 
effective in most situations and can damage 
morale; especially since it tends to be critical. 
However, in times of crisis  or when significant 
change is needed a strong showing by the leader can 
be a rallying point.  To be sure this ought to be an 
infrequent “situational” approach and not a default 
one.


