Primal Leadership, Goleman
Part 1- The Power of Emotional Intelligence, Chapters 1-5
Chapter 1  “Great Leadership works through emotions.”

Several examples given in the book

Emotional task of a leader is primal (first) in 2 senses


It is the original act of motivation


It is the most important act of motivation

In any group- the leader has the greatest opportunity to move people emotionally

People (employees) react in accordance with their emotions

Resonance- bringing out the best in employees by driving emotions positively

Dissonance- bringing out the worst in employees by driving emotions negatively

Key to making primal leadership work is in using emotional intelligence-  how leaders handle themselves and their relationships

The Open Loop

Closed loop systems monitor themselves in a healthy person

Open loop systems relay on external sources for direction


“interpersonal limbic regulation”


Your bodily functions can be altered by other people


Anger, love, sexual arousal all change our normal bodily functions
Our emotions are directed by open loop systems

We rely on other people for emotional direction and stimulation

Other people can change our emotions

We often don’t notice the process

Some affected more than others

Everyone in a group adds to the open loop mix, leaders usually add more

Leaders
Give and withhold praise

Criticize

Offer support (or not)

Define a group’s mission

Give meaning to individual contributions

Provide clarity and direction

Encourage flexibility

The “official leader” is not always the emotional leader

Requires trust and respect

They are emotional magnets, attracting people

“Leaders’ emotional states and actions do affect how the people they lead will feel and therefore perform”

Chapter 2, Resonant Leadership

Resonance comes naturally to emotionally intelligent leaders

Expresses emotions for the group


Passion


Creativity


Anger


Sorrow


Care


Understanding

Leads to mutual comfort levels

Under an emotionally intelligent leader


Share ideas


Learn form each other


Form emotional bonds


Make decisions well as a group


Get things done

Displays synergy

A dissonant leader leads to the reverse


Dispirited people


Burned out


Creates toxic environments that are taken home

Goleman describes several types of dissonant leaders

Abusive tyrant

Manipulative sociopaths

The demagogues

The self absorbed

Others use charm to manipulate

Some are just clueless
Four Core Domains of Emotional Intelligence
Necessary to achieve resonance


Self awareness

Self management


Social awareness


Relationship management

Are tied together in a dynamic relationship

Chapter 3, The Neuroanatomy of Leadership
Exploring the Emotional Intelligence Domains
Personal competence- determine how we manage ourselves


Self awareness


Self management

Social competence- determine how we mange relaitonships


Social awareness


Relationship management

Self Awareness

Understanding and acknowledging one’s own emotions

Emotional self control, avoiding disruption

Senses what matters most, doesn’t waste time

Is intuitive

Accurate assessment of limits

Self-confidence in self-worth and capabilities

Self Management

Emotional self control, avoiding disruption

Senses what matters most, doesn’t waste time

Is intuitive

Transparency of feelings

Adaptability- flexibility to overcome obstacles

Achievement- improve performance to meet personal standards

Initiative- willingness to act, size opportunities

Optimism

Can control their own state of mind

Can remain upbeat and positive while seething on the inside

Social Awareness

Is basically- Empathy

Organizational awareness, understanding networks and politics

Service- to followers, customers, and clients

Requires effective communication ability

Resonance is obvious when the emotions are real and rooted in values

Relationship Management

Most visible tools of management

Inspirational- a compelling vision

Influence- persuasive

Must never act falsely

Developing others through feedback and guidance

Change catalyst, find common ground
Conflict management, build rapport
Building bonds- a web of relationships

Teamwork and collaboration- team building

Chapter 4, The Leadership Repertoire

Six basic approaches to leadership


Clearly resonant styles- Visionary, Coaching, Affiliative, Democratic


Potentially dissonant styles- Pacesetting, Commanding

The resonant styles- Visionary

Moves people towards shared dreams

Impacts cultures positively

They retain employees

Gives employees a unique identity

Must be “real”

Necessary when a new direction or vision are needed

Is effective to remind employees of the larger purpose of their work

Everyone needs to know mission

The resonant styles- Coaching

One on One

Connects people with the organization

Communicates what is needed directly

Requires trust and rapport 

Must be authentic

Creates loyalty if done well

Must tolerate failure

If done poorly- looks like micro-managing

Positive impact on culture

Improves employee performance

Builds capabilities

The resonant styles- Affiliative

Connects people- creates harmony

Keeps people happy- with a purpose however

Build loyalty and commitment

Increase moral

Positive impact 

Heals troubled groups

Strengthens relationships

Focus is on emotional needs

Can’t be your only tool however

The resonant styles- Democratic

Expresses value for people’s input

Participation breeds commitment, buy-in
Positive impact

Builds consensus

Gathers input when things are uncertain
Your employees know things you don’t know

Has drawbacks


Can delay important decisions


Your employee’s advice may not be sound
Chapter 5, The Dissonant Styles


The generally dissonant style- pacesetting

Use sparingly

Can be effective in meeting challenging goals

Often poorly executed

Often a negative impact on culture

Employee may feel pushed too hard

Pacesetters may appear to not care about people

Can get high energy results

Requires timely and effective feedback

The generally dissonant style- commanding

Can build resonance by giving clear direction in a crisis

Sometimes we need (want) a leader

Often misused

“Do it because I say so”

They seek tight control

Cannot delegate

Is the only tool some leaders have

Can be effective in a crisis

Can shock people into action

Sometimes runs out of control

Flexibility Necessary

The more of the six styles you possess- the better off your are

Style switching can be effective

Your employees must tip you off as to which to use at a particular moment
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Part 2- Making Leaders, Chapters 6-8

Chapter 6, Becoming a Resonant Leader

CEO Disease

Information vacuum around a leader created when people withhold information


Fear of leaders wrath


Don’t wish to disagree


Want to be a good corporate citizen, give only good news


Wish to seem upbeat

Problem is often even worse when it’s about their own performance

Top executives typically get little feedback about their performance

Is even worse for minority groups

Candid evaluations do matter

Some people believe top executives won’t change- why try?

Old leaders can learn new tricks- they better be able to

Nature vs. Nurture

Are leaders born or made?

Answer is probably both

There is probably a genetic component to emotional intelligence

But we can all learn to improve also, build on what we have

The biggest problem may be making the learning last

People learn what they want to learn

When stress hits- we tend to slip back into old ways of doing things

It takes a deeper commitment and more time to enhance emotional intelligence than other systems

The Goleman book reviews the biology of this- but I’m no scientist

Self Directed Learning More Effective

Intentionally developing an aspect of who you are or who you want to be, or both


Requires a realistic image of your real self


And your ideal self

The Five Self Directed Learning Discoveries of Boyatzis

1) discover your ideal self- who you want to be?

2) discover your real self- who are you?

3) Ascertain your learning agenda, build on strengths, reduce gaps

4) Experiment with and practice new behaviors, thoughts, and feelings

5) Develop supportive and trusting relationships that make change possible

This progression comes through awareness and urgency

Chapter 7

The Motivation to Change

Discover your ideal self- who you want to be?
Discovering your ideal self should release energy, excitement, and passion

This can lead to enthusiasm in others as well

Changing habits is tough, requires the deepest commitment

Don’t use somebody else’s idea of our ideal self- it won’t work

Requires self awareness

Discover your real self- who are you?
Starts with an inventory of who you are, talents, passions

Is difficult

We can shield ourselves from harmful or distasteful thoughts

Ego-defense mechanisms

Feedback would help- but we know the problems there

Chapter 8

Metamorphosis

Ascertain your learning agenda, build on strengths, reduce gaps
Utilizing a learning agenda versus a performance improvement plan

Performance improvement plans, tend to indicate something is wrong


Lead to defensiveness

Instead craft manageable, specific, learning goals that lead to your ideal self


Goals build on strengths, not weaknesses


Goals must be your own


Incorporate flexibility, not everyone needs the same help


Plans must be feasible and fit into your life


If they don’t fit your style, they will be de-motivating

Experiment with and practice new behaviors, thoughts, and feelings
Your old behaviors have been practiced your whole life

Obviously it will take plenty of practice to learn new habits

It must involve implicit learning- learning by doing it- that’s how you learned your old habits

Improving on emotional intelligence competence takes months

Example of musicians- practice until you can play it without thinking about it, same idea

You are changing your brains default actions

The power of mental rehearsals- many examples in sports, music

Develop supportive and trusting relationships that make change possible

Support offers confidence that the change will work

Leadership is intrinsically stressful, someone is always watching you

You don’t feel safe

We don’t learn well when stressed

Relationship must be one of candor, trust, and support

Mentors and coaches
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Part 3- Building Emotionally Intelligent Organizations, Chapters 9-11

Chapter 9, The Emotional Reality of Teams

For groups to change:


must develop an understanding of the emotional reality, norms of teams, and culture of an organization


team norms- long established and deeply embedded ground rules or habits that govern the group


culture- much the same but refers to the larger organization

Groups are smarter than individuals only when they have the qualities of emotional intelligence

Emotions are shared within a group

Leader still sets the tone however

A skilled leader can keep resonance high

A leader who isn’t emotionally intelligent can ruin a team situation

Even norms can be destructive

Maximizing the Group’s Emotional Intelligence
Same capabilities required for a group to be emotionally intelligent as in individuals

Self awareness


Expressed by being mindful of shared moods and emotions


Groups can have empathy


Listening to everyone


A collective mindfulness

Self management


Everyone responsible and accountable


Especially important for virtual teams


Takes a strong leader to build in self management

Social awareness & Relationship management


Need to build understanding between groups


Understand interrelationships


Empathy across boundaries creates positive emotional environments

Uncovering a Team’s Emotional Reality

Leader must raise the team’s collective self-awareness

Confront their emotional reality

Leader must listen, observe, and understand

Uncover less productive norms

Model and encourage self-awareness

Requires communication at all levels, especially among top leaders


Honesty, truth, and empathy must start at the top


Starts new habits, when leaders search for truth, others will model same behavior


When truth seeking comes from the top, others may be more willing to risk it

Chapter 10, Reality and the Ideal Vision
When a problem exists, the leaders primal task is to uncover the truth and find the organization’s reality

Leaders often seem scared of the truth, they don’t build affiliative or coaching relationships

Others are pacesetters or commanders who discourage people from telling the truth

The organization can turn toxic

Reinforces destructive cultural norms

Emphasis on the short term

Change begins with the effort to uncover the norms and emotional reality

A process of dynamic inquiry can find the reality


Focused conversations to get at people’s feelings


Discovery of feelings can uncover the root causes of problems in the culture


Surveys usually help you find what you want to find


Conversations can discover the shared language that results in unity and resonance


Eases the transition from talk to action (change)


Is an engagement process

Next step is to find the ideal vision

Starts within- you must be the change you want to see

Leaders must feel, think, sense, and believe in the ideal vision they wish to create

Otherwise – no one will believe or follow them, some things can’t be faked

Must draw on the collective experience and wisdom of everyone

The resulting vision can rally and energize the group

Involve everyone- builds resonance and creates change

Results in attunement by everyone to the vision and strategy

Requires a direct connection to people’s emotional centers

Builds a collective excitement

Basic Steps
1) focus everyone on the issues and solutions, make the covert- overt

2) focus on the ideal, if you connect with the vision, it makes it safe for others to do so as well

3) move from talk to action, model the behaviors you wish to see

Goleman’s summary of the process

Discovering the emotional reality


Respect the group’s values and integrity


Slow down and listen to find the truth


Start at the top but also use a bottom up strategy

Visualizing the ideal


Look inside, use your intuition and the feelings of others


Attune


Focus on people first, then strategy

Sustaining emotional intelligence


Turn vision into action, model the vision, use coaching, vision, democracy, respect, values


Create systems to sustain emotionally intelligent practices, even HR practices have to be attuned


Manage the myths of leadership use the symbolic power of your role as leader to model the desired behavior

Chapter 11, Creating Sustainable Change

Why do leadership initiatives fail?

We ignore the real self of the organization

We assume that if we teach people what they should do, the culture will change 

We try to change only the person, we ignore the norms of the group

Change must start at the top

Change must be a strategic priority

Must develop a language of leadership


Capture the spirit


Symbolize the ideas and ideals

Requires a process, not a program

A process to permeate every layer of the organization

Penetrates all levels


Individuals


Teams and groups


Organization’s culture

Creates a safe space for learning, challenging, but not too risky

Best leadership change procedures include:

A tie-in to the culture

Education concerning the philosophy and practice of change at all levels

Relevant learning about emotional intelligence, not just general business knowledge

Creative experiences with a purpose

Relationships that support learning such as coaching

Resonant leaders:

Know when to be collaborative

When to be visionary

When to listen

When to command

Can articulate a vision

Naturally nurture relationships

Create human synergies

Build loyalty

Inspire people

Create a climate of enthusiasm and flexibility

Are values driven

Are open and frank

Are more connected to people

They exude resonance

Have genuine passion

