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			Praise for 
The Human Team


			“The most effective and inspiring leaders all have one thing in common. They never forget that they aren’t really leading a company, project, or mission; they’re leading the people on whom the success of the company, project, or mission actually depends. In The Human Team, we’re delightfully and powerfully reminded that, just as individual humans have universal needs that must be met to reach self-actualization, human teams have requirements for reaching their full potential. Using a blend of relatable stories and case studies with scientific reference points, this book gives a clear framework for understanding and meeting those needs to create healthy teams and healthy bottom lines.”

			Dixie Gillaspie, business coach, firestarter, and author of Just Blow It Up: Firepower for Living an Unlimited Life

			“Adaptability and optimization are keys to the future of work and success. Coaching their people and teams on the 6 Facets of Human Needs will help every leader leverage humanity and focus the right energy by nurturing their teams to achieve the next level of success in business.”

			Jonathan B. Smith, founder, Optimize for Growth

			“As somebody who doesn’t love the ‘people stuff,’ I’ve learned the hard way that leading a team is so much more than just getting the right people doing the right things. In The Human Team, Jeanet has totally nailed the missing link between nature and nurture. And what I love most is that she’s provided solid science and instantly actionable steps to turn your leadership into a real asset!”

			Josh Turner, founder, LinkedSelling and Connect 365

			“Packed with updated science and real stories of struggle and triumph, this book will especially appeal to leaders of entrepreneurial companies because of its practical applications to our everyday lives! We can no longer assume that humans are getting their needs met at home or in their social groups. Jeanet calls on all leaders to step up and be champions of making sure the needs of the human team are met. She does it with grace, wit, and approachability, sharing her vivid stories freely so that we may learn from them.”

			Jill Young, author of the Advantage Series for Entrepreneurial Leadership Teams 

			“I have worked with Jeanet as a colleague and friend, sharing client companies over the years, as we strive to develop leaders. I admire Jeanet and how she can guide organizations by simplifying their approach to leading a business. In The Human Team, she shares her special ‘secret sauce’ by embracing her own humanness and treating others like humans as well. I would encourage leaders to get Jeanet’s book and use it as a guide to explore the human teams around us.”

			Jonathan Jones, master chair, CEO coach, peer group facilitator, Vistage Worldwide—St. Louis

			“In The Human Team, Jeanet offers an excellent treatment of human needs that work in concert to create healthy and functional teams. Her experience with teams provides a valuable perspective on understanding humans to improve team health and outcomes.” 

			Kim S. Baker, founder/owner, Vivid Performance Group

			“As a business owner I’ve known that when I got to twenty-three employees, I wouldn’t be able to do the work I love because I’d be too busy managing ‘people drama.’ But The Human Team has helped me understand what drives and motivates my employees, and I find that the drama is gone.” 

			Dan Klein, managing partner, Spoke Marketing

			“In this book, Jeanet has done a masterful job of removing the complexity of the science of human nature and showing us how to bridge the nature versus nurture gap with simple, digestible language that will help harness the human energy in any business.” 

			Chris White, author of The Clarity Field Guide

			“Owning a business is not just about sales, net income, and numbers. It’s the people that make the rest of it work. This is a great book that talks about the people aspect of business and building a team of the right people. Jeanet is an extremely talented professional, and you will love this book!” 

			Terry Lammers, CVA, managing member, Innovative Business Advisors, LLC
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			Introduction

			Over the past few decades, I’ve seen leaders, managers, and facilitators succeed, and I’ve seen them fail. The common denominator in both cases? People! Let’s face it: we’re all in the people business. People tend to be our greatest sense of accomplishment—and our greatest frustration.

			Some of you are reading this book to help solve common frustrations: ineffective people, inability to sustain engagement, worry over tough people decisions, or just feeling that managing people is not your favorite part of the job. Others are reading to learn to continue to improve the workplace environment and invest in the power of people in order to leverage “return on individuals.”

			I’ve always had a passion for understanding people and team dynamics, and over the course of my career, I’ve discovered how to harness human energy out of “human moments.” I’ve helped individuals, teams, and organizations to improve their overall health, retention, engagement, loyalty, motivation, adaptability, and financial results. I wrote this book to share these insights and help you crack the code to cultivating human energy and unleashing stronger outcomes for your people, teams, and organizations.

			I was recently reminded by an NPR TED Radio Hour that innovation comes from sampling and borrowing in order to create new concepts, ideas, and frameworks. This is a good part of what I have done in my work as a team leader, consultant, and coach. This book is both a culmination of that work and a guidebook to move you more efficiently, effectively, and joyfully along your own path of leading the people on your teams. It can help you to shift some of what you already know about business and working with people, bringing you deeper levels of awareness about the human beings on your team and guiding you through the best practices I’ve developed to nurture and engage them. Ultimately, this journey is about bridging the nature/nurture gap, addressing the needs that are rooted in human nature, so you can nurture your people to excellence.

			For part of my research and development into the concepts on which I base my work, I enlisted the help of Dr. Patricia Bagsby. You’ll find her academic and scientific expertise interspersed throughout the book in the highlighted sections titled “Dr. Tricia’s Take.” As an expert in organizational and leadership development, she’s consulted for numerous businesses and helped them achieve substantial people-fueled results. I’m confident her insights will be as helpful to you as they are for me.

			Writing this book has been a personal and professional journey for me, and in it I share my experiences. In each of the core chapters, I’ve included a personal vignette that testifies to the importance of specific human needs at work. I hope that the sometimes vulnerable moments that I’ve shared on my path to becoming a business leader can serve as sources of inspiration (or cautionary tales).

			The stories I’ve included are also there to make an even greater, more central point—successful people are just human, on a journey of self-improvement. As you’ll discover, my entrepreneurial and leadership journey has been one of “progress not perfection.” Every challenge contains an opportunity, and the quest we’re all on is to take each challenge and fully employ the opportunity it offers. Thank you for letting me, through this book, be part of your quest to be an empowered and empowering leader.

			Now, let’s begin your journey to understanding your Human Team!
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Chapter 1

			
From Experience and Observation—Six Facets of Human Needs

			“The most exciting breakthrough of the 21st century will occur not because of technology, but because of an expanding concept of what it means to be human.”

			—John Naisbitt, Megatrends 

			I was asked to do a presentation on team health for an annual conference for business leaders. I asked the event organizer why I had been tapped for that track and was told, “I asked around, and everyone agreed that you’re known for really understanding how to create healthy teams, how to really facilitate people’s energy to the best outcome for all, and for having worked with a wide variety of teams successfully.”

			When I thought about it, I realized it was true. Not only was I passionate about team health, individual adaptability, and productivity, but I also had experienced and observed humanity while working in the incentive and motivation industry while tapping into human behavior as a marketing leader and while helping business owners and managers solve their people challenges.

			As I began to reflect on my over twenty-five years in business, including more than five hundred full days with leadership teams as a business coach helping them navigate to healthy outcomes, I began to make detailed notes about the times I had succeeded and times when I was challenged and the times when I had seen people and/or teams succeed.

			As I compiled and analyzed my notes, it became more and more clear to me that the successes I had seen were predicated on times when certain needs were met for individuals, teams, and organizations. And in each of the case studies where there were far less than stellar outcomes or outright crash-and-burn failures, I could easily identify one or more basic human needs that were not met, causing the team to develop an unhealthy or toxic dynamic.

			Put more simply, I realized that, much like any growing thing, if people are working in an environment that doesn’t provide their basic needs as a human being, no amount of nurturing is going to result in a productive outcome. Think of the sunflower, for instance. If it is planted in the shade or in a bog, no amount of fertilizer or other nurturing encouragement will result in a healthy plant, much less a crop of seeds. Nature certainly needs nurture. But providing for needs must precede nurturing for there to be a return on that investment.

			Those realizations put me on a path, my own personal quest, for a deeper understanding of what all humans need to thrive and prosper or even to respond to nurturing when it is provided. That path led me here, to sharing with you the 6 Facets of Human Needs™, or what I call “the 6 Cs.”

			I want to share with you some personal stories that really highlighted the truth of this work for me. As I’ve said, every challenge comes with an opportunity, and these were some of my earliest and most difficult challenges. They were also some of the greatest learning and growth opportunities my career has offered to date, and without examining them frankly and with compassion for myself and everyone involved I would not be the leader I am today, and this book would not exist.

			When Toxicity Impacts a Team

			I was midpoint in my career when I encountered an office bully and was on a leadership team in a toxic work environment where the negative side of human nature flourished and there was no focus on team health.

			I began this executive leadership opportunity with confidence, armed with over a decade of experience in growing organizations just like this. Since I’d been involved on the ground floor, I understood and had helped develop the company’s mission. Our team was virtual, and because we were all connected to the main leader but not to one other, we quickly became dysfunctional—even toxic. Large competing egos began working at cross-purposes. A lack of communication yielded to (at times) aggressive communication and open conflict.

			An example of this happened during an off-site executive meeting when a bully on the leadership team raised a seemingly trivial topic: business cards. As head of marketing, product development, sales, and customer service, I had taken lead on the cards and asked one of my graphic designers to create an original corporate design. As anyone with printing experience understands, you never reorder cards from designers because they’ll upcharge you. But to my amazement, the bully had unilaterally reached out to my graphic designer and, instead of contacting a printer, ordered the business cards from her. And the invoice we received was predictably expensive.

			In the midst of discussing high-level strategy, launching major initiatives, targeting new markets, and identifying long-term growth objectives, the bully broached the topic of business cards and derailed the entire meeting:

			“This graphic designer is charging us triple the usual costs of business cards,” she announced. “This is your contact, Jeanet, and firmly in your area. Why do you bring these kinds of people into our organization?”

			Shocked by the comment, I froze, while the rest of the group responded with indignation. This had to be resolved, they all agreed, and if this type of behavior persisted, the board would shame us for such flagrant overspending. Suddenly, I was cast as the culprit for fiscal mismanagement. All because of overpriced business cards that I had never ordered in the first place!

			I fixed the financial problem with my graphic designer, with whom I had a solid professional rapport, but my relationship with the executive team never recovered.

			Following that meeting the toxicity seeped into the very fabric of the organization and infected my relationships with others. The bully instigated back-channel politicking and gave false reports on me. But even more painfully, my long-term friend and mentor of almost twenty years was caught in the bully’s spell. He’d watched me thrive with multiple projects and clients in many different environments, all the while serving as a close coworker, mentor, boss, colleague, and coach.

			One day my mentor, whom I’ll call Bill, looked at me and said, “You’re not who you used to be.”

			“You’re right,” I responded. “And neither are you.”

			The hostile climate escalated and became scarily unpredictable. One day, my mentor might yell at me on the phone and with colorful language (“What the *&^%, Jeanet!”) to describe how inadequate I and my team were. The following day, I might receive a fruit basket with a gift card reading, “You’re critical to the team and we value you.”

			Plagued by self-doubt and an increasing level of organizational distrust, I was unable to engage in healthy disagreement with anyone. That meant that all disagreement, which was rampant in the organization, manifested as undermining and aggressive conflict, with the bully at the epicenter orchestrating events. A feeling of helplessness gradually overcame me, and I mentally checked out of the job.

			I couldn’t believe it. I’d helped write the business plan and secure funding for this entire venture. I’d created the logos, forged the brand, and helped assemble the team. But within the span of six months, I’d devolved into complete ineffectiveness. I gained weight and became sick multiple times in a row. For my own sanity, I eventually had to leave.

			As always, hindsight offers its own perspectives. Knowing what I know now about team health and human needs, I can see that the leadership team and the organization failed because of an inability to understand the dysfunctional human nature dynamics, like self-protection, and not meeting the needs of the people or the team. If we had focused on team health, we could have achieved great things. 

			This harrowing situation was a low point in my diverse career as an employee, employer, team leader, and business coach. This experience was the catalyst for a deeper dive into understanding team dynamics.

			A Diversity of Teams

			I’ve had a diverse career in which I’ve always leveraged humanity and the dynamics of people on teams. The following experiences are where I gathered the information, learnings, and observations that led to my discovery of human needs on teams.

			I began my career in the 1990s, at a St. Louis–based motivation and incentive company. Situated in a large organization, my team focused on innovation. And, true to its purpose, it was actually innovative. My organizational division invented the world’s very first gift card. I was junior in my career, but I’d helped launch and create the communications materials and websites to support the card, along with other related products and initiatives.

			Anyone who worked for this organization was well trained in Maslow’s hierarchy of needs. And that piqued my interest because a few years prior to joining the company, I’d met my future husband. A keen self-discovery enthusiast, he introduced me to the world of self-improvement literature. This meant that, at this early and formative juncture of my career, while beginning my work in the motivation and incentive industry, I embarked on my own quest for self-improvement and self-actualization, devouring anything from Tony Robbins to clinical scholarship in the field.

			The culture of the organization emphasized freedom and autonomy, and in this environment of healthy challenge, I thrived. My professional relationships were positive, and I was successful, accumulating promotions, appreciation awards, and other incentives. Absorbing the positive energy of this work environment, I leaned into my self-discovery journey and signed up for educational opportunities in management, Maslow’s hierarchy of needs, and the organization’s mission. Seeking to hone my specialty, I even devoured an audiotape series on incentives and motivation.

			When that division of the company merged to become a joint venture with American Express, I continued on, assuming the role of web business development.

			In this role I had to run interference among rival teams claiming the digital space, all the while meeting with boards of directors to convince them that this newfangled thing called the internet was important. It was my first experience in leading teams, and it was dizzying. We launched fourteen different types of website initiatives within three or four months and developed a series of applications for creating incentive programs. This was a time when launching websites was a major undertaking. Getting those teams to advance during this moment of change was a fascinating challenge. Sometimes I relinquished control entirely, letting them operate autonomously, and sometimes I’d provide bite-size bits of strategy instead of overwhelming them with the big picture. It was early in my career, and I was experimenting with my leadership style. I didn’t it know it then, but upon reflection I was helping the team contribute effectively, challenging them when needed and instilling confidence to create new capabilities.

			In 2000 I left this stable and fulfilling opportunity to work for a large broadband start-up, and I was head of strategy for one of its subsidiaries. While I’d participated in an official start-up before, it existed under the umbrella of a large corporation. Now I was in a legitimate start-up—you know, the kind that relies on venture backing and notoriously lacks clarity and direction.

			Our initial investors had allowed the company to hire very quickly, and so we began with seventy-five to one hundred people. But because of this hiring frenzy, we were thrown together haphazardly. You guessed it: we had a marked lack of clarity and structure. While I’d always thrived on challenge, I was ill prepared for tackling one in which a hundred people had no idea about their roles and purposes in the larger organizational mission. I didn’t realize it at the time, but unlike the role I had just left, this was an environment where my human needs weren’t met and where the team was constantly in self-preservation mode, an instinct that leads to big egos and difficult social dynamics.

			Thinking about my strengths in gathering teams to deliver outcomes, especially in the fields of marketing and strategy, I then decided to start my own business and launched Jalapeno Marketing and Consulting.

			It’s been a long road of credentialing, practice, and trial and error to arrive at where I am now, one of the top business strategists and coaches in my region. My early career in the incentives and motivation industry provided a great foundation, as it helped me to understand people—what makes them tick and what incents them to modify their behaviors to reach goals and achieve results.

			My work in marketing, which has spanned several decades, has also helped considerably. While participating in marketing campaigns, I posed the same questions about human behavior but in a different context, trying to meet a human need or truth in a product or service campaign with compelling, high-impact messaging.

			My experience in marketing has taught me that it’s the human element that creates success. Remember the Got Milk? campaign? It’s decades old, but you still probably remember little children and celebrities donning milk mustaches with the tag line Got Milk? nearby. That encapsulates everything you need in a successful campaign: short, crisp, and clear messaging that addresses a human truth. We’ve all had the experience of needing to balance something sweet with something savory—we just all understand that intuitively. And because it resonated with this human truth, we went out and purchased milk—even if the research was unclear about whether it was actually good for us. Nike’s Just Do It campaign achieved something similar, addressing, in a pithy and compelling way, the powerful human need to move our bodies in confidence.

			For me, marketing was always about making a branding campaign resonate on a psychic, human level. Before embarking on each campaign, I’ve always asked, “What need does this address in our target audience?” I took that spirit to a DC area construction company, specializing in doing upgrades and enhancements for publicly funded facilities for local government, military, and school campuses. As lead of the outsourced marketing team, I started by finding out the key frustrations or motivations of my client’s clients—facility managers. Such a business-to-business operation can’t use a business-to-consumer advertising technique like “Got Milk?” and “Just Do It” but still had to respond to a human need. My preliminary research revealed that the vast majority of these facility managers were under considerable pressure to finish projects and were burdened with a seemingly endless list of backlogged projects.

			To tap into their human truth, we scratched some of the predictable marketing materials like booths, glossy brochures, and banners advertising construction services. Instead, we hired a group of massage therapists at an industry event that read, “Relax the Backlog.” That’s right: instead of promoting our services, we advertised back rubs! While we had this captive audience, receiving their self-care, we told them that if they needed to relax their construction backlog as well, we had some services for that too. If they were interested, they received little handouts, in the form of little mints in a prescription bottle, to keep them on theme for temporary relief from Construction Backlog Stress Disorder. “Please contact us today to schedule a visit with our professional and find a cure,” the bottle read. The campaign was as effective as it was profitable. Though the numbers fluctuated, the CFO announced that our marketing efforts over five years translated into a 300 percent increase in revenues.

			Beginning around 2013, I pivoted again to helping leadership teams of privately held companies execute their strategic vision with healthy teams. This involves solidifying and aligning strategy so that everyone is accountable and teams are cohesive, ultimately able to achieve their larger visions. To this end, as a Business Alchemist (my current company), I facilitate full-day off-site meetings with leadership teams at privately held companies. As I write this book, I’ve conducted over five hundred sessions and counting. In this Business Laboratory (my term for these off-site sessions), I facilitate, teach, and coach leadership teams so they can make their organizations stronger. In these five-hundred-plus off-sites, it’s just me and three to seven people, addressing human needs and human nature to achieve business results. Just as in incentives and motivation and marketing, it’s the same struggle: dealing with people.

			My Secret Sauce to Team Health: 
The 6 Facets of Human Needs (6 Cs)

			Throughout my twenty-five years serving on project, department, and leadership teams and two decades spent in marketing, I came to understand the underlying dynamics governing team thriving, stagnation and unfulfillment, and unfortunate lapses into complacency and toxicity. But it was only in the last eight years observing clients in my Business Laboratory that my thinking about human nature and needs crystallized and even became more scientific and quantitative. With the wealth of observation, experience, and repetition in these five hundred full-day sessions, I discovered that success and failure largely hinge on 6 Facets of Human Needs. These are my “6 Cs,” the subject of this book.

			Clarity is the first major facet. Think of clarity as focus and direction—the opposite of confusion. A lack of clarity among team members also leads to lack of connection, the second ingredient to my secret sauce of thriving teams. You can think of connection as belonging and integration in a social environment at work.

			When people lack clarity about roles and expectations and/or don’t feel like they have a legitimate place on the team, chances are they will not be willing or able to contribute, which is the third need I identified. Contribution is so important because it’s connected to purpose and meaning, among the highest of human aspirations.

			When people have clarity and connection and they are making contributions to the team, they are ready for healthy challenges, the fourth of the 6 Cs. Human beings thrive when ensconced in atmospheres of healthy challenge. At a recent off-site meeting, I was reminded of this again when a participant approached me and said, “I want to thank you for challenging me and pushing me to accomplish these things and make me better than I ever thought I could be.”

			This feedback was gratifying because it reminded me of how fulfilling healthy challenges can be—they can help us activate latent potentials and ascend Maslow’s famous hierarchy of needs to achieve the pinnacle of self-actualization. Challenge is a means of continuous improvement that leads to mastery. Challenge is the metaphorical pressure that transforms carbon into diamonds. Challenge is also at the heart of innovation.

			But in order to be challenged in productive and meaningful ways, human beings must be afforded consideration, facet number five. You can think of consideration as appreciation, respect, and value. Consideration is nothing less than the recognition of mutual humanity.

			And with our humanity acknowledged and respected, we create room for my final facet of human need: confidence. Confidence means courage and bravery. If I’m confident in my abilities, I’m courageous enough to solicit feedback and metabolize constructive criticism because I’m always seeking to improve.

			Of course, there are examples of missing all the facets of human needs in my examples of the toxic environments I experienced, and I’ll be referring to them throughout the book. But these stories serve to illustrate how missing any of these facets lead to fear, apprehension, and doubt and can quash confidence. Without confidence, you can’t commit to your own self-improvement, let alone to the objectives of a team or the mission of an organization. This final facet is most aligned to Maslow’s sixth and final human need, of self-actualization. If I’m self-actualized, I can stand in a place of confidence.

			During my current work in coaching leadership and executive teams, and throughout my diverse career experiences, I’ve found these 6 Facets of Human Needs to be essential. When they are fully accounted for in our teams, we’re able to gel with one another, operate harmoniously, engage in healthy disagreement, and achieve important objectives. As leaders, managers, and project facilitators, we’ve all been on such teams, and we’ve all hired people who seem to manifest and even radiate these six key qualities. Such people are easy to manage and a pleasure to work with.

			Unfortunately, we also know that the opposite is far more common. Oftentimes, we get frustrated by people on our teams who don’t seem to fit. We respond by throwing leadership development, engagement workshops, and teamwork exercises their way. This isn’t a bad idea. In fact, sometimes such interventions result in a momentary sense of connection and even a collective high. But these positive outcomes inevitably prove short term. The underlying problem, I argue in this book, is that most of us don’t realize we’re missing one of these six vital facets of human need—the 6 Cs. A teams’ success or failure hinges on the presence or absence of these six facets.

			And yet, as the personal experiences I’ve already shared and the variety of client stories I’ve included in future chapters clearly illustrate, when these needs are met, many of the common frustrations that plague leaders and managers begin to go away, leading to increased congruence, collaboration, adaptability, and yes, profitability.

			You can think of my 6 Facets of Human Needs (6 Cs) as Maslow’s hierarchy of needs geared toward teams instead of individuals. When doing individual self-improvement, Maslow remains an industry gold standard. But when focusing on the unique needs of people when functioning in teams, we need the 6 Cs: connection to ourselves and others, confidence in our teammates, the ability to positively contribute, clarity about our roles, healthy challenges to elicit our professional best, and consideration from others.
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			This book outlines the 6 Facets of Human Needs (6 Cs) in detail. I devote each chapter to one facet of this framework, showing how you can bridge the nature/nurture gap and operationalize these principles. But before we can explore these 6 Cs in detail, we need to ground ourselves in human nature. What sets my framework apart is that it prioritizes human nature prior to introducing nurture-based interventions. We now turn to a discussion of topics like brain chemistry and human instinct—the core parts of human nature that are vital to understand in our workplaces. It’s only after we unpack the physiological dynamics unwittingly governing organizational team dynamics that we can begin to harness them in productive ways.

			A note to you, the leader, manager, or facilitator of people:

			Through this journey you will gain clarity on how to build connection with the people on your teams, allowing them to fully contribute and for you to challenge them to greater outcomes. Please be considerate of those on your teams and apply the concepts in this book so that you and your teams reach new levels of confidence.

			With that, I challenge you to read one chapter per day and reflect on how you can apply the concepts and framework to individuals that you coach and teams that you lead. By doing so you will see that the people that “showed up” with their human nature can be nurtured to greater outcomes once you’ve met the needs of your Human Team. 
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Chapter 2

			Human Happens

			“Leadership is all about people. It is not about organizations. It is not about plans. It is not about strategies. It is all about people—motivating people to get the job done. You have to be people-centered.”

			—Colin Powell 

			It’s a tale as old as time. You hire a new person to your company or assign someone new to one of your teams. The person strikes you as promising for the role, and you’re optimistic. Day one arrives, and the new hire / team member is nervous but excited, infused with promise and possibility and poised to contribute to a new goal or organizational mission. Everything starts off great—maybe a few hiccups here and there but nothing terrible. Then, gradually and sometimes inevitably, enthusiasm diminishes; engagement declines. Most leaders respond to this predicament as follows: “This would have worked out well if it weren’t for this person.”

			Admit it: when teams break down and when employees disengage, leaders and managers typically don’t question their strategies and instead assign blame to the people appointed to carry them out. When charitable, leaders and managers cast such people as bad fits, and at their worst, they call them whiners, complainers, or failures. But this is wrong. In about 80 percent of cases, I believe that the people aren’t defective at all. Most such situations represent a failure of our leaders to understand and address human nature.

			Team health is predicated on understanding and harnessing human nature. Unfortunately, most leaders begin with nurture, leveraging well-meaning leadership tools like motivation and teamwork exercises and soft skills training initiatives. Such leadership interventions represent a quick dose of medicine—a Band-Aid on a bleeding wound, or a duct tape and twine solution to quickly fix a broken slat on a staircase. They feel great and might give your team a quick adrenaline boost (or at least prevent a swollen ankle). The effects are short-lived, mostly because they come out of sequence. We must first address human nature before we can nurture our teams into greater outcomes. I formulated the 6 Facets of Human Needs (6 Cs) to bridge the gap from nature to nurture. If you start with human nature and human needs, you’ll find that your job as a leader, manager, and coach becomes easier as your teams are primed to receive effective nurturing.

			“How humans work is how they work at work.” 

			—Jeanet Wade
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			The Beguiling Brain

			The first vital component of human nature is brain function. Fundamentally, and too simply, brain function concerns the amygdala. When human beings encounter something stressful—the proverbial lion on the savanna, a close call on the freeway, conflict with a spouse or coworker—the brain’s amygdala, responsible for a host of functions like fear, sadness, memory, and aggression, sends danger signals to our brain’s command center, the hypothalamus. The hypothalamus, in turn, disseminates the news to the rest of the nervous system, resulting in sweaty palms, a pounding heart, and difficult breathing.1 We’ve all been there. This suite of reactions was once termed “fight or flight,” but modern specialists, using contemporary science, have updated it to “freeze, flee, fight.”2

			Oftentimes at work, we trip our brain’s fight/flight/freeze cascade and we’re baffled by the reactions. We don’t know why some aggressively lash out or freeze. According to Joseph LeDoux, a professor of science at New York University and director of the Emotional Brain Institute, that’s understandable.

			“Freezing is not a choice,” he observes. “It is a built-in impulse controlled by ancient circuits in the brain involving the amygdala and its neural partners and is automatically set into motion by external threats.”3

			Our government agencies are just as unaware of this neurochemistry as our workplaces. Consider the FBI and Department of Homeland Security, which suggest that Americans “run, hide, [and] fight” during an active shooter event. The idea underlying this sequence is commonsensical enough: flee the scene if possible, hide if you can’t, and, as a last resort, attempt a struggle with the gun-wielding lunatic.4 But as Professor LeDoux says, commenting on this protocol, “Underlying the idea of ‘run, hide, fight’ is the presumption that volitional choices are readily available in situations of danger. But the fact is, when you are in danger, whether it is a bicyclist speeding at you or a shooter locked and loaded, you may well find yourself frozen, unable to act and think clearly.”5

			As we’ve learned from past active shooter tragedies, some of us naturally fall into a fight, flight, or freeze mode. We’ve learned the same in our workplaces. As leaders and managers, we don’t always recognize the brain function behind employee disengagement or other unfortunate behaviors like incessant complaining. As Professor LeDoux understands, in order to get to a more reasoned “run, hide, fight” stance—instead of just reacting—we must work at it and activate less primitive parts of the brain (like creating new pathways in our neocortex).6 To outsmart our primitive brains in a work setting, we need to focus on the 6 Cs. When these fundamental facets of human needs and fulfillment are met, we’re less likely to trip our primitive neural reactions.

			At a recent leadership event, the facilitator described a study that astonished the group. Me included. As one hundred study participants were advised, something negative was going to happen to them. And it did: a female pickpocketed them. To avoid ethical complications, the participants were immediately reunited with their property, assured of their personal safety, and then interviewed about what had occurred. To the horror of the audience, each nearly described the same thing: they were bodychecked or physically assaulted by a physically strong, large male, usually wearing a hoodie. (Had it been a hundred years ago, the researchers surmised, it would have been a trench coat.)

			Brain chemistry was at fault. The amygdalae of these “victims” were activated, fight/flight/freeze chemicals surged throughout their bodies, and memory formation and recall were compromised (to say the least!). Instead of reliable recall, these brains pulled from preexisting memories, like scripts of movies, past experiences, books, and news stories. Study participants’ brains, in essence, said, “Well if this happened, it must have unfolded like this prior event.”

			Though this study is scary, showing how fallible our memories are, it shouldn’t come as a surprise. We intuitively know that our bodies aren’t designed as tape recorders that faithfully capture historical events, especially during moments of trauma. We know the opposite is true: our bodies are designed to sharpen our focus during times of threat, heightening our awareness so we can protect ourselves.7 Criminal justice reformers and academics have documented this, with some campaigning against the pivotal role of eyewitness testimony, a cornerstone of the American criminal justice system. As of 2011, thousands of studies, undertaken over the span of three decades, had queried the value of eyewitness testimony, many of which demonstrated its inadequacies.8 According to Brandon L. Garrett, a law professor at the University of Virginia and author of Convicting the Innocent, eyewitness testimony has many problems. “Of the first 250 DNA exonerations,” for example, “190 involved eyewitnesses who were wrong.”9 The results can ruin human lives, cost untold damage to our tax base (paying monumental restitution awards for wrongful conviction), and plague our workplaces.

			Bottom line: As a leader or manager, please remember that there are diverse perspectives on the truth at work on your teams. At best these individual perspectives are only about 60 percent accurate when telling a story or recounting events.10 To begin to address these multiple perspectives on truth, we must create what Harvard Business School professor Amy Edmondson called “psychological safety” in our workplaces.11 Our workplaces must allow for us to safely share our perspectives and safely disagree (“I see things slightly differently than you, as I believe X”). From such a baseline of human consideration, we can begin to overcome our brain’s built-in defenses and start to arrive at a common perspective. As a bonus, we’ll do better. As decades of Professor Edmondson’s research has revealed, trusting companies are better performing ones.12

			Fatal Instinct

			Working from a common perspective could have helped me overcome an instinctual reaction I inadvertently triggered during an executive off-site meeting. Six months into working for a start-up—the same start-up that contained the bully I described in chapter 1—the executive group broached the topic of bonuses. It’s common wisdom that smart start-ups don’t award bonuses. In fact, many leaders endure modest salaries or zero pay, investing time and money into the organization in hopes of a larger future payoff. When I heard rumblings of bonuses, I had the audacity to disagree: “I’ve worked with a lot of start-ups as a coach and consultant, and this is my second round on a start-up. I’ve never had anyone talk about bonuses at this stage in the game, especially when we have no product, no income, no active clients. We’re not making money. Let’s consider tabling this discussion.”

			The entire team turned on me. I’d unleashed a self-preservation instinct in them. In a primitive sense, I’d threatened their physiological security, the lowest rung of safety on Maslow’s hierarchy of needs. They’d all come to the meeting thinking about their financial needs, like mortgage payments, retirement savings, higher education payments for their children, and the like. Because I’d threatened their financial self-preservation, they went into collective “fight” mode.
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