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Every leader faces the same ten moments. The conversation that backfires. The

team that stalls. The silence you can't read. What if the problem isn't your

people — it's how your brain is reading the situation? This guide reframes

what's really happening, and gives you one practical shift for each.
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W H AT ' S  I N S I D E

10  M O M E N T S

The leadership situations every manager

faces.

T H E  S C I E N C E

What's actually happening in your brain.

T H E  R E W I R E

One practical shift to make it work.
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01  /  02

01 Your high performer has gone quiet in meetings.

When psychological safety drops, the brain's threat detection system activates. Silence isn't apathy — it's self-protection.

The prefrontal cortex goes offline when the amygdala perceives social risk.

R E W I R E

Before your next meeting, ask privately: "I've noticed you've been quieter — I value your perspective. Is there

anything I can do to make it easier to contribute?"

02 Your feedback landed badly — they shut down or got defensive.

Feedback triggers a status threat — the brain processes it like physical pain. When someone's sense of competence feels

attacked, cortisol floods the system and the capacity for rational processing narrows dramatically.

R E W I R E

Lead with observed impact, not character: "When the deadline shifted, the client lost confidence" rather than

"You need to be more reliable." Separate the person from the pattern.

03 Your team resists a change — even one that's clearly better.

The brain treats uncertainty as danger. Loss aversion means we feel potential losses roughly twice as intensely as

equivalent gains. Resistance isn't stubbornness — it's the brain protecting what it already knows works.

R E W I R E

Name what stays the same before introducing what changes. Certainty is a neural reward — give the brain

something to anchor to before asking it to move.

04 Nobody engages in your meetings — it's the same two voices every time.

Cognitive load kills participation. After 20 minutes of passive listening, attention drops sharply. The brain defaults to

energy conservation — staying silent is neurologically cheaper than formulating a contribution.

R E W I R E

Open with a 90-second paired discussion before any group dialogue. This activates the brain's language centres

and dramatically lowers the threshold for speaking up.

05 You're avoiding a performance conversation you know you need to have.

Your brain is protecting you, not them. Anticipated social conflict activates the same neural pathways as physical threat.

Avoidance feels like wisdom — but it's your amygdala running the strategy.

R E W I R E

Reframe the conversation as an act of care, not confrontation. Script your opening sentence and practise it

aloud — rehearsal moves control from the amygdala back to the prefrontal cortex.
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06 Two parts of your team won't collaborate — there's an invisible wall.

The brain creates in-group/out-group distinctions in milliseconds. Once teams see each other as "other," empathy circuits

dampen and competitive processing takes over. Structural silos become neural ones.

R E W I R E

Create a shared identity before asking for collaboration. Even something as simple as a joint problem statement

— "we're all trying to solve X" — triggers the brain's affiliation circuits.

07 Your strongest contributor is creating friction across the team.

High performers often run on dopamine-driven reward cycles — results, recognition, autonomy. When their drive collides

with collective norms, they don't register the impact. Their brain is optimising for achievement, not affiliation.

R E W I R E

Make team impact visible as a performance metric, not just a value. "Your technical work is exceptional — your

influence would be even greater if the team felt they could build on it."

08 You know you're micromanaging — but you can't seem to stop.

Micromanagement is a control response to perceived threat. When stakes feel high, the brain narrows focus and seeks

certainty through oversight. The irony: it reduces your team's autonomy, which is one of the brain's primary motivational

drivers.

R E W I R E

Replace check-ins with check-points. Agree on three visible milestones upfront, then step back. You get certainty.

They get autonomy. Both brains get what they need.

09 Your team hasn't bounced back after a restructure — it's been months.

Organisational change triggers a grief response — even when the change is positive. The brain has to dismantle existing

neural pathways (old team, old role, old rhythms) and build new ones. That takes energy, time, and safety.

R E W I R E

Acknowledge what was lost before asking people to embrace what's new. "I know the old structure worked well

in many ways" validates the brain's experience and frees energy for adaptation.

10 You've communicated the strategy clearly — but nothing's changing on the ground.

Working memory holds roughly four items at once. If your strategy has twelve priorities, the brain can't operationalise it.

Clarity at the top doesn't equal clarity at the coalface — it equals cognitive overload.

R E W I R E

Reduce to three priorities. Then translate each into one observable behaviour for each team. Strategy lands

when the brain can answer: "What does this mean I do differently on Monday?"
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This is how we think.

Imagine what we build.

Mind The Gap Consulting works with organisations to close

the distance between leadership intention and team

performance — using neuroscience, not guesswork. If these

ten reframes shifted your perspective, our programs will

transform your results.

E X P L O R E  O U R  A P P R O A C H

M I N D  T H E  G A P  C O N S U L T I N G
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