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Note From Quir

From our vantage point as strategic advisors and investment 
bankers, we have spent this series diagnosing the tectonic shifts in 
the external market. From the collapse of the studio model to the rise 
of fandom as a securitizable asset, we provided the strategic and 
financial architecture required to capture this value. But 
infrastructure alone does not ensure survival.



This briefing turns the lens inward. It addresses the "operator" of the 
machine more deeply than we did in The Management Algorithm, 
providing practical tools that can be applied to the most complex 
leadership contexts.



In our direct work helping capital and founders navigate volatility, we 
have observed a critical point of failure: the psychological limits of 
legacy leadership. The complexity of modern decision-making has 
materially outpaced the cognitive and emotional bandwidth of the 
traditional executive, particularly if the goal is market leadership. 
When the environment moves faster than the hierarchy, the only 
leverage left is internal.



In Human Advantage, we explore why "soft skills" have hardened into 
balance sheet variables. We examine how coherence, narrative, and 
regulation are no longer personal virtues but the primary drivers of 
enterprise velocity.



The analysis is grounded in real casework where Quire deployed 
corporate psychologists and behavioral scientists alongside proven 
founders, technologists, and capital architects to unlock value that 
strategy alone could not reach

We track Three Major Shifts

The collapse of positional leverag

Why authority and strategy are no longer sufficient to 
drive alignment in decentralized organizations.

The Rise of Internal Leverag

How emotional coherence and nervous system regulation 
determine the speed and quality of decision-making 
under strain

Psychology as infrastructur

Why the next generation of alpha will be generated by 
leaders who treat their internal state as a capital asset

Along with mapping the shifts, we provide a set of practical tools that 
can be studied to identify your path to exceptionalism

Let’s build what’s next
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The Leadership Rese

A New Era Driven by Human 
Capacity, Not Contro

Traditional leadership models assumed stability: stable markets, 
stable institutions, stable expectations. Those assumptions no longer 
hold. Acceleration - technological, social, economic - has outpaced the 
cognitive and emotional bandwidth of most leadership teams. 



Where Executive Briefing 1 described the collapse of “standardized 
models,” leadership is now experiencing a parallel collapse of 
standardized psychology. Leaders who once relied on positional 
leverage must now rely on internal leverage: their ability to regulate, 
interpret, reframe, and move strategically under pressure.



A leader’s state is no longer a soft variable. It is the architecture 
that shapes every decision, every room, every outcome
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The Science of Performanc

How the Brain Shapes 
Performance Under Stres

Human performance begins in the brain. Pressure is not the event 
itself; it is how the nervous system interprets it. That interpretation 
varies widely between people. It shapes a leader’s decisions, presence, 
and the environment they create.




Leadership performance draws from cognitive science, psychology, 
and narrative. These disciplines explain why the same situation 
produces clarity in one leader and confusion in another. They show 
why some access creativity under strain while others collapse into 
reactivity.




At its core, performance rests on three patterns:



Regulation: Shifting from stress to clarity.


Coherence: Aligning thoughts, emotions, and actions.


Narrative: The internal story that shapes meaning.




These patterns influence everything a leader touches: decision-
making, trust, speed, communication, innovation, and retention. 
When leaders understand and train their internal wiring, they adapt 
faster, think cleaner, and stabilize the people around them.




Most leaders undervalue this. Yet in environments defined by 
constant change, these variables often determine the difference 
between clarity and overwhelm
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five human use case

with real-world 

narrative example

Research shows the leadership model is shifting. The old model 
resembles a rigid hierarchy: a figure elevated by title, not capability. The 
new model resembles an adaptive operator: grounded, responsive, self-
aware, and able to move with the conditions around them.




One is held together by position.




The other is held together by psychological strength
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Use Case 1

Team Dynamic

High-performing teams are not just collections of capable individuals. 
They are dynamic regulatory systems, continuously synchronizing 
around the emotional and cognitive baseline of the person in 
charge. In practice, “team culture” is often a
delayed artifact of 
leadership physiology. The leader’s nervous system sets the reference 
point. Everyone else adjusts around it.




From the perspective of neuroscience, this is a problem of distributed 
cognition. When a leader enters a room carrying unprocessed stress, 
the group’s collective bandwidth gets consumed by subtle threat 
detection: reading tone, scanning for risk, bracing for criticism. When 
a leader arrives regulated and coherent, that same bandwidth is freed 
up for creativity, problem solving, and long-horizon thinking.




Modern organizations often try to repair team dynamics with 
workshops, values exercises, and communication frameworks. These 
tools are useful but incomplete. Without addressing the leader’s state 
regulation, they amount to installing better software on hardware that 
is still overheating

Tools for the leade

The example above shows that team performance is shaped less by 
formal processes and more by the leader’s ability to regulate pressure 
before it spreads through the system
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Real Example: 



When Satya Nadella took over Microsoft, the company was not simply 
“defensive.” It was a legacy giant facing existential pressure. The PC 
era was collapsing. Cloud adoption was reshaping enterprise spend. 
Google, Amazon, and Apple were redefining every category Microsoft 
once dominated. And today, the stakes are even higher: AI threatens to 
reset the entire software stack and the company's traditional profit 
engines.




Inside the company, teams described the culture as constrained, 
evaluative, and fragile. Meetings were calibrated around self-
protection, not truth-seeking. Leaders carried chronic stress into the 
room, and that stress spread.




Nadella’s greatest move wasn’t structural. Those mattered, but the 
decisive shift was psychological.




He began modeling a different state under pressure. He slowed his 
cadence when conditions were accelerating around him. He asked 
questions instead of asserting dominance. He defused threat 
responses rather than triggering them.




In a market context defined by volatility and technological disruption, 
this change was radical. His calm was not passive; it was functional. 
It reduced ambient fear in the system. Cognitive capacity went up. 
Teams stopped navigating around his emotional volatility and began 
aiming their energy at the real enemy: Amazon, Google, and the 
changing technological frontier.




The language inside the company evolved from “know-it-all” to “learn-
it-all”, a linguistic signal of a deeper neurological shift. High-velocity 
learning replaced ego preservation. Strategy became emergent rather 
than theoretical. Microsoft’s ability to
respond to a changing world 
improved because the leadership nervous system stopped hijacking 
the organization.



Insight: 

High performance teams are not shaped only by talent or incentives. 
They are also shaped by how much psychological pressure a leader 
radiates into the system. A calm leader creates clarity and bandwidth. 
A volatile leader drains it. The emotional tone at the top determines 
whether the organization is able to respond to a changing world

0
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Tools for the Leader

Tool One: The “Good” Mindset

This tool is a rapid reframing discipline leaders use when conditions 
deteriorate. Its function is to interrupt threat response and move the 
leader back into problem-solving mode before stress becomes 
contagious. Popularized by Jocko Willink and widely referenced in 
Tools of Titans, the practice reframes disruption as information rather 
than failure. Leaders apply it when customers churn, competitors 
leapfrog expectations, or timelines slip, using the shift to stabilize 
their internal state and redirect attention toward constraints and next 
actions
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Tools for the Leader

Tool Two: Visualization and

Cognitive Simulation

Cognitive simulation prepares leaders for volatility by mentally 
rehearsing difficult scenarios in advance. Executives pre-run hostile 
Q&A, product failures, or sudden market shocks so the nervous 
system has effectively “seen” the event before it occurs. This lowers 
emotional spikes and keeps leaders cognitively available under 
pressure. The practice is common in elite performance and executive 
coaching, with Josh Waitzkin’s, The Art of Learning offering a widely 
recognized translation of this method into decision-making contexts
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Tools for the Leader

Connecting the Tools  
to the Example

Because teams synchronize to the leader’s internal state, these 
tools focus first on regulating the leader. By reducing threat 
response at the top, leaders increase cognitive bandwidth across 
the organization. Teams spend less energy managing emotional risk 
and more energy on execution and learning. In volatile environments, 
this shift directly improves clarity, speed, and performance
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Use Case 2

Narrative Leadershi

Narrative is often misclassified as communication. In reality, it 
functions more like infrastructure. It is the underlying framework 
through which people interpret events, assign meaning to risk, and 
decide what to do next. A strong narrative does not simply tell people 
what is happening. It tells them how to make sense of what is 
happening.




The quality of a leader’s narrative is constrained by the quality of their 
internal state. When leaders are anxious, their story narrows around 
loss, blame, and threat. When they are regulated, their story integrates 
complexity and still finds direction. At scale, this becomes a question 
of interpretive stability: does the organization have a coherent way to 
understand volatility, or does every shock create a new existential 
question?




Narrative leadership is therefore a psychological skill before it is a 
rhetorical one. It requires a leader to metabolize their own fear, grief, 
or anger enough that the story they project is not a disguised version 
of their unresolved state

Tools for the leade

The example above illustrates that narrative becomes functional only 
when leaders are regulated enough to provide a stable frame for 
meaning during uncertainty
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Real Example:




In the early 2000s LEGO was collapsing and nearly bankrupt. 
Leadership mismanagement had pushed the company into products 
and ventures that diluted the brand. Costs ballooned. Sales declined. 
Analysts expected a complete failure.




The crisis wasn’t just operational. The company had lost the narrative 
that defined why LEGO existed and what it meant. Internally, 
employees could not articulate a shared vision. Externally, consumers 
saw LEGO as outdated and unfocused in a market shifting toward 
digital entertainment.




A new CEO, Jørgen Vig Knudstorp, stepped in during the worst period. 
His first move was not financial restructuring. It was narrative 
restructuring. He reframed the company around a simple idea: “LEGO 
inspires creative problem solving and hands on imagination.” He 
eliminated language that positioned LEGO as a toy company 
struggling to keep up. He shifted the story to creativity, mastery, 
and the deep psychological value of building.




He taught employees a clear way to talk about the company and its 
purpose in every meeting, presentation, hiring conversation, and 
investor communication. He repeated the narrative until it became 
the company’s shared internal language. This storytelling work 
changed how teams made decisions. It created alignment inside a 
fragmented organization and brought employees back to a sense of 
meaning at a moment when morale was collapsing.




Externally, the story rebuilt confidence. Retailers changed how they 
positioned LEGO. Media stories shifted from “LEGO is dying” to “LEGO 
is returning to its core identity.” Consumers reinterpreted the brand. 
Investors revalued the company. Within five years LEGO was the 
fastest growing toy company in the world and eventually became the 
largest in the category.




This turnaround started with narrative leadership. The story changed 
before the financials did.




Insight:

Narrative leadership is a strategic tool. It rewires how an organization 
interprets events and opportunities. When leaders change the story, 
they change what people believe is possible. They replace confusion 
with coherence. They give the company a shared direction that holds 
during instability

1
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Tools for Narrative Leadership

Tool One: The Narrative 

Arc Framewor

This framework structures how leaders explain volatility so 
organizations can act rather than freeze. It defi nes the core challenge, 
the opportunity on the other side, the beliefs required to move 
forward, and the behaviors that make the story real. Widely taught in 
McKinsey transformation work, Harvard Business School cases, and 
articulated in Strategy Beyond the Hockey Stick, the tool aligns 
meaning before metrics and prevents fragmentation during strategic 
inflection points
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Tools for Narrative Leadership

Tool Two: Language Mappin

Language mapping treats vocabulary as strategic infrastructure. 
Leaders deliberately examine and change the words shaping how 
people interpret risk, identity, and possibility. By removing language 
that reinforces defensiveness or imitation and replacing it with 
language that signals purpose and agency, leaders reshape how the 
organization makes sense of uncertainty. This approach maps directly 
to the work of Seth Godin, who shows how shared language creates 
identity and coordinates behavior at scale
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Connecting the Tools to LEG

Connecting the Tools  
to the Example

Narrative leadership stabilizes interpretation before it drives action. 
The narrative arc provides structural clarity, while language 
mapping shapes how that structure is experienced day-to-day. 
Together, these tools allow leaders to replace confusion with 
coherence, align decision-making, and maintain momentum when 
conditions are unstable
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Use Case 

Adversity and Chang

Adversity is not an interruption to leadership. It is the environment 
where the leader’s actual internal structure becomes visible. When 
systems fail, when reputational threats accelerate, or when a product 
crisis strikes, the organization looks not to the plan but to the 
emotional steadiness of the person at the center.




Neuroscience shows that under threat, the brain narrows its field of 
view. Perception collapses. We default to old patterns. Some leaders 
clamp down in hyper-control. Others retreat. A smaller group maintain 
enough internal regulation to keep the perceptual aperture wide. They do 
not deny the gravity of the moment, yet they do not let the moment 
shrink their thinking.




This is the essence of strategic aperture. It is the ability to hold 
multiple time horizons and multiple truths at once while others are 
trying to make the discomfort stop. Organizations that survive 
disruption tend to be led by someone who can stay present inside the 
distress long enough to extract useful information rather than chase 
immediate relief

Tools for the leade

The example above demonstrates that crisis reveals leadership 
structure, and that widening the frame requires disciplined tools rather 
than instinctive reaction
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Real Example: 



When the ignition-switch defect surfaced, General Motors faced a crisis 
that combined safety failures, loss of life, regulatory scrutiny, and a 
collapse of public trust. The standard crisis playbook would have 
centered on damage containment: restrict language, limit exposure, and 
manage around legal risk.




Mary Barra took a different path. She treated the ignition crisis as a 
window into the deeper cultural and operational structure of GM. 
Publicly, she accepted responsibility with unusual clarity. Internally, she 
treated the defect not as an isolated mistake but as evidence of a 
system that had stopped surfacing truth.




She asked a different question: not “How do we make this disappear?” 
but “What aspects of our culture allowed this to happen?” That shift 
required emotional steadiness in the face of scrutiny. It required 
tolerating the discomfort of exposing organizational weaknesses rather 
than hiding them.




The result was one of the most significant internal resets in modern 
corporate history. GM rebuilt its safety protocols, escalation channels, 
and norms around speaking up. The company did not simply survive the 
crisis. It converted the crisis into a structural redesign of how 
information flowed and how leadership was performed.




Insight:


Adversity does not strengthen an organization by itself. It strengthens 
organizations only when leaders remain regulated enough to widen the 
frame, absorb the full reality of the moment, and convert distress into 
information. Crisis becomes a strategic asset only when the leader’s 
internal state makes it possible to turn pressure into redesign rather 
than retreat

1
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Tools Leaders Can Use in Crisi

Tool One: Red Teaming

Red teaming introduces sanctioned internal challenge to expose 
blind spots before they escalate. Its function is adversarial testing: 
pressure assumptions, surface weak signals, and reveal cultural 
constraints that polite systems hide. In business contexts, red 
teaming is used in safety, cybersecurity, and crisis readiness. Micah 
Zenko’s work on red teams shows how internal challenge strengthens 
judgment under stress
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Tools Leaders Can Use in Crisi

Tool Two: The OODA Loo

The OODA loop disciplines leaders to observe and orient before 
deciding and acting. In crisis, most organizations rush to action to 
relieve discomfort. Originally developed by strategist John Boyd and 
later adopted in innovation and strategy contexts, the framework 
protects judgment by forcing leaders to absorb reality and 
understand structural drivers before committing to decisions



1

EXECUTIVE BRIEFIN NO.0HUMAN ADVANTAG

Connecting the Tool

Connecting the Tools  
to the Example

These tools expand strategic aperture under pressure. Red teaming 
surfaces uncomfortable truth, while the OODA loop prevents 
premature action. Together, they help leaders convert crisis from a 
threat into usable information, enabling redesign rather than 
collapse
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Use Case 

Growth as a Performance Muscl

Most leadership programs focus on content delivery: more frameworks, 
more information, more models. But true growth behaves more like high 
performance training. It is physiological. It follows the same pattern as 
neuroplasticity. Targeted strain creates adaptation. Recovery 
consolidates learning. Repetition over time builds capacity.



Leaders who grow quickly design environments where discomfort is 
normalized rather than pathologized. They understand that new 
capability does not emerge inside comfort zones. It emerges on the edge 
of current competence where mistakes are visible but survivable. 



Growth is not produced by heroic bursts of effort. It is produced by 
deliberate strain applied in consistent intervals, paired with 
reflection so the nervous system encodes the experience as learning 
rather than threat.




This is the developmental equivalent of progressive overload in training 
or deliberate practice in cognitive performance. The system becomes 
stronger because it is stressed in purposeful ways, not because it 
avoids stress

Tools for the leade

The example above shows that sustained growth emerges when leaders 
design structured strain rather than waiting for disruption to force 
adaptation
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Real Example: 



Reed Hastings built Netflix on a cycle of intentional self-disruption 
that most organizations would find impossible to tolerate. The 
company repeatedly abandoned successful models before competitors 
forced the shift. It moved from DVDs to streaming, from licensed content 
to originals, and from passive viewing to interactive and gaming 
experiments.




What looked like aggression from the outside was, internally, a growth 
protocol. Hastings created a culture of radical candor, high talent 
density, and fast-cycle feedback where executives were routinely placed 
in situations that exceeded their current competence. The goal was not 
perfection. The goal was acceleration. Leaders learned to operate in a 
steady state of adaptive tension. Over time the organization treated 
capability as something that could be upgraded continuously rather 
than something inherited at hiring.




Netflix’s eventual dominance did not come only from strategic bets. It 
came from a leadership psychology that viewed identity as a model to 
be updated rather than defended.




Insight:

Growth becomes predictable when leaders design structured strain into 
the environment. Organizations that treat development as training 
rather than instruction build a performance muscle that adapts faster 
than external conditions

2
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Tools for Building Growth Capacit

Tool One: Deliberate Practic

Deliberate practice builds capability through targeted strain, 
feedback, and repetition just beyond current competence. In 
leadership contexts, it replaces passive learning with real 
developmental reps embedded in daily work. Anders Ericsson’s 
research, captured in Peak, explains why growth accelerates when 
discomfort is intentional rather than accidental
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Tools for Building Growth Capacit

Tool Two: Radical Candor 

and High Talent Densit

This combination creates continuous developmental pressure. 
Radical candor surfaces performance gaps early, while high talent 
density raises standards so leaders must adapt rather than coast. 
These ideas are codified in Kim Scott’s Radical Candor and the 
leadership philosophy described in Netflix’s culture materials and No 
Rules Rules



2

EXECUTIVE BRIEFIN NO.0HUMAN ADVANTAG

Connecting the Tools to netfli

Connecting the Tools  
to the Example

Growth becomes predictable when strain is structured. Deliberate 
practice builds skill through repetition, while candor and talent 
density supply constant feedback. Together, these tools turn 
everyday work into a training environment that expands leadership 
capacity over time
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Use Case 

Best-Self Leadershi

Most people use the phrase “bring your best self to work” as a slogan, 
but in leadership it describes something measurable. Identity 
coherence is the degree to which a leader’s values, behaviors, and 
internal narrative remain aligned regardless of circumstance. 
Leaders with high coherence show up as the same person in a board 
meeting, an all hands, or a crisis. This consistency lowers trust friction, 
the silent cognitive tax teams pay when they cannot predict a leader’s 
state of mind.




When identity coherence breaks down, organizations compensate. 
Teams scan for mood shifts, interpret mixed signals, and invest 
disproportionate energy in emotional management. 



Leaders who understand their best-self patterns build environments 
and rituals that protect that internal state. They create conditions where 
their clearest, calmest, and most grounded version becomes the default 
rather than the exception

Tools for the leade

The example above highlights that leadership stability depends on 
identity coherence, not situational performance
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Real Example: 



During Starbucks’ sharp decline in 2007 and 2008, Howard Schultz 
returned as CEO to find a company that had drifted from its purpose. 
What defined his leadership in the turnaround was the extreme 
consistency of how he showed up. 



Schultz’s best-self identity centered on clarity, connection, and values-
driven decision making. Whether he was speaking to baristas in a 
crowded store, briefing analysts on disappointing earnings, or 
confronting operational failures, the tone and presence of his leadership 
did not fluctuate.




Schultz closed all U.S. stores for a nationwide retraining session, spoke 
openly about the company’s missteps, and articulated a narrative that 
tied Starbucks back to craftsmanship and human connection. His 
interior and exterior states were aligned. He did not speak about 
authenticity while behaving defensively behind closed doors. 



This coherence allowed employees and investors to understand what 
kind of leader they were dealing with at a moment of deep instability. 
When Starbucks faced a reputational crisis again in 2018, Schultz 
demonstrated the same consistency, taking direct responsibility and 
repositioning the event as a cultural reset rather than a public relations 
incident.




This predictability became a stabilizing force. People could not predict 
the market, but they could predict him.




Insight:

Best-self leadership is the discipline of making a leader’s most 
grounded state reliably accessible to others. When identity is 
coherent, volatility decreases, trust accelerates, and the organization 
gains a stable reference point in unstable conditions

2
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Tools for Best-Self Leadershi

Tool One: Values-to-Behavior 
Mappin

This tool translates values into observable leadership behavior across 
contexts. By defining how values show up in decisions and pressure 
moments, leaders become predictable and trustworthy rather than 
performative. This approach is documented in values-driven 
organizations such as Starbucks and Patagonia, where values are 
operationalized rather than merely stated
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Tools for Best-Self Leadershi

Tool Two: Identity Anchoring 
Ritual

Anchoring rituals are short practices that restore a leader’s most 
grounded state
before high-stakes interactions. Breathing resets, 
framing questions, or brief visualization make internal coherence 
reliable instead of accidental. These techniques are common in 
executive performance programs such as Search Inside Yourself and 
High Performance Habits
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Connecting the Tools to starbuck

Connecting the Tools  
to the Example

Best-self leadership emerges from coherence. Values-to-behavior 
mapping creates external consistency, while anchoring rituals 
stabilize internal state. Together, they reduce volatility, accelerate 
trust, and provide the organization with a reliable psychological 
reference point
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PERFORMANCE BEGINS WITHI

MAPPING THE FUTURE WITH QUIRE

AI will continue to absorb complexity. But human beings, regulated and 
coherent, will continue to determine meaning, trust, and momentum. In this 
environment, leadership psychology is no longer a soft skill. It is a balance-
sheet variable.



The ability of a management team to interpret uncertainty, align under 
pressure, and project a coherent narrative into capital markets increasingly 
determines whether a company compounds in value or stalls. We do not 
treat psychology as an adjunct. We treat it as infrastructure

We help companies, funds, and platforms decode what's next, enabling them to 
act on it. From narrative engineering to leadership diagnostics, we integrate the 
"human interior" into the "financial exterior."
 

Here are a few examples from our case library

Quire in Practic

 To support a transition from eSports to game development, Quire built a team 
that included corporate psychologists, gaming CMOs, and financial analysts. 
We served as a "company within the company" to eliminate the internal friction 
limiting ideation, executing a culture reset that allowed the organization to 
pivot successfully to a high-growth Roblox model

MISFITS (Turnaround & Culture Reset

For the award-winning production company behind Anthony Bourdain: Parts 
Unknown, Quire navigated a high-stakes identity crisis. We identified new 
revenue opportunities supported by the client’s culture of "creative 
exceptionalism," ensuring that opening new markets in social and commerce 
did not debase the brand's psychological capital

ZERO POINT ZERO (Narrative Leadership

For a leading creator-economy platform owned by Zelnick Media, Quire’s 
mandate extended beyond financial diligence to leadership assessment and 
rationalization. We identified that realizing a path from a $1B valuation to 
ecosystem expansion required not just new tech, but the opening up of the 
executive team’s thinking to support the execution of a diversified M&A 
strategy

RAPTIVE (Leadership PERSPECTIVE EXPANSION

Let’s Build the Future of Content Together 
contact@quire.co | www.thequire.com | @thequireco  

Jason Anderson — jason@thequire.com

Ben Broad — ben@thequire.co
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