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The Magnetic Power of Leadership Intimacy® 
 

Embracing the practice of Leadership Intimacy attracts a level of engagement and accountability 

similar to magnetic power. This attraction improves culture and delivers extraordinary results and 

replaces repellent leadership behaviors that degrade people and profit.  

Leaders who skillfully achieve the proper balance of accountability and engagement deliver 

results in line with the organization’s objectives while maintaining levels of engagement that 

foster a culture aligned to the organization's vision, mission and values. 

Leadership Impact 
Effective leadership presents itself in a manager’s ability to demonstrate the cognition, behavior, 

and communication that create rewarding employee experiences, and in turn, unforgettable 

customer experiences, which drive superior outcomes in terms of organizational culture and 

business results.  

Adequate leadership is most 

prevalent in workplaces today 

where, with the best intentions in the 

world, leaders simply fall short with 

feeble attempts at instilling engaged 

and sustainable culture with high 

levels of accountability.  

We all know that poor leadership is 

the principal cause of low employee 

involvement resulting in poor business outcomes. Disengaged, alienated, and dissatisfied employees 

degrade an organization’s culture and sabotage business results by advancing poor performance, 

low productivity, and bad customer service.  

Align4Profit promotes a management principle we call Leadership Intimacy. Its practice creates a 

Magnetic Power, which enables every leader in the organization to instill fiercely passionate, 

individual accountability while inspiring genuine engagement among every employee. Like a 

magnetic force, Leadership Intimacy draws employees toward High Commitment and High 

Performance through the application of natural social forces. 

You’ve seen these powerful forces at play in highly charged social movements—from the defense 

of civil rights to the removal of dictators. Managers can learn to apply these very forces to drive 

exceptional results in any organization. Most importantly, rather than relying on coercion, the 

Magnetic Power of Leadership Intimacy enlists each employee’s personal desire to excel. 
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Striking the Balance 
Navigating between the poles of profit and people or returns and trust is at the center of every 

leader’s job. However, urged on by the demand for performance and results in tough economic 

times, leaders have placed more emphasis on High Performance or driving accountability over 

High Commitment or motivating engagement.  

In response, some leadership models have attempted to correct this over-emphasis by advocating 

more vehemently for engagement. This approach has had limited success. But when balanced and 

executed properly, the unique approach of Leadership Intimacy generates the most desirable and 

sustainable outcomes as illustrated by the following 1+1 = 3 equation. 

High Commitment + High Performance = Extraordinary Success 

The Either-Or Mindset 
Instead of choosing either focus—High Commitment or High Performance, Align4Profit applies 

the genius of And. That is, a balance of both. Before considering the benefits of the combination, 

let’s examine the downside of focusing on either separately.  

A single-minded focus on High Accountability will deliver only short-lived results because of its 

negative, long-term impact on Culture. Some of the negative results include: 

 Fear-based and disempowering environment 

 Blind compliance  
 Fierce rebellion 

 Passive aggressiveness 

 Blaming past mistakes 

 Pushing people hard toward productivity 
 

Likewise, without accountability, without proper  

emphasis  on High Performance, a single-minded focus  

on High Commitment can be just as short-lived with an 

equally negative effect on results. For example:  

 High-tolerance and low-achievement environment 

 Confused expectations 

 Poor sense of urgency 

 Acceptance of mediocrity 

 Consoling people for past mistakes 

 Pulling and pleading with people to deliver 

productivity 
 

What’s obviously needed is an approach that delivers sustainable outcomes, a model that balances 

driving accountability and motivating engagement.  

Focus on High Performance 

HP 

Focus on High Commitment 

HP 
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The Genius of And 
We advocate a balanced combination that delivers a culture of High Commitment plus results-

driven High Performance, which delivers sustainable, long-term growth and profit. The hallmarks 

of these results include: 

• Productive, innovative and vibrant environment 

• Clear expectations of what success looks like 

• Leaders who model the way 

• Empowered and involved employees 

• Bold adoption organization-wide of the best ways of working 

• Strong accountability among all stakeholders 

• Full ownership of individual accountability 

• Past mistakes transformed into solution-driven actions  
 

Before we look at how to apply the Magnetic Power of Leadership Intimacy, it is important to 

understand the underlying principles of how leaders attract, how they repel, and the hard financial 

impacts of doing so. 

Opposing Poles of Leadership 
Truly intimate leaders, when they thoroughly understand each of their employees, can persuade 

and influence people to feel, think, act, and communicate in desired ways. You can get the best out 

of people if you know what buttons to push and what levers to pull. Not manipulation, just pure 

and powerful magnetic influence.  

Leadership Intimacy does not mean turning the boardroom into a boudoir. Nor does it suggest 

that managers become charismatic in terms of personal charisma or that they inspire devotion 

with a cheerleading, rah-rah style. Instead, intimate, everyday interactions between employees 

and managers are used to create the most profound impact on employee attitudes and sustainable 

performance.  

For the leader, this means making a transformation from manager to employee expert. It means 

moving away from a distant management style and dry spreadsheet corporate speak about vision, 

strategy and objectives alone. Intimate leaders must connect in ways that capture the imagination 

and raise the level of passion, commitment, and performance. 

Leadership Intimacy works because it derives its effectiveness from the social dynamics of human 

nature, specifically from the human need to belong, feel safe, experience a sense of contribution 

and progress. In short, having an appreciated and contributing role in a productive and supportive 

group. 

We call this power magnetic because it relies on natural, attractive forces.  
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The Force of Attraction 
Like magnetism, Leadership Intimacy’s power relies on the natural, social forces that hold together 

and motivate groups of people—families, organizations, and societies. When these natural social 

forces are in play, the organization operates in a field of real and powerful dynamics that 

determine how employees commit and perform and, ultimately, whether or not the organization 

will thrive or fail. The same forces that enable human societies and groups to thrive or fail are at 

work in every organization.  

 
On the right you see a diagram of a magnetic field. A magnet 

uses fields of force to attract things to it. Notice heartfelt High 

Commitment (HC) and visible High Performance (HP) at the 

center of the diagram. Leadership Intimacy draws people 

toward that center by inspiring bold commitment and 

profitable performance. Leaders who understand and work 

most effectively with these forces have the greatest positive 

impact on the organization. 

How do leaders attract? 
When we analyze why people perform at their full potential, it becomes clear that the attraction 

(positive magnetic force) of great leadership is the principal cause. When leaders create a 

productive environment where people can perform at their best, they leverage human physiology 

as well as psychology.  

In terms of psychology, people naturally perform better when they feel safe and are heard, seen, 

valued, and respected. People perform at higher levels when they know what is expected of them 

and are held accountable to deliver on those expectations. Employees are attracted and want to 

follow leaders with strong character traits, leaders whom they perceive as understanding their 

intimate needs, and leaders who steer their organization in a profitable direction, a direction that 

is good for employees, all stakeholders, and the organization.  

 

They also respond physiologically. When 

leaders nurture their employees with the 

quality connections that define 

Leadership Intimacy, their bodies respond 

with positive physiological effects. They 

feel better physically.  

When people feel better, they work 

better, collaborate more, make bolder 

decisions, speak their minds, and bring the 

most innovative ideas to the table.  

Naturally, these behaviors contribute to the organization’s competitiveness and bottom line.  
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How do leaders repel? 
Poor leaders repel employees and reduce employee performance by the way they judge, behave, 

and send subtle clues in their communication. When we look into why people do not perform at 

full potential, often the repulsion (negative magnetic force) of poor leadership is the primary 

cause. In short, it’s not workers, it’s poor leaders we must blame for poor organizational 

performance.  
 

As exceptional as we humans are, compared to our cousin mammals, we are still heavily influenced 

by our animal nature. And while human culture has changed dramatically over the past few 

thousand years, our bodies work pretty much the way they did when we lived in caves.  

When a human body senses anything it interprets as dangerous or anything that demands 

increased physical action, it jumps into stress mode. Psychology teaches us that the human body 

interprets unfriendly human interactions such as anger and sarcasm the same way it interprets 

real, physical threats.  

The Stress Response 
The human stress mode is great for a quarterback fleeing a linebacker about to sack him. All his 

stress responses team up to help him run faster, evaluate his options, evade attackers, and execute 

the team’s game plan. The body, unfortunately, also interprets other kinds of threats as real 

danger.  
 

When a manager raises her voice in anger or 

makes negative comments that sound like 

threats (yes, this is still happening all over 

the world), the employee’s stress response 

activates the adrenal glands that dump 

several hormones including adrenaline and 

cortisol into his bloodstream.  
 

These hormones increase his blood pressure 

and heart rate, dilate his pupils and tense his 

muscles.  
 

Instead of responding rationally with innovative decision making and taking corrective action, his 

body compels him to take one or more of the following defensive actions: 

• Taking care of Number One 

• Contributing halfheartedly  

• Disengaging 

• Opting toward mediocrity 

• Selecting the path of least resistance 

• Twisting the truth 



 

                                                   © Copyright Align4Profit, Inc. 2013         align4profit.com           972-‐608-‐0400       P a g e  | 7                   

 

And it’s not just raising the roof with a loud voice that kicks in the cortisol. Leaders can do it with 

sarcasm, remarks with obvious double meanings, or even by withdrawing attention. All these poor 

leadership behaviors fail to live up to the level of Leadership Intimacy that leads to success.  

Although this is fairly well-known science, most leaders we consult with are not aware of the 

subtle behavioral and communication clues that create the negative responses. An employee’s 

stress response can be activated with as much as a little sigh, slight irritation, or faint disapproval. 

This does not mean that leaders should become stone walls or couch everything they do in 

delicate language, but it does require attention. 

The Economics of Stress in the Workplace 
Let’s look at a few examples of how poor, stress-inducing leadership costs an organization money. 

The kind of negative experiences described above exert physiological effects on a human for up to 

four hours. In response to stress, employees brood at their desks, or worse, engage in destructive 

water-cooler talk, which not only disengages other employees but reduces their productivity.  

In addition to becoming unproductive at work, absenteeism rises with every incident of stress. 

Health Canada sites the top three sources of stress as interpersonal relationships, job control, and 

management practices. Employees experiencing such stress are more likely than others to be 

absent for six or more days. For more details see, Economics of Stress in the Workplace. 

Before we describe how to implement the Magnetic Power of Leadership Intimacy to reduce 

stress-related damage along with its financial drain and to balance High Commitment and High 

Performance along with their financial rewards, we will briefly describe Leadership Intimacy, the 

source of the Magnetic Power.  

Leadership Intimacy—the Source of Magnetic Power 
A long, long time ago, our very wise ancestors understood that the best way to create an 

environment that encourages harmony while facilitating success could be expressed succinctly in 

what has come to be known as the Golden Rule.  

Treat others how you would like to be treated. 
 

Another version, known as the Platinum Rule, gives the Golden Rule a twist that demands 

intimacy. Rather than treat others the way you would prefer to be treated, it demands that you 

know them intimately enough to: 

Treat others how they want to be treated. 
 

It might seem that following the Platinum Rule would give employees power over their managers 

and make them less effective. To the contrary, when leaders treat their employees as their 

employees want to be treated, leaders gain magnetic power.  Of course, only those leaders who 

know their employees intimately have the information necessary to apply the Platinum Rule. 

Namely, an understanding of “how they want to be treated.”  
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How Intimacy Works 
Once a leader establishes a certain level of intimacy with an employee, the employee begins to 

trust that leader and feel safe and comfortable enough to deal honestly and openly with him or 

her. Once intimacy is established, people are more open to feedback, which gives leaders the 

leverage to provide both redirecting and reinforcing feedback. 

This kind of intimacy, based on accurate understanding, inspires people to contribute their best. 

By knowing people and their needs intimately, leaders find it easier to help them achieve their 

personal goals and to align their goals with those of the organization’s strategic goals.  

In short, intimacy in the workplace means the deliberate creation of an environment where people 

can be themselves, can speak from the heart and not just from the corporate handbook or the 

balance sheet. Above all, employees can feel emotionally safe enough to say what needs to be said, 

intellectually strong enough to do what needs to be done and to grow, not only as part of an 

organization but as a person, contributing to the greater good of humanity. 

Fear of Intimacy 
Most people don’t want to talk about intimacy in the workplace because it quickly conjures up 

fears and discomfort. Some managers fear that if they get to close, they will lose objectivity, be 

taken advantage of, or get railroaded. But if leaders don’t trust others, how can they expect to be 

trusted?  

To be sure this, does not mean becoming a best buddy and approaching performance 

conversations in that way. Rather, it means knowing what makes a person tick and what will 

switch on performance. 

Intimacy lets a leader know how hard to push and how hard to pull, what to share and how to 

share it. It sets and respects boundaries and maintains professionalism, which an intimate leader 

understands is the way most people want to be treated. Leadership Intimacy operates on the 

premise of “what we permit we promote.” 

Rather than avoiding the intimate understanding that allows leaders to properly influence people, 

intimate leaders encourage intimacy in the workplace. Rather than being someone to be feared or 

operating under the organizational mantras of “never let them see you sweat” and “keep 

employees at arm’s length,” intimate leaders are transparent, authentic, full of humility and candid 

about who they are and what they want.  
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Do employees want intimacy?  

In short, yes! Employees feel they can add more value and are looking for a personal work 

experience where leaders connect with each employee on an emotional and intellectual level. 

In a Towers Watson 2010 Global Workforce Study of 20,000 employees in 22 markets, their 

findings indicate, “The current climate of uncertainty and constant change indicates that 

employees increasingly value leaders who connect with the workforce on an emotional level.”  

In the same study they observe, “This craving for more ‘emotionally intelligent’ aspects of 

leadership indicates that many employees feel disconnected from their organization and are 

looking for their leaders to project integrity and empathy, and continue to focus on the 

development of employees.” 

In other words, people respond well when leaders recognize the unique value they bring.  

 
Leaders must operate under the premise that: 

 People like being 

individualized  

 People don’t like being 

generalized  

 People don’t like being 

categorized  
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Four kinds of Leadership Intimacy 

In order to generate the full magnetic effect of Leadership Intimacy, 

managers must begin leading with an intimate understanding of and 

interest in the people who work for them. They must begin their 

journey toward Leadership Intimacy from the inside out. That is, they 

must first develop self-intimacy, then three additional levels of 

intimacy. 

Self Intimacy  

Leadership Intimacy begins and demands an acute awareness of self, an in-depth self-

knowledge, and excellence in self-regulation. The next step requires the intimate leader to be 

comfortable with self-disclosure and excellent at self-regulation.  

Jack Welch. Oprah Winfrey. Dalai Lama. Martin Luther King. These extraordinary leaders 

were eminently self-aware of their talents. They knew what they believed in and did not 

believe in, what they wanted and did not want. In their leadership roles, they took 

accountability for themselves and had the courage to communicate their desires with clarity, 

conviction, humility, and consistency. 

Social Intimacy  

The intimate leader possesses a deep awareness of others with whom they share 

relationships—each direct report, each peer, each manager, each customer, etc. She or he 

becomes savvy about the complex causes of human behavior.  

The applied practice of Leadership Intimacy creates trust, such that the employees and others 

in the relationship feel safe and comfortable enough to engage in candid disclosure and 

communication. Emotional intimacy demands a detailed knowledge and deep understanding 

of what drives each relationship. Intellectual intimacy requires deep familiarity of the 

capabilities and genius that lie within each person.  

Organizational Intimacy  

Intimate leaders possess a full understanding of the organization’s strategically aligned goals, 

behaviors, and core values. They maintain a strong focus on aligning their behavior and 

decision making with these goals. They know how to connect each function and each role 

toward achievement of the organizational priorities. 

 

Influential Intimacy  

Finally, intimate Leaders are able to use their deep understanding of organizational goals, 

personal character and competence, social or interpersonal proficiency, and intellectual 

prowess as a compelling power to positively influence opinions, behavior, and communication 

among those with whom they interact.  
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How to use the Magnetic Power of Leadership Intimacy 

To Inspire High Commitment and Drive High Performance 

We’ve seen how too much concentration on one or the other side of High Commitment or High 

Performance leads to inadequate and short-lived results. We’ve looked at how the 1 + 1 = 3 

equation produces results. Now let’s dive a little deeper into the leadership coaching approach of 

using the Magnetic Power of directive communication (tell) plus Socratic dialogue (ask) that 

promises the most desirable and sustainable outcomes.  

To restate, when properly executed, the positive results include:  

 Productive, innovative and vibrant 

environment 

 Clear expectations of what success looks like 

 Leaders who model the way 

 Empowered and involved employees 

 Strong accountability among all stakeholders 

 Full ownership of individual accountability 

 Bold adoption organization-wide of the best 

ways of working 

 Past mistakes transformed into solution-driven 

actions  
 

In order to effectively direct employees toward these desired Results, leaders must work with 

four elements—Expectations, Involvement, Adoption, and Follow-through. 

We have devised and use a simple formula to help leaders navigate the relationship between these 

elements:  

The Magnetic Power of Leadership Intimacy Formula describes how 

Leadership Coaching Results (R) will be multiplied by the quality of the 

Expectations (E) times the level of Involvement (I) times the amount of 

solution Adoption (A) you achieve times the Follow-through (F) you 

encourage. 

 

 

 

 

R = E x I x A x F 

HC+HP 
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Setting clear Expectations involves outlining performance goals in a way that spells out what the 

leader wants employees to do in addition to how and with what behavior employees can perform 

their jobs, always intimately aware of the capabilities and needs of each employee.  

 

Managers are responsible for identifying the key behaviors they expect and for defining the 

characteristics of those behaviors. Expectations should be clear, succinct, time-bound, and clearly 

associated with specific tasks, job functions, and the direction in which the organization is heading. 

With Expectations clearly defined, Involvement influences Adoption. When leaders actively 

involve employees in the generation of solutions, those they wish to influence become much more 

likely to take enthusiastic accountability for the solutions they generate, which means they will 

eagerly take responsibility for Adopting the solutions they helped create.  

 

With a firm commitment in place to adopt and implement what has been mutually agreed upon, 

the leader encourages Follow-through by rewarding and reinforcing behaviors and providing 

redirecting feedback and ongoing coaching. 

 

Using a balance of asking and telling—motivating engagement and driving accountability—the 

intimate leader helps employees see beyond where they are today. They push individuals to raise 

the bar and focus on goals that reach high vs. settling for mediocre achievement. 

 

Common sense is not common practice 
All bright and eager leaders understand the Magnetic Power of Leadership Intimacy Formula on 

an intellectual level almost immediately. The temptation then is to assume they can implement it, 

since it clearly meets the standard of common sense.  

 
The greatest challenges leaders will 

face, however, involve courageously 

diving into the deep waters of 

intimacy. Notice that the formula in 

the illustration, right, is situated above 

the water line. Like the iceberg that 

sunk the Titanic, the most treacherous 

challenges associated with executing 

the Magnetic Power of Leadership 

Intimacy lie below the surface.  

To paraphrase the daredevil before 

launching into a breathtaking feat,      

“Do not try this at your workplace!” 
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Only carefully individualized coaching will ensure that as you practice the formula, you also 

calibrate your behavior, conversations, emotions, and thinking in order to properly connect with 

your employees. It’s all in the execution, as they say, and effective execution requires practice 

under the guidance of a coach. 

 

However, many leaders begin to realize greater individual accountability when they apply basic 

magnetic principles, which you can practice immediately. 

 

Like the two poles of a magnet, intimate coaching conversations work from opposite positions—

directive communication (telling) and Socratic dialogue (asking). Use telling to push for greater 

accountability and asking to pull for greater engagement.  

 

If you do anything to see how the Magnetic Power of Leadership Intimacy works, try the following 

two techniques.  

 

Push with Specificity 

The secret to effective pushing lies in the use of specific details when communicating your 

expectations. There’s no room for confusion in directive communication. Confusion causes wasted 

time and energy, which discourages accountability. Spell out only realistic expectations in terms of 

what you want done, how you want it done, and when you want to see what results.  

 

Pull with Aspirations 

Pulling, or using the other magnetic pole, requires the intimate leader to lure employees toward 

what they expect by addressing their expectations.  

All people not only can, but want to, do their best. It’s what gives them the greatest satisfaction. 

Use your intimate understanding of your employees’ dreams and ambitions. Align their objectives 

with your organization’s goals and communicate clearly to each employee how the two work 

together. 

 

Of course, only magnetic leaders willing to get intimate with employees can push or pull them 

toward higher levels of aligned performance with sustainable, rewarding outcomes. 

 

Reaping the Rewards of Leadership Intimacy 

The rewards are well worth the time and commitment    

required to implement Leadership Intimacy and reap the  

rewards of its Magnetic Power.  The intimate leader  

knows that when people agree intellectually and  

emotionally on common goals and direction,  

they do their best work.  

 

 

When it comes to actions that 
enable employees, few things have 

as much immediate impact as an 

effective relationship with one’s 

direct manager and coworkers. 
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Intimate leaders speak with one voice and share authentic commitment to one another, make 

collaborative decisions, and take innovative actions aligned to meeting and exceeding clearly 

defined objectives.  

 

They use their collective talent, challenge the status quo, hold each other accountable, achieve 

consensus through lively debate, and execute their decisions diligently.  

Intimacy requires leaders and employees to commit to:  

• Choosing to challenge the status quo 

• Selecting the path of fierce collaboration 

• Taking care of the collective parts and goals 

• Transforming old habits into innovative solutions 

• Speaking up and contributing remarkable ideas 

• Staying emotionally involved with the organization, its values and goals 

• Being willing to go the extra mile with discretionary effort 
 

Leading by example, the intimate leader models a positive, fulfilling work-related state of mind 

characterized by physical vigor, “At work I am bursting with energy,” emotional dedication, “I am 

enthusiastic about my job,” and cognitive absorption, “I am immersed in my work.” 

 

Contact us to learn more about our Leadership Intimacy. We look forward to hearing from you. 

li@align4profit.com 972-608-0400  

 

 

 

 

 

 

 


