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If you spend %Eum trying to be geod at everything, yeu
will mever be great ar anything, While our society encolrages
us to be well-rounded, this approach inadvertently breeds
mediocrity. Perhaps the greatest misconiception of all is that of
the well-rounded jeader,

Organizations are guick to Jook for leaders who are great
commuricators, visionary thinkers, and who can also get things
done and follow through. All of these attribwtes are desirable
and pecessary for an organization to aucceed. But of all the

leaders we have studied, we have yet to find one who has ward-
class strength in 4l of these aress, Sure, many leaders can get
by or are above average in several domains, But

those who strive to be competent in all areas become the least

effective leaders overall.
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. LEADING BY [MITATION

Sareh has a knot in her stomach as she drives ta work on
, Monday motning, While she rarely looks forward to the start
/ : of a workweek, today the mere thought of going to the office
15 making her ill. While mﬂﬁﬂm through traffic, Sarah beging
to wonder why this particular Monday is so much worse, Shes
perplexed because last Friday was one of the best days in the
office she could remember
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As Sarzh pulls into the parldng lot, she fignres out why the
end of last week was so enjoyable: Her boss, Bob, was out of
tewen. That was the good news. The bad news is that he was
attending yet another course that would equip himto be a betrer
leader. As Sarah wilks across the parking lot, her stomach
tightens even more when she remembers what happened the

last fime Bob went to one of those leadership retreats.

Earlier in the year, Bob had attended a conference that
explored Lincolnts leadership style during the Civil War. When
he returned, Bob predictably spent the next month trying to
teach cveryone on his tezm to be “exceptional ﬁuﬁ:ﬂﬂﬁoﬁw
Sarah chuclded at the memory, recalling how awkward this
was for the computer programmers in her office, who usually
prefer typing to talking, Fortunately, Like all Bobs phases, this
one came to an abrupt halt once he read a book suggesting that
the best leaders had humble personalities, and he subsequently
quit pressuring Sarah’s more introverted colleagues to be the
pext Lincoln or Kennedy.

When Sarzh enters the building, she has no choice but
to pass Babs office, and the knot in her stomach tightens. As
if on cue, Bob waves her in. Reluctantly, Sarah leans m.mabﬂ
the frame of the open door. Hﬂ_wrm- mind, Sarah is cynically
wondering what flaver will be served up this month. But to be
cordial, Sarah asks Bob shout the retreat.

After telling Sarah how peaceful and serene it was in the
small mountain town where the event was held, Bob cuts to the
chase. He declares, “My big takeaway from last week was that
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we all need to be more adapiive to ehange in order to Eror our
business.” Ther Bob leans forward, looking at Sarah carnestly,
and contintes; “We went through this activity where each of
us had to EMNUE how quickly we adapt to new market trends.
Well, like everyone else, it tirns out that we spend nowhere near
¢nough time readying ourselves for big change. If we're going to
lead our industry, we need to not only anticipate, but beter yet,
create change” Bob rambles on for 10 more minutes, but Sarak
had gotten the message right away: ‘The leadership buzzword
for the next fevr weelks or months is going to be “change”

As Sarah walks away from Bob's office, she is already
anticipating the maans and groans of her peers when they hear
about the latest f2d. Then she suddenly realizes something about
Bob that almost bas her feeling sorry for him. While he has
spent much of his career in a leadership role, the vast majority
of her boss” efforts have been focused on Tying to mimjc traits
of leaders he has known or read about

The bookshelfin his office is lined with weighty tomes about
famous political and business leaders, dead and alive. When Bob
speaks to groups, he frequently quotes the company’s GEO and
other leaders.who have appeared in the media. Qg occasion,
usually when talking 10 groups of managers and leaders in the
organization, Bob even puts together a “greatest Lit<” list of all
the things that he has leamed from stodying historical leaders
and modern-day corporate chiefs. He describes how all leaders
must be empathetic, creative, disciplined, strategic, humbie,
dedisive, and of course, Ereat comminicators,
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Sarah can see that Bob has spent most of his career striving
to be just like the leaders he admires. Yet he fails to realize that
the people he looks up to are all very different. There i no
single person who embodies even half of the characteristics on
Bobis exhaustive st of what males a well-rounded leader. And
perhaps most strikingly, the one leader that Bob knows the least
about is himself.

FINDING YOUR LEADERSHIP STRENGTHS

“Pye never met an effective leader who wasi't aware of his talents
and working to sharpen them”

— Former NATO Supreme Allied Commander Wesley Clark,
i The ey York Thoer Magasine

Without an awareness of your strengths, if's almost impossible
for you to lead effectively. We all lead in very different ways,
based on our talents and our limitations. Serjous problems
occur when we think we need to be exactly like the leaders
we admire Doing so takes us out of our natural element and
practically eliminates our chances of success.

If you look at grest historical leaders such as Winston
Churchill or Mahatma Gandhi, you might nobice more
differences than similarities — and it is the differences that
defined them and led fo their success Churchills bold and
commanding leadership succeeded in mobilizing a war-ravaged
nation, Tt is nnlikely he would have had as much success if he
had tried to emulate Gandhi’s calm and quief approach. Yet
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Gandhi’s leadership, during Indias struggle for independence,
was much more _wmm_w&ﬁ becanse he did not try to emnlate the

domineering leadegs of the past. Eoth men knew their strengths
and used them wisely.

All too offen, leaders are blind to the obvious when it
comes to something of critical fmportance to them — their
oW persepality. Mauy political and business leaders have self-
concepts that are miles away from reality. They simply dor't
Jnow.their own strengths and weaknesses.

This is the stuff of parody for late-night talk shows, sitcors,
mavies, and stand-up cories. And this problem goes far beyond
the boss who thinls he's funny; even though people only laugh
at his jokes out of cbligation. Most people have encoumtered
2 leader who is completely unaware of a glaring wealmess.

. We have spoken with several leaders who claim to be great at
developing their peapie, but when we interview the people Emw
lead, we hear a very ditferent story. In some cases, the leaders in
question may be better at demoralizing than developing people.
At 1ts worst, this lack of self-awareness can lead to masses of

disengaged emnployees, unhappy customers, and wmdue stress
beyond the workplace.

Although less moticeable, another serious problem gceurs
when people try to lead while having no due abeut their natural
strengths. Unfortunately, few people have discovered the place
in life where they have the most potential for growth Based
on an analysis of Gallup’s 2007 global client database, the vast
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majority of people do mot have “the opportunity to do what they
do best every day” in their corrent job. {Bee nﬁﬁﬁ belerw.) This
problem rins rampant in workplaces throughout the world.

[E8 Pernoviagm rarting Hiay e i apperfbity ba do WISk ey do
‘Bt guacy diy® oL wiH Gmood an Behep's 2007 globod cllack dxtonoh.

Tt was this problem that led the late leadership researcher
and Father of Strengihs Psycholegy, Dr. Donald O. Clifton, to
begin studying the unique strengths of leaders. Beginning in
the 1960s, Clifton, along with his colleagues from Gallup and
the academic world, conducted mare than 20,000 interviews
with people in leadership roles across almost all industries and
aceupations, induding former heads of state and other global

leaders.
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mﬁnwom&mm_”Nr-Eu.bnﬁFﬁgnﬁéﬁnﬁzﬁﬁﬁﬂﬁn&
for most of the ihterviews, the various leaders were asked the
exact same questions. This allowed for side-by-side comparisons
of leaders’ responses. For many business leaders in this study,
data on the leader’s actual performance were available. This
allowed Clifton and his team to compare the best leaders to
those wha were less successful, based on gbjective measures.

After all of this research, you might think that a team of
scientists would find at least one strength that alf of the best
leaders shared. But when Clifton was asked, just a few months
before his death in 2003, what his greatest discovery was from
three decades of leadership research, this was his responses

A lzader needs to know his strengths as a carpertter knows his
tools, ar as a physician knows the instruments at her disposal.

What great leaders have in common is that each truly kncrws

his o her strengths — and can call on the right strergth at
ihe right time. This explains why there is no definitive lst of
characteristics that describes all leaders.

To help aspiring leaders identify their strengths—
Clifton and his team created a web-based program dubbed

uwﬂnum&.mmﬁmﬂ..: As a part of this baok, vou will have
an opportunity to take 2 new leadership version of the
StrerigthsFinder program. In addition to helping you discover
your own strengths to lead, this new version will provide
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you with several strategies for leading others based on their
wnique strengths. As yoo can see in the chart below, if you
are able to help the people you lead focus on their strengths,
it will drematizally boast engagement levels threughout your

organization.

. Chatice’ of Being

ORGANIZATIONS
LEADERSHIP DOES HOT
FCCUS ON STREMGTHS

ORGAMIZATION'S
LEADERSHIP FOCUSES
OH STRENGTHS

_
A LONG-TERM INVESTMENT

As one top executive summarized, “If you focus on people’s
wealmesses, they lose confidence” At a very bagic level it
is hard for us to build self-confidence when we are focused
on our weaknesses instead of our strengths. Ovwer the past
decade, Gallup scientists have explored in mmuch more detail
the mechanism through which a strengths-based approach
infloences our lives. These stndies revealed that people
experience significant gains in self-conmfidence after taking
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StrengthsFinder and Iearning more about their strengths. This
increase in confidence at an individual level may help explain
how strengths-based programs boost an organization’s overzll
engagement and productivity.

The awareness of ones strengths and the subsequent
increase in seif-confidence it produces might have longer term
implications as well, accordiog to a landmark 2003 stady led by
the University of Floridds Tim Judge. Judge and his colleagne
Charlice Husst studied the self-evaluations of 7,660 men and
women who were between ages of 14 and 22 when they were
first stuclied in 1979. These 7,650 participants were follawed for
the next 25 years, and the measures (which included questions
about career success, job atatus, education, and health) were
repeated in 2004

What Judge and Hurst discovered from this 25-year
longitudinal study was quite profound. They found that people
with higher self-confidence in 1979 ended up with higher
Income Jevels and career satisfaction i 2004. But what was even
more striking was the fact that peaple with hish self-confidence
in 1979 saw their income increase af an entively different rate
compared to those with lower levels of self-confidence,

The people whe had more confidence in ther zbilities at 4
young age (between 14 and 22) started off with mmw_uﬁq.Em&m_.
income levels — making, on average (in 1979), $3,496 more per
year than the low-confidence group, As each year went by, this
gap continued to widen. When the researchers raviewed foliow-
up studies from 2004, the group with higher self-confidence
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was making $12,821 more annually compared to the average
annual income for the Jower self-confidence group. The people
with higher self-confidence in 1979 continued to capitalize on
their disproportionate gains as each year passed.

person capitalize on this cumulative advantage, it s likely
to create more rapid individual and organizational growth.
These studies also reveal z mechanism through which a
truly strengths-based erganization may be able to £Tow af an,
entirely different rate for decades to come.

T T L)

In addition tg the income and career benefits, what Tudge
and Hurst discovered about the link between early self-
confidence and physical health may be even more surprising.
When asked about the number of health problems they
have that interfere with their work, the group with low self-
confldence in 1979 reported almost three times as many health
problems 25 years later in 2004. Almost nobelisvably, the
group with high self-evaluations in 1979 reported having fewer
health problerns in 2004 than they did 25 years before.

The results of this study suggest that people who are aware
of their strengths and build selfconfidence at & young age
may reap a “cumulative advantage” that continues to grow
over a lifetime A preliminary Gallap analysis (using the same
longitudirtal panel from Judge and Hursts study) suggests that
Ppeople who report having a chance to use their strengths in the
workplace gain a simijlar advantege. Our research team found
that people who had the opportunity to use their swrengths
early on (between the ages of 15-23) had significantly higher
job sztisfaction and income levels 26 years later.

These outcomes highlight the value of leaders knowing
their own strengths and also reveal how important it is for
‘leaders to help others uncover their strengths as garly as
possible. If an organization’s leaders are able to help each




