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Today:  
Topics to 
Ponder

1) Good leaders don’t treat everyone 
the same!
2) Good leaders don’t spend a lot of 
time fixing people’s weaknesses!



Warm Up

Question 1: 
If you could go anywhere on your 
fantasy vacation, where would you go?

Question 2: 
What’s one thing you might work on to 
improve on in working with people?



Part I

Good leaders don’t treat everyone the same



Self-Assessment

• Choose the answer that best describes what you 
would be likely to do (not the ideal)

• Don’t get too worried about the terms..

• Keep your answer sheet/scores handy.  We’ll be 
looking at them.



Leadership 

What Is the Most Effective Leadership Style ?????? 



“Effective”

• Highly productive
and

• Highly rated by employees



Theory X, Theory Y

Autocratic-----------------Democratic

Where do the most effective leaders fall?



Managerial Grid
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Task and Relationship Behavior

• Task Behavior:  telling people what to do, when, and 
how….directive

• Relationship Behavior:  “other”.  Coaching, listening, 
encouraging, motivating, asking for input, etc.
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Situational Leadership Model
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Situational Leadership Model
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Participate Coach

Delegate Tell (Direct)

Leadership Styles



Styles

• Telling: Provide specific instructions 
and closely supervise performance  
• Coaching: Involve, explain your 

decisions, practice, and provide 
opportunities for clarification and 
support
• Participation: Share ideas, facilitate 

decision making, encourage input
• Delegating: Turn over responsibility 

for decisions and implementation



How can we 
“mess up” each 
of these styles?

• Telling- Thinking telling is being 
“mean”
• Coaching- Pretending to listen and 

take input but already have your mind 
made up
• Participating:  Thinking that 

participating means the leader not 
being active or skilled in the process
• Delegating:  Turning it over but then 

micromanaging or not giving the 
necessary authority with delegation



• Look at the 4 ways to “mess up” leadership on the previous slide.

• Which mistakes/mess ups have you seen?



So What’s Missing???
READINESS

Two components of Readiness:

1. Ability skills, training, education, knowledge, 
background

2. Willingness attitude, motivation, confidence



Is it 
possible 
to be:

• High in ability but low in 
willingness?

• High in willingness but low in 
ability?



Remember:  There could be lots of reasons for low 
“willingness”

It’s not just about “bad attitude.”  Don’t assume.

Ever had a time in your life when you weren’t functioning at 
100% capacity?

Kids do this “cover” all the time.



Readiness /-----------------------------/-------------------------------/------------------------------/-----------------------------
Willing and Able   Able but Unwilling Willing but Unable    Unwilling and Unable
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Participate Coach

Delegate Tell

Readiness •/-------------------------------/---------------- ---------------/---------------------------------/---------------------------
•Willing and Able     Able but Unwilling    Willing but Unable   Unwilling and Unable
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Your Own 
Leadership 
Style

•Primary Style
•Back Up Style
• Style Effectiveness



Classic Leadership Mistakes

•Nothing…bam!      

• In group and out group 

•Too people centered???  



Look at your test…

• Is your score accurate for you?

•What do you need to improve in?



Look at your test…

• Is your score accurate for you?

• What do you need to improve in?



1. Grow people along the _________
2. Try not to “jump around”
3. When in doubt ____________
4. If someone starts to slip in 

performance _____________
5. Careful to not confuse what looks 

like a bad attitude with __________

Hints:



Think of someone you are having trouble 
leading (not your worst):

1. Write specifically what you want them to do:
2. Estimate their Ability (H, M, L) and Willingness (H,M, L) on this task
3. Describe what you are doing now
4. What should you be doing?



Share your thoughts/responses to “Someone to Improve 
With.”  
How do you think you could do a bit better?



Part 2
Good leaders don’t spend a lot of time 

fixing people’s weaknesses!



From “Now Discover Your Strengths”

“Guided by the belief that good is the opposite of bad, 
mankind has for centuries pursued its fixation with fault 
and failing.  Doctors have studied disease in order to 
learn about health.  Psychologists have investigated 
sadness in order to learn about joy.  Therapists have 
looked into the causes of divorce in order to learn about 
happy marriages.  And in schools and workplaces 
around the world, each one of us has been encouraged 
to identify, analyze and correct our weaknesses in order 
to become strong. This advice is well intended, but 
misguided.  Faults and failings deserve study, but they 
reveal little about strengths.  Strengths have their own 
patterns.”  



Donald Clifton



Remembering* 

Think about a time when someone you trust gave you 
positive feedback about a strength you have.

-What was that feedback?
-What was the impact on you?

Think of your students and the impact this has on them!!
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People don’t change much by focusing on weaknesses



Reprinted or used with the permission of Gallup Inc. 
Copyright © 2013 Gallup, Inc. All rights reserved.

Overcoming
weakness: 
A school for 
animals



The Study of Strengths

• Is rooted in the study of excellence
• Years of study of greatness
• Not a typology



Fixing Weaknesses 

• It’s OK, but it’s “damage control”
• It can prevent failure, but it can’t elevate you to 

excellence



Yet, in our society we spend a lot of time 
focusing on weaknesses

•40,000 studies on depression  

•400 on joy   



The 
Paradigm 
of 
Weakness

• “This fixation with weakness is deeply 
rooted in our systems . . .”



Myth #1

•As you grow your personality 
changes
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Truth

• As you grow you become 
more of who you already are

•Most studies of personality
show that our basic selves stay 
about the same after 20
• Stop wasting your time trying 

to change your personality

drpcporter@gmail.com



Change Is at the Heart of Strengths (just not your basic 
personality)

Yes, you can change your:
• Performance
• Values
• How you treat others
• Happiness
• Bad habits
• Achievement

Just don’t waste time trying to change your basic personality or nature.  You are 
who you are in this area!  Build on it.



Myth #2

• You will grow most in your 
areas of greatest weaknesses

drpcporter@gmail.com



Truth

•You will grow most in your 
areas of greatest strengths
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Got a little time?....... Spend it developing your strengths!



Myth #3

• A great team member does 
whatever it takes to help the 
team.
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Truth

• A great team member 
deliberately volunteers 
her/his strengths to the team 
most of the time
• Stop believing that everyone on a 

team needs to contribute exactly the 
same thing.
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Making the Shift in Thinking
Why do most people want to believe that as we get older our base 
personality changes?

• What ’s appealing about that way of thinking?



Strengths Assumptions

1. Each person has unique and enduring talents.  As we grow we become more 
of who we already are (personality- not behavior)

2. Each person’s greatest potential for growth is in their strength areas
3. We can continue most to our team by volunteering our strengths more 

often
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Failure and Success Are Not Opposites

• A bad interview is not the opposite of a good interview
• Study unproductive teams and you see they argue a great deal…study 

productive teams and they argue just as often!
• We must study Strengths because we can’t just “do the opposite”

Just telling adults or kids what NOT to do, isn’t that effective
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Staff who report their leader regularly 
focuses on their Strengths

• 6x as likely to be engaged at work
• 7.8% more productive in their role
• 3x as likely to report having an excellent quality of life
• 6x as likely to do what they do best every day



Discover 
Your 
Strengths

Only 2 in 10 people (3 in 10 in the US)

play to their strengths daily in 
their jobs.



Signing 
Your 

Name

• Sign you name as many times as 
you can in one minute.

• Like you would do on a check 
(remember checks?)



Signing 
Your 

Name

• Try it again.  
• This time with your non-

dominant hand!

What would it be like to work 80% of 
the time with your non-dominant hand 
or only with your weaknesses?





What is a “strength?” 

• Consistent, highly skilled performance in an activity
• You can fathom yourself doing it repeatedly, happily and successfully
• Everyone has talents.  Identify these and then refine them with 

knowledge and skills.  Then they become more and more Strengths



Hints for identifying a strength:  

• Something you consistently do well
• Something you usually enjoy doing
• Something that the time goes quickly when 

you are doing
• Something you look forward to
• Something you seem to learn quickly Great teachers do this 

all the time with kids



What Strength Is…Isn’t

What It Is What It Isn’t
Identifies how you are wired Identifies “right” vs. “wrong” or “good vs. “bad”

A way to understand the lens through which you 
view the world

Labeling and categorizing people

Common language to use within an organization One size fits all approach

Maximizes productivity An excuse to NOT do something because it’s not 
my strength”

Where you find your energy vs. what exhausts you A complete explanation of everything about you, 
who you are and why you do thing.



Strengths are not about what you do….

They’re about how you do it.

Defining and using strengths is not about the job itself. 
Instead we must learn how to “take our existing jobs and reshape them to our 
strengths.”
“How will I put my strengths into play just a bit more each week?”



What are the qualities of a good teacher?



Talents by Domain
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Executing
• Achiever- drive, do more, not enough
• Arranger- conductor, enjoy managing all the variables, get things 

done, figure things out
• Belief- Core enduring values, altruistic, meaning, dependable, 

spiritual
• Consistency- treat people the same, fair, know what’s expected
• Deliberative- careful, private, identify risks, constrained, mindful
• Discipline- predictable, order, structure, routine
• Focus- where am I headed?, goals, impatient with delays, on 

task
• Responsibility- ownership, follow through, do it right, 

accountable
• Restorative- Love to solve problems, fix it, rekindle

Influencing 
• Activator- when can we start?, impatient for action, learn 

by doing
• Command- take charge, take a stance, confrontation is 

OK
• Communication- like to explain, speak, write, stories, 

inspire
• Competition- comparing, compete, win, like contests
• Maximizer- excellence, loves strengths, find gems, 

positive focus
• Self-Assurance- Self-confidence, faith in your strengths
• Significance- want to be significant, recognized, heard, 

known, appreciated, credible
• Woo- winning others over, likes meeting new people, 

enjoy initiating



Themes (Cont.)
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RELATIONSHIP BUILDING
• Adaptability- live in the moment, likes unpredictability, likes 

different directions
• Connectedness- things happen for a reason, bigger picture, 

purpose
• Developer- see potential, ways to challenge and grow, help
• Empathy- sense emotions of others, understand, find right words 

for others
• Harmony- look for agreement, little conflict, compromise, 

accommodate
• Includer- Include more, team, don’t be left out, don’t judge
• Individualization- uniqueness, differences matter, keen observer
• Positivity- praise, smile, lighthearted, enthusiastic, optimistic
• Relator- Pull people toward you, intimacy, understand, 

genuineness

STRATEGIC THINKING
• Analytical- “Prove it,” objective, search for understanding 

and patterns, causes
• Context- Look back for answers, blueprints 
• Futuristic- wouldn’t it be great if, hope
• Ideation- fascinated by ideas, discovery, connections, 

profound
• Input- inquisitive, collect things, love complexity, read and 

travel
• Intellection- like to think, problem solve, introspective
• Learner- love to learn, workshops, books, etc., journey
• Strategic- sort through, find best route, see patterns, what 

if



Read Over Your Report

• Review your StrengthsFinder print out. 

• Highlight words & phrases that stand out



Strengths Assessment Discussion 

• Share your highlights and reactions with your partner.  Be great 
listeners!
• Which phrases/words that really fit for you?
• What reaction did you have reading about yourself?
• Any Strengths in common with your partner?



Poll 

What do you think are the chances of you having the same top 5 
Strengths, in the same order, as someone else?

___ 1 in 50
___ 1 in 100
___ 1 in 1,000
___ 1 in 10,000



Chances of someone having your same top 5 in 
the same order...

One in __________________



Four 
Domains 
of 
Strength

(but any strength can 
be used for any 
purpose)

Executing

Influencing

Relationship

Strategic Thinking



Look at your top five and see if you have 
2 or more in one Domain



Which Domain do you have the most in?

___1. Executing
___ 2. Influencing
___ 3. Relationship Building
___ 4. Strategic Thinking

Does anyone have 5 in one Domain?  How about 4?



Raise Your Hand

• Talk to other people in elevators, airplanes, grocery stores, etc.
• Have a color-coded or very organized closet or garage
• Tend to be skeptical until given proof
• Make lists of things to do and stick to them
• Sometimes pick someone to race when driving
• Been told you ask too many questions
• Clean your house before you go on vacation
• Push the elevator button twice to “remind” the elevator that you are there.



Learning About Other Strengths

• Wander around the room looking at others’ “top 5”
• Look for someone with a Strength you don’t have or would like to 

learn more about.  “Grab them!” (not literally)
• Ask them about that strength (“tell more Bravado about how that one 

shows up for you.”)  Then they get to pick one of yours & do the same
• We will do this 3 times like “speed dating” style



Non-Talents:
Your bottom 5-8 talents. 
Who cares!? 

Weaknesses: 
Something that is 
getting in the way of 
your success.  You need 
to work on these.

Non-Talents and Weaknesses



Fall in love with your Non-Talents 

• Very comforting to know you don’t have to be good at 
everything or be everything to everyone.

• Acknowledge your non-talents
• You will learn to appreciate other’s strengths and ask 

for assistance as you own your weaknesses
• Learn to “borrow”

Can you imagine if we helped kids to love their strengths 
and be comfortable with their non-talents?



Working on Your Weaknesses 
Ways we can stuck in our weaknesses:  “Watch-outs”
1) Blind Spots: We’re unaware of the impact of our strengths on others

2) Biases:  We like our traits (even strengths) and feel more connected to people 
like ourselves.  We are biased.

3) Brokenness:  More recent events that have left pain or frustration or stress.  We often 
overuse our strengths inappropriately to deal with the event.    or
Old Wounds:

4) Bravado:  “That’s just how I am!”



Strategies for Weaknesses 
(things that get in the way of you doing a good job)

1. Let people know “it’s not your thing”
2. Stop doing it if it’s not that important
3. Ask someone else to do it or team up with someone who 

has strengths in that area
4. Get more education/training/practice
5. Do it but set more reasonable standards or goals
6. Offer up one of your strengths instead
7. Use your strengths to work on your weaknesses

If none of the above works:  Adjust or change roles



Balconies 
and 
Basements

Balcony- using your talent optimally
Basement- using your talent less than 
optimally (overuse, wrong application, 
etc.)



Balconies and Basements

Look up your 5 Strengths on the Balconies and Basement 
handout.  Find one balcony that really fits for you.
Find one basement that you need to be careful of at time?

They could be the same!

Now let’s share in breakout rooms



A good leader is not well rounded!!



Strengths 
Interact to Make 
You Who You 
Are:
Strengths don’t exist by 
themselves…

Combining Strengths 
Examples: 

Consistency and Harmony:  “Let’s have some 
consistent guidelines for getting along”

Harmony and Activator:  Are we in 
agreement?  OK, let’s go!!

Focus and Maximizer:  “Let’s do more but stay 
on track.”

Take a look at your top 5 and see if you can 
combine 2 or 3 to describe a part of you.



What is 
Your Super 
Power?



Let’s think for a bit about how strengths apply to our students.



Analyzing a Project as A Team

TASK Who might be 
good at this?

1

2

3

4



Find a picture

1. Think about who you are 
and your topic 5 Strengths

2. What picture seems to 
“capture you?”

3. With a partner talk about 
why you choose this card and 
answer the questions on the 
back of the card.





5 Guiding 
principles 
for 
strengths*

• Themes are neutral
• Themes are not labels
• Lead with positive intent
• Differences are an advantage
• People need one another

• *Gallup



Liberating Insights*

• You don’t have to become a different person to be successful.
• You don’t have to be all things to all people
• You can’t be anything you want to be but you can be more of who you are.
• You can learn to be a better version of who you already are

*Gallup
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