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Introduction

Finding the Right Job

YOU MAY BE a smart person but still feel you're in the wrong position
at work or even the wrong career. And you may be right. Your brain is hard-
wired to function a specific way. If youre not in a position where your
strongest skills are vital, youre not likely to excel. Worse, if you're in a posi-
tion where your weakest skills are vital, you're going to feel it and are likely
to fail. You won’t look forward to going to work because what you do doesn’t
fit how your brain is wired. Your job will be unnatural and highly challeng-
ing. While the idea of finding the job most suited to you seems simple
enough, there are many instances when it doesn’t happen. Someone may
convince you that you're the right person for a particular job or promotion,
you accept it, and over time it doesn’t work out as planned. Or you may get
promoted because you've performed well in your current position, only to
find out you're not suited for the new role. When this happens, nobody wins.
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Over the course of a career, you may move from job to job until you
finally fall into a position that seems perfect. It could be that over a long
period of time you and many others end up in the right position, but it’s
often by chance.

But what if you could predetermine which position or career is the right
one for you to increase your probability of success? Imagine if, as an indi-
vidual, you could take years away from trial and error in jobs along your
career path by scientifically determining in advance how well a particular
position would suit you.

The purpose of this book is to provide you with that insight. It’s the
result of a two-year study we conducted to answer these and other ques-
tions. We sought to map certain cognitive skills of high-performing indi-
viduals to what they do and where they work. These skills are called
Executive Skills because they help you execute tasks. The idea is to navigate
yourself into positions that play to your innate strengths. It’s about match-
ing how your brain is wired to the job or task based on how the brains of
those already successful in those jobs are wired. Though this isn’t always
possible from a practical standpoint in business, you’d still know when a
certain task or function you're required to perform would be a good or a
bad fit for your strengths and weaknesses and plan accordingly. You’d know
in advance what kind of help you need to enlist.

Similarly, if you have people reporting to you or people you mentor,
you could help them determine what role or job would be best for them.
The best way to motivate is to get the most appropriate people in the posi-
tions most suitable to them. This is like the concept, familiar to many in
business, of getting the right people in the right seat on the right bus.! We
call this placing of a person in the correct job or position by matching
Executive Skills with those required for the job first-time right-seating.

As an executive or a manager, imagine being able to promote and move
subordinates along their career path knowing their inherent Executive
Skills strengths and weaknesses. This knowledge could be helpful to deter-
mine where an employee is most likely to succeed. And if a certain posi-
tion requires a person’s weaknesses in one job along a career path, at least
you’ll know in advance so that appropriate support can be provided while
the person is in that role.
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Playing to Strengths Leads to Goodness of Fit

If you’ve held several positions in your career, you may recall that one was
either a lot easier or a lot harder than others. This could have been an
Executive Skills match or mismatch, where your strengths were those that
were required for the job—or not.

When your strengths match those required for a task, it’s called a good-
ness-of-fit situation. The main objective in understanding and utilizing
Executive Skills profiling is to strive for positions that cause goodness-of-
fit situations. This can help explain why a person isn’t successful in one
position and then changes positions or companies and becomes success-
ful. While it may appear to observers that the person changed and
improved, the reality is that the situation changed and better suited the per-
son’s Executive Skills strengths.

And when your strengths match what you do, you're more likely to be
successful and even look forward to work because what you're doing there
feels natural. This can lead to rewards, including compensation, bonuses,
and promotions. As a successful person—a high performer—you will
likely stand out among your peers and generally be acknowledged by man-
agement. And consistently using this knowledge can help you throughout
your entire career.

If you're a manager, this knowledge can also make you a star, because
you'll consistently place the right people in the right positions and can bask
in the halo effects of their success.

More than 100 researchers worked on various parts of this study to help
identify the cognitive characteristics of high-performing people in busi-
ness.” We questioned more than 2,500 people at hundreds of organizations
of all types, from Fortune 500 companies to nonprofits at every level, from
employee to CEO. The goal was to provide you with a solid scientific
method for finding your ideal field, job, and position.

Matching Strengths of High-Performing Individuals

The basis of determining a person’s strengths and weaknesses in Executive
Skills is well grounded in neuropsychology and revolves around those
fixed functions associated with the frontal lobes. For many years, psy-
chologists have used knowledge of the development of these functions
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from childhood through adolescence to provide guidelines for assessment
and to help children and teenagers. However, it’s only recently that this
knowledge has been taken to the next level (notably in our last book,
SMARTS: Are We Hardwired for Success?), which is helping adults like you
use knowledge about these fixed skills for work and life.

This book attempts to advance this even further, by highlighting which
specific Executive Skills are mostly found in the stars at work, those suc-
cessful in business across a range of categories. There are specific similari-
ties and differences by a range of categories of high-performing individuals:

= Employees, managers, and executives have different strengths, but
they all share a common weakness.

= The most commonly found strength in high-performing males and
females is different.

= Almost all high performers in information technology (IT) are not
weak in one particular Executive Skill.

= IT executives are better at handling stress than IT employees.

= High performers who work in clinical departments are strong in
one Executive Skill that is a dominant weakness of those in IT.

= High performers in finance, administrative, and sales share a com-
mon strength.

» CEOs and CFOs share the same three most commonly found
strengths.

= High performers in marketing/advertising/promotion departments
are not weak in a certain skill.

= There is one particular strength in high performers in customer
service departments, and the overwhelming majority of high per-
formers in customer service are not weak in it.

= There is one strength found in sales managers and executives that
is not frequently found in sales employees.

= Of all high performers strong in one Executive Skill, 35 percent are
either a CEO or CFO.
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The Executive Skills

Our survey instrument for the study’ enables you to clearly and easily iden-
tify your strongest and weakest Executive Skills, which we detail later.
Knowledge of these functions enables you to play to your strengths while
minimizing issues caused by the weaknesses. Your strongest Executive Skills
will continue to be your strongest and your weakest will continue to be
your weakest, because they’re not dramatically changeable by the time you
reach adulthood, which we detail later.

Although researchers have various ways of labeling, defining, and
organizing Executive Skills, our model encompasses 12 separate skills that
are most relevant to the way people function in a work environment.

Despite the term Executive Skills, whose use in neuropsychology dates
back decades, there’s no connection to executives at work and no connec-
tion to the traditional meaning of skills. Executive Skills should not be
confused with functions or skills of executives, because Executive Skills are
how the frontal lobes and associated brain areas manage information and
behavior. And these are not skills that can be learned; they are cognitive
functions that are hardwired into the brain from birth.

Each person has a set of strongest and weakest of these cognitive func-
tions in their makeup. Generally, they have two or three that are their
strongest and two or three that are their weakest. Those in the middle are
not likely to get you in trouble, though they can’t be dramatically
improved either. Throughout the book, we focus on the three strongest
and the three weakest of the Executive Skills across all high performers.

Everyone has this personal combination of strengths and weaknesses,
and the mix varies from person to person.

There are 12 Executive Skills, and certain ones are prevalent in high-
performing individuals in business.

1. Response Inhibition: This is the ability to think before you act. It
is the ability to resist the urge to say or do something to allow time
to evaluate the situation and how a behavior might affect it.

2. Working Memory: This is the ability to hold information in mem-
ory while performing complex tasks. It involves drawing on past



6 = WORK YOUR STRENGTHS

learning or experience to apply to the situation at hand or to pro-
ject into the future.

3. Emotional Control: This is the ability to manage emotions in order
to achieve goals, complete tasks, or control and direct behavior.

4. Sustained Attention: This is the capacity to maintain attention to
a situation or task in spite of distractibility, fatigue, or boredom.

5. Task Initiation: This is the ability to begin projects or tasks with-
out undue procrastination.

6. Planning/Prioritization: This is the capacity to develop a road map
to arrive at a destination or goal, and knowing which are the most
important signposts along the way.

7. Organization: This is the ability to arrange or place according to
a system.

8. Time Management: This is the capacity to estimate how much
time one has, to allocate it effectively, and to stay within time lim-
its and deadlines. It involves a sense that time is important.

9. Goal-Directed Persistence: This is the capacity to have a goal, fol-
low through to the completion of the goal, and not be put off or
distracted by competing interests along the way.

10. Flexibility: This is the ability to revise plans in the face of obsta-
cles, setbacks, new information, or mistakes. It relates to adapt-
ability to changing conditions.

11. Metacognition: This is the capacity to stand back and take a bird’s-
eye view of yourself in a situation and to be able to understand
and make changes in the ways that you solve problems.

12. Stress Tolerance: This is the ability to thrive in stressful situations

and to cope with uncertainty, change, and performance demands.

You may go to www.workyourstrengths.net/profile to take the Executive
Skills Profile one time at no charge.


www.workyourstrengths.net/profile
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Frontal Lobes and Executive Skills

The brain is a complex organ, and both neuropsychologists and writers for
the popular press have attempted to paint a simplified picture to help peo-
ple understand how it works and what part of the brain performs what
function. Books have been written about left-brain and right-brain func-
tions, with language being the skill most commonly attributed to the left
brain, and emotions and spatial concepts being attributed to the right brain.
In fact, it is more complex than that (the tone of voice with which some-
one speaks is interpreted by the right hemisphere of the brain, while the
words are interpreted by the left hemisphere).

More broadly, there are portions of the brain responsible for perception,
memory, language, and movement. But for an individual to do anything
with all that information requires the activation of the frontal lobes. The
frontal lobes of the brain—the portion of the brain just behind the fore-
head—are responsible for reasoning and decision making. In terms of
brain functioning, the frontal lobes—and particularly the prefrontal cor-
tex—are almost unique in their ability to receive signals from all other
brain regions, thus enabling them to factor in previous experiences and
prior knowledge, current biological states, and incoming information from
the external world. It is for this reason that the frontal lobes are sometimes
called the central executive. And Executive Skills are the mechanisms by
which humans sift through massive amounts of information in order to
reason and make decisions.

While specific skills associated with the frontal lobes have long been
described in scientific literature, the usage of the terms Executive Functions
or Executive Skills is more recent, dating back to the 1980s. However, in spite
of their relatively young age, the terms are now commonly recognized in the
neuroscientific literature and associated with frontal lobe activity. We detail
more of the science behind Executive Skills and the brain in a later chapter.

The Spread Between Strengths
and Weaknesses: The Differentiator

While we identified all 12 Executive Skills in high performers, we focus on
the three highest and three lowest because those are the most likely either
to provide the greatest help or to impede success. When a large percentage
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of high-performing individuals are strong in a certain Executive Skill, a cor-
responding large number are typically not weak in that same skill. In any
given function or title, generally a third or more of the high performers
with those titles or functions share at least one strength. When analyzing
specific levels within a job function (such as sales executive), up to half of
high performers share the same strength.

By area, such as a department, a significant number of high performers
with the same title are not weak in one or two skills. Whatever the weak-
ness a significant number of high performers did not have was also one of
the top strengths in that particular group. We call this Executive Skill the
Differentiator, and we identify it in each case throughout the book. It’s this
spread between strengths and weaknesses in high performers that deter-
mines the importance of a particular Executive Skill in any given area.

We have written this book both for you, for personal career planning,
and for managers and executives, to help them more precisely determine
who might be best suited for a particular position or job.

Executive Skills strengths and weaknesses cut across all industries, pro-
fessions, and titles, because they’re hardwired into a person’s brain. The
book is organized to give you a basis in understanding these skills and the
details of the study, and ways to see which industries, departments, and jobs
have high performers with the same strengths as you.

The ultimate result of our research is that we determined which
Executive Skills reside in high performers at all levels across organizations.
Executive Functions of many high performers at lower levels are different
from those at higher levels in the same areas of work. This information,
about which brains are in the best seats, is aimed at helping you and busi-
ness leaders avoid the costly and disruptive step of the wrong person end-
ing up in the wrong job. The goal of this book is to greatly increase the
probability of finding the round peg for the round hole.



Determining Your Own
Strengths and Weaknesses

. . .and Finding the Strengths
and Weaknesses of Others

A FREQUENT QUESTION regarding the 12 Executive Skills is, Which
skills matter most and which matter least? There’s really no set answer
because, as they say in psychology, it depends. If you're a high performer,
different Executive Skills strengths and weaknesses are found in different sit-
uations or categories. While all 12 Executive Skills are found in all people,
including high performers, only your strongest and few weakest matter most
to you and are likely to impact your performance in any given situation.
Among high-performing individuals in various business departments
and functions, there are common strengths and weaknesses, as well as typ-
ical combinations of Executive Skills strengths and weaknesses. Even with-
out knowing about Executive Skills strengths and weaknesses, many
successful businesspeople have intuitively figured out some of their own
Executive Skills issues over a period of time. For example, if you're a high
performer weak in Time Management, you may have concluded long ago
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that you needed someone to keep you on schedule and hired an executive
assistant who does just that.

You may not recognize some of the other Executive Skills as easily, so
understanding the characteristics and behaviors associated with all 12 can
prove helpful. While each high performer will likely be strong in two or three
skills and weak in two or three, knowing about all 12 can be helpful in inter-
acting with other people, who may have a different Executive Skills profile.

Certain strengths and weaknesses are found in more high performers
overall. However, each Executive Skills strength can be found in a particular
job type, title, department, or industry, so if you're strong in one skill that’s
not found in high performers in, say, sales, it could be a strength of high per-
formers in customer service, which we detail later. The point is that just
because your strengths don’t match those of high performers overall, there’s
still hope because they likely match a specific area, such as by a certain depart-
ment or title. In some cases, there are a few high performers in positions
where their strengths are not the same as the commonly found strengths in
high performers in those roles. It’s likely that these people are having a more
difficult time because some of the tasks could feel unnatural to them.

Everyone has strengths and weaknesses in their skills. It would be
extremely unusual for a person to be strong in all 12 skills because some are
effectively opposites. For example, high performers weak in Time
Management are also typically weak in Task Initiation, but they are strong
in Metacognition, Flexibility, or Goal-Directed Persistence. And those strong
in Time Management are low in Emotional Control or Stress Tolerance.

There are some common combinations of strengths and weaknesses, so
people strong in specific skills often are weak in certain others.

Determining your strongest and weakest skill requires that you under-
stand each of the skills and the characteristics associated with them. Several
of the Executive Skills in which you excel or fail will be obvious to you right
away. For example, you probably already know whether youre good at
starting projects easily without procrastinating. Or you might feel that
youre generally flexible or not. Just knowing that tells you that you are
either strong or weak in that particular Executive Skill.

However, the key is to understand all 12 Executive Skills in relation to
each other and learn the strength and weakness characteristics of each.
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People typically have two or three strengths and two or three weak-
nesses, with the remaining Executive Skills falling somewhere in between.
Those that are in between are not generally likely to get you in trouble, but
those at the extremes can help you position yourself for greater successes
and fewer failures. Those that are strongest will allow you to determine
what tasks, projects, relationships, and even careers youd find yourself
comfortably matched to. Those that are weakest can show you personal sit-
uations and even jobs and careers that you should probably avoid. By
matching your strengths to those of high performers with the same
strengths, you may identify a job, a function, or even an industry where you
might be a perfect fit. You also may find that you are a match for the job
you already have, with Executive Skills that match those who are high per-
formers in a similar job.

If you’re an executive or a manager, once you know what behaviors typ-
ically go with each skill, then you can identify those behaviors in those who
work for you and likely determine their strengths and weaknesses.
Knowing your subordinates’ strengths and weaknesses can help you inter-
act with them more effectively and determine which roles or functions at
work would better suit each person.

Following are the Executive Skills with the associated traits and
behaviors that typically go along with them, as both strengths and weak-
nesses. Each skill was found as either a strength or weakness in between
40 to slightly over 60 percent of high performers overall. However, as
youll see later in the book, the significance of specific Executive Skills
in high performers comes into play when viewed by job function,
department, or industry.

Skill 1: Response Inhibition

This Executive Skill is about having the capacity to think before speaking
or acting. Often it is what someone says that causes you to want to respond.
It might be a discussion where your spouse casually mentions a person
who’s not in the room, and you quickly blurt out that she’s a real jerk,
within earshot of others who are her friends. Or it may be your boss, who
takes his golf seriously, mentioning how well he did in his game over the
weekend, and you immediately say you think golf is such a waste of time.
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If you lean to informed decision making, generally take a methodical
and deliberate approach to things, and are not often impulsive, you're prob-
ably strong in Response Inhibition. You also could easily suppress a
response until you've thought about it.

On the other hand, if you often act on impulse, tend to say the first thing
that pops into your mind, and generally act before you consider the con-
sequences, you're probably weak in this skill. If you can easily remember a
few things you said that you later regretted, that is a clue that Response
Inhibition is not one of your strongest Executive Skills. Another clue is if
you often feel like you want to kick yourself for what you just said. If you
often want to kick others for what they just said, they’re probably weak in
Response Inhibition.

Another way to determine whether this skill is high or low for you is to
recall how you've acted in past situations to determine whether you actu-
ally use this skill. For example, you'd be using this skill if you've worked
around the clock finishing a project for a demanding client who then says
he’s not happy with your work and you answer him without losing your
temper. Or when your boss suggests a bold, new initiative that looks good
on the surface, you suggest assembling a meeting to discuss the pros and
cons of doing it.

Skill 2: Working Memory

It’s as if your memory is always on, no matter how busy you are or what
you’re doing. Working Memory involves the ability to hold information in
memory while performing complex tasks. This is more than just recalling
something from the past. It involves drawing on past learning or experi-
ence to apply to the situation at hand or to project into the future. If you
never use a list to go shopping and always get what you need, you’re prob-
ably high in Working Memory.

When you remember that you promised to get to your son’s baseball
game at 3 P.M. in the midst of an emergency that pops up at the office at
1 P.M., you're using the skill of Working Memory. If you're usually able to
do one task and not lose sight of other commitments, you're probably
strong in Working Memory. You'd also be considered to be reliable, counted
on to follow through, and able to keep your eye on the ball.
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You'd be using this skill when you remember to return an expense
report your assistant asked for when youre working on a tight budget
deadline. Or you remember you have a dentist appointment when you call
the service station to fix your unexpected flat tire.

Conversely, if you're sometimes absentminded and need frequent
reminders to complete tasks, youre probably weak in Working Memory.
You'd likely miss an appointment because you didn’t write it down, or you
might leave your cell phone on your airplane seat because you were wor-
ried about making a tight connection. You might also have forgotten that
a week ago you promised to meet your spouse for lunch today because
something pressing came up at work late this morning. You really meant
to, but you just totally forgot.

Skill 3: Emotional Control

This is the ability to manage emotions in order to achieve goals, complete
tasks, or control and direct behavior. If you can keep your emotions in
check to the point that they don’t get in the way of what you're trying to
do, you're probably high in Emotional Control. This skill involves making
positive statements to yourself, suppressing negative self-statements, and
even delaying immediate gratification while you pursue more important
long-term goals.

If youre high in Emotional Control, you would not be easily side-
tracked, would tend to get the job done, would be unemotional and cool
under pressure, would be able to resist temptations that might lead you
astray, would not easily be discouraged, and would be resilient in the face
of setbacks. If you're strong in Emotional Control, you'd tend to find some-
thing positive in a negative performance review, be able to bounce back
after an emotional upset, and be able to psych yourself up to make a phone
call you dread.

If you're low in Emotional Control, you can be overly emotional and
sensitive to criticism. You might go into a situation expecting to fail, tell
yourself this is the worst presentation youve ever done, or find yourself
dwelling all day on criticism you received in the morning. A common sign
of low Emotional Control is having difficulty controlling anger, irritabil-
ity, and frustration.
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Skill 4: Sustained Attention

Sustained Attention is about having the ability to stick with something. It’s
the capacity to maintain attention to a situation or task. If you’re high in
Sustained Attention, you find it easy to stay on the task at hand, become
immersed in that task, and screen out distractions. Even though you're tired
at the end of the day, you'd rather complete the report youre writing
because you know it will be easier to finish it now instead of beginning
again the next day. You have a reputation for making deadlines because you
can stick with things. Sustained Attention is having the capacity to main-
tain attention to a situation or task in spite of distractions, fatigue, or bore-
dom. It’s all about the ability to stay focused.

If you're weak in Sustained Attention, you have difficulty seeing things
through to the end and can be easily distracted. People weak in Sustained
Attention might have a performance review due in less than an hour but
decide to check e-mail first. Or they might take work home to do over the
weekend but save it for Sunday night, when they get sidetracked by a base-
ball game on television.

Skill 5: Task Initiation

If you tend to do something today rather than put it off until tomorrow,
you’re probably strong in Task Initiation, which is the ability to begin
tasks or projects without procrastinating. Getting started on something
would come easy for you, with an action orientation and propensity to
get the job going without undue delay, in an efficient or timely fashion.
You would tend to pay your bills as soon as you receive them and imme-
diately tackle that project that is due in four weeks. You begin a task when
you promised you would and generally hit the ground running as soon
as you get to work.

If you're low in the skill of Task Initiation, you probably tend to pro-
crastinate and are slow getting started on projects. You might seek that
extra cup of coffee before getting down to work. You would also frequently
(and with good intentions) prefer to start something tomorrow rather than
today. There would always be something more interesting to do rather than
start that project. Many high performers are weak in Task Initiation, espe-
cially at higher ranks in an organization.
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Skill 6: Planning/Prioritization

This is the ability to create a road map to reach a goal. If you’re strong in
this Executive Skill, you can sequence priorities well and are efficient and
clear-thinking. You probably make a list of steps required to complete a
project and easily say no to a colleague’s request for help if it means you
can’t finish your own project that’s on a tight deadline. You're also able
to decide between two courses of action based on the potential benefits
of each. Planning/Prioritization involves being able to make decisions
about what’s important to focus on and what’s not. It is the ability to
identify and organize the steps needed to carry out your intentions or
achieve a goal.

If you’re low in this skill, you might not be sure where to start and be
unsure of what’s important, and can’t seem to make plans. You tend to
drop a well-thought-out project because a great new idea just presented
itself or you have so much to do you can’t decide what you should do
next. Everything seems important, so it’s not clear where you should start.
At the end of the day, you have no clear idea of how you will spend the
next day. This is a key strength found in high performers in information
technology.

Skill 7: Organization

An easy clue to whether you are strong in Organization is how well you
keep track of your belongings. If you're inclined to be neat and pay
attention to detail, you most likely are strong in Organization, which is
the ability to arrange according to a system. If your desk is generally tidy
(and you naturally like it that way) and there are no piles of paper wait-
ing to be filed, you're probably strong in Organization. If Organization
is one of your strengths, everything has a place and you easily know
where that place is.

If you're low in Organization, youre somewhat messy and routinely
misplace or lose things. You don’t maintain systems for organizing infor-
mation, such as files, e-mail, or your in-box. You rely on others to find
things you’ve misplaced. Everything does not have a normal place where it
should be for you, and someone strong in Organization is likely to tell you
where something goes.
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Skill 8: Time Management

Time Management is the capacity to estimate how much time one has, to
allocate it, and to stay within time limits and deadlines. It involves a sense
that time is important. If you’re strong in this skill, you tend to be efficient,
able to meet deadlines, and methodical. When someone asks you how long
it will take to complete a project, you can estimate the correct time within
90 percent accuracy. In the course of a day, you can juggle the tasks you
need to accomplish so that most get completed and those that don’t are the
least important.

If youre weak in Time Management, you have difficulty meeting
deadlines. The meetings you run don’t start on time, run late, or often
both. At the end of the day, you realize you didn’t get done half of what
you had planned because you consistently underestimated the amount
of time it took to do something. You just know you can get somewhere
at a certain time but never make it at that time. There’s always a reason,
be it traffic or weather, and frequently something took longer than
expected.

Skill 9: Goal-Directed Persistence

If you succeed in most of the goals you set for yourself, youre probably
strong in Goal-Directed Persistence, which is the capacity to have a goal
and follow through with actions to achieve it. You can be expected to com-
plete tasks you take on, and are able to define and achieve long-term goals.
You don’t let obstacles get in your way and always keep your eye on the ball,
despite the efforts of those around you to draw you into activities unrelated
to what you're trying to accomplish. You have the capacity to have a goal,
follow through to the completion of the goal, and not be put off or dis-
tracted by competing interests.

If you tend to be controlled by the present, can’t focus beyond the short
term, and lose sight of objectives, youre probably weak in Goal-Directed
Persistence. You typically can’t turn down opportunities that pass your way,
even when they prevent you from accomplishing important goals in a
timely manner. You get excited by new ideas but can’t seem to see them
come to fruition.
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Skill 10: Flexibility

Flexibility is the ability to revise plans, and it relates to the amount of adapt-
ability one has to changing conditions. It involves the capacity to generate
an alternative plan when confronted with obstacles or new information.

Being strong in Flexibility implies you're independent, able to integrate
new information, adaptable and able to change course, and able to act
autonomously. When your flight is canceled, you quickly work out alter-
native travel arrangements. When the overnight package needed for a
meeting that day isn’t delivered, you determine the best way to handle the
situation without panicking. You can redo a presentation when an associ-
ate calls in sick at the last minute, and you can handle going back to school
because your daughter left her homework assignment there. You have the
ability to revise plans in the face of obstacles, setbacks, new information,
or mistakes.

A low degree of Flexibility would make you less adaptable to change,
with a lack of willingness to incorporate new information on the spot.
Once you've decided on a plan, you're not comfortable changing it or see-
ing alternatives. You tend to panic when your car won’t start, because you
have an important meeting coming up, and you might get rattled when
your boss asks you to make a change in your travel plans just after com-
pleting them with the travel agent. You are put out when someone calls
while you're washing your car or the supermarket is out of a key ingredi-
ent you need for a planned dinner.

Skill 11: Metacognition

If you're self-reflective, think strategically, and are able to observe your
own actions as well as group processes impartially, you're probably strong
in Metacognition, which is the ability to stand back and take a bird’s-eye
view of yourself in a situation and be able to understand and make
changes in how you solve problems. It’s an ability to observe how you
problem-solve and includes self-monitoring and self-evaluative skills, such
as asking yourself, “How am I doing?” or “How did I do?” If Metacognition
is one of your Executive Skills strengths, you can figure out multiple solu-
tions to a problem, analyze the pros and cons of each, and select the one
you think will work best. You can step back and figure out what went
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wrong in a failed presentation and can easily imagine the threats and
opportunities of a new business venture.

A low skill of Metacognition means you don’t think through the impli-
cations of decisions. You might be inclined to shoot from the hip, miss see-
ing the big picture, and tend to repeat the same mistakes. You make decisions
based on what feels right and can make snap decisions about something that
has long-term consequences you never thought of. You use the same
approach to a problem even though that approach didn’t work the last three
times you used it. A clue that you are low in Metacognition is if people
around you get annoyed with you for not being able to see what’s important.

Skill 12: Stress Tolerance

This is the ability to thrive in stressful situations and to cope with uncer-
tainty, change, and performance demands. If youre comfortable with the
subjective feeling of stress and maintain control in pressure situations,
you're probably strong in Stress Tolerance.

You'd have a high tolerance for ambiguity and be steady in a crisis. You
can handle a deadline being moved up and even welcome the challenge of
working through the night to finish it. Your children all have events the
same evening, and you take it in stride that you have to get them to differ-
ent locations on time.

Being low in Stress Tolerance would make you feel stressed in a crisis,
and you only feel comfortable when you know your schedule for the next
few weeks. If you make an error in a presentation, you're likely to obsess
about it. You get angry when the boss asks you to divert from your current
task in favor of another, or when your spouse asks you stop at a store on
the way home just when you got on the highway.

Finding Your Own Strengths and Weaknesses

Of the 12 Executive Skills, each one is found in varying numbers of high
performers. Where the particular Executive Skill is the high performer’s
strength, we expect it has been of value to his or her success because it likely
is required for the job or functions that the person is performing. Where
the skill is a weakness, it is not likely to be required because the person has
been successful despite that weakness.
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Executive Skills strengths and weaknesses are real and are imbedded in
your brain. So saying you're strong in a particular Executive Skill does not
make you strong in that skill (and you most likely will know it).

Additionally, there are people who delude themselves into thinking
they’re good at virtually everything, and they may tend to rate themselves
as strong across the board. In clinical psychology, the term for intention-
ally viewing oneself in only positive terms in virtually every aspect across
the board is called faking good. A person who is faking good will have dif-
ficulty admitting weaknesses.

Once you understand your own Executive Skills strengths and weak-
nesses, you likely will start to notice certain characteristics of those around
you and how these skills come into play in day-to-day work situations. And
even more significantly, once you identify the Executive Skills strengths
found in high performers in particular positions or departments, you can
potentially predict who might be more successful in that role in the future
based on their own Executive Skills combinations. Of course, it’s also
important not to ignore the Executive Skills weaknesses because they can
be a cause of potential problems.

Workload and Executive Skills

If there was never any pressure in day-to-day life, weak Executive Skills
might not matter much. However, that’s hardly ever the case at work. There
are constant interactions, requirements to perform specific tasks and func-
tions, and various pressures that come to bear on a regular basis. Many in
business face daily pressures that make them live in highly stressful envi-
ronments, which impact Executive Skills weaknesses.

Under pressure or stress, your weakest Executive Skills fail first. In
essence, whatever your Executive Skills weaknesses, they become more
pronounced. For example, if your weakest skill is, say, Task Initiation,
when you are under a lot of pressure, you'll have difficulty starting any-
thing. If your weakest skill is Sustained Attention, under a stressful con-
dition it’s likely you’ll have even more difficulty staying focused on one
topic or subject.

This is one of the reasons it’s important to identify weaknesses as well
as strengths. Because your weakest Executive Skills are always going to be
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your weakest, knowing them can help you watch for potential problems
they may cause and avoid those situations.

And one of the causes of stress and pressure at work can be the sheer
amount of work there is to do, so workload can play a significant role in
how Executive Skills manifest themselves in the course of a day. Having too
much to do puts pressure on your Executive Skills. The strengths are typi-
cally not an issue because they are just that, your strengths. It’s the weak-
nesses that can be most impacted by workload.

And it turns out that the majority of senior executives and managers con-
sider their personal workload and the workload of those around them to be
too heavy (see Survey Results: Workload). When it comes to personal work-
load, most executives and managers say their workload is too heavy and the
majority considers the sheer amount of work in their department to be too
heavy. No one considers his personal workload to be significantly too light.

The larger the company, the more people say the workload in their
department or organization is too heavy, with 92 percent of those at large
organizations rating their personal workload as too heavy.

SURVEY RESULTS: WORKLOAD

In general, I consider the business workload (the sheer amount/vol-
ume of work) of people in my department and/or organization to be:

Significantly too heavy 17%
Somewhat too heavy 52%
About right 26%
Somewhat too light 4%
Significantly too light 1%

In general, I consider my personal workload today to be:

Significantly too heavy 26%
Somewhat too heavy 47%
About right 22%
Somewhat too light 4%

Significantly too light 0%
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In general, I consider the business workload (the sheer amount/vol-
ume of work) of people in my department and/or organization to be:

SMALL MEDIUM LARGE
Significantly too heavy 13% 19% 31%
Somewhat too heavy 50% 50% 62%
About right 31% 30% 5%
Somewhat too light 4% 2% 3%
Significantly too light 2% 0% 0%

Voices from the Front Lines: Workload
“The push for more revenue in a down-turning economy adds to the
workload pressures.”

“A key driver to effectively managing workload is the flexibility and
ability to prioritize projects and communicating those priorities to
the rest of the organization.”

“Too many hats, not enough shoes.”

“This is the most difficult time in 20 years regarding workload.
Productivity is often being achieved by ‘piling on’ more work to the
same amount of people. An insufficient amount of time is allowed
for tasks.”

“We are and have been in a position where we’ve had to do more
with less. Therefore, one of our responsibilities as leaders is to sur-
round ourselves with ‘All Star’ employees and not settle for medioc-
rity just to fill a chair.”

“Workload is bordering on the absurd. Sixty- to seventy-hour weeks,
travel on weekends, and giving back half of your vacation are com-
monplace.”

“Expectations today are higher than they have ever been. Some days
it’s just too much.”
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“It’s overwhelming and quite a challenge to manage others’ expecta-
tions about what we are not willing to do.”

“Do more with less still holds.”

Fortunately for high performers, the volume of workload doesn’t
seem to be a significant issue because they’re successful while still hav-
ing certain Executive Skills weaknesses. There are several reasons for this,
which we detail in a later chapter. In some cases, their strengths could
compensate for their weaknesses, or their specific Executive Skills weak-
nesses are skills not really necessary for success in their particular role.
We highlight these specific strengths and weaknesses by multiple cate-
gories throughout the book.

Exceeding Your Cognitive Bandwidth

Beyond the volume of workload, there’s another aspect of Executive Skills
involving what we call your cognitive bandwidth. If someone you know (or
you) is struggling with overload and feels like she’s losing it, on the edge,
not able to remember things, and totally stressed out, she may have reached
the end of her cognitive bandwidth. While the person has a built-in capac-
ity to meet complex challenges and opportunities through the use of the
functions of the prefrontal cortex of the brain, there can be times when too
much information overloads the system. There’s nothing necessarily wrong
with the person; it’s just that the actual amount of information she’s
attempting to handle or process through the 12 brain functions has
exceeded the capacity of those functions. This causes the person’s frontal
lobes to effectively break down.

Symptoms of such a breakdown could be feeling overwhelmed, having
trouble planning the day, or having a feeling that there’s so much to do you
don’t even know where to begin. You also might see it at home, in instances
such as finding yourself screaming at your children or spouse for some-
thing that at other times would be considered trivial. Exceeding cognitive
bandwidth occurs when information load exceeds information capacity.
Your Executive Skills, which are required to manage the information in the
brain, just can’t handle the volume, speed, or complexity, or a combination
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of all three. The information to which you have access can exceed your
hardwired or cognitive ability to manage it.

We know from psychological and neuropsychological research that
information overload degrades Executive Skills. And when Executive Skills
fail under pressure, the weakest skills fail first. When the amount of infor-
mation coming in exceeds cognitive bandwidth, the result is that decision-
making speed and accuracy can suffer and mistakes increase.

Fatigue also lowers the threshold as your weakest Executive Skills begin
to fail, in which case you can also exceed your cognitive bandwidth. You can
simply become too tired or exhausted from working too many long hours
over a period of time or working long hours under nonstop pressure. You
can probably remember a time when you simply felt too tired to make a
logical or complex decision, so you put it off for another time. You might
have had a breakdown in your Executive Skills due to fatigue.

Exceeding your cognitive bandwidth can grow out of information over-
load, which happens because information is so freely flowing. Not all infor-
mation has to be dealt with, and much of it can passively be ignored.
However, information overload can evolve into exceeding cognitive band-
width when much of the information is relevant or you attempt to deal
with most or all of it. Information is flowing at you nonstop, from your lap-
top, phone, cell phone, and PDA. You can easily exceed cognitive band-
width by treating all information you receive as of equal importance.

In a similar fashion, stress also has a detrimental effect on Executive
Skills. Stress creates unnecessary “noise” or clutter in the brain’s infor-
mation-processing systems and decreases the capacity to manage infor-
mation. While Executive Skills such as Sustained Attention and Working
Memory are highly vulnerable to stress, we’ve noticed another significant
effect: Stress is most likely to have a negative impact on your weakest
skills. This means that the Executive Skills that already are a struggle for
you will decline further when you'’re subjected to too much information
or increased stress.

This decline in a skill can actually serve as a barometer, indicating that
you’re overloaded or experiencing excessive stress. For example, if you're
already weak in Organization and start to feel even more disorganized, or
look that way to others, this is often a sign that you're trying to handle too
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many demands or are overly stressed. Or if youre low in Flexibility and
Emotion Control and begin to feel or show increased frustration, irritabil-
ity, or even anger, this can be a signal that you’re overloaded.

When you exceed your cognitive bandwidth, logical decisions can’t be
made because Executive Skills are needed to execute. Without them, you
won’t be able to prioritize, manage emotions, deal with the bigger picture,
and function effectively.

When your Executive Skills aren’t working well due to exceeding your
cognitive bandwidth, you're experiencing what is called Executive Skills
dysfunction. The good news is that your cognitive bandwidth can be
increased by increasing efficiency. Interestingly, young adults who have
grown up processing multiple streams of information simultaneously in
many ways already may be more adept at handling more simultaneous
information because they've developed those skills naturally throughout
their youth. However, even they have limitations in their cognitive band-
width. How much information you can process before reaching the end of
your cognitive bandwidth will be obvious to you, as well as to those around
you when it happens.

The key step to avoid reaching maximum cognitive bandwidth is to
select and prioritize information. Critical to this selection process is estab-
lishing priorities for types of information, so that not all information is
viewed as being equal. You have to essentially turn off some sources of
information, or at least ignore some.

Exceeding cognitive bandwidth is a very real thing in business today,
and there’s no shortage of stress as a result. Four out of five managers and
executives say they’re stressed at work, with a third being highly stressed.!
Ironically, Executive Skills are needed for decision making, and the more
stressed you are, the less you can make strong decisions.

Knowing in Advance

So once you've identified your Executive Skills strengths and weaknesses,
it’s much easier to predict where issues may arise, both positively and neg-
atively. By knowing your strengths, for example, it’s easier to know which
positions would likely be more natural for you based on the strengths most
needed for that function. The strengths of high performers in our study can
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also help you better match yourself with specific industries, departments,
and titles based on your own Executive Skills strengths.

Knowing weaknesses also can help identify which positions or functions
are likely to be unnatural or difficult for you, based on your weaknesses
being the strengths required for a particular job or function. The results of
our study should help you there as well, as you'll see in later chapters. And
by being able to identify the strengths and weaknesses of others, you can
see how to better position them for success as well.

Executive Skills are not something you or others can learn or develop
as an adult because they’re essentially built-in since birth, and we will dis-
cuss the science behind them in the next chapter.



Finding Success and
Avoiding Failure

Why Your Strengths and Weaknesses Are the Way
They Are: The Science Behind Executive Skills

oNcE vou understand Executive Skills, it becomes quite obvious how
they play out in business and work environments. If you're consistently late,
you can pretty accurately surmise you're weak in Time Management. If you
seem to daydream after a few minutes of a colleague or your boss speaking
to you, you're likely weak in Sustained Attention. And if you always seem
to get the long-term project done on time no matter what, you're likely
strong in Goal-Directed Persistence.

Over the past few years, in our presentations at large events as well as
smaller seminars, we’ve described each of these skills to thousands of busi-
nesspeople. The reaction from businesspeople is typically very positive.
Once they understand Executive Skills strengths and weaknesses, savvy
businesspeople better grasp what it is that they’ve been facing, in some
cases, for years. They just never had a template to use, that template being
the 12 Executive Skills.
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So how do high-performing individuals end up in the right jobs? It
could be that for various reasons they ended up in work situations that play
to their Executive Skills strengths. It could be that they instinctively know
what they’re good at and seek out such situations. It could be that some-
one above them has identified certain traits in these individuals and pur-
posefully moved them into positions that play to those strengths. It also
could just be plain luck of people landing in positions that are so suited to
their strengths that they become high performers.

Whatever the reason people end up in the right situation, Executive
Skills strengths can be matched to high-performing people in business,
with certain skills found in some situations more than in others.

Another reaction we occasionally receive from people is that these skills
can be changed. A typical exchange might go something like this:

“I don’t believe that these skills are not changeable in people.”

“Okay. Tell me of a case where you ‘fixed” someone.”

“I do it all the time, and have throughout my career.”

“Okay, give me the details of just one case.”

“I had someone who worked for me who just couldn’t finish projects
on time and I fixed that.”

“That’s great. How did you fix it?”

“Easy. I had that person partner with another employee who always
finishes on time, and now they do the projects together and are always
on time.”

The manager may perceive that he “fixed” or changed a person’s
Executive Skill (in this case, likely low Goal-Directed Persistence), but he
actually changed the situation so that the low Executive Skill no longer
caused a problem. Many successful business leaders have devised various
“fixes” for situations but not really for changing Executive Skills strengths
or weaknesses.

For example, in a two-day seminar I conducted with attendees from a
wide range of companies, one of the individuals on the first day said he did
not believe that Executive Skills were not changeable. From experience over
a period of years, we’ve come to realize that different people come to accept
this in different time frames, and some might never. We can’t make people
believe it (even though it is true); we can only describe it to them, give
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examples, and show the benefits of improving interactions. So at the begin-
ning of this seminar, we described how each person typically has that “aha”
moment in his or her own time frame—sometimes immediately, some-
times after a few hours, or days, or even weeks or months. Early in the pro-
gram on the second day, this person abruptly interrupted the class to say
he had just had his “aha” moment. Like the other attendees, he was com-
pleting a profile of a subordinate and it just struck this person that he had
given this subordinate essentially the same performance review over a
period of seven years. He had been trying to correct the same Executive
Skills weakness for seven straight years. “I just realized 'm never going to
change this person,” he said.

While these exchanges are from the business marketplace, knowledge
of Executive Skills in that area is relatively new, having been introduced
primarily through our previous book, SMARTS: Are We Hardwired for
Success? However, knowledge of the origins of these skills dates back
decades in psychology, and they have been studied extensively and are
well documented, from their development at birth through to behaviors
associated with them.

Executive Skills in Psychology

Humans have a built-in capacity to meet challenges and accomplish goals
through the use of these high-level cognitive functions known as Executive
Skills. These skills help you decide what activities or tasks to pay attention
to and which ones you will choose to do.!

They allow you to organize your behavior over time and override imme-
diate demands in favor of longer-term goals. Through the use of these skills
you can plan and organize activities, sustain attention, and persist to com-
plete a task. Executive Skills enable you to manage emotions and monitor
thoughts in order to work more efficiently and effectively. They essentially
help you regulate your behavior.

Executive Skills and the Brain

Executive Skills are built-in, existing in the brain as potential from birth but
not developing for some time after that. Much like language, Executive
Skills lie dormant in the brain as future skills.
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Assuming that there’s no insult to the brain and that experience is rea-
sonably normal, these skills unfold over time. As they unfold, they are influ-
enced by the genes you inherit from your parents as well as by the biological
and social environment in which you live. If the parents did not have good
organization or attention skills, chances are increased that the son or
daughter will have Executive Skills problems.

If someone is raised in a biologically or socially toxic environment, such
as one with lead exposure or psychological trauma, there’s an increased
likelihood that Executive Skills will suffer. Otherwise, Executive Skills begin
to develop and show themselves soon after birth in a slow progression to
full adult development.

The beginnings of Executive Skills can be seen in infants and toddlers
and even more in five-year-olds. But even in a 15-year-old, there still can
be the lack of planning, time management, or especially inhibition. So these
skills, which are at the heart of self-regulation or self-control, begin to
develop in early infancy and continue to develop well into adolescence and
early adulthood.

Executive Skills reach a reasonable level of development only by mid-
to-late adolescence or later. This is when relevant adults (parents, teachers,
employers) begin to feel more confidence in the self-regulatory ability of
the teenager. This increased confidence is reflected in the choices and
opportunities that are made available, such as driver’s licenses, less
restricted work hours, course selection, and credit cards. Prior to this devel-
opment, adults help compensate for incomplete development by essentially
lending their frontal lobes or Executive Skills to the child.

This happens in one of two ways. The first is direct, coming in the form
of directives, limits, and rules. For example, in the toddler who has little
impulse control, moving toward potential danger typically leads to a sharp
“No!” Or for the young child who is unable to make and follow a plan, the
adults construct the plan and then prompt or cue each step, not complet-
ing the task for the child but assuring that with help the child will be suc-
cessful. In effect, they are a surrogate frontal lobe that operates for the
child as a set of supplementary Executive Skills. But even adults some-
times rely on the Executive Skills of others to help compensate for their
own weaknesses. We suspect that in the case of some high-performing
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individuals in business, this is the case—and perhaps some of the reason
behind their success.

The second method involves structuring the environment in a way that
compensates for underdeveloped skills. For adolescents, parents gate off as
best they can access to alcohol, drugs, and weapons, and the adolescents are
held in a controlled environment (school) where their options only grad-
ually expand. This model is not universal, but it certainly prevails in
Western cultures (and gradually emerges in developing countries). Some
of these environmental modifications continue into adulthood, with busi-
nesses establishing deadlines, job descriptions, and work rules to ensure
that people are not relying solely on their own Executive Skills to manage
performance expectations.

Executive Skills and Brain Development

The development of Executive Skills over the first 20 or so years of life par-
allels the development of the brain and specific brain systems over that
time. At birth, a child’s brain weighs about 400 grams. By late adolescence,
it has increased to about 1,400 grams; or from 10 to 12 ounces to a little
over three pounds. A number of changes in the brain account for this sig-
nificant growth. Broadly speaking, growth of the brain over the course of
development occurs through the generation of nerve cells (neurons) and
their supporting cells (neuroglia). These cells are the building blocks of the
nervous system. In order for nerve cells to talk with each other, they develop
branches called axons and dendrites, which allow them to send and receive
information from other cells.

When psychologists talk about the material that makes up the brain—
neurons, dendrites, axons, and the like—they think about this in terms of
shadings of the brain: gray and white matter. The white matter acquires
its shading through a process called myelination and represents bundles
of axons that connect different regions of the brain and allow them to
communicate. (Not to get too technical, but myelin is a fatty sheath that
forms around the axon and provides insulation that helps increase the
speed of transmission of nerve signals. So the conversations—as nerve sig-
nals—carried on by axons between neurons are made more efficient by
this process of insulation.)
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Mpyelination begins in the earliest stages of development and in the
frontal lobes continues well into late adolescence or young adulthood. This
process is one of the key features of frontal lobe development, and the time
course of this process parallels the time course and development of
Executive Skills.

Gray matter comprises nerve cells or neurons and the connections
between them, which are called synapses. The development of gray matter
is a bit more complex than that of myelin, as it involves a series of increases
followed by reductions. For example, it is estimated that the fetal brain, at
five months, has about 100 billion neurons. This is comparable to the num-
ber of neurons in the average adult brain. And in early childhood, the num-
ber of synapses (about a quadrillion) greatly exceeds the number in the
adult brain. If the development of gray matter continued at this pace, the
adult brain would be enormous.

Instead, a different phenomenon occurs. There’s an initial increase in
gray matter (neurons and particularly synapses) in early childhood. This
increase peaks before age five and then there’s a gradual reduction or
pruning of these connections. The initial increase occurs during a period
of rapid learning and experience in early childhood. Recent brain research
suggests that as this learning and skill development becomes more effi-
cient, additional increases in gray matter could actually undermine new
learning. The pruning process allows the child to consolidate skills, and
the gray matter connections that are not needed or used drop away. This
period of consolidation continues until a second period of significant
growth in gray matter that begins around age 11 or 12, the beginning of
another period recognized for rapid learning and development. This
increase is again followed by a period of reduction through pruning over
the course of adolescence.

Research indicates that this growth spurt in the brain prior to adoles-
cence occurs primarily in the frontal lobes. It’s as if the brain is preparing
itself both for the development of Executive Skills and for the significant
demands that will be made on Executive Skills during adolescence and
adulthood. Researchers at the National Institute of Mental Health also sug-
gest that a “use-it-or-lose-it” process may be occurring in the frontal lobes
during this time. Neural connections that are used are retained, while those
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not exercised are lost. If this is the case, then the practice of these skills is
important not only for learning self-management, but also for the devel-
opment of brain structures that will support these skills into later adoles-
cence and adulthood.

Researchers now generally agree that frontal brain systems (the
frontal/prefrontal cortex along with connections to adjacent areas) make
up the neurological base for Executive Skills. Figure 2—1 depicts the human
brain with the approximate location of major functions, including
Executive Skills in the prefrontal cortex.

We do not mean to oversimplify or suggest that the prefrontal cortex is
the only area of the brain related to Executive Skills. Recent neuroimaging
evidence suggests that other areas of the brain also are involved.” Nonethe-
less, the prefrontal cortex and nearby associated systems play a preeminent
role in the relationship between brain structure and executive function.

Prefrontal brain systems are among the last to fully develop, in late ado-
lescence and early adulthood, and they are the final, common pathway for
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Figure 2-1. The human brain, with the approximate location of major functions. photo and some
material in this chapter have been adapted with permission from Chapter 1 of Exectuive Skills in Children and Adolescents, 2/e, by Peg
Dawson and Richard Guare, The Guilford Press, New York, 2010.
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managing information and behavior from other brain regions. Hart and
Jacobs* have summarized the critical functions of the frontal lobes in the

management of information and behavior:

= The frontal lobes decide what is worth attending to and what is
worth doing.

= The frontal lobes provide continuity and coherence to behavior
across time.

= The frontal lobes modulate affective and interpersonal behaviors so
that drives are satisfied within the constraints of the internal and

external environments.

= The frontal lobes monitor, evaluate, and adjust.

Executive Skills are intimately tied to the frontal lobes and more broadly
to frontal brain systems. This relationship can help explain how Executive
Skills develop over the course of childhood and adolescence and move into
adulthood. Goldberg has compared the frontal lobes and particularly the
prefrontal cortex to the roles that the CEO plays in a corporation, the gen-
eral takes in an army, and the conductor performs in an orchestra.”

For most people, Executive Skills and the underlying brain structures
that support them are developed by young adulthood. By the time you
reach your mid-20s, your patterns of Executive Skills, both strengths and
weaknesses, are established. These patterns persist throughout most of
adult life. By identifying the Executive Skills of high performers based on
what they do and where they work, our intent is to help you determine
perfect-fit situations in advance, whether for you or for those you manage.

Barring injuries or illnesses that impact the brain or processes later in life,
such as dementia, your Executive Skills will remain relatively unchanged
from young adulthood through retirement years. This fact has significant
implications for all aspects of business life.

Although people may be able to make minor modifications in their
skills through training and experience, significant changes will not happen.
For example, strengths in Time Management will remain strengths, and
weaknesses in Flexibility will remain weaknesses. Because the skills will not
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change, if people are to succeed at work and life, they need to find a fit
between their patterns of strengths and weaknesses and their work and liv-
ing situations.

If you take on jobs that demand skill patterns that are significantly dif-
ferent from your own, frustration and failure are likely. On the other hand,
if you can identify your Executive Skills patterns and understand what
skills are demanded by certain jobs or careers, you can maximize the like-
lihood of success in a job and, at the same time, be aware of where you’ll
need to compensate for weaknesses. The same is true in matching the skills
patterns of people you manage and matching those patterns to jobs and
functions that best suit those strengths. Identifying the Executive Skills of
high-performing individuals should facilitate that process, for both your-
self and those you deal with.

The first step to do that, which many businesses, executives, and man-
agers have already taken, is to determine the criteria for how you and your
organization determine who is a high-performing individual. The execu-
tives and managers in our study had little difficulty in determining their
high performers in all cases, as you'll see in the next chapter. By seeing how
others identify who is a high-performing individual, you can use some of
the same criteria to determine how your organization defines high per-
formers and establish if you fit their criteria.

You also can compare what criteria are used at other organizations to
the criteria used by yours. This may give you a clearer path for you to
become a high performer within your company, if you aren’t already. It also
can show you how other people have become successful, based on how their
Executive Skills match the criteria used to determine who’s a high per-
former in their organizations. The insight of how others determine the cri-
teria for high performance also may provide you with new or additional
measures to use within your own organization if you're in a position to
determine who’s a high performer there.

Additionally, the criteria may give you a better understanding of the
detailed results of the study when we compare those criteria to the Executive
Skills strengths of the high performers in certain jobs.



What Is a High Performer and

How DO You Become One?

Selecting the Right Path to
Increase the Chance of Success

IF YOU AsK typical managers to identify their high-performing indi-
viduals, they know right away who they are. They name them based on a
range of criteria including performance, experience, attitude, corporate
metrics, and subjectivity. Many large organizations have relatively sophis-
ticated and quantitative metrics, as you might expect, while medium and
smaller businesses use a slightly smaller number of formulas or metrics,
though they all can easily determine their high performers.

If you stop and think for a moment, you probably can identify who you
think are the high-performing people in your department or organization.
You may consider yourself to be one, in which case your Executive Skills may
be a match for your current job. Or if you don’t consider yourself to be a high
performer, perhaps your Executive Skills don’t match your current position.
However, you may have the Executive Skills strengths that could propel you
to be a high performer in a different role, organization, or even industry.
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In any case, it’s typically not a large percentage of people in any given
area who are high performers, no matter which criteria are used, and busi-
ness leaders in our study provided a wide variety of methods they use to
determine high performers.

Once you see how a wide range of businesses determine what factors
make a high performer, you may see a potential path for you to follow,
especially once you see how specific Executive Skills match the specific
high-performance criteria. And if you manage others, this information can
help you determine the best paths for those people to get them in situa-
tions that give them a better chance of being a high performer.

Performance-Based: Consistency Is Key

Many managers select high performers based on actual performance. For
example, one credit union selected 19 high performers based on “overall
job performance, dedication to the credit union, and focus on strength-
ening the credit union to include team building.” The CEO of a creative
advertising agency selects his high performers as those who “consistently
contribute an extremely high-quality product/output and do so in a
timely and efficient manner. In addition, these individuals possess a high
degree of capacity and competency in their jobs.” Another CEO defines
his high performer as “someone who consistently exceeds expectations in
their work.”

In some cases, the selection is based on traditional performance reviews
over a period of time. Geri Rhoades, vice president of organizational devel-
opment at Cafco, a construction management company in Boston, says she
looks for “the individuals with an exceptional performance review history,
reputation in the organization as high performers, and agreements from
their managers as being high performers.”!

Lori McLeese, chief people officer of Room to Read in San Francisco,
selects high performers based on those who received the top two scores on
performance reviews last year, which she equates to delivering results and
“working in a way that exemplifies our core values, and takes a leadership
role in the organization.”?

Executives and managers at several participating organizations easily
recall recent performance reviews of their high performers. “The criteria I
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used included those with exceptional performance reviews this past year,
those that are exceedingly competent with their job, those that demonstrate
strong initiative and follow through, and those that I count on to get every
job done,” says Tom Ortner, executive director of Willow Glen Care Center.’

The human resources director of a California organization determines
high performers based on the results they repeatedly achieve for the orga-
nization. They are primarily the employees who consistently received
above-average ratings on performance reviews.

In other cases, the selection is more subjective, based on personal
knowledge and experience over a period of time. “Having worked in com-
munications at ICMA for more than 22 years, I feel safe saying that I am
in tune with which of my colleagues would be generally considered high
performers versus which ones would not,” says Michele Frisby, director of
public information at the International City/County Management
Association (ICMA), a Washington, D.C.—based professional and educa-
tional organization for chief appointed managers, administrators, and
assistants in cities, towns, and counties, as well as regional entities around
the world.* “For the record, however, I tapped those individuals who I felt
were super productive and performed consistently at a high level.”

This consistency over time as well as track record played some role in a
large number of those identifying high performers. One selected those
“able to excel where others have failed and who continuously complete
tasks, plan successfully, and are on time, meeting budgetary requirements.”

Close knowledge of subordinates also plays a role in high-performer
identification, with some executives selecting their direct reports, since they
know only high performers could succeed in those particular positions.

It is obvious that management overall has specific expectations of high
performers and clear benchmarks in advance to determine if certain tar-
gets have been met. The concept of being a high performer in an organi-
zation was hardly nebulous, as managers quickly identify those who stand
above the rest. And they always know why.

For example, Nancy Benullo, the footwear product director in the Ryka
division of American Sporting Goods, has specific criteria to determine her
high performers, who all work in various functional areas of the athletic
footwear industry.” Her criteria include an overall focus on consistency:
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= Consistently meets or exceeds sales goals
= Consistently meets or exceeds profitability goals

= Consistently contributes to bottom-line profitability by design-
ing/developing marketable performance athletic footwear

= Consistently contributes to bottom-line profitability by directing
the design, development, and marketing process of an exclusive
product line for national retail accounts

It also does not seem to matter where high performers physically work
day in and day out; they are always easy to identify. At Tri-Global Solutions,
a management consulting company in Alberta, Canada, many of the top
performers work outside the office at client sites (at management levels)
rather than hold executive positions within the company.® Sandra Lambert
of Tri-Global identifies high performers as those who:

= Consistently exceed customer expectations or other performance

measures

» Have demonstrated the ability to deliver products or services that
are above average in quality and value

= Exemplify corporate values including professionalism, integrity,
and customer-focused service

“Essentially, our top-performers are those individuals who provide
highest value both by enhancing corporate reputation and generating rev-
enue in return for the organization’s investment in them,” Lambert says.

Quantitative: Expectations and Results
Your organization may be like many others that look at high performers as
those who deliver precise results, by a range of methods, many with detailed
measurement metrics.

“I identify high performers from the home plant and from corporate as
those who are positive, forward thinking, and seem to always get results,” says
Howard Elton, technical manager at Rhodia, an international chemicals
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company headquartered in Vernon, Texas.” “Typically, I notice that these
people exhibit more intelligence in their specific area, but also the ability to
apply an equal level of intelligence across a broader range of subjects. They
seem to be able to connect the dots better than most.”

In one sales organization whose primary mission is sales lead genera-
tion and appointment setting for companies in the technology area, the top
performers were determined simply by monthly lead point average (LPA).
The high performers who participated had the highest LPA for the previ-
ous month.

Higher-1.T., a California-based company that specializes in matching
healthcare IT talent with healthcare organizations, like many other orga-
nizations, uses specific metrics to determine high performers. “I use very
simple criteria to determine our high performers: target vs. actual, mea-
sured results in three areas: net profits, business volume/expansion, and
customer satisfaction,” says company president Don Boatright.® There is no
doubt as to results, since all areas can be quantitatively measured.

The head of an organization that services nonprofit insurance busi-
nesses also uses straightforward measures to determine who the high per-
formers are. “The high performers we select are my senior managers, who,
individually and as a team, consistently meet and frequently exceed my
expectations,” says Pamela Davis, president and CEO of Alliance Member
Services.” “The senior managers identify individuals within their depart-
ments that meet those definitions.”

The assistant vice president of business affairs at one state university
identifies high performers by financial management, people management,
the ability to change to conditions in the work environment, the ability to
think strategically, and the ability to see the big picture.

Qualitative: Some Subjectivity
Some organizations have somewhat more subjective or relaxed methods of
identifying their high performers, though managers there also are quick to
say who they are.

“The criteria used to determine the high performers were people that I
work with closely every day who are continuously seen as the best managers
in our division,” says Nancy Reinhardt of the New Jersey Civil Rights
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Department.'” “They are confident and creative in dealing with issues that
come up within the units they manage and they are quick to recognize when
their staff needs direct guidance to complete tasks on time. It also helps that
they enjoy their work, and I believe it contributes to their success.”

James Bartlett, executive director of the North Dakota Home School
Association, identifies his high performers as those who “push the envelope
toward progress,” while Brooke Frost, the executive director of Big Brothers
Big Sisters of Central California, sees them as “those with initiative and a
strong work ethic, [who] present well in public (both written and in person)
and meet goals, while maintaining or exceeding standards of performance.”!!

Several executives mentioned that high performers frequently exceed
what is expected of them, that they tend to do more than is required of them.
For example, at the Bridges Resort and Tennis Club in Warren, Vermont, high
performers are considered “employees who go above and beyond their jobs,”
says Laina Aylward, administrative assistant and director of homeowner ser-
vices at the resort.'”” “They take on extra work if needed, they help in other
departments, [and] they care about the people they work with and our clients
and are always looking for ways to improve our services.”

At Trinity Counseling Center, a division of Trinity College of Graduate
Studies, high performers are identified as those who are “self-directed, col-
laborative, creative and successful in meeting and adapting goals,” says
Florence Bishop, executive director of the program.” “They convey per-
sonal satisfaction and enjoyment in the process of their work.”

As you'll see later in the book, many of these characteristics of high per-
formers match certain Executive Skills strengths, especially when compar-
ing the strengths of the high performers to the actual titles they hold.

Position in the Organization

Some organizations determine their high performers based on positions
held in the organization. For example, one national retailer selected all
high-level managers while another selected the CEO, CFO, chief of staff,
and several vice presidents. Yet another company chose the five heads of the
company—the president, treasurer, director of engineering, department
head, and partner—then included the director of marketing and focused
on the project managers who lead teams of engineers.
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The thinking there goes that if a person holds a certain position or has
a particularly significant role to play in the business, that person has to be
a high-performing individual just to hold that position. One hospital, for
example, identified its executive team since each of those members was
chosen by the CEO. One region of a well-known nationwide bank selected
high performers based on titles of business development and sales man-
agers, since each is responsible for overall accountability of a certain bank
branch. If those managers are not high-performing, they are not likely to
retain that position over time.

At the United Kingdom operation of Esselte, the world’s leading global
office supplies manufacturer, Mark Katz, chief information officer (CIO),
considers his direct reports and key managers to be the high performers."*
“I do consider all of them reasonably high-performing staff,” says Katz. “I
must admit, this is a bit selfish since I wanted to really use the survey as a
benchmark of my own team against others.”

George Brennan, executive vice president of sales and marketing at
Interstate Hotels and Resorts, selected whom he considered to be “two of
the highest achieving executives in the company. Both have reported to me
and have been promoted to senior vice president positions of important
responsibility in our company.”'?

One federal governmental agency selected a team leader and the divi-
sion and branch chiefs as well as the budget acquisition office and data
management office leaders, while a maintenance team leader selected the
director of engineering, director of quality, maintenance manager, pur-
chasing manager, and productions manager.

Greg D. Johnson, president of Euro RSCG Edge, identified high per-
formers as the ten presidents, CFOs, and leaders within the Euro family of
agencies. “The criteria I used was that they must all be in leadership roles
and got there before the age of 40,” says Johnson.'®

At SUN Home Health Services in Northumberland, Pennsylvania,
Finance Vice President David A. Miller selects high performers based on
them being “anyone who is in a manager, director, or vice president posi-
tion,”'” while Procedyne in New Brunswick, New Jersey, identifies its high
performers as those who are recognized managers, vice presidents, the
CEOQ, and the COO.
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The selection of high performers also goes beyond holding a certain
title, as many look at their stars as those who are shown to cause specific
impact to their organizations. For example, the vice president of finance at
one company identifies high performers as those in a position to alter the
direction of the company by their decisions and actions.

One organization determined its high performers based on those who
manage a program or supervise staff, since they recently went through an
intense strategic planning process to determine that these are the emerg-
ing leaders, and one bank simply selected as high performers the three
highest-ranking officers at the bank.

The director of curriculum, instruction, and assessment at one educa-
tion institution determined his high performers to be the superintendent,
business administrator, student services director, principals, and assistants
at each of the schools, while the director of academic technology at a uni-
versity identified high performers as those who have risen to senior posi-
tions in their careers.

Company First
While many organizations use rather concrete terms to select their high per-
formers, others focus on a sense of contribution to the overall good of the
organization. The vice president of sales of a transportation company iden-
tifies his high performers based on those who are “intensely dedicated to
their work and always looking out for the interests of the company and its
personnel, long and short term. They are highly energetic and open-minded
toward new ideas and toward future operations. They are well regarded and
respected by others in their industry, both personally and professionally.”
During the course of the study, many pointed to intangibles beyond
quantitative results. For example, the manager at one of the largest banks
in the United States selects her high performers based on “quarterly per-
formance reviews and amount of annual bonus, as it is performance based;
the highest dollars going to the best performers.” Meanwhile, the executive
vice president of a national association defined his high performers as “self-
starters needing little or no supervision; restless, creative managers always
looking for new projects to take on and master; and determined leaders
who get jobs done on time and within budget.”
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Doing more than asked was a recurring theme heard throughout the
study. One business leader identified his high performers as “simply folks
who I can rely on to get things done with minimal fuss and who are always
willing to go the extra mile.”

Sue Miller, vice president of knowledge development at the Wisconsin
Automobile and Truck Dealers Association, defines her high performers as
those who “are self-motivated, strive to be ethical and courteous with
everyone, highly productive (high speed and accuracy), whose behavior
does not change substantially under stress, is highly respected by subordi-
nates as well as peers, and is likeable.”'®

At one division of Cardinal Health, the $87 billion global manufacturer
and distributor of medical supplies and technologies, making a particular
area better is what counts. The company defines high performers as key
people within a department with the know-how and abilities required to
not only perform current operations, but also to improve upon them and
implement changes for their department “to achieve and exceed their goals
and discover and implement new opportunities.”

At Verso Paper, a Memphis, Tennessee—based supplier of coated papers
to the catalog, magazine, and commercial print markets, high performers
are those who are “engaged” in the business. “They are interested and
involved in making our company a better, more viable company,” says
Darlene Marstaller in the company’s human resources department.'” She
says that the high performers there look for ways to be involved in the day-
to-day business. “They are committed employees who volunteer for addi-
tional tasks and responsibility within their departments and within the
mill,” she says. “They look for ways to make our process more efficient and
they readily share ideas. If our supervisors were asked to rank order their
employees from their best to their worst, the high performers would rank
one of the best, if not the best, employees in the department.”

Indeed, several executives and managers pointedly looked to the over-
all benefit that high performers provide to the organization rather than to
themselves as key to a longer-term future for that high performer.

For example, Dawn Harris, executive vice president and chief operat-
ing officer of Campus Federal Credit Union in Baton Rouge, Louisiana,
whose Executive Skills strengths include Metacognition and Flexibility,
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says there is a distinction between high performers. She sees high per-
formers as being in two categories: those who may perform for their own
personal gain and those who perform for the greater good of the organiza-
tion.”® Says Harris:

In thinking about those in our organization who would be consid-
ered high-performing individuals, the thing that struck me was that
there are individuals who could seem like the perfect executive.
However, the question that remains is the reason why they do the
things they do.

Some high-performing individuals may do it from the standpoint
of their own individual goals rather than goals that are in the best
interest of the organization. If the high performers cannot reconcile
their own personal interests with those of the organization, then they
may have a short, very successful career economically and move on.
This hinders the organization’s ability to perform succession plan-
ning and can be damaging to the corporate culture. The high per-
former must be replaced, and the time, effort, and assimilation of
that replacement may not successfully integrate the new individual
into a current or future executive role. Additionally, if the individual
wreaks havoc on a department, causing dissension and interpersonal
conflict, then the good economic work they have done may be over-
shadowed by the decline in morale they caused.

Small companies in a co-operative world, such as ours, have two
distinct groups of stakeholders: our member-owners and our staff.
The new buzz phrase in human resource circles seems to be
employee engagement. Yet the role that coinciding organizational
and individual values/goals play in this engagement seems to be
glossed over. This could be a part of the emotional engagement that
plays a part, but still, it seems that the truly high-performing indi-
vidual in any position can only be successful from the organization’s
standpoint if they stay to help develop the organization’s corporate
culture and conquer task/project activities that provide economic
success. It is interesting to note that there are individuals who believe
they are tactful, diplomatic, keep their cool, etc. in the workplace.
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However, their departments receive poor scores for internal service
surveys, and they themselves also score poorly. The department is a
reflection of them, so do you want them—high performers that they
are—to be an executive in the company? Probably not.

It seems that the highest performers (the most successful exec-
utives) have been able to reconcile their company’s mission with
their own mission in life. Whether the executive’s success is defined
by industry recognition, expanded economic success, societal posi-
tion, or simply their own feeling of self-worth and value, those who
truly believe in their company build a corporate culture that
includes a staff of like believers. They are the ones that a company
truly wants as their leader because it will lead to sustainability—
not so much unbridled profitability, but company longevity, which
is the key to success.

Multidimensional

Many organizations identify their high performers with multidimensions,
those possessing some of one trait and some of another. No matter the
organization type or size, the characteristics to select high performers had
similarities. In discussing their high performers, many point to their abil-
ities to lead or influence others.

Patrick F. Murphy, senior vice president of implementation service at
ING, a global financial services company, looks for “excellent communica-
tion skills, the ability to objectively communicate information, people who
think on their feet and give their teams clear direction. These are all char-
acteristics we use to identify high performers. I also look for creative prob-
lem solvers—people who can see the bigger, strategic picture without losing
sight of the tactical issue at hand.”*!

Chris Harper, dean of academic affairs at Pinkerton Academy, the
largest independent academy in the United States, identifies his high per-
formers as creative risk takers who, while being good managers, are able to
be leaders and move the institution forward.**

Jim Doyle, partner and electronics industry solutions leader for the
Americas at IBM Global Business Services, identifies high performers as
top members of his sales team. “In terms of criteria used to determine top



46 = WORK YOUR STRENGTHS

23 “Tt is actual sales ver-

performers, it is fairly straightforward,” says Doyle.
sus plan (quantitative), sales of associated IBM products and services (not
directly measured on, but good for IBM overall) and peer feedback (qual-
itative). Roughly the top five to ten percent receive top ratings, and on my
team you are not eligible for top rating unless you exceed plan.”

At the O’Hanlon Center for the Arts in Mill Valley, California, high
performers are considered to be those who routinely set and meet short-
and long-term goals, those who create change toward organizational evo-
lution, and those who are able to detach personal ego when necessary but
also know when to employ their personal skills, says Executive Director
Megan Wilkinson.**

Jeri Shumate, executive director of 211linfo in Portland, Oregon, also
uses a multidimensional approach, and defines high performers as those
who:

» Are willing to own the responsibilities inherent in their job
description

= Are able to think independently and make decisions confidently,
without needing approval, unless appropriate

= Are able to see the long-term (and even short-term) implications
of making a decision one way or another

= Are willing to put in a moderate amount of extra time if needed in
order to accomplish a goal

= Accomplish noticeably more in a regular workday than others in
the same position

“It’s interesting that we have a really powerful team of workers here,
yet that I would still consider most of them good performers rather than

high performers,” says Shumate.” “

They give of their hearts and souls
but don’t necessarily accomplish above and beyond the average level of
performance.”

The head of one educational institution identifies high performers as
high achievers who have the willingness to expand their sphere of influence

and reflect on their professional practice as markers for high achievement.
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How Many Are High Performers?

Another challenge was to determine how many people in business are
true high-performing individuals, or at least perceived to be, by either
themselves or those for whom they work. It turns out that the over-
whelming majority of senior executives and managers consider them-
selves to be high performers (see Survey: Number of High Performers).
That did not surprise us, since in today’s business climate, in many cases
holding significant management positions is possible only by perform-
ing at high levels.

But managers’ views of themselves are quite different from their views
of others in their department or organization. The majority of executives
and managers consider fewer than half of those around them to be high-
performing individuals, with almost 60 percent saying that fewer than a
quarter are high-performing. Only one in five business leaders considers
more than half of the people in his or her department or organization to
be high performers. These estimates were born out during the study, as
executives and managers with a wide range of titles identified relatively
small percentages of their colleagues and subordinates as high-performing
individuals. But the managers also frequently identify their high perform-
ers as the go-to people to get things done. They know who is a high per-
former and who is not, and it appears most are not, at least in their eyes.

SURVEY: NUMBER OF HIGH PERFORMERS

“In general, how many of the people in your department and/or
organization would you consider to be high-performing individuals?”

1-5% 11%
6—10% 17%
11-15% 11%
16-20% 8%
21-25% 12%
26-30% 5%
31-35% 4%

36-40% 3%
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41-45% 1%
46-50% 8%
51% or more 21%

“I consider myself to be a high-performing individual”

Strongly agree 63%
Somewhat agree 33%
Neither agree nor disagree 3%
Somewhat disagree 1%
Strongly disagree 0%

Voices from the Front Lines: Number of High Performers
“T know a lot of people consider themselves as High Performers.
However, I think everyone has room for improvement. Our corpo-
ration has started to limit the number of those folks rated as high
performer or leading. The problem with this is they have a set num-
ber of high as well as a set number of low performers.”

“HR professionals often concentrate 80 percent of their efforts on
20 percent of employees. The problem is that it is the wrong 20 per-
cent. The focus is typically on employees with issues, complainers,
and those who seem to make the most noise. The effort should
instead be applied to keeping the best 20 percent of employees
happy (i.e., the high performers) in order to ensure the cream of the
crop stays satisfied.”

“High performers not only exceed expectations but create innova-
tive, new projects that best showcase the company or organization.
It means looking beyond your job description and seeing the big
picture of success and how you can help get the company or orga-
nization there.”

“Most organizations do not reward the truly high performers,
because too much emphasis is placed on equity and fairness, and
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also on fitting in, and not enough on what value the individual adds
to the organization. I would rather have one high performer than
have three meets-expectations types among the people I supervise.
Organizational cultures frequently work to bring everyone to the
lowest acceptable level, rather than showcasing excellence. We have
become a nation of ‘everyone should feel good’ and ‘everyone
should get a trophy’ instead of recognizing what is truly exceptional
performance.”

What Sets High Performers Apart

Aside from establishing high-performance criteria, there are other things
that set these individuals apart in the organization, such as attitude, abil-
ity to prioritize, initiative, and quality of work (see Survey: What Sets Them
Apart). Other characteristics that set apart high-performing people are exe-
cution, communication skills, and people skills.

Interestingly, the factors that the fewest business leaders cited as setting
high performers apart were quantity of work, persuasiveness, efficiency,
and innovation. There are also some differences based on company size.
Business leaders at large organizations say high-performing individuals are
set apart by the ability to prioritize and attitude, followed by initiative, exe-
cution, and communication skills. At small companies, high performers are
set apart by attitude, initiative, and quality of work. As you'll see later, some
of these characteristics perfectly map to certain Executive Skills that are
found in high performers in various positions they hold.

SURVEY: WHAT SETS THEM APART

“What would you say sets apart the high-performing individuals in
your department and/or organization?”

Attitude 77%
Ability to prioritize 72%
Initiative 68%
Quality of work 67%
Execution 64%

Communication skills 63%
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People skills 63%
Adaptability 60%
Attention to detail 42%
Creativity 40%
Productivity 34%
Innovation 33%
Efficiency 32%
Persuasiveness 30%
Quantity of work 18%

Voices from the Front Lines: What Sets Them Apart
“It’s all about drive, determination, and desire.”

“I find I am more and more seeking people with positive attitudes
to join my team. I can do a lot as long as the person is willing and
able to learn and grow.”

“All high performers are hard working, diligent, and pay attention to
detail. People that truly excel are also innovative and creative. There
are too few in today’s management, however.”

“The high-performing individuals in my organization are able to
generate repeat business through customers who specifically request
them on projects.”

“If T had to choose, attitude and adaptability would be my first
choices across the board.”

“High-performing individuals just ‘go for it” They are willing to
tackle a problem, project, or challenge, and don’t hesitate.”

“Attitude, attitude, attitude. It will overcome all of the other limi-

tations.”
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“The highest performers in our organization routinely challenge
‘the way we've always done things, creating better processes,
improving communication, and, in the end, delivering better value

to our customers.”

“I would add a high tolerance for ambiguity, especially in our fast-
changing environment.”

“Highly productive people do whatever it takes to get the job done
right. They are also more results-oriented in contrast to just action-
oriented.”

“High-performance characteristics differ by job. When you’ve got
the right person in the right job, you've got a high performer.”

“Regardless of how cynical this may sound, one person may be high-
performing with one supervisor and not high-achieving in another
situation. Although there are individuals who perform well in most
all situations, they are rare.”

It could be that attitude, or at least positive attitude, may be exhibited
in high performers as a whole because their Executive Skills strengths are
a good match for the positions they hold and tasks with which they are
charged. This could make them seem more positive toward their work,
since that work is more natural for them because their Executive Skills
strengths are a good match for the tasks at hand. And ability to prioritize
could also be compared to the Executive Skill of Planning/Prioritization,
one of the most frequently found strengths in high performers overall.

As you can see, different organizations have differing approaches to
identifying who is a high performer within their organizations, though
none have difficulty identifying precisely who they are. In the next chap-
ter, we detail what Executive Skills are found in high performers overall,
what combinations of skills typically are found with each other, and what
strengths are found in high performers based on the industry in which they
work. Then you can begin to match your strengths with the strengths of
high performers in various areas.



Navigating Your Road
to High Performance

Finding Your Skills Combination to
Determine What Industry You Should Be In

ONCE YOU KNoWw the most commonly found Executive Skills strengths
of high performers in a particular industry, you can match your own
strengths to those strengths to see what industry might best suit you.

And by knowing the most commonly found strengths in an industry,
you can more easily spot them and devise ways to more effectively interact
with people with those strengths. Even more importantly, the same is true
for identifying common Executive Skills weaknesses and then understand-
ing which of your own strengths and weaknesses are the same or different,
which can help you determine better ways to interact.

When it comes to Executive Skills, there aren’t some that are good and
some that are bad. However, there are certain of these skills that are more
frequently found in certain parts of work than in others. Significant per-
centages of high performers in various jobs, departments, and industries
possess similar Executive Skills strengths. There also are Executive Skills
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that go hand in hand, so if you identify one in a person, there’s a good
chance the person has a particular other one. The same is true for oppo-
sites, so if a person is strong in one skill, he or she is likely weak in a cer-
tain other one, as you'll see.

Once you know this, you can watch for patterns both in yourself and in
others. For example, if you identify that a high performer seems to be very
flexible, that same person is likely not to be highly organized. The key, how-
ever, is to identify and match your strengths to those of high performers
and then go from there.

Most Prevalent Executive Skills Strengths and Weaknesses

The three most frequently found strengths across all high performers in
business are Working Memory, Planning/Prioritization, and Organization.
The characteristics that go along with these strengths are having the abil-
ity to do one task without losing sight of other commitments or obliga-
tions, being reliable, being able to keep your eye on the ball, and being
likely to follow through. These high performers tend to keep track of
belongings and pay attention to detail; are clear-thinking, with an aptitude
to develop step-by-step processes; and are able to differentiate what’s
important and what’s not. At the bottom of the list of commonly found
strengths are Time Management, Task Initiation, and Sustained Attention,
which means that a relatively small percentage of high performers possess
these skills as a strength.

These three Executive Skills in the high performers as a group are not
each mutually exclusive as a strength. For example, of those strong in
Working Memory, almost all are either strong or not weak in
Planning/Prioritization. And of those strong in Planning/Prioritization, a
significant number are either strong or not weak in Working Memory. This
pattern is similar across all most frequently found skills.

When it comes to the weakest skills of high performers, the most fre-
quently found are Task Initiation, Emotional Control, and Stress Tolerance.
Interestingly, two of the three strengths of high performers (Working
Memory and Planning/Prioritization) are at the bottom of the list of weak-
nesses, meaning that the overall strengths of high performers are consis-
tent with the weaknesses at the other end of the spectrum. The
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characteristics of the weaknesses are a tendency to procrastinate before
starting projects, to be emotional and sensitive to criticism, to be resistant
to change, and to be uncomfortable with uncertainty.

So if you also are weak in, say, Task Initiation, you know that you tend
to put things off, a common trait of high-performing individuals in busi-
ness. That doesn’t mean that things you have to do don’t get finished on
time, but they’re not typically going to get started right away.

The Executive Skill that rates as the most significant across high per-
formers overall is Planning/Prioritization. This skill is what we call the
Differentiator, with 91 percent of high performers not weak in it and it
being among the leading strengths.

Again, there are exceptions to the rule, so if youre weak in
Planning/Prioritization, you still could be a high performer. However, with
about nine out of ten high performers not weak in it, the chances are sig-
nificantly smaller than for someone who has it as a strength. And if you or
someone you're about to promote is strong in Planning/Prioritization, all
other things being equal, that person has a much higher likelihood of being
a high performer.

Executive Skills Strengths: Overall High Performers
Working Memory
Planning/Prioritization

Organization

Executive Skills Weaknesses: Overall High Performers
Task Initiation
Emotional Control

Stress Tolerance

Differentiator: Overall High Performers

Planning/Prioritization

There were several Executive Skills not among the leading three
strengths and weaknesses of high performers. While these skills don’t
seem to be a factor for high performers overall, they do come into play
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in more specific breakdowns, such as by job function or title, which we
discuss later.

Some Skills Go Hand in Hand

Certain Executive Skills strengths go naturally with each other, and now we
know which are commonly paired in high performers. In some cases, high
performers strong in a particular skill are strong in another Executive Skill,
and vice versa. For example, those strong in Flexibility are also strong in
Stress Tolerance and those strong in Stress Tolerance are also strong in
Flexibility. So if you are a high performer strong in Flexibility, there’s a high
probability that you're also strong in Stress Tolerance.

There’s an interesting aspect in some of the other combinations. If high
performers are strong in one Executive Skill and many of them also are
strong in a second skill, the opposite is not necessarily true. For example,
those strong in Working Memory are also strong in Organization and
Planning/Prioritization. Only a small percentage of them are strong in
Sustained Attention.

However, looking at them the other way, of those strong in Sustained
Attention, the other leading skill they also are strong in is Working
Memory. Likewise, of those strong in Task Initiation, the other skills they
are strong in are Organization and Working Memory, but a relatively small
percentage of those strong in Organization or Working Memory are also
strong in Task Initiation.

You can check your own strengths (see the Commonly Shared Executive
Skills Strengths table) to see the likely matching Executive Skills if you're
considered to be a high performer.

Many of the common pairings also would seem to be logical combi-
nations in an individual. For example, if you're strong in Metacognition,
you would naturally keep reexamining how to better do something. You'd
have to be flexible enough to be able to actually change how something is
done as a way to improve it. And for those high performers strong in
Metacognition, sure enough, one of the other shared strengths they have
is Flexibility.

If you're strong in Time Management, you'd find it easy and natural to
figure how long it takes to complete a project at work. You're also likely to
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be very good at keeping order around you. It turns out that a common
shared strength in high performers strong in Time Management is
Organization, a very logical fit.

High performers strong in Emotional Control can easily keep their cool
under the gun and not be overly bothered by it. They also are not likely to
go off on a rant or rave when something gets out of hand, but rather take
it calmly without getting upset. Again, there is a logical pairing of skills of
high performers strong in Emotional Control, as they are also strong in
Response Inhibition, which means they very naturally tend to think before
they speak, even when they might be upset.

Another advantage of knowing which skills typically go hand in hand
with others is seeing it in those you may manage. For example, if you're a
manager and one of your high-performing employees is obviously strong
in Goal-Directed Persistence, that person also is likely to be good at
improvement along the way to completion of a long-term project (strong
Metacognition), likely to sequence events of the project very logically
(strong Planning/Prioritization), or likely not to let things fall through the
cracks along the way (strong Working Memory).

And if a person is very good at managing time, that person is also likely
to be highly organized (strong Organization) or good at knowing which
items to tackle first (strong Planning/Prioritization).

COMMONLY SHARED EXECUTIVE SKILLS STRENGTHS

EXECUTIVE SKILLS STRENGTH ADDITIONAL STRENGTHS

Response Inhibition Emotional Control,
Metacognition

Working Memory Organization,

Planning/Prioritization

Emotional Control Response Inhibition, Flexibility

Sustained Attention Working Memory,
Planning/Prioritization

Task Initiation Organization, Working Memory

Planning/Prioritization Organization, Working Memory
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Organization Planning/Prioritization,
Working Memory
Time Management Organization,

Planning/Prioritization

Goal-Directed Persistence Metacognition,
Planning/Prioritization,
Working Memory

Flexibility Metacognition, Stress Tolerance

Metacognition Goal-Directed Persistence,
Flexibility

Stress Tolerance Flexibility, Metacognition

Strengths vs. Commonly Found Weaknesses

In addition to spotting which of your strengths or the strengths of others
match certain other strengths, there are typical matches of strengths with
weaknesses. Identifying these also can help you determine in advance how
to more effectively interact with others.

The opposite strengths and weaknesses can be one way but not the
other. For example, high performers strong in Flexibility are weak in Task
Initiation, but a majority of those strong in Task Initiation are weak in
Emotional Control, with significantly fewer weak in Flexibility.

In other cases, the corresponding strengths and weaknesses are the
same. For example, the most frequently found weakness of high perform-
ers strong in Emotional Control is Task Initiation, and the most commonly
found weakness of those strong in Task Initiation is Emotional Control.

This information could be useful if you don’t know the entire
Executive Skills profile of someone but you're considering involving him
or her in a team project. While you may not know each of the person’s 12
strengths and weaknesses, you may recognize some of the more obvious
of them and use the Executive Skills Strengths with Corresponding
Weaknesses table as a guide.

For example, if a person is always very adaptable when asked to mod-
ify or change something, that person may be strong in Flexibility. If the
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individual is a high-performing individual, there is a higher probability
that he or she also is weak in Task Initiation or Organization, the most
commonly found opposites of Flexibility in high performers overall.

As in strengths matches, many of the strength-weakness combinations
seem logical. High performers strong in Response Inhibition tend to think
before they speak. At times, they can be perceived to be overly thoughtful
or analytical. Logically, they may tend to not start a project until they’ve
thought things through. Interestingly, the most frequently found corre-
sponding weakness in those strong in Response Inhibition is Task
Initiation, a logical fit with being thoughtful. If you have that combination,
you are likely to delay action while you think more about it.

High performers strong in Planning/Prioritization are very natural at
coming up with a plan, with all sequences of that plan in order. They may
have little patience or tolerance for those who either can’t see the logic of
it or execute against it. The most commonly found weakness of those
strong in Planning/Prioritization is Emotional Control.

EXECUTIVE SKILLS STRENGTHS WITH CORRESPONDING WEAKNESSES

EXECUTIVE SKILLS STRENGTH LEADING EXECUTIVE SKILLS
WEAKNESSES

Response Inhibition Task Initiation, Stress Tolerance

Working Memory Emotional Control, Task
Initiation

Emotional Control Task Initiation, Organization

Sustained Attention Stress Tolerance, Emotional
Control

Task Initiation Emotional Control, Stress
Tolerance

Planning/Prioritization Emotional Control, Task
Initiation

Organization Stress Tolerance, Emotional

Control
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Time Management Emotional Control, Stress
Tolerance

Goal-Directed Persistence Task Initiation, Emotional
Control

Flexibility Task Initiation, Organization

Metacognition Task Initiation, Organization

Stress Tolerance Task Initiation, Organization

High-Performing Males vs. High-Performing Females

It turns out that high-performing males and females have the same two of
the three most frequently found Executive Skills. We aren’t aware of any
other large-scale research project that measured any Executive Skills differ-
ences by gender, certainly not of high-performing individuals in business.

While both male and female high performers are strong in Working
Memory and Planning/Prioritization, there’s one notable difference: The
most frequent Executive Skill in males and females is totally different.

The top strength in the largest number of high-performing males is
Metacognition, the ability to stand back and take a bird’s-eye view of your-
self in a situation and be able to understand and make changes in how you
solve problems.

In females, the most common strength is Organization, the ability to
arrange according to a system.

In both cases, the most commonly found strength in males vs. females
is in the middle of the other’s most commonly found strengths, indicating
that the respective strengths of males and females are truly unique.

While the most frequently found strengths in male high performers are
Metacognition, Planning/Prioritization, and Working Memory, the fewest
number of high-performing males are strong in Time Management, Task
Initiation, or Sustained Attention.

Interestingly, one of the most commonly found weaknesses in males is
Organization, the most commonly found strength in females. The other
weaknesses most commonly found in males are Task Initiation and
Emotional Control.
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So if you're male and can’t start things on time, or can’t keep track of
your belongings, or get upset about things, you could have some of the
same weaknesses as high-performing males.

The Differentiator for male high performers is Metacognition, with it
being the most commonly found strength and not a weakness for 88 per-
cent of high performers.

If you're a manager and identify a high-performing male, there’s a good
chance he will be strong in at least one of the three skills identified.

Executive Skills Strengths: High-Performing Males
Metacognition
Planning/Prioritization

Working Memory

Executive Skills Weaknesses: High-Performing Males
Task Initiation
Organization

Emotional Control

Differentiator: High-Performing Males

Metacognition

While the most frequently found strengths in female high performers
are Organization, Working Memory, and Planning/Prioritization, the
strengths found in the least number of high-performing females are Stress
Tolerance, Time Management, and Emotional Control.

Not only are those three skills at the bottom of the most commonly
found strengths in females, but two of them are among the most frequently
found weaknesses.

So if youre female and know where things go, or remember critical
things to do when very busy, or easily decide what you should tackle next,
you could have some of the same strengths as high-performing females.

The Differentiator for female high performers is Working Memory, with
88 percent of females not weak in it and it being one of the most frequently
found strengths.
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Executive Skills Strengths: High-Performing Females
Organization
Working Memory

Planning/Prioritization

Executive Skills Weaknesses: High-Performing Females
Emotional Control
Stress Tolerance

Task Initiation

Differentiator: High-Performing Females

Working Memory

Executive Skills of High Performers by Age
Whether you're in your 20s or your 50s, if you're a high performer, there’s
not likely to be a difference in your Executive Skills strengths. When we
compare those two age ranges of high performers, the most frequently
found strengths essentially matched in both groups. We found no dis-
cernible differences in Executive Skills strengths based on age.

This seemed logical as well, since Executive Skills strengths are relatively
fixed from adulthood on.

Task Initiation: The Common Weakness

You probably know people in business (or in life) who tend to put off start-
ing things (maybe even you do this). You know they mean well. They get
an assignment on Tuesday and are told it’s due in exactly two weeks. They
decide to think about the assignment on Wednesday; after all, Tuesday is
almost over. On Wednesday, they decide to tackle it at the end of the day,
at which time they conclude it’s too late in the day to start it. The next day,
they figure it’s too late in the week to start it, so they put it off until Monday,
when they know they’ll be fresh. Monday rolls around and they decide that
since they have all week there’s no need to start it today. Next time it gets
considered to start is Wednesday, but other things have to get done first.
Well, there’s always tomorrow, Thursday. Oh, they forgot that they have to
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start that other project that was put off a few weeks back. That one is due
Friday, the next day. Then they’ll have a clear deck to start this project.
Friday comes around, and it takes all day to complete the first project. Then
there are weekend commitments, so the plan is to start it on Monday. This
entire process takes exactly one day less than two weeks, which is perfect,
because it isn’t due until Tuesday, which is the next day.

The previous paragraph describes precisely what behaviors of someone
low in the Executive Skill of Task Initiation might look like. If you're weak
in Task Initiation, it might be something like how you act. The person could
plan to start something right away, but it just never seems to happen. It’s
not an example of bad intentions, just a certain Executive Skills weakness.

Someone could easily argue that to get something done at work it
needs to get started first. Some might even argue that it needs to get
started right away. While many businesspeople may think that getting
things started quickly is important for high performers, our study indi-
cates quite the opposite.

Across all high-performing individuals, Task Initiation is the most com-
monly found Executive Skills weakness, identified in 43 percent of high
performers (88 percent did not have it as a strength). Almost half of CEOs
are weak in Task Initiation, and more than half of those with the title of
chairman, owner, or partner are weak in the skill. More males than females
are weak in it. So if you don’t tend to naturally start things right way, you're
not alone.

Even though high performers are weak in Task Initiation, it doesn’t
mean some things don’t get started when they need to, for several poten-
tial reasons.

1. Aids or Cues. Even though a high performer is weak in Task
Initiation, external factors could cause the person to start something right
away. For example, an executive assistant can keep an executive running
on time throughout the day. The assistant can help control scheduling,
interrupt when one meeting needs to end so that another can start, and
deflect issues that could disrupt schedules from a time standpoint. The
high performer also may be in an environment where someone is telling
him or her to start something because that person needs it right away,
leaving no choice for delay.
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2. External Factors. The main projects and tasks on the table may only
be the absolutely critical tasks at the moment. So while many tasks are not
being started on time, the absolutely critical ones are moving forward rap-
idly because they dominate the agenda of the moment. A person low in
Task Initiation may expect to put off a particular task on a given day but
be forced by circumstances to tackle it because it becomes the crisis of the
moment, not a rarity in business today. This is also partly an external fac-
tor—that is, out of the control of the high performer.

3. Compensating Executive Skills. While a high performer may be weak
in Task Initiation, he also could be strong in Goal-Directed Persistence. So
while his brain puts off starting something right away, it conveniently cal-
culates the last possible minute to start that project in order to get it done
on time. While starting the task is not considered to be critical (weak Task
Initiation), completing it by the deadline is paramount (Goal-Directed
Persistence). This combination can quite easily annoy a person with the
opposite Executive Skills combination, since she would only consider
starting the task right away but may lose sight of the end goal. She also
could be annoyed because she doesn’t comprehend how the high per-
former never starts the critical quarterly reports when he should but
always gets them in on time.

So the next time you see that someone you assign a task to doesn’t start
it right away, there may be no need to panic. It may be that the person does
not start the assignment immediately but ultimately will deliver when it is
required to be finished.

The High-Performing Pair

In some cases, high performers may be that way because over time they
instinctively figured out what they were lacking and found a way to have
someone else compensate for their weakness to create an even stronger
combination.

SCENARIO:

Paige is a clinical technician at a well-known regional hospital. She’s
highly organized and is a fast starter at everything she does. She likes
things the way they are, with everything in its proper place, which
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she always makes sure of before she leaves work every day. It used to
really bother her when she’d come back the next day and find that
the person on the previous shift scattered the instruments randomly.
She can’t understand why others can’t put things back exactly where
they go. She used to get upset about these kinds of things until she
started working with Anthony last year. They’ve been a two-person
clinical team ever since. Before Anthony teamed with Paige, he was
the ultimate procrastinator. He was so easily sidetracked from start-
ing any task at hand. Something would come along that caught his
attention and he’d divert right to that. He’d get lectured by the direc-
tor of the department about being late starting even though she
praised him for always being willing to drop what he’s doing to help
someone else.

Since the two started working together, Paige has taken responsi-
bility to get things going and keep them on schedule. She organizes
the team’s day. This is easy for her because she’s strong in Task
Initiation and Organization. When things change, as they always do,
rather than get upset, Anthony helps Paige to relax, telling her there’s
nothing to worry about, and Anthony jumps in to plot the lead on
the new direction. That’s natural for Anthony because he’s strong in
Flexibility and Emotional Control. Anthony covers for Paige’s weak-
nesses (Emotional Control, Stress Tolerance), and Paige covers for
Anthony’s (Task Initiation). More significantly, together they have
the strengths of Task Initiation, Organization, Emotional Control,
and Flexibility. Together, Paige and Anthony are the ultimate high-
performing couple.

It’s possible that in the case of many high performers, they’ve devised
or fallen into mutually beneficial Executive Skills situations where two peo-
ple actually make up a high performer or at least explain the reasons for
the high performance. One person may be strong in Organization and
Planning/Prioritization and the other in Task Initiation and Working
Memory. Together, they can be a strong combination, with the pair start-
ing projects right away, creating a logical road map with a high degree of
organization, and are not likely to let anything fall through the cracks. The
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combined strengths of the two people are far greater than the strengths of
either of the individuals.

Some might also suggest that compatible couples frequently possess
complementary Executive Skills, which adds to a smoother relationship.
For example, a husband may be strong in Goal-Directed Persistence while
the wife is strong in Task Initiation. He may promise to clean the garage by
the beginning of spring, a target he would surely hit, but she would be more
likely to get him to start a month sooner than he would have, making com-
pletion a lot easier than doing it all at the last minute, which is what he
would have done. Conversely, a wife may be weak in Organization, and as
a result she misplaces her car keys on a regular basis, while the husband is
strong in it and always very naturally knows where to look to find them.

So on your road to high performance, you may want to partner with
someone with complementing strengths at certain times and in certain sit-
uations. And if you manage others, you can look to do the same, perhaps
naming a two-person team with different and complementing strengths to
tackle a major project.

Executive Skills of High Performers by Industry

High performers share similar Executive Skills based on industry, as well
as other categories that we explain later. High performers in financial ser-
vices, healthcare, manufacturing, technology, education, and nonprofits
have some of the same Executive Skills strengths in some cases but in oth-
ers they are totally different. Across the six industries, there’s not one
strength among the three most frequently found in all industries. However,
there are several strengths not among the three most common in any of the
industries.

We queried people with a range of titles, from employee, manager, and
director to CEO, owner, and partner, in a variety of departments, includ-
ing accounting, customer service, finance, marketing, operations, and sales.

One of the benefits of knowing the strengths and weaknesses of high
performers by industry is that it may make it easier for you to identify a
potentially new industry you may not have previously considered.

Once you see the common strengths of high performers by industry,
you can compare your strengths to see where there’s a match. In some cases,
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at least one of your strengths may match more than one industry. This
means you have a high probability of becoming a high performer in those
industries, all other things being equal. And if your strengths match the
strengths of high performers in a particular industry, it means those high
performers will essentially see things at work the same way as you.

Even if you don’t change industries, knowing the likely strengths of the
high performers by industry can provide insight into how you might
understand how to better interact with people in those industries. For
example, if you know that a prevalent strength in a particular industry is
Metacognition, you can expect that a person you may be trying to market
a product or service to may be more open to considering the product, since
that person would naturally want to look for ways to improve.

You also can leverage information about common weaknesses of high
performers in any given industry. For example, if you know that Task
Initiation is a common weakness of high performers in an industry, you
may need to take it upon yourself to take the initiative to get things going.
If you know that Emotional Control is a common weakness, you may want
to be more careful about choosing your words; otherwise, the person you
are dealing with may become upset, even though he or she may not show
it at the time.

If the person youre dealing with is weak in Organization, you can take
it upon yourself to make sure all the necessary paperwork or information is
prepared in advance of a meeting, since that person is likely to misplace it.

You also should compare your strengths and weaknesses to those of the
high performers in the industry before interactions. If you have the same
strengths, you're likely to approach issues the same way. Where the skills
differ, you can plan in advance how to compensate, so that the person with
the particular strength takes the lead on issues that call for that strength.

If the person in an industry is strong in Time Management and that is
one of your weaknesses, you should allow the other person to control the
timing and pacing of the meeting as well as have more significant input as
to how long it may take to do something. The other person would have a
much higher probability of estimating accurately.

The converse also is true, so if you are strong in Time Management and
the other person is weak, you should do the time estimates. You also can
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expect the other person to be late for the meeting, even though you’ll show
up on time. In such a case, bring something along to do, such as unrelated
paperwork, so that you can be productive while waiting for the person and
not become aggravated by her lack of Time Management, since it’s natural
for you but not for her. It’s how she’s wired.

Financial Services

Should you be in financial services, which includes financial, real estate, and
insurance as categories and comprises well-known large and small bank-
ing institutions, insurance companies, credit unions of all sizes, multiple
listing services, and investment groups?

The high-performing individuals in financial services are goal-driven,
able to observe and correct their own actions, and likely to remember the
critical detail at the critical time. This is because the Executive Skills
strengths most frequently found in these high performers are Metacog-
nition, Goal-Directed Persistence, or Working Memory.

So if you’re strong in Metacognition, you likely also are strong in Goal-
Directed Persistence. If you're strong in only one of these skills, there’s
still a higher probability that you could be a high performer in financial
services than someone who doesn’t have that same strength.

This also doesn’t mean that if you share one or more of the Executive
Skills strengths of high performers here that you should work in financial
services, just that the way your brain is wired would make it more natural
for you to become a high performer there. But as you will see, this would
not be your only option of fit, since some of the same strengths are lead-
ing strengths in other industries as well.

The most frequently found weaknesses in financial services are Task
Initiation, Emotional Control, and Organization. With more than 40 per-
cent of high performers weak in Task Initiation, you can expect that some
things get put off. However, with the counterbalance of strong Goal-
Directed Persistence, starting late likely may not cause any significant issues.

Some Executive Skills don’t seem to play a significant role in high per-
formers in financial services. For example, roughly the same number of
high performers are strong as are weak in Organization. Time
Management is another one, since only about one in ten high performers
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is strong in it, while almost a third are weak in it. Those Executive Skills
that are not the most frequently found are less likely to be of significance
in any given category.

More than a third of high performers in financial services are strong
in Metacognition, and relatively few count it as a weakness, making it the
Differentiator in that industry. So if that is your leading strength, there’s
a good chance you could be a high performer in financial services, if you
so chose.

Executive Skills Strengths: Financial Services
Metacognition
Goal-Directed Persistence

Working Memory

Executive Skills Weaknesses: Financial Services
Task Initiation
Emotional Control

Organization

Differentiator: Financial Services

Metacognition

Healthcare
If you're highly methodical, perhaps you could be a high performer in
healthcare. High performers in healthcare, which includes medical and
dental, work in large and small hospitals, medical laboratories, therapy
organizations, and various types of medical centers, are in departments
including administrative, clinical, general management, human resources,
marketing, sales, and information technology and hold a wide range of
titles, including CEQ, vice president, director, manager, and employee.
Besides being considered to be methodical, they are likely to be great at
drawing on past experience to deal with problems, may have well-devel-
oped systems for tracking information, or be able to quickly determine
what’s important and worth dealing with and what is not.
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This is because the most frequently found Executive Skills in these high
performers are Working Memory, Organization, or Planning/Prioritization.
Interestingly, the strengths found most frequently in high performers in
healthcare are identical to the three most frequently found skills in the pop-
ulation of high performers as a whole.

Now this is not to suggest that everyone who works in healthcare will
be strong in one or more of these Executive Skills, since it depends on what
area of healthcare it is. For example, as you’ll see later, high performers in
clinical areas have different Executive Skills strengths than those who work
in a business office within the healthcare industry.

So if you're getting medical treatment, the interactions with the office or
administrative staff may be different from those with the medical profes-
sionals treating you, and those interactions are partly because of how those
people’s brains are wired. Perhaps more significantly, if you work in a clini-
cal area and are looking to move to the business office, for whatever reason,
it could be helpful to know that the most frequently found strength of those
in clinical is different from the one most frequently found in high perform-
ers on the business side, since you may or may not have that as a strength.

However, there are a number of high performers in clinical departments
who possess that particular Executive Skills strength; it’s just a matter of
identifying if you have it before the execution of a transfer or promotion
that has a high probability of success or failure based on an Executive Skills
match or mismatch.

The Executive Skill that can make the difference in high performers in
healthcare is Planning/Prioritization, the Differentiator, with 91 percent of
high performers not low in it and it ranking among the three most fre-
quently found strengths. If youre strong in Planning/Prioritization, you
have a higher probability of becoming a high performer in healthcare than
someone who is not.

Executive Skills Strengths: Healthcare
Working Memory
Organization

Planning/Prioritization
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Executive Skills Weaknesses: Healthcare
Stress Tolerance
Emotional Control

Task Initiation

Differentiator: Healthcare

Planning/Prioritization

Manufacturing

If you're continually observing how you solve problems and looking for
ways to improve, both personally and for those you work with, maybe man-
ufacturing is for you.

High performers in manufacturing are in a range of departments,
from accounting and research and development to general management
and operations, with titles including CEO, CFO, COO, director, manager,
and employee.

They easily see what needs to be dealt with and when and are naturally
good at establishing systems to get things done. These characteristics may
seem obvious as they would be useful in manufacturing, where continual
improvement and effective operational systems are key. And those charac-
teristics are most frequently found in high performers there, with the most
frequently found skills to be Metacognition, Planning/Prioritization, and
Organization, which could help explain why they’re considered high per-
formers in their organizations.

However, even though Organization is a commonly found strength in
manufacturing high performers, it’s not a critical or differentiating skill,
since about the same percentage of high performers have it as a weakness.
Interestingly, a large number of the high performers weak in Organization
are strong in Emotional Control, which would allow them to more easily
manage emotions to reach their goals. You may recall that Emotional
Control and Organization are typical opposite Executive Skills, so if you're
a high performer strong in one, you’re likely to be weak in the other.

In addition to Organization, the other weaknesses most often found in
manufacturing high performers are Task Initiation or Time Management.
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The Differentiator for high performers in manufacturing is Metacog-
nition, with 91 percent of high performers not low in it and it being the
most frequently found strength. So if you're strong in Metacognition, your
chances of being a high performer in manufacturing are high, as they are
for finance, as you may recall.

Executive Skills Strengths: Manufacturing
Metacognition
Planning/Prioritization

Organization

Executive Skills Weaknesses: Manufacturing
Task Initiation
Time Management

Organization

Differentiator: Manufacturing

Metacognition

Technology

If one of your leading strengths is Planning/Prioritization, technology
could be your arena. High performers in the technology industry came
from all departments, including sales, research and development, infor-
mation technology, operations, marketing, general management, and legal,
with titles that range all the way from CEO to employee. Companies
include the best-known computer makers, as well as global and regional
hardware and software companies.

In high performers in technology companies, there’s a clear distinction
between strengths and weaknesses. The most frequently found strength is
Planning/Prioritization, while a majority of high performers are weak in
Task Initiation. So high performers are likely to be methodical in how they
approach things, very naturally creating sequences of what goes before
what, but not starting right away.

As you'll see later, Planning/Prioritization is a key strength not only in
technology companies, but in people who work in information technology
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as well. At some companies in the study, large majorities of high perform-
ers in IT departments are strong in Planning/Prioritization.

For high performers in technology, as in manufacturing, Organization
is equally a strength and a weakness, negating its significance. Working
Memory is the other leading strength and Time Management the other
weakness, both found in about a third of high performers.

The Differentiator is Planning/Prioritization, it being the most fre-
quently found strength and not a weakness in 91 percent of high perform-
ers. If youre strong in Planning/Prioritization, technology companies
could be a natural fit for you to become a high performer, as well as health-
care or manufacturing.

Executive Skills Strengths: Technology
Planning/Prioritization
Working Memory

Organization

Executive Skills Weaknesses: Technology
Task Initiation
Emotional Control

Time Management

Differentiator: Technology

Planning/Prioritization

Education

High performers in education, which includes educational services, are from
universities, colleges, and high schools, both public and private. Titles include
CEOQ, principal, director, and employee, and departments include adminis-
trative, finance, marketing, operations, education, and public relations.

If you're like them, you're good at self-monitoring and improving how
you solve problems, since Metacognition is the most frequently found
strength. This would make it very natural for them to continually look for
ways to improve the way they and those around them do things.
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They’re also likely to create road maps or logical plans of how they
expect to move ahead and tend to keep track of things they manage. This
is because the other most common strengths of these high performers are
Planning/Prioritization and Organization.

This could be a good thing, since half of the high performers in educa-
tion are weak in Task Initiation, followed by Time Management. These
weaknesses may not be a problem for high performers in education, since
many of the aspects of managing time are self-regulated. For example, in
lower schools, bells ring to signal class beginning and ending. The day starts
at a specific time and ends at a specific time, and students will let any teacher
know if he or she is running over. In upper grades, including college, stu-
dents don’t hesitate to let the teacher know when class is over by packing
their belongings or getting up to leave. Environmental factors such as these
could make Task Initiation and Time Management much less of a require-
ment to be a high performer in education.

The other weakness most frequently found in education is Stress
Tolerance. This isn’t surprising, since someone strong in Organization
would likely find it stressful when things become uncertain, which could be
unnerving to someone more comfortable with order. Stress Tolerance is also
a commonly found weakness in high performers strong in Organization.

The Differentiator in education is Metacognition, with it being the most
frequently found strength and not a weakness in 92 percent of high per-
formers. So if you're strong in Metacognition, you now can add education
to financial services and manufacturing as areas where the leading skill of
high performers matches yours.

Executive Skills Strengths: Education
Metacognition
Planning/Prioritization

Organization

Executive Skills Weaknesses: Education
Task Initiation
Time Management

Stress Tolerance
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Differentiator: Education

Metacognition

Nonprofits

In countless conversations with executives and managers in companies of
all types, we’ve heard many times over the years that for-profit organiza-
tions are different from nonprofits. To be sure, there are considerable dif-
ferences, from shareholder demands to accounting regulations. However,
when it comes to Executive Skills strengths of high performers who work
at for-profit companies compared to those at nonprofits, they’re the same.!

This means that if you have any of the same strengths as high perform-
ers in for-profit organizations, you're just as likely to be a high performer
in a nonprofit. This could be good news for you if you've been downsized
from a large organization, as you will know that moving to the nonprofit
world, some of which is still relatively well-funded, could be easier than you
might have thought.

High performers in nonprofits include a wide range of entities, includ-
ing charities, social services, foundations, neighborhood centers, children’s
services, care centers, and various types of societies. Most of the nonprof-
its are relatively small, generally with fewer than 500 employees each,
though departments mirror other organizations, such as administrative,
general management, accounting, marketing, and sales.

High performers at nonprofits are likely to stay focused on long-term
goals and objectives and understand the steps to get there, and are not likely
to have things fall through the cracks. The most frequently found Executive
Skills strengths in nonprofits are Working Memory, Goal-Directed
Persistence, and Planning/Prioritization. If you are strong in Working
Memory, you match the strengths of many in nonprofits, as well as those
in healthcare, finance, and technology.

High performers at nonprofits are likely to delay starting projects, feel
stressed in a crisis, and misplace paperwork when under pressure. This is
because the most commonly found weaknesses are Task Initiation, Stress
Tolerance, and Organization. Of the six industries, this is the only one
where Sustained Attention came close to being a common weakness. So if
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Sustained Attention is one of your main weaknesses, it is not likely to be
an issue for you working at a nonprofit.

The Differentiator for high performers in nonprofits is Working
Memory, with it being the most frequently found strength and relatively few
counting it as a weakness.? So if you're strong in Working Memory, that skill
could be the key for success at a nonprofit, though it’s also one of the most
common strengths in other industries as well, just not the Differentiator.

Executive Skills Strengths: Nonprofits
Working Memory
Goal-Directed Persistence

Planning/Prioritization

Executive Skills Weaknesses: Nonprofits
Task Initiation
Stress Tolerance

Organization

Differentiator: Nonprofits

Working Memory

Finding the Match
No matter which Executive Skills strengths you have, there’s a high likeli-
hood you’ll have corresponding strengths and corresponding weaknesses.
There’s nothing inherently good nor bad about possessing any particular
strength or weakness. The real benefit is identifying the strengths and
matching those to a particular job, task, function, industry, or career. By
reviewing the particular Executive Skills strengths found in high perform-
ers, you may be better able to match your own set of Executive Skills against
those of high performers based on industry or job title. This may help you
predict future success, based on matching to the Executive Skills of those
already successful in those roles.

Another value of being able to identify Executive Skills strengths and
weaknesses and corresponding combinations is in interacting with others.
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Inside an organization, it’s relatively easy to identify strengths and weak-
nesses of people you work with by observing their behaviors. You can use
the corresponding strengths and corresponding weaknesses charts in this
chapter as an assist to figure the likely combinations of others as well. You
also can use this knowledge outside your organization when dealing with
clients, customers, and vendors.

Just as we did in our study, you can determine the Executive Skills of the
high performers in your area, department, or entire organization. The key
then is to ensure that as you move into new positions, your Executive Skills
are a good match for the new positions, as we discuss in the next chapter.



What's the Right

Department for You?

The Strengths of High
Performers by Department

BESIDES SEEING which industry might best suit you based on the char-
acteristics of high performers, you also can match Executive Skills by
department. High performers have different strengths and weaknesses
depending on the department they work in, as you'll see in the 10 depart-
ments profiled in this chapter.

By comparing your strengths to those of high performers by depart-
ment, you can see where there are matches, the same process as by indus-
try. If some of your strengths match those of high performers in a
particular department, chances are that you could succeed in that depart-
ment as well, all other things being equal.

And if you manage others, especially at an executive level, by compar-
ing the strengths of high performers in certain departments, you can get a
better feel for what strengths to look for in candidates you may be consid-
ering moving into that department.
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There’s also the added benefit of using these insights to devise ways to
better interact with high performers to your advantage once you know the
Executive Skills strengths and weaknesses they’re likely to possess. This can
not only help avoid conflict, but also make communications and interac-
tions more effective, once you know what to look for and expect in the
behaviors of the other person.

As you'll see, there are similarities in Executive Skills strengths and
weaknesses within any given department, providing insight into what
departments may best suit you.

Marketing/Advertising/Promotion: Always Getting Better

If it’s very natural for you to continually review actions and activities seek-
ing improvements, you may be well suited for marketing, advertising, or
promotion departments. High performers there are strong in Metacog-
nition, Working Memory, or Flexibility." Critical tasks would not likely fall
through the cracks for those strong in Working Memory, and changing on
the fly for a marketing program would easily fall into place for those strong
in Flexibility.

As in many cases, these strengths seem logical based on the functions
required for the jobs. You might expect that a successful marketer would
always be looking for ways to improve and be flexible to change as mar-
ket needs change. The significance, however, is that these skills are found
in large percentages of high performers in marketing departments, mak-
ing it predictive that if you have those skills, you could have a good chance
of also being a high performer in that department, all other things being
equal, of course.

If you're not good at starting on time or managing time well, that
wouldn’t be a problem for you in marketing, since half of high performers
there are weak in Task Initiation, making it normal for projects or activi-
ties to be put off until necessary. It could be that tasks aren’t started by these
high performers naturally but that others or external factors cause them to
start things when absolutely required. The time to start projects and the
time to complete them would also likely be an issue with these high per-
formers, as relatively few of them are strong in Time Management, and
almost a third are weak in it. Again, it would not be the high performers in
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this environment who would likely be responsible for managing time; that
task would fall to others.

Interestingly, the two strengths that would be helpful for creatives,
Metacognition and Flexibility (as we identified in SMARTS), are each
found in more than a third of high performers in marketing/advertis-
ing/promotion departments.

Many high performers here may face the issue of keeping their emotions
in check, since Emotional Control is the second most frequently found
weakness.” So while a rejected ad campaign or creative proposal may seem
to be taken in stride, it could bother many of these high performers for
hours, days, or even weeks without you or others knowing.

The Differentiator for high performers in marketing/advertising/pro-
motion is Metacognition. With 88 percent of high performers here not
weak in Metacognition and it being the leading strength, it isn’t likely
someone weak in this Executive Skill would be a high performer in one of
those departments. There are, of course, exceptions, but the likelihood is
not high. So if Metacognition is a strength of yours, you'd match many high
performers in marketing/advertising/promotion, as well as in general man-
agement, as you'll see later in this chapter.

Executive Skills Strengths: Marketing/Advertising/Promotion
Metacognition

Working Memory

Flexibility

Executive Skills Weaknesses: Marketing/Advertising/Promotion
Task Initiation
Emotional Control

Organization

Differentiator: Marketing/Advertising/Promotion

Metacognition

This information can help you deal with people in marketing, notably the
high performers, by realizing the common strengths and weaknesses of those
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you might be dealing with. For example, knowing that the high performers
tend to be flexible problem solvers and can draw from past experiences would
allow you to give them more leeway in solving a complex problem. If those
are your weakest skills, you would want to defer to them even more.

Conversely, knowing many are weak in Emotional Control, Organi-
zation, or Task Initiation indicates that it could be more useful to be less
focused on the starting time of a project rather than how well it is created
and executed. Also, the office of the person you deal with in marketing may
look like a disaster area due to his weak Organization, but focusing on the
strengths could take away that potentially negative aspect.

Understanding weaknesses of others tends to diffuse conflict in advance.

Sales: Not Falling Through the Cracks

If you tend to not let things fall through the cracks when under the gun,
maybe you should be in sales. That skill is a common key for high per-
formers in sales departments, since Working Memory is the most com-
monly found strength in high performers there. Other strengths are
Goal-Directed Persistence, Planning/Prioritization, and Flexibility” As
you'll see in a later chapter, the strengths differ from sales employee to sales
manager to sales executive, which could help explain why a great salesper-
son may not become a great sales manager.

As was the case with high performers in marketing, a full half of those
in sales share the weakness of Task Initiation. Now you know why great
salespeople might procrastinate before heading out for that sales call, or
why they never get around to starting that sales or expense report, which
is likely to remain on the back burner until absolutely required. And if these
salespeople are criticized for this or any other reason, many of them may
get upset, since Emotional Control is one of the most frequently found
weaknesses, though they may not openly show it.

They also may not be able to find some of those reports, since a most
frequently found weakness is Organization. This could help explain why
their desks look chaotic and papers are strewn everywhere. You may see a
strong salesperson scrambling to get ready for a sales call panic because she
can’t find her car keys. Now you know why.
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For high performers in sales, correctly assessing how long it may take to
get to a sales call or how long a meeting will last may be difficult, since only
one in ten are strong in Time Management and about a third count it as a
weakness. This could also be why a sales presentation is not finished on
time, primarily because the salesperson grossly underestimated how long
it would take. A solution here, of course, is for the salesperson to ask a high
Time Management person to estimate how long the proposal will take and
use that as a guideline, not what the salesperson thinks. So if you're a high-
performing salesperson and you're calling on a client also low in Time
Management, both of you are likely to be late for the start of the meeting,
and neither will keep track of how long it should last. The good news is that
it won’t bother either of you.

The Differentiator in sales is Working Memory, with 89 percent of high
performers not weak in it and it being the most frequently found strength.
If you're strong in Working Memory, you match the key brain character-
istic of high performers in sales.

Executive Skills Strengths: Sales
Working Memory
Goal-Directed Persistence
Planning/Prioritization

Executive Skills Weaknesses: Sales
Task Initiation

Emotional Control

Organization

Differentiator: Sales

Working Memory

In dealing with one of these high performers, you may want to consider
that they’re likely to hit their end objective (strong Goal-Directed Persist-
ence) but are probably going to have issues starting on time or even calcu-
lating time well along the way. Just keep in mind, they will get it done. If
your strong skills are the weak skills of these high performers, you may have
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a tough time understanding how these people get the job done, since they
are essentially wired differently than you.

Systems/IT: All About Road Maps

If Planning/Prioritization is one of your strengths, you could be a high per-
former in systems/information technology. High performers there have a
natural ability to create road maps of where they want to go and how to
get there, since Planning/Prioritization is the most frequently found
strength. In fact, almost no high performers in IT are weak in this skill. This
was highlighted in several IT departments, where large majorities shared
this strength.

IT high performers can tend to be somewhat reflective, since the sec-
ond most frequently found strength is Metacognition, followed by Working
Memory, making it likely that these people don’t forget critical things at
critical times. This could be a huge help in all areas of IT, from program-
ming to strategic planning.

The most common weaknesses in high performers in IT are Task
Initiation, Stress Tolerance, and Time Management. So while these people
may be strong in sequencing tasks and events, they can have a tough time
getting started or even accurately determining how long it will take to com-
plete a project. Can you count how many IT projects have been delivered
on time? Granted, there often are changes in requirements along the way,
but it’s still not natural for a high performer in IT to accurately determine
how long something will take to complete. This isn’t to say they don’t mean
to; it’s just that their brain doesn’t process or estimate time with a high
degree of accuracy.

The Differentiator for high performers in IT is Planning/Prioritization,
with 95 percent of high performers not having it as a weakness and it being
the most frequently found strength among this group.

Executive Skills Strengths: Systems/IT
Planning/Prioritization
Metacognition

Working Memory
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Executive Skills Weaknesses: Systems/IT
Task Initiation
Stress Tolerance

Time Management

Differentiator: Systems/IT

Planning/Prioritization

When dealing with high performers in IT, you may want to let them
devise the planning process, since it will be natural for them to determine
which items should be in which order. But you also may want to encour-
age the meetings to occur, since their low Task Initiation and Time
Management are not likely to make that very easy for them to do.

You also may want to keep in mind that when things get very busy and
hectic, those high performers will be more prone to put things off and
become stressed about the situation.

General Management: Goal-Oriented

If your Executive Skills matched well for marketing, chances are you may
also be well suited for general management. High performers here are
strong in Metacognition, also the most frequently found skill of those in
marketing/advertising/promotion, as noted earlier. General management
as a department comprises people with titles from CEO to employee and
includes industries of all types. High performers also come from a range
of organization size, from 100 or fewer employees to 100,000 or more.

The other top strengths of high performers in general management are
Planning/Prioritization and Working Memory.

These high performers are also goal-driven, with more than a third
strong in Goal-Directed Persistence and 92 percent not weak in it. You may
recall that Goal-Directed Persistence was also a leading strength of those
with C titles (CEO, CFO, etc.), which would make sense since many of the
chiefs are within the category of general management.

The most common weaknesses in general management are Task
Initiation, Time Management, and Emotional Control. If you're a high per-
former in general management and are weak in one of these skills, you
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probably rely on assistants and others to keep you starting and running on
time, since you're not likely to excel in those functions.

The Differentiator for high performers in general management is
Metacognition, with 91 percent of high performers not weak in it and it
being the most frequently found strength. If Metacognition is one of your
strengths, you match the strength of high performers in general manage-
ment as well as several other departments.

Executive Skills Strengths: General Management
Metacognition
Planning/Prioritization

Working Memory

Executive Skills Weaknesses: General Management
Task Initiation
Time Management

Emotional Control

Differentiator: General Management

Metacognition

Dealing with those in general management should be similar to dealing
with those in marketing, at least as it relates to allowing the high performer
to devise solutions to problems. You'll face the starting and running on time
issue with those in general management, since Task Initiation and Time
Management are common weaknesses. If either one of these is one of your
strengths, you should control as much as possible the time elements of the
interactions between the two of you.

Operations: Good on the Fly

If you could be successful in IT, you also may be well suited for operations
departments, where execution is king and where planning and the ability
to retool on the fly as things change are common characteristics of high
performers. The most frequently found strength is Planning/Prioritization,
followed by Metacognition and Flexibility.
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High performers in operations also may have some organized self-
starters around them, since that would complement their weaknesses.

The most frequent weakness in high performers in operations is Task
Initiation, identified in nearly half of them. It’s interesting that while oper-
ations departments may be noted for getting things done, getting them
started is not so natural for high performers there. This weakness was fol-
lowed by Emotional Control and Organization.

If you're strong in Planning/Prioritization, you possess the Differentia-
tor for high performers in operations, where very few count that skill as a
weakness, the same as in IT departments.

Executive Skills Strengths: Operations
Planning/Prioritization

Metacognition

Flexibility

Executive Skills Weaknesses: Operations
Task Initiation

Emotional Control

Organization

Differentiator: Operations

Planning/Prioritization

When dealing with high performers in operations, you may want to
keep in mind that while they may have logically sequenced a plan or
process, it would be very easy for you to get them to modify that plan if
there was a better way. Because of their strong Flexibility or Metacognition,
changing from what was established would be no big deal.

Customer Service: Strategically Important
If you’re highly organized and highly adaptable, you may be a lot like the
high performers in customer service departments.

Customer service is the department that business leaders say provides
the most strategic competitive advantage.* It’s also most frequently cited
as the department that provides organizations with the most tactical
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competitive advantage. After all, every business needs to satisfy its cus-
tomers’ needs first and foremost, and many business leaders apparently
recognize the importance of those on the front lines.

This leads to the obvious question of which Executive Skills strengths
would be most valuable or are most frequently found in those who are suc-
cessful in customer service departments. You've probably had both positive
and negative experience with customer service departments. You may have
dealt with customer service reps, whether over the phone or in person, and
found some to seem very together and able to adapt to your needs and oth-
ers not. The Executive Skills strengths of high-performing people who
work in customer service might help explain why.

The strength most frequently found in high performers in customer
service is Organization, which would make it likely they have an orderly
system to handle problems. Many also are open to new ways to solve cus-
tomer problems, since theyre strong in Flexibility, making them more
likely to be creative and adaptive in problem situations. The third most
commonly found strength is Planning/Prioritization, making it likely that
the customer service person will figure out the sequence of events to solve
a customer’s complex problem.

When it comes to weaknesses of high performers in customer service,
the most frequently found are Stress Tolerance, Task Initiation, and Time
Management. These people could feel bad if a customer interaction didn’t
go as well as planned. They may seem rushed during a busy day, since they
didn’t start something when they should have, leading to a sense of
urgency, and crunched near the end of the day, because things took longer
than expected.

These weaknesses don’t appear to be impediments to success in cus-
tomer service, since they’re shared by the high performers. Some of these
weaknesses could be negated by some of their strengths that can compen-
sate for the weaknesses.

For example, a customer service representative may feel bad about an
interaction with a customer (weak Stress Tolerance), but the reaction could
come after the interaction and after the customer is gone. Because the cus-
tomer service rep likely was prepared for the client or customer interaction
(strong Organization), the result may have been as good as it could be. In



WHAT'S THE RIGHT DEPARTMENT FOR YOU? = 87

addition, issues could have been outside of the customer service rep’s
hands, such as a case where a customer is trying to get a difficult issue
resolved that’s outside the representative’s area of responsibility. While a rep
may lose track of time during the day and fall behind (low Time
Management), he or she is likely to remember to deal with that last press-
ing issue before leaving (high Working Memory).?

The Differentiator for customer service departments is Flexibility, with
more than four-fifths of high performers not low in it and it being among
the most commonly found strengths. If you’re strong in Flexibility, one of
your skills matches the key skill of high performers in customer service, so
that could be a department for you.

Executive Skills Strengths: Customer Service
Organization
Flexibility

Planning/Prioritization

Executive Skills Weaknesses: Customer Service
Stress Tolerance
Task Initiation

Time Management

Differentiator: Customer Service
Flexibility

In dealing with strong customer service people, it may be helpful to con-
sider that time isn’t much under their control, whether starting, tracking,
or stopping, such as with a meeting. That means if you're meeting with a
high performer in customer service, you should make sure you're the one
who gets the meeting started and ended on time—that is, unless those are
your weaknesses as well.

Administrative: Organized and Can Adapt
You might expect that high performers who work in administrative depart-
ments would require Executive Skills that would allow them to be highly
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organized, very adaptive, and able to keep things from being missed at the
height of chaos, and it turns out that is just the case. The strengths most
often found in high performers in administrative departments are
Organization, Flexibility, and Working Memory.

And it’s a good thing that these high performers are organized and can
remember important things when they count, because when things go
badly, any of them may get upset, since their top weaknesses are Stress
Tolerance and Emotional Control. They’re also likely to wait before start-
ing, since many are weak in Task Initiation.

The Differentiator for high performers in administration is Working
Memory, so if that is one of your strengths, you're a match for high per-
formers there, as well as in the next department.

Executive Skills Strengths: Administrative
Organization

Flexibility

Working Memory

Executive Skills Weaknesses: Administrative
Stress Tolerance
Emotional Control

Task Initiation

Differentiator: Administrative

Working Memory

When dealing with high performers working in administrative depart-
ments, you may want to be somewhat on the delicate side, due to the
weaknesses of Stress Tolerance and Emotional Control. However, the peo-
ple you’re dealing with will likely be highly organized, with a good handle
on facts based on past activities. And dealing with those strong in
Flexibility will allow you to make alternative suggestions that can be con-
sidered. You may want to make sure those suggestions are logical and
orderly, which would be much easier received by these high performers.
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Finance: Modify on the Fly

If you now work in finance and used to work in administrative, or vice
versa, your strengths would match those of high performers in either
department, since they’re the same for both departments.

Finance high performers are likely to be orderly and organized, have a
good penchant to recall numbers and data when needed, and be able to
modify on the fly based on the changing needs of those they work with.
This is because theyre strong in Working Memory, Organization, and
Flexibility. As in the other department, those in finance hold a wide range
of titles, from employee to chief financial officer, and work in a wide range
of industries, from nonprofits to financial services businesses.

While many high performers in finance seem highly organized, there are
actually more who are disorganized. While Organization is the second most
frequently found strength, it’s also the second most frequently found weak-
ness. This means that being either strong or weak in Organization is not
likely to be a factor to be a high performer in a finance department.

However, these high performers are not likely to get started on their own,
since almost half of them are weak in Task Initiation. Many of them also may
become upset by something that’s said to them in the course of a presenta-
tion, since Emotional Control is a weakness in more than a third of them.

In finance, the Differentiator is Working Memory, it being the most
commonly found strength in high performers and not a weakness in most
of them. If you're strong in Working Memory, you have the Differentiator
for finance, administrative, and sales departments.

Executive Skills Strengths: Finance
Working Memory
Organization

Flexibility

Executive Skills Weaknesses: Finance
Task Initiation
Organization

Emotional Control
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Differentiator: Finance

Working Memory

If you deal with these people, keep in mind that some will be highly
organized and others not, and you should be able to tell pretty quickly by just
observing their office, paperwork, or approach to whatever you're discussing.
You may want to take the initiative in most cases, due to their low Task
Initiation, to get the ball rolling on projects or even scheduling meetings.

The good news is that under pressure they will likely remember a crit-
ical element, even if you don’t, so if the two of you are in a rushed meet-
ing, you can rely on them to make sure no critical issues are left behind.

Accounting: Methodical Approach
High performers in accounting are likely to be organized and methodical and
tend to take a measured step-by-step approach that they can easily lay out
even when very busy. They’re somewhat like high performers in finance
departments in that they’re both strong in Organization and Working
Memory. However, they are more likely to be organized across the board,
since almost half of them are strong in Organization. Rather than it being a
weakness in a large percentage of high performers, as it is in finance, Organi-
zation is a weakness in only a small percentage of those in accounting.
However, high performers in accounting may not be attracted to high-
pressure situations, since the most frequently found weakness is Stress
Tolerance, with more than half of them weak in it. As you might have
expected, the next most commonly found weakness is Emotional Control,
a typical combination with Stress Tolerance, as discussed earlier. And as
with those in finance, high performers in accounting are not likely to be
natural self-starters, since a commonly found weakness is Task Initiation.
These Executive Skills strengths and weaknesses in accounting could
explain why tax accountants tell you not to worry, that your tax return will
ultimately get done (high Organization), and then you're finally told that
they’ll be filing for an extension to the deadline for you (low Task Initiation).
They know they’ll get your taxes done (high Planning/Prioritization) but
have no sense of urgency or underestimate how long it will take to com-
plete all the returns they’re working on (low Time Management is right
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behind low Task Initiation). For high performers overall who are weak in
the skills that accounting high performers are strong in, none work in
accounting departments.

These combinations of strengths and weaknesses in accounting don’t
mean that if you have a different combination you can’t succeed in that
role, but the chances are much lower than for someone whose strengths
match those of the high performers.

The Differentiator in accounting departments is Planning/Prioritization,
with 93 percent of high performers not low in it and it being found as a lead-
ing strength. If you're strong in Planning/Prioritization, this is yet one more
department where high performers share that same cognitive function.

Executive Skills Strengths: Accounting
Organization
Planning/Prioritization

Working Memory

Executive Skills Weaknesses: Accounting
Stress Tolerance
Emotional Control

Task Initiation

Differentiator: Accounting

Planning/Prioritization

In dealing with high performers in accounting, you want to consider
that these are people who look at things sequentially. They can appear to
seem driven and want to stay with a plan. If you get them to vary from that
place of organization and method, they may become stressed and upset,
since they’re more comfortable with things going as planned.

Clinical: Organized and Starting Right Away

If you're good at keeping track of things and tend to pay attention to detail,
you may have some of the same makeup of high performers in clinical
departments of healthcare. Many of them are likely to be very good at
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determining next steps, especially in critical situations, and unlike high
performers in other departments, many start things right away without
any procrastination.

You may think this sounds logical for a healthcare professional in a clin-
ical department, but this is also the Executive Skills profile of the most com-
monly found strengths in high performers there. The most common
strengths are Organization, Planning/Prioritization, and Task Initiation.

In the overall study, there is a relatively even split between male and
female respondents, though in clinical departments there are significantly
more females than males. You might reason that this explains why
Organization is the most frequently found strength since it’s also the most
frequently found strength in female high performers overall. However, in
clinical departments, Organization is also the most frequently found
strength in males, so gender doesn’t seem to be a factor.

This is one of the rare departments where Task Initiation is a common
strength, since many high performers in other departments possess it as a
common weakness. It also makes sense that a high performer practicing in
a clinical area would need to deal with patients right away rather than pro-
crastinating. Indeed, starting things right away is a characteristic in clini-
cal high performers. But as with Executive Skills, these high performers did
not learn this skill; they were basically born with it.

The leading weakness in high performers in clinical departments is
Stress Tolerance, which would likely make these people become emotion-
ally distressed in a crisis situation and be resistant to change. They’d also
be more comfortable knowing what to expect every day.

Many high performers in clinical departments are weak in Emotional
Control, followed by Goal-Directed Persistence, making them somewhat
sensitive to or focused on the short rather than the long term, which also
seems logical based on what they do each day. Stress Tolerance and
Emotional Control are commonly found together in a high performer, so
if you're weak in one, there’s a good chance you're weak in the other. If
you're a high performer strong in Organization, you have a high chance
of being weak in Stress Tolerance and/or Emotional Control, as is the case
in clinical high performers. This is also true if you're strong in Sustained
Attention or Time Management.
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For high performers in clinical departments, the Differentiator is
Planning/Prioritization, with 92 percent of high performers not low in it
and it being one of the top strengths.

Executive Skills Strengths: Clinical
Organization
Planning/Prioritization

Task Initiation

Executive Skills Weaknesses: Clinical
Stress Tolerance
Emotional Control

Goal-Directed Persistence

Differentiator: Clinical

Planning/Prioritization

When interacting with high performers in clinical departments, you
can expect them to be organized and ready to go. Keep in mind that
because of the weakness in Goal-Directed Persistence, they may be a lot
better at starting something than in following it to completion. In such
interactions, it would be helpful to have someone involved who is strong
in Goal-Directed Persistence, which would be a strong complement to the
strengths of a clinical high performer.

Executive Skills in a Department: Clinical High Performers
It can be helpful to see what strengths and weaknesses look like in a
department overall, since you often will be interacting with more than
one person in any given department. And if you manage others, this
could be even more important as you identify typical combinations of
strengths of high performers to see what behaviors you can expect based
on those strengths.

Chest PT Services is a New England-based home physical therapy ser-
vice provider. The therapists at Chest PT Services provide healthcare ser-
vices for patients with cystic fibrosis (CF), a genetic disease that causes
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mucus secretions to be thicker than normal, according to John Nadeau,
who has been president of the company since its founding 30 years ago.®

In the airways of the lungs, the thick mucus can cause infection, and
patients require various therapies to remove it, one of the therapies being
chest physical therapy. Since this is a daily routine until a cure for CF can
be found, the therapists provide their services in the patients’ homes, a safer
environment than health clinics, where infections are more easily acquired.
In 2008, the average life expectancy of a cystic fibrosis patient in the United
States was the mid-30s.

At Chest PT Services, there’s a somewhat distinct profile of the thera-
pists who work there. For example, two-thirds of them are strong in
Organization, the most commonly found strength in high performers in
clinical departments. More than half of them are strong in Planning/
Prioritization, the second most commonly found Executive Skill strength
among clinical high performers.

Interestingly, none of the therapists are strong in Stress Tolerance, and
almost all are weak in it (Stress Tolerance is the most frequently found weak-
ness among clinical high performers). Almost half of the high performers at
Chest PT Services show Flexibility among their weakest skills, and none show
it as a strength. Many of the therapists also are strong in Emotional Control,
one of the most commonly found weaknesses in clinical high performers
overall. (High performers in any given area, such as clinical, possess one or
more of the top Executive Skills strengths, but typically not all three. This
means that if youre a high performer in clinical, you're likely to have one
or more of the most commonly found strengths, but not all of them.)

So the profile of people at Chest PT Services is one of people who are
inclined to be neat and keep track of their belongings and easily arrange
their schedules to manage the week’s work. They’re not easily sidetracked
and tend to get the job done. They’re very good at clear thinking and have
the aptitude to develop step-by-step processes and are able to easily deter-
mine what’s important and what’s not. They prefer jobs where they know
exactly what to expect every day. Says Nadeau:

Out in patients’ homes in various communities around the state, our
therapists are required to work very independently and professionally.
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In addition to providing therapy treatments, they must, of course,
provide the necessary evaluation and documentation to fulfill
requirements of the health insurer and medical care system. Our
top-performing therapists were identified as those who continually
provide excellent health care to their patients, but also who com-
plete the more mundane but necessary reports and get them back
into the office with consistent timeliness and accuracy. They are our
“go-to” people when a new case comes in because we know that all
tasks will be accomplished like clockwork. Essentially, these are the
therapists that have made my job easier and their patients’ lives
healthier for many years.

The Executive Skills profile of our top performers is right on.
Their strong Organization is obvious when completing their admin-
istrative duties. But what is surprising is that the survey indicates
high Emotional Control along with Planning/Prioritization skills.
These may define the special skills needed in the healthcare aspect
of their job. Our therapists work with patients who have short life
expectancies and who require a very vigorous but repetitive form of
physical therapy that helps to add years and improve the quality of
life. Not much generally changes from day to day, and the treatment
routine varies little. Yet the emotional dynamic of a family with one
(or more) members having a shortened life is continually in the
background. And occasionally our patients become more ill, and for
several weeks require more medical care in an attempt to bring them
back to “baseline.” At these times the therapist must adapt treatments
to the new patient status, and help patients to prioritize their care vs.
the total time available, in order to optimize treatment success.

In this homecare scenario, our therapists need to provide emo-
tional support as well as physical therapy in a job that, while very
repetitive, attempts to fight a relentless disease process to buy time
for our patients. Our therapists most often treat the same patients
for many years. Each day the treatment requires a high level of phys-
ical effort and time. And while therapists must provide adequate
time for each patient, the routine generally allows for very stable
daily schedules. To avoid situations where there are too many
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patients per therapist and thus not enough time for adequate treat-
ment, we have always given our therapists the ability to say “no” to
additional patients. That apparently has also allowed them to keep
their stress levels low, and may be a key reason why so many thera-
pists have been with us for many years, and indicate that they enjoy
their work with us.

From the profile it seems that somehow we have found some of
the right therapists and they have found the right job. This also helps
us understand why some therapists, while very good clinicians who
work wonderfully with their patients, just cannot seem to get their
paperwork in on time.

As might be expected, we did find differences in Executive Skills in high
performers in healthcare based on whether they worked in clinical vs. non-
clinical departments, which we detail in the next chapter.

So as you look around your own organization, you likely can identify
patterns of behaviors of people based on their Executive Skills strengths
and weaknesses, as in the case of Chest PT Services. You also can use this
insight to identify patterns of behaviors in those who work at other orga-
nizations you may deal with.

Right-Seating People the First Time

Now that you can identify likely Executive Skills strengths in high per-
formers by the department in which they work, you probably have a bet-
ter understanding of how these characteristics come into play in the
everyday world of work. This knowledge can help you move from depart-
ment to department, a typical scenario in large companies, as top man-
agement seeks to broaden those on the way up by exposing some to varying
experiences, perhaps as part of management training.

With this knowledge, you can predict with a degree of certainty in
advance of a departmental move where there’s likely to be a goodness-of-
fit situation and where there’s likely to be a misfit, creating a potential series
of never-ending effortful tasks for you if you're the one being moved. This
can be identified in advance by you or by the executive managing the move,
or by both.
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This understanding of Executive Skills fit and nonfit can be used for
career planning as well, either by you or by executives and managers who
plot moves of subordinates as they grow within an organization. There will
be times that the right people are in the right seats and times when they
are not. But by looking at where high performers are found by industry,
title, and department, there’s a higher probability of placing the right per-
son in the right seat at the right time without the guesswork. The ideal is
to get the right person in the right seat every time, not just sometimes. It
is all about first-time right-seating.

The other significant aspect of right-seating people the first time is
there’s less need to monitor whether the right person is in the right seat,
which is known in advance with Executive Skills matching. You now know
how to identify strengths and weaknesses of high performance by industry
and department. This information also should help you deal with people
in those industries and departments by identifying their likely behaviors in
advance, giving you new ways to deal with them based on the anticipated
behaviors. The next step is to identify what strengths and weaknesses look
like based on title, which we do in the next chapter.

This can help you match what job you may be likely to be a high per-
former in by comparing your strengths to those of high performers with
those jobs now. If you manage others, you also can see what characteristics
match the titles to use for moving people into those jobs with the same
Executive Skills strengths, to increase the probability of success.



Do You Have What It Takes
to Be in the Corner Suite?

Skills Broken Down by Title

Are You in the Right Job?
SOMETIMES YOU may be in the right industry or department but sim-
ply in the wrong position. The goal of finding the right job or role, or what
we have labeled first-time right-seating, is all about creating a goodness-of-
fit situation, where your strengths are the same as those required for the job.
The other side of job matching is when your strengths do not match
what’s needed, or situations that are opposite of goodness-of-fit situations.
When the job or task plays to your Executive Skills weaknesses, the task is
called an effortful task. Though you may be able to do it, it will be consid-
erably more difficult than one that plays to your strengths. For example, if
youre weak in Task Initiation, you typically have a hard time getting started
on a task or project. It’s easier and more natural to procrastinate. If you're
strong in this skill, you very naturally start immediately without giving it
a thought. Same task, different approach.
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Over a period of time, sometimes even over many years, you can end
up in exactly the right job. It may be that several people before didn’t work
out in that position but that this time you’re a fit. This trial-and-error
approach to career planning and promotion can work out, eventually—
or not—but it could not be predetermined or predicted with a high degree
of accuracy, or at least not scientifically, until now. That’s where Executive
Skills could be of help by matching your strengths to those required for the
particular job or task.

There’s also the issue of being promoted or transferred into a position
that requires particular Executive Skills that you don’t have, or worse, a
position that requires what are among your weakest skills, creating the ulti-
mate effortful task situation. This is somewhat common in business, and
we explore it in detail in the next chapter. The point is that an Executive
Skills mismatch can make it extremely difficult to succeed doing certain
functions and also make it feel like very hard work, which may lead you to
seek a different position elsewhere, not necessarily realizing why you so dis-
liked your job.

The good news is that identifying the jobs that high-performing indi-
viduals in our study hold could provide some insight as to where you or a
subordinate might also become a high performer. All other things being
relatively equal (technical skills for the job, knowledge of the industry,
background, etc.), Executive Skills make the difference in high-performing
success. As we discussed earlier, executives and managers don’t consider
most around them to be high performers. And high performance can occur
at any level, whether employee, manager, or executive. As a result, by iden-
tifying Executive Skills of high performers by job, it could make it easier
for you to see where you likely could be a high performer based on which
of your strengths match. This can help you in career planning or even that
next potential promotion or transfer.

If you manage others, this knowledge can help when you are consider-
ing hiring and promoting by matching the strengths of candidates to those
of high performers in our study who hold those positions now.
Recognizing the strengths and weaknesses of high performers by title also
can help you determine how to more effectively interact with successful
people with those titles.
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As we travel the country speaking to businesses about Executive Skills,
we’re asked countless times to tell them which Executive Skills matter most,
to which there’s no simple answer. Matter most for what? To succeed? In
what job? Now or down the road? A CEO will typically ask us what the top
Executive Skills are for managers at various levels. Chairmen will ask us the
top skills for a CEO. A sales manager wants to know the top skills for a great
salesperson.

You may be wondering the same thing. Which Executive Skills are the
best for you to have for you to succeed? Because of the range and depth of
this study, youre now more likely to ask “Where should I work?” and our
study partly answers that question. We say partly because there are no guar-
antees in business life, as you know. You've already seen the most com-
monly found Executive Skills in high performers by industry. We also
identified the Executive Skills found most frequently in high performers by
department and title as well, so now you can see how your Executive Skills
match up against those of high performers based on what job they have.

The Brains in the Corner Office
High-performing executives have many similarities in Executive Skills
strengths and weaknesses. Of those with “C” titles (CEO, COO, CFO, CIO,
CMO), there are patterns. Almost half of those with a “chief” title are
strong in Goal-Directed Persistence. This means they’d be natural at keep-
ing their eye on the long-term ball and stay focused on long-term objec-
tives. They would be very natural at defining and achieving goals. Only one
out of ten chiefs is weak in this skill. This skill is not a leading one in any
of the titles below the C titles other than the title of director. This could
help explain why everyone is not cut out to be a CEO or CFO.

Throughout the study;, it was typical that in a group, such as by title or
department, when any large number of high performers shared one par-
ticular Executive Skills strength, a significantly smaller percentage of that
same group counted that skill as a weakness, as was the case here. There are
five times more chiefs strong in Goal-Directed Persistence than those who
are weak in it.

If Goal-Directed Persistence is one of your strengths, you tend to be
driven to end-game results and may be well suited to be a chief.
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The second most frequently found skill in C titles is Planning/
Prioritization, and only 5 percent show it as a weak skill. This strength
would make them approach issues in an orderly fashion, especially in
hectic situations. The next leading strength is Working Memory, in more
than a third of chiefs.

When it comes to the weakest Executive Skills of chiefs, about half are
weak in Task Initiation, three times more than those strong in it. You may
recall that Task Initiation is a leading common weakness of high per-
formers overall.

And if you ever wondered why that top executive is frequently late for
meetings or loses track of time, the second most frequently found weak-
ness is Time Management.” So now you know one more significant role
that executive assistants likely play: keeping the chief on time.

This would likely be the case at home as well, since weak Time
Management is weak no matter where it goes. Any couple can generally tell
who is strong or weak in Time Management, if one or the other possesses
it as a high or low Executive Skill. And sometimes just knowing this can
reduce the potential conflicts, with each now knowing the actual reason for
always being on time (or always being late). The third most frequently
found weakness in chiefs is Emotional Control, so they may get upset with
something you say to them, whether they show it or not.”

The Differentiator for those with a chief title is Goal-Directed
Persistence, which is also the most commonly found strength. When com-
paring CEOs to CFOs, you might think there would be a difference, with
one being focused on corporate strategy and direction while the other
keeps an eye on finances and economic indicators. In Executive Skills
strengths, that is not the case. The three most commonly found strengths
in CEOs (Goal-Directed Persistence, Working Memory, Planning/
Prioritization) are the same three most commonly found in CFOs. Not
only is it frequently a strength of CEOs, but it is also not a weakness in 94
percent of them.

It is by far the most commonly found strength in both CEOs and CFOs.
But when it comes to being late, the CFOs take a slight lead over CEOs. Not
one CFO is strong in Time Management, while one in ten CEOs are.
Almost half of CFOs are weak in Time Management, the most commonly



102 = WORK YOUR STRENGTHS

found weakness. For CEOs, the majority are weak in Task Initiation. This
may not matter, since Goal-Directed Persistence can help compensate for
the lack of starting on time.

Executive Skills Strengths: C Titles
Goal-Directed Persistence
Planning/Prioritization

Working Memory

Executive Skills Weaknesses: C Titles
Task Initiation
Time Management

Emotional Control

Differentiator: C Titles

Goal-Directed Persistence

So the next time you're dealing with chiefs, you may want to keep in
mind that they are likely focused on an end result or a goal, often long-
term. They also are not likely to be focused on getting it started, just get-
ting it finished. You can expect many of these chiefs to be scrambling on
the way to a goal, since they underestimated how much time it would take
and they started late.

If your strengths are Task Initiation or Time Management, you can be
a great asset to one of these chiefs as a complement to their weaknesses by
taking on the functions that involve managing time and starting tasks.

The Brains Down the Hall
If you're not as focused on that end objective but you're likely to continue
to improve methods and processes as you march toward goals, you may be
suited to be executive vice president or senior vice president. Just a short
distance from that corner office sit these high performers, who are likely to
have some, but not all, of the same characteristics of the chiefs.

Both those with chief titles and executive and senior vice presidents are

strong in Planning/Prioritization. However, vice presidents are strong in
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Metacognition but not Goal-Directed Persistence. This would allow them
to naturally focus on continuous improvement, frequently reflecting on
their work and the work of others. They’d be able to determine what’s
important at the time, no matter how much is on their plate. Five times
more vice presidents are strong in Metacognition than are weak in it.

As is common in high performers, the weakest Executive Skill in
EVP/SVP titles is Task Initiation, with almost half weak in it, four times the
number who are strong in that skill, about the same as the C-title executives.

Unlike the chief executives, the top vice presidents cite among their
weakest skills Organization or Response Inhibition. This means the area in
which they work is likely to be somewhat disorganized looking or they tend
to say things that makes others cringe since they often speak before think-
ing about what they’re about to say.

High performers with executive or senior vice president titles have as the
Differentiator skill Metacognition, which almost no vice presidents are
weak in* If Metacognition is one of your leading strengths, you have a
higher probability of being a high-performing senior or executive vice pres-
ident. You also have a higher probability of being chairman, owner, or part-
ner, since Metacognition is the most commonly found strength among
high performers with those titles.

When dealing with high performers with these titles, you can feel free to
suggest new ways of doing things, since they will be receptive to continuous
improvement. Having thick skin could also be helpful for you, since they are
likely to inadvertently say something that they didn’t really mean to. And if
you're strong in Organization, you can be a great help in finding an item that
the other person misplaced, which can be a common occurrence.

Executive Skills Strengths: EVP/SVP
Planning/Prioritization
Metacognition

Working Memory

Executive Skills Weaknesses: EVP/SVP
Task Initiation

Organization
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Response Inhibition

Differentiator: EVP/SVP

Metacognition

The Self-Correcting Directors
Next in line come those with the title of director, as in a marketing direc-
tor or director level in various departments, who are strong in Working
Memory, Goal-Directed Persistence, or Metacognition.” The weakest skill,
which became a pattern across high performers, was Task Initiation, fol-
lowed by Time Management and Organization.®

So a high performer with a director title would likely be frequently reassess-
ing and reviewing to look for ways to improve, much like many high-
performing executive and senior vice presidents. They’re also likely to stop
anything from falling through the cracks when business is hectic or when
they’re under deadline. They may not always start on time (weak Task Ini-
tiation) but are likely to still get done on time (high Goal-Directed Persis-
tence), especially that big project. They may not know where that document is
(low Organization) but they remember what it says (high Working Memory).

Outside of the C titles, this is the only other group where Goal-
Directed Persistence is among the top strengths in high performers. This
isn’t to say that if you're a director, then you should be the next CEO.
However, it’s reasonable to conclude that many high-performing directors
have some of that same, long-term drive found in the brains of some of
those in the corner office. It would be easier to find someone strong in
Goal-Directed Persistence in directors, since many more of them than
those with other titles possess the strength. This doesn’t mean you couldn’t
find the skill in people with other titles, but it’s highly more likely you’ll
find it in a high-performing director. So if you're a director and are strong
in Goal-Directed Persistence, there are many with the same brain makeup
as you working in the corner office.

Executive Skills Strengths: Director
Working Memory

Goal-Directed Persistence
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Metacognition

Executive Skills Weaknesses: Director
Task Initiation
Time Management

Organization

Differentiator: Director

Goal-Directed Persistence

If you're strong in either Task Initiation or Time Management, you could
be a big help when dealing with directors. If you could become responsible
for starting meetings or keeping them on schedule, it would make life for
the director a lot easier, since those would be effortful tasks for them.

The Managers with a Plan

If you're a high-performing manager, chances are youre strong in
Planning/Prioritization, which you may recall is also the most frequently
found skill in executive and senior vice presidents. More than four times
the number of managers are strong in Planning/Prioritization as those
weak in it. These managers would likely be comfortable with sorting and
planning what to do next, determining who they need to meet with, decid-
ing which projects take priority, and planning schedules for the next week.
Many of them would be self-correcting as they go (strong Metacognition)
and able to keep things in order (strong Organization) based on changing
conditions in the office or the market.

Like their business peers, they’re not likely to get started on their own
(weak Task Initiation) and may become and stay bothered (low Emotional
Control, Stress Tolerance) and even upset about what their direct superior
told them in a meeting several hours ago.

You shouldn’t be surprised if you see a successful manager become upset
or stressed out when things don’t go as planned, since almost two times
more managers are weak in Emotional Control than those strong in it.
Another common weakness is Stress Tolerance, commonly found in those
weak in Emotional Control, so it’s no surprise that almost two times more
managers are weak in Stress Tolerance than those strong in it.
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But the key skill for managers remains Planning/Prioritization, which
is the Differentiator. If you're strong in Planning/Prioritization, holding a
title of manager would be a fit based on the brain characteristics of many
high-performing managers.

Executive Skills Strengths: Manager
Planning/Prioritization
Organization

Metacognition

Executive Skills Weaknesses: Manager
Task Initiation
Emotional Control

Stress Tolerance

Differentiator: Manager

Planning/Prioritization

Staying cool and calm when dealing with these managers could be help-
ful, since they are more easily upset and stressed when things don’t go as
planned. If you know this is going to be the case, it would be best for you
to deliver the bad news along with a potential suggestion.

The Organized Employees

High-performing employees may not yet be in the management ranks but
they possess several of the same Executive Skills strengths as those ahead
of them up the ladder. The largest percentage of them is strong in
Organization followed by Working Memory and Planning/Prioritization.
These last two are the same strengths found in the C titles as well as exec-
utive and senior vice presidents.

So if youre an employee strong in Working Memory or Planning/
Prioritization, you have a good chance of succeeding as a high performer
both as an employee and at significantly higher levels in an organization.
This can help explain why some employees go far up the ladder and some
don’t, a match or nonmatch of strengths required for higher-level positions.
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Among high-performing managers, directors, executive and senior vice
presidents, and C titles, Organization shows up as one of the three most
common strengths only in high-performing employees and managers. So
if youre an employee strong in Organization, that may help you at the
employee level but not be as necessary as you move up the ranks, except,
of course, to complement other executives weak in it.

Interestingly, the most frequently found weak Executive Skills in high-
performing employees (Stress Tolerance, Emotional Control, Task
Initiation) are identical to the three most found in managers. So if you're
an employee with one or more of these weaknesses, they’re not likely to get
in the way of a move to a manager role.

The Differentiator for employees is Planning/Prioritization, the same as
for managers, further evidence that a high-performing employee has a high
probability of becoming a high-performing manager, since many of the
Executive Skills combinations are the same for both.

Executive Skills Strengths: Employee
Organization
Working Memory

Planning/Prioritization

Executive Skills Weaknesses: Employee
Stress Tolerance
Emotional Control

Task Initiation

Differentiator: Employee

Planning/Prioritization

Two tables in Appendix B under “Employees vs. Managers vs. Executives”
compare the Executive Skills strengths and weaknesses of high perform-
ers as employees, managers, directors, executive and senior vice presidents,
and C titles.



How Your Strengths Match
Those of Others at Work

Ways to Match Behaviors to
Executive SKkills in Your Business

ONCE YOU IDENTIFY the particular Executive Skills strengths of high
performers at work, you can more easily see how yours come into play with
theirs. With some practice, you can identify both strengths and weaknesses
in office interactions as well as in dealings with customers or clients. More
importantly, you can predict many interaction issues in advance, to your
advantage either at the office or with customers.

If you're an executive or a manager, this knowledge could help you
identify others who could become high performers in future situations,
based on matching the strengths of the high performers currently in that
or similar job functions to those of the person you're considering to move
into that same job. For example, if you identify several high performers
in a department and many of them have a specific Executive Skills
strength, it’s likely that the strength is useful or even required for success
in that role. It’s then likely that someone moving to that department who
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also is strong in the same skill will find success more easily than some-
one who isn’t, all other things being equal.

If you stop for a moment and visualize specific activities and behaviors
you've witnessed in high performers around you at work, you can start to
identify their Executive Skills. The method, of course, is to look for behav-
iors that likely associate with particular strengths and weaknesses.

The advantage of identifying Executive Skills in high performers is that
you also could find similar strengths in those who may work in other areas
but possess the same strengths as high performers in another department.
This can provide a potential career path for you or someone who may not
yet be in a high-performing situation.

To find these types of matches requires identifying the strengths needed
for a certain role. Each department or organization may be different in
terms of what strengths are needed for any given situation, but the results
of our study may provide some help.

For example, high performers who work in customer service are strong
in Organization or Flexibility. Those same skills are also most frequently
found in high performers in administration, which could be an area where
a person could be successful in either department.

It can work the other way as well. Since high performers in IT have dif-
ferent strengths (Planning/Prioritization) than those in customer service
(Flexibility), it would be less likely that a high performer from IT would
move to customer service and become a high performer there. It’s possi-
ble, but not as likely. The same would be true for sales departments, since
the strengths of high performers there (Working Memory) are different
from those in customer service (Flexibility).

In either case, the key is to identify which Executive Skills are most fre-
quently found in people in any given area of your business. Once you know
this, it becomes easier to identify others with these same characteristics,
thereby increasing the chance of success in the same or similar role by cre-
ating goodness-of-fit situations.

SCENARIO:
Christopher manages several employees in the finance department.
Budgets are being planned for the next year and it’s time to select the
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lead on the project. The person chosen will lead a team to gather var-
ious financials from several departments around the company. It
always gets hectic this time of year, especially with everybody
stretched so thin. Last year, Christopher had Jaclyn take the lead, but
things kept falling apart at the last minute. She was constantly over-
whelmed and kept going back to Christopher asking him which
reports he needed next, since she had so many and they all seemed
critical to her. So this year, Christopher wants to select someone who
can manage many things at the same time, especially since a lot of
the numbers come in late. Christopher needs someone who can pri-
oritize so the person doesn’t have to keep coming back for advice on
what’s important. He recalls that every time Paige is at a meeting, she
creates a checklist for to-do items following the meeting and that her
list always seems logical, with the most important tasks listed first.
So he selects Paige this year, and it ends up being dramatically
smoother than last year, and Paige easily prioritizes the reports and
keeps Christopher up-to-date on a regular basis.

While both Jaclyn and Paige are highly valued employees in
Christopher’s department, the specific task at hand—managing a
complex budget process—requires the person have certain charac-
teristics. Specifically, the person should be strong in the Executive
Skill of Planning/Prioritization. In the case of Jaclyn last year, she no
doubt is weak in that skill, which made it very difficult for her to pri-
oritize when it got busy. For Paige, who is strong in Planning/
Prioritization, it was very natural for her to determine which reports
were more important than others at the time, as well as to create a
methodical flow from all the departments. She also very naturally
knew when to update Christopher, since at the start of the project
she made a list of dates for the updates.

It’s important to first identify Executive Skills that likely will be needed
for a certain task or function before accepting that job or selecting a per-
son for that function if you're a manager. If a certain set of tasks requires
a lot of short, tight deadline deliverables, then a person strong in Task
Initiation and Sustained Attention would be more likely to succeed than
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someone weak in those skills. A task or set of tasks that are long-term and
goal-oriented, such as on a large, six-month-long project, would be best
handled by someone strong in Goal-Directed Persistence. Placing a person
who is strong in Task Initiation may get the job started on time but not hit
the final target.

Unfortunately, sometimes a person is selected for various reasons that
are hardly scientific. It might be that a person has been performing well
in a certain role, so as a reward he or she is given a new, specific task.
Unfortunately for both parties, the Executive Skills required for the new
tasks are not the strengths that made the person successful in his or her
previous role.

Shared Strengths in One Organization

Different departments and organizations have their own criteria to iden-
tify their high performers, as we described earlier. Matching those crite-
ria to results from organizations often creates a correlation between the
criteria used to define who’s a high performer and the strengths of those
individuals.

In our study, no executives or managers who selected the high per-
formers were surprised by the results of the strengths and weaknesses of
them, but viewing it in these terms gave them a new perspective to help
them manage better. They often had different ways of describing their
teams’ characteristics and different terms for the strengths and weaknesses,
though they were easily mapped to Executive Skills.

Alliance Member Services (AMS) Inc., a member-based organization
that writes insurance coverage for nonprofits throughout the United
States, serves nonprofits and brokers of all sizes by providing insurance at
prices that they promote are adequate and fair, and that can be maintained
over the long term.

These are the characteristics of high performers at AMS:

= Metacognition is a strength in the majority (60 percent) of high
performers; no one is weak in it.

= Goal-Directed Persistence is a strength in half of the high per-
formers; no one is weak in it.
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= Working Memory is the third most common strength, found in
almost a third of the high performers; no one is weak in it.

= For weaknesses, half are weak in Task Initiation, half are weak in
Emotional Control, and 40 percent are weak in Response Inhibition.

Interestingly, the leading three strengths and weaknesses of high per-
formers at AMS are the same as those in high performers in the financial
services/real estate/insurance industries.

Pamela E. Davis, president and chief executive officer of AMS, and
members of her team participated, and she agreed with the results, which
she mapped to some of the characteristics at work that are associated with
the particular Executive Skills found in her high performers.' Says Davis:

It makes sense to me that high performers in the insurance industry
need to be strong in Metacognition because very little of what we do
is tangible. Our “product” is a “promise to pay.” My staff needs to be
able to plan and execute on things that have no actual known value
at the time we produce them. We work in a world of numbers, esti-
mates, and probabilities, the validity of which only gets confirmed
many years from the decision point. We have to be able to frame an
anticipated outcome from a bunch of facts and ideas and evaluate
progress, sometimes with very small bits of unreliable information.

For example, if we are working to develop a new product, we have
to figure out what the risk of claims (both frequency and severity)
for this new product will be when, in fact, we may have very little to
go on to guide our pricing. We have to spend a lot of time thinking
about the various different possible scenarios, none of which may
ever come to pass. So a lot of what we do is just in our heads,
although the actuaries will tell you that this is hard science.

I think that Goal-Directed Persistence comes into play here
because we don’t get the satisfaction of, say, seeing a car come off
of the assembly line. In fact, because claims take years to develop,
there may actually be little direct connection between our actions
today and the financial performance for this year. So, we have to be
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very goal directed in terms of what we want to accomplish from a
transaction basis.

As for Working Memory, insurance is a very detail-intense indus-
try, with the various policy types and forms, most of them differing
by company, with one company frequently offering multiple varia-
tions of the same policy forms. Practitioners in this field need to keep
a lot of this in their heads.

As for Task Initiation, I have such a sense of urgency that I sup-
pose my own leadership style has tended to compensate for whatever
inclination might exist in my staff to procrastinate. I have no idea
why a sense of urgency would not be important for those in
finance/insurance, but maybe it goes again toward the long-range
view before the results of actions are seen, so why rush? [The CEO
is the only person who measured to be strong in Task Initiation. ]

Regarding Emotional Control and Organization, insurance is con-
sidered to be a relationship business, and that part of this industry
distracts us from getting our best work done. Maybe this even goes
to the procrastination. Why spend a lot of time getting all the details
to write a policy and compete on the merits if you can just go out on
the golf course and seal the deal? I have witnessed a fair amount of
politics at larger insurance organizations, but I don’t tolerate that
here. If Organization strengths can be considered to be the same as
discipline, then in general, the insurance industry lacks discipline and
operates cyclically, with prices varying widely in various cyclical peri-
ods. This is not because the cost of risk has changed but because the
insurance companies convince themselves that they can make up
inadequate premium prices in volume or through investment earn-
ings, and over and over again, they get themselves into financial dif-
ficulty because they lack pricing discipline. This goes back to not
really knowing—or at least being able to convince yourself—that you
don’t really know the ultimate cost of the policy you are selling.

Shared Strengths in Two Nonprofits
If you work in a nonprofit organization, there are other patterns you may
notice. In two nonprofits in the study, high performers in both organizations
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have the same three most commonly found strengths and weaknesses,
which were the same three most commonly found in nonprofits overall.
The two nonprofits are in different categories and located in different
parts of the United States. And if you don’t work in a nonprofit but deal
with some, this can show you what Executive Skills you can expect to
encounter in the high performers who work there.

High performers at the United States Pony Clubs, Inc. (USPC), in
Lexington, Kentucky, had some similarities with Alliance Member Services
in their strengths and weaknesses.

= Planning/Prioritization is a strength in the majority (67 percent) of
high performers.

= Goal-Directed Persistence is a strength in exactly half of high per-
formers.

= Working Memory is a strength in half of high performers.

= Half of the high performers are weak in Sustained Attention, a third
in Stress Tolerance, and a third in Task Initiation. None of these
three skills is a strength in any of the high performers at USPC.

“I found the results to be very interesting and not too surprising based on
the performance of my staff,” says Peggy Entrekin, executive director of USPC.2

“My primary takeaway is identifying a frustration that I think a num-
ber of my staff members feel in not having much luck in initiation of tasks
and ideas,” says Entrekin. “I am somewhat surprised because that’s not
something I would have identified about all but one of my staff members.
I suspect that this is fairly common among staff of nonprofit organizations
where the staff implements programs determined by the board.”

As was typical, the weaknesses found in high performers didn’t seem to
cause major problems, since the individuals possessing them are, in essence,
successful. This was also found to be the case with USPC.

“Sustained Attention, which was found to be a weakness in half of our
high performers, doesn’t seem to be an issue for us because a task or proj-
ect often has to sit on a staff member’s desk while they wait for a volunteer
to complete their part,” says Entrekin.
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“These study results will impact my hiring in the future,” Entrekin says.
“I can definitely see application to what I learned from it in ways to help
support my staff going forward, and it has great application to any further
assignment of duties and hiring opportunities.”

Meanwhile, at the Shasta Women’s Refuge in Redding, California,
the three most commonly found Executive Skills strengths (Planning/
Prioritization, Goal-Directed Persistence, and Working Memory) are the
same as the three most commonly found in high performers at USPC
and in nonprofits overall. “I found the results generally not too surpris-
ing,” says Executive Director Maggie John.” “Our leadership staff is very
mission-driven (Goal-Directed Persistence), and the team has many
complex tasks, including analytical grant tracking, understanding penal
code applications, and directing staff on the proper tools for client
assessment (Working Memory).”

The three weaknesses most commonly found at the organization were
the same as those found in high performers in nonprofits overall. The three
are Task Initiation, Stress Tolerance, and Sustained Attention.

“For some reason we are always up against a deadline,” says John. “For
example, while ’'m typing this, 'm waiting for some information from
staff for a grant that is due tomorrow. As to Stress Tolerance, the nature
of the work is very stressful. The team has to concern themselves with not
only their own stress but also that of their staff. Compassion fatigue is an
occupational hazard.”

Mapping Characteristics to Executive Skills

In addition to sharing the high performers’ results of participating orga-
nizations with them, we analyzed the characteristics of how organizations
selected their high performers against the study results of their high per-
formers. Since many of the characteristics identified can be matched to cer-
tain Executive Skills, this may be helpful for you to see how to map your
own high-performing criteria to specific Executive Skills.

For example, you may be like those in one organization that identifies
its high performers as problem solvers who keep their eye on strategic
goals. The Executive Skill most closely related to keeping an eye on strate-
gic goals is Goal-Directed Persistence. And it turns out that the majority
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of high performers from that organization were found to be strong in
Goal-Directed Persistence. This would make them more likely to keep
their eye on the long-term or strategic goals, which is precisely how the
organization defined its high performers.

Likewise, in another organization that identifies its high performers as
those who are forward-looking and results-oriented, those high perform-
ers also were found to be strong in Goal-Directed Persistence.

From a practical standpoint, a department or an organization should not
attempt to fill slots with all people strong in the same Executive Skill, since
that could cause some imbalance. Most notably, a set of other Executive
Skills strengths would likely be missing. If every person in a department was
strong in Goal-Directed Persistence, for example, long-term objectives and
goals may be top of mind, while day-to-day and shorter-term projects fall
by the wayside, since many likely would be weak in Task Initiation, a com-
monly found opposite in those strong in Goal-Directed Persistence.

One company selects its high performers based on successfully manag-
ing multiple tasks, so the key Executive Skill needed would not be Goal-
Directed Persistence but rather Organization to be able to keep track of
those tasks. In that company, the majority of high performers who partic-
ipated in our study were strong in Organization.

Another business identifies its high performers as those who are accu-
rate and handle stress well. All the high performers from that organization
were strong in either Working Memory or Planning/Prioritization, and
none were weak in Stress Tolerance. Strong Working Memory would make
it more likely for high performers there to be accurate by easily recalling
important details during a hectic day.

Another organization defines its high performers as those who are cre-
ative in moving the organization forward. The majority of high perform-
ers there were strong in either Flexibility or Metacognition, Executive Skills
often associated with creativity.

The point is you can relatively easily map the criteria for selecting high
performers to the actual Executive Skills strengths of those high perform-
ers. This means you should be able to map the skills of high performers
around you to certain Executive Skills strengths and see which positions are
the best fit for your own strengths.
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Avoiding Potential Conflicts

One of the great benefits in identifying Executive Skills strengths and
weaknesses in others is to get the right person doing the right task and
avoid mismatches of people to activities. Without this knowledge, it’s very
easy for a person to end up in what is inherently the wrong task. When
there’s a mismatch of Executive Skills of a person to the task, it may be
doable, but it will be inherently difficult. In many cases, the task will not
be done to the satisfaction of the person assigning it and will not feel
rewarding for the person doing it.

It's also true that when two people have different Executive Skills
strengths and weaknesses, they tend to look at things differently. If you're
strong in Time Management, you may view a person low in that skill to be
rude coming to a meeting late, while the person weak in Time Management
sees it as no big deal, since he was only ten minutes late. Time is viewed dif-
ferently by the two people.

SCENARIO: LATE STARTING
Kyle is one of the most productive people in the marketing depart-
ment. Not only is his work top-notch, but it seems to always get bet-
ter. When he directs research programs, he always advances the
results from the previous research, frequently remembering that lit-
tle detail that could make or break the research results. He also
always knows what to tackle next, even if he doesn’t tackle it right
away. But it really bugs Michaela, the vice president of the company,
that when she wants a quick update on the latest campaign, she
always has to wait because it never seems to yet be under way. And
with all the work to do these days, it infuriates Michaela when she
sees Kyle sitting at his desk seemingly just staring into space or at the
ceiling. Michaela finally confronts Kyle and tells him he needs to get
started on research and campaigns as soon as they are assigned. She
also chides him for what she calls daydreaming during work and tells
Kyle he needs to stay focused on his work.

While Kyle’s Executive Skills strengths are a match for the job,
they’re different from the strengths of Michaela, and therein lies
the problem. Kyle is strong in Metacognition, so the creative part
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of the marketing campaigns continually improves. While he may
appear to be daydreaming, Kyle is actually reflecting on ways to
improve on the marketing messages for his clients. Michaela mis-
takes Kyle’s thinking and development process to daydreaming,
based on appearance to her. She also is more focused on short-term
results, being strong in Task Initiation, so she equates starting right
away with doing the job effectively, because that’s how she’d tend
to do it. Michaela should more closely analyze the effectiveness and
success of Kyle’s work rather than her perceptions of what he does
moment to moment, unless, of course, it becomes a departmental
distraction. However, this would be unlikely, since Kyle’s strength
in Metacognition would make it quite natural for him to continu-
ally find ways to improve on his marketing goals, as well as the
work of those he works with.

As in the previous scenario, a typical combination of Executive Skills of
high performers in marketing departments is strong Metacognition and
weak Task Initiation.

Focus on Executive Skills Strengths
While Executive Skills strengths and weaknesses can be identified in indi-
viduals, it’s what happens after that becomes critical.

When hiring someone, it’s natural to select a person based on his or her
perceived strengths. Then the next period of time, perhaps even a period
of years, is spent trying to correct that person’s weaknesses. It’s easy to gloss
over issues that are going smoothly and focus on those that need work. It’s
only natural.

The good news is that in performance reviews, the majority of busi-
ness leaders say their organizations spend more time focusing on
strengths rather than on weaknesses (see Survey Results: Strengths and
Weaknesses). However, those same executives and managers are not
totally successful at correcting those problems, with only 4 percent say-
ing they’ve been extremely successful, although a majority say theyre
somewhat successful.
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SURVEY RESULTS: STRENGTHS AND WEAKNESSES

When it comes to discussing a person’s strengths over weaknesses in
a typical performance review, how much time does your department
and/or organization spend focusing on strengths over weaknesses?

Significantly more on strengths 14%
Somewhat more on strengths 40%
Same on strengths and weaknesses 26%
Somewhat less on strengths 15%
Significantly less on strengths 4%

After a typical performance review, how successful do you think
executives and/or managers are in getting subordinates to correct
their weaknesses?

Extremely successful 4%
Somewhat successful 67%
Somewhat unsuccessful 24%
Extremely unsuccessful 5%

Voices from the Front Lines: Strengths and Weaknesses
“Not everyone believes in positive reinforcement, and it is always a
lot easier to point out what’s going bad than giving a pat on the back
and saying what’s good about an employee (it almost seems as
though the strengths are a given and there is no need to reiterate
them, while weaknesses need to be specified thoroughly if manage-
ment wants them to be improved).”

“Most people are aware of their strengths because they have experi-
enced success and get some feedback. It is important that people are
able to personally identify their weaknesses, because a weakness can-
not be addressed without acknowledgment.”

“The validity of managing strengths and weaknesses depends on
how objectively you measure performance outcomes. You may dis-
cover that some people are simply in the wrong positions—their
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executive skills do not mesh with the job performance requirements.
An individual’s ability to improve also depends on whether the train-
ing, coaching, mentoring, and opportunities available to them actu-
ally help improve their job execution.”

“People only want to hear how great they are.”

“How much time you spend on strengths and weaknesses is com-
pletely dependent on how strong the person is and how serious they
are about working on their areas for improvement. Most people
either don’t want to or are not able to significantly improve on their
weaknesses. In my career, I can count on one hand how many indi-
viduals have truly made significant strides in eliminating their
weaknesses.”

“The key to getting the most out of staff is to focus on their strengths.
Working on weaknesses is a joint effort of the manager and the
employee. The manager must have a clear understanding of the
employee and help them create solutions for weaknesses—which
may mean finding work-arounds that pull in their strengths to over-
come their weaker areas.”

Healthcare: Clinical vs. Nonclinical

Earlier, we detailed strengths and weaknesses by department. Among the
broad range of categories, we singled out healthcare, which we wanted
to be able to segment into two parts, clinical and nonclinical. We figure
that someone who provides medical care may have different cognitive
characteristics from those who work in the business or administration
end of a hospital, and we did find differences in Executive Skills in high
performers based on whether they worked in clinical or nonclinical
departments.

In clinical departments, the most commonly found Executive Skills
strength is Organization, and the most common strength in nonclinical
areas of healthcare is Working Memory. While two of the three skills
(Organization and Planning/Prioritization) are among the three most
commonly found skills in both groups, the number-one skill found is
different for each. There also is one notable difference.
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= Strengths—Clinical: Organization, Planning/Prioritization, Task
Initiation

= Strengths—Nonclinical: Working Memory, Planning/Prioritization,
Organization

In clinical departments, Task Initiation is one of the three most com-
monly found strengths of high performers. In nonclinical departments, not
only is it among one of the fewest found strengths, but it is also the lead-
ing weakness in high performers.

This information could be useful if you work in a clinical department
and have ambitions to move into the business side of a hospital or other area
of healthcare at some point. If you're strong in Task Initiation, it won’t be
harmful in a nonclinical role, but it’s not a necessary Executive Skill to be a
high performer there. However, it’s likely that if you're a clinical high per-
former you’re also strong in either Organization or Planning/Prioritization,
both among the three most commonly found skills in nonclinical areas,
which could be of help.

But the great advantage would go to the person in a clinical department
who’s strong in Working Memory, of which there are a number, though not
as many as possess the other strengths noted, since that’s the most commonly
found strength of high performers in nonclinical healthcare departments.

And a healthcare executive planning to transfer someone from a clini-
cal area to the business side, which does occur, could also use this knowl-
edge. Since Task Initiation is not a critical strength for those in nonclinical
areas of healthcare, at least in high-performing individuals, the executive
could seek out the person with strong Working Memory.

» Weaknesses—Clinical: Stress Tolerance, Emotional Control, Goal-
Directed Persistence

» Weaknesses—Nonclinical: Task Initiation, Stress Tolerance, Emo-
tional Control

Whether they’re in clinical or nonclinical areas of healthcare, high
performers have two weaknesses in common, Emotional Control and
Stress Tolerance. This could make a person feel defensive about a negative
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comment someone makes in the course of a day, and this could bother her
for hours if not days. She also could become emotionally stressed in a cri-
sis situation and is more comfortable with a routine.

Both of these weaknesses are common opposites to Organization, a
common strength in both clinical and nonclinical areas.

High Performers in Sales-Buyer Interactions

In addition to identifying Executive Skills in people you work with, you also
can identify them in your clients and customers, with an eye toward improv-
ing interactions with them. Sales is one clear example, where the first step
is to know the strengths of the salesperson.

Once a high-performing salesperson or sales manager understands his
or her inherent strengths or weaknesses, it’s easier to determine potential
interactions with customers or clients with other, different strengths and
weaknesses.

For example, if salespeople strong in Flexibility can quickly identify a
potential customer with the same strength, they’re more likely to have a
positive interaction as the salespeople lead the customer through a myriad
of potential sales options. A weak Flexibility buyer is much less likely to be
open to considering many choices. However, since many high-performing
salespeople are strong in Flexibility, it would be effortless for them to adapt
to the inflexible buyer.

Fortunately, there are ways for salespeople to identify at least several
Executive Skills strengths or weaknesses in people as they go through the
buying process.

Over the course of a year, we conducted two major field studies to deter-
mine if certain Executive Skills could be observed during the purchasing
process. The first study* was to determine whether specific Executive Skills
associated with impulse behavior could be accurately observed in con-
sumers during the purchasing process, and the second® was to determine
whether certain Executive Skills could be observed during the process of
buying televisions and other high-end electronics.

Impulse buyers are scattered about any market, where they look to ful-
fill a basic need for instant gratification. Marketers continually try to pin-
point who these consumers are, what they look like, and how to get them
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to almost effortlessly decide to buy their product. Many retailers can figure
out which items are the impulse items, even if just by trial and error, and
place those items near the checkout. The Holy Grail, however, is to iden-
tify who it is who’s likely to buy those products every time. Potential
impulse buyers can be identified based on Executive Skills that can be
observed within a very short period of time, sometimes in fewer than 60
seconds. This can be of enormous value to you if you are in sales.

Response Inhibition and Flexibility are the skills most observable during
the purchasing process.® The study’s teams observed buyers in the purchas-
ing process and determined if the consumers appeared to be strong or weak
in the skill.”

Once you know the behaviors, it becomes relatively easy to determine
if the shopper is strong or weak in either of the two Executive Skills.® The
researchers could, with a high degree of certainty, match behaviors or
actions with a specific Executive Skill.

If you're a high-performing salesperson, you're likely strong in Working
Memory or Flexibility. If Working Memory is your strength, you'd be likely
to identify specific behaviors of the shopper and match them to impulse or
nonimpulse behaviors based on past interactions with other buyers. And if
Flexibility is your strength, you'd easily adapt to accommodate the impulse
or nonimpulse buyer.

This can be useful if you sell big-ticket items or services, since the higher
the price, the easier it is to identify behaviors that relate to the two Executive
Skills.” The teams researched at Target, Sears, Best Buy, Wal-Mart, Circuit
City, and Tweeter'® and validated their observations."!

Observable Behaviors

Here’s a guide for high performers (or any salespeople, for that matter), with
descriptions to identify specific behaviors in retail, grouped by Executive
Skill. One or more of these behaviors in a person shopping are likely to be
good indicators of the specific high or low Executive Skill noted.'?

STRONG FLEXIBILITY: TYPICAL BEHAVIORS
A shopper high in Flexibility exhibits this both by actions that can be seen
and by interactions with salespeople:
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= Browses around looking at different items

= Walks around the store going from one side to the other and then
back again for different items

= Makes a quick change to a similar item when an item is out of stock

= Doesn’t stop to look at specific brands of food but just picks any
brand

= Is open to suggestions from sales associates

= Tends to choose another product when the original is unavailable
= Tries to decide between a few similar items and then makes a decision
= Debates on two items and chooses the store brand because it’s on sale
= Buys the brand recommended by the sales associate

= [s easily swayed by other suggestions

These potential buyers are likely to be quite open to your suggestions if
you are a salesperson. They tend to seek you out to help guide them
through a purchase decision and even ask for your suggestions as to what
their preferences are, as well as ask what they should buy."’ These buyers
also tend to be highly interactive. They’ll seek you out and ask many ques-
tions and take the time to describe the type of product they’re looking for.
They have little brand loyalty."*

If you're a high-performing salesperson strong in Flexibility, you can
easily interact with the high Flexibility buyer. The challenge, though, is that
since both of you are so adaptable, closing the sale or the deal should be
your goal, more likely a trait to be found in high-performing sales man-
agers or sales executives, based on our study. If you're a salesperson weak
in Flexibility, you also can do well with a high Flexibility buyer since the
buyer can easily come around to your suggestions.

WEAK FLEXIBILITY: TYPICAL BEHAVIORS
Shoppers weak in Flexibility appear to be somewhat determined in their
buying behavior. This is signaled when consumers refuse to alter their
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predetermined item. If the specific model they want is unavailable, they
won’t accept substitutions and they don’t easily divert from plans. You may
see a person walk into a store with a piece of paper with specifications writ-
ten down. After discovering that this item isn’t available, the shopper will
refuse to switch to another substitutable product. Or the shopper may
refuse your help; the shopper may abruptly interrupt you to say he isn’t
interested and continue further with his shopping. You are not likely to
change this person’s mind; realizing this can save you some wasted time.

A shopper weak in Flexibility can exhibit one or more of the following
actions:

= Doesn’t buy a product after examining it

= Appears to be on a mission

= Does not get distracted by gimmicks or displays
= Asks an employee for an exact product

= Walks directly to a particular item/department with little attention
paid to other items/departments on the way

= Tends to leave the store when the desired product is not available

= Won’t be persuaded when salesmen make recommendations or will
deny a salesperson’s help altogether

= Is stubborn and difficult to persuade

= Is focused and won’t buy a substitute product if the intended prod-
uct is not available

Brand loyalty is a common characteristic of weak Flexibility buyers, who
tend to be determined about a product and even energetic about it. They’ll
consider only the item they came for, and if the store is out of what they
want, they leave. They tend to look for one specific brand and leave if that
branded product is not available. In interactions with you, they’ll tend not
to listen to your suggestions and ignore your recommendations, no matter
how they sound. They’re only interested in a particular product, and are
not open to looking at different brands or models.
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These potential buyers are noninteractive and generally don’t want to
speak to you or anyone else who works at the store. They usually won’t
approach you and typically respond to you saying they’re just browsing or
just looking. They’re often apprehensive about different brands and have a
list of preferred features. They tend to look at a small number of items and
may appear to listen to you but don’t take your advice.

If you’re a high-performing salesperson strong in Flexibility, Working
Memory, or Metacognition, you can easily identify this type of buyer
because you probably remember seeing such buyers in the past, though
you may not have known they could be identified by specific Executive
Skills. You're more likely to have devised ways to interact with these buy-
ers through trial and error (high Metacognition) and adapted your own
behavior (Flexibility) to better accommodate these buyers. If you're weak
in Flexibility, interacting with a weak Flexibility buyer should be brief,
since the buyer is fixed on what he or she wants to buy and you are fixed
on what you want to sell.

STRONG RESPONSE INHIBITION: TYPICAL BEHAVIORS
Consumers strong in Response Inhibition exhibit a distinct body language
and know exactly what they’re initially entering a store for. They walk in a
fast-paced motion. They may listen to your advice and consider it but will
most likely not change their mind unless you can convince them or provide
enough facts to overturn their viewpoint. They don’t respond well to sales
or gimmicks and aren’t usually worth pursuing for long periods of time.
During the buying process, a person strong in Response Inhibition will
likely exhibit one or several of the following:

= Notices a discount bin but doesn’t make a purchase
= Demonstrates hesitation toward making a purchase
= Picks up and puts back a product

= Does not browse other products

= Sees products on sale but doesn’t buy

= Sticks with original purchase item when offered something on sale
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= Picks up items and adds to cart but then puts them back

= Compares brands and, after contemplation, decides not to purchase

You are not likely to influence strong Response Inhibition shoppers.
They’ll listen but will be reserved about the actual idea of purchasing. They
won’t give in to you or take your advice. If they do interact, they may ask
you a lot of questions to get the deal that best suits them, since they’ve done
research before shopping and don’t buy until they compare prices and con-
sult with others."

If you're a salesperson strong in Response Inhibition, you have an
advantage with the high Response Inhibition buyer in the Executive Skills
strengths of Flexibility and Metacognition.

If you're a salesperson strong in Flexibility, you'd be able to objectively
analyze what it is the customer wants and be adaptable enough to provide
either that product or service and close the deal. If you're strong in Working
Memory, you readily recall similar situations with other self-restraint buy-
ers and instantly remember the success rate and may decide not to invest
much time with the buyer based on those recollections.

WEAK RESPONSE INHIBITION: TYPICAL BEHAVIORS
Shoppers weak in Response Inhibition are likely to act on impulse, with one
indicator being abrupt stopping when they see a product that catches their
eye, thus changing their pace and motivation.

The low Response Inhibition consumer will tend to show one or more
of the following actions:

= Takes random products while walking around

= Appears to be distracted or scattered, picking up items without
pattern

= Picks up something, puts it back, then goes back to it again and
purchases it

= Tends to purchase complementary products around what he or she
is buying
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= Purchases an item that wasn’t originally planned

= Walks down an aisle, notices a sale item, grabs it right away, puts it
down, gives it a second glance, then takes a step back to pick it back
up again

= Cannot walk by a sales table without buying an item
= Sees display for the item, then purchases it

= Buys more than planned

Weak Response Inhibition buyers are driven by what looks like impulse
and tends to make purchases and decisions quickly.'®

You can easily persuade them and easily sell a product they didn’t nec-
essarily want or need when they came into the store. The catch is if buyers
are weak in the Executive Skill of Emotional Control, they are likely to have
second thoughts after a purchase and may become so upset that they return
the product later.

This is just one example of how if you are a high performer you may inter-
act with buyers. It’s natural that high performers have either instinctively or
through a series of trial-and-error engagements determined the most effec-
tive ways to use their Executive Skills strengths to succeed, since they have.

You've now seen how Executive Skills come into play at work, when
interacting with others inside the organization as well as clients and cus-
tomers outside. Being able to identify strengths and weaknesses of others
based on their behaviors can help you figure the best ways to interact with
them. You can see where your strengths compensate for their weaknesses
and when their strengths compensate for yours. You can use this informa-
tion to avoid conflicts, knowing that opposite strengths can cause two peo-
ple to process or look at information or activity in totally different ways.

This knowledge also can help you identify which Executive Skills are
needed in jobs based on the level, whether employee, manager, or execu-
tive, which we explore in the next chapter.



Avoiding the Wrong
Promotion

Sorting the Strengths of Employees
vS. Managers vs. Executives

WHILE KNOWING your Executive Skills strengths and weaknesses in
advance can help you determine if your potential next move is the correct
one, taking first-time right-seating to the next step involves making the cor-
rect move every time throughout your career.

The catch is that if you're a high performer who’s in the right seat now,
youd tend to be successful over time, and that success often will be
noticed by those above. When another opportunity comes along, another
challenge with greater responsibilities, it’s natural to tap the successful
person and promote or move him or her into this new position without
again checking whether it’s another right-seating situation. It’s instinctive
and commonly accepted to reward success with a promotion when it
becomes available.

Problems often occur because the person is not a fit for that next posi-
tion, whether deserving of it or not, and through no fault of his or her own.
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And when the promotion or transfer of a successful, high-performing indi-
vidual becomes a dismal failure, nobody wins. The successful position has
been vacated by the high performer and the new position is vacant again,
and the process has to start over, potentially for both positions. You may
have faced such a situation or probably know of at least one case of some-
one this happened to, where a person was doing well in one position, was
moved, and then didn’t do well in the new position. While the person’s
strengths were a perfect match for the old job, the new job required totally
different Executive Skills.

Almost all business leaders today know of a case where a high-performing
individual became a low performer in a different position (see Survey
Results: High and Low Performers). In large companies, those with
10,000 or more employees, 97 percent of business leaders know of such
a situation.

This indicates there’s a common perception that a high performer can
be promoted into what becomes less than a mirror of the previous success.
We believe these situations can be minimized or avoided by identifying and
matching Executive Skills strengths of the person to the new position.

The converse can also be true: That is, if you're a low performer, per-
haps because of an Executive Skills mismatch in your current position, you
can move into a position that plays to your strengths and become a high
performer. Of course, it isn’t natural to promote a person not doing well
in his or her current job, though sometimes a transfer occurs and the per-
son coincidentally ends up in a goodness-of-fit situation. By using first-
time right-seating in every move, those coincidental successes can be
replaced by those that are more predictive.

The opinions on whether an “average” business individual can become
a high performer are almost evenly split, with only slightly more than half
of executives and managers thinking they can (see Survey Results: High and
Low Performers). More managers than top executives say they think an
“average” business individual can become a high performer.

It could depend where you get moved to that determines whether you
become or continue to be a high performer. In various departments, there
are differences in the most commonly found Executive Skills in employ-
ees, managers, and executives within each of those specific departments,
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several of which we detail later in this chapter, which could help explain
both situations.

SURVEY RESULTS: HIGH AND LOW PERFORMERS

In your experience, how likely is it that an “average” individual in
business can develop into a high performer?

Extremely likely 7%
Somewhat likely 48%
Somewhat unlikely 35%
Extremely unlikely 10%

Do you know of anyone who was a high performer in one position
who became a low performer in another?

Yes 82%
No 18%

Voices from the Front Lines: High and Low Performers
“It is very sad when inexperienced managers promote a top per-
former into a role for which they are unsuited and that individual
becomes a failure.”

“I have seen people placed in the wrong job for their talents and
when they move to the job that lets them use their talents, they can
be a high performer in that particular role.”

“The truly exceptional high performers are rare. If these individuals
are in the right situation, they can perform far beyond their peers.
However, in the wrong situations, they will be resented by their aver-
age or subpar peers, rather than admired.”

“Having a high-performance employee starts at the hiring process.
In 30 years of supervising managers and directors, when I have to
deal with a problem employee, I can almost always trace the prob-
lem to the hiring process.”
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“It’s all about fit—and high performers have an innate ability to pick
roles where they can leverage their strengths and excel.”

“Being a high performer is something that is innate. It can be refined,
nurtured, and developed, but not instilled. If you have employees
that don’t have it, don’t expect it.”

“The change from average to high performer is possible but not
usual.”

The Failed Sales Promotion
Promotions often are a reward for past success. The best manager becomes
a director, or the most successful director at a field office becomes a vice
president. But in sales departments, the promotion pattern is sometimes
highly pronounced and visible to many because salespeople often are well
known in many organizations.

Businesses typically can identify a strong salesperson based on past per-
formance in any given marketplace. Salespeople in one industry generally
know who in sales in that market is good, since many are competing for
the same sale, and it ultimately becomes obvious who won by who closed
the deal or made the sale. In many cases at the retail level, success can be
tracked by the size of the sales commissions handed out to salespeople.

In either case, it can be relatively easy to gauge success over time.
Sometimes it’s because of a superior product or service, but sometimes it’s
due to how that product or service was sold. More precisely, it’s who sold it
and how the salesperson interacted with the buyer. Whether in a business-
to-business or business-to-consumer transaction, the Executive Skills of the
person doing the selling, as well as of those doing the buying, can play a role.

While there are certain strengths common across high performers in
sales at all levels, from employee to executive, there are some differences.
This is important because great salespeople often are promoted into sales
management, where some succeed and some don’t.

However, there’s a way to more accurately predict which salesperson is
likely to be successful in management. This is one more way to help deter-
mine which salesperson has the greatest chance to succeed in sales man-
agement. If you're in sales, it also could provide a tool for career planning.



AVOIDING THE WRONG PROMOTION = 133

As a group comprising employees, managers, and executives, high per-
formers in sales are strong in Working Memory, Goal-Directed Persistence,
Planning/Prioritization, and Flexibility. This means they typically can do
one task without losing sight of other commitments, are reliable, can be
counted on to follow through, and are able to keep their eye on the ball.
They’re able to achieve long-term goals, are task-focused, and can be relied
on for task completion. Theyre independent, have a high tolerance for
ambiguity, can integrate new information, and are adaptable to changing
course, which is frequently required in sales situations.

For people in sales departments, by age, the top strength is Working
Memory both for people from 20 to 30 years old and for those from 51
to 60.

The weakest skills of high performers in sales as a group are Task
Initiation, Organization, and Emotional Control. This would indicate that
they tend to procrastinate and can be slow to get started, tend to be messy
and lose things, or can be emotional and sensitive to criticism, whether they
show it or not.

So these are characteristics common to all high-performing salespeople,
including sales employees, managers, and executives. But the real potential
lies in identifying similarities and differences in characteristics among
employees, managers, and executives.

Not only is it common for successful salespeople to be promoted into
sales management, but it’s also generally perceived to be a logical course of
action. In fact, a majority of senior executives and managers think a suc-
cessful salesperson can become a successful sales manager or sales execu-
tive (see Survey Results: Promoting Salespeople into Management).

The great irony is that while most business leaders believe great sales-
people can succeed in management, most of them can identify a case where
the promoted salesperson didn’t work out. There’s something almost
instinctive that executives and managers know about making these pro-
motions, in expecting that they won’t all work out.

However, this sixth sense doesn’t generally stop a promotion from
occurring. “My experience is that good salespersons do not typically
make good managers,” says one executive who responded to the survey.
“It is a very different skill set.” Says another: “In my career I have found
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few instances where a great salesperson became a great sales manager. It
seems when you put the title manager to a very productive salesperson,
they change in such a way that makes them ineffective as a leader.”

It’s not likely that the salesperson changed once becoming a sales
manager; it’s more that the requirements for the job changed. It could be
that the requirements of the management position are different from
the requirements of the sales employee position, not demanding the
same strengths that could have contributed to the success of the sales
employee. And when an organization promotes its top salesperson into
sales management and the person doesn’t succeed, the company has lost
not only a manager, but one of its best salespeople as well, making it
even more critical that the person with the best chance of success be
identified.

SURVEY RESULTS: PROMOTING SALESPEOPLE INTO MANAGEMENT

In general, how likely do you think a successful salesperson would
become a successful sales manager or sales executive?

Extremely likely 8%
Somewhat likely 67%
Somewhat unlikely 23%
Extremely unlikely 2%

In your career, do you know of any case where a sales employee
was promoted into sales management and did not succeed in the

new role?
Yes 86%
No 14%

Voices from the Front Lines:
Promoting Salespeople to Management

“Effective selling and effective management require different skills.
But the ability to convince others to buy something is generally a
very positive attribute in a manager as well.”
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“It does not automatically follow that a successful sales or tech per-
son will be a successful manager. It seems a recurring lesson that
every industry and discipline needs to learn and relearn.”

“Some successful salespeople are great leaders, but the skill sets have
minimal overlap.”

“Excellent salespeople most often do not make excellent managers;
their outlooks and priorities are just much different.”

“It depends on the personality of the individual and whether or not
they are capable of a management role to begin with.”

“Managing sales and actual selling takes a different skill set. It is pos-
sible for someone to have both, but in my experience [it is] not likely”

“Many times people are promoted into management positions based
on success in different areas and many times this is disastrous, as
there is a very specific skill set to manage successfully.”

“Management skills are quite different when compared to sales skills.
One does not equate with the other by extension. Why lose a good
salesperson and risk getting a poor manager?”

“I have seen someone excel in sales. However, they were not able to
manage people once they were promoted to sales manager.”

“The characteristics that make an excellent salesperson do not
often reside in the same body as the required skills of a competent
sales manager. Unfortunately, this fact is not widely known. I've
seen too many situations where companies lost their best salesper-
son and subsequent second- and third-best salespeople by pro-
moting from within.”

“An excellent salesperson may not have the skills to be an excellent
sales manager.”

Sales Employees vs. Sales Management

There are differences between the strengths of high-performing sales
employees and sales managers, which could help explain why a great sales-
person is promoted and fails.
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For employees, the most frequently found strengths are Working
Memory, Metacognition, and Flexibility. The fourth strength is
Planning/Prioritization in about a third of employees, more than four
times the number of sales employees who have this as one of their weakest
skills. A very small percentage of high-performing sales employees are
strong in Sustained Attention, Time Management, Task Initiation, or Emo-
tional Control. In fact, the leading weaknesses in high-performing sales-
people are Task Initiation, Organization, and Emotional Control, making
them likely to get upset when they do not make a sale.

This combination of strengths would seem logical, as sales employees
find themselves having to adapt in many situations while interacting with
clients or customers. Being strong in Flexibility allows them to more nat-
urally go with the flow in any given situation and adapt to a customer’s
needs. Being strong in Working Memory allows them to easily recall past
interactions and previous sales experiences, product and service informa-
tion, and even what they promised a customer in an earlier encounter.
Being strong in Metacognition allows salespeople to very naturally reflect
on a just-completed sale to review how they personally performed and how
they could do even better next time around.

Executive Skills Strengths: Sales Employees
Working Memory
Metacognition

Flexibility

Executive Skills Weaknesses: Sales Employees
Task Initiation
Emotional Control

Organization

The most commonly found strength across all three levels of sales—
employee, manager, and executive—is Working Memory. This skill would
make it likely that issues do not become forgotten in the heat of a sale, no
matter the level of salesperson. Interestingly, of all high performers strong
in Working Memory, more are in sales than in any other department.
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But a key difference between the levels of sales is that high-perform-
ing sales managers and executives are more goal-oriented and focused.
This is because Goal-Directed Persistence is the second most commonly
found skill in both managers and executives and not among the most fre-
quently found in employees in sales, being only the sixth out of 12 most
frequently found skills. More than two times more high-performing exec-
utives than sales employees are strong in Goal-Directed Persistence, and
almost no high-performing sales executives are weak in the skill.

So while it appears that sales employees are always on the lookout to
improve how they sell (strong Metacognition) and easily can adapt to client
changes (strong Flexibility), many of them will not naturally be good at
defining and achieving goals, a role much better suited to high-perform-
ing managers and executives in sales.

This means if you're a sales employee and one of your strengths is
Goal-Directed Persistence, you have a higher probability of being a high-
performing sales manager or executive than others. A certain percentage
of high-performing sales employees are strong in Goal-Directed Persistence,
but it’s far from one of the most commonly found strengths.

High performers in sales share many more weaknesses across titles
than they do strengths. Many employees, managers, and executives all
are weak in Task Initiation and Organization, both skills being among
the most frequently found weaknesses in all three groups. And the higher
a person is by sales level, the less likely that projects will be naturally
started by them, since three out of five high-performing sales executives
count Task Initiation as a weakness, much more than people at the other
two levels.

MOST FREQUENTLY FOUND EXECUTIVE SKILLS STRENGTHS: SALES

Employees Managers Executives

Working Memory Working Memory Working Memory

Metacognition Goal-Directed Goal-Directed
Persistence Persistence

Flexibility Planning/Prioritization Flexibility
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MOST FREQUENTLY FOUND EXECUTIVE SKILLS WEAKNESSES: SALES

Employees Managers Executives

Task Initiation Task Initiation Task Initiation

Emotional Control ~ Emotional Control Organization

Organization Organization Time Manage-
ment

This could be one reason that a successful salesperson, one who can eas-
ily adapt (Flexibility), naturally track customers and customer interactions
(Working Memory), or keep improving to increase sales (Metacognition),
doesn’t always do so well after a promotion to management.

In the new role, that same person may be required to track multiple
salespeople and their performance and successes, make sure that a sales
team meets certain targets, and plan for the next quarter and annual tar-
gets (Goal-Directed Persistence). That manager or executive may have to
be more goal-oriented and stay focused on the aggregate sales numbers
rather than a particular sale with one client or customer. This is less natu-
ral for someone not strong in Goal-Directed Persistence and even more dif-
ficult for someone weak in it, which could make the difference between
success and failure in a sales promotion.

The good news is that there are a number of high-performing sales
employees strong in Goal-Directed Persistence, though it’s not commonly
found. So the strategy or approach for consideration of moving an
employee-level salesperson to sales management is to identify those strong
in Goal-Directed Persistence in advance. This can be done during the hir-
ing process, so that you know well in advance the sales management poten-
tial before the person even starts at the sales employee level.

This same approach can be used with other departments as well, once
you know which Executive Skills strengths are most commonly found at
the management level compared to the employee level, which we identify
later in this chapter. You can match your skills by level to see where you
might best fit.

And if youre a manager, promoting sales employees strong in Goal-
Directed Persistence into sales management doesn’t absolutely guarantee
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success, but it does substantially increase the chances of success. When
you do this, it creates a goodness-of-fit situation, so that the strengths the
people were born with match the job functions that they’ll be required
to perform.

Because a smaller percentage of high-performing sales employees are
strong in Goal-Directed Persistence, there are likely to be fewer of them at
any given department or organization. That being the case, once you've
identified a sales employee strong in that skill, it would be in the interest
of the organization to cultivate and compensate that individual as an
investment in the future.

Working in a Comfort Zone

Even if high performance could be accurately predicted in advance, the
question is, What would you or an organization do about it, considering
inertia and comfort? For example, you may become comfortable with
what you're doing, especially after you learn well what you do and achieve
success doing it. You can fall into a comfort zone from which you don’t
want to leave.

In addition, the majority of senior executives and managers say they’re
satisfied in their current position (see Survey Results: Job Satisfaction).
When it comes to job satisfaction, 82 percent of executives and managers
are satisfied, and relatively few are dissatisfied. So there’s the issue of risk-
ing current satisfaction for an unknown.

It also could be that you already have the strengths that best match the
skills needed in your position so you find yourself feeling comfortable
doing what you do. This is another reason a salesperson could be very suc-
cessful and then get talked into accepting a promotion into sales manage-
ment and fail.

Of course, part of the reason people can be satisfied at work is because
of the people they work with. “When you’re surrounded by hardworking
and caring people, work is a joy,” says one manager and survey respondent.
At times, even when business or markets are challenging, the people others
work with can keep them going. “Working in an industry that’s in the midst
of dynamic change is exciting, but it is the quality of people with whom I
work that helps sustain my satisfaction level,” says another manager.
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Perhaps a more accurate reflection of people working well together
involves the similarities and complementing nature of their Executive
Skills strengths and weaknesses because that is what could determine
their interactions with each other. If the high performers in one group in
a particular department all are weak in, say, Task Initiation but strong in
Goal-Directed Persistence, they collectively might not be bothered by a
task or project not being started immediately, since they all realize that
they and their coworkers will get it done when it needs to be done because
they all ultimately deliver. Conversely, a manager strong in Task Initiation
and weak in Goal-Directed Persistence is likely to get annoyed at some-
one who doesn’t start the task or project immediately, since that would
be a more natural process for that manager, who would expect others to
behave the same way.

SURVEY RESULTS: JOB SATISFACTION

When it comes to my level of satisfaction in my current position

today, I am:

Extremely satisfied 35%
Somewhat satisfied 47%
Somewhat dissatisfied 13%
Extremely dissatisfied 5%

Voices from the Front Lines: Job Satisfaction
“My personal satisfaction in my work is related to the fact that I
provide a service that has value and I choose who I want to work
with. If T encounter a prospective client that doesn’t get the value, I
nicely explain that [ am not the best person to engage with and refer
them to organizations that offer a similar service but on a com-
modity basis.”

“TI work in IT (where working WAS a pleasure) with some of the
brightest people in the industry. Too bad we all are terribly under-
utilized, and many of the talent simply gets lost (and bored) right out
the door. It’s really sad.”
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“T have the privilege of working for a company whose goal is to be
one of the Top 20 Best Companies to Work for in America. We’re still
trying to make it to the Top 100 on the Forbes list, but the good news
is, our CEO takes employee morale and everyone’s job satisfaction
very seriously. That kind of attitude at the top is remarkably grati-
fying for the rest of us in management.”

“We move people without taking into consideration the impact this
has on family, and life outside of work. Also I hear about work/life bal-
ance, but does anyone really care about that these days or is it all talk?”

“I enjoy my job and working with my staff. However, currently, I feel
as if I receive no upper management support and it makes my job
somewhat difficult and at times unbearable.”

IT Executives Can Shield the Heat

Both high-performing employees and executives who work in information
technology departments are likely to continually review their processes and
technology deployments, since Metacognition is the most commonly
found strength in both groups. This strength also would make it less likely
for high performers in IT to repeat the same mistake, since those strong in
Metacognition tend to naturally review just-completed work to evaluate
how to do it better next time. For high-performing executives in IT, not
only is Metacognition the most frequently found strength, but 95 percent
of executives do not count it as a weakness.

Meanwhile, high-performing IT managers would easily identify what’s
important and what’s not and be natural at sequencing logical events in the
proper order, since the most commonly found strength in IT managers is
Planning/Prioritization. Many of them also may seem somewhat reserved
and thoughtful, as they tend to think before they speak rather than just
shoot from the hip. This is because the second most commonly found skill
in managers is Response Inhibition. They also would tend to be adaptable
to changes, since many of them are strong in Flexibility, just slightly more
than the number of those strong in Metacognition.

In Executive Skills weaknesses, there’s a notable difference between
employees and managers compared to executives. The most commonly
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found weakness in both employees and managers is Stress Tolerance.
However, Stress Tolerance is one of the most commonly found strengths in
IT executives. This means that high-performing employees and managers
would be much more comfortable with set schedules and well-defined
tasks. They may not perform well in a crisis situation.

IT executives, on the other hand, would likely remain steady under even
the most intense pressure and view daunting obstacles as welcomed chal-
lenges to overcome.

So, working together, the high performers could easily handle the pres-
sure or criticism from other quarters while shielding the managers and
employees from it. This is a good example of how Executive Skills strengths
can work in combination in a team environment.

MOST FREQUENTLY FOUND EXECUTIVE SKILLS STRENGTHS:
INFORMATION TECHNOLOGY

Employees Managers Executives
Metacognition Planning/Prioritization Metacognition
Working Memory Response Inhibition Stress Tolerance
Planning/ Flexibility Working
Prioritization Memory

MOST FREQUENTLY FOUND EXECUTIVE SKILLS WEAKNESSES:
INFORMATION TECHNOLOGY

Employees Managers Executives
Stress Tolerance Stress Tolerance Task Initiation
Task Initiation Task Initiation Time
Management
Flexibility Time Management Sustained
Attention

With both employees and managers strong in Planning/Prioritization,
their role could be to determine the sequence of projects and organize the
flow. The executive, strong in Stress Tolerance, could manage any internal
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or external criticism and schedule changes or conflicts, so that the weak
Stress Tolerance of the employees and managers is never taxed.

The other insight is that to help select a person for promotion into an
executive position in IT, it could be useful to determine who at a lower level
is strong in Stress Tolerance, since that is the skill not commonly found in
high performers at a lower level. Fewer than 10 percent of high-perform-
ing IT employees and just over 10 percent of managers are strong in Stress
Tolerance, but therein lies the key.

If there are several candidates for possible promotion into the executive
ranks and they’re all high-performing managers, it’s highly unlikely they all
are strong in Stress Tolerance. However, there’s a chance that one of them is,
since a far smaller percentage of managers are strong in Stress Tolerance than
those weak in it. If you can identify the candidate who possesses that skill as
a strength, there’s a higher probability of that person’s Executive Skills match-
ing those of ones who already are high performers at the executive level.

This same approach can be used for considering promotions in other
departments, by determining the Executive Skill strength found in high
performers at the higher level and then looking for someone with that skill
at the lower level. Since it’s common that a significantly larger percentage
of high performers at higher levels in specific departments possess the skill
than those at lower levels, it can narrow the field of potential candidates.
This is because, as is the case in IT managers compared to IT executives,
the strength found in high-performing executives is more often a weakness
in managers. However, there’s still a small percentage of managers who pos-
sess it as a strength, and those are the people who have the Executive Skills
more like those of current successful executives.

This approach of using Executive Skills strengths matching can elimi-
nate much of the guesswork on who is likely or not likely to succeed in a
new role or job.

Operations: Order and Organization

The picture of those who work in operations is one of being orderly and
logically dealing with what’s next, which is what might logically be expected
from those who work in operations at various levels. This picture emerges
because there are some similar Executive Skills found at each level.
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High-performing employees and managers are strong in Organization, and
managers and executives are strong in Planning/Prioritization, both of
which would contribute to making it natural for an orderly process. All
things have their place, and the priorities are clear.

Employees, managers, and executives are commonly found to be strong
in Metacognition, which means that high performers at all levels in oper-
ations are likely to be highly aware of what’s going on around them and are
continually seeking improvement both in how they do things and in those
they work with. They’re the ones more likely to be first to introduce or sug-
gest a new or potentially better way to do things. These suggestions may
make sense to others, who may not be strong in Metacognition, which
would not necessarily make them resistant to the new way; it’s just that
they’re unlikely to spot it first, not being strong in Metacognition.

MOST FREQUENTLY FOUND EXECUTIVE SKILLS STRENGTHS:
OPERATIONS

Employees Managers Executives
Organization Flexibility Planning/
Prioritization
Metacognition Planning/Prioritization Goal-Directed
Persistence
Sustained Attention  Organization Metacognition

MOST FREQUENTLY FOUND EXECUTIVE SKILLS WEAKNESSES:
OPERATIONS

Employees Managers Executives
Stress Tolerance Emotional Control Task Initiation
Organization Task Initiation Organization
Emotional Control Response Inhibition Time
Management

The big difference in operations, though, is that more executives are
driven than those at the manager level, and significantly more executives
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are driven than those at the employee level. Goal-Directed Persistence is
one of the most commonly found strengths in executives, a stark contrast
to employees, where it’s the least commonly found of all 12 strengths. This
is also a finding for those at the CEO level, as discussed earlier.

As in IT, this is another area where there’s an opportunity to seek out
the employee or manager strong in Goal-Directed Persistence, a skill that
sets apart high performers at the executive level from those at the manager
or employee level. They may be harder to find, since there aren’t as many
of them, but they’re a minority among the high performers at both the
employee and manager level in operations.

Administrative: Organization Is Key

In administrative departments, Organization is king, at least until you
reach the executive level, where things change. For high-performing
employees and managers in administrative areas, Organization is the most
frequently found strength. At the employee level, more than three of every
five high performers are strong in Organization, but at the manager level,
it drops to two out of every five. However, it’s more critical at the employee
level, since only a small percentage of employees possess it as a weakness.
For managers, while it’s the most commonly found strength, it’s also a
weakness in about the same percentage of high-performing managers, indi-
cating that the skill isn’t critical to be a high-performing manager in
administrative departments.

At the executive level, Organization is even less important, with slightly
more than one in ten executives being strong in Organization and slightly
more than a third counting it as a weakness.

At all levels of administrative departments, critical issues aren’t likely to
be overlooked, since Working Memory is a commonly found skill in
employees, managers, and executives. A high-performing employee with
this strength would likely find it a smooth transition moving into both
manager and executive positions. A high-performing manager strong in
Flexibility also could be a potentially good choice for an executive position,
since Flexibility is a strength in almost half of high-performing executives
in administrative departments.
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Weaknesses in administrative departments differ among levels, with Stress
Tolerance being the most frequently found weakness at the employee level,
with three out of five employees counting it as a weakness compared to about
a third of managers. Executives in administrative are somewhat like execu-
tives overall in the study, with Task Initiation, Time Management, and
Sustained Attention being the most frequently found weaknesses. It’s likely
that high performers at the executive level have someone who keeps them on
schedule, since they’re not naturally inclined to keep track of time very well,
and external factors may necessitate that certain activities start right away.

MOST FREQUENTLY FOUND EXECUTIVE SKILLS STRENGTHS:
ADMINISTRATIVE

Employees Managers Executives
Organization Organization Flexibility
Working Memory Flexibility Working Memory
Response Inhibition =~ Working Memory Planning/
Prioritization

MOST FREQUENTLY FOUND EXECUTIVE SKILLS WEAKNESSES:
ADMINISTRATIVE

Employees Managers Executives
Stress Tolerance Organization Task Initiation
Emotional Control  Stress Tolerance Time
Management
Metacognition Response Inhibition Sustained
Attention

Customer Service: Recalling Past Solutions
The strengths of high-performing employees and high-performing man-
agers could not be much different from each other in customer service
departments.!

High-performing customer service employees are likely to keep things
in order, recall past solutions during a trying customer engagement, or



AVOIDING THE WRONG PROMOTION = 147

keep things on schedule. This is because they’re strong in Organization,
Working Memory, and Time Management.

Managers, on the other hand, are likely to be very good at determining
which issues should be dealt with first, can adapt to changing situations,
and can easily hold their tongue when faced with a cantankerous customer.
This is because they’re strong in Planning/Prioritization, Flexibility, and
Response Inhibition.

This may make it somewhat more difficult to easily move just anyone
from employee to manager in customer service. For example, almost half
of high-performing managers are strong in Planning/Prioritization, while
only one in five employees has that strength. This means that a closer
screening of employees to potentially promote into customer service man-
agement may be required if you want to match the Executive Skills of high-
performing managers.

And like the strengths found, the weaknesses of employees and man-
agers are mostly different from each other, the exception being that both
are weak in Stress Tolerance. Though one of the strengths of employees is
Organization, it’s also the third most commonly found weakness in that
group. This could mean either that Organization isn’t a critical skill for
high-performing employees or that Working Memory or Time
Management is just as critical, since an employee could be strong in
Working Memory while being weak in Organization. It would make sense
that someone strong in either Organization or Working Memory could be
a high performer, since the two skills are typical combinations, as discussed
earlier. Of all high-performing employees, only a very few are strong in
both Organization and Working Memory; they’re typically either strong in
one or the other.

MOST FREQUENTLY FOUND EXECUTIVE SKILLS STRENGTHS:
CUSTOMER SERVICE

Employees Managers
Organization Planning/Prioritization
Working Memory Flexibility

Time Management Response Inhibition
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MOST FREQUENTLY FOUND EXECUTIVE SKILLS WEAKNESSES:
CUSTOMER SERVICE

Employees Managers
Stress Tolerance Task Initiation
Emotional Control Organization
Organization Stress Tolerance

Can Performance Be Predicted?

While no one really knows if high performance of a person in a particular
job or function can be 100 percent accurately predicted before it occurs, we
believe you can increase the chances of success, just as we’ve identified spe-
cific Executive Skills in high performers based on rank within departments.

As a side note, we looked at the Executive Skills characteristics of some
college students over the course of two years in eight different classes and
later compared the results against high-performing individuals in busi-
ness.” We found that there was a pattern over the different classes over the
two years. Common strengths over the classes were Organization, Working
Memory, Flexibility, and Planning/Prioritization. The most commonly
found strengths in our study of high performers were Working Memory,
Planning/Prioritization, and Organization, all of which matched those
found in the students.

Across the classes, common weak skills were Task Initiation, Sustained
Attention, Emotional Control, and Stress Tolerance, the same weaknesses
found most frequently in high performers.

In seven of the eight classes, the most commonly found strength was
Organization, and in all of the classes, the number-one weakness was Task
Initiation. In a comparison of these two Executive Skills, strengths and weak-
nesses across all high performers in the study, the departments where high-
performing individuals with those skills were most frequently found were
general management, marketing/promotion/advertising, creative/design,
and sales. Many of the students seek jobs and careers in marketing/promo-
tion/advertising, a leading area where the Executive Skills of high perform-
ers match those of the students.

This pattern is similar to the one in high performers based on where
they worked, titles they held, and industries in which they resided. This



AVOIDING THE WRONG PROMOTION = 149

begs the question, If many high performers share the same strengths, can
you predict that someone moving into that position with the same strengths
will succeed? We believe you can.

You now have a new tool to help identify which Executive Skills are most
frequently found in high performers at different levels within departments.
As you can see, not all characteristics are the same based on a level within
an organization. Next you'll see how you can find where people work based
on each Executive Skills strength.



Determine Your Fit—
the High-Performance
Executive Skills Map

Where Do High Performers
with Your Strengths Work?

YOU'VE SEEN HOW to find high performers by industry, department,
and job function, but there’s also a way to see them from a reverse per-
spective, based on their strengths. By doing this, you can take your
strengths and see where high performers with those same strengths work.
By going through what we call the High-Performance Executive Skills Map
later in this chapter), you can quickly take your top strengths and see where
high performers with those same characteristics work, strength by strength.
The listings allow you to map your strengths to those of high performers
to see what industries, departments, and jobs they work in.

This will allow you to map any Executive Skills strengths of a colleague,
subordinate, or peer as well to see where high performers with those
strengths reside at work, by industry, department, and title.

There are typically two times the number of high performers in the top
industry where they’re found compared to the industry where the fewest
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work. For example, of all high-performing individuals strong in Task
Initiation, two times more work in retail than in nonprofits.

This doesn’t mean that everyone strong in Task Initiation should work
in retail, but rather that of all those strong in Task Initiation, more work in
retail than any other department, followed by healthcare, transportation, etc.
It means that a high-performing individual strong in Task Initiation has a
higher probability of being in retail than in the other departments. It also
doesn’t mean that a person strong in that skill can’t succeed in nonprofits,
just that there are a lot fewer of them than in retail, so the chances are lower.

The percentage of high performers working in certain departments is
more pronounced with some Executive Skills than others.! For example, of
all those strong in Response Inhibition, there’s a relatively even spread of
high performers across all 12 departments. But with Task Initiation, more
than three times more high performers are in clinical departments than in
general management. And with Time Management, there are about three
times more high performers in customer service than in finance.

By job function or title, the differences in titles held based on each
Executive Skill are much more pronounced than when comparing by
industry or department. For example, of all high performers strong in
Goal-Directed Persistence, more than a third hold the title of CEO or CFO.
Of all high performers strong in Time Management, a quarter of them are
employees and none hold the title of CFO. For this part of the Executive
Skills Map, we select the eight most frequently held titles by high per-
formers based on their strengths in each Executive Skill.

To create the Executive Skills Map, we analyzed each of the 12 Executive
Skills strengths and matched each one to the industry and departments in
which high performers work, as well as the titles they hold.” We believe this
to be the largest known collection of high performers ranked by which per-
centage possesses which Executive Skills matched to the specific areas in
which they work.

Following are, in order, the leading three industries and departments
where high performers possessing each skill are found. In general, the first
five departments comprise about half of all high performers with that par-
ticular Executive Skill. We also list the leading titles of high performers
strong in each skill. (In the lists at the end of the chapter are all 10 indus-
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tries, 12 departments, and 8 titles of all high performers based on each of
the Executive Skills.)

Response Inhibition: Having the Capacity
to Think Before Speaking or Acting

More than a third of high performers strong in Response Inhibition work
in the hospitality industry, business services, or education, which includes
educational services, universities, and colleges. The fewest work in tech-
nology or manufacturing. Response Inhibition is also the Executive Skill
with the most balance across all departments. In the leading departments
below, about one in ten high performers work in each. The departments
that the fewest high performers strong in Response Inhibition work in are
research and development, marketing, and sales.

The job functions or titles of those strong in Response Inhibition
range from chairman/owner/partner at the top to CEO at the bottom.
This does not mean a CEO can’t be strong in Response Inhibition, but of
all high performers strong in Response Inhibition, CEOs represent the
smallest percentage.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
RESPONSE INHIBITION

Industry Department Title
Hospitality Human Resource Chairman/
Owner/Partner
Business Services Finance Employee
Education Clinical Manager

Working Memory: The Ability to Hold Information
in Memory While Performing Complex Tasks

Of all high performers strong in Working Memory, the industries where
more than a third of them work are hospitality, nonprofits, or government,
which includes military and public administration. And of all these high
performers, about a third are found in either sales, finance, or accounting
departments. The departments with the fewest are research and develop-

ment and customer service.
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More than 40 percent of those strong in Working Memory are CFOs,
consultants, or CEOs. While the fewest of those strong in Working Memory
are a manager or an employee, the spread across all eight titles is relatively
even, after the first three titles.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
WORKING MEMORY

Industry Department Title
Hospitality Sales CFO
Nonprofit, Charity Finance Consultant
Government Accounting CEO

Emotional Control: The Ability to Manage Emotions in Order to
Achieve Goals, Complete Tasks, or Control and Direct Behavior

By industry, of all high-performing individuals strong in Emotional
Control, more than a third work in education, manufacturing, or market-
ing, which includes advertising and promotion. By department, about a
third are in research and development, human resources, or finance. There
are more than two times the number of high performers strong in
Emotional Control in research and development than in either marketing
or accounting, the departments where the fewest reside.

Of all high performers strong in Emotional Control, almost half are
consultants, chairmen/owners/partners, or directors. The titles held least by
all of those strong in Emotional Control are CFO and CEO. Of all high per-
formers strong in Emotional Control, there are almost two times more con-
sultants than there are chief financial officers.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
EMOTIONAL CONTROL

Industry Department Title
Education Research and Consultant
Development
Manufacturing Human Resources Chairman/
Owner/Partner

Marketing Finance Director
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Sustained Attention: The Capacity to
Maintain Attention to a Situation or Task

Of all high performers strong in Sustained Attention, more than a third
again are within three industries: hospitality; marketing; or transporta-
tion, which includes utilities. By department, a third work in either clin-
ical, customer service, or administrative. The fewest of them work in
marketing, which is not likely to surprise many in marketing, nor gen-
eral management, with only half as many working in those departments
as in clinical.

Of all high performers strong in Sustained Attention, about half are
consultants, CFOs, or employees. The title held least by those strong in
Sustained Attention is CEQO, almost three times fewer the number of those
who are consultants.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
SUSTAINED ATTENTION

Industry Department Title
Hospitality Clinical Consultant
Marketing Customer Service CFO
Transportation Administrative Employee

Task Initiation: The Ability to Begin Tasks
or Projects Without Procrastinating

You may recall that Task Initiation was a commonly found weakness
among many high performers. However, there are also a number of high
performers who count it as a strength, though not one of the most com-
monly found. Of all those who are strong in Task Initiation, the industries
in which more of them work are retail, healthcare (includes medical and
dental), and transportation (includes utilities).

More than a third of these high performers are in either clinical, admin-
istrative, or customer service departments, the same leading departments
where those strong in Sustained Attention are found. The fewest of these
high performers work in general management or sales, with three times
more of them in clinical departments than in general management.
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By job function, a third are either an employee or a consultant, three
times more than are chairman/owner/partner and two times more than
CFO, the two titles least held by those strong in Task Initiation.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES: TASK INITIATION

Industry Department Title

Retail Clinical Employee
Healthcare Administrative Consultant
Transportation Customer Service Manager

Planning/Prioritization: The Ability to Create
a Road Map to Reach a Goal

Of all high performers strong in Planning/Prioritization, the top industry
in which they work is technology, followed by business services and retail.
Well over a third of them work in accounting, operations, systems/IT, or
general management. The fewest of these high performers reside in admin-
istrative, research and development, or customer service departments.

Four of every ten high performers strong in Planning/Prioritization
are CFOs, executive or senior vice presidents, or CEOs. The titles that
the fewest of these high performers hold are employee or chairman/
owner/partner.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
PLANNING/PRIORITIZATION

Industry Department Title
Technology Accounting CFO
Business Services Operations EVP/SVP
Retail Systems/IT CEO

Organization: The Ability to Arrange According to a System

Of all those who are strong in Organization, the industries where more of
them work are business services, transportation, or hospitality. By depart-
ment, more of these high performers are found in accounting, clinical, and
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administrative. In fact, there are twice as many in accounting than in
research and development or systems/IT.

Almost half of high performers strong in Organization are employees,
consultants, or managers. The fewest of these high performers are exec-
utive or senior vice presidents, where only half as many are found as
employees.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES: ORGANIZATION

Industry Department Title
Business Services Accounting Employee
Transportation Clinical Consultant
Hospitality Administrative Manager

Time Management: The Capacity to Estimate How Much Time One
Has, to Allocate It, and to Stay Within Time Limitsand Deadlines

Time Management is another skill that is not found as a strength in a rel-
atively large number of high performers overall and is a weakness in many
of them. So of those who are strong in it, where they fall is somewhat more
pronounced than some of the other Executive Skills.

For example, nearly half of high performers strong in Time
Management work in food services, retail, or healthcare (includes med-
ical and dental). The fewest of them work in nonprofits or manufactur-
ing, with three times more of them in food services than in those two
industries. These high performers are found more in customer service,
human resources, and clinical than in any other departments. The fewest
of them are in finance or sales, with three times more in customer ser-
vice than in finance.

Of all high performers strong in Time Management, there is a signifi-
cant spread by titles they hold. A quarter of them are at the employee level,
followed by manager and chairman/owner/partner. About six out of every
ten high performers strong in Time Management have one of these three
titles. At the other end of the spectrum, there are no CFOs who are strong
in Time Management, followed by consultants.
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LEADING INDUSTRIES, DEPARTMENTS, AND TITLES: TIME
MANAGEMENT

Industry Department Title

Food Services Customer Service Employee

Retail Human Resources Manager

Healthcare Clinical Chairman/
Owner/Partner

Goal-Directed Persistence: The Capacity to Have
a Goal and Follow Through with Actions to Achieve It

High performers strong in Goal-Directed Persistence are more likely to
work in associations, financial (includes real estate and insurance), or non-
profits (includes charities). They are much less likely to be found in health-
care, where there are half as many as in associations, or hospitality or retail.

As to departments, they’re likely to be found in sales, general management,
or marketing (includes advertising and promotion). They’re much less likely
to be found working in administrative or customer service departments.

The titles of high performers strong in Goal-Directed Persistence are
very pronounced. Of all high performers in our study who are strong in
this Executive Skill, 35 percent of them are either CFOs or CEOs. The titles
with the fewest high performers strong in Goal-Directed Persistence are
employee and manager.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
GOAL-DIRECTED PERSISTENCE

Industry Department Title
Association Sales CFO
Financial Services General Management  CEO
Nonprofit Marketing Director

Flexibility: The Ability to Revise Plans, Relating to the Amount of
Adaptability One Has to Changing Conditions

When it comes to high performers who are strong in Flexibility, the lead-
ing industries where they reside are marketing (includes advertising and
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promotion), government (includes military and public administration),
and technology. The fewest of these high performers are in hospitality and
healthcare industries.

By department, more high performers strong in Flexibility are found in
administrative departments, followed by customer service and marketing
(includes advertising and promotion). The fewest of them are in clinical or
accounting departments, with only half as many in clinical as in adminis-
trative, the leading department.

Those strong in Flexibility are relatively evenly spread across titles, with
more being chairmen/owners/partners, executive or senior vice presidents,
or managers. The fewest of them are consultants or CFOs.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES: FLEXIBILITY

Industry Department Title
Marketing Administrative Chairman/
Owner/Partner
Government Customer Service EVP/SVP
Technology Marketing Manager

Metacognition: The Ability to Stand Back and Take a Bird's-Eye
View of Yourself in a Situation and Be Able to Understand and
Make Changes in How You Solve Problems

The industries where more high performers strong in Metacognition work
are associations, manufacturing, or business services, with well over a
third in those three industries. The fewest of them are in healthcare or
nonprofits.

The leading departments where they work are research and devel-
opment, marketing (includes advertising and promotion), and general
management. The fewest of them can be found in clinical or finance
industries.

About a third of high performers strong in Metacognition hold the title
of chairman/owner/partner or executive or senior vice president. The fewest
of them hold titles of consultant or employee.
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LEADING INDUSTRIES, DEPARTMENTS, AND TITLES: METACOGNITION

Industry Department Title
Association Research and Chairman/
Development Owner/Partner
Manufacturing Marketing EVP/SVP
Business Services General Management  Director

Stress Tolerance: The Ability to Thrive in Stressful Situations and to
Cope with Uncertainty, Change, and Performance Demands

The leading areas where those strong in Stress Tolerance are found are
government (includes military and public administration), food services,
and business services. The fewest of them are in healthcare or hospital-
ity industries.

By department, more of these high performers are in operations, sys-
tems/IT, or sales than any other. The fewest are in accounting, more than
two times fewer than those in operations, or clinical.

If stress flows up, this could be an indication that there are some there
prepared to handle it. Of all high performers strong in Stress Tolerance,
more than a third hold the titles of executive/senior vice president or CEO.
The titles with the lowest number of those who are strong in that skill are
chairman/owner/partner or employee, each with half as many as those with
the title of executive or senior vice president.

LEADING INDUSTRIES, DEPARTMENTS, AND TITLES:
STRESS TOLERANCE

Industry Department Title
Government Operations EVP/SVP
Food Services Systems/IT CEO
Business Services Sales Director

Following is the detailed breakdown of each of the 12 Executive Skills
and where high performers work based on how many are strong in each
skill. The details are by industry, department, and then title, based on all
high performers possessing each specific skill.
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The High-Performance Executive Skills Map

INDUSTRIES BY EXECUTIVE SKILLS STRENGTHS

High Response Inhibition

Hospitality . ... 12.45%
Business Services ............iiiiiii... 11.97%
Educational Svc./University/College .......... 10.82%
Medical/Dental/Healthcare .................. 10.62%
Nonprofit/Charity ..............ciiinn.. 9.58%
Financial/Real Estate/Insurance ............... 9.34%
Government/Military/Public Adm. ............ 9.24%
Retail ... 9.24%
Manufacturing .......... ..o, 9.02%
Technology ............ ... il 7.72%
High Working Memory

Hospitality . .......... .ot 12.38%
Nonprofit/Charity ......................... 11.46%
Government/Military/Public Adm. ........... 11.24%
Medical/Dental/Healthcare .................. 10.86%
Business Services .............iiiiiin.... 10.43%
Technology ............ ..., 9.59%
Financial/Real Estate/Insurance ............... 9.46%
Retail ... 9.33%
Manufacturing .......... ..o, 8.39%
Educational Svc./University/College . ........... 6.86%
High Emotional Control

Educational Svc./University/College .......... 12.11%
Manufacturing .............. .. ool 12.06%
Advertising/Marketing/Promotion ............ 11.97%
Nonprofit/Charity ......................... 11.45%
Government/Military/Public Adm. ........... 10.46%
Medical/Dental/Healthcare ................... 9.18%
Business SErvices ...........iiiiiiiiiiiiiann 8.82%

Hospitality ... 8.62%
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Financial/Real Estate/Insurance ............... 6.85%
Technology ........... .o, 6.85%
High Sustained Attention

Hospitality . ......... ..o 11.73%
Advertising/Marketing/Promotion ............ 11.30%
Transportation/Utilities ..................... 11.23%
Retail ... 10.88%
Educational Svc./University/College .......... 10.46%
Technology ........... ... oo i 10.38%
Medical/Dental/Healthcare ................... 9.83%
Nonprofit/Charity ............... ... ... ... 8.90%
Financial/Real Estate/Insurance ............... 7.76%
Manufacturing ...........ccooiiiiiiiinnan. 7.53%
High Task Initiation

Retail ... 14.07%
Medical/Dental/Healthcare .................. 12.10%
Transportation/Utilities ..................... 11.50%
Educational Svc./University/College .......... 10.67%
Hospitality ... 10.48%
Financial/Real Estate/Insurance ............... 9.57%
Manufacturing .......... ... . o il 8.63%
Government/Military/Public Adm. ............ 8.09%
Technology ........... ... o i, 7.61%
Nonprofit/Charity ............. ... ..., 7.29%
High Planning/Prioritization

Technology ........... ... o i, 12.00%
Business Services ......... oiiiiiiiiiiian 11.24%
Retail .......ccooiiiiiiiiiii 11.12%
Medical/Dental/Healthcare .................. 10.66%
Government/Military/Public Adm. ........... 10.38%
Manufacturing ... i 10.05%
Nonprofit/Charity .......................... 9.30%

Educational Svc./University/College . ........... 9.12%
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Financial/Real Estate/Insurance ............... 8.41%
Hospitality ... 7.72%
High Organization

Business Services ............iiiiiiii.... 12.03%
Transportation/Utilities ..................... 11.54%
Hospitality . ... 10.67%
Retail ... 10.42%
Medical/Dental/Healthcare .................. 10.37%
Nonprofit/Charity ............... ... ... ... 9.41%
Technology ............ ... i i, 9.14%
Financial/Real Estate/Insurance ............... 9.02%
Manufacturing .......... ... .o oo 8.84%
Educational Svc./University/College . ........... 8.55%
High Time Management

Food Services ........... ..ottt 17.55%
Retail ... 14.55%
Medical/Dental/Healthcare .................. 12.10%
Hospitality . .......... .ot 11.36%
Educational Svc./University/College . ........... 8.81%
Technology ....... ... i, 7.85%
Government/Military/Public Adm. ............ 7.52%
Financial/Real Estate/Insurance ............... 7.24%
Manufacturing .......... ... .o ool 6.55%
Nonprofit/Charity ............. ... ..., 6.47%

High Goal-Directed Persistence

ASSOCIAtION ..ottt 13.39%
Financial/Real Estate/Insurance .............. 11.98%
Nonprofit/Charity ......................... 11.10%
Technology ........ ... i, 10.71%
Manufacturing ............. ..o il 10.06%
Government/Military/Public Adm. ............ 9.49%
Educational Svc./University/College . ........... 9.01%

Retail ... 8.40%
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Hospitality . ........ ..o i 8.17%
Medical/Dental/Healthcare ................... 7.70%
High Flexibility

Advertising/Marketing/Promotion ............ 12.92%
Government/Military/Public Adm. ........... 11.72%
Technology ............coo i 10.56%
Manufacturing ............. .. ool 10.52%
Financial/Real Estate/Insurance .............. 10.41%
Educational Svc./University/College . ........... 9.98%
Nonprofit/Charity .......................... 9.45%
Business Services .......... ... 9.06%
Medical/Dental/Healthcare ................... 7.90%
Hospitality . ... 7.47%
High Metacognition

ASSOCIAtioN ..ot 14.65%
Manufacturing ...l 11.04%
Business Services ............iiiiiiiii.... 10.86%
Financial/Real Estate/Insurance .............. 10.36%
Retail ... 9.71%
Educational Svc./University/College . ........... 9.43%
Government/Military/Public Adm. ............ 9.11%
Technology ....... ... i, 8.97%
Nonprofit/Charity .......................... 8.95%
Medical/Dental/Healthcare ................... 6.91%
High Stress Tolerance

Government/Military/Public Adm. ........... 13.05%
Food Services .......... ..o ... 12.12%
Business Services ............eiiiiiiiin.... 11.53%
Educational Svc./University/College .......... 10.24%
Technology ........... .. ... ool 10.22%
Financial/Real Estate/Insurance .............. 10.05%
Manufacturing .......... ... .o oo 9.56%

Nonprofit/Charity ............. ... ... ..., 8.55%
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Hospitality . ....... ..o 7.92%
Medical/Dental/Healthcare ................... 6.75%

DEPARTMENTS BY EXECUTIVE SKILLS STRENGTHS

High Response Inhibition

Human Resources............... ... ... 9.98%
Finance .......... ... oo it 9.77%
Clinical ....... ... oo i i i 9.23%
Systems/IT ... 9.21%
Administrative .......... .. oo, 9.08%
Operations .........cceuivieenneennnneennn. 8.07%
Customer Service ........uvuriinneeeeeennnnn 8.02%
Accounting ...ttt 7.76%
General Management ........................ 7.62%
Sales ..o 7.58%
Marketing/Promotion/Advertising ............ 7.49%
Research & Development .................... 6.19%
High Working Memory

Sales .. 10.53%
Finance ........... . oot 10.45%
Accounting ... 9.23%
Marketing/Promotion/Advertising ............ 9.22%
Human Resources.............. ... ... . ... 9.06%
General Management ........................ 8.61%
Administrative ......... ... oo 8.04%
Operations .........c.eeeeeeunnneeennnnennn. 7.38%
Systems/IT ... i 7.31%
Clinical ...... ... .o o i il i 7.12%
Customer Service ...........c.cooviiinineennn. 6.74%
Research & Development .................... 6.31%

High Emotional Control

Research & Development ................... 11.51%
Human Resources............ ... ..ot 9.84%
Finance ......... ... o i 9.78%
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Systems/IT ... 8.85%
Administrative ......... ... oo 8.65%
General Management ........................ 8.50%
Clinical ... ... i 8.39%
Customer Service .........ouuiinniiieiennn 8.39%
Operations ...........ccoiviiiiinniiienennnn 7.66%
Sales .. 6.69%
Accounting ........coiiiiiiiiii i 6.08%
Marketing/Promotion/Advertising ............ 5.66%

High Sustained Attention

Clinical ........ .. . o o i 11.10%
Customer Service ..........covuuuuunnnnnn... 10.74%
Administrative ............ ..o 10.32%
Accounting ... 10.19%
Finance .......... ... ool 9.92%
Systems/IT ... 9.59%
Sales ... 9.10%
Research & Development .................... 8.60%
Operations .........c.ceeeieiineennnnnennn. 8.41%
General Management ........................ 6.03%
Marketing/Promotion/Advertising ............ 5.99%

High Task Initiation

Clinical ... .o o 13.16%
Administrative ......... ..o 11.33%
Customer Service .. .........eeuineeennnannn 11.05%
Accounting .........iiiiiii i 8.32%
Human Resources . ...............cooiia.... 8.17%
Research & Development .................... 7.97%
Finance ......... ...l 7.73%
Operations .........c.eevieeineennnnnennn. 7.46%
Systems/IT ... i i 7.27%
Marketing/Promotion/Advertising ............ 7.00%
Sales .. 6.44%

General Management ...................c.o... 4.09%
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High Planning/Prioritization

Accounting .........coiiiiiiiiiiiiiiiia 10.41%
Operations .........cceeueeeunneeennnnennn. 9.42%
Systems/IT ... 9.31%
General Management ........................ 9.19%
Clinical ...... ... oo i i i 9.04%
Marketing/Promotion/Advertising ............ 8.56%
Sales ..o 7.95%
Human Resources............... ... ... 7.87%
Finance ......... ... i, 7.65%
Customer Service .........vuriinneeneeeennnn 7.56%
Research & Development .................... 7.01%
Administrative .......... .. oo, 6.02%
High Organization

Accounting .........ooiiiiiii i 11.89%
Clinical ...... ... .o i i i i 9.96%
Administrative ........ ... i, 9.38%
Customer Service ........uvurinneeeeeeennnn 8.93%
Human Resources...............oooiiiiin. 8.56%
General Management ........................ 7.91%
Marketing/Promotion/Advertising ............ 7.90%
Finance ...........cciiiiiiiiiiiiiiii, 7.90%
Operations .........ceeuueieunnneennnnnennn. 7.50%
Sales . 6.99%
Systems/IT ... oo 6.68%
Research & Development .................... 6.42%
High Time Management

Customer Service ..........ceeuiieernnnnnn 13.27%
Human Resources ......................... 12.61%
Clinical ...... ..o 11.56%
Administrative .......... ..o, 8.92%
Accounting . ........iiiiiiii i 8.66%
Research & Development .................... 8.20%

Systems/IT ... 7.76%
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Operations .........cc.eeeeeeineeennnnennn. 6.62%
Marketing/Promotion/Advertising ............ 6.31%
General Management ........................ 5.89%
Sales .. 5.56%
Finance .......... ..o i, 4.64%

High Goal-Directed Persistence

Sales ..o 12.13%
General Management ....................... 12.00%
Marketing/Promotion/Advertising ........... 10.38%
Research & Development .................... 9.67%
Operations ..........c.covviiiiineennnnnennn. 9.66%
Accounting ... 9.44%
Finance .......... ... o i i 8.59%
Clinical ...... ... ..o i i i 7.94%
Systems/IT ... 7.91%
Customer Service .........uuuuiinnneeerennnn 6.26%
Administrative ........... .. oo 6.02%
High Flexibility

Administrative ........... ..o 10.17%
Customer Service ..........ouiiiniiiiiieiann 9.88%
Marketing/Promotion/Advertising ............ 9.51%
Finance .......... ... oo i 8.95%
OPperations ..........oeeeuurmmnnnneeeeennnn 8.81%
Sales ..o 8.55%
Systems/IT ... i 8.42%
General Management ........................ 8.27%
Research & Development .................... 8.00%
Human Resources...................... .. ... 7.46%
Accounting ..., 6.03%
Clinical ...... ... ..o i i i i 5.09%
High Metacognition

Research & Development ................... 12.49%

Marketing/Promotion/Advertising ........... 10.50%
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General Management ....................... 10.30%
Human Resources........................... 9.61%
Systems/IT ... 9.19%
Operations .........c.c.ooeviiiiiniennnneennn. 8.81%
Sales ... 8.47%
Administrative ........... ... i 6.91%
Accounting .........oiiiiiiiiiiiiii 6.43%
Customer Service ..........ouuiiiinrnnnenan.. 6.29%
Finance ......... ... i 5.90%
Clinical ........ ... . . 5.09%

High Sress Tolerance

OPperations ...........oeeeeuuuunnnnnnnnnn. 10.63%
Systems/IT ... 10.08%
Sales .. 9.59%
Research & Development .................... 9.59%
General Management ........................ 9.43%
Marketing/Promotion/Advertising ............ 9.29%
Finance ...........cciiiiiiiiiiiiiiiiin, 8.59%
Administrative ........ ... 7.95%
Customer Service ........uuuriiineeeeeeennnn 7.59%
Human Resources...............ooooiiiiian. 7.10%
Clinical ...... ... .o i i i i 6.01%
Accounting .........iiiiiiii i 4.15%

JOB FUNCTIONS/TITLES BY EXECUTIVE SKILLS STRENGTHS

High Response Inhibition

Chairman/Owner/Partner ................... 16.50%
Employee ... 14.04%
Manager ..........ooiiiiiiiiiiiii 13.65%
Director .. .vi i e 12.90%
CEO o e 12.87%
Consultant . .............ciiiiiiiinen.. .. 11.93%
EVP/SVP .. 10.42%
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High Working Memory

CEFO o e 14.34%
Consultant . ............. .. iiiiiiin.... 13.93%
CEO . e 13.53%
Director ..ot 12.26%
EVP/SVP .. 12.16%
Chairman/Owner/Partner ................... 11.61%
Employee ... 11.59%
Manager ..........iiiiiiiiiiiii 10.59%
High Emotional Control

Consultant . .............coiiiiniiinenn.... 16.81%
Chairman/Owner/Partner ................... 14.67%
Director .....ooviiii e 13.63%
Manager ..........iiiiiiiii i 12.33%
Employee ... 12.01%
EVP/SVP ... 11.46%
CEO i e 10.03%
CEO o e 9.06%

High Sustained Attention

Consultant . ............. ..o iiiiiiinn.... 16.67%
CFO o e 15.22%
Employee ... 15.13%
Chairman/Owner/Partner ................... 12.32%
Manager .........iiiiiii e 12.06%
EVP/SVP .. 11.76%
Director .....ooviiii i e 10.43%
CEO .o e 6.41%

Employee ... 18.96%
Consultant........... ..., 16.76%
Manager .........iiiiiii e 13.18%
CEO . 13.16%

Director ....ovii 10.80%
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CFO .o

Manager .......... il
Director .....oovvviiiiiiiiii

CFO ..

Director ...oovvii i e
Chairman/Owner/Partner ...................
EVP/SVP oo

High Time Management

Manager ......... i
Chairman/Owner/Partner ...................

CFO ..

14.53%
14.12%
12.86%
12.80%
12.45%
11.54%
11.18%
10.52%

16.61%
14.97%
13.89%
13.59%
11.82%

25.34%
18.01%
15.12%
11.81%
11.34%

17.72%
17.21%
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Director ..ot 13.84%
Consultant . .............couiiiiiiien.... 12.14%
EVP/SVP .. 10.60%
Chairman/Owner/Partner ................... 10.60%
Manager ........... .. il 10.40%
Employee ... 7.50%
High Flexibility

Chairman/Owner/Partner ................... 14.56%
EVP/SVP .. 14.21%
Manager ..........iiiiiiiiiiiii 13.61%
Director .....oiiiii e 13.46%
CEO i 13.36%
Employee ... 10.99%
CEO o 10.28%
Consultant . .......... ..o, 9.53%
High Metacognition

Chairman/Owner/Partner ................... 17.31%
EVP/SVP .. 14.42%
Director ..ot 13.84%
Manager .........iiiiiiii i 12.95%
CEO i e 12.35%
CEFO . 11.08%
Employee ...l 10.71%
Consultant . .......... ..., 7.34%
High Stress Tolerance

EVP/SVP .. 18.61%
CEO i 16.23%
Director ....vvit e 13.72%
Consultant . ..............coiiiiiienn.... 10.91%
Manager ..........oiiiiiiiii i 10.73%
CFO . 10.69%
Employee ...l 9.58%
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Now you see how you can note your own Executive Skills strengths and
weaknesses and see where high performers with the same skills as you work.
This can give you an idea of where you have a higher probability of becom-
ing a high performer. This also provides an indicator of where you may not
be a good fit, where your key weaknesses correlate to the strengths most fre-
quently found in certain positions, so these could be areas for you to avoid.

And if by chance you already are in a position where your skills are an
obvious mismatch, at least you now know why and can devise strategies to
find a better fit, which we discuss in the next and final chapter.



conclusion

SIMPLY KNOWING about Executive Skills strengths and weaknesses in
yourself and others is useful only if you do something about it. If you've
read this entire book (if you're strong in Sustained Attention, it would have
been easier; if you're weak in Task Initiation, it was likely a while before
you started and got to this chapter), you understand strengths and weak-
nesses and how they’re found in successful people in all types of jobs,
departments, and industries. You can tell where they are.

Executive Skills are a real thing, not a theory or speculation about
how people might behave when executing or performing certain tasks.
Once you come to terms with this fact, it becomes easier to understand
and anticipate behaviors in work situations. Linking your new knowl-
edge to the strengths of high performers based on where they work and
what they do becomes a powerful tool for personal planning and for jobs

and career moves.
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For example, you're in a good situation if you determine that one or
more of your top three strengths is among those most required for the job
you have. On the other hand, if you're in a position that not only doesn’t
play to your strengths, but also plays to your weakest Executive Skills, you're
in a situation where you have many effortful tasks and, hence, may not be
in the best situation.

It’s obviously not practical to leave your job right away just because
your strengths don’t match the job. However, there are specific steps you
can take to ensure that going forward you end up with more goodness-of-
fit situations and fewer effortful task situations for yourself. There are steps
you can take on the road to high performance.

Determine your strengths and weaknesses. The first thing is to measure
your own strengths and weaknesses. The results are neither good nor bad,
since everyone has Executive Skills strengths and weaknesses. It’s knowing
what they are that gives you the insight on how to best leverage what you're
likely to be good at. What are your two or three strongest skills and your
two or three weakest?

Assess strengths and weaknesses required for your current job. Take a look
at the requirements of your current position to determine which Executive
Skills are most needed on a regular basis. Do things need to get started right
away? That would mean Task Initiation is most needed. Do things con-
stantly change and require readjustment throughout your day? That would
be Flexibility. Is the end game what you are really judged on? That would
be Goal-Directed Persistence. Look at the behavior needed and match that
to the appropriate Executive Skill.

Measure those around you. By identifying high performers in the area
in which you work, you can get an idea of likely strengths needed. Is some-
one with a similar function performing much better than you, and if so,
what are the Executive Skills that go with that performance? You can see
if these are the same or different strengths from the ones you have. You
can do this the other way as well. If you’re a high performer and people
around you with similar job functions are not, they probably have a dif-
ferent set of strengths than you.
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Determine your current fit. Once you can tell who the high performers
are, of which you may be one, you can see how you fit in the entire situa-
tion. This gives you a benchmark and shows the strengths of high per-
formance in context in relation to yourself. For example, you can tell if
there are few high performers and if their strengths are the same. How do
your strengths match in your current role as well as your potential next role,
such as in the next logical assignment or promotion?

Determine potential fits. Observe the behaviors of high performers in
areas you seek to move to, whether in a different department or as part of
the next logical career move, perhaps a promotion. Determine where your
strengths most come into play. Use the tables in this book to see where your
strengths are a likely fit and strive toward those positions. This approach
can also help you avoid moving to a position that’s a mismatch between
your strengths and those required for the job.

Suggest to others what you’re good at. Promote to others the behaviors
that play to your strengths because others may not be familiar with
Executive Skills or recognize the inherent strengths you bring to the table.
If you're strong in Time Management, offer to manage the time aspects of
a meeting or project. This will be easy for you. It’s okay to say, “I'm pretty
good at managing time, so why don’t I take a crack at determining how
long this will take?” Those weak in Time Management will appreciate this.
If you’re strong in Task Initiation, suggest that you take the lead in starting
a project after a meeting or taking the first steps in a team situation. That
will be very natural for you.

Make the right move at the right time. Watch for upcoming openings that
you know play to your strengths. You can use the tables in the book to
match where you're likely to be a high performer as well as your own obser-
vations within your organization. By identifying your potential best fits in
advance, you can better plan and focus on next moves, whether internal or
external. If, for whatever reason, you're not working, this knowledge can
provide you with a potential career switch to something that’s a perfect fit
with your Executive Skills.
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Our intent is for this knowledge to help you throughout your work life,
from day-to-day interactions with others to long-term career planning.
And if you manage others, it should help you determine the right person
for the right seat when one becomes open. We hope this book, by looking
at where certain Executive Skills are found in successful businesspeople at
all levels, can help you work your strengths on your own personal road to
high performance.
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APPENDIX A

How the Two-Year Study Was Conducted
High Performers and the Executive SKills Profile

Over the course of two years, we contacted organizations of every size and
type to invite them to participate in our “study to determine the cognitive
characteristics of high-performing individuals in business.” We typically
sent a detailed invitation to an executive; a department head; a manager;
an HR department; or, in many cases, the CEO. We wanted to directly con-
tact the people who could most easily identify high-performing individu-
als in their department or organization. Most organizations agreed to
participate because we offered to share each organization’s aggregate results
of its high performers with the organization. All surveys were totally
anonymous, so we didn’t capture or record any participants’ names or
e-mail addresses, other than those of the person we contacted.

We ultimately concluded that the manager, executive, or department
head would be best positioned to determine the particular criteria for his
or her high performers and that there would likely be differences based on
each situation, which somewhat turned out to be the case, though most of
the criteria fell within a specific range of reasons.

Interestingly, though the high-performing selection criteria varied
widely from business to business, there was never any doubt that the man-
ager or executive knew exactly who his or her high performers were. There
were no cases in the study where a manager, an executive, or a business
leader could not readily identify his or her high performers. During the
early months of the study, when we would ask people how many high per-
formers they could identify in their area, managers would typically think
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for a few seconds, as if visually counting their high performers, and then
tell us the number. One of the reasons that executives and managers could
so quickly and easily identify their high performers for our study could be
that, in general, the majority of employees are not high performers.

It also turned out that not all parts of the same organization deter-
mine their high performers the same way. For example, two divisions in
one company used slightly different criteria to select their high perform-
ers. While one department identified its high performers by “quality of
work, efficiency, and success within the company,” another used “length
of employment, proven job history, and strong customer service skills.”
Despite the somewhat different criteria for selection, it turned out that
the majority of high performers from each of the two divisions had strik-
ingly similar combinations of Executive Skills strengths and weaknesses.

In some cases, our contact would tell us how many high performers he or
she could identify in the organization, and we would mail that number of sur-
veys to the contact. That person would then distribute the questionnaire to
his or her high performers, collect all the results, and forward them back to
us for tabulation. We mailed thousands of surveys to these businesses around
the United States and Canada. In other cases, we created online links for
organizations to participate. Each link was unique, so data were returned to a
location at NFI Research that identified the company or organization name
but left those surveys totally anonymous. These links were sent to hundreds
of organizations in and outside the United States. These links are still being
sent, as we continue to increase the size of the high performers’ database.

We surveyed high-performing individuals across industries, job func-
tions, and organization sizes. We surveyed people at Fortune 500 compa-
nies, small companies, nonprofit organizations, hospitals, financial
institutions, manufacturing businesses, retailers, and many other cate-
gories, as well as multiple departments and job functions and titles.

For the first several months, we tested the questionnaire with select exec-
utives we knew in different categories of organizations. We wanted to deter-
mine how long the questionnaires took for individuals, the return time, and
the return rate. We also slightly modified some of the wording and increased
the number of categories based on early feedback. In the test, we quickly saw
patterns in the areas of organizations that completed profiles.
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By the time we received 800 completed surveys, the overall data had
stabilized, which meant that when we received another hundred and
another hundred, the total numbers increased but the percentages
remained the same. We continued the process past 2,500 completed sur-
veys so that we could include more segments in the final results and con-
duct more detailed comparisons.

DETERMINING HIGH PERFORMANCE

Because there was no way we could determine who the high-performing
individuals were in so many organizations, we delegated that to the con-
tact at the organization. Each person we contacted typically knew right
away how many high performers he or she could identify. For the study, we
asked each participant to tell us the criteria he or she used, which we
detailed in an earlier chapter. Some of the criteria were similar and quan-
titative; others were somewhat more subjective, as we also detailed earlier
in the book.

The high performers selected by the executive or department head were
not necessarily told they were selected for the study because they were high
performers; they were just asked to complete a survey. There was no men-
tion on the survey itself of it being sent only to high performers unless the
executive forwarding it told them.

In discussing the study with a group of executives, several asked if we
could determine who the low performers were because those were the peo-
ple they wanted to identify early. However, we did not attempt to do that
and focused only on high-performing individuals. If there was doubt as to
a potential participant being a high performer, such as a volunteer who
wanted to participate because he or she heard of the study by word of
mouth, we typically did not include that person’s results.

USING THE EXECUTIVE SKILLS PROFILE

To determine the Executive Skills of the high performers, we used our
Executive Skills Profile, which we retitled Executive Skills Survey for the
study. It is the same instrument we have used in the business marketplace
for several years and the instrument used to profile attendees at SMARTS
seminars as well as many other individuals over the years." It is also featured
in our previous book, SMARTS: Are We Hardwired for Success?
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The profile comprises a total of 60 questions, with five addressing each
of the 12 Executive Skills (see The Questionnaire later in this chapter). The
60 questions are random in the profile, both in print and in the electronic
version. Each participant was asked to answer the questions with a range
of how much he or she agreed or disagreed with a statement based on a
scale of one to four.

Over the course of the study, more than 2,500, sixty-question surveys
were answered, for a total of more than 150,000 individual questions
answered.

After tabulation, we selected each participant’s three strongest and three
weakest Executive Skills. In case of a tie for, say, the third skill, we used a
randomization program to select from the tied answers. In most cases, the
top strengths and weaknesses were very clear and the high performers typ-
ically had two or three in each case, with the remaining skills falling some-
where in between. This has been a common experience of all of the authors,
with Richard Guare and Peg Dawson identifying it with patients over a
period of many years in psychology and Chuck Martin identifying it over
a period of several years with businesspeople.

Out of thousands of high-performing individuals who answered the
questionnaire, only a very few answered high across the board. And since the
surveys were anonymous, this may have been because the person just needed
to quickly get through the questionnaire that he or she was asked to com-
plete by a superior. Or, the person could have been doing a good job faking.
Virtually no organizations had more than one person who answered this way.

The strengths and weaknesses of one person and another can be com-
pared, but not the absolute scores. In our study, we found that each survey
typically followed the pattern of the answers being relative to each other
within that one questionnaire. For example, one person may have tended
to answer questions with higher scores across the board. In those cases, the
low still stood out in stark contrast to the high scores. In cases where high
performers tended to answer with lower scores across the board, the highs
also stood out significantly from the low scores.

In relaying the aggregate answers to study participants, not one orga-
nization disagreed with the Executive Skills strengths and weaknesses pro-
files of its high performers. The more respondents there were from an



APPENDIX A = 183

organization, the more distinct the profile became. For example, the major-
ity of one large financial services company’s top executives completed the
profile, and we found that 63 percent of them shared the same Executive
Skills strength and 56 percent of them shared the same Executive Skills
weakness. More significantly, their best clients, who were attending a meet-
ing with the executives, also completed the profiles and we found that the
Executive Skills strength in the largest percentage of them was the same one
as in executives from the hosting company. However, there were differences
found between the two, which helped them see how to more effectively
interact with each other.

SELECTING SUBIJECTS

We used several sources and methods to identify and invite participants
for the study. NFI Research invited its senior executive and manager
members to participate, which drew a relatively large response. During
the first three months, a team of 15 student researchers from the Whitte-
more School of Business and Economics at the University of New
Hampshire (UNH) worked on the project, contacting organizations,
identifying industry types, collecting results, and communicating with
the businesses participating in the study. All researchers were juniors or
seniors, almost all marketing majors in the business school. And because
UNH students were participating, the survey methodology was submit-
ted to the Institutional Review Board (IRB) of the university, which
reviewed and approved it.

The American Management Association, the parent company of the
publisher of this book, invited its members to participate. The editor-in-
chief of CIO Magazine, a well-known and highly regarded publication tar-
geted to chief information officers (CIOs) and other high-level information
technology (IT) professionals, invited its subscribers to participate. We
invited attendees at SMARTS seminars, which one of the authors (Chuck
Martin) conducted within various businesses on behalf of the American
Management Association.

Over the course of the study, 98 additional researchers worked with us
to identify and recruit organizations of all types to participate. Over the
course of two years, a total of 113 researchers worked on the study in one
way or another.
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Members of the research team for the study of high performing individuals.

In several cases, participants from one organization, especially the larger
ones, came from more than one source. Interestingly, there rarely was an
overlap situation where potential participants said they had already been
contacted or had completed the questionnaire.

SELECTING INDUSTRY TYPES AND DEPARTMENTS

Planning a study for thousands of respondents, we wanted to be able to
determine results from a very wide range of industries and areas where
people worked. We wanted to be able to analyze results from a department
and be able to look at that department by industry, and vice versa. For
example, we might want to look at the characteristics of high-performing
salespeople in retail compared to high-performing salespeople in food serv-
ices or pharmaceuticals. Therefore, we included a large number of depart-
ment categories as well as industry types.

Industry types included in the study are:

= Advertising/Marketing/ = Business Services
Promotion = Consulting
= Agriculture/Mining = Educational Svc./

= Association University/College



= Financial/Real Estate/
Insurance

= Food Services

» Government/Military/
Public Adm.

= Hospitality

= Human Services

= Internet/Online Services
= Legal

» Manufacturing

» Media/Entertainment
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= Medical/Dental/Healthcare
= Nonprofit/Charity

= Pharmaceuticals

= Public Relations

= Retail

= Sports

= Technology

= Telecommunications

= Transportation/Utilities

= Travel/Tourism

= Wholesale Distribution

The study includes surveys completed from virtually every category of

industry type. We also included many department names, which are:

= Accounting

« Administrative

= Clinical

= Creative/Design

= Customer Service

= Finance

= General Management
= Human Resources

= Internet

= Legal

= Marketing/Promotion/
Advertising

= Operations

= Public Relations

= Research & Development

= Sales

= Systems/IT

In the case of departments, high performers from every department

listed participated in the study. The departments with the most participants

were sales, general management, operations, systems/IT, advertising/mar-

keting/promotion, administrative, customer service, finance, and account-

ing, each of which we profiled earlier in the book.

JOB FUNCTIONS AND TITLES

One of our goals in the study was to determine if there were any differences

in Executive Skills in high performers by level in an organization. Does the
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CEO have a different set of Executive Skills than the CFO? What about
employee vs. manager vs. senior executive? What about sales employee vs.
sales manager? What about sales employee vs. sales executive? Do any titles
share the same Executive Skills weaknesses? We ultimately found the
answers to all of these questions.

The study includes participants from every title we listed, which are:

« CEO = Consultant
« CFO =« COO

» Chairman/Owner/Partner = Director

= CIO = Employee
« CLO =« EVP/SVP

« CMO = Manager

HIGH PERFORMERS BY AGE AND GENDER
As far as we can determine, no one has ever measured in any significant way
if there are any similarities or differences in Executive Skills between males
and females or by age, especially across a group of high performers in busi-
ness. Because we were capturing significant demographic information
anyway, we included two questions regarding age and gender. Selections in
age range were:

= 20-30

= 31-40

= 41-50

= 51-60

=61+

The overwhelming majority of participants answered both the age and
gender questions. There were only slightly more male than female partici-
pants in the overall study, and we did find one significant difference in
Executive Skills between males and females. High performers in every age
category participated in the study. By age, about 40 percent of respondents
were between 20 and 40, and the remainder were 41 or older. About 4 per-
cent were 61 or older. We also analyzed if there were similarities or differ-
ences in Executive Skills strengths and weaknesses in high performers by age.
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HIGH PERFORMERS BY COMPANY SIZE

The study comprises high performers in organizations of all sizes. Slightly
more than half of high performers in the study work at organizations with
fewer than 1,000 employees. About 20 percent are from organizations with
100 or fewer employees, while almost a third work in organizations with
5,000 or more employees.

THE QUESTIONNAIRE

Following are the questionnaire items used to determine the Executive
Skills strengths and weaknesses of high-performing individuals in business.
More than 2,500 questionnaires were answered.

1. I typically break big tasks down into subtasks and timelines.

2.1 make sure I have all the facts before I take action.

3.1 am good at remembering the things that I have committed to do.
4.1 seldom make comments that make people uncomfortable.

5. When I have a lot to do, I focus on the most important things.

6.1 very naturally remember to complete tasks.

7.1 can get right to work even if there’s something I'd rather be doing.
8.1 find it easy to stay focused on my work.

9. When I start my day I have a clear plan in mind for what I hope to
accomplish.

10. When I'm busy, I keep track of both the big picture and the details.

11.1 have formulated plans to achieve most of my important long-term
goals.

12. I usually handle confrontations calmly.

13. Once [ start an assignment, I work diligently until it is completed.

14. 1 think before I speak.

15. 1 easily defer my personal feelings until after a task has been completed.
16. Even when interrupted, I get back to work to complete the job at hand.
17. Procrastination is usually not a problem for me.

18. When I have a job to do or task to finish I easily avoid distractions.
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19.1 generally start tasks early.

20. I keep sight of goals that I want to accomplish.

21. Once I've been given a job or task, I like to start it immediately.
22. When frustrated or angry, I keep my cool.

23.1 can keep my emotions in check when on the job.

24.1 am good at identifying priorities and sticking to them.

25. I see myself as tactful and diplomatic.

26.1 have a good memory of facts, dates, and details.

27.1 attend to a task even when I find it somewhat tedious.

28.1 take my time before making up my mind.

29. No matter what the task, I believe in getting started as soon as possible.

30. Little things don’t affect me emotionally and distract me from the task
at hand.

31.1 think quickly on my feet.

32.1am good at maintaining systems for organizing my work.
33.1 am usually on time for appointments and activities.

34.1 like jobs where there are not many set schedules.

35.1 can adjust quickly to unexpected events.

36. When I encounter an obstacle, I still achieve my goal.

37.1 routinely set and follow a daily schedule of activities.
38.1 am an organized person.

39. It is easy for me to keep track of my materials.

40. 1 consider myself to be flexible and adaptive to change.

41.1 can review a situation and see where I could have done things dif-
ferently.

42. 1 pace myself according to the time demands of a task.
43. At the end of the day, I've usually finished what I set out to do.

44.1 enjoy strategic thinking and sound problem solving.
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. Jobs that include a fair degree of unpredictability appeal to me.

.It’s easy for me to organize things, such as email, inbox, and to-do items.
.1 enjoy working in a highly demanding, fast-paced environment.

I have a good ability to set long-term goals.

I easily recognize when a task is a good match for my skills and abilities.
I generally step back from a situation in order to make objective decisions.
I am good at estimating how long it takes to do something.

I think of myself as being driven to meet my goals.

I am good at setting and achieving high levels of performance.

I am comfortable taking risks when the situation calls for it.

I routinely evaluate my performance and devise methods for personal
improvement.

. Pressure helps me perform at my best.

I find it easy to alter my agenda to someone else’s.

It is natural for me to keep my work area neat and organized.
. I easily adjust to changes in plans and priorities.

.I easily give up immediate pleasures while working on long-term goals.

ORGANIZATIONS IN THE STUDY

Following are the names of the organizations where high performers par-
ticipated in the study. In some cases, there are participants from different
parts of the same company and in other cases from certain divisions or
departments.

211info Air Graphics

99 Restaurant A Little Easier Recovery

AAA Alliance Member Services

Ablitt Law Office PC Allstate

Acushnet Company Alpco Diagnostics

Adams County Government Alt Marketing

Advent Software American Financial and Automotive
Aetna Services

Air Force American Management Association



190 = APPENDIX A

American Sporting Goods
American Water

Ames Planning Associates
Ambherst Label

Analog Devices

Annex Consulting Group Inc.
Anthem Blue Cross

Appledore Marine

Applied Biosystems

Arca Bipharma

Ardent Support Technologies
Armstrong Shaw Associates
Aspirus

Association of Electric Cooperatives
Assurant

Atlantic Pathology

Atrius Health Harvard Vanguard
BAE Systems

Bain & Company

Baked Beads

Bank of America

Barnstable Police Department
Bayhead Products Corporation
BDP International

BeadforLife

Bell South

Best Buy

Biblical Concourse of Home
Universities

BIC Consumer Products, Inc.

Big Brothers Big Sisters of Central
California

Big Hit Media

Bio San Laboratories, Inc.
Biovail Pharmaceuticals
Black & Decker

BNY Mellon

Bosch Rexroth

Boston Towing & Transportation
Boyne Resorts

Brady Sullivan Properties
Bridges Resort and Tennis Club
Brimmer and May School
Brookline Bank

Cafco Construction

California Credit Union League
Cambridge Fire Department
Campus Federal Credit Union
Cape Codder Resort and Spa
Cape Fish and Lobster Co.
Cardinal Healthcare Mexicali
Care Communications Inc.
Carlin Contracting Co.

Carlson Investment Group
Cascades

Casella Waste Management
Cendyn

Centrex Labs

Centria

Century Label, Inc.

Charles River Development

Cheshire Medical Center/Dartmouth
Hitchcock Keene

Chest PT Services, Inc.

Child & Family Institute
CHS

Chunky’s Cinema

Cisco

City of Stamford

CNA Insurance

Coastal Federal Credit Union
Coca-Cola



Collegiate Enterprises

Columbia Construction Company
ComkEd

Commercial Resources Inc.
Community Initiatives

Concord Litho

Consolidated Brick

Consultant Jocelyn Benoit Inc.
Converge

Converse

Cooperative Benefits and Financial
Services

Coosa County Probate

Courtesy Insurance Agency

Craft Brewers Alliance (Red Hook)
C Squared Systems

CVS Pharmacy

Cytogenetics Laboratory

Data Frenzy, LLC

David Castlegrant and Associates, LLC
Deep Partners Brand Design
DePuy Spine, Inc.

Detica

Discovery Communications Group
Diversified Staffing Services
Dresser, Inc.

DryTek

Dubai Duty Free

Dunkin’ Donuts

DuPont

Durham Police Department
Duxbury Student Union

EAC

Eaglebrook Engineering and Survey
LLC

E&S Technologies
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Eastern Bank

eCoast Sales Solutions

Edgewater Technology

E Lanes

El Dorado Arts Council

Elliot Hospital

EMC

Energen

Enterprise Bank

Ernst & Young LLP

Esselte

Euro RSCG Edge

Exeter Health Resources Inc.

Exeter Hospital

Faxton-St. Luke’s Healthcare
Feldenkrais Guild of North America
FICP Meeting Planners

FICP Suppliers

Fidelity

Filias Construction/Realty

Fireye Inc.

First Data

Flint Communications

Florida Department of Transportation
Food Recruiting

For Eyes Optical

Foundation for Affordable Housing

Galveston County Small Business
Development Center

GE

Genesis Healthcare
Glendale Elementary School
Gold Canyon

Goodman Speakers Bureau
Grainger

Grand Circle Travel
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Granite Edge Consulting, LLC
Great Point Inc.

Greenberg Traurig, LLP
Griffin York and Krause
Groton Biosystems

GTECH

Hadley Media

Hampton Inn

HandsOn Central California
Hanover Insurance Group
Harper Industries, Inc.
Harris NA

Hartford Life

Harvard Pilgrim Healthcare
Harvey Building Products
Harvey Industries

Healthcare Reimbursement
Specialist, Inc.

Henry A. Petter Supply Co.
Higher IT

Hill Holiday

Hillsboro-Deering School District
Hilton Boston Logan Airport
Hopkinton Middle and High Schools
Hot Stuft Foods

HP

Hrnovations

HRVP

IBM

Industrial & Commercial Security
ING

Inland Empire Credit Union

Intel

Interactive Data Corporation
Interbank

International City/County

Management Association
Interstate Hotels
Intetics Co
Investment Consulting Group, Inc.
Investors Group
IR Strategic Advisors
Island Partners Hawaii
Jackson Lumber
Jackson Safety
J & K Sales Associates
JEBCO
JJill
Jones Soda Company
JPMorgan Chase & Co.
JV Imaging
Kaiser Permanente
Kali & Kress General Family Dentistry

KBW Financial Staffing and
Recruiting

Keynote Speakers

KHI Services, Inc.

KidsFirst

Kimochi Inc.

Kingsbury Club and Spa

KM Lawn, Pet, and House Care
Kmart

Kollsman’s

Kopco Graphics Inc.

LA DOTD Federal Credit Union
Label Impressions

Lakeview Concrete ProductsLatino
Community Association

Lake Winnipesaukee Golf Club
Leading Authorities Speakers Bureau
Le Groupe Turenne Inc.

LGInternational



LIFE (Let It Flow Enterprises)
Lightning Labels

Lilliput Children’s Services
Lilly Pharmaceuticals

Linear Technology Corporation
Littleton Regional Hospital
Logo Tech Inc.

Londonderry Police

LRG Healthcare

LTX Credence

MAG Mortgage Corporation
Majestic Insurance

Manchester High School
Manchester Union Leader
Mantec

Marriott

Martha’s Vineyard Insurance Agency
Massachusetts General Hospital
Meals on Wheels of the Salinas Valley
Meijer

Memorial High School

Mentor Graphics Corporation
Merit Resources Inc.
Metropolitan Pipe and Supply
Metso Power

MHEF Design Consultants
Microelectrodes

MIG Corporation

Miltope Group Inc.

Mirrus Systems

MIT

Modesto Parent Participation
Preschool

Monadnock Community Hospital
Monitor

Multiple Listing Service
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Mulvey Professional Association
NAES Power Contractors
Nashua YMCA

National Aeronautics and Space
Administration

National Association of Federal Credit
Unions

National Australia Bank

National Contract Management
Association

National Funeral Directors
Association

National Park Service

NBC

NECAPS LLC

Nestle Waters

New Center for Legal Advocacy

New Hampshire Higher Education
Assistance Foundation

New Morning Youth & Family Services
Newport Computer Services

Nexage Technologies USA, Inc.

N7J Civil Rights Department
Nonprofit Resource Center

North Cumberland Fire Department
Northern Trust

Northrop Grumman ES

NSTAR

Nuvasive

Office of Senator Judd Gregg
O’Hanlon Center for the Arts

OI Analytical

Oregon College of Oriental Medicine
OrthoBiologics

Osher Marin Jewish Community
Center

Owens Corning



194 = APPENDIX A

Parkinson Association of Northern

California
Parkland Medical Center
Parsons
Partners Healthcare

Peg Taylor Center for Adult Day
Health Care

People’s Place

Periscope

Pfizer Pharmaceuticals LLC
Philips

Pie Head Productions
Pinkerton Academy

Pitney Bowes

Plymouth State University
Pondera Regional Port Authority
Portsmouth Public Library
Portsmouth Regional Hospital
Preble County Council on Aging
Precision Label & Tag Inc.
Premier

Premier Clients
PricewaterhouseCoopers
Prime Revenue

Procedyne Corporation
Project Safeguard

Pulaski Chase Cooperative
Radio-Canada

Randolph Brooks Federal Credit
Union

Raytheon Co.

RBI International
Redbox Automated Retail
Reebok

Regan Technologies
RewardsNOW

Rhodia

Richmond District Neighborhood
Center

Riverside Medical Clinic Foundation

RMC

Room to Read

Royal Academy of Dance

Royal Computer

Ryder Systems

Rye Fire Department

Safeco Surety

Safe Credit Union

San Francisco Center for the Book
San Group

Sanofi-Aventis

Sapphire Technologies

Schering Plough

School District of Kettle Moraine
Secure Software

Serta Mattress Co., Inc.

Seymour Golf and Country Club
Shasta Women’s Refuge

Sheraton

Shure

Sibey Cline

Sierra Nevada Children’s Services
SJE-Rhombus Controls

SleepNet Corporation

Smith & Wesson

Social Security Administration
Software Productivity Center Inc.
Solve IT Inc

Speak Inc.

Sprinkle Home Improvement
Standard Process

Star Alliance Services



Starwood

State of Connecticut Division of
Criminal Justice

State of Minnesota

St. John’s Preparatory School
Stop & Shop

Strategic Consulting Inc.
Strategic Marketing Partners
Sun Home Health Services
Sun Microsystems

Superior Industries LLC
Suresource

Symantec

Synertel Converged Communications
Solutions

Tactical Global Management
Tailored Label Products
Talent Management Consulting

Tandem Professional Employer
Services

Tangin, LLC

Target

TargetCast TCM

Tata Consultancy Services
TBA Global

TD Ameritrade

TD Banknorth

Technology Business Research
Terra Firma (HRVP)

Teva Neuroscience

Texas Instruments Inc.

The ABR Group

The Association for Community Living

The Baptist Health Care Leadership
Institute

The Common Man
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The Higgins Group Realtors
The Staubach Company
The Watsonville Law Center
Thompson Consultants, Inc.
TIAA-CREF

Timberland

TJX Companies
TK-Holdings

Tourism Consultancy

Tower Hill Development and
Consulting

Transamerica Retirement Services
Tri-Global Solutions Group Inc.
Trinity Counseling Center

TSE Services

TTI

Tunxis Plantation

Turning Point Recovery Society (1984)
Tyco Electronics

UMASS Memorial Healthcare

Under Armour Performance

United States Environmental
Protection Agency

United States Navy

United States Pony Clubs Inc.
United Way Denver

University of New Hampshire
University of Texas

University of Wisconsin Madison
UPS

U.S. Department of Commerce
Valley Oak Children’s Services
Valpak of NH Inc

Vanguard

Verizon

Verso Paper
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VF Corporation

Vista Bay

VT Milcom

WalkAway USA
Wentworth-Douglass Hospital
Westborough MA Fire Department
Willow Glen Care Center

Wilmington High School
Wilson Research and Development

THE STUDY CONTINUES

Over the course of the study, we accumulated the world’s largest known
database of Executive Skills of high-performing individuals in business.
The study is now an ongoing study, continuing even through the writing
of this book and beyond. Organizations can contact us for information as
to how to participate (info@nfiresearch.com). We expect the database to be

Wilson Sporting Goods
Wireglass Electric Cooperative

Wisconsin Automobile & Truck
Dealers Association

WS Packaging Group, Inc.

Yard Restaurant

Yolo Community Care Continuum
Youth in Arts

Zurich North America

useful for career planning and advancement.
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The High-Performance Executive Skills Tables

Following are the tables comprising the results of the study of high-
performing individuals in business. They’re broken down by the follow-
ing categories:

Top Six Industries

Executive Skills by Department: Top 10 Departments
Job Function/Title

Employees vs. Managers vs. Executives

Males vs. Females

Profit vs. Nonprofit

Healthcare: Clinical vs. Nonclinical

Using knowledge of your own Executive Skills strengths, you can scan
the entire list to see where your strengths are found in high performers by
industry, department, and title. The chapters in this book include only the
leading three strengths and weaknesses of high performers. The tables
include all 12 skills, sorted first by commonly found strengths and then by
commonly found weaknesses.

If you are a manager, you also can use the tables to see the characteris-
tics of high performers in industries or departments like yours. You then can
determine if your high performers have the same strengths, and if they do,
you will know what characteristic to look for in future hires or promotions.
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Top Six Industries

FINANCIAL/INSURANCE/REAL ESTATE
LEADING HIGHS

Metacognition .................... 34%
Goal-Directed Persistence. .......... 34%
Working Memory ................. 32%
Organization ..................... 32%
Flexibility ... 30%
Planning/Prioritization............. 28%
Stress Tolerance . .................. 23%
Response Inhibition ............... 23%
Emotional Control ................ 19%
Task Initiation .................... 18%
Sustained Attention................ 16%
Time Management ................ 12%
LEADING LOWS

Task Initiation .................... 43%
Emotional Control ................ 39%
Organization ..................... 34%
Response Inhibition ............... 31%
Stress Tolerance . .................. 29%
Time Management ................ 29%
Sustained Attention................ 26%
Flexibility ...t 18%
Working Memory ................. 14%
Goal-Directed Persistence. .......... 13%
Metacognition .................... 12%
Planning/Prioritization............. 11%

HEALTHCARE/MEDICAL/DENTAL
LEADING HIGHS

Working Memory ................. 37%
Organization ..................... 36%
Planning/Prioritization. ............ 35%
Response Inhibition ............... 26%
Flexibility ...t 23%
Metacognition ..............ooon. 23%
Task Initiation .................... 22%
Goal-Directed Persistence. .......... 22%
Emotional Control ................ 21%

Time Management ................ 21%
Sustained Attention................ 20%
Stress Tolerance ................... 15%
LEADING LOWS

Stress Tolerance ................... 40%
Emotional Control ................ 38%
Task Initiation .................... 38%
Time Management ................ 26%
Response Inhibition ............... 25%
Flexibility ............ ...t 24%
Organization ..................... 23%
Sustained Attention................ 22%
Goal-Directed Persistence........... 21%
Metacognition .................... 19%
Working Memory ................. 13%
Planning/Prioritization............. 10%
MANUFACTURING

LEADING HIGHS

Metacognition ................... 36%
Planning/Prioritization............. 33%
Organization ..................... 31%
Flexibility ...............oooiit 31%
Working Memory ................. 29%
Goal-Directed Persistence. .......... 28%
Emotional Control ................ 27%
Response Inhibition ............... 22%
Stress Tolerance ................... 21%
Task Initiation .................... 16%
Sustained Attention................ 15%
Time Management ................ 11%
LEADING LOWS

Task Initiation .................... 42%
Time Management ................ 40%
Emotional Control ................ 37%
Organization ..................... 37%
Stress Tolerance ................... 31%
Response Inhibition ............... 26%
Sustained Attention................ 23%

Working Memory ................. 18%



Goal-Directed Persistence. .......... 16%
Flexibility ...............oooiiit 15%
Metacognition ..................... 9%
Planning/Prioritization.............. 6%
NONPROFIT/CHARITY

LEADING HIGHS

Working Memory ................. 39%
Organization ..................... 33%
Goal-Directed Persistence. .......... 31%
Planning/Prioritization. ............ 30%
Metacognition .................... 29%
Flexibility ... 27%
Emotional Control ................ 25%
Response Inhibition ............... 23%
Stress Tolerance . .................. 20%
Sustained Attention. ............... 18%
Task Initiation .................... 13%
Time Management ................ 11%
LEADING LOWS

Task Initiation .................... 38%
Stress Tolerance . .................. 37%
Organization ..................... 33%
Sustained Attention................ 33%
Emotional Control ................ 32%
Time Management ................ 32%
Response Inhibition ............... 28%
Flexibility ................oooiit 24%
Goal-Directed Persistence. .......... 15%
Metacognition .................... 10%
Planning/Prioritization.............. 9%
Working Memory .................. 9%
TECHNOLOGY

LEADING HIGHS
Planning/Prioritization............. 39%
Working Memory ................. 33%
Organization ...............ooon. 32%
Flexibility .................ooot 31%

Goal-Directed Persistence. .......... 30%
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Metacognition .............oooon. 29%
Stress Tolerance ................... 23%
Sustained Attention................ 21%
Response Inhibition ............... 19%
Emotional Control ................ 15%
Task Initiation .................... 14%
Time Management ................ 13%
LEADING LOWS

Task Initiation .................... 52%
Emotional Control ................ 38%
Time Management ................ 31%
Organization ..................... 30%
Response Inhibition ............... 28%
Stress Tolerance ................... 27%
Sustained Attention................ 24%
Metacognition .................... 19%
Flexibility ...............oooiit 18%
Goal-Directed Persistence........... 13%
Working Memory ................. 12%
Planning/Prioritization. ............. 9%
EDUCATION
SVC./UNIVERSITY/COLLEGE
LEADING HIGHS

Metacognition .................... 31%
Planning/Prioritization............. 30%
Organization ..................... 30%
Flexibility ...t 29%
Emotional Control ................ 27%
Response Inhibition ............... 26%
Goal-Directed Persistence........... 25%
Working Memory ................. 23%
Stress Tolerance ................... 23%
Sustained Attention................ 21%
Task Initiation .................... 20%
Time Management ................ 15%
LEADING LOWS

Task Initiation .................... 49%
Time Management ................ 36%
Stress Tolerance ................... 35%
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Organization ..................... 32%
Response Inhibition ............... 29%
Emotional Control ................ 28%
Sustained Attention. ............... 24%
Goal-Directed Persistence. .......... 21%
Flexibility ...t 17%
Working Memory ................. 11%
Metacognition ..................... 8%
Planning/Prioritization.............. 8%

Executive Skills by Department:

Top 10 Departments

GENERAL MANAGEMENT

LEADING HIGHS

Metacognition ................n. 38%
Planning/Prioritization............. 35%
Working Memory ................. 35%
Goal-Directed Persistence. .......... 35%
Organization ..................... 31%
Flexibility ...t 29%
Emotional Control ................ 22%
Stress Tolerance . .................. 22%
Response Inhibition ............... 22%
Sustained Attention................ 12%
Time Management ................ 11%
Task Initiation ..................... 9%
LEADING LOWS

Task Initiation .................... 49%
Time Management ................ 37%
Emotional Control ................ 36%
Response Inhibition ............... 32%
Sustained Attention................ 32%
Organization ..................... 32%
Stress Tolerance . .................. 26%
Flexibility .................oooie. 17%
Working Memory ................. 12%
Metacognition ..., 9%
Planning/Prioritization.............. 9%

Goal-Directed Persistence............ 8%

OPERATIONS

LEADING HIGHS

Planning/Prioritization. ............ 36%
Metacognition .................... 32%
Flexibility ... 31%
Working Memory ................. 30%
Organization ..................... 30%
Goal-Directed Persistence. .......... 28%
Stress Tolerance . .................. 25%
Response Inhibition ............... 23%
Emotional Control ................ 20%
Sustained Attention................ 17%
Task Initiation .................... 16%
Time Management ................ 12%
LEADING LOWS

Task Initiation .................... 43%
Emotional Control ................ 38%
Organization ..................... 35%
Time Management ................ 33%
Response Inhibition ............... 32%
Stress Tolerance . .................. 30%
Sustained Attention. ............... 26%
Flexibility ...t 18%
Working Memory ................. 16%
Goal-Directed Persistence. .......... 13%
Metacognition ............o.uuunn.. 9%
Planning/Prioritization.............. 7%
SALES

LEADING HIGHS

Working Memory ................. 42%
Goal-Directed Persistence. .......... 35%
Planning/Prioritization. ............ 30%
Flexibility ...t 30%
Metacognition ................... 30%
Organization ..............ooovn. 28%
Stress Tolerance . .................. 23%
Response Inhibition ............... 22%
Sustained Attention................ 19%
Emotional Control ................ 18%



Task Initiation .................... 14%
Time Management ................ 10%
LEADING LOWS

Task Initiation .................... 51%
Organization ..................... 38%
Emotional Control ................ 38%
Time Management ................ 32%
Response Inhibition ............... 29%
Stress Tolerance . .................. 24%
Sustained Attention................ 24%
Flexibility ...t 18%
Goal-Directed Persistence. .......... 13%
Metacognition .................... 11%
Working Memory ................. 11%
Planning/Prioritization............. 10%
SYSTEMS/IT

LEADING HIGHS
Planning/Prioritization............. 35%
Metacognition .................... 34%
Working Memory ................. 29%
Flexibility ...t 29%
Response Inhibition ............... 26%
Organization ................ooo.. 26%
Stress Tolerance . .................. 24%
Emotional Control ................ 23%
Goal-Directed Persistence. .......... 23%
Sustained Attention................ 20%
Task Initiation .................... 16%
Time Management ................ 14%
LEADING LOWS

Task Initiation .................... 44%
Stress Tolerance . .................. 38%
Time Management ................ 38%
Emotional Control ................ 32%
Response Inhibition ............... 29%
Organization ..................... 26%
Flexibility ...............ooooiiie. 24%
Sustained Attention................ 22%

Goal-Directed Persistence. .......... 16%

APPENDIX B = 201

Working Memory ................. 13%
Metacognition ................... 12%
Planning/Prioritization.............. 5%

ADVERTISING/MARKETING/
PROMOTION

LEADING HIGHS

Metacognition .................... 38%
Working Memory ................. 37%
Flexibility . ...t 33%
Planning/Prioritization. ............ 32%
Organization ..................... 31%
Goal-Directed Persistence. .......... 30%
Stress Tolerance . .................. 22%
Response Inhibition ............... 21%
Task Initiation .................... 16%
Emotional Control ................ 15%
Sustained Attention. ............... 12%
Time Management ................ 12%
LEADING LOWS

Task Initiation .................... 47%
Emotional Control ................ 41%
Organization ..................... 36%
Response Inhibition ............... 32%
Time Management ................ 29%
Stress Tolerance . .................. 27%
Sustained Attention................ 25%
Flexibility ... 16%
Working Memory ................. 14%
Metacognition .................... 12%
Goal-Directed Persistence. .......... 12%
Planning/Prioritization.............. 8%
CLINICAL

LEADING HIGHS

Organization ..................... 39%
Planning/Prioritization............. 34%
Task Initiation .................... 29%
Working Memory ................. 29%
Response Inhibition ............... 26%
Sustained Attention................ 23%
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Goal-Directed Persistence........... 23%
Emotional Control ................ 22%
Time Management ................ 21%
Flexibility ...t 21%
Metacognition .................... 19%
Stress Tolerance ................... 14%
LEADING LOWS

Stress Tolerance ................... 44%
Emotional Control ................ 39%
Goal-Directed Persistence........... 29%
Task Initiation .................... 28%
Flexibility ...t 25%
Response Inhibition ............... 24%
Organization ................ooo.. 23%
Time Management ................ 23%
Metacognition .................... 21%
Sustained Attention................ 19%
Working Memory ................. 16%
Planning/Prioritization.............. 8%
ADMINISTRATIVE

LEADING HIGHS

Organization ..................... 37%
Flexibility ...............oooiiit 35%
Working Memory ................. 32%
Response Inhibition ............... 26%
Task Initiation .................... 25%
Metacognition ..............ooon. 25%
Emotional Control ................ 23%
Planning/Prioritization............. 23%
Sustained Attention................ 21%
Stress Tolerance ................... 19%
Goal-Directed Persistence........... 17%
Time Management ................ 17%
LEADING LOWS

Stress Tolerance ................... 39%
Emotional Control ................ 35%
Task Initiation .................... 32%
Organization ..................... 31%

Response Inhibition ............... 31%

Time Management ................ 28%
Sustained Attention................ 21%
Goal-Directed Persistence. .......... 21%
Metacognition .................... 20%
Flexibility ...t 17%
Working Memory ................. 13%
Planning/Prioritization............. 11%

CUSTOMER SERVICE

LEADING HIGHS

Organization ...............oovn. 35%
Flexibility ...t 34%
Planning/Prioritization............. 29%
Working Memory ................. 27%
Task Initiation .................... 25%
Time Management ................ 25%
Response Inhibition ............... 23%
Metacognition .............ooon. 23%
Emotional Control ................ 22%
Sustained Attention................ 22%
Goal-Directed Persistence. .......... 18%
Stress Tolerance . .................. 18%
LEADING LOWS

Stress Tolerance . .................. 39%
Task Initiation .................... 34%
Time Management ................ 34%
Emotional Control ................ 31%
Organization ..................... 28%
Goal-Directed Persistence. .......... 25%
Response Inhibition ............... 24%
Working Memory ................. 23%
Metacognition ................... 18%
Flexibility ..ot 16%
Sustained Attention................ 16%
Planning/Prioritization............. 14%
FINANCE

LEADING HIGHS

Working Memory ................. 42%
Organization ..................... 31%
Flexibility ...t 31%



Planning/Prioritization............. 29%
Response Inhibition ............... 28%
Emotional Control ................ 26%
Goal-Directed Persistence........... 25%
Metacognition .................... 22%
Sustained Attention................ 20%
Stress Tolerance ................... 20%
Task Initiation .................... 17%
Time Management ................. 9%
LEADING LOWS

Task Initiation .................... 45%
Organization ..................... 39%
Emotional Control ................ 39%
Response Inhibition ............... 32%
Time Management ................ 30%
Stress Tolerance ................... 29%
Sustained Attention................ 22%
Goal-Directed Persistence........... 17%
Metacognition .................... 15%
Working Memory ................. 13%
Planning/Prioritization............. 10%
Flexibility ...t 9%
ACCOUNTING

LEADING HIGHS

Organization ...............ooon. 47%
Planning/Prioritization............. 40%
Working Memory ................. 37%
Goal-Directed Persistence........... 27%
Metacognition .................... 23%
Response Inhibition ............... 22%
Sustained Attention................ 21%
Flexibility ............ ...t 21%
Task Initiation .................... 19%
Emotional Control ................ 16%
Time Management ................ 16%
Stress Tolerance ................... 10%
LEADING LOWS

Stress Tolerance ................... 51%

Emotional Control ................ 37%
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Task Initiation .................... 37%
Time Management ................ 37%
Response Inhibition ............... 26%
Flexibility ...t 23%
Sustained Attention................ 20%
Goal-Directed Persistence. .......... 19%
Metacognition .................... 19%
Organization ..................... 14%
Working Memory ................. 11%
Planning/Prioritization.............. 7%

Job Function/Title

CHAIRMAN/OWNER/PARTNERS
LEADING HIGHS

Metacognition ................o.. 44%
Working Memory ................. 34%
Flexibility ................ooit 34%
Response Inhibition ............... 31%
Planning/Prioritization. ............ 29%
Goal-Directed Persistence. .......... 27%
Emotional Control ................ 26%
Organization ................ooo.. 23%
Sustained Attention................ 16%
Stress Tolerance . .................. 16%
Time Management ................ 13%
Task Initiation ..................... 8%
LEADING LOWS

Task Initiation .................... 53%
Sustained Attention................ 35%
Emotional Control ................ 34%
Organization ..................... 29%
Response Inhibition ............... 27%
Time Management ................ 27%
Stress Tolerance . .................. 21%
Working Memory ................. 18%
Planning/Prioritization. ............ 16%
Flexibility ...t 15%
Metacognition .................... 13%
Goal-Directed Persistence. .......... 11%
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CEO

LEADING HIGHS

Goal-Directed Persistence. .......... 43%
Working Memory ................. 39%
Planning/Prioritization............. 34%
Flexibility ..ot 31%
Metacognition .................... 31%
Stress Tolerance . .................. 30%
Organization ..................... 28%
Emotional Control ................ 17%
Task Initiation .................... 16%
Response Inhibition ............... 14%
Time Management ................ 10%
Sustained Attention................. 9%
LEADING LOWS

Task Initiation .................... 51%
Response Inhibition ............... 40%
Time Management ................ 39%
Emotional Control ................ 37%
Sustained Attention................ 37%
Organization ..................... 31%
Stress Tolerance . .................. 22%
Flexibility ...t 17%
Working Memory ................. 12%
Metacognition ............cuuunn.. 8%
Goal-Directed Persistence. ........... 6%
Planning/Prioritization.............. 3%
CFO

LEADING HIGHS

Goal-Directed Persistence. .......... 45%
Working Memory ................. 41%
Planning/Prioritization............. 39%
Organization ..................... 31%
Metacognition .................... 29%
Response Inhibition ............... 24%
Flexibility ...t 24%
Stress Tolerance . .................. 20%
Sustained Attention................ 18%
Emotional Control ................ 16%

Task Initiation .................... 12%
Time Management ................. 0%
LEADING LOWS

Time Management ................ 47%
Task Initiation .................... 43%
Emotional Control ................ 39%
Response Inhibition ............... 31%
Organization ..................... 31%
Sustained Attention................ 22%
Stress Tolerance . .................. 22%
Goal-Directed Persistence. .......... 18%
Flexibility ...t 18%
Metacognition .................... 12%
Working Memory .................. 8%
Planning/Prioritization.............. 8%
EVP/SVP

LEADING HIGHS
Planning/Prioritization............. 38%
Metacognition ..............o..n. 36%
Working Memory ................. 35%
Stress Tolerance . .................. 34%
Flexibility ..............ooooiiiit 33%
Goal-Directed Persistence. .......... 27%
Emotional Control ................ 20%
Organization ..............ooovn. 20%
Response Inhibition ............... 19%
Sustained Attention................ 17%
Task Initiation .................... 13%
Time Management ................ 10%
LEADING LOWS

Task Initiation .................... 49%
Organization ..................... 43%
Response Inhibition ............... 41%
Emotional Control ................ 33%
Sustained Attention................ 31%
Time Management ................ 27%
Stress Tolerance . .................. 18%
Working Memory ................. 16%

Planning/Prioritization............. 12%



Flexibility ..............ooooiiiit. 12%
Goal-Directed Persistence. .......... 10%
Metacognition ..................... 7%
DIRECTORS

LEADING HIGHS

Working Memory ................. 35%
Goal-Directed Persistence. .......... 35%
Metacognition .................... 34%
Planning/Prioritization............. 31%
Flexibility ...t 31%
Organization ................ooo.. 25%
Stress Tolerance . .................. 25%
Response Inhibition ............... 24%
Emotional Control ................ 24%
Sustained Attention................ 15%
Task Initiation .................... 13%
Time Management ................. 8%
LEADING LOWS

Task Initiation .................... 51%
Time Management ................ 39%
Organization ..................... 38%
Emotional Control ................ 31%
Sustained Attention. ............... 27%
Stress Tolerance . .................. 27%
Response Inhibition ............... 27%
Flexibility ...t 18%
Working Memory ................. 14%
Planning/Prioritization.............. 9%
Metacognition ..................... 9%
Goal-Directed Persistence. ........... 9%
MANAGERS

LEADING HIGHS
Planning/Prioritization............. 33%
Organization ..............coovn. 32%
Metacognition .................... 32%
Flexibility ...............oooiiit 32%
Working Memory ................. 30%
Goal-Directed Persistence. .......... 26%

Response Inhibition ............... 25%

APPENDIX B = 205

Emotional Control ................ 21%
Stress Tolerance . .................. 20%
Sustained Attention................ 17%
Task Initiation .................... 16%
Time Management ................ 15%
LEADING LOWS

Task Initiation .................... 42%
Emotional Control ................ 38%
Stress Tolerance . .................. 33%
Organization ..................... 32%
Time Management ................ 31%
Response Inhibition ............... 30%
Sustained Attention................ 23%
Flexibility ...t 19%
Working Memory ................. 15%
Goal-Directed Persistence. .......... 14%
Metacognition .................... 13%
Planning/Prioritization.............. 8%
EMPLOYEES

LEADING HIGHS

Organization ..............cooon. 38%
Working Memory ................. 34%
Planning/Prioritization............. 28%
Metacognition .................... 27%
Response Inhibition ............... 26%
Flexibility ..........ooooiiiiin. 24%
Task Initiation .................... 23%
Sustained Attention................ 22%
Time Management ................ 22%
Emotional Control ................ 20%
Goal-Directed Persistence. .......... 19%
Stress Tolerance . .................. 18%
LEADING LOWS

Stress Tolerance . .................. 44%
Emotional Control ................ 39%
Task Initiation .................... 36%
Organization ..................... 28%
Time Management ................ 24%
Response Inhibition ............... 23%
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Flexibility ......... ...t 23%
Goal-Directed Persistence........... 22%
Metacognition .................... 18%
Sustained Attention................ 17%
Working Memory ................. 15%
Planning/Prioritization............. 10%
CONSULTANTS

LEADING HIGHS

Working Memory ................. 41%
Planning/Prioritization............. 35%
Organization ..................... 31%
Emotional Control ................ 30%
Goal-Directed Persistence........... 30%
Sustained Attention................ 24%
Response Inhibition ............... 22%
Flexibility ......... ... it 22%
Stress Tolerance ................... 20%

Task Initiation .................... 19%
Metacognition .................... 19%
Time Management ................. 7%
LEADING LOWS

Emotional Control ................ 48%
Task Initiation .................... 37%
Response Inhibition ............... 33%
Stress Tolerance . .................. 33%
Time Management ................ 31%
Organization ..................... 28%
Flexibility ...t 24%
Sustained Attention................ 17%
Working Memory ................. 13%
Planning/Prioritization............. 13%
Goal-Directed Persistence. .......... 11%
Metacognition .................... 11%

Employees vs. Managers vs. Executives

EXECUTIVE SKILLS STRENGTHS

EMPLOYEE

MANAGER

DIRECTOR EVP/SVP C TITLE

Response Inhibition

Working Memory X

X X X

Emotional Control

Sustained Attention

Task Initiation

Planning/Prioritization X

Organization X

Time Management

Goal-Directed Persistence

Flexibility

Metacognition

Stress Tolerance

EXECUTIVE SKILLS WEAKNESSES

EMPLOYEE

MANAGER

DIRECTOR EVP/SVP CTITLE

Response Inhibition

X

Working Memory

Emotional Control X

Sustained Attention

Task Initiation X

Planning/Prioritization
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Organization X X
Time Management X X
Goal-Directed Persistence
Flexibility
Metacognition
Stress Tolerance X X
SALES EMPLOYEES VS. SALES Planning/Prioritization............. 34%
MANAGERS VS. SALES EXECUTIVES Organization ..................... 32%
Sales Employees Flexibility . ..., 27%
LEADING HIGHS Metacognition .................... 27%
Working Memory ................. 41%  Response Inhibition ............... 21%
Metacognition .................... 36%  Emotional Control ................ 20%
Flexibility ............ ...t 34%  Stress Tolerance ................... 20%
Planning/Prioritization. ............ 33%  Sustained Attention................ 17%
Organization ..................... 26%  Task Initiation .................... 17%
Goal-Directed Persistence. .......... 26%  Time Management ................. 6%
Stress Tolerance . .................. 24% LEADING LOWS
Response Inhibition .............. 23% Task Initiation .................... 43%
Emotional Control . ... 16% Emotional Control ................ 40%
Sustained Attention................ 16% Organization ... o\vvoveeen. .. 370%
Task Initiation .................... 15% Response Inhibition .. ............. 350%
Time Management ... 14% Time Management ................ 34%
LEADING LOWS Stress Tolerance . .................. 24%
Task Initiation .................... 53%  Sustained Attention................ 22%
Emotional Control ................ 41%  Flexibility ............. ... L. 20%
Organization ..................... 40%  Metacognition .................... 16%
Response Inhibition ............... 30%  Goal-Directed Persistence........... 11%
Time Management ................ 26%  Planning/Prioritization............. 11%
Stress Tolerance . .................. 23%  Working Memory .................. 8%
Sustained Attention. ............... 23%
Goal-Directed Persistence. .......... 18% Sales Executives
Flexibility . .....ooooeeeeieeeiin. 16% LEADING HIGHS
Metacognition .................... 149 ~ Working Memory ................. 44%
Working Memory ................. 11%  Goal-Directed Persistence. .......... 43%
Planning/Prioritization. ............ 109%  Flexibility ... 29%
Metacognition .................... 27%
Sales Managers Stress Tolerance . .................. 27%
LEADING HIGHS Sustained Attention. ............... 25%
Working Memory ................. 41%  Planning/Prioritization............. 25%
Goal-Directed Persistence. .......... 37%  Organization ..................... 25%
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Response Inhibition
Emotional Control

Task Initiation

Time Management

LEADING LOWS
Task Initiation ....................
Organization

Time Management
Emotional Control ................
Stress Tolerance ...................
Sustained Attention................
Response Inhibition ...............
Flexibility ................oo it
Working Memory .................
Planning/Prioritization.............
Goal-Directed Persistence...........

Metacognition ....................

SYSTEMS/IT EMPLOYEES VS.
SYSTEMS/IT MANAGERS VS.
SYSTEMS/IT EXECUTIVES
Systems/IT Employees
LEADING HIGHS

Metacognition ................on.
Working Memory .................
Planning/Prioritization.............
Organization .....................
Response Inhibition
Flexibility ...,
Sustained Attention. ...............

Task Initiation

Time Management ................
Goal-Directed Persistence. ..........
Emotional Control

Stress Tolerance ...................

LEADING LOWS

Stress Tolerance ...................
Task Initiation
Flexibility ...t

Emotional Control

Time Management ................ 23%
Organization ..............ooovn. 19%
Goal-Directed Persistence. .......... 18%
Response Inhibition ............... 15%
Metacognition .................... 11%
Sustained Attention................. 9%
Working Memory .................. 8%
Planning/Prioritization.............. 4%
Systems/IT Managers

LEADING HIGHS
Planning/Prioritization............. 20%
Response Inhibition ............... 17%
Flexibility .................ooot 15%
Metacognition .................... 15%
Emotional Control ................ 14%
Organization ..................... 13%
Stress Tolerance . .................. 12%
Working Memory .................. 9%
Goal-Directed Persistence. ........... 9%
Time Management ................. 8%
Task Initiation ..................... 7%
Sustained Attention................. 7%
LEADING LOWS

Stress Tolerance . .................. 21%
Task Initiation .................... 20%
Time Management ................ 18%
Emotional Control ................ 16%
Response Inhibition ............... 15%
Organization ..................... 12%
Working Memory .................. 9%
Sustained Attention................. 9%
Flexibility ...t 8%
Goal-Directed Persistence. ........... 7%
Metacognition ..................... 5%
Planning/Prioritization.............. 4%
Systems/IT Executives

LEADING HIGHS

Metacognition .................... 28%
Stress Tolerance . .................. 27%



Working Memory ................. 24%
Goal-Directed Persistence. .......... 21%
Flexibility ..............ooooiiiit 21%
Planning/Prioritization. ............ 20%
Emotional Control ................ 19%
Organization ..................... 17%
Response Inhibition ................ 9%
Sustained Attention................. 8%
Task Initiation ..................... 8%
Time Management ................. 5%
LEADING LOWS

Task Initiation .................... 39%
Time Management ................ 32%
Sustained Attention................ 24%
Response Inhibition ............... 23%
Emotional Control ................ 19%
Organization ..............ooovn. 17%
Stress Tolerance . .................. 16%
Flexibility ...............oooiiit 16%
Working Memory .................. 8%
Goal-Directed Persistence. ........... 7%
Metacognition .........oovvvnnn.... 5%
Planning/Prioritization.............. 3%
OPERATIONS EMPLOYEES VS.
OPERATIONS MANAGERS VS.
OPERATIONS EXECUTIVES
Operations Employees

LEADING HIGHS

Organization ...............ooon. 29%
Metacognition .................... 28%
Sustained Attention................ 26%
Stress Tolerance . .................. 24%
Task Initiation .................... 24%
Flexibility ...t 24%
Response Inhibition ............... 24%
Working Memory ................. 24%
Emotional Control ................ 22%
Planning/Prioritization. ............ 22%
Time Management ................ 17%
Goal-Directed Persistence. .......... 14%
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LEADING LOWS

Stress Tolerance ................... 41%
Organization ..................... 38%
Emotional Control ................ 38%
Task Initiation .................... 31%
Time Management ................ 31%
Flexibility ...t 26%
Response Inhibition ............... 19%
Sustained Attention................ 17%
Working Memory ................. 16%
Planning/Prioritization.............. 9%
Goal-Directed Persistence............ 9%
Metacognition ..................... 5%
Operations Managers

LEADING HIGHS

Flexibility ...t 37%
Planning/Prioritization............. 36%
Organization .................o.... 31%
Metacognition ..............oon. 31%
Working Memory ................. 30%
Goal-Directed Persistence........... 27%
Stress Tolerance ................... 23%
Response Inhibition ............... 21%
Sustained Attention................ 19%
Emotional Control ................ 19%
Task Initiation .................... 17%
Time Management ................. 9%
LEADING LOWS

Emotional Control ................ 41%
Task Initiation .................... 40%
Response Inhibition ............... 39%
Organization ..................... 35%
Time Management ................ 35%
Stress Tolerance ................... 27%
Sustained Attention................ 24%
Flexibility ...t 16%
Working Memory ................. 15%
Goal-Directed Persistence........... 14%
Metacognition .................... 11%

Planning/Prioritization.............. 4%
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Operations Executives

LEADING HIGHS

Planning/Prioritization. ............ 40%
Goal-Directed Persistence. . ......... 39%
Metacognition ........... ... 34%
Stress Tolerance . .................. 32%
Flexibility ............ ...t 29%
Working Memory ................. 28%
Response Inhibition ............... 27%
Organization ..................... 21%
Emotional Control ................ 20%
Task Initiation .................... 11%
Time Management ................ 10%
Sustained Attention................. 9%
LEADING LOWS

Task Initiation .................... 61%
Organization ..................... 35%
Time Management ................ 35%
Response Inhibition ............... 30%
Sustained Attention................ 30%
Emotional Control ................ 29%
Stress Tolerance . .................. 23%
Working Memory ................. 20%
Flexibility ...t 12%
Goal-Directed Persistence. .......... 10%
Planning/Prioritization.............. 9%
Metacognition ............ouuunn.. 6%

ADMINISTRATIVE EMPLOYEES VS.
ADMINISTRATIVE MANAGERS VS.
ADMINISTRATIVE EXECUTIVES

Administrative Employees

LEADING HIGHS

Organization ..................... 62%
Working Memory ................. 30%
Response Inhibition ............... 27%
Task Initiation .................... 27%
Flexibility ..ot 27%
Emotional Control ................ 24%
Sustained Attention................ 24%
Time Management ................ 22%

Metacognition ...............on. 22%
Planning/Prioritization............. 14%
Stress Tolerance . .................. 14%
Goal-Directed Persistence............ 8%
LEADING LOWS

Stress Tolerance . .................. 62%
Emotional Control ................ 43%
Metacognition .................... 32%
Response Inhibition ............... 30%
Goal-Directed Persistence. .......... 27%
Task Initiation .................... 24%
Time Management ................ 22%
Organization ..................... 16%
Working Memory ................. 16%
Flexibility ...t 11%
Planning/Prioritization............. 11%
Sustained Attention................. 8%

Administrative Managers

LEADING HIGHS

Organization ..................... 42%
Flexibility .................ooot 35%
Working Memory ................. 29%
Task Initiation .................... 29%
Sustained Attention. ............... 26%
Time Management ................ 26%
Stress Tolerance . .................. 26%
Emotional Control ................ 23%
Response Inhibition ............... 19%
Metacognition .................... 19%
Planning/Prioritization............. 16%
Goal-Directed Persistence. .......... 13%
LEADING LOWS

Organization ..................... 35%
Stress Tolerance . .................. 32%
Response Inhibition ............... 32%
Goal-Directed Persistence. .......... 32%
Emotional Control ................ 29%
Working Memory ................. 26%
Flexibility ................oooiit 23%

Metacognition .................... 23%



Task Initiation .................... 19%
Time Management ................ 16%
Planning/Prioritization. ............ 16%
Sustained Attention................ 13%

Administrative Executives

LEADING HIGHS

Flexibility .............. ..o it 45%
Working Memory ................. 43%
Planning/Prioritization............. 33%
Response Inhibition ............... 30%
Metacognition .................... 28%
Goal-Directed Persistence. . ......... 25%
Sustained Attention. ............... 23%
Emotional Control ................ 18%
Stress Tolerance . .................. 18%
Task Initiation .................... 15%
Organization ..................... 13%
Time Management ................ 13%
LEADING LOWS

Task Initiation .................... 50%
Time Management ................ 40%
Sustained Attention................ 35%
Organization .................o.o.. 35%
Emotional Control ................ 30%
Response Inhibition ............... 28%
Stress Tolerance . .................. 23%
Flexibility ...t 20%
Metacognition .................... 15%
Goal-Directed Persistence. .......... 13%
Planning/Prioritization.............. 8%
Working Memory .................. 5%

CUSTOMER SERVICE EMPLOYEES
VS. CUSTOMER SERVICE
MANAGERS

Customer Service Employees
LEADING HIGHS

Organization ..................... 38%
Working Memory ................. 30%
Time Management ................ 30%
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Task Initiation .................... 28%
Flexibility .................ooot 28%
Sustained Attention................ 27%
Planning/Prioritization. ............ 23%
Metacognition .................... 23%
Response Inhibition ............... 22%
Emotional Control ................ 22%
Goal-Directed Persistence........... 15%
Stress Tolerance ................... 15%
LEADING LOWS

Stress Tolerance ................... 53%
Emotional Control ................ 37%
Organization ..................... 27%
Goal-Directed Persistence........... 27%
Time Management ................ 25%
Task Initiation .................... 22%
Response Inhibition ............... 22%
Working Memory ................. 20%
Flexibility ..........coooiiiiia... 20%
Metacognition .................... 20%
Planning/Prioritization............. 18%
Sustained Attention................ 10%

Customer Service Managers

LEADING HIGHS

Planning/Prioritization. ............ 47%
Flexibility ...t 38%
Response Inhibition ............... 32%
Working Memory ................. 26%
Organization ..................... 26%
Metacognition .................... 26%
Emotional Control ................ 24%
Time Management ................ 24%
Sustained Attention. ............... 21%
Task Initiation .................... 15%
Stress Tolerance . .................. 12%
Goal-Directed Persistence............ 9%
LEADING LOWS

Task Initiation .................... 44%
Organization ..................... 32%
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Stress Tolerance . .................. 32%
Working Memory ................. 29%
Time Management ................ 29%
Emotional Control ................ 26%
Sustained Attention................ 26%
Response Inhibition ............... 24%
Goal-Directed Persistence. .......... 21%
Metacognition .................... 18%
Flexibility ...t 12%
Planning/Prioritization.............. 6%

Males vs. Females

MALES

LEADING HIGHS

Metacognition ................n. 35%
Planning/Prioritization............. 33%
Working Memory ................. 31%
Goal-Directed Persistence. .......... 31%
Flexibility ...t 31%
Organization ..............ooovun. 26%
Stress Tolerance . .................. 25%
Emotional Control ................ 24%
Response Inhibition ............... 24%
Sustained Attention................ 15%
Task Initiation .................... 14%
Time Management ................ 12%
LEADING LOWS

Task Initiation .................... 46%
Organization ..................... 38%
Emotional Control ................ 34%
Time Management ................ 33%
Response Inhibition ............... 32%
Stress Tolerance . .................. 26%
Sustained Attention................ 25%
Flexibility ... 17%
Working Memory ................. 16%
Goal-Directed Persistence. .......... 12%
Metacognition .................... 12%

Planning/Prioritization.............. 9%

FEMALES

LEADING HIGHS

Organization ..................... 38%
Working Memory ................. 37%
Planning/Prioritization............. 31%
Flexibility ................ooiit 28%
Metacognition .................... 27%
Goal-Directed Persistence. .......... 24%
Response Inhibition ............... 22%
Task Initiation .................... 20%
Sustained Attention................ 20%
Emotional Control ................ 18%
Stress Tolerance . .................. 17%
Time Management ................ 17%
LEADING LOWS

Emotional Control ................ 41%
Stress Tolerance . .................. 41%
Task Initiation .................... 39%
Time Management ................ 29%
Response Inhibition ............... 27%
Organization .............coovvn. 26%
Sustained Attention................ 23%
Flexibility ...t 21%
Goal-Directed Persistence. .......... 19%
Metacognition ............. ... 14%
Working Memory ................. 12%
Planning/Prioritization.............. 9%

Profit vs. Nonprofit

PROFIT

LEADING HIGHS

Working Memory ................. 33%
Planning/Prioritization. ............ 32%
Organization .................o.... 32%
Metacognition ..............ooon. 31%
Flexibility ...............cooiit 29%
Goal-Directed Persistence. .......... 27%
Response Inhibition ............... 24%
Stress Tolerance . .................. 21%



Emotional Control ................ 21%
Sustained Attention................ 18%
Task Initiation .................... 17%
Time Management ................ 15%
LEADING LOWS

Task Initiation .................... 43%
Emotional Control ................ 37%
Stress Tolerance ................... 33%
Organization ..................... 32%
Time Management ................ 32%
Response Inhibition ............... 29%
Sustained Attention................ 23%
Flexibility . ...t 19%
Goal-Directed Persistence........... 15%
Working Memory ................. 15%
Metacognition ................o.o.. 13%
Planning/Prioritization.............. 9%
NONPROFIT

LEADING HIGHS

Working Memory ................. 39%
Organization ..................... 33%
Goal-Directed Persistence. .......... 31%
Planning/Prioritization............. 31%
Metacognition ..............ooon. 29%
Flexibility ............ ...t 28%
Emotional Control ................ 25%
Response Inhibition ............... 23%
Stress Tolerance ................... 20%
Sustained Attention................ 18%
Task Initiation .................... 12%
Time Management ................ 10%
LEADING LOWS

Task Initiation .................... 39%
Stress Tolerance ................... 37%
Organization ..................... 33%
Sustained Attention................ 33%
Emotional Control ................ 32%
Time Management ................ 32%

Response Inhibition ............... 28%
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Flexibility ... 23%
Goal-Directed Persistence. .......... 15%
Metacognition .................... 10%
Planning/Prioritization.............. 9%
Working Memory .................. 9%

Profit vs. Nonprofit
(Excluding CEOs)

PROFIT

LEADING HIGHS

Working Memory ................. 31%
Planning/Prioritization............. 30%
Organization ..................... 30%
Metacognition .................... 30%
Flexibility ...t 28%
Goal-Directed Persistence. .......... 25%
Response Inhibition ............... 23%
Emotional Control ................ 20%
Stress Tolerance . .................. 20%
Sustained Attention................ 17%
Task Initiation .................... 17%
Time Management ................ 14%
LEADING LOWS

Task Initiation .................... 41%
Emotional Control ................ 35%
Stress Tolerance . .................. 32%
Organization ..................... 31%
Time Management ................ 30%
Response Inhibition ............... 27%
Sustained Attention................ 21%
Flexibility ...............ooo it 18%
Goal-Directed Persistence. .......... 15%
Working Memory ................. 14%
Metacognition .................... 13%
Planning/Prioritization.............. 9%
NONPROFIT

LEADING HIGHS

Working Memory ................. 32%
Organization ..............coovn. 30%
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Planning/Prioritization............. 26%
Goal-Directed Persistence........... 25%
Flexibility ...t 23%
Metacognition .................... 22%
Emotional Control ................ 22%
Response Inhibition ............... 19%
Sustained Attention................ 17%
Stress Tolerance ................... 15%
Task Initiation .................... 12%
Time Management ................. 8%
LEADING LOWS

Stress Tolerance ................... 33%
Task Initiation .................... 29%
Organization ..................... 28%
Emotional Control ................ 28%
Time Management ................ 26%
Sustained Attention................ 25%
Flexibility ..............ooo it 21%
Response Inhibition ............... 21%
Goal-Directed Persistence........... 13%
Metacognition .................... 10%
Planning/Prioritization.............. 9%
Working Memory .................. 7%

Healthcare: Clinical vs.

Nonclinical
HEALTHCARE—CLINICAL
DEPARTMENTS—124 SURVEYS
LEADING HIGHS

Organization .............coovvnn. 38%
Planning/Prioritization............. 35%
Task Initiation .................... 30%
Working Memory ................. 27%
Response Inhibition ............... 27%
Time Management ................ 24%
Sustained Attention................ 23%
Goal-Directed Persistence. .......... 23%
Flexibility ...............oooiit 21%
Emotional Control ................ 19%

Metacognition .................n. 18%
Stress Tolerance ................... 16%
LEADING LOWS

Stress Tolerance ................... 44%
Emotional Control ................ 43%
Goal-Directed Persistence........... 29%
Task Initiation .................... 27%
Response Inhibition ............... 26%
Flexibility ......... ...t 23%
Organization ..................... 22%
Time Management ................ 22%
Metacognition .................... 22%
Sustained Attention................ 18%
Working Memory ................. 17%
Planning/Prioritization.............. 9%

HEALTHCARE—NONCLINICAL
DEPARTMENTS—154 SURVEYS

LEADING HIGHS

Working Memory ................. 44%
Planning/Prioritization............. 36%
Organization ..............ooovn. 33%
Metacognition .................... 27%
Response Inhibition ............... 26%
Flexibility ...t 25%
Emotional Control ................ 23%
Goal-Directed Persistence........... 22%
Sustained Attention................ 18%
Task Initiation .................... 16%
Stress Tolerance ................... 16%
Time Management ................ 14%
LEADING LOWS

Task Initiation .................... 48%
Stress Tolerance ................... 36%
Emotional Control ................ 35%
Time Management ................ 31%
Organization ..................... 27%

Flexibility ...t 26%



APPENDIX B = 215

Sustained Attention................ 25%  Goal-Directed Persistence. .......... 12%
Response Inhibition ............... 24%  Working Memory ................. 10%

Metacognition .................... 16%  Planning/Prioritization............. 10%



This page intentionally left blank



APPENDIX C

About NFI Research

Every two weeks, NFI Research sends surveys via e-mail to 2,000 execu-
tives and managers in 50 countries. The surveys are short, and results are
anonymous. These surveys have been conducted every two weeks for the
past 10 years.

When the questions list potential answers, NFI Research asks respon-
dents in the panel to check all answers that apply, thereby providing a
majority consensus in results. The surveys do not necessarily match inten-
sity of feeling about any given subject, but rather what the majority of
respondents agrees and disagrees on. NFI Research repeats some surveys
over the years, so that benchmarking is possible and changes in attitude are
identified. NFI does not share the e-mail addresses or any personal infor-
mation about any of its members. There is no charge for membership, and
the members all receive the survey results every other week for free.
Response rates are typically at least 10 percent or higher. NFI Research sur-
vey results are routinely reported in newspapers, magazines, newsletters,
and blogs around the world.

Survey participants fall into one of two categories: senior executive
(chief executive officer, chairman, president, chief operating officer, chief
financial officer, chief information officer, executive vice president, senior
vice president, general manager, etc.) or manager (assistant vice president,
director, manager, supervisor, etc.). Respondents are usually about half
senior executives and half managers. Some percentages do not equal 100
percent due to rounding. All research in the book, unless otherwise stated,
is primary research conducted by NFI Research.
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Respondents also identify themselves by company size, based on the
total number of employees, and the results generally are a fairly even split
among the groups. Some of those differences, as well as those between se-
nior executives and managers, are used in the book when there are differ-
ences worth noting. Company sizes are based on the number of employees,
with small having 1 to 499 employees, medium 500 to 9,999, and large with
10,000 or more employees.

A small sampling of the more than 1,000 companies for which mem-
bers work are IBM, Hewlett-Packard, Borders, Morgan Stanley, Microsoft,
Merck, Motorola, Freddie Mac, Progressive, MasterCard, SAP, Oracle,
Marriott International, Mercer, American Cancer Society, Allstate,
Heineken, Western Energy Institute, Walmart, Wells Fargo, Air Canada,
Allied Waste Industries, American Association of Advertising Agencies,
American Cancer Society, American Express, 3M Company, AT&T, Bank of
America, Bell Canada, Best Buy, California Credit Union League, Bristol-
Meyers Squibb Company, Canon, and Procter & Gamble.

You may obtain further information at www.nfiresearch.com, where, if you
are a senior executive or manager, you may apply for free membership. You
may also contact coauthor Chuck Martin directly at chuck@nfiresearch.com
and follow him on Twitter @chuckmartinl.


www.nfiresearch.com

INTRODUCTION
1. Author Jim Collins popularized this concept in the book Good to Great.
2. Details of how the study was conducted are included in a later chapter.

3. The Executive Skills Survey has been used in the marketplace for several years to deter-
mine the Executive Skills strengths and weaknesses of people in business.

CHAPTER 1
1. Based on survey conducted by NFI Research.

CHAPTER 2

1. Hart, T., & Jacobs, H. E. (1993). Rehabilitation and management of behavioral distur-
bances following frontal lobe injury. Journal of Head Trauma Rehabilitation, 8, 1-12.

2. Kolb, B., & Wishaw, Q. (1990). Fundamentals of human neuropsychology (3rd ed.). New
York: W.H. Freeman.

3. Pliszka, S. R. (2002). Neuroimaging and ADHD: Recent progress. The ADHD Report,
10(3), 1-6.

4. Hart, T., & Jacobs, H. E. (1993). Rehabilitation and management of behavioral distur-
bances following frontal lobe injury. Journal of Head Trauma Rehabilitation, 8, 2-3.

5. Goldberg, E. (2001). The executive brain. Oxford, UK: Oxford University Press.

CHAPTER 3

1. Based on author Chuck Martin’s interview of Geri Rhoades, vice president of organiza-
tional development at Cafco.

2.Based on author Chuck Martin’s interview of Lori McLeese, chief people officer of Room
to Read.

3. Based on author Chuck Martin’s interview of Tom Ortner, executive director of Willow
Glen Care Center.

4. Based on author Chuck Martin’s interview with Michele Frisby, director of public infor-
mation at the International City/County Management Association.

5. Based on author Chuck Martin’s interview with Nancy Benullo, footwear product direc-
tor in the Ryka division of American Sporting Goods.
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6. Based on author Chuck Martin’s interview with Sandra Lambert of Tri-Global Solutions.
7. Based on author Chuck Martin’s interview with Howard Elton, technical manager at
Rhodia.

8. Based on author Chuck Martin’s interview with Don Boatright, president of Higher-I.T.
Company.

9. Based on author Chuck Martin’s interview with Pamela Davis, president and CEO of
Alliance Member Services.

10. Based on author Chuck Martin’s interview with Nancy Reinhardt of the New Jersey Civil
Rights Department.

11. Based on author Chuck Martin’s interviews with James Bartlett, executive director of
the North Dakota Home School Association, and Brooke Frost, executive director of Big
Brothers Big Sisters of Central California.

12. Based on author Chuck Martin’s interview with Laina Aylward, administrative assistant
and director of homeowner services at the Bridges Resort and Tennis Club.

13. Based on author Chuck Martin’s interview with Florence Bishop, executive director of
Trinity Counseling Center.

14. Based on author Chuck Martin’s interview with Mark Katz, chief information officer at
Esselte.

15. Based on author Chuck Martin’s interview with George Brennan, executive vice presi-
dent of sales and marketing at Interstate Hotels and Resorts.

16. Based on author Chuck Martin’s interview with Greg D. Johnson, president of Euro
RSCG Edge.

17. Based on author Chuck Martin’s interview with David A. Miller, finance vice president
at SUN Home Health Services.

18. Based on author Chuck Martin’s interview with Sue Miller, vice president of knowledge
development at the Wisconsin Automobile and Truck Dealers Association.

19. Based on author Chuck Martin’s interview with Darlene Marstaller of the human
resources department at Verso Paper.

20. Based on author Chuck Martin’s interview with Dawn Harris, executive vice president
and chief operating officer of Campus Federal Credit Union.

21. Based on author Chuck Martin’s interview with Patrick F. Murphy, senior vice president
of implementation service at ING.

22. Based on author Chuck Martin’s interview with Chris Harper, dean of academic affairs
at Pinkerton Academy.

23. Based on author Chuck Martin’s interview with Jim Doyle, partner and electronics
industry solutions leader for the Americas at IBM Global Business Services.

24. Based on author Chuck Martin’s interview with Megan Wilkinson, executive director
of the O’Hanlon Center for the Arts.

25. Based on author Chuck Martin’s interview with Jeri Shumate, executive director of
211linfo.

CHAPTER 4

1. CEOs were excluded from both for-profits and nonprofits since there was a dispropor-
tionate number of CEOs in the nonprofits group.



NOTES = 221

2. Ninety-one percent of high performers in nonprofits are not weak in Working Memory.

CHAPTER 5

1. Planning/Prioritization was almost a tie with Flexibility as one of the leading three
strengths.

2. Emotional Control is a strength in only about one-sixth of high performers in market-
ing.

3. The same percentage of high performers possesses these two skills.

4. Based on results of a survey of senior executives and managers conducted by NFI
Research.

5. Working Memory is the fourth most commonly found strength in high performers in
customer service.

6. Based on author Chuck Martin’s interview with John Nadeau, president of Chest PT
Services, a participant in the study.

CHAPTER 6
1. Thirty-eight percent of those with a chief title are strong in Planning/Prioritization.

2. Forty-seven percent of those with C titles are weak in Time Management, eight times
more than those who are strong in it.

3. More than 40 percent of chiefs are weak in Emotional Control.

4. Ninety-three percent of executive and senior vice presidents are not weak in
Metacognition, and 36 percent count it as an Executive Skills strength.

5. Thirty-five percent of high-performing directors are strong in Working Memory or Goal-
Directed Persistence. Thirty-four percent are strong in Metacognition.

6. Fifty-one percent of directors are weak in Task Initiation, 39 percent are weak in Time
Management, and 38 percent are weak in Organization.

CHAPTER 7

1. Based on author Chuck Martin’s interview with Pamela E. Davis, president and chief exec-
utive officer of AMS.

2. Based on author Chuck Martin’s interview with Peggy Entrekin, executive director of
United States Pony Clubs, Inc.

3.Based on author Chuck Martin’s interview with Maggie John, executive director of Shasta
Women’s Refuge.

4. The study, “Observable Cognitive Function in the Purchasing Process: A Study of Quickly
Identifying Impulse Buying Behaviors in Consumers,” was conducted by a 50-person
research team at the Whittemore School of Business and Economics at the University of
New Hampshire, led by Chuck Martin.

5. The study, “Observable Cognitive Function in the Purchasing Process of TVs, High-End
Electronics: A Study of Identifying Impulse Buying Behaviors in Consumers,” was con-
ducted by a 41-person research team at the Whittemore School of Business and Economics
at the University of New Hampshire, led by Chuck Martin.

6. We created a list of questions for each skill that would be used to validate the observa-
tions, based on a Likert scale of one to five (do not agree to highly agree). The questions
were designed to measure certain cognitive capabilities in an individual, specifically whether
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the person was high or low in the Executive Skills of Response Inhibition and/or Flexibility.
7. In the first study, after 55 unique observations from more than 40 retail locations, 52 of
the 55 observations were shown to be correct based on answers to the high/low cognitive
function questions, a validation rate of 95 percent. The research teams visited various retail
outlets, retail stores, grocery stores, gas stations, quick-serve locations, and convenience
stores in the New Hampshire seacoast area, in the towns of Dover, Durham, Lee, and
Portsmouth. Locations included Wal-Mart, Best Buy, Nordstrom, and the Fox Run Mall.

8. An action involved either body language or physical reactions that could be related to a
point of purchase and was clearly observable. For example, one researcher observed a con-
sumer who appeared to be interested in televisions. The teams noticed that the customer
quickly became agitated when told the model in which he was interested was not in stock.
From this observation, the researcher perceived the customer to be low in Flexibility, which
was validated based on answers to the questions after the consumer left the store.

9. The 41 researchers were divided into six teams. Like in the first study, the accuracy of the
observations was determined by a series of questions answered by the subjects that identi-
fied specific high and low Executive Skills in the individuals.

10. To conduct the observations, the researchers watched consumers throughout the pur-
chasing process, from the time they entered the store to when a purchase was or was not
made. Based on a consumer’s actions, the research teams perceived whether the consumer
was high or low in either of the two Executive Skills.

11. To validate their observations, the researchers asked the consumer specific questions
pertaining to the Executive Skill after the shopper left the store. From their answers, it could
be determined whether the observation was validated. Of 76 observations, 74 were validated
by answers to the questions after the shoppers left the stores. This was a validation rate of
97 percent, meaning the identification of a specific Executive Skill, based on the behaviors
the researchers observed, was shown to be correct 97 percent of the time, based on answers
to the questions.

12. For example, in the case of a shopper high in Flexibility, the person can be recognized
by certain actions, such as walking around looking at all different TV sizes and makes. He
does not look partial to a particular brand. A sales representative approaches the man and
offers a few suggestions. The rep then asks if the man has something in mind, and the man
replies, “Pretty good quality, pretty good price.” After that, the salesperson tells the man to
buy a certain TV and the man agrees. The buyer does not have a particular brand prefer-
ence and is open to all forms of suggestions. These characteristics are consistent in con-
sumers high in Flexibility.

13. They are likely to come into the store with a particular item in mind but buy a differ-
ent one recommended by a salesperson. In many cases in the second study, a customer
would look at several televisions, ask the salesperson what he or she recommended, and pur-
chase that model. In one case, a woman came into a store with a piece of paper noting the
television she desired, which she changed after the salesperson made a suggestion.

14.In the TV and high-end electronics study, buyers consistently changed their minds about
a television purchase multiple times in the course of the purchase cycle. They would look
at a variety of models from various makers and purchase a different brand just because one
they originally wanted was not in stock. These buyers are very willing to buy a substitute
product.

15. They will leave a store with product information, but not the product. They are hesi-
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tant to make a purchase even after deciding on a specific TV, for example, and will wait to
purchase it. They can have a product in their hand the entire time and still not ultimately
purchase it. They tend to have strong product preference and will go to another store if that
store does not have the exact product they want.

16. They will pick up and buy more items on the way out. They may go into the store with
the intent to purchase a product (television) and then purchase it and pick up other goods
when cashing out or even buy a sound system rather than the intended TV because it is on
sale. They tend to look at sales items and spend more than originally planned.

CHAPTER 8

1. In customer service, study participants were mostly at the employee and manager level,
so we excluded executives from the results.

2. The eight classes comprised junior and senior marketing majors at the Whittemore
School of Business and Economics at the University of New Hampshire. Each person com-
pleted the Executive Skills profile, the same questionnaire used in the high-performers study
for team placements. Class sizes ranged from 20 to 40 students each.

CHAPTER 9

1. When we segment Executive Skills strengths by departments, we use the 12 departments
where the largest number of high performers in our study work.

2. Since there were a different number of high performers possessing each of the 12
Executive Skills, we weighted the numbers based on the number of respondents with each
skill in each title or department.

APPENDIX A

1. To test the reliability of the Executive Skills questionnaire a test/retest study was com-
pleted among 30 individuals. All study participants completed the 60-item questionnaire
with five-point rating scales on each of the five statements corresponding to the 12 Executive
Skills. Scores were recorded and profiles were computed for each of the participants. In a
second phase, the same participants completed the questionnaire again and their scores were
recorded and compared to their first responses. The instrument demonstrated remarkable
test/retest reliability with an average Cronbach’s alpha statistic of .92 across all Executive
Skills. This level of reliability is well above the accepted standards for attitudinal survey
instruments, and demonstrates that individuals are stable in their evaluation of which
Executive Skill profile statements are the most personally relevant.



This page intentionally left blank



accounting departments, 90-91
Differentiator, 91
strengths of high-performing individu-
als, 90-91
weaknesses of high-performing individ-
uals, 90-91
adaptability, of high-performing individu-
als, 50
administrative departments, 8788
Differentiator, 88
promotions based on Executive Skills,
145-146
strengths of high-performance individu-
als, 88, 146
weaknesses of high-performance indi-
viduals, 88, 146
advertising, see marketing/advertising/pro-
motion departments
age differences, in high-performing indi-
viduals, 61
Alliance Member Services (AMS), 39,
111-113
American Sporting Goods, 37-38
attitude, of high-performing individuals,
49,51
axons, 30
Aylward, Laina, 40

Bartlett, James, 40
Benullo, Nancy, 37-38
Best Buy, 123
Big Sisters of Central California, 40
board of directors, see directors
Boatright, Don, 39
brain development, 28-34
adolescent, 29, 30, 31
adult, 29, 31, 33

cognitive functions, 5, 22-24
early childhood, 31
environmental impact on, 29-30
Executive Skills as fixed, 27-30, 33-34
frontal lobes in, 7, 22-24, 31-34
growth spurt in, 31-32
infant and toddler, 29-30
over lifespan, 29-34
physiology of, 30-33

brand loyalty, 125

Brennan, George, 41

Bridges Resort and Tennis Club, 40

Cafco, 36
Campus Federal Credit Union, 43-45
Cardinal Health, 43
central executive, 7
Chest PT Services, 93-96
Circuit City, 123
clinical departments, 91-96, 120-122
Differentiators, 93
examples of Executive Skills, 93-96
strengths of high-performance individu-
als, 92,93, 120, 121
weaknesses of high-performance indi-
viduals, 92, 93, 120-122
cognitive functions
cognitive bandwidth and, 22-24
as hardwired into brain from birth, 5
communication skills, of high-performing
individuals, 49
company-first attitude, of high-performing
individuals, 42—45
conflict, Executive Skills in avoiding,
117-118
consistency, of high-performing individu-
als, 36-38



226 = INDEX

consolidation, 31
creativity, of high-performing individuals,
50
customer Executive Skills, 122-128
Flexibility, 122, 123-126, 127
Response Inhibition, 123, 126-128
customer service departments, 85-87
Differentiator, 87
promotions based on Executive Skills,
146-148
strengths of high-performing individu-
als, 85-87, 146-147
weaknesses of high-performing individ-
uals, 8687, 147

Davis, Pamela E., 39, 112-113
deadlines
Goal-Directed Persistence and, 63, 111
Planning/Prioritization and, 90
Sustained Attention and, 110-111
Task Initiation and, 110-111, 117-118
dementia, 33-34
dendrites, 30
department-based Executive Skills, 77-97,
120-128
accounting, 90-91
administration, 87-88, 145-146
advantages of knowing, 77-78, 96-97,
109-110
clinical, 91-96, 120-122
customer service, 85—87, 146—148
finance, 89-90
general management, 83—84
High-Performance Executive Skills Map,
151, 152-159, 164-168
job matching, 77-78, 96-97, 109-110,
139-141
marketing/advertising/promotion, 78-80
operations, 84—85, 143-145
sales, 80-82, 122128, 132-139
systems/IT, 82-83, 141-143
detail focus, of high-performing individu-
als, 50
Differentiators
in accounting departments, 91
in administrative departments, 88
in clinical departments, 93
in customer service departments, 87
defined, 8
for directors, 104, 105
in education, 73, 74
for employees, 107

for executive vice presidents/senior vice
presidents, 103, 104

in finance departments, 89, 90

in financial services, 68

Flexibility as, 87

in general management, 84

Goal-Directed Persistence as, 101, 102,
104

in healthcare, 70

for managers, 106

in manufacturing, 71

in marketing/advertising/promotion
departments, 79

Metacognition as, 60, 68, 71, 73, 74, 79,
84,103, 104

nature of, 54

in nonprofits, 75

in operations departments, 85

Planning/Prioritization as, 54, 69, 70, 72,
82, 83, 85, 91, 93, 106, 107

in sales departments, 80, 81

as spread between strengths and weak-
nesses, 7—8

in systems/IT departments, 82, 83

in technology, 72

for top executives, 101, 102

Working Memory as, 60, 61, 75, 80, 81,
88, 89,90

directors, 104—-105

Differentiator, 104, 105

strengths of high-performing individu-
als, 104-105

weaknesses of high-performing individ-
uals, 104, 105

Doyle, Jim, 45-46

education, 72-74
Differentiator, 73, 74
strengths of high-performing individu-
als, 72-73
weaknesses of high-performing individ-
uals, 72-73
efficiency, of high-performing individuals,
50
effortful tasks, 98—99
Elton, Howard, 38-39
Emotional Control
in accounting departments, 90, 91
in administrative departments, 88, 146
associated traits and behaviors, 13, 56
in clinical departments, 92, 93, 95,
121-122



corresponding weaknesses, 58

of customers, 128

in customer service departments,
148

defined, 6

department leaders in, 153, 164-165

of employees, 107, 136, 144, 146, 148

examples of use, 13

in finance departments, 89

in financial services, 67, 68, 112, 113

gender differences in, 59-61

in general management, 8384

in healthcare, 70, 121-122

High-Performance Executive Skills Map,
153, 160-161, 164-165

industry leaders in, 153, 160-161

job function/title of leaders in, 153

of managers, 105, 106, 144

in manufacturing, 70

in marketing/advertising/promotion
departments, 79, 80

as most prevalent weak Executive Skill,
53-54, 57, 148

in operations departments, 85, 144

in sales departments, 80, 81, 133, 136,
138

strength in, 13, 57,95, 153, 160-161,
164-165

in technology, 72

of top executives, 101, 102

weakness in, 13, 24, 53-54, 57-61, 67, 68,
70, 72, 79-81, 80, 83-85, 88-93, 101,
102, 105-107, 112, 113, 121-122, 128,
133, 136, 138, 144, 146, 148

emotions, right brain and, 7

employees, 106—-107

Differentiator, 107

promotions in administrative depart-
ments, 145-146

promotions in customer service depart-
ments, 146—-148

promotions in operations departments,
143-145

promotions in sales departments,
132-139

promotions in systems/IT departments,
141-143

strengths of high-performing individu-
als, 106-107

weaknesses of high-performing individ-
uals, 107

Entrekin, Peggy, 114-115

INDEX = 227

Esselte, 41
Euro RSCG Edge, 41
execution, by high-performing individuals,
49
Executive Skills
age differences in high-performing indi-
viduals, 61
associated traits and behaviors, 11-18
brain and, 7, 22-24, 31-34
commonly shared, 55-57
customer, 122128
by department, see department-based
Executive Skills
examples of, 93-96
fatigue and, 23
fixed nature of, 27-30, 33-34
gender differences in high-performing
individuals, 59-61
goodness-of-fit situations and, see good-
ness-of-fit situations
identifying strengths, 108—111
impact of stress on, 19-20, 23-24
by industry, see industry-based Executive
Skills
information overload and, 22-24
by job level, see job function/title-level
Executive Skills
list of, 5-6
mapping characteristics to, 115-116
matching high-performing individuals
to jobs, 108128
most prevalent strengths, 53-55, 148
most prevalent weak skills, 53-55, 148
mutually beneficial pairings in teams,
6365
nature of, 2
opposite, 10, 57-59, 70
playing to strengths in, 3, 118-120
predicting issues with, 24-25, 148-149
promotions based on, 99, 129-149
in psychology, 28
in relation to each other, 10
self-assessment by high-performing
individuals, 18-19, 52-76, 150-172
workload and, 19-22
executive vice presidents/senior vice presi-
dents, 102—-104
Differentiator, 103, 104
promotions in administrative depart-
ments, 145-146
promotions in operations departments,
143-145



228 = INDEX

executive vice presidents/senior vice presi-
dents (continued)
promotions in sales departments,
136-139
promotions in systems/IT departments,
141-143
strengths of high-performing individu-
als, 102-103, 137-139
weaknesses of high-performing individ-
uals, 103-104, 137-139
expectations, for high-performing individ-
uals, 37—40

“faking good,” 19
fatigue, Executive Overload and, 23
finance departments, 89-90
Differentiator, 89, 90
strengths of high-performing individu-
als, 89, 90
weaknesses of high-performing individ-
uals, 89, 90
financial services
Differentiator, 68
strengths of high-performing individu-
als, 67,68,111-113
weaknesses of high-performing individ-
uals, 67, 68,112,113
first-time right-seating, 2, 96-97, 98,
129-149
Flexibility
in administrative departments, 88, 146
associated traits and behaviors, 17,
55-57
in clinical services, 94
corresponding weaknesses, 57-58, 59
customer, 122, 123-126, 127
in customer service departments, 86—87,
147
defined, 6
department leaders in, 157-158, 167
as Differentiator, 87
of employees, 136
examples of use, 17
of executive vice presidents/senior vice
presidents, 146
in finance departments, 89
High-Performance Executive Skills Map,
157-158, 163, 167, 170
industry leaders in, 157-158, 163
job function/title of leaders in, 157-158,
171
of managers, 137, 142, 144, 146, 147

in marketing/advertising/promotion
departments, 78, 79
as most prevalent Executive Skill, 148
in operations departments, 8485, 144
in sales departments, 80, 122, 123, 124~
126, 133, 136138
strength in, 17, 57-58, 78-80, 8489,
116, 122, 123-124, 127, 133, 136—138,
141, 142, 144, 146, 147, 157-158, 163,
167,170
in systems/IT departments, 141, 142
weakness in, 17, 24, 57, 94, 124-126
Frisby, Michele, 37
frontal lobes
activating, 7
in brain development, 7, 31-34
cognitive bandwidth and, 22-24
Executive Skills and, 7
Frost, Brooke, 40

gender, differences in Executive Skills, 59—
61
general management, 8384
Differentiator, 84
strengths of high-performing individu-
als, 83, 84
weaknesses of high-performing individ-
uals, 83-84
Goal-Directed Persistence
associated traits and behaviors, 16, 56,
57
in clinical departments, 92, 93, 121
as compensation for Task Initiation, 63
corresponding weaknesses, 59
defined, 6
department leaders in, 157, 167
as Differentiator, 101, 102, 104
of directors, 104
examples of use, 16
of executive vice presidents/senior vice
presidents, 102-103, 137-139, 144—
145
in financial services, 67, 68, 111, 112-113
in general management, 83
in healthcare, 121
High-Performance Executive Skills Map,
157,162-163, 167, 170
industry leaders in, 157, 162-163
job function/title of leaders in, 157, 170—
171
in nonprofits, 74, 75, 114, 115
in operations departments, 144—145



in sales departments, 80, 81, 133, 137—
139
strength in, 16, 26, 67, 68, 74, 75, 80, 81,
83,100, 102-104, 111, 112-116, 133,
137-139, 144-145, 157, 162-163, 167,
170
of top executives, 100—102
weakness in, 16, 27, 92, 93, 121
Goldberg, E., 33
goodness-of-fit situations
effortful tasks versus, 98-99
first-time right-seating in, 2, 96-97, 98,
129-149
High-Performance Executive Skills Map,
150-172
matching high-performing individuals
to jobs, 26-34, 75-76, 96-97, 98-100,
115-116, 150-172
nature of, 3
playing to strengths in Executive Skills,
3,118-120
promotions based on Executive Skills,
99, 129-149
gray matter of brain, 31

halo effects, 3
Harper, Chris, 45
Harris, Dawn, 43—45
Hart, T., 33
healthcare, 68-70
clinical versus nonclinical, 120-122, see
also clinical departments
Differentiator, 70
strengths of high-performing individu-
als, 69
weaknesses of high-performing individ-
uals, 69
Higher-1.T., 39
high-performing individuals
age and Executive Skills, 61
categories of, 4
characteristics of, 34, 35-51
common strengths and weaknesses of,
9-10, 53-55
complementary skills in teams, 63-65
conflicts among individuals, 117-118
consistency of, 36-38
contribution to organization, 42—-45
department-based Executive Skills, 77—
97, 120-128
distinguishing characteristics, 49-51
expectations and results of, 37-40

INDEX = 229

“faking good” by, 19

gender and Executive Skills, 59-61

goodness-of-fit situations and, 3, 26-34

High-Performance Executive Skills Map,
150-172

industry-based Executive Skills, 65-76,
111-115, 120-122

job function/title-level Executive Skills,
40-42, 98-107

matching strengths and weaknesses of,
3-4, 10, 2634, 75-76, 96-97, 98—100

multidimensional measures of, 45-46

opposite strengths and weaknesses of,
10, 57-59, 70

as percentage of organization, 36, 47-50

performance-based measures of, 36-38

playing to strengths of, 3, 118-120

predicting performance of, 148—-149

promotions based on Executive Skills,
99, 129-149

qualitative measures of, 3940, 46, 49

quantitative measures of, 38-39, 46, 50

self-assessment of strengths and weak-
nesses, 18—19, 52-76, 150-172

strengths versus commonly found weak-
nesses of, 57—59

subjective characteristics of, 37-38,
39-40

Task Initiation as most common weak-
ness, 61-63

voices from the front lines, 21-22, 48—
49, 50-51, 119-120

hospitality

High-Performance Executive Skills Map,
152

strengths of high-performing individu-
als, 152

IBM Global Business Services, 45—46
impulsivity
customer, 122—-123
infant and toddler, 29-30
weakness in Response Inhibition and, 12
industry-based Executive Skills, 65-76
advantages of knowing, 65-67, 109
education, 72—-74
financial services, 67—68, 111-113
healthcare, 68-70, 120-122
High-Performance Executive Skills Map,
150-164
job matching, 75-76, 109, 111-113
manufacturing, 70-71



230 = INDEX

industry-based Executive Skills (continued)
nonprofits, 74-75, 113-115
technology, 71-72
information overload, 22-24
cognitive bandwidth and, 22-24
in degrading Executive Skills, 23
nature of, 22
stress and, 23-24
symptoms of, 22-24
informed decision making, strength in
Response Inhibition and, 12
ING, 45
initiative, of high-performing individuals,
49
innovation, of high-performing individu-
als, 50
International City/County Management
Association (ICMA), 37
Interstate Hotels and Resorts, 41
IT/systems departments, see systems/IT
departments

Jacobs, H. E., 33
job function/title-level Executive Skills,
98-107
administrative department, 145-146
advantages of knowing, 8, 98-100,
110-111
comfort zone for, 139-141
customer service department, 146148
directors, 104-105
employees, 106-107, 136-139
executive vice presidents/senior vice
presidents, 102-104
High-Performance Executive Skills Map,
151, 152-159, 168-171
job matching, 8, 98-100, 110-111,
139-141
managers, 105-106, 136-139
operations department, 143-145
predicting performance, 148—149
promotions and, 99, 129-149
sales department, 135-139
systems/IT department, 141-143
top executives, 100-102, 136—-139
job satisfaction, 140—141
John, Maggie, 115
Johnson, Greg D., 41

Katz, Mark, 41

Lambert, Sandra, 38

language
frontal lobes and, 7
left brain and, 7
lead point average (LPA), 39

managers, 105-106
Differentiator, 106
promotions in administrative depart-
ments, 145-146
promotions in customer service depart-
ments, 146—148
promotions in operations departments,
143-145
promotions in sales departments, 132—
139
promotions in systems/IT departments,
141-143
strengths of high-performing individu-
als, 105, 106
weaknesses of high-performing individ-
uals, 105, 106
see also promotions
manufacturing, 70-71
Differentiator, 71
strengths of high-performing individu-
als, 70, 71
weaknesses of high-performing individ-
uals, 70, 71
marketing/advertising/promotion depart-
ments
Differentiator, 79
strengths of high-performing individu-
als, 78, 79
weaknesses of high-performing individ-
uals, 7880
Marstaller, Darlene, 43
McLeese, Lori, 36
memory, frontal lobes and, 7
mentoring relationships, Executive Skills
in, 2
Metacognition
in administrative departments, 146
associated traits and behaviors, 17-18,
55-57
corresponding weaknesses, 59
customer, 127
defined, 6
department leaders in, 158-159, 167—
168
as Differentiator, 60, 68, 71, 73, 74, 79,
84,103, 104
of directors, 104, 105



in education, 72-74
of employees, 136, 141-142, 144, 146
examples of use, 17-18
of executive vice presidents/senior vice
presidents, 103, 104, 144
in financial services, 67, 68, 111, 112
gender differences in, 59, 60
in general management, 84
High-Performance Executive Skills Map,
158-159, 163, 167-168, 170
industry leaders in, 158-159, 163
job function/title of leaders in, 158-159,
171
of managers, 105, 106, 141-142
in manufacturing, 70, 71
in marketing/advertising/promotion
departments, 78, 79
in operations departments, 84-85, 144
in sales departments, 126, 136-138
strength in, 17-18, 59, 60, 67, 68, 70—
73,78,79, 82, 84, 85, 102—104, 106,
111,112, 116-118, 126, 127, 136—
138, 141-142, 158-159, 163, 167—
168, 170
in systems/IT departments, 82, 141-142
weakness in, 18, 146
Miller, David A., 41
Miller, Sue, 43
motivation, Executive Skills in, 2
movement, frontal lobes and, 7
multidimensional measures, of high-per-
forming individuals, 45-46
Murphy, Patrick E, 45
myelination, 30-31

Nadeau, John, 93-96
National Institute of Mental Health
(NIMH), 31
neuroglia, 30
neurons, 30-32
neuropsychology, Executive Skills and,
3-4,5
New Jersey Civil Rights Department,
39-40
nonprofits, 74-75, 113-115
Differentiator, 75
strengths of high-performing individu-
als, 74, 75, 114, 115
weaknesses of high-performing individ-
uals, 74-75, 114, 115
North Dakota Home School Association,
40

INDEX = 231

O’Hanlon Center for the Arts (Mill Valley,
California), 46

operations departments, 84—85

Differentiator, 85

promotions based on Executive Skills,
143-145

strengths of high-performing individu-
als, 84-85, 144-145

weaknesses of high-performing individ-
uals, 85, 144

Organization

in accounting departments, 90, 91

in administrative departments, 88, 145—
146

associated traits and behaviors, 15, 55—
57

in clinical departments, 92-95, 120, 121

corresponding weaknesses, 58, 73

in customer service departments, 86, 87,
147-148

defined, 6

department leaders in, 155-156, 166

of directors, 104, 105

in education, 73

of employees, 107, 136, 144, 146, 147,
148

examples of use, 15

of executive vice presidents/senior vice
presidents, 103, 144

in finance departments, 89

in financial services, 67-68, 68, 113

gender differences in, 59-61

in healthcare, 69, 121

High-Performance Executive Skills Map,
155-156, 162, 166, 169

industry leaders in, 155-156, 162

job function/title of leaders in, 155-156,
170

of managers, 105, 106, 144, 146, 148

in manufacturing, 70, 71

in marketing/advertising/promotion
departments, 79, 80

as most prevalent Executive Skill, 53, 54,
148

in nonprofits, 74-75

in operations departments, 85, 143—144

in sales departments, 80, 81, 133, 136—
137

strength in, 15, 53, 54, 59-61, 67-73, 86—
95, 106, 107, 116, 120, 121, 143144,
145-146, 155-156, 162, 166, 169

in technology, 72



232 = INDEX

Organization (continued)
weakness in, 15, 23-24, 57-60, 67, 68, 71,
72,74-75,79-81, 85, 103, 104, 113,
133, 136-138, 144, 146, 147, 148
Ortner, Tom, 37

people skills, of high-performing individu-
als, 50
perception, frontal lobes and, 7
performance review history
of high-performing individuals, 36-38
playing to strengths in, 118-120
persuasiveness, of high-performing indi-
viduals, 50
Planning/Prioritization
in accounting departments, 90, 91
in administrative departments, 146
associated traits and behaviors, 15,
55-57
in clinical departments, 92-95, 120,
121
corresponding weaknesses, 58
in customer service departments, 86, 87,
147
defined, 6
department leaders in, 155, 166
as Differentiator, 54, 69, 70, 72, 82, 83,
85,91, 93, 106, 107
in education, 73
of employees, 106, 107, 136, 141-142
examples of use, 15
of executive vice presidents/senior vice
presidents, 102-103, 144, 146
gender differences in, 59-61
in general management, 83, 84
in healthcare, 69, 70, 120, 121
High-Performance Executive Skills Map,
155, 161-162, 166, 170
industry leaders in, 155, 161-162
job function/title of leaders in, 155, 170
of managers, 105, 106, 141-142, 144,
146, 147
in manufacturing, 70, 71
as most prevalent Executive Skill, 53, 54,
148
in nonprofits, 74, 75, 114, 115
in operations departments, 84-85, 144
in sales departments, 80, 81, 133, 136
strength in, 15, 53, 54, 59-61, 69-75, 80—
87,90-95, 101-103, 106, 107, 114-116,
120, 121, 133, 136, 141-142, 144, 146,
147, 155, 161-162, 166, 170

in systems/IT departments, 82, 83,
141-142
in technology, 71-72
of top executives, 101, 102
weakness in, 15
position in organization, of high-perform-
ing individuals, 40—42
prefrontal brain systems, 32-33
prioritization, see also
Planning/Prioritization
by high-performing individuals, 49, 51
Procedyne, 41
procrastination, Task Initiation weakness
and, 14, 61-63, 113
productivity, of high-performing individu-
als, 50
promotion, see marketing/advertising/pro-
motion departments
promotions, 99, 129-149
administrative department, 145-146
characteristics of high and low perform-
ers, 129-132
customer service department, 146—148
job satisfaction, 139-141
operations department, 143-145
predicting performance, 148—149
sales department, 132-139
systems/IT department, 141-143
pruning process, 31

qualitative measures, of high-performing
individuals, 39-40, 46, 49

quantitative measures, of high-performing
individuals, 38—39, 46, 50

Reinhardt, Nancy, 39-40
Response Inhibition
in administrative departments, 146
associated traits and behaviors, 11-12,
56
corresponding weaknesses, 58
of customers, 123, 126128
in customer service departments, 147
defined, 5
department leaders in, 152, 164
of employees, 146
examples of use, 11-12
of executive vice presidents/senior vice
presidents, 103, 104
in financial services, 112
High-Performance Executive Skills Map,
152, 160, 164, 168



industry leaders in, 152, 160
job function/title of leaders in, 152, 168
of managers, 141-142, 144, 146, 147
in operations departments, 144
sales and, 123, 126-128
strength in, 12, 58, 126-127, 141, 142,
146, 147, 152, 160, 164, 168
in systems/IT departments, 141-142
weakness in, 12, 103, 104, 112, 127-128,
144, 146
Rhoades, Geri, 36
Rhodia, 38-39
Room to Read, 36

sales departments, 80-82
customer Executive Skills, 122-128
Differentiator, 80, 81
Executive Skills by job level, 135-139
promotions, 132-139
strengths of high-performing individu-
als, 80, 81, 133, 136-139
voices from the front lines, 134—135
weaknesses of high-performing individ-
uals, 80, 81, 133, 136-139
Sears, 123
self-assessment of Executive Skills, 18—19,
52-76, 150-172
commonly shared Executive Skills, 55—
57
High-Performance Executive Skills Map,
150-172
most prevalent strengths and weak-
nesses, 53—55
strengths versus commonly found weak-
nesses, 57-59
Shasta Women’s Refuge, 115
Shumate, Jeri, 46
spatial concepts, right brain and, 7
stress
“noise” and, 23
weakest Executive Skills and, 19-20, 23—
24
Stress Tolerance
in accounting departments, 90, 91
in administrative departments, 88, 146
associated traits and behaviors, 18, 55—
57
in clinical departments, 92, 93, 94, 121—
122
corresponding weaknesses, 59
in customer service departments, 86, 87,
147, 148

INDEX = 233

defined, 6

department leaders in, 159, 168

in education, 73

of employees, 107, 144, 146-148

examples of use, 18

of executive vice presidents/senior vice
presidents, 146

gender differences in, 60, 61

in healthcare, 70, 121-122

High-Performance Executive Skills Map,
159, 163—164, 168, 170

industry leaders in, 159, 163-164

job function/title of leaders in, 159, 171

of managers, 105, 106, 146, 147, 148

as most prevalent weak Executive Skill,
53-54,57, 148

in nonprofits, 74-75, 114, 115

in operations departments, 144

strength in, 18, 116, 141-143, 159,
163-164, 168, 170

in systems/IT departments, 82, 83,
141-143

weakness in, 18, 5354, 57-61, 70, 73-75,
82, 83, 8688, 90-94, 105-107, 114,
115, 121-122, 144, 146-148

subjective characteristics,, of high-per-

forming individuals, 37-38, 39-40

SUN Home Health Services, 41
Sustained Attention

in administrative departments, 146

associated traits and behaviors, 14, 55—
57

in clinical departments, 92

corresponding weaknesses, 58

defined, 6

department leaders in, 154, 165

of employees, 144

examples of use, 14

of executive vice presidents/senior vice
presidents, 146

gender differences in, 59

High-Performance Executive Skills Map,
154, 161, 165, 169

industry leaders in, 154, 161

job function/title of leaders in,
154, 169

as most prevalent weak Executive Skill,
148

in nonprofits, 74-75, 114, 115

in operations departments, 144

strength in, 14, 53, 59, 92, 144, 154, 161,
165, 169



234 = INDEX

Sustained Attention (continued)
stress and, 23

weakness in, 14, 26, 74-75, 114, 115, 146,

148
synapses, 31
systems/IT departments, 82-83, 141-143
Differentiator, 82, 83
promotions, 141-143
strengths of high-performing individu-
als, 82, 141-143
weaknesses of high-performing individ-
uals, 82, 83, 141-143

Target, 123
Task Initiation

in accounting departments, 90-91

in administrative departments, 88, 146

aids or cues to improve, 62

associated traits and behaviors, 14,
55-57

in clinical departments, 92, 93, 121

compensating Executive Skills and, 63

corresponding weaknesses, 58

in customer service departments, 86,
87, 148

defined, 6

department leaders in, 154-155, 165

of directors, 105

in education, 73

of employees, 107, 136

examples of use, 14

of executive vice presidents/senior vice
presidents, 103, 144, 146

external factors and, 63

in finance departments, 89, 90

in financial services, 67, 68, 112, 113

gender differences in, 59, 60

in general management, 83—84

in healthcare, 70, 121

High-Performance Executive Skills Map,
154-155, 161, 165, 169, 170

industry leaders in, 154-155, 161

job function/title of leaders in, 154155,
169-170

of managers, 105, 106, 144, 148

in manufacturing, 70, 71

in marketing/advertising/promotion
departments, 78, 79, 80

as most prevalent weak Executive Skill,
53-54, 57, 61-63, 148

in nonprofits, 74-75, 114, 115

in operations departments, 85, 144

in sales departments, 80, 81, 133, 136—
138

strength in, 14, 53, 57, 59, 92, 93, 101,
102, 117-118, 121, 154-155, 161, 165,
169, 170

in systems/IT departments, 82, 83

in technology, 71, 72

of top executives, 101, 102

weakness in, 14, 53-54, 57—63, 67, 68,
70-75, 78-91, 83, 103—-107, 112-115,
117-118, 121, 133, 136-138, 144,
146, 148

teamwork, complementary skills in teams,

63—-65

technology, 71-72

Differentiator, 72

strengths of high-performing individu-
als, 71-72

weaknesses of high-performing individ-
uals, 71-72

Time Management

in accounting departments, 90-91

in administrative departments, 146

associated traits and behaviors, 16, 55—
57

in clinical departments, 92

corresponding weaknesses, 59

in customer service departments, 86, 87,
147

defined, 6

department leaders in, 156-157, 166-167

of directors, 105

in education, 73

of employees, 147

examples of use, 16

of executive vice presidents/senior vice
presidents, 144, 146

in financial services, 67—68

gender differences in, 59-61

in general management, 83-84

High-Performance Executive Skills Map,
156-157, 162, 166—167

industry leaders in, 156-157, 162

job function/title of leaders in, 156-157,
170

in manufacturing, 70, 71

in marketing/advertising/promotion
departments, 78-79

in operations departments, 144

in sales departments, 81

strength in, 16, 33-34, 53, 59,92, 117—
118, 147, 156-157, 162, 166—167



in systems/IT departments, 82, 83
in technology, 72
of top executives, 101-102

weakness in, 16, 26, 60, 61, 67-68, 70-73,

78-79, 81-84, 86, 87, 90-91, 101-102,
105, 117-118, 144, 146
top executives, 100-102, 136-139
Differentiator, 101, 102
strengths of high-performing individu-
als, 100-102
weaknesses of high-performing individ-
uals, 101-102
Tri-Global Solutions, 38
Trinity Counseling Center, Trinity College
of Graduate Studies, 40
Tweeter, 123
211info, 46

United States Pony Clubs, Inc. (USPC),
114-115

Verso Paper, 43

Wal-Mart, 123
white matter of brain, 30-31
Wilkinson, Megan, 46
Willow Glen Care Center, 37
Wisconsin Automobile and Truck Dealers
Association, 43
Working Memory
in accounting departments, 90, 91
in administrative departments, 88,
145-146
associated traits and behaviors, 12—13,
55-57
corresponding weaknesses, 58
in customer service departments, 147
defined, 5-6
department leaders in, 152-153, 164

as Differentiator, 60, 61, 80, 81, 88, 89, 90

of directors, 104

INDEX = 235

of employees, 106, 107, 136-139, 146,
147

examples of use, 12-13

of executive vice presidents/senior vice
presidents, 103, 146

in finance departments, 89, 90

in financial services, 67, 68, 112, 113

gender differences in, 59, 60, 61

in general management, 83, 84

in healthcare, 69, 120, 121

High-Performance Executive Skills Map,
152-153, 160, 164, 169

industry leaders in, 152-153, 160

job function/title of leaders in, 152-153,
169

of managers, 136-139, 146

in marketing/advertising/promotion
departments, 78, 79

as most prevalent Executive Skill, 53, 54,
148

in nonprofits, 74, 75, 114, 115

in sales departments, 80, 81, 123, 126,
133, 136-139

strength in, 12—13, 53, 54, 59-61, 6769,
72,74, 75, 78-84, 88-91, 101-104, 106,
107, 112-116, 120, 121, 123, 126, 133,
136-139, 146, 147, 152-153, 160, 164,
169

stress and, 23

in systems/IT departments, 82

in technology, 72

of top executives, 101, 102, 136-139

weakness in, 13

workload, 19-22

attitudes toward, 20-21

company size and, 20, 21

impact of fatigue on Executive Skills, 23

impact of stress on Executive Skills, 19

quantity of work of high-performing
individuals, 50

voices from the front lines, 21-22



	CONTENTS
	ACKNOWLEDGMENTS
	INTRODUCTION
	Finding the Right Job
	Playing to Strengths Leads to Goodness of Fit
	Matching Strengths of High-Performing Individuals
	The Executive Skills
	Frontal Lobes and Executive Skills
	The Spread Between Strengths and Weaknesses: The Differentiator

	CHAPTER 1: DETERMINING YOUR OWN STRENGTHS AND WEAKNESSES . . . AND FINDING THE STRENGTHS AND WEAKNESSES OF OTHERS
	Skill 1: Response Inhibition
	Skill 2: Working Memory
	Skill 3: Emotional Control
	Skill 4: Sustained Attention
	Skill 5:Task Initiation
	Skill 6: Planning/Prioritization
	Skill 7: Organization
	Skill 8: Time Management
	Skill 9: Goal-Directed Persistence
	Skill 10: Flexibility
	Skill 11: Metacognition
	Skill 12: Stress Tolerance
	Finding Your Own Strengths and Weaknesses
	Workload and Executive Skills
	Voices from the Front Lines: Workload
	Exceeding Your Cognitive Bandwidth
	Knowing in Advance

	CHAPTER 2: FINDING SUCCESS AND AVOIDING FAILURE: WHY YOUR STRENGTHS AND WEAKNESSES ARE THE WAY THEY ARE: THE SCIENCE BEHIND EXECUTIVE SKILLS
	Executive Skills in Psychology
	Executive Skills and the Brain
	Executive Skills and Brain Development

	CHAPTER 3: WHAT IS A HIGH PERFORMER AND HOW DO YOU BECOME ONE? SELECTING THE RIGHT PATH TO INCREASE THE CHANCE OF SUCCESS
	Performance-Based: Consistency Is Key
	Quantitative: Expectations and Results
	Qualitative: Some Subjectivity
	Position in the Organization
	Company First
	Multidimensional
	How Many Are High Performers?
	Voices from the Front Lines: Number of High Performers
	What Sets High Performers Apart
	Voices from the Front Lines: What Sets Them Apart

	CHAPTER 4: NAVIGATING YOUR ROAD TO HIGH PERFORMANCE: FINDING YOUR SKILLS COMBINATION TO DETERMINE WHAT INDUSTRY YOU SHOULD BE IN
	Most Prevalent Executive Skills Strengths and Weaknesses
	Some Skills Go Hand in Hand
	Strengths vs. Commonly Found Weaknesses
	High-Performing Males vs. High-Performing Females
	Executive Skills of High Performers by Age
	Task Initiation: The Common Weakness
	The High-Performing Pair
	Executive Skills of High Performers by Industry
	Financial Services
	Healthcare
	Manufacturing
	Technology
	Education
	Nonprofits
	Finding the Match

	CHAPTER 5: WHAT’S THE RIGHT DEPARTMENT FOR YOU? THE STRENGTHS OF HIGH PERFORMERS BY DEPARTMENT
	Marketing/Advertising/Promotion: Always Getting Better
	Sales: Not Falling Through the Cracks
	Systems/IT: All About Road Maps
	General Management: Goal-Oriented
	Operations: Good on the Fly
	Customer Service: Strategically Important
	Administrative: Organized and Can Adapt
	Finance: Modify on the Fly
	Accounting: Methodical Approach
	Clinical: Organized and Starting Right Away
	Executive Skills in a Department: Clinical High Performers
	Right-Seating People the First Time

	CHAPTER 6: DO YOU HAVE WHAT IT TAKES TO BE IN THE CORNER SUITE? SKILLS BROKEN DOWN BY TITLE
	Are You in the Right Job?
	The Brains in the Corner Office
	The Brains Down the Hall
	The Self-Correcting Directors
	The Managers with a Plan
	The Organized Employees

	CHAPTER 7: HOW YOUR STRENGTHS MATCH THOSE OF OTHERS AT WORK: WAYS TO MATCH BEHAVIORS TO EXECUTIVE SKILLS IN YOUR BUSINESS
	Shared Strengths in One Organization
	Shared Strengths in Two Nonprofits
	Mapping Characteristics to Executive Skills
	Avoiding Potential Conflicts
	Focus on Executive Skills Strengths
	Voices from the Front Lines: Strengths and Weaknesses
	Healthcare: Clinical vs. Nonclinical
	High Performers in Sales-Buyer Interactions
	Observable Behaviors
	Strong Flexibility: Typical Behaviors
	Weak Flexibility: Typical Behaviors
	Strong Response Inhibition: Typical Behaviors
	Weak Response Inhibition: Typical Behaviors

	CHAPTER 8: AVOIDING THE WRONG PROMOTION: SORTING THE STRENGTHS OF EMPLOYEES VS. MANAGERS VS. EXECUTIVES
	Voices from the Front Lines: High and Low Performers
	The Failed Sales Promotion
	Voices from the Front Lines: Promoting Salespeople to Management
	Sales Employees vs. Sales Management
	Working in a Comfort Zone
	Voices from the Front Lines: Job Satisfaction
	IT Executives Can Shield the Heat
	Operations: Order and Organization
	Administrative: Organization Is Key
	Customer Service: Recalling Past Solutions
	Can Performance Be Predicted?

	CHAPTER 9: DETERMINE YOUR FIT—THE HIGH-PERFORMANCE EXECUTIVE SKILLS MAP: WHERE DO HIGH PERFORMERS WITH YOUR STRENGTHS WORK?
	Response Inhibition
	Working Memory
	Emotional Control
	Sustained Attention
	Task Initiation
	Planning/Prioritization
	Organization
	Time Management
	Goal-Directed Persistence
	Flexibility
	Metacognition
	Stress Tolerance
	The High-Performance Executive Skills Map
	Industries by Executive Skills Strengths
	Departments by Executive Skills Strengths
	Job Functions/Titles by Executive Skills Strengths

	CONCLUSION
	APPENDIX A: HOW THE TWO-YEAR STUDY WAS CONDUCTED: HIGH PERFORMERS AND THE EXECUTIVE SKILLS PROFILE
	Determining High Performance
	Using the Executive Skills Profile
	Selecting Subjects
	Selecting Industry Types and Departments
	Job Functions and Titles
	High Performers by Age and Gender
	High Performers by Company Size
	The Questionnaire
	Organizations in the Study
	The Study Continues

	APPENDIX B: THE HIGH-PERFORMANCE EXECUTIVE SKILLS TABLES
	Top Six Industries
	Executive Skills by Department: Top 10 Departments
	Job Function/Title
	Employees vs. Managers vs. Executives
	Males vs. Females
	Profit vs. Nonprofit
	Profit vs. Nonprofit (Excluding CEOs)
	Healthcare: Clinical vs. Nonclinical

	APPENDIX C: ABOUT NFI RESEARCH
	NOTES
	INDEX
	A
	B
	C
	D
	E
	F
	G
	H
	I
	J
	K
	L
	M
	N
	O
	P
	Q
	R
	S
	T
	U
	V
	W




