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Charismatic Advocate (a.k.a. Wheeler and Dealer)

These individuals are going to charm your socks off. They are smart, 
business-savvy people who confidently navigate political waters and 
effortlessly build relationships across all levels. Even in tense 
disagreements, individuals in this category can reach a settlement and 
maintain positive relationships. Warmth and good humor combine with 
their persuasiveness to enable them to inspire commitment and get things 
in motion. 

Wheelers and dealers are perfect for closing the sale, but not the type to 
rely on in the execution phase. Planning, assigning resources, managing 
time, and setting up processes are weaknesses for Charismatic Advocates. 
Focusing on measuring progress and holding people accountable by 
delivering tough feedback is not a sweet spot for this leadership type. Poor 
managers, they are not effective at directing others or conducting 
coordinated efforts. rising Cultivator (a.k.a. People Magnet)

Enterprising Cultivator (a.k.a. People Magnet) 

Individuals in this category are exceptionally people oriented. Their 
interpersonal skills are what make them successful. Other people find 
them to be trustworthy and inspiring. Their focus on fairness, equal 
treatment, and inclusion contributes to their loyal following. Not only do 
people magnets build and lead teams well, they genuinely care about and 
support the people on their teams. These are leaders people often want to 
work for. With a propensity for taking action, they are not deterred when 
they encounter an obstacle in their path.

Table 3

Charismatic Advocate strengths and weaknesses
Of the sixty-seven competencies studied, Driven Experts’ scores deviated in the following ways:

Career Ambition
Interpersonal Savvy
Negotiating
Political Savvy
Persentation Skills

Managing and Measuring Work
Organizing
Planning
Process Management
Time Management

Higher than average   Lower than average  
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On the other hand, they score lower in strategic skills and systems 
thinking, which might have helped them proactively avoid those obstacles. 
Enterprising Cultivators are likely to milk what they’ve got rather than 
exploring new fields. They are comfortable where they are and not likely to 
venture out. While people magnets are above average on many 
interpersonal skills, they are best in informal situations that do not require 
structured communication, influencing, or navigating politics. Tending to 
view the world in black and white, they may also appear somewhat ruffled 
when situations are less than clear cut. 

Which leaders rise and how high? 

The prevalence of the four leadership types varied by responsibility level. 
Without implying that one type is more effective than another, it does 
appear that the percentage of Driven Experts and Charismatic Advocates 
tends to go up at higher levels of leadership. Driven Experts steadily 
increased from 23 percent of low level managers to 32 percent of high level 
leaders. Charismatic Advocates also increased in prevalence from 6 percent 
of low level managers to 12 percent of high level leaders. The percentage of 
Enterprising Cultivators decreased from 8 percent of low level managers to 
2 percent of high level leaders. Principled Partners accounted for 18 percent 
of low level managers, dipped to 10 percent for middle level leaders, and 
crept up to 12 percent for high level leaders. This suggests that Driven 
Experts are more sought after for higher level positions than Enterprising 
Cultivators for example.

Table 4

Enterprising Cultivator strengths and weaknesses
Of the sixty-seven competencies studied, Driven Experts’ scores deviated in the following ways:

Caring About Direct Reports
Compassion
Motivating Others
Building Effective Teams

Composure
Presentation Skills
Technical Learning

Higher than average   Lower than average  
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Implications and applications

One benefit to identifying the four primary leadership types is that 
individuals can compare themselves to the types to see what is reflected 
back. By reviewing the strengths and weaknesses, as well as the areas that 
are above or below average, individuals begin building self-awareness.

For individuals who fit one of these four leadership types, it is also possible 
to recommend jobs that would be an ideal match for strengths, or 
development assignments that would push them to shore up weak areas. 

Take two job assignments that will continue to be in demand for the 
foreseeable future.

Change manager. These managers lead organization-wide change 
efforts, whether it’s upgrading to a new system, entering a new market, 
or integration efforts after an acquisition. A high visibility, high stakes 
position. 

Turnaround manager. Restabilizing the business after significant losses, 
snafus, or other problems requires a turnaround manager to produce 
results under tremendous pressure. 

Figure 2

Prevalence of leadership types
Without implying that any of the types are preferable, some types become more prevalent at 
upper-management levels, and others less so.
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Table 5

Leadership types in two key jobs
The change manager and turnaround manager roles would deploy strengths and shore up 
weakness differently, depending on the leadership type of the person assigned.

Change
Manager

Turnaround
Manager

Turnaround
Manager

Turnaround
Manager

Turnaround
Manager

Strengths to deploy Weaknesses to work on

Functional/Technical 
Skills
Intellectual Horsepower
Managerial Courage
Energy and Drive

Standing Alone
Drive for Results

Interpersonal Savvy
Compassion
Understanding Others
Motivating Others
Listening
Patience
Dealing with Paradox

Compassion
Peer Relationahips
Motivating Others
Listening
Dealing with Paradox

Functional/Technical Skills
Intellectual Horsepower
Fairness to Direct Reports
Ethics and Values
Integrity and Trust
Listening

Listening
Patience

Innovation Management
Command Skills
Conflict Management
Presentation Skills
Motivating Others
Managing Vision and Purpose

Command Skills
Conflict Management
Confronting Direct Reports
Managerial Courage
Managing Vision and 
Purpose

Intellectual Horsepower
Political Savvy
Comfort Around Higher
 Management
Boss Relationships

Presentation Skills
Interpersonal Savvy

Priority Setting
Planning
Directing Others
Managing and Measuring Work
Process Management
Confronting Direct Reports

Action Oriented
Perseverance
Caring About Direct Reports
Compassion
Customer Focus
Fairness to Direct Reports
Motivating Others
Building Effective Teams
Ethics and Values
Integrity and Trust

Compassion
Motivating Others

Problem Solving
Dealing with ambiguity
Innovation Management
Perspective
Dealing with Paradox

Intellectual Horsepower
Dealing with Ambiguity
Political Savvy
Dealing with Paradox

Driven
Expert

Principled
Partner

Charismatic
Advocate

Enterprising
Cultivator

Change
Manager

Change
Manager

Change
Manager

Priority Setting
Organizing
Informing
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Table 5 illustrates how each leadership type’s strengths and weaknesses 
align to the change manager or turnaround manager demands. There are a 
couple of ways to consider it. One view is to find the best fit—where there is 
tremendous match between strengths and skills required for success. 
Another approach is to find the job that would be the most 
developmental—where there are numerous weak areas that would need 
work in order to be successful. 

Either way, once leaders have a sense of their leadership type, they are 
better able to make informed decisions about the next job they seek and 
the challenges that lie ahead.

No one enjoys being typecast. At the same time, categories can help leaders 
make sense of patterns of behavior or qualities they possess. Leadership 
types provide a new angle from which to view strengths, make sense of 
tendencies, and generate ideas for rounding out skills. 

Discovering one’s leadership type is not about being pigeon-holed; it’s a tool 
for self-reflection and learning. Once aware of their type, leaders can 
overcome its potential limitations by making different choices, embracing 
the skills that work, and tinkering with the ones that don’t. Awareness, 
commitment to personal development, and careful refinement are the 
prerequisites for leaders to break free from a common type and distinguish 
themselves as a cut above the rest.
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