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INTRODUCTION
I’ve been a leader as long as I can remember. In my youth,
I led in school, church and Boy Scouts. As a college
student, I led initiatives, groups and various tasks. In my
professional career as a pastor and professor, I’ve
regularly found myself in the front of the pack.
I’m a leader.
Was I a “born” leader? To be honest, I don’t know any
other way. Every leader is born. But was I naturally gifted
for leadership? Ah, that’s a different question. Certainly I
have a charismatic personality (or so I am told). I’m not
afraid to lead and it’s always come quite natural to me.
So this is my first true leadership book.
For years I’ve conducted a wildly popular workshop on
“leadership styles” to teach individuals how their
personality impacted influence. To be honest, it’s fun to
watch leaders light up with insight, explode with new
confidence and commit to change how they lead others.
This book is for YOU. It’s to help you lead. It’s to
encourage and inspire your spirit. Leadership isn’t easy
but, I hope, this book makes it fun and rewarding. So sit
back, grab a coffee or coke and read this book. It won’t
take long, but the impact can last forever.

Rick

Leadership is influence.
Leadership happens.
It happens when we move people toward
desired insights, attitudes, and behaviors.
In truth, we all lead somebody, but our
skill to enact change, instill confidence and
reduce conflict nearly always spells the
difference between success or failure,
promotion or termination, trust or
skepticism.

Naturally, the real
question is how will you
lead and flex your
leadership style?

Meet Tom.
Tom enjoys the spotlight. His winsome
charisma captures his people’s attention
and affection. Tom loves taking risks and
his humor, charisma and energy inspires
even the most negative type.
Unfortunately, Tom’s hasty decisions can
betray trust and create insecurity. His
lack of discipline keeps Tom unfocused and
unproductive. He’s often late for meetings,
misses deadlines and loses opportunities.
People want to follow Tom…
...but they lack confidence in his ability.
...and struggle with his integrity.

Meet Julie.
Julie enjoys risk and welcomes change, but
only if calculated and properly planned.
Maybe that’s why Julie’s the one everyone
calls to finish the job...if not start it
altogether. She’s confident and knows what
is needed to get the work done...right.
Unfortunately, Julie often loses respect with
her staff. Her brisk and abrupt personality
costs her plenty and her “lone ranger” habits
keep even her most ardent supporters aloof
and off balance. When Julie wins, it’s big,
but when she loses it hurts.
People want to follow Julie…
...but they find her decisions stifling.
...and the demands unbearable.

Meet Roger.
Roger is a highly respected leader. He’s
intelligent and analytical. Roger’s
organizational skills and disciplined lifestyle
have earned him success many times over.
Nevertheless, Roger struggles to influence
and inspire his team. He’s very cautious,
sometime even paralyzed in his decisionmaking. For Roger he wants the job done
right and that often means doing it himself.
Consequently, he’s often tired and prone to
discouragement.
People want to follow Roger…
...but they they don’t see him stepping up
to the plate and taking control.
...and they wish he was more inspiring.

Meet Mary.
Mary clearly leads from the shadows. She
has an uncanny ability to interpret
conflict, perceive relational dissonance
and affirm others to succeed. Mary is the
first person people call when they need to
vent, or understand what they’re feeling.
Unfortunately, Mary’s reserve nature
creates criticism. She can be indecisive,
non-competitive and will avoid change if
its possible. Mary prefers people agree
and struggles with conflict in her team.
People want to follow Mary…
...but she seems more interested in
peace than progress.
...and often unwilling to take risks.

Leadership is competence.
All four of these leaders are competent.
Each one has unique gifts and strengths
for leadership. And yet, none of them
lasted long. Julie and Tom were both fired.
Roger resigned in frustration while Mary
is in her third position in five years.
What’s the issue? Some might point to
leadership inexperience or the difficult
nature of leadership altogether. Others
might implicate their educational training
or even life circumstances.
But would you believe the real reason is
actually rooted in their leadership styles.

We all lead with style!

Some leaders are active.
When they are inspired by a vision, they
have to do it...now.
Such leaders are always moving and
motivated and, yes, manipulating.
They tend to talk out their ideas and
insights. Active leaders pull organizations
into the future. Do or die. Now or never.
Get in the game.
In general, if you are an extravert, you’re
probably active in your leadership style.

Some leaders are passive.
When they are inspired by a vision, they
want to do it...later.
Such leaders are always watching and
waiting and careful.
They tend to think about their ideas and
insights. Passive leaders push their
organizations into the future. Wait and see.
Watch and learn. Make sure your ducks
are in a row. Let’s not rock the boat.
In general, if you are an introvert, you’re
probably passive in your leadership style.

Some leaders are people-focused.
They are emotive, random and relish
working with people.
Such leaders are sensitive. They lead with
their heart. They feel. They imagine.
They love a great story.
People-focused leaders live outside the
box. Time and space are important but its
far better to operate within the moment
and embrace spontaneity.
In general, if you tend to miss deadlines,
skip details, love flexibility and enjoy
relationships over rules, you’re a peoplefocused type of leader.

Some leaders are task-focused.
They are cognitive, sequential and enjoy
working a job.
Such leaders are serious. They lead with
their head. They think. They organize.
They love a great mission.
Task-focused leaders live inside the box.
Time and space are all that matters.
Chaos is controlled.
In general, if you tend to meet deadlines,
love details, welcome organization and
enjoy rules over relationships, you’re a
task-focused type of leader.

PEOPLE-FOCUSED
Put an X in the
quadrant that best
reflects you.

If you are an
“active” and “peoplefocused” leader, put
your “X” here!

ACTIVE
If you are an
“active” and “taskfocused” leader,
put your “X” here!

If you are an
“passive” and “peoplefocused” leader, put
your “X” here!

PASSIVE

If you are an
“passive” and “taskfocused” leader, put
your “X” here!

TASK-FOCUSED

Finding Your Style:
ARE YOU MORE ACTIVE (Extraverted) or PASSIVE (Introverted) in your
personality? Do you prefer to DO it (Active) or WATCH it (Passive)? Do people
see you as OUTGOING, even LOUD (Active) or RESERVE and QUIET (Passive)?
ARE YOU MORE TASK-FOCUSED (List-making, deadline-keeping maniac) or
PEOPLE-FOCUSED (Relational, flexible, fly-by-the-seat-of-your-pants)? Do
people view you as ORGANIZED, ON-TIME and DISCIPLINED (Task-Focused) or
DISORGANIZED, FLEXIBLE and SENSITIVE (People-Focused)?

PEOPLE-FOCUSED

Game Show
Host”

Counselor

“Active” and
“People-focused”

“Passive” and
“People-focused”

ACTIVE

PASSIVE
“Active” and
“Task-focused”

“Passive” and
“Task-focused”

Stage
Manager

Chef

TASK-FOCUSED

My Leadership Style:

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

STRENGTHS: cheerful,
curious, appealing,
expressive, enthusiastic,
friendly
WEAKNESSES: restless,
manipulative, undisciplined,
distracted, unreliable

Few leaders are more fun and gregarious
than the “game show host” style. These
playful leaders enjoy the spotlight,
welcome applause and spawn magical
moments in an organization.

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

What “game show hosts” do best is inspire.
They are energetic, enthusiastic and
expressive leaders who possess
charismatic personalities and winsome
tactics. People are naturally drawn to
these leaders. Their lively (and sometimes
even loud) disposition draws and delights
a crowd.

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

“Game show hosts” are spontaneous and
flexible leaders. They readily embrace
change and risk. As leaders they love to
invent extraordinary solutions to even the
most mundane situations. Creativity is
clearly their middle name!
"Let's make a dent
in the universe."
— Steve Jobs

"If things seem under control,
you are just not going fast enough."
—Mario Andretti

"Do you want to be safe and good, or do you
want to take a chance and be great?"
— Jimmy Johnson

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

Unfortunately, this dynamic expressive
style and natural impulsivity produces
serious drawbacks, even liabilities for the
“game show host” leader. Emotional energy
is attractive but without substance, the
party won’t last. People follow inspirational
leaders with plans, not just energy.
Another problem is the undisciplined
tendencies of “game show hosts.” They
miss deadlines, show up tardy and break
promises. It’s not always fun to follow them
and, if the truth be told, downright
frustrating (especially to the chefs and
stage managers on their teams).

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

In general, this leadership style can be
frustrating, even exhausting, to follow.
Spontaneity certainly breathes life into the
dull routines of work but without
substance it’s like ice cream sans a bowl.
When the fun melts, it gets a bit messy and
very sticky.
"Real leadership is
when everyone else
feels in charge.”
Bono, Lead Singer of U2
Fortune Magazine named
Bono, a game show host
leader, the #8 most influential
leader in the world (2014).

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

“Game show hosts” make decisions on the
fly and rely upon hunches to determine
direction. Of course, if the hunch is right
there is wild applause, even standing
ovations.
But more often than not, the hunch leads
to a dead end. Fool me once, shame on
you. Fool me twice, shame on me. Fool me
a third time...well, there is no third time.
The party is over and the band has gone
home.

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

SUMMARY
•Delightful & Daring
•Relational: High
•Task: Low
•Likes: Interaction!
•Actions: Impulsive!
•Takes/enjoys risk!
•Decisions: Hunches
•Time: Undisciplined
OTHER LEADERSHIP/PERSONALITY STYLE
INVENTORIES WILL LABEL “GAME SHOW HOSTS” AS…

SANGUINE, OTTER, DYNAMIC

L e a d e r

H e l p s

• Communicate by listening. It’s easy for you to
be caught up in the emotion of the conversation and
often you’ll miss the substance. This particularly
frustrates the “stage manager” and “chef” styles.
They want to be heard. They need to be heard.
• Be attentive to your schedule. People rely upon
you and will rearrange their priorities and schedules to
meet with you. “Chefs” and “stage managers” find
tardiness both rude and a waste of their time. Honor
them by making deadlines.
• Maximize your potential to inspire people.
You’ve got it, use it! Emotional leadership moves
people.
• Motivate honestly and with substance. Avoid
gimmicks (and guilt) to get your team to do what you
want. Give people a good reason to follow! If you have
to use incentives and bribes (cash, prizes) to motivate
your team, you’ll only spend all your time playing
games. So motivate honestly and with integrity.
• Follow through with your commitments. Don’t
break your promises. If you say you’ll do it, do it.
• Discipline your ability to stay focused. This style
is known for it’s A.D.D.! If you can’t organize, find
someone who will do it for you. Your best bet is to
secure a “chef” to help you out.

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

If this is your leadership personality, stop
right now and pat yourself on the back.
Raise a toast to “Enthusiasm!” Call a
friend and let’em know you finally figured
out why you do what you do. Then revel in
this one word that completely sums you up:

Inspiration

!

Face it, you are a
lovable, fun-packed,
energetic, spontaneous
dude (or dudette).
The BOTTOM LINE.

THE

CHEF

STRENGTHS: unemotional,
confident, goal-oriented,
decisive, organized, practical
WEAKNESSES: inflexible,
insensitive, bossy, tactless,
sarcastic, workaholic

ACTIVE/TASK-FOCUSED

Of all the leadership styles, this one tends to
truly cook at the highest levels. After all, a
simple review of the C.E.O.s, Lead Pastors,
Executive Directors and Presidents of the most
influential and successful businesses, churches,
organizations and schools, will reveal nearly
two-thirds of these leaders are “chefs.”

THE

CHEF

ACTIVE/TASK-FOCUSED

“Chefs” are ready-made leaders who want
to be large and in charge. In a group,
they’ll take the lead. If they’re not the
official leader, then “chefs” will cook up
agendas and strategies sure to curry favor.
They love the sweet smell of success.

THE

CHEF

ACTIVE/TASK-FOCUSED

“Chefs” know their way around the
leadership kitchen. They are decisive,
determined and disciplined. They know what
they want, how to get it done and where they
need to go. This recipe not only cooks up
results but also influences others to take a
seat at the table. Chefs git’er done!
The creativity of “chefs” can be unmatched.
They love to innovate a fresh vision. Many
are master communicators who know how to
inspire people toward the plan.
"I am looking for a lot of men who have an
infinite capacity to not know what can't be done."
— Henry Ford

THE

CHEF

ACTIVE/TASK-FOCUSED

Unfortunately, “chefs” can become so focused
on their mission that they lose the interest
and even respect of their team.
Furthermore, due to their hyper-creative,
high expectations and workaholic ways,
“chefs” can easily morph into “lone rangers.”
After all, if it’s going to be done right, they
will do it...even if it means going alone.
"Skill and confidence are an
unconquered army."
— George Herbert

"Eagles don't flock."
— Ross Perot

"Success seems to be
connected with action.
Successful people
keep moving. They
make mistakes, but
they don't quit."
— Conrad Hilton

THE

CHEF

ACTIVE/TASK-FOCUSED

Like a lone cook who’s kicked out the kitchen
crew due to some perceived incompetence,
this type of leader can do more than simply
hurt feelings...they can ultimately burn
bridges. To “chefs,” results matter more than
people and this will certainly boil the tempers
of those more prone to spontaneity or
invested in different agendas.
I think the currency of leadership is
transparency. You've got to be truthful. I
don't think you should be vulnerable
every day, but there are moments where
you've got to share your soul and
conscience with people and show them
who you are, and not be afraid of it.
(Howard Schultz, CEO Starbucks and “Chef”)

THE

CHEF

ACTIVE/TASK-FOCUSED

Nevertheless, and to their credit, “chefs” still
produce winning work. It may kill them at
times but they will get the vision heated and
eventually served...usually with wild success.
It won’t matter along the way how many fires
were ignited because “chefs” don’t care.
Conflict is inevitable. If you can’t stand the
heat, you can certainly hear them say, then
stay out of the kitchen. Now you know why
arrogance is a common criticism of “chefs.”
Regardless of the process or tactics, “chefs”
are reliable, intuitive, mission-minded leaders
that people want to follow...and do.

THE

ACTIVE/TASK-FOCUSED

CHEF
SUMMARY
•Determined & Decisive
• Relational: Low
• Task: High
• Likes: Being in charge!
• Actions: Decisive!
• Calculated risks
• Decisions: intuition
• Time: Swift, efficient
OTHER LEADERSHIP/PERSONALITY STYLE
INVENTORIES WILL LABEL “CHEFS” AS…

CHOLERIC, LION, COMMON SENSE

L e a d e r

H e l p s

• Be sensitive to the feelings of others. Your
ambition and need to get things done can often run
over others, hurt them and even lose them.
• Keep the vision in front of you & others. You
know the steps and see the path to success. Inspire
others by crafting well-developed dreams.
• Take the time to listen. It’s easy for you to be
thinking about defending your position or arguing
your point. Instead, slow down and listen to what
your critic is saying. You might discover the truth.
• Develop relationships. Sure, you’d prefer to be
working the job but don’t forget to take time to invest
in people. Get to know their hobbies, past and
personal vision. Show’em you care.
• Maintain balance of people and task. When
the heat is on, it’s natural to focus on the task and
forget the people. Resist that urge.
• Allow your confidence to bring security to
others. People follow you because they trust you.
They have confidence in you. Use that strength to
your advantage.

THE
CHEF
ACTIVE/TASK-FOCUSED

If this is your leadership personality,
schedule yourself a good time (doing
whatever a good time is for you). Raise a
toast to “Mission Accomplished!” Plan a
meeting in honor of you. Rename yourself
“The (first name).” Then revel in this one
word that completely sums you up:

Confidence
Hey, people follow you
because you (and only
you) make them feel
like they can rope the
moon. Nice work, man.
The BOTTOM LINE.

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

STRENGTHS: thoughtful,
serious, organized,
economical, cautious
WEAKNESSES:
perfectionism, critical,
withdrawn, paralysis by
analysis, insecure

The most disciplined of leadership styles is the
“stage manager.” This passive intellectual
naturally prefers to lead from the wings. If
possible, they will also script their own vision but
woe to those (especially the “chefs” and “game
show hosts”) who perform “off script!”

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

“Stage managers” generate insight and ideas
in others, even though they themselves don’t
feel particularly creative. They even
welcome change as long as it’s reasonable
and right in their book. However, don’t be
messing with the “script” or vision too much.
Surprises are fine in practice but let’s follow
the screenplay in performance. This timely
counsel is what endears these leaders to their
teams. They’re steady as a rock.

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

“Stage managers” also produce incredibly
detailed and well-designed plans. With
analytical skills sharpened by intellect and
experience, these leaders innately
recognize the steps to success.
They also relish regulations and push
policy. Rules were not meant to be broken…
ever. This strong allegiance to company
policy is also endearing, especially to senior
leaders and bosses. Stage managers tend to
find their place in middle management. Like
bulldogs they fight for the status quo.
Tradition and brand mean something.

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

Unfortunately, “stage managers” are so
locked to the script and content to remain
side stage that other more aggressive and
charismatic leadership styles can run them
over. Change is a risk and “reasonable” risk
is best avoided.
"Talent without discipline
is like an octopus on
roller skates. There's
plenty of movement, but
you never know if it's
going to be forward,
backwards, or sideways."
— H. Jackson Brown, Jr.

“Men acquire a particular
quality by constantly acting
in a particular way."
— Aristotle

"My only objective is to isolate your stupidity."
— David A.J. Axson, The Management Mythbuster

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

For many “stage managers” success is
perfection (an impossibility, mind you) and
so they fall prey to “paralysis by analysis.”
They over-think decisions and thwart
change to the point that when they finally
do relent, it’s too late. The opportunity has
passed them by.
"In looking for people to
hire, you look for three
qualities: integrity,
intelligence, and energy.
And if they don't have
the first, the other two
will kill you."
— Warren Buffet
CEO, Berkshire Hathaway and
a “Stage Manager” Leader

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

Consequently, “stage managers” are prone to
discouragement. Sometimes the facts (upon
which they make decisions) are fudged. They
want a “perfect” outcome but prefer a safe
route and that’s almost never going to
happen. It’s easy to get depressed over
regrets, missed opportunities and past
mistakes.
Naturally, the passive nature of “stage
managers” rankle impulsive “game show
hosts” and determined “chefs” the most, as
their analytical leadership style threatens,
tyrannizes and tires those who prefer wonder
to wit and inspiration to insight.

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

Nevertheless, “stage managers” who learn to
trust other styles and take unreasonable risks
from time to time, soon discover their teams
gravitate naturally toward their influence.
By design, “stage managers” aren’t peoplepeople. They prefer solitude to the spotlight
and backstage to hanging out with the crowd.
Much of their stress emerges when other types,
particularly “game show hosts” force them to
appear on-stage, even just to take a bow.
All in all, “stage managers” are valuable team
members. They’re innate and sharp analytical
skills quickly create solutions. They remind an
organization of their history and tradition...and
that’s a always good thing. You can’t move
forward if you don’t know your past.

THE

ACTIVE/TASK-FOCUSED

STAGE
MANAGER
SUMMARY

• Deep and Disciplined!
• Relational: Low
• Task: High
• Likes: Organization
• Actions: Cautious
• Avoids risks
• Decisions: on facts
• Time: Disciplined
OTHER LEADERSHIP/PERSONALITY STYLE
INVENTORIES WILL LABEL “STAGE MANAGERS” AS…

MELANCHOLY, BEAVER, ANALYTIC

L E A D E R

H E L P S

• Maximize your analytical approach. You love
to think. You love to think about thinking. People
look to your wisdom for guidance so continue to
improve what you know and why you know it.
• Guard your desire to micro-manage. This
temptation can be a serious problem for you. It’s one
thing to want things done right and quite another to
oversee every detail. Major in majors, not minors.
• Allow your creativity to come through. Surprise
the crowd (and yourself) with some innovative
thinking. Creativity is like a muscle. Use it or lose it.
And the more you flex the guns the more noise you’ll
make. Trust me, you got it in you!
• Develop decision-making skills. Your problem
isn’t the decision. It’s pulling the trigger and doing
what you know is right. Fear paralysis more than risk.
• Bring the plan to the problem. Your team is
looking to you for a well-developed, reasonable plan.
Don’t let them down.
• Be aware of your tendency to discouragement.
It’s probably hard for you to fail, but failure happens.
Just don’t let discouragement beat you. Find a
“game show host” to keep you pumped up and
enthusiastic!

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

If this is your leadership personality, find a
nice, quiet place to simply consider about
how amazingly valuable you really are to
the nitty gritty details of a dream. Raise a
toast to “Organization!” Then revel in this
one word that completely sums you up:

Integrity

The BOTTOM LINE.

It’s a no-brainer, really.
What makes you special is
you’ve got smokin’ hot
analytical skills. I’d also
say you’re one sharp tool
but you already knew
that fact, did’t you?

THE
COUNSELOR

PASSIVE/PEOPLE-FOCUSED

STRENGTHS: relaxed,
competent, patient,
inoffensive, diplomatic,
practical
WEAKNESSES: fearful,
indecisive, uninvolved, shy,
resists change, compromises

The most sensitive of leadership styles is the
“counselor.” Dependable and diplomatic to a
fault, this leadership style is like a beautiful
gift to every leadership team. “Counselors”
are people-oriented and naturally serve to
salve emotional wounds and hurt feelings.

THE
COUNSELOR
PASSIVE/PEOPLE-FOCUSED

“Counselors” influence others one person at a
time. Highly emotive, they can easily initiate
relationships. However, their natural passivity
draws a tight circle. “Counselors” thrive on
intimacy and compassion. They lead with a
“bleeding heart” and a tear in the eye.
Consequently, most “counselors” are overlooked
in the wider leadership arena. They’re viewed
as too sensitive by those more wired for tasks
and lacking backbone by those who enjoy risk.

THE
COUNSELOR

PASSIVE/PEOPLE-FOCUSED

Nevertheless, if “counselors” are given the
opportunity to lead, they will build a loyal, close
leadership team. They have an innate sixth
sense for reading people (sometimes like a
book!) and can feel conflict and tension in a
room, long before others recognize an issue.
“Counselors” empathy quickly wins ears and
hearts. As leaders they draw people naturally
into intimacy. Consequently, they’re on call
24/7/365 and always ready to serve someone
who’s struggling on their team.
They are calm, cool and collected leaders. The
type you want in a pinch...when you’re pinched.

THE
COUNSELOR
PASSIVE/PEOPLE-FOCUSED

Unfortunately, “counselors” can also crack
under pressure and particularly resist conflict.
They prefer peace and resolution to debate and
dissolution. “Can’t we all just get along?” they’ll
plead. Let’s cooperate. Forgive. Move on.
In a perfect world, such idealism is attractive
but reality has a way of wearing that sentiment
rather thin. Unanimity is an utopian dream.
"Leadership is a serving
relationship that has the
effect of facilitating
human development."
— Ted Ward

"Let me pass, I have to follow them,
I am their leader."
— Alexandre Ledru-Rollin

"The ear of the leader must ring with
the voices of the people."
— Woodrow Wilson

THE
COUNSELOR

PASSIVE/PEOPLE-FOCUSED

Nevertheless, the desire to get everyone on the
same page is a “counselor’s” mission and, as a
result, they’re notoriously deliberate and
painfully slow in making decisions. In an
attempt to please everyone, no one is pleased
and that only creates conflicts that cripples
“counselor’s” leadership influence.

"The true leader serves. Serves people. Serves
their best interests, and in doing so will not
always be popular, may not always impress.
But because true leaders are motivated by
loving concern than a desire for personal glory,
they are willing to pay the price."
— Eugene B. Habecker
in The Other Side of Leadership

THE
COUNSELOR

PASSIVE/PEOPLE-FOCUSED

“Counselors” also avoid risks.
Their sensitivity and struggle with conflict and
competition wires them to discourage, deflect
and even deter change that will cause issues.
“Counselors” view risk as, well, risky because it
causes hurt feelings, damaged friendships and
destructive conversations. The preferred
protocol is cooperation and common ground.
And it’s this ethic to empathy that tags
“counselors” as MVPs on your leadership
teams. They lead from the edge. They lead with
compassion. They lead with sensitivity.
“Counselors” don’t just talk the talk, they walk
the talk and talk the walk.

THE
COUNSELOR

PASSIVE/PEOPLE-FOCUSED

•Dependable & Diplomatic!
•Relational: High
•Task: Low
•Likes: Close relationships!
•Actions: Slow! A Pleaser!
•Avoids Conflicts
•Decisions: Others’ Opinions
•Time: Slow, calm
OTHER LEADERSHIP/PERSONALITY STYLE
INVENTORIES WILL LABEL “COUNSELORS” AS…

PHLEGMATIC, DOG, IMAGINATIVE

L E A D E R

H E L P S

•Become self-motivated. It’s easy for you to
coast in neutral. What types of things spark your
passion and desire?
•Maximize your one-on-one skills. You have a
unique gifting to develop highly personalized
relationships. People trust your counsel.
•Bring your calmness to leadership. You have
an amazing ability to diﬀuse conflict, melt tension
and resolve diﬀerences. Use it...a lot! Your team
needs the calm you bring to every storm.
•Be the mediator. Don’t be afraid to step in
and handle the process or even the aftermath of a
fight. People look to you for reassurance and
sometimes even reality checks.
•Develop your decision-making abilities.
Face it, you don’t like decisions. You’d prefer
consensus but that’s not always possible.
However, you still need to master making positive
decisions, even if it means some conflict.
•Stay focused on the task. Don’t be afraid to
get on point and work inside the box. What will
win you points are results. Work for results.

THE
COUNSELOR

PASSIVE/PEOPLE-FOCUSED

If this is your leadership personality, take a
long walk to stop and smell the roses.
Raise a toast to “Sensitivity!” Invite a
couple close friends over for supper and
gently break the news: you’re a one-of-akind leader. Then revel in this one word
that completely sums you up:

Compassion
Want to know what
people love about you?
You invest in them.
That’s right, you care.
Nobody does it better.

The BOTTOM LINE.

So now that you know what type of
leader you are, let’s ramp this discussion
up a bit and chat about...

CONFLICT !

Where does it emerge?
Why it’s happening?
How to deal with it?

PEOPLE-FOCUSED

Game Show
Host”

Counselor

ACTIVE

PASSIVE

Stage
Manager

Chef

TASK-FOCUSED

Your greatest conflict, as a leader, will
emerge with the style that is completely
opposite of you.

CONFLICT
Where does it emerge?

When you think about it, every leader has
common connections with three of the other
styles. For example, besides other “chefs,” a
“chef” will have “task” compatibility with
“stage managers” and “active” compatibility
with “game show hosts.” The only one with
no direct relational link is the “counselor”
style. “Counselors” are passive/peoplefocused while “Chefs” are active/taskfocused. So naturally these two styles have
conflict and, nearly always, the “chefs” will
run the “counselors” out of the kitchen.
Similarly, “game show hosts” and “stage
managers” struggle to coexist.

CONFLICT
Why is it happening?

As mentioned, this conflict happens
because there is no common connection
with the style in direct opposition. So
naturally, friction and faction emerges.
But don’t kid yourself.
You can have conflict with other styles
and even with persons of the same
leadership personality.
After all, the proverb is true: too many
cooks (or in this case “chefs”) will spoil
the broth. Too many of any style will stall
(even stop) progress and productivity.

CONFLICT
How to deal with it?

The good news is once you know your
leadership style and understand how
others are wired, you can effectively lead
your team.
You can even lead those with no
compatibility or connection to your style.
Will it be easy?
Of course not. And there are no
guarantees. However, there are some
solutions that leaders can learn to ease
tension and lead successfully.

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

PRIMARY NEMESIS: “Stage Managers”

“Game Show Hosts” are inspirational
leaders but they often wear out their
teams and quickly lose loyalty.
The “chefs” and “stage managers”
struggle with the lack of planning,
coordination and general commitment to
policies and procedures. “Chefs” will
show some patience but because “game
show hosts” tend to be more fluff than
substance, they’ll start cooking other
plans. “Counselors” tire quickly of the
rah-rah energy of “game show hosts” and
unless they find a significant role to play,
will quietly fade away.

THE

GAME
SHOW
HOST

ACTIVE/PEOPLE-FOCUSED

PRIMARY NEMESIS: “Stage Managers”
If you’re a “game show host,” here’s how you deal with
each of the other styles:

•“Chefs”: Get in their kitchen and ask
them to organize you. Empower!
•“Counselors”: Spend some one-on-one
time to share your vision and brainstorm
strategies to influence change.
•“Stage Managers”: Use your winsome
inspirational skills in private meetings
where you share your vision and invite
them to create specific, detailed solutions
and maps to guarantee success.

THE
CHEF
ACTIVE/TASK-FOCUSED

PRIMARY NEMESIS: “Counselors”

“Chefs” are confident leaders who’s
dogged determination can challenge
agendas and tire the more sensitive types.
The “game show hosts” and “counselors”
struggle with the lack of empathy and
concern “chefs” show people. For them,
everything “chefs” do seem to be about
the task, rules and deadlines, no matter
what people feel. “Stage managers” think
“chefs” are all about their agendas and
those who disagree aren’t worth their
salt. All styles can fear the “chef” because
they recognize their confidence and skills
to plan and program do produce success.

THE
CHEF
ACTIVE/TASK-FOCUSED

PRIMARY NEMESIS: “Counselors”
If you’re a “chef,” here’s how you deal with each of the
other styles:

•“Stage Managers”: Spend some time
backstage and give these leaders your
“vision” to improve the script.
•“Game Show Hosts”: Invite these
leaders to motivate your teams.
•“Counselors”: Spend some one-on-one
time and seek their counsel on which
individuals on your team will primarily
struggle with your agenda/vision. Ask
for their support and invite ideas/insight.

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

PRIMARY NEMESIS: “Game Show Hosts”

“Stage managers” are leaders with deep
integrity and commitment to the task but
can often stall, even stop, the “show.”
The “game show hosts” and “counselors”
find the “stage managers” tendency to
suffer from “paralysis by analysis” to be
painfully unnerving (not to mention their
anal retentive perspectives). On the other
hand, the “chefs” lose patience with the
“stage managers” unwillingness to do
something, anything. Their passivity can
often create fear, stress and conflict. It’s
one thing to be tentative and cautious, but
another to sit and stall until it’s too late.

THE

STAGE
MANAGER
PASSIVE/TASK-FOCUSED

PRIMARY NEMESIS: “Game Show Hosts”
If you’re a “stage manager,” here’s how you deal with each of
the other styles:

•“Chefs”: Throw them a bone every now and
then and trust their intuition. Even if some
details are hazy, give them the benefit of doubt.
•“Counselors”: Invest some quality time, as
you lay out proposals. Seek their insight and
embrace their innate sense of understanding.
•“Game Show Hosts”: The next time you need
a cheerleader for your vision, tap one of these
leaders on your team. Sell them on the dream
then stand back and watch’em work wonders!

THE
COUNSELOR
PASSIVE/PEOPLE-FOCUSED

PRIMARY NEMESIS: “Chefs”

“Counselors” are compassionate leaders
who are deeply sensitive to how people feel,
react and respond.
The “game show hosts” and “chefs” find the
“counselors” quiet, passive dispositions
counter-productive when change is in the
wind. It’s particularly troublesome if the
“counselor’s” goal is consensus or
widespread cooperation. Even “stage
managers” recognize this might not always
be possible. Nevertheless, “counselors” add
depth to any team and, if they’re not
recognized for their contributions, can and
will quietly fade away.

THE
COUNSELOR
PASSIVE/PEOPLE-FOCUSED

PRIMARY NEMESIS: “Chefs”
If you’re a “counselor,” here’s how you deal with each of the
other styles:

•“Stage Managers”: Sometimes their cold
exteriors betray their deep commitments, so
get to know them. They make great friends!
•“Game Show Hosts”: Don’t let their
inspirational style overshadow your vision or
direction. Tap them to motivate for you.
•“Chefs”: Take them out for lunch and share
your emerging vision, then stand back and let
them go to work for you. Utilize their skills to
build the steps and craft the strategies.

Nevertheless, opposites will attract and,
with commitment to the vision, humility
and patience can create a winning
combination. Here are a few “opposites”
who influenced our world:

Final Thoughts
Conflict, opposition and pain show that
change is happening and growth is
coming. Remember how your bones
ached as a kid during your growth
spurts? Similarly, whenever change and
growth happen in an organization,
school, business or church, there will be
pain, opposition and conflict.

"People don't resist change.
They resist being changed!"
— Peter Senge

When it comes to teams and staffs, the
best combinations include a healthy
balance of all four styles. In fact two of
rock music’s best bands featured one of
each leadership personality.
In the Beatles, Paul and Ringo were the “active”
personalities while John and George were
“passive” (and the first to pass away). The
winning songwriting duo of Lennon-McCartney
(task-focused) matched with the bubbly Ringo
and lovable George (people-focused) produced a
superstar band that forever change popular
music. George’s (counselor) spirituality matched
with McCartney’s (chef) dogged determination,
Ringo’s (game show host) energy and Lennon’s
(stage manager) discipline was a perfect combo.

For U2, their longevity as a band rides on
their four distinct leadership personalities.
Bono, the “game show host” and The Edge
as “chef” cook up some memorable music.
Meanwhile, in the background are Adam
Clayton (“counselor”) and Larry Mullen
(“stage manager”). Mullen actually founded
U2 the band until Bono arrived on the scene
and Clayton kept the whole band together
early in their career when faith commitments
threatened to tear them apart.

U2

At the heart of guiding a team, is to embrace
your own style and unlock it for influence and
change.
Face it, you will never be everyone’s hero and
styles will clash. Nevertheless, once you
understand who you are and the personalities
within your team or staff, you are empowered
to truly lead with style.
Mediocre leaders reveal a vision.
Good leaders generate change.
Great leaders influence history.

When you lead with style, you lead with
greatness. You live out of your own
authenticity. You are real and relevant.
Anyone can lead, but great leaders last.
Anyone can lead by title or position, but
great leaders influence by humility and
servanthood.
Leadership involves a combination of
natural dispositions (how you’re wired
to be passive or active, task- or peoplefocused) and learned strategies
nurtured within experience and
education.

All leaders are born but not all born
can lead. We must improve our skill
sets, deepen our understanding and
fire our passions to lead through our
styles.
Got it? Good.
Now it’s your turn. LEAD. Lead
with style. And don’t be surprised if
you change the world in the process.

The Original Edu-Trainer!
"DO NOT FOLLOW WHERE THE PATH MAY LEAD. GO INSTEAD WHERE THERE IS NO PATH AND LEAVE A TRAIL." (H.R. MCALINDON)

Inspiring Tomorrow’s Leaders Today!

Training that Changes Lives!
Creative training.
Relevant training.
Insightful training.
Affordable training.
In the 21st century a new type
of leader is desperately needed. It
doesn’t matter whether you teach,
administrate or counsel, a set of
fresh eyes and skills are invaluable
to morale, loyalty and success. In
fact, the number one reason
volunteers quit, teachers struggle
and employees move on is a feeling
of inadequacy and failure. In a
nutshell, they hunger for...
Creative training that
inspires with excellence. A person’s
time is like money and there’s little

MANNA!

E D U C A T I O N A L

S E R V I C E S

Quality leadership training since 1984.

patience for training that’s boring,
poor or lacking in application.

BOOKING NOW

!
Relevant training that
C
all me at 208.914.1404
s e r v e s w i t h a u t h e n t i c i t y.
Leadership and educational skills
to schedule your date.
vary from novice to veteran and
Also available for persona
effective training will scratch the
l or
needs/skill-level of both.
professional coaching an
d consultations.
Insightful training that
delivers depth and “aha”
m o m e n t s.
W h e n a f re s h
while that’s understandable it’s also
perspective roots it has the power
the key to a highly-motivated
to deliver change.
Excellent
volunteers, employees and students.
training makes the mind pop with
insight.
If your organization, school,
business or church seeks innovative,
Affordable training that
inspirational, fun and affordable
doesn’t bust the budget. Often the
leadership training or motivational
first funding to get the axe tends to
speaking, book Dr. Rick Chromey
be training and conferences, and
today and experience the difference!
Dr. Rick Chromey
3017 N. Christian Way
Meridian, ID 83646
208.914.1404
rickchromey@gmail.com
www.rickchromey.com

ADDITIONAL RESOURCES BY DR. RICK CHROMEY
Stay on the “the edge” of culture, leadership, education and faith and follow
“Leading From The Edge” on Twitter or Facebook (click “like” to be included in
the loop of new stories and commentary and to join the conversation).

“Motivate Me!” for LEADERS,
especially those who serve non-profits
or churches. Do your staff/volunteers
need some inspiration? In this 72-page
ELECTRONIC book, discover the six
secrets to motivating volunteers
anywhere, any time!

“Motivate Me!” for EMPLOYERS.
Designed to help bosses,
administrators, managers or
anyone who wants to lead
employees without using fear, guilt,
incentives or punishment.

LEADING WITH STYLE. Some books inspire. Some
books oﬀer insight. Some books change your life.
This is one of those books.
If your leadership needs a lift, give this book a read. If you
wonder why some people on your staﬀ bug you, give this book a
read. If you question your own ability to lead, give this book a
read. If you want to be a better leader, give this book a read.
Shoot, just give this book a read.

Dr. Rick Chromey is a cultural
explorer, leadership imagineer and edutainer who lives in Meridian, ID. He is a
best-selling author, professor of ministry
and leadership, and personal growth
consultant. Dr. Chromey speaks to
thousands of people annually on topics
ranging from leadership to cultural
analysis to creative communication.

www.rickchromey.com

