GS-14 & 15 Positions

Gallup Process
1.
Purpose: To provide the selection panel with some insight into your leadership themes.  These themes are the patterns of behavior and thought that correlates with success in working with people to get the job done.  These insights combined with your interview and the credentials (KSAs) in your resume, provides the panel with a more holistic view of your potential for success in the position.

· Skill Competencies: Knowledge, skills, abilities: Source: Resume & interview

· Style: Attitude, feelings, behavior: Source: Gallup & interview

2.
What is the Gallup Interview:

· USACE hired Gallup to research the leadership themes of successful leaders throughout our industry. From that research they have categorized leadership themes and developed questions to determine the presence and behavioral preference for these themes in interviewed candidates.

· REMEMBER: Gallup is only one of several factors that come into consideration for the final candidate selection.

3.
How does it work:

· It is designed to predict/illustrate inherent behavior by taking folks out of their normal, deliberate thinking protocol and moving them towards "Top of the mind" response.


It is WHO you are - NOT WHAT you know.

· The interview lasts between 30 minutes and an hour and a half depending on the length of your responses to the questions. Expect to hear the same type of question asked in several different ways to insure they have captured your inherent nature.

4.
Major Categories of Leadership Themes: Refer to handout for more detailed explanation of these leadership themes.

· Direction:         Vision, concept, focus, strategic thinking.

· Drive to excel:  Ego drive, activator.

· Relationships:    Developer, team.

· Management:    Arranger, performance orientation.

NOTE: Relationships are critical - organizations grow as people grow. Leaders need to be accountable for their folks and open to opinions.

5.
Merit System Protection Board with Gallup Results:

· Gallup provides overall ranking of candidates and indicates how strong each candidate is in each theme. It DOES NOT give out individual scores. A copy of the individual analysis is given to the respective candidate.

· Ranking (Best Qualified, Highly Qualified, Qualified) DOES predict performance behavior.  (Current Breakdown as of Apr 2005:   BQ: 6%   HQ: 39%   Q: 55%)

· Individual themes/each component DOES NOT predict performance behavior.

Leadership Theme Definition

(No theme by itself is a negative)

(Example:  Direction without relationship can be abrasive.)

	Direction
	Vision - the capacity to create and project beneficial images to be achieved into the future to which the leader can be dedicated.

Focus - goal oriented, ability to take a direction, maintain that direction, and make corrections when necessary.  (Priorities remain focused)

Strategic Thinking - the ability to do "what if" thinking as one imagines and creates the paths to future goals.

Concept - the need to explain the events in one's life parsimoniously; to have the best explanation of most events.




	"Inner Values" 



Future goal  - not task oriented


Planners



Integrate ideas

	Drive to Excel
	Ego Drive ‑ the striving to define oneself as a significant person.







Activator – the drive to make things happen, to be proactive
	Drive to excel:

1. Can do it – will do it
2. Courage - elements of emotion, bluntness - talks with authority.  So critical everyone desires it for leaders.


(Quite rare) Coaching - "Fire up speed” - not motivation.  Persuasive – influence - sense of impatience.






	Relationships
	Developer - the desire to help others grow and the capacity for taking satisfaction from each increment of growth of the people with whom the leader works.

Team - the capacity to get people to help each other use their strengths to achieve their goals. 



	Relationships have significant impact on success.

Team builders see talent, understand & respond.



	Management
	Arranger - the ability to coordinate people and their activities so that work gets done efficiently - effective tactics.  Integrate Ideas.





Performance Orientation - an attitude of being results oriented.  The need to measure achievement.



	Effective tactician.  Creative dimension
Thinks well on their feet.  If very strong trait ask questions on delegation & teamwork.


Business Mindedness.
Measurements – how much & when.




LEADERSHIP THEMES

Leadership themes are the patterns of thought and behavior that correlate with success in working with people to get the job done.  Leadership themes can be measured, and most leaders have some measure of each theme.  Those people who stand out as leaders have high measures of several themes.  Few people have high measures of all the themes.

When a person has a high level of several themes, he or she tends to use these leadership strengths often because the person's experience with these patterns of thought and behavior is successful.  The Gallup Interview is structured in a way that permits a person to describe his or her patterns of thought and behavior.  When these descriptions show a repetitive use of one or more of the themes, it is generally indicative and predictive of leadership talent - whether or not that person has attained a leadership position or rank in an organization.

Descriptions of these leadership themes follow:

Activator

Arranger

Concept

Developer

Ego Drive

Focus

Performance Orientation

Strategic Thinking 

Team

Vision

ACTIVATOR

The drive to make things happen, to be proactive.

Leaders high on the Activator theme “get things done.”  They have a bias for action and take their satisfactions from being able to “make things happen."  Their creative minds generate the opportunities from which they choose their course of action.  When they are a member of a committee or a task force, they will not like concluding the meeting until the actions to be taken are determined.  There is a sense of urgency in the life of an Activator, so delays can be extremely frustrating‑so frustrating that they will rally their emotions and their candor to break the logjams.  They can be strict in their discipline and confident in their negotiations.  Sometimes they will become angry and will be very open about their anger; but Activators clear the anger and, once the confrontation is over, will express warmth and good humor, rather than carry a grudge for days.  Action oriented, the leader is less likely to be distracted and to spend time with gossipers and naysayers.  Activators steer clear of legal entanglements as much as possible and often amaze bystanders by the way they work their way through the bureaucracy to get their jobs done.  They figure out how to make the system work.  Doing more, growing bigger, being better‑is a craving of the Activator.

When the Activator theme is weak, people talk about what should be done, often what others should do, but rarely, if ever, say, "Let's do it!"‑ and get about it.  They tend to put off decisions where they think there might be some controversy or possible rejection.

ARRANGER

The ability to coordinate people and their activities so that work gets done efficiently.

When the Arranger theme is strong, leaders know how to coordinate the activities so that the work gets done efficiently.  They anticipate what is going to be needed, both in terms of human and physical resources, and then have them there at the right time.  Effective Arrangers mentally rehearse what they are going to do.  They are possibility thinkers and effective problem solvers. They are often willing to experiment and seek to develop a clear factually based understanding of the problems they face.  The best Arrangers can practice loose/tight management, sometimes being strict with participants and sometimes giving them the freedom to figure out their own ways of achieving the goal.  They have a tendency to conceptualize organizations and to run several scenarios in their mind before putting a plan into action. They always seem to have a range of alternatives in mind, as a result of their “what if” thinking.  The most effective Arrangers plan as they go, rather than developing the whole plan first and then following it.  They like managing projects and, running meetings.

When the Arranger theme is weak, leaders will have a difficult time dealing with change in an organization.  They will tend to get things done by building a rigid organization and imposing it upon people.  They deal best with the her and now – being victims of the future rather than creators of the future.

CONCEPT

The need to explain the events in one's life parsimoniously, to have the best explanation for the most events.

Leaders who are high on the Concept theme have a need to explain what happens in their life.  They like to examine information, think things through, and figure out why things happen.  Concept is the best explanation of the most events; for example, effective leaders are likely to have explanations for their leadership style; they can say whether they are autocratic or democratic and why they prefer a particular style.  Leaders high on the Concept theme like ideas, and they tend to collect ideas from other leaders, seminars, and particularly from, reading.  They tuck these ideas into their everyday life and retain the ones that work.  They can describe why they do what they do.  Our studies of leaders indicate that the leaders who have Concept are the ones who will profit the most from additional training or additional experiences.

When the Concept theme is weak, leaders tend to be “see it, do it" people who have difficulty explaining to others how to do things or why certain things should be done.

DEVELOPER

The drive to help others grow and the capacity to build trust and be a caring leader.

The theme that helps us know whether staff members will feel their leaders care about them is the Developer.  The Developer theme characterizes the leaders’ tendency to initiate and develop positive, mutually supportive relationships with their associates and staff.  They have the capacity for taking vicarious satisfaction from the work their associates do.  They are giving persons, they find it more difficult to receive than to give and seem to be quite generous with their time and praise.  They can judge the readiness of what individuals are next capable of learning and can be patient for the learning to take place.  Caring leadership seems to be top-of-mind with effective leaders and they will go out of their way to help others when they can.  Feelings of dedication, commitment, and empowerment flourish because of the Developer’s influence.

When the Developer theme is weak, talented persons may threaten leaders who may make life difficult for them instead of seeing how much they can help them grow.  Furthermore, when the Developer theme is weak, there is less likely to be trust among the staff members.

EGO DRIVE

The striving to be successful and to define oneself as a significant person.

Leaders high on the Ego Drive theme define themselves by the recognition they receive, the status they are perceived to have, and by their credibility in the eyes of their associates.  Not only have their past recognitions helped them to define themselves as significant persons, their recognitions have given them the confidence to strive for even greater recognitions in the future.  Defining themselves as having the status of a leader is important for them.  They are willing to claim they should be examples for their associates, and they can identify who expects them to be an example.  In their achievements, they have been willing to test themselves by taking more risks than their associates take and indicate they are willing to take risks in the future for additional accomplishments.  Leaders with strong Ego Drives will strive to excel - to be the best; but having received recognition, status, and enjoyed credibility, they will want to do that again and again and again.

When the Ego Drive theme is weak, persons cannot lay claim, or commit themselves, to big goals where they need to take risks in obtaining them.  They would rather settle for average performance or even work in the shadow of other persons who are working for preferred futures.  Persons with weak Ego Drives are likely to be quite content to be followers.

FOCUS

The ability to set a direction, maintain that direction, and make corrections when necessary, goal oriented.

Focus is a leadership theme when persons can take direction, maintain that direction, and make corrections when necessary.  Persons high on the Focus theme are goal oriented.  They have objectives and are continuously making progress toward those objectives.  There is a continuity in the life of persons with strong Focus, and one of the reasons for their continuity is that they seem to know why they do what they do. Persons who are high on the Focus theme have things in mind they want to accomplish and they concentrate on them.  For people with Focus, there are always observable events, measurable achievements, ordinarily within the next few months or two or three years they can identify and describe.  When people are strong on Focus, they are optimistic about what the future holds for them.  They help others set goals and keep working toward them.

When the Focus theme is weak, persons will be easily distracted from their goals into diversionary activities or will spend a great deal of time carrying out activities that have nothing to do with reaching their goals.  They are not clear about their future and their interests, enthusiasm, and priorities tend to vary from time over time.

PERFORMANCE ORIENTATION

The attitude of being results oriented, the need to measure achievement
Leaders high on the Performance Orientation theme are results oriented, they like to measure their achievements; they will spontaneously think about the numbers or their scores moment to moment during the day.  Strong Performance-Oriented leaders have a sense of objectivity that pervades their management style.  They evaluate people according to what they produce - rather than how the job is executed - and will strive to minimize the bureaucracy and unnecessary structure whenever possible in order to enhance productivity.  They have a gift for thinking financially and will often see the advantage of moving from strength by investing their time and energy in their most productive people.  They tend to promote an open, communicative environment where people can tap into available resources and get the information they need so they can move forward and accomplish their jobs.  They measure their own performance by setting performance objectives for themselves.

When the Performance-Orientation theme is weak, leaders describe accomplishments in subjective terms, rather then objective.  They are more likely to rate the personality than the performance when they are doing performance appraisal, and they often do not know who the most productive people are in their organization.

TEAM

The capacity to get people to help each other use their strengths to achieve their goals.

When the Team theme is high, leaders have a coach‑like attitude in that they have the ability to get people to work together to achieve a goal.  They know that getting things done means getting people to help and that one's ability to get people to help is dependent upon the quality of relationship one has with them.  Thus, effective leaders intentionally build supportive relationships with their associates and continuously encourage supportive relationships among their staff.  They bring a contagious enthusiasm to work and know the importance of creating an emotional environment that is supportive and invigorating.  For the strong team‑oriented leader, getting results is based on knowing what each member of the team can do and then getting each to contribute as often as possible what they do well.  Leaders high on the Team theme know the importance of being available to their associates; and because they do project availability at any time of the day, their staff members do come to them for advice.

When the Team theme is weak, leaders will try to do all the work themselves or they may direct others to do the work, rather than getting them to participate in common goals.  A weak Team theme often is evident in the lack of cooperation and communication among staff members.

STRATEGIC THINKING

The ability to do “What if” thinking in imagining and creating paths to future goals.
Inspired by the opportunities the future holds, Strategic Thinkers are compelled to discover paths to get there.  A strong Strategic Thinker continually seeks a clear understanding of the key elements related to situations they face.  He or she recognizes patterns where others see complexity.  They are gifted in their capacity for rational thought and have cognitive ability to effectively address complex challenges both real and hypothetical.  They are powerful mental integrators whose capacity for thinking and reasoning results in imaginative and creative solutions to the problems they ponder.  Experimentation is an important source of their knowledge.  This is an activity they enjoy and one in which they demonstrate much skill and sophistication.  Rather than simple curiosity, their “need to know” is driven by a strong desire to find better paths to their goals.  Vigilant and proactive they continually seek to discover alternatives so they are prepared and able to amend actions when modifications are required.  “We can’t do it” is a difficult thought for them to accept.  They are possibility thinkers that infuse organizations with positive energy.  Pinnacle issues having the potential to block progress are aggressively challenged.  Strategic Thinkers are leaders who dispel the mentality “it can’t be done” with one of “we can do it”.

Without strong Strategic Thinking, a person is often deeply fixed in the “here and now”.  Lacking the constructive forethought that leads to progressive action, reactive “crisis management” or “damage control” activities can easily consume much of his or her time.

(In making a decision what do you think about?  Strategic thinkers are integrators.  Bringing pieces together for alternative approaches.)

VISION

A forward thinker who inspires dedication by creating and projecting beneficial images of future successes

A person with strong Vision has a vivid mental picture about what the future can and should be like.  He or she expresses a positive and compelling message that helps strengthen the resolve and commitment of others to support the ideas and actions he or she believes to be important and necessary. 

This person enjoys productively musing bout the future, both alone and with others.  He or she has the capacity to synthesize dreams, innovations and human needs into practical actions and strategies. This person has a passionate presence that moves those feeling bored, disconnected, undervalued, or unimportant to the full engagement produced by a deep understanding of the purpose and lasting value of their efforts.

As a result, this person is a “change agent.”  It is important that he or she be positioned at the forefront of his or her chosen field of expertise.  Restless with the status quo and confidently envisioning the path of future success, he or she feels an urgency to lead the organization to continuous, proactive evolution, rather than forced, dramatic, and reactive adjustments.  He or she also takes deliberate actions to draw the minds and spirits of others into this quest.  Often a person with Strong Vision may be highly altruistic, and therefore focus on ways to make life both safe and fulfilling for others.

Without strong Vision, a person may feel burdened by the demands of change.  Without the clear projection of the future that comes with strong Vision, he or she may also be forced to rely primarily upon historical measures for guidance in the decision-making process, thus limiting his or her ability to envision new perspectives and creative successes.

