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LEADERSHIP

Peek out your office door and take a good look at your employees. With the exception of a 
few royal pains, you’ve got a nice group of people. By and large, they do good work, they 
get along with you and each other, and they’re generally well-intentioned. Given all that, it 
would only be natural if you felt pretty satisfied with your team and your leadership.

But now look a little harder. Are they giving 100%? Are they pushing themselves to their limits 
and beyond? Right now, are they dripping blood, sweat and tears to achieve greatness? 
When they leave today, will they be giving that Tiger Woods fist pump, chanting to 
themselves, “Damn, we’re good. That was hard work but we came through like champs.” Or 
will they be dully muttering “Another day, another dollar”?

If our research on more than 500,000 employees and leaders is any indication, out your door 
you see a lot more “okayness” than “greatness.” You probably see a lot more “getting by” 
and “pretty satisfied” than you see “I want to taste victory at the top of the mountain no matter 
how steep the climb.”

Right now, 77% of leaders believe their employees are not giving 100%. And they’re not far 
off in their assessment, because 72% of employees admit they’re not giving 100%. Plenty of 
people are doing fine work, getting by, and delivering products and services to customers. 
But disappointingly small minorities are coming in every day saying, “Let’s push the 
envelope, let’s be great, let’s do what nobody thought could be done, let’s not have satisfied 
customers—let’s have evangelists, and let’s feel that deep fulfillment and pride that only 
comes from hard-won victory.”

You might be frustrated that not everyone is a “Hundred Percenter” (the people who give 
100%). Maybe you’re irritated that we seem to be falling so short of our potential. Maybe you 
look at the Wall Street collapse and ask, “Why didn’t we push ourselves to understand, and 
acknowledge, the full extent of the risks inherent in these complex derivatives?” Maybe you 
look at our Big 3 automakers and ask “how did we get this complacent and out-of-touch in 
the face of such intense competition?” Maybe you look at our educational system and ask, 
“How can the richest country on earth rank 23rd in the world in math skills?” Maybe you look 
at our healthcare system and ask, “How can the country with the Mayo Clinic and Johns 
Hopkins rank 45th in the world in infant mortality?”

Outside of work, maybe you’re irritated that the service you get isn’t that great, or that 
products don’t seem to last very long, or that the person who just took your order literally 
rolled his eyes when you substituted mashed potatoes for fries. At work, maybe you’re 
wondering what you need to put in your water to make people tap their creative potential 
like at Google, throw design limitations out the window like Apple, give 100% service like the 
Ritz-Carlton, or push the envelope on efficiency like Toyota?

Maybe you’re a bit peeved because you know that we’ve given 100% before. Compare us 
with the Greatest Generation, who won World War II, conquered tyranny, ended the Great 
Depression, rebuilt the country, all while sacrificing economically and burying more than 
400,000 of its sons and daughters (and please remember that our population at the time 
was half of what it is today, so that number is really more like 800,000). Were they sitting 
around saying, “Well, I guess as long as I’m fairly content everything will be okay, so there’s 
no need to really push myself”? Or did they aspire to something extraordinary, purposefully 
and indefatigably storm through every obstacle to achieve it, and then live their lives with a 
confidence and pride known only to other Hundred Percenters?

ONE KIND OF LEADER  
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LEADERSHIP This white paper will show you how to be the kind of leader that creates Hundred 
Percenters™. It’s for everyone who believes that Hundred Percenters get better results, 
are more deeply fulfilled, and the key to every great corporate and cultural achievement. 
This white paper is for every leader who believes people have more potential than they’re 
presently using; that everyone can be a Hundred Percenter. That the iPod, the X-Box, 
Amazon Kindle, Google, the Human Genome Project, etc. were created by Hundred 
Percenters. That Hundred Percenters won World War II, won the Cold War, put a man on the 
moon, created the vaccine for polio, and are the key to our future success. That if we care 
enough to push ourselves and each other past our self-imposed limitations, past the lure of 
being good enough, we will achieve results even dreamers haven’t yet envisioned.

The 100% Leader
The 100% Leader creates Hundred Percenters. The 100% Leader takes average people, 
and by challenging them and creating a connection with them, unleashes their true potential 
to achieve extraordinary results. The 100% Leader doesn’t just accept people as they are, 
the 100% Leader sees what we could become and cares enough to push us past self-
imposed limitations to realize that potential.

Over the years, we’ve studied more than 125,000 leaders. We’ve analyzed their styles, 
decisions, actions, and the hard and soft outcomes that result. We wanted to know which 
leaders generated the most profits, had the greatest innovations, highest productivity and 
lowest turnover, among other indicators. After all the regressions, factor analyses, and 
just plain common sense, we discovered the two most important differentiating factors in 
separating exceptional from average leaders are Challenge and Connection.

Connection is the strength of the emotional connection a leader builds with their people; 
do employees share openly, do they want the leader’s feedback (positive or constructive), 
do they believe the leader really cares about their success, and do they trust the leader’s 
intentions.

Challenge is the extent to which a leader pushes their folks; how difficult are the 
assignments, how much do they make people stretch, and whether people are asked to 
develop skills in areas where they haven’t yet developed an obvious aptitude.

Two of the most important decisions you have to make as a leader are how much you want 
to challenge your folks to push their limits and how tight an emotional bond you want to build 
with them. The decisions you make on these two issues will determine exactly what kind of 
leader you’re going to be.

The Four Major Leadership Styles
After analyzing leaders’ performance on these two dimensions, we’ve been able to “type”  
the four major styles of leaders.
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LEADERSHIP As you can see from the chart, if you don’t challenge people and you don’t build an 
emotional bond with them, you’re an Avoider (you’re also not doing much that could be 
called leading). If you challenge people to exceed their limits, but you don’t have much of 
a connection with them, you’re an Intimidator. If you connect with your folks, but you don’t 
challenge them all that much, you’re an Appeaser. And if you issue great challenges while 
still building intense connections with people, you’re the ultra-desirable 100% Leader. (You 
can take a test on www.leadershipiq.com/leadership-test to see where you fall.)

Now, it’s nice to know what style you are, but which style is ultimately the most effective? 
(After all, if being a jerk got better results, who could argue with being a jerk?) Here’s where 
our 360° leadership evaluations become extremely useful. If you’re not familiar with the tool, a 
360° assessment is when a leader is evaluated by bosses, colleagues, employees, and even 
customers. It’s like a 360° walk around a leader to see their performance from everyone’s 
perspective.

Let’s look at one of our recent studies. We selected a pool of roughly 17,000 leaders for 
whom we had data on 360° assessments, budget performance (whether cost or profit 
centers), employee turnover, employee surveys, and for a smaller subset, a measure of 
innovativeness. We then selected the Top 10% of performers on budget, turnover and 
innovativeness to see what kinds of leadership assessments they received. (Full Disclosure: 
While we have very robust rules to ensure the objectivity of our research, these leaders were 
drawn from paying clients who engaged us to assess and improve their leaders).

Top 10% Budget Performers

The Top 10% of budget performers were those who either made the most profit or came in 
most under budget (in coordination with the respective client organizations, we made every 
attempt to weed out those who slashed budgets and, in the process, did serious damage to 
their departments). What we found was that overwhelmingly, the best performers were 100% 
Leaders. There were some who leaned towards Intimidators, as Challenge seemed slightly 
more important than Connection here, but the numbers weren’t significant.
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LEADERSHIP Top 10% Employee Turnover Performers

The Top 10% of employee turnover performers were those who had the lowest voluntary 
turnover (essentially, employees who left on their own without being terminated). Again, what 
we found was that overwhelmingly, the best performers were 100% Leaders. This time, there 
were some who leaned towards Appeasers, as Connection was slightly more important than 
Challenge, but not in significant numbers.

Top 10% Innovators

And the Top 10% of performers on innovativeness were determined by the senior leaders 
at each client organization (they could assess product innovations, service innovations, 
efficiency innovations, etc.) Yet again, the best performers were 100% Leaders. For this 
factor, Challenge and Connection seemed pretty equally important.
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LEADERSHIP The results are pretty clear. If you push people, but you don’t seem to care about them, 
you’re not going to be very successful. If you care about people, but not enough to push 
them to become Hundred Percenters, you’re not going to be very successful. But if you care 
enough about your folks to push them beyond what even they think they’re capable of  
(i.e. you’re a 100% Leader), you will succeed.

The age-old question plaguing leaders is whether it’s better to be loved or feared. Our 
research suggests that while fear doesn’t lead to great results, it’s also true that if being 
loved means you don’t push people, that’s not so great either. The balance seems to be that 
a leader should be loved, but they should be loved for pushing people to give 100%, not 
coddling or appeasing people.

EXCLUSIVE OFFER:

GET $100 OFF YOUR FIRST 
LEADERSHIP  WEBINAR
Two easy ways to register:

Go to leadershipiq.com/webinars

Choose one of our upcoming webinar events and register using the coupon code below

OR 

      Call us at 800-814-7859 and ask for webinars

      Give the webinar name and coupon code below

  CODE: 100%LEADER
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Post, and hundreds more periodicals.
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Hundred Percenters, as well as Hard Goals, The Deadly Sins of Employee Retention, and 
Generation Y and the New Rules of Management.

Mark was a three-time nominee for Modern Healthcare’s “Most Powerful People in 
Healthcare Award,” joining a list of 300 luminaries including Hillary Clinton. He was also 
awarded the prestigious Healthcare Financial Management Association’s “Helen Yerger 
Award for Best Research” for being the first person to discover the link between patient 
mortality rates and hospital finances.
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School and an MBA from the University of Rochester. He lives in Atlanta  
and Washington, DC. 
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a leader should be loved, but they should be loved for pushing people to give 100%, not 
coddling or appeasing people.
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