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Classical and Contemporary Views of
Leadership
There is no universal theory of leadership. However, because of the recent explosion in
leadership thinking, we now have an array of different theories about leadership. These
include such notable theories as servant leadership (Robert K. Greenleaf), collaborative
leadership (David D. Chrislip and Carl E. Larson), visionary leadership (Burt Nanus),
situational leadership (Kenneth H. Blanchard), and principle-centered leadership
(Stephen R. Covey). Some of these theories support the distinctions between managers
and leaders, such as transactional leadership (managers) as opposed to
transformational leadership (leaders).

We can start our overall understanding of leadership with two great classical thinkers –
James MacGregor Burns and Robert K. Greenleaf. Let’s begin with the Pulitzer Prize
work Leadership, published in 1978 by James MacGregor Burns3. This was the first
interdisciplinary look at leadership – providing insights that leadership is relational,
reciprocal, and has values. In his opening statements, Burns says: “One of the most
universal cravings of our time is a hunger for compelling and creative leadership.” Burns
contends that leaders and followers are peers of one another, each playing a different
role. The leader tends to look for what motivates the follower, keeping him productive
and moving forward. Thus, leaders must be very engaged with followers, making sure
they are satisfied with a higher set of needs, not just the simple stuff – pay checks, stock
options, and the like, but in the active participation of issues that both care deeply about.
When this collaboration takes place, participants (leaders and followers) are able to
transform the situation; i.e. transformational leadership.

Another classical viewpoint on leadership comes from Robert K. Greenleaf4 regarding
Servant Leadership. Greenleaf concludes that “people will freely respond only to
individuals who are chosen as leaders, because they are proven and trusted as
servants.” Once again, this gets back to fulfilling people’s needs and when these needs
are met, people grow and transform the organization. Greenleaf challenges us to look at
broader needs, even those needs outside the organization. He contends that we must
listen and in some cases withdraw in order to understand a situation and we intervene
appropriately in a servant role. Greenleaf also views leadership as foresight – having the
ability to see how things might be in the future and acting in the presence to move the
organization in that direction.

3 Leadership by James MacGregor Burns. Also Transforming Leadership by James MacGregor Burns.
4 Servant Leadership: A Journey into the Nature of Legitimate Power and Greatness by Robert K.
Greenleaf. Also The Servant Leader Within: A Transformative Path and The Power of Servant Leadership:
Essays by Robert K. Greenleaf.
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Servant Leadership requires that we look at stakeholders needs. We must understand
the external environment – things like marketplace trends. We must work hard at getting
processes and systems aligned for strategic execution. Much of what leaders do is to
serve the cause or another way to put it: Spend time on the important non-urgent
activities that ultimately will make the significant difference. It’s not just about managing
our time until retirement or doing what’s residing in our in basket. We literally do different
things that make us servant leaders to the organization.

In more recent works, we have seen a heavy focus on the traits and characteristics of
leaders. Unfortunately, not much attention has been paid to the follower, the flip side of
the leadership process. Therefore, we started by looking at the classical views, which
seem to give a broader definition of leadership. For example, leaders view things in a
spectrum rather than a dichotomy – looking at the meadow and not the silos. So one of
the challenges is to reduce the dichotomies with some measure of evaluation and
accountability.

So leadership - What is it? How do we define it? Indeed, there are certain factors that
characterize the nature of leadership behavior. Richard M. Cyert, president of Carnegie-
Mellon University and author of books and articles on organizational theory, has divided
leadership into two dimensions – Consideration and Initiating Structure. The
Consideration Dimension is characterized by an emphasis on good relations. The leader
is friendly, approachable and a good listener. Leadership behavior can be described as
open and enlisting mental trust.

The Initiating Structure represents the leadership behavior involved in directing the
organization, helping it to define its goals and structure for execution – including the
ability to understand the actions others can act upon.

From these two dimensions, it is possible to generalize three basic functions that a
leader performs:

1. Organizational
2. Interpersonal
3. Decisional

Defining Leadership

“To lead is to serve. After all, that’s what a leader’s job is, and people look to the
leader to set the course and establish standards. But once that direction is
provided, servant leaders turn the organizational structure upside down. They
focus on giving employees everything they need to win, be it resources, time,
guidance, or inspiration. Servant leaders know that providing for people and
engaging hearts and minds foster a workforce that understands the benefits of
striving for the greater good. The emphasis is on building authority, not power;
on exerting influence, not intimidation.”

– The World’s Most Powerful Leadership Principle by James C. Hunter
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The organizational function involves the organizational structure and the selection of
people who operate within this structure. It involves various units or segments and the
control of internal and external communication flows. The leader has to make certain
that the participants in the organization and related groups external to the organization
are knowledge and working well together.

The interpersonal function involves the morale of the organization. It reflects the degree
of concern about the humanness of the organization. It requires that the leader pay
attention to individual concerns.

The decisional function involves the making of decisions that must be made in order for
the organization to achieve its goals. This is the traditional function that has been
associated with leadership.

Although there is no single definition of leadership, these three functions are clearly part
of any definition of leadership. And more to this point, creating a compelling vision that
can be constantly reshaped is the hard task of a leader. The leader is the captain of the
ship and the vision is the means by which the leader steers the organization. But there
are many people on the ship and if this ship is to reach its final destination depends on
the behavior of these people.

A critical task for the leader is “attention focus.” Always there is too much to do and too
little time. Everyday there are tasks crisis. What we pay attention to affects the
organization in crucial ways. If all of our attention is given to immediate problems and no
attention is given to problems concerned with the future, the organization is not likely to
have a bright future. Clearly, the problems, concerns, ideas, concepts, actions that
receive attention will determine the sustainable parts of the organization. In fact, one
simple definition of leadership is that the leader controls what gets the attention.

Organizations are dynamic and continuously changing. Attention focus is an on-going
and necessary process. Leadership that requires others to pay attention to what the
leader values must also have substance. The leader must be knowing and have solid
knowledge about the organization. Thus, leadership consists of a continuous choice –
creating processes to move the organization forward.

“We used to know, pretty clearly, what leaders were suppose to be, how they
were suppose to act, and what distinguished them from followers. We described
leaders in clear, straight forward terms that we all understand. Leaders were in
charge. They were heroes. They were the generals who took the hill; the answer
providers and order givers; the problem solvers; the power wielders and brokers.
Today leaders are described in terms that may seem strange to our ears and
somewhat foreign to our understanding: we speak of leaders as listeners, learners,
and teachers; as stewards and meaning makers; leaders are encouraged to develop
‘skills of incompetence’ and to take on ‘beginners’ minds’; such terms as servant
leadership and post-heroic leadership are gaining ascendance.”

– The Leadership Odyssey: A Self-Development Guide to New Skills for New Times by
Carole S. Napolitano and Lida J. Henderson
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In Leadership Without Easy Answers by Ronald A. Heifetz, we gain great insights into
the dynamics of leadership. Leadership is an adaptive work or process. Adaptive work
requires change in values, beliefs and behavior. Therefore, leaders must be in a learning
mode – continuously seeking new ways. The most difficult, but probably the most
valuable task of a leader is effectively advancing the goals and strategies of the
organization. There is a dailyness of leadership – It is Heifetz’s belief that leadership,
above all else, is about adaptiveness. The capacity of a leader to keep asking questions
of oneself and the communities of the organization is what facilitates adaptability. It
requires that you stay in touch with your values so that you are willing to take the risks
and losses. It requires that you frequently ask people to make trade offs; to identify
what’s precious and what’s expendable.

Leaders receive enormous amounts of pressure to treat adaptive challenges as if they
were technical problems, because people want answers. Adaptive work usually involves
a lot of people effort – people taking time to learn new ways and experimenting through
failures to reach the few successes. Pressures on people in positions of power can be
incredibly high since they are challenged to be great technical problem solvers and not
lead, but to be so called experts. The pain of adaptive work makes leadership a
dangerous exercise in many organizations. When you’re in deep waters, how do you
prepare yourself? Look at the situation from the balcony – what is really happening?

Another important concept associated with leadership is collaboration. We can turn to
Collaborative Leadership by David Chrislip and Carl Larson for an understanding of how
collaboration works. If we believe that people want to be engaged and have their views
considered, then they must have a sense that their time and involvement can truly make
a difference. This puts a measure of creditability behind service to the organization –
more than just collecting the paycheck. To fully appreciate how this works, leaders must
be collaborative. As the Latin roots of the word “collaboration” indicate, it means “to work
together.” It is a mutual beneficial relationship between parties who share the same
goals and visions. And through this shared responsibility, everyone is held accountable
for achieving the results.

Collaboration is more than simply sharing knowledge and information. It is more than
relationships between parties for getting a result. Collaboration is the creation of that
shared vision and strategy in such a way that participants go beyond their own self
interest and make sacrifices for the good of the whole. Therefore, the role of leadership
in collaboration is to engage others by designing constructive processes for working
together and sustaining high levels of interaction. Leaders promote the safeguards that
ensure a strong collaborative process. Leaders do not make final decisions in this
collaborative environment without first going through some form of consensus building.

“I believe the fundamental work of this time – work that requires the
participation of all of us – is to discover new ways of being together. Our old
ways of relating to each other don’t support us any longer, whether it’s at home,
in community, at work, or as nation states.”

– Leadership and the New Science by Margaret J. Wheatley
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A Framework for Leadership

A good understanding of leadership requires a collection of ideas and we unfortunately
cannot fallback on a simple theory to explain it. Instead we will have to engage in a
conversation about these ideas and see how it can fit within the organization. If we can
reach a consensus about leadership, then we have a framework to work from.
Therefore, the most important step is to begin a conversation and discussion about
leadership. And in the words of H. L. Menchken, an American Journalist, “An idealist is
one on noticing that a rose smells better than a cabbage and concludes that it will also
make better soup.” We cannot expect one person’s conclusions about leadership to
work for someone else, but instead realize that our framework for leadership will have to
be inclusive enough for everyone to become a leader.

We can begin with one’s self and since leaders must be relational, it would only stand to
reason that there is a “spiritual” side to leadership. Leaders must have strong spiritual
convictions and beliefs to establish a foundation for their own value systems. This
translates into relinquishing one-self to others and it works best when the leader is
compelled to work on things that represent his or her deepest values. These values can
be moral – based on values that are outside the organization or ethical – values within
the organization. Therefore, leaders must be very grounded in dealing with values –
struggling with a tension between change and stability – what works and what does not
work. As the theologian H. Richard Niebuhr once said, “We all have a right to views of
the absolute, but none of us have a right to absolute views.”

Leaders must function in a shared power world. This requires an understanding of the
social, political, and economic givens that you must deal with as a leader. This also
requires knowing how to build teams and nurture the human aspects of the organization.
And obviously, the leader should create communication that has meaning with low
residual waste to the recipient of the communication. You must also do certain
fundamental things – sanction conduct, put it all together for others, make policy and
legislate it into the culture of the organization.

To move forward, the leader and the team will have to reinvent their model of human
relationships. This may require some reflection into the basic beliefs about self, work,
and power. It may also require changing the most guarded structures of the
organization, from those which have to do with promotion, compensation, and other
facets of motivation. This can be difficult and long-term work, but practically, the work
can begin by addressing two leverage points that author Peter M. Senge6 and his
colleagues at MIT have taught us:

6 Peter M. Senge is the author of the landmark book The Fifth Discipline: The Art & Practice of the
Learning Organization. Also see The Fifth Discipline Fieldbook and The Dance of Change.
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1. Promoting Intimacy
2. Sharing Authority

Intimacy in an organization starts with a commitment of knowing people in a personal
sense, the person behind the job title and department role. Team members have a
strong respect for member preferences. They speak openly about what they (as leaders)
believe, feel, think and aspire to be. To produce this level of intimacy, engage in a
regular dialogue, not probing into someone’s secrets or invading their privacy, but more
about what they think – their opinions, ideas. Leaders need to pull “private opinions” out
which is a critical baseline for organizational change. If someone expresses distaste or
interest in something, ask for the source of his or her opinion. If someone asks about
your private opinions, be honest and open. “Shared-Vision” discussions can help create
a sense of intimacy. When the organization (and the leader) cares about the realization
of a common purpose, we recognize the need for each other’s contributions.

While intimacy offers a rich sense of involvement, it also creates a certain level of
vulnerability. Leaders will be mentally, emotionally, and socially exposed. They will not
be free to “sneak around” or withhold certain things without damaging intimacy.
Therefore, intimate situations mandate trustworthiness since leaders are bound to the
team in the long run for a shared purpose. The lack of trust, pervasive in most
organizations, is not a cause of lack of intimacy, but a symptom of it. Many senior
managers are particularly skeptical of the value of intimacy and doubtful of their capacity
to handle it.

“How can I be intimate with everyone on my team” they ask, “When I don’t have time to
talk to everyone?” It may require more time and attention at the beginning, but it soon
leads to great timesavings. People who understand each other in an intimate way tend
to waste very little time when they converse; it’s the folks who are not intimate that waste
time in the workplace. People who understand one another in a very real way take less
effort and they don’t have to undo mistakes that are provoked by inaccurate second
guessing or having to write “cover my back” memos to guard against each others
attacks. Therefore, intimacy increases the quality of decisions due to truth telling and a
commitment to doing what’s right for others. Intimacy does not mean free reign of
emotions. Expressing feelings appropriately is a skill like any other – it takes practice to
get it right. It requires emotional intelligence.

A wide range of feelings can be expressed at work, from genuine caring for the
organization, to mutual respect for colleagues who contribute to the services. By
allowing appropriate expression of feelings at work, we fully acknowledge the whole
person and not the person behind the mask.

“Throughout history and in cultures everywhere, the leader in any human group
has been the one to whom others look for assurance and clarity when facing
uncertainty or threat, or when there’s a job to be done. The leader acts as the
group’s emotional guide.”

– Primal Leadership: Realizing the Power of Emotional Intelligence by Daniel
Goleman, Richard Boyatzis, and Annie McKee
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The second leverage point for reinventing relationships is dissolving barriers to
collaboration. This will require a sharing of authority. In a traditional sense, authority has
been practiced as the boss’s ability to command or make decisions. Because managers
can tell people what to do, they are considered obligated to make all the decisions.
Suppose we had a working relationship where authority is shared? This means being
mutually responsible for the same effects with or without explicit shared decision-
making. Without shared authority, there can be no shared creativity or authorship. If you
and I work together, we see ourselves as co-creators. We may continue making
individual decisions, but we do so with full knowledge of our shared purpose and what
we think and feel. But who makes the tough decisions that involve painful effects
(layoffs, downsizing, demotions)? The Manager will say: “a team is incapable of
understanding these kinds of decisions, let alone actually making them.”

Because these decisions are so critical and affect so many people, they demand
involvement from the people who will be affected or held accountable. But how do you
keep the decision makers honest? By making sure everyone is aware of the long-term
implications, that no-one’s individual interest can dominate the proceedings and the
information is complete, accurate, and openly shared with everyone. As a group moves
into shared authority, there is an added value of intimacy – it creates the climate to
support tough decisions in tough times.

What, then can a team do to promote strong relationships? First, team members can
share relevant information and educate others on what’s going on. Because many
people believe their authority comes from hiding information, senior management must
open up first to set the example. Information that top managers choose to share
obviously must be important and ideally; it should be vital to the team’s efforts. Second,
share your victories as well as your authority. Third, reward and recognize honest
communication. Senior managers must become role models for this in every setting –
staff meetings and all interactions. Fourth, promote and reward partnering across
functions and across the organization.

Managers are always in pursuit of trying to know: “How do I fix things?” You can’t just fix
things right away, but you can apply theories, methods and various techniques,
increasing your effectiveness over the process. You can find and instill new guiding
ideas into a process to move it along. And you should be willing to experiment with
redesigning the process or the organization’s infrastructure. If you proceed in all these
ways, you can gradually evolve a new and better way. You can create an organization
that learns.

Proper Expectations

“The first order of business is to build a group of people who, under the influence
of the institution, grow taller, and become healthier, stronger and more
autonomous.”

– Servant Leadership by Robert K. Greenleaf
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One final element to consider within our leadership framework is confidence. Rosabeth
Moss Kanter7 has articulated the importance of confidence in her book: Confidence: How
Winning Streaks and Losing Streaks Begin and End. Kanter argues that confidence
shapes the outcomes of many contests in life – from simple ball games to complex
business challenges. How often we rely only on specialized statistics to predict
outcomes – down to the third decimal point. Kanter contends that instead of
concentrating on tangibles, things like batting averages in baseball or earnings per share
on Wall Street, that we spend more time on the intangible stuff.

Kanter, former editor of the Harvard Business Review and now a well-respected
professor and scholar, poses that it is possible for a leader to instill confidence within an
organization systematically. Leaders, she says, must be self-confident to persevere, but
most importantly, they must have confidence in those they lead. Kanter says: “If the
people in charge rely only on themselves as the heroes who can rescue any situation,
while focusing on others inadequacies, they undermine confidence and reinforce losing
streaks.”

Leaders must ensure that the confidence is justified. They can do this by making sure
people do three things:

1. They are accountable and keep their word.
2. They collaborate and make a commitment to the organization’s success, not just

their own personal goals.
3. They are innovative since the leader in charge cannot think or anticipate

everything.

It takes a major effort on the part of leaders to foster confidence. It requires certain types
of actions:

1. Getting connected in new ways through new conversations.
2. Carrying out important work jointly.
3. Communicating respect.
4. Demonstrating inclusion.

New conversations and structuring the conversations is important. A CEO of a major
corporation refers to this process as structuring the organization to the right
conversations. “The only thing I really do” he says, “is lead conversations.” Any group is
a network of conversations. I continuously thrust people into situations that force them to
challenge the current conversations, to get beyond that conversation to one that is more
productive.

The best organizations use their leadership teams to act on this theory by adding groups
and new roles, slicing through organizational charts vertically, diagonally, and
horizontally. We look for natural connections. Once again, we can see clear evidence of
this with sports teams.

7 Other books by Rosabeth Moss Kanter include Change Masters and When Giants Learn to Dance.

Confidence
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Kanter offers this example: Dusty Baker, Manager of the Chicago Cubs Baseball Team
recognized the need to have conversations across all positions of the Chicago Cubs
Baseball Team. According to Baker: “I want my pitching coach talking to my hitters about
things and my batting coach talking to the pitchers about things because if the pitcher
doesn’t know how the hitters think, he’s not going to get him out.”

One of the Cub’s pitchers explains Dusty Baker by saying: “He goes that extra mile to
make you think that he’s in your corner. For a team to do well, you need a lot of positive
energy and he exudes it. He’s behind you; he cheers you on. It’s not just rah-rah; maybe
somebody’s had a tough game. Everybody else is having a big game. He’ll say let’s get
him a hit here. Let’s pick this guy up. He truly wants to see everybody succeed.”

Important Work

Rosabeth Moss Kanter also provides insights into how we identify with work. The reason
people are having new conversations is that there are critical problems to be solved.
There’s nothing like a huge responsibility and deadline to focus the mind. Important work
has a clear strategic significance so that it matters to everyone’s fate and it offers
opportunity for those who see where their efforts can make a difference.

Chemistry – confidence in one another builds up the ability to score a win and with each
win, game-by-game, project-by-project, the organization becomes a place where people
want to go to work and create the victories.

Rituals of Respect

Respect is signaled by leaders in how they treat people and how they expect them to
treat others. They can foster the language of contribution rather than blame, insisting
that people seek solutions and value between one another for an overall contribution.
Teams that produce innovations encourage people to speak up, expressing their
concerns without rancor or contentiousness.

Inclusion – Investing in Everyone

To get people to invest in one another, leaders need to show people they are worth
investing in. A collective face-lift changes demeanor. Improvements that people see
everyday, when they come to work, continues to reinforce the message of “your
presence matters.” The other virtue is these investments are inclusive; that is everyone
shares them.

This highly collaborative process seems to consist of: 1) new connections important to
work, 2) shared goals, 3) rituals of respect and 4) investments that include everyone,
helping to unleash positive energy and aspirations.

Or to go back to Rosabeth Moss Kanter, people can walk on water when they know the
three cornerstones of confidence are under their feet. The first stone: Facing facts and
reinforcing responsibility. The second stone: Cultivating collaboration. The third stone:
Inspiring initiative and innovation. Every “water walker”, as Kanter likes to call them,
needs these stones to get across the waters of confidence. Knowing that what’s
underneath will hold you and help you rise to victory is the essence of confidence.
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The Leaderful Organization
Now that we have a baseline framework for leadership (Chapter 3 of this short course),
let’s see how we can fit it into an organization. This can be quite difficult because
leadership historically takes on traditional forms. So let’s begin with how collaborative
leadership (the basic framework we want to achieve) contrasts with traditional forms of
leadership, such as leadership obtained by position.

Tactical Leadership (sometimes referred to as heroic leadership) is exercised when the
objective is a very clear win – defeat the opponent, meet the numbers, win the proposal,
renew the contract, etc. A plan for achieving results is quite clear and in place. The team
is led to carry out the plan with leaders playing the role of coach. A typical example is a
film director for a movie or a military general engaged in warfare. Tactical leadership is
easy to grasp and understand. Many of our heroes have been tactical leaders. Tactical
leaders tend to clarify specific goals, they convince us of that which is essential for
meeting an objective, explaining the plan, organizing the execution, and dealing
aggressively with individual performance.

Positional Leadership is associated with being at the top. For many people, position and
leadership are synonymous. The President of the United States or the Chief Executive
Officer of a corporation are positional leaders. Positional leaders are those individuals “in
charge” whose purpose is to perform a set of tasks and activities, not unlike tactical
leaders. Therefore, both tactical and positional leaders set goals, organize activities,
motivate others, and based on the results and impact to others; they can be widely
popular or unpopular. In some cases, they can be extremely inspiring, energizing us in
ways that almost make us worship or idolize the leader.

In contrast, Collaborative Leadership is guided by a different set of tasks. The primary
task is to see to it that the process is constructive for getting results. This task is not
superimposed upon others, but instead the collaborative leader is question driven,
leading the group in coming up with the answer(s).

The collaborative leader must be comfortable with leading in unfamiliar territory, where
few established working relationships exists, but must be created. Therefore, the
collaborative approach to leadership is often met with cynicism both from those who
consider any leadership activity a waste of time, but also from those who are
accustomed to traditional leadership. A typical response from a follower would be:

“It’s always been that way. This is how we’ve always done it. There’s nothing I
can do about that. It’s not part of my job – not written into my job description.”

Appearances to the contrary, collaborative leaders are in fact very action oriented, but
their actions are more about convincing people that something can be done, not telling
them what to do or doing the work for them. Collaborative leaders bring people to the
table, help them work together constructively, and keep them at the table. There are four
fundamental principles behind collaborative leadership:

Chapter
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2. Leaders are not afraid of failure and thus, they embrace error. The only mistake is to
do nothing.

3. Leaders encourage a reflection backwards to comprehend what is ahead. In the
words of one leader: “I never know what I say until I hear the response.”

4. Leaders accept dissent since some level of disagreement is required for real
progress. This is the organizational corollary for reflecting back. Contrary views and
devil’s advocates are sometimes needed to force change. Sam Goldwyn, after six box
office flops, brought his staff together and said: “I want you to tell me exactly what’s
wrong with me and MGM. Even if it means losing your job.”

5. Leaders possess the noble factor of optimism, faith, and hope. Hope gives the leader
choices. Comedian George Burns conveyed these qualities when he said: “I can’t die.
I’m booked.”

6. Leaders understand the fallacies of managing vs. leading and they expect the best
from people provided that the people have the right leadership.

7. Leaders have an uncanny sense of where the culture of the organization should be
and where the organization must go if it expects to grow and survive.

8. Leaders have a vision and roadmap to get there – possessing a long-range view of
things.

9. Leaders have a solid grasp of stakeholders’ symmetry. They recognize the need to
balance competing claims of all groups who have a stake within the organization.

10. Leaders are highly effective at building strategic alliances and partnerships. They
see the world globally and they know they and the organization cannot hide in today’s
highly connected world.

Finally, leaders need to build common organizational purposes and values to guide the
organization as opposed to objectives and goals. This helps break the dichotomy that
often holds leadership back. Additionally, it is important to convey a positive future, the
expectation and confidence of creating the right outcomes. This keeps everyone in the
game, as opposed to just playing until the clock runs out.

Making leadership authentic is paramount since people will not follow those they do not
trust. Therefore, leaders must knit the entire organization together through inclusiveness.
Authentic leaders clearly comprehend the change they want and likewise, followers
consider this change genuine and lasting. And of course, this is quite challenging. As
Rosabeth Moss Kanter points out in her book Change Masters – “It’s like teaching an
elephant to dance. It only happens after some smashed toes.”

Make it Authentic
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Assessing and Developing Leadership
Our final chapter will explore some of the techniques for measuring leadership. A
framework of accountability or measurement is not only important to the development of
individual leadership, but also for creating the leaderful organization. There is a wide
range of assessment tools available for measuring leadership:

1. Myers-Briggs Type Indicator: Although not directly related to leadership, this is
probably the best overall assessment tool for understanding the different
personality types of people.

2. Leadership Practices Inventory Model: Easy to use and widely practiced in the
corporate world.

3. Campbell Leadership Index: Basic listing of approximately 100 leadership
characteristics – somewhat difficult to use.

4. Prospector – Center for Creative Leadership: Looks at 57 different behaviors –
somewhat limited in application.

5. Skillscope – Center for Creative Leadership: Good overall model that looks at 15
different leadership clusters.

6. Leadership Odyssey: A nice modern day tool for assessing leadership based on
37 attributes.

7. Emotional Competence: Several tools are available for measuring emotional
intelligence – a major factor behind leadership effectiveness.

Due to the limited scope of this short course, we will focus on three basic models –
Leadership Practices Inventory, Leadership Odyssey, and Emotional Competence or
Quotient.

One of the most widely used models for measuring leadership is the Leadership
Practices Inventory or LPI Model. The LPI Model was created by James M. Kouzes and
Barry Z. Posner. In their book The Leadership Challenge, Kouzes and Posner make the
case that leadership is a set of learnable practices that virtually anyone can master.
Kouzes and Posner suggest five principles for getting extraordinary things done in an
organization:

1. Effective leaders challenge the process. They take risks, challenge the system
and challenge the way things are normally done. They experiment, innovate and
learn. They are not satisfied with the status quo.

2. Leaders inspire a shared vision. They breathe life into the hopes and dreams of
others. They enable them to see the exciting possibilities that the future holds.
Leaders get others to buy into their dreams by showing all will be served by a
common purpose. They understand people’s needs and have their interest at
heart.

Chapter
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One way to directly assess leadership capacity is to look at one’s Emotional Quotient or
EQ. In 1995 Daniel Goleman published the best seller Emotional Intelligence, which
popularized how emotional intelligence is linked to leadership. To quote Matthew
Jueschter, Chairman of the American Society for Training and Development:

“Leadership is almost all emotional intelligence, especially in distinguishing
between what managers do and what leaders do – things like taking a stand,
knowing what’s important to you, pursuing your goals in partnership with others.”

Emotional Intelligence is about placing a value on the feelings of others. We all have
emotional needs – emotions represent real needs, basic to how we connect with others,
how we define our moral boundaries, and how we find self-esteem. And since self-
esteem is at the foundation of productivity and performance, there is a serious
relationship between one’s emotional intelligence and one’s performance. Emotional
Intelligence is measured in the form of one’s Emotional Quotient or EQ.

There are numerous models for measuring emotional intelligence or EQ:

ECI 360: One of the better models since it incorporates a 360-degree feedback for a
more comprehensive and complete assessment. Developed by Richard Boyatzis and
Daniel Goleman. Measures 20 competencies over four clusters – self awareness, self
management, social awareness, and social skills. For more information, visit
www.eiconsortium.org/measures/eci_360.htm

EQ-i: Emotional Quotient inventory developed by Dr. Reuven Bar-On. Tests 133 items
over five composite scales – intrapersonal, interpersonal, adaptability, stress
management, and general mood. For more information, visit www.eqi.cc

BOEI: Benchmark of Organizational Emotional Intelligence - used to assess emotional
intelligence within departments, divisions or entire organizations. For more information,
visit www.emotionalintelligencemhs.com/BOEI.asp

MSCEIT: Mayer-Salovey-Caruso Emotional Intelligence Test – measures 145 items over
four branches: Perceiving emotions, facilitating thought, understanding emotions and
managing emotions. For more information, visit
www.emotionalintelligencemhs.com/MSCEIT.htm

WPQei: Work Profile Questionnaire emotional intelligence – Brief questionnaire that
takes about ten minutes to complete. Measures 84 items within a seven-component
framework – innovation, self-awareness, intuition, emotions, motivation, empathy, and
social skills. For more information, visit www.testagency.com

Measuring Emotional Intelligence

Vision: Possesses a vivid compelling view of the future or is capable of imagining what the future
could be, subscribes to the belief that one can influence the future by pursuing a desired end state.

Rating Scale (7 = Highest 1 = Lowest)

1 2 3 4 5 6 7


