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CLIENT FEEDBACK REPORT FOR JOHN SAMPLE

This report is based on your answers to the CPI 260™ questionnaire. It includes information about your
approach to life, how you see yourself, and how you compare to others on characteristics that are
important at work and in everyday living. The goal of the report is to provide as accurate a picture as
possible, one that will help you to understand yourself and to achieve your own personal objectives.

There are certain ways in which most people respond to the questionnaire. For example, most people
answer all or nearly all of the questions and also acknowledge at least a few personal problems and
worries. Departures from general tendencies like these can affect the validity of the information to be
presented below. For this reason, your responses are first screened for indications of unusual trends.

No indication of anything unusual was found.

Interpretation of the CPI 260 instrument begins with three basic orientations:

1. Toward other people and interpersonal experience
2. Toward conventional rules and values

3. Toward one’s inner feelings

The first two orientations are expressed in observable behavior. The third deals with feelings of
self-realization and level of satisfaction. Each of these orientations is assessed by a separate measure.

On the first measure, implications range from a liking for social participation, pleasure in the company
of others, and an active interpersonal style at one pole, to a desire for privacy and a reserved and quiet
social manner at the other. The second goes from rule-testing and even rule-breaking behavior at one
end, to rule-respecting and even conformist behavior at the other. The third measure shows how you
feel about yourself and how sure or unsure you are about your ability to cope with the problems and
opportunities you encounter in your own life.
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Scores on the first two measures, when considered together, define four ways of living or lifestyles, as
indicated below:

The IMPLEMENTER LIFESTYLE includes people who are interpersonally active and comfortable
with social rules. /mplementers step forward, take part, and do not hesitate to act. They believe
that social rules are proper and should be obeyed. They are ambitious, goal-directed, strong in
leadership potential, and well-organized.

At their best, /mplementers can be charismatic leaders and initiators of constructive endeavors.
At their worst, they can be opportunistic, manipulative, and hostile toward those who behave in
rule-violating ways.

The SUPPORTER LIFESTYLE includes people who are reserved in their behavior and supportive of
social norms. Supporters are caring, conscientious, patient, and well-organized. They value and
protect their internal, private feelings, avoiding public display or disclosure. Their role is to
preserve values and humanize the ways in which social rules are enforced.

At their best, Supporters can be inspirational models of goodness, virtue, and tolerance. At their
worst, they may be self-denying, lacking in self-esteem and confidence.

The INNOVATOR LIFESTYLE includes people who are interpersonally active, but who see
flaws and even absurdities in the way many things are done. /nnovators are imaginative and
often creative in their work. Their values are personal, not traditional or conventional.

At their best, /nnovators are insightful creators of new ideas, new products, and new social
forms. At their worst, they are rebellious, intolerant, self-indulgent, and disruptive.

The VISUALIZER LIFESTYLE includes people who value their own privacy and who see many
of society’s conventions as arbitrary and unduly restrictive. Visualizers are reflective and
nonconforming. They see things differently from others, but for the most part keep these
perspectives private. They are most comfortable working alone in fields such as the arts and
abstract sciences.

At their best, Visualizers are imaginative, esthetically perceptive, and have a rich inner life. At
their worst, they feel fragmented, alienated from others, and internally in conflict.

In the general population, approximately 25 percent of the people are classified in each of the four
ways of living.
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The following diagram gives specific information as to how persons in each lifestyle see themselves and
as to how they are viewed by others. The diagram also shows how the interpersonal and norm-favoring
orientations are combined to define the four ways of living. Your answers to the questionnaire place you
in the Alpha quadrant, where the basic lifestyle is that of the /mplementer.

Initiates
action

Confident in
social
situations

Rule-favoring

Likes stability

Agrees with others

IMPLEMENTER

Tends to see self as ambitious,
efficient, industrious, and
organized, but not as confused,
dissatisfied, lazy, or moody.

Tends to be seen by others as
active, ambitious, enterprising,
and organized, but not as
apathetic, cynical, moody, or shy.

A

SUPPORTER

Tends to see self as conscientious,
modest, patient, and reserved,
but not as assertive, irritable,
outspoken, or sarcastic.

Tends to be seen by others as
cautious, inhibited, peaceable,
and retiring, but not as
adventurous, daring,
individualistic, or quick.

Focuses on
inner life

INNOVATOR

Tends to see self as complicated,
humorous, pleasure-seeking, and
spontaneous, but not as
conservative, conventional,
placid, or submissive.

Tends to be seen by others as
clever, frank, impulsive, and
witty, but not as conservative,
conventional, methodical, or
timid.

\4

Values own

VISUALIZER privacy

Tends to see self as detached,
frank, reflective, and
unconventional, but not as
cheerful, enthusiastic,
forceful, or sociable.

Tends to be seen by others as
dreamy, modest, quiet, and
unassuming, but not as assertive,
energetic, outgoing, or talkative.

Rule-questioning

Has personal
value system

Often disagrees
with others
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Implementers believe strongly in teamwork and try hard to achieve the goals set by the groups to
which they belong. They are usually industrious, efficient, and self-disciplined.

When functioning at their best, they are ambitious, enterprising, task-focused, and well-accepted as
leaders. When under stress or functioning poorly, /mplementers can be opportunistic, bossy, and overly
critical of those who fail to follow the rules.

The third basic theme of this questionnaire pertains to one’s sense of satisfaction in living and feelings
of self-realization or fulfillment. Those who rank low on this measure tend to be dissatisfied with their
current status and feel that their potentialities are not being fulfilled or realized. Those who score high
tend to feel that they are living up to their own potentialities and also that they can cope effectively
with the demands of living. Your score on this dimension is indicated by the blue triangle on the line
below.

Level of Satisfaction

This score suggests that you are fairly well satisfied with your current circumstances and with your
lifestyle.

The information above gives an overview of your way of living and of broad, general trends in your
personal style. In the next section, more detailed and specific information will be presented.

In this section, your scores on 26 separate measures are reported, grouped into five broad categories:

1. Dealing with others
Self-management
Motivations and thinking style

Personal characteristics

v W

Work-related measures
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Scores are reported in standardized form, based on a norm sample of 6,000 persons (3,000 men,
3,000 women). For each scale, 50 is the norm-based midpoint. The lower the score, the more
relevant will be the comments to the left of the graph; the higher the score, the more relevant will

be those to the right of the graph.

DEALING WITH OTHERS

Not assertive, uncomfortable
exerting authority, hesitant in
making decisions, unassuming
in behavior.

Unsure of self, dislikes direct
competition, not looking for
major responsibilities or
status, often feels that life is
unfair.

Not gregarious, prefers to
stay in the background,
feels uneasy in many social
situations, avoids making
decisions, keeps people at a
distance.

Cautious, does not seek
attention, appears somewhat
inhibited, has a readiness to
feel guilty.

Blames self when things go
wrong, often thinks others are
better, has doubts about own
ability, tends to withdraw
from social contact.

Seeks support from others,
defers to others, avoids taking
a stand, tends to give up
when things go wrong.

Not good at judging other
people, somewhat withdrawn,
uncomfortable with change
and uncertainty, often feels
misunderstood.

10

20

20

20

20

20

20

20

30 40 50 60 70

A
Dominance (Do) 64

30 40 50 60 70

A
Capacity for Status (Cs) 59

30 40 50 60 70

A
Sociability (Sy) 57

30 40 50 60 70

A
Social Presence (Sp) 48

30 40 50 60 70

A
Self-acceptance (Sa) 54

30 40 50 60 70

A
Independence (In) 64

30 40 50 60 70

A
Empathy (Em) 67

80

80

80

80

80

80

80

90

90

90

90

90

90

90

100

100

100

100

100

100

100

Likes to be in charge,
self-confident, persuasive,
task-centered.

Ambitious, wants to be a
success, likes the good life,
outgoing, has a wide range
of interests.

Highly sociable and drawn
towards people, enjoys
meeting new people and
being in new situations,
optimistic, socially competent.

Seeks social attention and
recognition, likes to play to an
audience, spontaneous, witty,
not easily embarrassed.

Confident, self-assured,
presents self with conviction,
likes to talk, projects high
sense of own personal worth.

Has a strong sense of
self-sufficiency, resourceful,
keeps a certain distance
between self and others,
resolute.

Likeable, understands the
feelings of others, versatile,
adventurous, has good social
skills.
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SELF-MANAGEMENT

Somewhat indifferent to 0
duties and obligations, dislikes

routine work, tends to be

careless, often impatient.

Not readily accepting of social 0
rules and conventions,
questions authority, tends to
blame others when things go
wrong, easily annoyed or
irritated.

Willing to take risks, has 0
strong feelings and emotions,
speaks out when angry or
annoyed, may leap before
looking.

Not very much concerned 0
about image presented to
others, skeptical, frank, may
be individualistic.

Has many unusual responses, 0
personal preferences and
ideas differ from those of

others, may have answered
the questions carelessly.

Not entirely comfortable in 0
current situation, may be
worried about health and

personal problems, tends to
be anxious, not optimistic
about the future.

Tends to be critical of others’ 0
beliefs and opinions, may
appear self-centered and

resentful of the good fortune

of others, feels unappreciated.
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20
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20

20

30 40 50 60 70

A
Responsibility (Re) 53

30 40 50 60 70

A
Social Conformity (So) 60

30 40 50 60 70

A
Self-control (Sc) 72

30 40 50 60 70

A
Good Impression (Gi) 71

30 40 50 60 70

A
Communality (Cm) 54

30 40 50 60 70

A
Well-being (Wb) 61

30 40 50 60 70

A
Tolerance (To) 66

MOTIVATIONS AND THINKING STYLE

Has difficulty doing best 0
work in highly structured and
regulated settings, does not
like to conform, tends to be
an underachiever.

Has difficulty doing best work 0
in situations that are vague
and unstructured, wants
others to specify goals and
methods, has a low level of
initiative.

Activity-oriented, prefers 0
dealing with tangible matters
rather than concepts or
abstractions, lacks confidence
in own ability, has limited
interests.
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A

80
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Achievement via Conformance (Ac) 56

20

30 40 50 60 70
A

80

Achievement via Independence (Ai) 60

20

30 40 50 60 70

A
Conceptual Fluency (Cf) 60

80

90

90

90

90

90
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90

90

90

90
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100

100

100

100

100

100

100

100

100

Conscientious, takes duties
seriously, considerate of
others, reliable—gets things
done.

Comfortably accepts ordinary
rules and conventions, finds

it easy to conform, favors
traditional methods and ideas.

Pauses for thought before
acting, tries to control
emotions and temper, takes
pride in being self-disciplined,
cautious.

Careful to present a favorable
image to others, deferential to
those in authority, complies
with rules of polite behavior.

Has very few unusual
responses, sees self as
essentially similar to others,
has a practical outlook.

Generally satisfied with life
situation, cheerful, feels self
to be in good physical and
emotional health, feels
competent to deal with life’s
demands.

Open-minded, reasonable,
respectful of the rights and
beliefs of others, not biased or
dogmatic.

Strongly motivated to achieve
particularly in clearly defined
and structured settings,
goal-oriented, has efficient
work habits.

Strongly motivated to achieve,
particularly in open and fluid
situations, prefers work
allowing for initiative and
independent thinking, good
at defining personal goals.

Comfortable and confident

in handling intellectual and

conceptual matters, verbally
fluent, thinks ahead.
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PERSONAL CHARACTERISTICS

Has difficulty predicting how 0
others will feel and react,
not very interested in the

dynamics of behavior, looks
more at what people do than
at what they think.

Prefers predictability and 0
consistency, uncomfortable
with ambiguity, programmed
and planful, well-organized.

Tough-minded, action- 0
oriented, somewhat
insensitive to others’
feelings, aggressive.

10

20

20

20

30 40 50 60 70

A
Insightfulness (Is) 58

30 40 50 60 70

A
Flexibility (Fx) 54

30 40 50 60 70

A
Sensitivity (Sn) 54

WORK-RELATED MEASURES

Not very ambitious, may be 0
erratic in decision-making,
puts own interests first, reacts
defensively to criticism.

Restless, distractible, often 0
careless, not a steady worker,
has fluctuating moods.

Prudent, avoids risk, prefers 0
the traditional ways of doing
things, dependable at work.

Avoids positions of leadership, 0
low in persistence, doubts
own competence, has trouble
dealing with stress.

Impatient, not tactful, 0
questions the motives of
others, easily annoyed, not a
team worker.

Sees law enforcement 0
practices as too strict and
severe, likes to take chances,
tends to be nonconforming,
somewhat pessimistic and
dissatisfied.
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A

Managerial Potential (Mp) 68

30 40 50 60 70

A
Work Orientation (Wo) 61

30 40 50 60 70
A

Creative Temperament (Ct) 63

30 40 50 60 70

A
Leadership (Lp) 66

30 40 50 60 70

A
Amicability (Ami) 60

30 40 50 60 70
A
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80

80

80

80
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Law Enforcement Orientation (Leo) 59
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100

100
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Has analytic insight into
people and their motivations,
forms impressions quickly, not
always warm or sympathetic.

Likes change and variety,
finds ordinary routine boring,
quick-thinking and clever.

Sensitive to others’ feelings,
tends to interpret events from
a personal perspective, often
feels vulnerable, has a strong
need for affiliation.

Deals effectively with people,
shares credit with others,
good at explaining decisions,
has good judgment.

Reliable worker, readily
accepts subordinate roles,

not self-seeking, has modest
aspirations, seldom complains.

Likes what is new and
different, thinks in
unconventional ways, likes to
think “outside the box,” has a
rapid personal tempo.

Has good leadership skills,
likes to take positions of
leadership, deals effectively
with stress and pressure,
forceful and self-assured.

Cooperative, appreciative
of others, not assertive or
aggressive, tries hard to get
along well with coworkers,
not self-seeking or
self-promoting.

Supports firm and strict law
enforcement practices,
well-suited for work in the law
enforcement field, evaluates
problems from a practical and
commonsense standpoint.
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Psychological measurements are always approximations and estimates, not precise indicators.
Because of this margin of uncertainty, you should use your own judgment as you review your results
on this questionnaire. The report suggests what higher and lower scores on each scale signify about
your temperament and behavior, but these remarks must be viewed in the context of what you
know about yourself. Of course, there would be no reason to take the inventory if nothing new or
unanticipated turned up. The goal of this report is to give a balanced, true-to-life picture to help you
in gaining a better understanding of yourself. If anything in the report seems strange or incorrect,
you should discuss these matters with the person who arranged for you to take the CPl 260
instrument.
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This report will help you better understand your preferences, attitudes, and behaviors in key dimensions of
management and leadership. It will help you capitalize on your strengths, target areas for further
development, set goals, and plan action steps. It is intended for your use and should not be considered a
selection or placement tool.

This report is based on an instrument that has been used and validated in a wide variety of management
and leadership development programs. Empirical research extending over five decades demonstrates that
a person’s responses to the instrument—when taken all together—are highly predictive of managerial
competencies as determined by independent observers. Your responses to the items in the Coaching
Report for Leaders booklet have been compared to those from a large group of managers and executives,
both male and female. It is a group of experienced and by many standards successful individuals who are
on track for continued success and career advancement.*

WHAT INFORMATION DOES MY REPORT INCLUDE?

In addition to this introductory section, your report contains three sections: Your Leadership
Characteristics, the Snapshot page, and Next Steps.

Your Leadership Characteristics is the heart of the report. For each Leadership Characteristic, we
compare your results on key measures with those of the comparison group of managers and executives.
Based on this comparison, the report analyzes your strengths and developmental needs and, where
appropriate, offers Suggested Action Steps you can take to gather more information or develop a new
behavior. Suggested Action Steps may suggest ways to further develop strengths as well as address
developmental needs. Not all Leadership Characteristics will have Action Steps related to them.

The Leadership Characteristics are organized into the following Core Performance Areas:
1. SELF-MANAGEMENT

2. ORGANIZATIONAL CAPABILITIES

3. TEAM BUILDING AND TEAMWORK

4. PROBLEM SOLVING

5. SUSTAINING THE VISION

Management and leadership are increasingly complex endeavors, requiring an evolving repertoire of
competencies and behaviors. The five Core Performance Areas are not exhaustive but are key indicators of
managerial success. While they do not form a rigid hierarchy, competence in one Core Performance Area
does tend to underlie effectiveness in the next. They are arranged in this report from the most basic level
(Self-Management) to the highest level (Sustaining the Vision).

The Snapshot page offers a quick overview of your results.
The Next Steps section offers advice on planning your next steps in leadership development.

*This report is based on data collected at the Center for Creative Leadership® (CCL®). Data from more than 5,600 workshop participants enrolled in CCL’s Leadership
Development Program from 1995 to 1996. Center for Creative Leadership and CCL are registered trademarks owned by the Center for Creative Leadership.



UNDERSTANDING YOUR REPORT

WHAT DO THE ICONS MEAN?

In addition to providing comments for each Leadership Characteristic, your Coaching Report for Leaders
offers at-a-glance guidance for prioritizing your developmental efforts:

g CHECK THESE OFF AS YOUR STRENGTHS
A Check Mark indicates a strength in that your preferences, attitudes, and behaviors on
that Leadership Characteristic compare favorably to those of the reference group of
managers and executives who are generally on track for continued advancement. For most
people, in most situations, the attitudes and behaviors indicated will contribute to
effectiveness and be perceived by others as contributing to a strength. These are areas
in which you are probably comfortable and in which you perform effectively.

TAKE A CLOSE LOOK AT THESE POTENTIAL DEVELOPMENTAL NEEDS

@ A Magnifying Glass suggests that you should look closely at the Leadership Characteristic:
It may represent a developmental need for you in that your preferences, attitudes, and
behaviors seem to contrast somewhat unfavorably with those of the comparison
group. For most people, in most situations, the attitudes and behaviors indicated will
hamper effectiveness and be perceived negatively by others.

EXAMINE WHETHER THESE WORK TO YOUR ADVANTAGE OR DISADVANTAGE
An Arrows symbol indicates simply that your preferences, attitudes, and behaviors in that

Leadership Characteristic differ from those of the comparison group. This difference may
represent ejther a strength or a potential developmental need, depending on your
functional area, your role in the organization, and your organizational culture. You may
want to assess whether your behavior in this area works to your advantage or
disadvantage.

HOW DO | GET THE MOST OUT OF MY REPORT?

As you examine your Coaching Report for Leaders, keep the following points in mind:

1. Keep your own role and situation at the forefront. What the report characterizes as strengths and
limitations is not absolute. An asset in one job, level of management, or organization might be a
liability in others.

2. Pay as much attention to your strengths as to possible developmental areas. After all, you have
achieved your current position because of your strengths.

3. Remember, above all, that you are the ultimate expert—the only one who can verify these results.
This report cannot describe every nuance of your style or capture every competency relevant to your
success in your job.



SELF-MANAGEMENT

Effective leaders are first of all effective in managing themselves—their time, their focus of attention,
and their emotions. They know their strengths and weaknesses, their habits of thought and biases,
their likes and dislikes.

1. SELF-AWARENESS

Because they are able to monitor and manage their own feelings and their effect on others, successful
leaders can respond to people and events in an authentic, appropriate, and genuine manner.

Like other effective leaders, you are generally secure with yourself; you are likely to be in touch with and
accepting of who you are and can respond authentically to people, events, and situations.

More so than other leaders, you tend to be sensitive to the needs and feelings of other people, with an
unusually well developed capacity to understand them intuitively. You can be highly effective in social and
interpersonal interactions, and others find it easy to work with you.

Your sensitivity to others may affect your ability to maintain objectivity in handling people problems and
applying objective measures of work performance. Others may experience you as inconsistent or playing
favorites even though you are only trying to take into account each person’s different circumstances.

SUGGESTED ACTION STEP: If you find yourself serving as a counselor to others, objectively
assess whether this is adversely affecting your ability to function in your role as leader.

2. SELF-CONTROL

Effective leaders are disciplined and think before acting. Their self-control may come at the expense of
some spontaneity and the free expression of feelings and emotional reactions, but it does not mean they
are overly reserved or inflexible. See also 4. Use of Power and Authority.

You tend to be more disciplined than most other managers and executives. You probably like to anticipate
and plan for the unexpected and to carefully execute and monitor strategies you have mapped out
beforehand. You are likely seen as being accomplished at keeping systems running smoothly.

You probably contain your emotions more strongly than most other leaders and place a higher value on
harmony and the avoidance of conflict. This high level of self-control may tend to stifle change, constructive
disagreements, and the healthy interchange of feelings and ideas between coworkers.

SUGGESTED ACTION STEP: Solicit feedback from coworkers, especially the person to whom you
report, regarding your approach to change and conflict management. Specifically ask about the degree to
which others see you as too supportive of the status quo or too likely to avoid conflict.



YOUR LEADERSHIP CHARACTERISTICS

3. RESILIENCE

Leaders who succeed are able to manage stress, bounce back from frustration and setbacks, and
devote time to important areas of life outside work. They are realistically optimistic and show a healthy
degree of independence and self-reliance.

o Like other effective leaders, you generally display a confident and mostly optimistic approach to work and
working with others; you tend to be buoyant, recovering quickly from setbacks and persisting even in the
face of adversity and roadblocks.

e You likely understand the importance of good morale and tend not to let doubt or worries drain your
reserves of energy. Others probably see you as dealing effectively with pressure and stress.



YOUR LEADERSHIP CHARACTERISTICS

ORGANIZATIONAL CAPABILITIES

An important requirement for effective leadership is skill in handling the roles, rules, and structures of
organizational life: using power and authority appropriately, holding others (and oneself) accountable,
working within a framework of policies and established procedures, making tough decisions, and the

like.

4. USE OF POWER AND AUTHORITY

Effective leaders exercise formal and informal power, influence, and authority without overwhelming
coworkers. They adapt the style and intensity of their leadership to fit the situation and are able to
function in a subordinate role when necessary.

e You appear to be as confident, assertive, and forceful as most other executives and managers.

e You are seemingly more controlled than other executives and managers in managing your emotions and in
your general manner of interacting with people, and you may contain your passion and enthusiasm too
tightly.

e You may have ambivalent or contradictory views and feelings about exercising authority, and as a result you
may at times appear tentative or inconsistent.

e SUGGESTED ACTION STEP: Solicit feedback from trusted colleagues on whether you could enhance
your leadership effectiveness by moderating your degree of emotional control or restraint.

5. COMFORT WITH ORGANIZATIONAL STRUCTURES

Effective managers and executives work productively within organizational structures, such as formal
policies and rules, chains of command, organizational processes, and unwritten norms. They must
articulate and support these structures while at the same time supporting individual initiative and the
need for flexibility. See also 2. Se/f-Control.

o Like other effective executives and managers, you are likely conscientious, dependable, and careful to
respect and support the prevailing customs of the organization.

e Like other leaders, you probably attempt to work within the rules, policies, and procedures that are part of
organizational life; you generally plan the work and work the plan.



YOUR LEADERSHIP CHARACTERISTICS

6. RESPONSIBILITY AND ACCOUNTABILITY

S
a

uccessful leaders welcome the personal responsibility and accountability that go with positions of
uthority. Valuing dependability, honesty, and forthrightness, they hold others accountable for the

commitments they have made, accept fault or criticism when it is deserved, and expect others to do
the same.

Like most other executives and managers, you are apt to think it is important to accept responsibility and to
be honest and forthright; hence, you will likely think less favorably of those who avoid taking responsibility
and tend to inappropriately blame others.

You probably see yourself as well suited for positions of significant leadership and decision-making
responsibility, and others tend to see you in a similar light.

You are likely inclined toward accepting roles and responsibilities for which leadership and management are
key expectations.

. DECISIVENESS

Effective managers and executives make decisions expediently and take appropriate action. In making
their decisions, they take into account a large number of potentially contradictory factors and bits of
information, seek and accept the participation of others when appropriate, and are not overly burdened
by the effect of their decisions on others. See also 4. Use of Power and Authority and

74. Action Orfentation.

Others tend to see you as very comfortable making important decisions and taking independent action.

You are probably able to handle the inevitable criticisms that leaders receive for making decisions that don't
satisfy everyone involved.

You are likely able to live with the negative consequences and human costs of the hard decisions that
leaders are often forced to make.



YOUR LEADERSHIP CHARACTERISTICS

TEAM BUILDING AND TEAMWORK

Whether leading a project team or sharing leadership with others on an executive team, today’s
managers and executives must possess the people skills needed to forge united, smoothly functioning,
goal-oriented teams made up of people with disparate skills, motivations, and personalities.

8. INTERPERSONAL SKILL

In their interactions with team members, effective leaders listen attentively, send clear signals, and
convey openness, friendliness, and cooperation. They are approachable, in spite of the formal or
informal authority that goes with a management position. See also 77. Influence.

Like most other executives and managers, you are probably reasonably comfortable meeting other people,
and others likely experience you as outgoing and sociable.

As a coworker and team player, you probably attempt to fit in and be considerate of others to the same
extent as most other executives and managers; others tend to see you as cooperative, approachable, and
friendly.

9. UNDERSTANDING OTHERS

Strong team leaders have a cognitive understanding of personality differences, individual behavior,
interpersonal dynamics, and group process, as well as an ability to empathize with others—to understand
their feelings and subjective reactions on an intuitive level. See also 7. Se/f-Awareness.

You likely have stronger people skills than most other executives and managers. Others probably experience
you as warm, sensitive, caring, and perceptive. Coworkers and team members are apt to value your ability
to respond effectively to highly charged interpersonal situations.

Coworkers probably seek you out to take advantage of your coaching skills, possibly overutilizing your time.

You tend to empathize with others better than most managers and executives, but some people may see
you as not being sufficiently tough minded or objective or as unable to hold people accountable.

SUGGESTED ACTION STEP: Through self-assessment and feedback from colleagues, determine whether
your empathy and focus on people create challenges in the areas of time management, managerial
objectivity, and meeting business goals and objectives.



YOUR LEADERSHIP CHARACTERISTICS

10. CAPACITY FOR COLLABORATION

Aware that the input of diverse ideas can facilitate problem solving, effective leaders welcome the
participation of others. They encourage the open discussion of ideas, opinions, and suggestions while
maintaining a healthy skepticism and keeping the pressure on for results. See also

4. Use of Power and Authority, 7. Decisiveness, and 15. Self-Confidence.

e You are likely more open, trusting of other people, and receptive to their ideas than most other executives
and managers.

o Like other executives and managers, you probably strive to balance creativity with practicality by
encouraging a wide array of inputs, ideas, and suggestions while keeping discussions moving ahead toward
practical results.

o SUGGESTED ACTION STEP: Ask coworkers if they think you can be too open and receptive of input
from too many sources and whether this approach enhances or hampers the work group’s effectiveness or
ability to meet deadlines or provide results.

11. WORKING WITH AND THROUGH OTHERS

To accomplish bigger and more complex tasks than any one person could hope to do alone, effective
leaders work both with others, by soliciting input and sharing decision making, and through others, by
delegating work and responsibility.

e You are apt to be reasonably assertive, confident, and able to present your views, opinions, and decisions to
coworkers and are probably inclined to take on tasks and responsibilities for yourself.

e Like most other executives and managers, you may be effective in balancing self-directed actions with
trusting and depending on others. When delegating, you may provide clear direction but be flexible and
adaptable in allowing other people to give input and share in the decision-making process.

e You likely are interpersonally effective and use this ability to win the cooperation of others and motivate
them to contribute their energies and get behind the mutual effort.
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YOUR LEADERSHIP CHARACTERISTICS

PROBLEM SOLVING

Handling problems well and finding effective solutions for them demand a multifaceted array of talents
and skills, including political finesse, and an understanding of the motivations and feelings of others.
Many of the skills assessed in this report bear on solving problems, but here we focus on three areas
most directly related to problem solving: being creative, handling sensitive issues, and taking decisive
action.

12. CREATIVITY

Effective managers and executives are willing and able to generate creative and innovative ideas and to
take calculated risks. When necessary, they challenge standard procedures or the status quo, and they
formulate novel actions or solutions.

e You probably can usually generate original and innovative ideas and solutions; others likely see you as being
as creative and innovative as most other executives and managers.

e You appear to be willing and able to confidently offer innovative ideas and suggestions, even without
support from others.

13. HANDLING SENSITIVE PROBLEMS

Successful leaders confront rather than avoid sensitive issues and problems, such as infringements of
corporate policy or subpar work performance. They deliver difficult messages or critical feedback
directly and frankly while maintaining a sensitivity and concern for those receiving the news. See also
1. Self-Awareness.

e You seem to be as willing as other executives and managers to confront employees” performance problems
and similar issues in a direct and timely manner, but you may find these duties to be somewhat draining.

e Even more than other executives and managers, you may be interested in trying to understand other
people’s feelings and viewpoints; you likely modify the delivery, tone, and timing of difficult news according
to the other person’s situation and emotional state.

e In delivering critical feedback, you may at times understate difficult messages to the point that the
importance and urgency of corrective action is unclear.

e SUGGESTED ACTION STEP: Consider asking direct reports what, if any, changes might increase the
effectiveness with which you deal with sensitive issues or problems.
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YOUR LEADERSHIP CHARACTERISTICS

14. ACTION ORIENTATION

Effective leaders take action after reflecting on the pros and cons of all the available options, often
without resolving every unanswered question. Although they are curious and patient, and take into
account the effects their decisions may have on people, they have a bias for results and act decisively.

e You are probably more interested in and concerned about coworkers” needs and feelings than most
executives and managers. As a result, others may respect your political savvy, but at times they may also
criticize your slow pace and reluctance to act quickly.

e Because you tend to be more concerned than other executives and managers about how others will
evaluate you, you may be less inclined to take action in areas that are controversial or highly uncertain in
outcome, and you may be slow to act in a crisis.

e You will most likely enjoy, and do best in, a role where reflection, careful analysis, and thoughtful planning
are critical and well-regarded skills and assets.

e SUGGESTED ACTION STEP: Solicit feedback from the person to whom you report and your coworkers
on the need, if any, to develop the ability to make quicker decisions and act with greater confidence when
the situation calls for urgency.



YOUR LEADERSHIP CHARACTERISTICS

SUSTAINING THE VISION

Strong leaders have a clear vision for the organization and a coherent set of organizational goals. They
are able to sustain the vision by inspiring the confidence of others through their own self-confidence,
by using well developed communication skills to influence and motivate others, and by being visible
embodiments of organizational values and goals.

15. SELF-CONFIDENCE

Leaders who can rally others to pursue a vision are self-confident and optimistic. They project this
confidence and optimism and use it to inspire others, despite having normal doubts, worries, and
stress.

e Like most other managers and executives, you are apt to generally display a self-assured, autonomous style
of thinking and operating. You likely communicate to others that you are confident in your ideas, but not so
forcefully as to seem unable or unwilling to listen, discuss, and negotiate alternatives.

e Others probably see you as positive, poised, and assertive. Your self-confidence may allow you to hold up
under the pressures of taking on responsibilities and to bounce back from setbacks and hurdles you
encounter in pursuing the organization’s vision.

16. MANAGING CHANGE

Most managers and executives face a constantly changing environment. To be effective, they balance
the benefits of order and stability with the benefits of flexibility, change, and growth. Leaders maintain
focus while remaining open to exploring new approaches and new priorities.

o Like most executives and managers, you seem to be reasonably open to new ideas and approaches and
flexible with respect to decision-making and implementation processes.

e You likely are less comfortable than other executives and managers being demonstrative, expressing your
impulses and feelings, or discussing with others their emotional reactions. Others may experience you as not
interested in or aware of people’s feelings about change.

e You are probably about as comfortable as other executives and managers in managing and reacting to
change, although you may lean more toward caution and risk aversion than other leaders.

e SUGGESTED ACTION STEP: Try moving out of your comfort zone and being more intentionally aware
of, interested in, and expressive about your feelings and subjective reactions, as well as those of coworkers,
around change initiatives.



13

YOUR LEADERSHIP CHARACTERISTICS

17. INFLUENCE

Strong leaders naturally want to influence others and are skilled in doing so. They are generally
poised, outgoing, and socially and professionally confident and have well developed communication skills
that allow them to be persuasive without being overbearing. See also 4. Use of Power and Authority.

o Like most other executives and managers, you probably have a strong desire to influence other people and
the outcome of events and are sociable, outgoing, and extroverted.

e Your well-developed communication skills likely allow you to present your ideas persuasively without being
overbearing.

e You seem to be able to push for your own agenda while also seeking to accommodate the agendas of
others and appreciate their views and opinions.

18. COMFORT WITH VISIBILITY

Leaders seek out responsibility and enjoy the visibility that comes with it. Comfortable speaking in
public and acting to exemplify the organization’s values, they confidently meet new people, sustain
working relationships, and seek out opportunities to make formal and informal presentations to people
in high positions.

e Your ambitions for positions of high visibility—in terms of level, title, salary, and size of organization—are
probably similar to those of most other executives and managers.

o Like most other executives and managers, you likely enjoy meeting new people, are able to sustain
relationships, and are skilled in making formal and informal presentations. You seem to have the necessary
spontaneity, poise, and verbal fluency to do well in a wide variety of social situations.

e You are probably comfortable being in the limelight and being seen as responsible and in charge.
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So what does all this mean? How can you further develop yourself as a manager or executive? There are
two alternative ways to begin planning your next steps: (1) You can start with what you have learned
about yourself from this report and then move on from there. (2) You can start with the challenges you
are currently facing as a leader and then look to this report for some insight in meeting these challenges.
Below, we offer some guidance on both approaches. They are not mutually exclusive, and you may want
to consider both.

STARTING WITH YOURSELF

CONSIDER YOUR STRENGTHS

First, look at your strengths as indicated on your Snapshot page. In addition to the Leadership
Characteristics listed in the Check Mark column, which of the characteristics in the Arrows column do you
consider to be personal strengths?

In the left column of the table below, list the three strengths that you tend to rely on most. These
represent skills or competencies that you exercise frequently and comfortably. In the right column, list
three characteristics that you were surprised to discover were strengths or that you use less comfortably
or less frequently.

STRENGTHS 1 RELY ON STRENGTHS 1 COULD USE MORE
1 1
2 2
3 3

The strengths in the first column are those that, in your own judgment, already work well for you. Most
managers and executives will realize the greatest benefit by focusing on those areas of strength that
they are /ess comfortable using—those in the right column.

e Mark these strengths from the right column on your Snapshot page and then go back and read the
detailed comments printed for you in the body of this report.

e Consider your functional area, your role and level in the organization, and the written and unwritten rules
in your organization as you assess the analysis presented. Do you agree with the observations and
descriptions as reasonably accurate?

e Consider ways in which you can develop these strengths further. For example, you can accept a new
assignment, find a mentor or role model, or just make a mental note to yourself to practice the skills or
behaviors conscientiously.
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NEXT STEPS

CONSIDER YOUR DEVELOPMENTAL NEEDS

In addition to exercising underused strengths, you may also want to consider addressing certain skills or
behaviors that may be currently limiting your effectiveness as an executive or manager. Look again at your
Snapshot page, and examine the Leadership Characteristics listed in the Magnifying Glass column. Also
consider those characteristics listed in the Arrows column that you consider to be limitations or
developmental needs.

On the left side of the table below, list up to three characteristics that you were least surprised to find
were not your strengths. On the right side, list up to three characteristics that you were most surprised to
see described as areas of developmental need.

LEAST-SURPRISING DEVELOPMENTAL NEEDS MOST-SURPRISING DEVELOPMENTAL NEEDS
1. 1
2 2
3 3

These two categories of developmental needs represent very different challenges for most leaders. Your
least-surprising developmental areas are, by definition, ones you know very well. You may have developed
strategies that compensate for them; perhaps you have moved to a position in which they seem less
important or less critical. In any case, they are probably known guantities for you.

Your most-surprising developmental areas, in contrast, are potentially more troubling in that they could
represent blind spots. Your preferences, attitudes, and behavior in such an area may be somewhat hidden
from you but visible to others and may hamper your effectiveness.

e Mark your potential blind spots on your Snapshot page and then go back and read the detailed
comments printed for each of these Leadership Characteristics.

e Consider the formal and informal feedback you have received from others (especially the person to whom
you report) and your career aspirations. How do the behaviors related to your potential blind spots show
up in your work? How do others react to you when they do show up? What can you do to change?

e Read the Action Step suggested for each potential blind spot. If it fits your own assessment, consider
what practical measures you can take to act on it.
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NEXT STEPS

STARTING WITH YOUR CURRENT SITUATION

Another way to use this report is to consider some of the major challenges you are facing at work.
Perhaps you are trying to pull together a new team for an important project. Or maybe you are leading or
assisting in a major change initiative. Or perhaps your challenge is to be effective in an organization
whose structures and lines of authority are hazy and indistinct (or rigid and bureaucratic). You can use this
report to help you gain some insights into meeting some of these key challenges.

CONSIDER THE FOLLOWING STEPS

1. Write down the major challenge you are facing. (Pick only one challenge at first and repeat this
process to consider others.)

2. Scan this report and mark the Core Performance Areas and/or Leadership Characteristics that seem
most relevant to your challenge.

3. Among the areas you marked, identify the Leadership Characteristics for which you received a Check
Mark. These are generally your strengths. It may be more advantageous to you to capitalize on one of
these strengths than to strengthen a less-developed characteristic. Make a list of the strengths you
want to capitalize on.

4. Go back and carefully reread the areas you marked, paying most attention to those in which you have
a Magnifying Glass. Do you agree that the observations and descriptions are reasonably accurate? Do
you see the behaviors playing out as developmental areas for you?

5. Next, reread any marked areas in which you have an Arrows symbol. Do you agree with the
observations and descriptions? Do you see the behaviors playing out as strengths for you, or do you
see developmental areas? Where mixed, does the behavior generally serve you more as a strength
than a limitation? Make a list of the Suggested Action Steps that seem most relevant.

6. Asyou reflect on your list, does it seem reasonably accurate and descriptive? Are the results or
descriptors relatively consistent with each other? Are the results consistent with what you have heard
before in the way of formal and informal feedback?

7. Focus on the two or three key action areas that you want to pursue.

We hope that by reading this report you have gained some added personal awareness and insight and
have grown more sensitive to some of the unique strengths and limitations of your particular style and
how they affect your work as an executive or manager. We encourage you to use your enhanced
self-awareness to embark on a self-directed process of continual personal and professional development.
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