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In Directive Leadership, you create clarity and drive accountability to create execution.
Establish Role Clarity. Establish certainty that each direct or indirect report understands the role
that he or she inhabits. Set operational rules and boundaries for each person in your sphere of
influence and ensure that each person understands them and the consequences for failing to stay in
bounds.
Establish Goal Clarity. Establish certainty that each person in your sphere of influence
understands the goals and objectives which he or she is expected to accomplish. Communicate the
goals, the time table for accomplishment, and the consequences for failure and ensure that each
direct or indirect report understands them.
Establish Task Clarity. Establish certainty that each direct or indirect report understands the task
which he or she is expected to complete. Communicate exactly what has to be done, how and when,
and ensure that each person understands the instructions and the consequences for failure.
Manages Exceptions. Identify when someone in your sphere of influence is failing and
communicate that breakdown. Decide when to step in and identify a failure. Stepping in too soon
could be viewed as micro managing, too late, as failing to help keep direct and indirect reports on
track.
Corrective Coaching. Coach those in your sphere of influence so that they avoid failures and
breakdowns and help them correct their paths. Make sure that your direct and indirect reports feel
supported and are given the appropriate guidance.
Crucial Conversations. Challenge those in your sphere of influence who have failed to achieve
appropriate levels of performance through the systematic use of the Crucial Accountability
Framework. Design the conversation to produce immediate improvement, if that is possible, and to
assure that the individual takes responsibility for performance issues.
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In Transactional Leadership you enter into a contract with those you lead with regard to personal
and material rewards they will receive for effective performance.
Material Rewards. Ensure each direct or indirect report understands the rewards for success, including
compensation, fringe benefits, merit raises, bonuses, promotions, gifts, etc., as well as losses which
accompany not performing well.
Personal Rewards. Recognize successes of each direct or indirect report. Identify good, excellent and
great performance, publically and/or privately, as appropriate, time it correctly and deliver it with
appropriate intensity so that the person feels inspired about that particular performance effort.
In Transformational Leadership you establish a vision of the future state you want your followers to
achieve and encourage them to work to make the vision real.
Managing Vision and Purpose. Work with Senior Leadership to develop and evolve and envision what
the organization can become. Evolve a vision for your team, and evangelically teach and discuss that
vision with all those in your sphere of influence. Help them to understand the vision and how to pursue,
execute and accomplish it.
Inspires Others. Model the appropriate behavior and performance for direct and indirect reports and
inspire them to strive for success and personal growth. Through your interactions and your own execution
of your tasks, goals and role, become a role model and a leader to be emulated. Your words should
fundamentally move and motivate people.
Challenges the Status Quo. Challenge the current standards to advance the organization beyond typical
expectations. When expectations are inadequate to achieve excellence, identify those inadequacies and
challenge your direct or indirect reports to pursue constant improvement.
Help Others Feel Valuable. Identify the overall contributions of your direct and indirect reports and
explain how they are important to the organization. This is greatly motivational and it is important for
self-esteem and for self-confidence.
In Empowering Leadership you encourage your followers to lead themselves, to identify problems
for themselves, to develop solutions for those problems, and to execute those solutions.
Encourage Agenda Setting. Encourage your team members to set their own agendas in coordination with
you and your team, and encourage each individual follower to set his or her own execution agenda.
Encourage your direct and indirect reports to find and evaluate opportunities and to set a path toward
success.
Encourage Teamwork. Encourage your team to work together as a unit. Teach your direct and indirect
reports how to break down barriers and how to cooperate with and harness the skills of other people to
build a team which has the potential for synergistic success.
Collaborative Goal Setting. Encourage your team to participate in goal setting for the team and for each
member of the team. Encourage your people to develop goals which advance the mission and are
challenging, yet achievable.
Encourage Self Leadership. Encourage your direct and indirect reports to make their own decisions.
Encourage them to lead themselves, to motivate themselves, and to direct their own professional progress.
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As you practice each of the leader behaviors there is a need for you to apply that behavior at a level
which is preferred by those people in your sphere of influence because they have preferred levels of
intensity that drives their motivation at an optimal level. For example, in Directive Leadership, one of the
leader behaviors is Manages Exceptions. To practice this behavior, you identify when someone is not
performing at the expected levels and communicate that failure to perform. This requires you to decide how
often and with what intensity to step in and identify a failure. Stepping in too often could be viewed as
micro managing, too little as failing to provide people the help they need. How soon do those in your
sphere of influence want you to step in? Do they prefer you to monitor them very closely and step in at the
earliest moment you see a problem developing? Or, do they prefer you to monitor them lightly and let them
try to handle their own issues for as long as possible?
In essence, the application of Manages Exceptions is on a continuum. At one end is an extremely tight
monitoring of exceptions, and at the other end is an extremely light monitoring. The appropriate position on
the continuum depends on the motivational needs of those in your sphere of influence.
For each of the 16 leader behaviors, there is a continuum of the desired level of application. The most
effective leaders learn how to identify the level of intensity their people need for each behavior, then they
apply that behavior at the preferred level. The Context Based 360; Leadership Assessment evaluates the
match between your application of each behavior, and the preferred motivational level of that behavior, and
presents those 16 outcomes as a percentage.
If, for example, your followers prefer a high level of autonomy, it is your job as a leader to adapt to their
motivational need. If a leader does that well, then we would expect the ratio for Manages Exceptions to be
near 100%. If you give them less autonomy than they prefer, your ratio would be lower. If you give them
more autonomy than they prefer, your ratio will be higher. A ratio above 100% indicates that you are using
a behavior at a higher level than the people find to be motivational. That can make your leadership less
effective and you less motivational. Of course, if you apply a behavior at a level that is less than people find
motivational, that will also make your leadership less effective. For each behavior, the lower the gap
between your use and your followers' motivational need for that behavior, the more effective you are in the
application of that behavior and the better leader you will be.
The purpose of the Context Based 360 Leadership Assessment is to help you identify leader behaviors
you are practicing that are less motivational than they should be. It's all about the motivational and
leadership needs of those in your sphere of influence. This insight is vital for improving your leadership
effectiveness. Without this very specific understanding, you can only assume that you are applying your
leader behaviors appropriately. This insight not only tells you if your assumptions are correct, it tells you
how far your perceptions are from the expectations of those in your sphere of influence and whether you
are applying too much or too little of a particular behavior. This allows you to make logical adjustments to
your leader behaviors.
We begin your Assessment with your direct and indirect reports. For each of the leader behaviors, we ask
each individual to identify his or her motivational level, and then to rate your execution of that behavior.
We then average the results across all reports, and report the average ratio of the group's preference to the
group's perception of delivery.
If any ratio falls between 90% and 110%, the graph section for that behavior is depicted in green, and we
say that your delivery of that behavior is quite good. If any ratio falls between 80% and 90%, or between
110% and 120%, we color that graph section blue, and we say that your delivery of that behavior is good. If
any ratio falls below 80% or above 120%, we color that graph section yellow, and we say that you need
improvement in the use of that leader behavior.
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We print the actual ratio for each section. For any ratios above 100%, we let the section fill the final
segment of the circle's area. That means for each behavior, it is important to pay attention to the score and
to the color of that section, not just the length of the ray. Do not just look at the length of the ray, as the
color and the score are important, as well. The first circle below presents your ratios for Directive and
Transactional leader behaviors. The second circle presents your ratios for Transformational and
Empowering leader behaviors.
Below is the circle for Directive and Transactional leader behaviors. These ratios present your reports'
perceptions of execution and expectations for each of the leader behaviors encompassed in these two
leadership styles.

Leadership Feedback from Direct and Indirect Reports

For any leader behavior colored in yellow on the preceding circle, you need to consider whether you
need to adjust your approach. Before you make a final decision, you should look at the Inter Rater
Reliability Report which is presented later in this Assessment. That Report shows the level of agreement
among your direct and indirect reports. A score below 60% would indicate that less than 60% of your
reports agreed upon your behavior. At that level we might contemplate what is causing the disagreement.
You do not want to make significant changes in your behavior unless there is a strong level of agreement
among your reports that such a change is necessary.
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Below is the circle for Transformational and Empowering leader behaviors. These ratios present your
reports' perceptions of execution and expectations for each of the leader behaviors encompassed in these
two leadership styles.

Leadership Feedback from Direct and Indirect Reports

For any leader behavior colored in yellow on the preceding graph, you need to consider whether you
need to adjust your approach. Before you make a final decision, you should look at the Inter-Rater
Reliability Report presented later in this Assessment. That Report shows the level of agreement among
your direct and indirect reports. A score below 60% would indicate that less than 60% of your reports
agreed upon your behavior. At that level we might contemplate what is causing the disagreement. You do
not want to make significant changes in your behavior unless there is a strong level of agreement among
your reports that such a change is necessary
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Invective Leadership
This section is designed to provide you with additional contextual data related to the perception of your
reports with regard to the existence of hostile or damaging leadership behavior and the practice of
resistance tactics. We asked each report whether you ever engaged in hostile or abusive leader behaviors
and how often that happened. If your reports perceive that you berate them, embarrass them, harangue them
or otherwise denigrate them, then your leadership effectiveness will be compromised.
We asked each report whether and how often the members of the team engaged in resistance to your
leadership efforts and influences. This resistance can be active or passive, as indicated below, but if
members of your team are resisting your efforts (especially actively), then your leadership effectiveness
will be compromised.

0.4

1.4

2.4

The Invective Leadership graph displayed to the left indicates how often reports
perceive that you engage in invective leadership. The scale ranges from never, at 0,
to very frequently at 10. We consider a score of two or below as highly desirable.

The Active Resistance graph displayed to the left indicates how often Direct
Reports engage in resistance to your efforts in the form of a refusal or failure to
perform tasks which you have assigned. The scale ranges from never, at 0, to very
frequently at 10. We consider a score of three or below as highly desirable.

The Negotiated Resistance graph displayed to the left indicates how often your
reports engage in negotiation with you to alter or modify the tasks that you have
assigned. The scale ranges from never, at 0, to very frequently at 10. We consider
a score of three or below as highly desirable.

If there are indications that your reports perceive you to be overbearing as a leader, or that they are
resisting you excessively, these perceptions will influence your leadership effectiveness. If this is the case,
you should consider a plan of action to modify or eliminate these perceptions.
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Perceptions of Peers and Leader(s)
Beyond the perceptions of your direct and indirect reports, it is important to examine the gaps between
performance and expectation for others who have important views of your ability to execute leader
behaviors. This includes your peers and your leaders. These two groups will not necessarily have direct
observational knowledge about your actual behavior, however, they will still have opinions about your
leadership effectiveness and their opinions are highly influential in your career and your effectiveness. For
that reason, you should know the extent of gaps which exist in their expectations and their perceptions of
your ability to lead. The Context Based 360 Leadership Assessment also identifies the gaps in your
behaviors for your peers, and the gaps in your behaviors for your leaders.
The following two circles present a ratio of the execution of leader behavior against peer group
expectations of each leader behavior. This is calculated as a ratio of what your peer believes that you should
be practicing against the levels of the leader behavior that your peer group perceives you actually are using
or executing. Any behavior colored in yellow suggests that your peer group believes that your practice of
that behavior is not as effective as it could or should be.

Peer Perceptions of Directive and Transactional Leadership Effectiveness
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Below is the circle for Transformational and Empowering leader behaviors. These ratios present your
peers' perceptions for each of the leader behaviors encompassed in these two leadership styles.

Peer Perceptions of Transformational and Empowering Leadership Effectiveness

If there are yellow sections on the two preceding circles you should compare those to the perceptions of
your reports. The opinions of your peers may have nothing to do with the leadership ratings of your Direct
or Indirect Reports, but those opinions are important none the less. There are two possibilities. First, your
peers might perceive that your behavior is not as effective as it could be. This might perfectly overlap with
the perceptions of your Direct and Indirect reports. In other words, your peers could agree with your
reports. If that is the case, it suggests that you certainly need to consider changes to your behavior in those
areas.
The second possibility is that your peers have perceptions that are different from those of your reports. If
that is the case, then you need to think about why those differences exist and whether they are significant
differences with regard to your ability to execute leader behaviors. You must remember that peers are
influential in your career because they influence the general perception of your performance as a leader of
people. Consider the next two circles before you arrive at a decision regarding any course of action which
you might take.
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We now turn to the perceptions of your leader(s). As was the case with your peers, your leader(s) may or
may not have direct observational knowledge of your actual execution of leader behavior; however, they
will have opinions about your leadership effectiveness. Obviously, the opinions of your leaders are highly
influential in your career. In addition, the expectations of your leader are of powerful importance to the
organizational view of your ability to execute leader behaviors. For that reason, you must understand the
differences in your Leader(s) perceptions of your performance.
The following two circles present the levels of behavior that your leaders believe you should be
practicing as a ratio of the levels of behavior your leaders perceive that you are actually practicing.

Leader(s) Perceptions of Directive and Transactional Leader Behaviors
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Below is the circle for Transformational and Empowering leader behaviors. These ratios present your
leaders' perceptions for each of the leader behaviors encompassed in these two leadership styles.

Leader(s) Perceptions of Transformational and Empowering Leader Behaviors

If there are yellow sections on the two preceding circles you should compare those to the perceptions of
your peers and your reports. The perceptions of your leaders might be in conformity with your peers and/or
your reports. If that is the case, you need to consider changes to your behavior in those areas. If your
leaders have perceptions that are different from your peers and/or reports, then you need to think about why
those differences exist and whether they are significant differences with regard to your career.
Managing Up is the phrase we use to describe one's strategies and actions with regard to impacting the
perceptions of one's peers and leaders. These perceptions come from a variety of sources, but you, yourself,
are likely to be one of the primary sources. Every interaction you have with your peers and/or leaders drives
their perceptions of your performance. Often, those interactions are negative because we tend to seek
advice and input, especially from our leaders, only when there are problems. You should never leave an
interaction with a peer or a leader on a negative note; always end every interaction on a positive note.
Further, consider all of the various drivers of your own perceptions of peers and leaders. Things that
influence your perceptions will influence theirs. Which of those drivers can you impact, and how?
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We now turn to your own perceptions of your leadership. Examining how you think about your own
behavior and the needs of your reports helps in thinking about adjustments to your leader behaviors. Are
you in concurrence with your reports with regard to their needs and with regard to your execution? The
Context Based 360 Leadership Assessment will answer that question.
The following two circles present the levels of behavior which you believe you should be practicing as a
ratio of the levels of behavior which you believe that you actually are practicing.

Your Own Perceptions of Directive and Transactional Leadership Effectiveness
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Below is the circle for Transformational and Empowering leader behaviors. These ratios present your
perceptions for each of the leader behaviors encompassed in these two leadership styles.

Your Own Perceptions of Transformational and Empowering Leadership Effectiveness

If there are yellow sections on the two preceding circles you should compare those to the perceptions of
your leaders, your peers and, especially, your reports. You should consider the source of both agreement
and disagreement among the various circles. Remember that your own perceptions will influence the
perceptions of all three groups. That is so important we want to repeat it. Whatever you believe about your
own performance will influence the perceptions of your leaders, your peers and your reports.
You are now ready to consider a strategy for improving your leadership effectiveness. You are armed
with information that you cannot obtain from simple observation. With this insight you can establish a plan
of action for both developing greater leadership skills, and for implementing your skills and abilities more
effectively.
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Context Based 360 Leadership Assessment®
Bill Smart Inter-Rater Reliability
Inter-rater reliability is the degree of agreement among individual raters. In the c360, it is important to
know the level of consensus that exists among the direct reports of a leader. The reliability score is on a
scale of zero to 100%. If all of the direct reports rate a leader exactly the same, the reliability score would
be 100%. That is unlikely in the extreme, of course, but if the level of agreement is too low, it means that
we must place less emphasis on the evaluation. We feel that a reliability score below 60% is problematic.
Scores above 60% are acceptable, and the higher the agreement, the more confidence we have in the
evaluation.
Leader Behavior

Inter-Rater Reliability

Directive Leadership
Task Clarity

87.6%

Goal Clarity

90.2%

Role Clarity

85.5%

Corrective Coaching

79.2%

Managing Exceptions

84.8%

Crucial Conversations

81.9%

Directive Leadership Average

84.9%

Transactional Leadership
Material Rewards

88.8%

Personal Rewards

88.2%

Transactional Leadership Average

88.5%

Empowering Leadership
Collaborative Goal Setting

89.4%

Encourages Self Leadership

78.4%

Encourages Teamwork

85.1%

Encourages Agenda Setting

77.5%

Empowering Leadership Average

82.6%

Transformational Leadership
Inspires Others

67.6%

Manages Vision and Purpose

79.8%

Challenges the Status Quo

76.3%

Helps Others Feel Valuable

64.1%

Transformational Leadership Average

71.9%

Overall Average

81.5%
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Context Based 360 Leadership Assessment® Leader Behaviors & Required Leadership Competency
Bill Smart
Senior Leader
One of the most important connections we can make is to compare your leadership behavior
effectiveness to the organization's Leadership Competency Model. A large number of Subject Matter
Experts completed the Leadership Success Profile to help us define empirically the most important and
impactful, long term leadership competencies for your particular role, talent pool, and leadership pipeline.
Below, we present a graphical display of your execution of leader behaviors mapped against the designated
Leadership Competency Model. The findings here are extremely important to understand because they give
you a more long term perspective on your effectiveness as a leader of people in the defined role. Your
Reports, Peers, and/or Leader(s) might be perfectly happy with your current execution, but that will not
necessarily assure that you will be effective in this role over the long term. The ratings on the final graphs
map directly to an empirical understanding of what's required to be competent in the role, two to four years
in the future.
Below is the circle for Directive and Transactional leader behaviors. These ratios present the
Competency Requirements of your role as a ratio of your execution of Leader Behaviors, as perceived by
your Direct and Indirect Reports. Any Leader Behavior colored in yellow suggests that your current
execution of that behavior is significantly different from the future expectations of the Leadership
Competency Model.

Competency Expectations versus Leader Behavior Effectiveness
for Directive and Transactional Leadership
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Below is the circle for Transformational and Empowering leader behaviors. These ratios present the
Competency Requirements of your role as a ratio of your execution of Leader Behaviors, as perceived by
your Direct and Indirect Reports. Any Leader Behavior colored in yellow suggests that your current
execution of that behavior is significantly different from the future expectations of the Leadership
Competency Model.

Competency Expectations versus Leader Behavior Effectiveness
for Transformational and Empowering Leadership
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If there are yellow sections on the two preceding circles then your current execution of those leader
behaviors is not meeting the future requirements of the Leadership Competency Model. That gap has far
reaching significance for your leadership effectiveness. Meeting the current requirements of peers, direct
and indirect reports, and/or leader(s) might bring short term success, however, long term success in your
particular role, talent pool or leadership pipeline, requires your mastery of the leadership competencies
described by the Leadership Competency Model. Gaps in the preceding graphs tell you how your
leadership needs to evolve for future success.
You are now ready to develop a strategy for improving your leadership effectiveness and for enhancing
your development and growth as a leader of people. This report is intended to start a journey for you that
has no end, the journey of leadership development and growth. It is like a ship that never comes to harbor.
It never ends. You now have what you need to really accelerate that journey. You now have information
which is robust and independently developed and which represents the perceptions of all of the parties in
your sphere of influence. Perception is reality. That means that these perceptions are real drivers of your
effectiveness as a leader of people.
In addition, you understand how far you have currently evolved against the requirements of the
Leadership Competency Model. An empirically based competency model is a powerful tool that helps us
understand competency. This information gives you a real understanding of just how much you have to
evolve to be deemed truly competent in the future.
Collectively, these sources of data give you a powerful understanding of your current ability to execute
leader behaviors as well as the future oriented competency requirements of your role. Are there behaviors
in which you are reading your reports less effectively? If so, how do you correct that? Such correction is
paramount for improving your leadership effectiveness. Are there behaviors in which your peers and/or
your leaders are reading your reports less effectively? If so, how do you correct that? Such correction is
paramount for improving your growth as a leader of people. Are there behaviors which are not being
executed at a level that the Leadership Competency Model expects for future success? All of these
adjustments are critical to your future growth as a leader.
What are the drivers of the perceptions of you as a leader of people? What are the drivers of your
competency? What influence do you have over these drivers? How can you improve the information
content in these drivers and how can you improve the effectiveness of the internalization of that
information for the various parties in your sphere of influence? Both are important to your leadership
success. We wish you well on your journey to a more effective and impactful leader of people.
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