A new approach to assessing leadership dimensions, styles and context

An Article published in Competency & Emotional Intelligence Quarterly, Winter 2003.

The new Leadership Dimensions Questionnaire brings together the latest thinking on competencies, emotional intelligence and intellectual ability; its authors, Victor Dulewicz and Malcolm Higgs, explain their research process and the ways in which the LDQ can be applied.

INTRODUCTION

A new model of leadership

It has been estimated that, in 1999 alone, more than 2,000 books were published on the topic of leadership. A recent search on the Library of Congress database revealed in excess of 8,000 books on the subject. Higgs (2002) conducted a wide-ranging review of the development in thinking on the nature of effective leadership. In particular, he looked at the literature from a “sense-making” rather than discovery perspective (Weick, 1995). 

One part of a pattern to emerge from his review is that the personality of the leader is a determinant of their effectiveness (eg, Hogan and Hogan, 2001; Collins, 2001). The second element of the overall pattern is that effective leaders differ from each other through the exercise of a relatively small range of skill or competence areas (eg, Kouzes and Posner, 1998; Goffee and Jones, 2000; Higgs and Rowland, 2001; Hogan and Hogan, 2001). 

The way in which these skills and competencies are exercised is not prescribed, but is the function of the underlying personality of the leader (Hogan, 2002; Hogan and Hogan, 2001). Indeed, this combination is implied by Goffee and Jones (2000) in their statement that effective leadership requires “being yourself, with skill”.

This relatively simple statement has significant implications for the way in which we view leadership. As Collingwood (2001a; 2001b) points out, it is becoming evident that leadership is personal. The personality of the leader plays an important part in the exercise of leadership. The areas of effectiveness (the “skills”) need to be exercised in a way, which is congruent with the underlying personality of the leader. Building on this view it is possible to suggest a model that reflects the research and thinking on leadership emerging from a “sense-making” paradigm. The elements in this model are explored by Higgs (2002; 2003) and are:

Competence areas 

i. Envisioning

ii. Engaging

iii. Enabling 

iv. Inquiring 

v. Developing 

Personal characteristics 

i. Authenticity

ii. Integrity 

iii. Will

iv. Self-Belief 

v. Self-Awareness 
This model allows for the exercise of leadership in different ways and thus allows for the impact of organisational context on the way in which leadership is observed. In this way, the more recent “new-leadership” thinking is reintegrated with contingency theories to provide a more relevant framework. 

Although this framework is not prescriptive, according to Higgs (2003), it does appear to miss an important element of leadership. He points out that the literature on leadership has consistently ignored cognitive elements for the past few decades. This is due in part to the dominance of quantitative studies and the associated tendency not to measure cognitive elements in such studies.

However, recently Kets de Vries and Florent-Treacy (2002), in a qualitative study of global leaders, proposed that effective leadership requires a combination of behavioural, cognitive and personality factors. This suggestion does not make explicit where the leader’s ability to learn sits (or indeed if it is significant). Higgs and Rowland (2001), in a study of change leaders, highlighted the significance of leader learning. 

These two sets of findings may suggest that a leadership framework combining cognitive, behavioural, personality and learning factors may be a useful one within which to study leadership. However, as stated earlier, it is clear that there is a dynamic relationship between the leader and the organisational context. It may be reasonable to see the organisational factors that impact on leadership comprise its strategy, culture, policies and practices and its ability to learn as an organisation (Senge et al, 1999). 

The relationship between leader and organisation is potentially a dynamic one. For example, different organisational strategies may require changes in leadership behaviours. However, it is also feasible that a change in leadership behaviour may lead to a different strategic approach being adopted by the organisation. This dynamic relationship (Higgs and Dulewicz, 2002) is summarised in the figure shown in box 1. The essence is that changes in context require changes in the way in which leaders operate in the organisation.

The remaining parts of this paper explore a way in which the authors’ research findings into emotional intelligence (EI) and leaders’ competencies have been applied to develop a framework for assessing an individual’s leadership style within a context that aligns with the conclusions drawn from their review of the leadership literature.

Senior managers’ emotional intelligence and leadership

Through their earlier research into EI, the authors identified that many elements of EI in their model of the construct (Higgs and Dulewicz, 2002) also appeared in the models of others researching into, and writing about, the subject of leadership. In addition, their research on business leaders’ (ie, CEOs’ and general managers’) competencies had identified a number of other Cognitive (IQ) and Managerial (MQ) competencies that were seen to be vital for business leadership. Some of their key findings are now considered.

In their early research, the authors reflected on a study of the achievement of general managers (Dulewicz and Herbert, 1999). This entailed using data from 100 GMs and their bosses who had assessed the former’s performance using a personal competencies questionnaire, the Job Competencies Survey (JCS) (Dulewicz, 1994). In addition, participants had provided information about their job level and responsibilities. 

Seven years later, they were followed up, and asked for an update of their data on level and responsibility (Dulewicz and Herbert, 1999). Dulewicz and Higgs (1998; 2000), using a redefinition of emotional intelligence in competency terms, together with the data from this follow-up study, tested whether or not emotional intelligence was able to predict long-term managerial advancement. Of the 40 Competencies assessed, 16 appeared to cover the concept of emotional intelligence. Performance on all of these competencies was aggregated into one measure that predicted, statistically significantly, the advancement of participants within their respective organisations over the seven-year period. 

Recalling Goleman’s (1996) basic proposition that “EQ” and “IQ” were both important for success, those competencies in the JCS questionnaire that were concerned with intellectual performance (12 in all) were also identified. An aggregate of these ratings of performance also predicted organisational advancement. 

After analysing the remaining 12 competencies in the JCS, it became clear that they were all essentially concerned with important aspects of management. To complete the picture, these were referred to as “MQ” competencies, and examples of those rated highly important included: Delegating/Empowering, Communicating, Business Sense, Achievement Motivation, Motivating and Developing Others. An aggregate measure of MQ also predicted managerial advancement.

In order to explore the proportion of the total advancement figure explained by each of these three scales, a multiple regression analysis was conducted. From this, it was found that the IQ competencies accounted for 27% of the variance, quite close to Goleman’s reported estimate of 20%. EQ accounted for more than one-third of the variance (36%); and, finally, MQ explained 16% of advancement. The authors concluded that EQ factors appear to be particularly important in explaining managerial success in the context of advancement. The core proposition suggested by Goleman, that IQ + EQ = Success, was supported. However, it was felt to be vital not to overlook other competencies that are more specifically related to the managerial task (ie, MQ).

In a separate and unrelated study, Dulewicz and Gay (1997) investigated the competencies that are seen to be important to be a successful director. A total of 338 directors took part in this study, drawn from the entire spectrum of UK companies, including representation from FTSE 100 corporate leaders. 

Of the 38 Competencies under investigation, nine were identified as being closely linked to the elements of emotional intelligence. The authors were particularly interested in two corporate leadership roles, the chairman who is leader of the board and the chief executive who is leader of the company. Their results showed that, with only one exception (Energy), all of the competencies that are closely aligned with the seven elements of emotional intelligence were seen as being Vital or Highly Relevant to these two leadership positions by the majority of directors (Dulewicz, 2000; Dulewicz and Higgs 2002; 2003b). 

Their results also confirmed that all of the IQ and MQ competencies were rated Vital or Highly Relevant by a simple majority of CEOs, and most by at least two-thirds of those studied. Therefore, the outcome of these initial studies convinced the authors that the “EQ, IQ and MQ” model has a role in explaining top-level leadership within organisations. 

LINKS BETWEEN EMOTIONAL INTELLIGENCE AND LEADERSHIP

The authors have found that an increasing number of academics and practitioners are beginning to explore, accept or indeed promote the importance of emotional intelligence at the top of the organisation. Examples of academics include the eminent organisational psychologist Warren Bennis (1998) in his book On becoming a leader, and Roger Gill, Professor of Leadership at Strathclyde University (Gill, 2002). 

From a practitioner perspective, the importance of emotional intelligence at senior and board level has been highlighted by many, including the Director-General of the UK Institute of Directors Tim Melville-Ross (1999), and the leading UK industrialist Sir John Egan (2002), currently President of the CBI and formerly CEO of Jaguar and BAA. Furthermore, in a recent book on emotional intelligence and leadership, Goleman, Boyatzis and McKee (2002) claim that:

“Emotional Intelligence is twice as important as IQ and technical skills [. . .] The higher up the organisation you go, the more important emotional intelligence becomes.”.

Dulewicz and Higgs (2002; 2003b) tested whether or not this claim could be borne out by revisiting assessment data that were available on the personal competencies of 88 directors, CEOs and Chairmen. If Goleman et al’s claims were to hold, one would expect to find that Chairmen and CEOs would have higher levels of emotional intelligence than other directors. 

Using statistical tests to compare differences between the two groups, they found a significant difference on the EQ competencies and also a highly significant difference in terms of the IQ competencies, but no difference was found on the Managerial (MQ) competencies. A second exploratory study re-analysed data from the general managers’ study cited above. Directors were found to have higher levels of emotional intelligence than managers. This indeed provided some evidence to support the claims of Goleman et al.

In looking more broadly at leadership and, in particular, the future nature of leadership, a number of authors and researchers have identified the growing significance of emotional intelligence (eg, Cacioppe, 1997; Sosik and Magerian, 1999; Chaudry, 2001. In part, this shift in focus from the rational to emotional aspects of leadership represents the continuation of a trend encountered more broadly in thinking on organisational behaviour and leadership (eg, Fineman, 1997; Goffee and Jones, 2000). Indeed, although not explicitly surfaced, much of the literature on transformational leadership implies that leaders require emotional intelligence (Higgs and Rowland, 2001).

DEFINITIONS OF THE LDQ DIMENSIONS

On the basis of their studies, illustrated above, and their detailed review of the leadership literature, the authors identified eight dimensions related to IQ and MQ competencies to add to the seven EQ dimensions in order to produce a framework to capture the main dimensions of effective leadership. Brief definitions of the 15 elements arising from this work are shown in box 2.

Support for the “EQ, IQ and MQ” Model from the leadership literature

The authors’ review of the leadership literature (see above) from the “transformational” period onwards focused on models that contain clearly defined, behavioural constructs. On the basis of a content analysis of these constructs, there appears to be strong indications of a linkage between leadership and emotional intelligence. 

Dulewicz and Higgs (2003a), building on the work of Higgs and Rowland (2001), developed a “map” of some of the key leadership models and their potential relationship to their elements of emotional intelligence. The key themes were propounded by a range of researchers and authors on the subject of leadership (ie, Bass and Avolio, 1995; Alimo-Metcalf and Alban-Metcalf, 2001; Goffee and Jones, 2000; Kouzes and Posner, 1998; Kotter, 1990; Bennis, 1999 and Goleman, Boyatzis and McKee, 2002). From this analysis, it was clear that there were significant overlaps between aspects of leadership and respective elements of EQ. 

Dulewicz and Higgs (2003a) also conducted a similar mapping exercise on the key themes propounded by some researchers and authors onto the IQ and MQ dimensions they had identified as being required for effective leadership. Once again, they found a high degree of conceptual overlap. In particular, the Bass and Avolio and Alimo-Metcalf and Alban-Metcalf models provided support for all eight IQ and MQ dimensions, while the lowest support was provided by the Goffee and Jones model. However, the other models all provided links with at least five of the eight IQ and MQ dimensions.

Finally, the authors linked the 15 LDQ dimensions to the components of Higgs’s New Model of Leadership (cited above) embracing both the competencies and personal characteristics. They found that each component is linked to at least one LDQ dimension and that each dimension is linked to at least one component of the Model, apart from Critical Analysis and Judgement. The results of these three mapping exercises provide strong evidence to support the content validity of the LDQ.

Development of the LDQ

Details of the development of the LDQ are presented by Dulewicz and Higgs (2003a) who describe two pilot studies of the new LDQ. Data are presented on two item analyses and on the reliability and validity of the final instrument which was piloted on 222 managers. Rigorous item analysis was conducted using part-whole (item – total scale scores) correlations. Cronbach Alpha reliability coefficients were calculated for the cluster of items constituting each dimension. Alpha coefficients on all 15 LDQ scales reached an acceptable level, being equal to or above 0.7, with Vision & Imagination, Engaging Communication, Managing Resources and Developing being particularly highly reliable (> 0.8). 

THE THREE LEADERSHIP STYLES AND THE CONTEXT

Building on the work of others, particularly Bass (1985; 1990) and Alimo-Metcalf and Alban-Metcalf (2001), the authors contend that effective leadership may be exhibited at many levels in an organisation. Three different leadership styles are identified within their model (based on their extensive literature review):

i. Engaging Leadership. A style based on a high level of empowerment and involvement appropriate in a highly transformational context. Such a style is focused on producing radical change with high levels of engagement and commitment.

ii. Involving Leadership. A style that is based on a transitional organisation that faces significant but not radical changes in its business model or “modus operandi”.

iii. Goal Leadership. A style that is focused on delivering results within a relatively stable context. This is a leader-led style aligned to a stable organisation delivering clearly understood results.

The profile for each style, based on the range (high, medium or low) of scores obtained on the 15 LDQ dimensions, is presented in the table in box 3.

The authors (Dulewicz and Higgs 2003a) conducted some preliminary analyses of the leadership styles, using a “close-fit” score (covering 64% of the total sample of 222). This showed that all three styles were fairly well represented within the sample. Almost one-third (31%) had a predominantly Goal-oriented style; 28% had an Involving style and 41% had an Engaging style. Furthermore, this breakdown did not vary according to the gender, sector (public/private), function or nationality of the manager. 

Further analyses looked at the personality characteristics (from the 16PF personality questionnaire) of those well fitted to each style. All three styles have a number of extravert personality factors in common, as well as being tough and forthright. Turning to style-specific characteristics, those with an Engaging style tend to be emotionally well-adjusted extraverts while those who are “Goal-oriented” are more likely to be conscientious. 

Leadership performance & organisational context, and commitment

As noted earlier, the context within which leaders operate is a major factor mediating their performance. From the literature review, the authors concluded that the different styles, matched to the degree of contextual volatility, would be important in determining both appropriateness and effectiveness. Therefore, an Organisational Context scale was designed (the second part of the LDQ) to examine the degree and nature of change and volatility in their working environment that respondents perceive they face in their role as a leader. 

After trials, the final scale developed to assess the leadership context now consists of 21 items relating to various aspects of change being faced by the respondent. Factor analysis showed that the scale is made up of five separate components:


a general fundamental need to change;


fundamental change of the organisation/business;


the need for followers to change;


specific pressures from the business environment; and


an unstable context.

The overall scale developed does show high reliability (Alpha = . 9)

The second part of the LDQ also includes two other scales, the first of which provides a self-assessment of leadership performance. It contains six items and is also reliable (Alpha = .7). The other scale assesses the degree of commitment that followers show to the organisation and team in which they work, a construct that includes job satisfaction. It contains five items and also shows acceptable reliability (Alpha = .7). Current research studies underway will show to what extent these two subscales are also valid measures and the extent to which style-context match is relevant to both performance and follower commitment.

Interpreting the style profiles
The higher the score on the Organisational Context scale, the greater the degree of volatility and change in the context in which individuals exercise leadership. The total score ranges from 21 to 105. Within this range, there are three broad categories reflecting different contexts: Relatively Stable; Significant Change; and Transformational Change. 

The report on their results encourages participants to match their predominant leadership style to the context in which they are leading, using a research-based “ideal match” basis, as shown in the table in box 4. In their reports, the respondents’ LDQ Context score is presented, reflecting the degree of change that their organisation is facing. They are urged to review the leadership profile chart produced for that particular style; and to examine the descriptions of each of the dimensions to determine which may need developing or exploiting so that they might be more effective in the appropriate style. 

When reflecting on an individual’s development needs, the final section of the report provides a detailed review of their scores on all 15 dimensions. The other two profiles are presented in case they are on the borderline of two different styles or feel that they might be required to adopt a different style in the foreseeable future.
SUMMARY AND CONCLUSIONS

In this paper, the authors have provided support from the literature for their “IQ + EQ + MQ” model of leadership. The instrument they have devised to assess this, the LDQ, has already been shown to be a reliable measure and gives broad coverage of the complex dimensions of leadership and contextual relationships they have identified. In addition, the dimensions have been found to be independent of four important biographical variables – gender, sector, function and nationality. Thus, the LDQ can be used potentially in a wide range of situations, particularly in both the public as well as the private sector. Furthermore, the LDQ has been produced with standardisation data based on a sample of more than 400 managers. The norms produced constitute a comprehensive sample of middle and senior managers from around the world in both private and public sector organisations (Dulewicz and Higgs, 2003a).

A unique feature of the LDQ is its ability to relate profiles of the scores across the 15 dimensions to three different leadership styles and their relevance to the degree of organisational volatility. The relevance of each one is dependent on the context within which leadership is exercised. The Context scale in part 2 of the questionnaire provides a reliable measure to help respondents identify the style that is most appropriate for their role in the current organisational context.

Research studies are planned or underway on a wide variety of leaders around the world including British naval officers and top managers from a number of different countries. Correlations with existing leadership questionnaires are also planned to produce further data on the validity of the LDQ, and also correlations with work-related personality questionnaires – specifically the OPQ – to broaden our understanding of the 15 dimensions. Replication of other studies that have incorporated measures of stress, commitment, job satisfaction etc as criterion measures will also provide valuable validity data. Finally, as noted above, these criterion measures have been incorporated in the Context questionnaire (LDQ part 2), to facilitate further validation research. 

 Professor Victor Dulewicz is Head of the HRM & OB Faculty (vic.dulewicz@henleymc.ac.uk) and Professor Malcolm Higgs is Academic Dean (malcolm.higgs@henleymc.ac.uk) at Henley Management College, Greenlands, Henley-on-Thames, Oxon RG9 3AU, UK. 

If you are interested in discussing the work or in contributing to the research, please contact them at the above address.
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Summary
The authors describe how their research into emotional intelligence and leaders’ competencies has been developed into a framework for assessing an individual’s leadership style and the match between this and their leadership context. They describe a new questionnaire, the Leadership Dimensions Questionnaire (LDQ), which has been developed from this research. The first part of the questionnaire measures 15 leadership constructs. These are organised into three new styles of leadership, developed from a review of the extensive literature. The second part of LDQ provides information for deciding which style is appropriate for the individual based on a scale to assess the degree of change being faced both internally and externally. Finally, this part of the questionnaire includes scales to assess the Leadership Performance and Organisational Commitment of the respondent’s teams.

1. Proposed Dynamic Leadership Model











Source: Higgs and Dulewicz, 2002.

2. Elements of the Leadership Dimensions Questionnaire
Intellectual dimensions (IQ)

A Critical Analysis and Judgement

A critical faculty that probes the facts, identifies advantages and disadvantages and discerns the shortcomings of ideas and proposals. Makes sound judgments and decisions based on reasonable assumptions and factual information, and is aware of the impact of any assumptions made.

B Vision and Imagination

Imaginative and innovative in all aspects of one’s work. Establishes sound priorities for future work. A clear vision of the future direction of the organisation to meet business imperatives. Foresees the impact of external and internal changes on one’s vision that reflect implementation issues and business realities.

C Strategic Perspective

Sees the wider issues and broader implications. Explores a wide range of relationships, balances short- and long-term considerations. Sensitive to the impact of one’s actions and decisions across the organisation. Identifies opportunities and threats. Sensitive to stakeholders’ needs, external developments and the implications of external factors on one’s decisions and actions.

Managerial dimensions (MQ)

D Resource Management 

Plans ahead, organises all resources and coordinates them efficiently and effectively. Establishes clear objectives. Converts long-term goals into action plans. Monitors and evaluates staff’s work regularly and effectively, and gives them sensitive and honest feedback.
K Engaging Communication

A lively and enthusiastic communicator, engages others and wins support. Clearly communicates instructions and vision to staff. Communications are tailored to the audience’s interests and are focused. Approach inspires staff and audiences. Communication style conveys approachability and accessibility.
L Empowering 

Knows one’s direct report’s strengths and weaknesses. Gives them autonomy, encourages them to take on personally challenging and demanding tasks. Encourages them to solve problems, produce innovative ideas and proposals and develop their vision for their area and a broader vision for the business. Encourages a critical faculty and a broad perspective, and encourages the challenging of existing practices, assumptions and policies.

M Developing
Believes others have potential to take on ever more-demanding tasks and roles, and encourages them to do so. Ensures direct reports have adequate support. Develops their competencies, and invests time and effort in coaching them so they can contribute effectively and develop themselves. Identifies new tasks and roles that will develop others. Believes that critical feedback and challenge are important.
P Achieving

Willing to make decisions involving significant risk to gain a business advantage. Decisions are based on core business issues and their likely impact on success. Selects and exploits activities that result in the greatest benefits to the organisation and that will increase its performance. Unwavering determination to achieve objectives and implement decisions.

Emotional and social dimensions (EQ)

E Self-awareness

Awareness of one’s own feelings and the capability to recognise and manage these in a way that one feels that one can control. A degree of self-belief in one’s capability to manage one’s emotions and to control their impact in a work environment.

F Emotional resilience

Performs consistently in a range of situations under pressure and adapts behaviour appropriately. Balances the needs of the situation and task with the needs and concerns of the individuals involved. Retains focus on a course of action or need for results in the face of personal challenge or criticism.

G Intuitiveness

Arrives at clear decisions and drives their implementation when presented with incomplete or ambiguous information using both rational and “emotional” or intuitive perceptions of key issues and implications.

H Interpersonal sensitivity

Is aware of, and takes account of, the needs and perceptions of others in arriving at decisions and proposing solutions to problems and challenges. Builds from this awareness and achieves the commitment of others to decisions and action. A willingness to keep open one’s thoughts on possible solutions to problems and to actively listen to, and reflect on, the reactions and inputs from others.

J Influence

Persuades others to change views based on an understanding of their position and a recognition of the need to listen to this perspective and provide a rationale for change.

N Motivation

Has the drive and energy to achieve clear results and make an impact and, also, to balance short- and long-term goals with a capability to pursue demanding goals in the face of rejection or questioning.

Q Conscientiousness

Displays clear commitment to a course of action in the face of challenge and to match “words and deeds” in encouraging others to support the chosen direction. Shows personal commitment to pursuing an ethical solution to a difficult business issue or problem.

3. Three leadership style profiles: Goal Oriented (G), Engaging (E) and Involving (I)

Profiles of the three leadership styles showing their typical scores on the Leadership Dimensions Questionnaire.

	LDQ dimension
	Low
	Medium
	High

	Critical Analysis & Judgement
	
	E I
	G

	Vision & Imagination
	
	E
	G I

	Strategic Perspective
	
	E I
	G

	Engaging Communication
	
	G I 
	E

	Managing Resources
	E
	I 
	G

	Empowering
	G
	I
	E

	Developing
	
	G I
	E

	Achieving
	
	E I
	G

	Self-awareness
	
	G
	E I

	Emotional Resilience
	
	
	G E I

	Motivation
	
	
	G E I

	Interpersonal Sensitivity
	
	G I 
	E

	Influencing
	
	G
	E I

	Intuitiveness
	
	G I 
	E

	Conscientiousness
	
	
	G E I


4. Style-context “goodness of fit” matrix
	Leadership Style
	Context

	 
	Relatively Stable
	Significant Change
	Transformational Change

	Goal-oriented
	Good fit
	Moderate fit
	Poor fit

	Involving
	Moderate fit
	Good fit
	Moderate fit

	Engaging
	Poor fit
	Moderate fit
	Good fit
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