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Assessing Your Natural Leadership Qualities 
 
This survey contains 56 statements.  Consider each statement and write a T (True) on the 
blank next to it if the statement describes you or the way you think you are.  Write an F (false) 
next to each statement that does not describe you.  Some statements may be difficult to 
classify, but please provide just one answer.   
 
 Your responses are anonymous.  The surveys cannot accurately assess these attributes 
without your forthright responses to the various statements.  You need not share your 
responses with anyone.  Obviously, the accuracy of these instruments is dependent both on 
the truthfulness of your responses and the degree to which you are aware that you possess or 
lack a certain attribute.   
 
_____ 1. I feel I’m good at supervising a small group of people, and I enjoy doing so.   
_____ 2. When I’m in a new situation, such as a new job setting or relationship, I spend a lot of 

time comparing it to situations I’ve been in previously.  
_____ 3. I believe that respect for authority is one of the cornerstones of good character.   
_____ 4. I enjoy thinking about large issues, such as how society is organized politically.   
_____ 5. I get asked for help a lot, and have a hard time saying no.   
_____ 6. Ever since childhood, I’ve always seemed to want more out of life than my peers did.   
_____ 7. When I first enter a new environment, such as a workplace or a school, I make it a point 

to become acquainted with as many people as possible.   
_____ 8. I rarely seek quiet.   
_____ 9. I can work harder than most people, and I enjoy doing so.   
_____ 10. When I meet people, I’ll give them the benefit of the doubt; in other words, I’ll like 

them until they give me a reason not to.   
_____ 11. The idea of a lifelong and exclusive intimate partner doesn’t seem desirable or realistic 

for me.   
_____ 12. A lifelong relationship with a romantic partner is one of my goals.   
_____ 13. I can sometimes work creatively at full throttle for hours on end and not notice the 

passage of time.  
_____ 14. I believe that divorce is to be strongly avoided whenever possible.   
_____ 15. I’ll periodically go through extremely low-energy periods during which I have to remind 

myself that it’s only a phase.   
_____ 16. When it comes to spending and saving habits, I take pride in being more thrifty and less 

foolish than most people. 
_____ 17. Being alone does not scare me; in fact I do some of my best thinking when I’m alone.   
_____ 18. My extended family is the most important part of my social life.  
_____ 19. I spend much less time than others do on what I consider pointless leisure pursuits, such 

as TV and movie watching; novel reading; and card, computer, or board game playing.   
_____ 20. I procrastinate a lot.  
_____ 21. My vacations are always highly structured; several days of just sitting in one place and 

vegetating would drive me crazy.    
_____ 22. Directing a big job and supervising a lot of subordinates is my idea of a headache.   
_____ 23. People usually like me.   
_____ 24. I find myself getting frustrated because most people’s world view is so limited.  
_____ 25. Networking as a career and life tool is something that comes naturally to me.   
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_____ 26. I’m happiest interacting with people and aiding them in some way.  
_____ 27. I have a drive to express my ideas and influence the thinking of others.   
_____ 28. I find myself getting frustrated because most people operate at a slower pace than I do.   
_____ 29. I find myself getting frustrated because most people are not on my mental wavelength.  
_____ 30. I generally believe that if individuals behave outside the norms of society, they should 

be prepared to pay the price.   
_____ 31. My home is more organized and cleaner than most homes in my neighborhood.   
_____ 32. Holding one job for decades would be okay with me if the conditions were good and the 

boss was nice.   
_____ 33. When tackling a problem or task, I’m usually less defeatist than others.   
_____ 34. It sometimes takes an outside force to get me motivated because I tend to be satisfied 

with what I have.   
_____ 35. I enjoy the feeling of my life going along at an even pace like a well-oiled machine; too 

many stops and starts and ups and downs would really upset me.   
_____ 36. Trying to lengthen your life by eating the “right foods doesn’t make much sense to me 

because, when your time’s up, your time’s up.   
_____ 37. I have no trouble getting people to listen to me and grasp what I’m saying.   
_____ 38. I understand that detail work is what ultimately gets a job done, and I have the 

gumption and know-how to tackle details.   
_____ 39. Working by myself is no problem; in fact, I prefer it.   
_____ 40. At times, ideas just “come to me,” and if I can’t put them down then and there on 

paper, canvas, or other medium, I’m uncomfortable.   
_____ 41. I could never be really happy working for someone else.   
_____ 42. I like associating with influential people and am not intimidated by them.  
_____ 43. I’m happiest moving and doing, as opposed to sitting and thinking.   
_____ 44. Throughout my life, people have called me one or more of the following:  

temperamental, moody, sad, flighty, different.  I never really felt like I was “one of the 
boys (or girls).”   

_____ 45. People tell me I have a great sense of humor.   
_____ 46. I believe that blood is thicker than water and that it’s more important to be loyal to 

your relatives than to your friends.   
_____ 47. I don’t have much time or patience for long family gatherings, such as a whole 

afternoon spent celebrating Thanksgiving.   
_____ 48. The makeup of my social circle is constantly changing.  
_____ 49. Managing a big job and having subordinates carry out the detail work is my ideal kind of 

endeavor.   
_____ 50. I prefer to work at a job a set number of hours each day and then have the rest of the 

24 hours for relaxation.  
_____ 51. I’m good at smoothing over others’ conflicts and helping to mediate them.   
_____ 52. I thrive on setting goals for myself and then figuring out how to reach them; I can’t 

imagine just drifting through life without a plan.   
_____ 53. I’m more intelligent than most people, and others almost always recognize this.  
_____ 54. I can’t fathom the idea of holding one job for decades.  
_____ 55. I find competition distasteful. 
_____ 56. I would never dress in a flashy, bohemian, or otherwise attention-getting way.  
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Assessing Your Leadership Virtues 
 

 This survey also contains 56 statements.  Consider each statement and write a T (true) next to 
it if you think it describes you or the way you think you are.  Write an F (false) next to each statement 
that does not describe you.  Some statements may be difficult to classify, but please provide just one 
answer.  
 Your responses are anonymous.  The surveys cannot accurately assess these attributes without 
your forthright responses to the various statements.  You need not share your responses with anyone.  
Obviously, the accuracy of these instruments is dependent both on the truthfulness of your responses 
and the degree to which you are aware that you possess or lack a certain attribute. 

 
_____ 1. If an injustice occurred, I would take action to remedy the situation even though such action 

might negatively affect my reputation in the educational community.  
_____ 2. I acknowledge another point of view when data indicate that the other position is more 

accurate.   
_____ 3. When I hear about another’s suffering I am emotionally moved.   
_____ 4. I do not have a problem rendering a decision once I have weighed all the facts.  
_____ 5. I possess above-average levels of competence in almost any endeavor I undertake.  
_____ 6. I do not flaunt my accomplishments.  I do not like to be acknowledged for what I have done.  I 

do not consider myself more competent than other educational leaders.  
_____ 7. I easily formulate alternative solutions, think of questions, and design new ways of doing 

things.  
_____ 8. If I knew that a child had been tracked in a lower ability group due solely to her ethnicity, I 

would speak out and attract attention to this injustice.  
_____ 9. When I make up my mind about an important educational issue or matter, I easily alter my 

stance if information is presented contrary to my stance.  
_____ 10. I demonstrate my compassion toward others (who are not part of my immediate family) by 

truly offering assistance and going out of my way to do so.  
_____ 11. One of my major strengths, confirmed by people I know, is that I am a good judge of character.  
_____ 12. I am a highly motivated, devoted, and ardent individual.  
_____ 13. I do not deserve recognition or deference from others because of my training, knowledge, and 

experience.  
_____ 14. I get bored quickly while performing detailed tasks and responsibilities.  
_____ 15. I would speak out against any injustice even though I might face possible dismissal or public 

revilement.  
_____ 16. In making decisions, I can absorb varied positions and pieces of evidence and remain neutral 

until rendering a final decision, even in cases in which I may have vested interests.  
_____ 17. I often think or meditate about the welfare of others and wish them the best of luck.  
_____ 18. I value openness to participation, diversity, conflict, and reflection. 
_____ 19. Strong values and a commitment to actualize them motivate me.  
_____ 20. I alter my beliefs when evidence is presented to contradict them.  
_____ 21. I easily think of numerous possibilities or alternatives to problems.  
_____ 22. A school board member asks me to hire a member f his family as a new teacher, but I believe 

this relative is inferior to another candidate.  Despite pressures from the board member, I 
would decide not to hire the relative regardless of the consequences.   

_____ 23. Despite natural inclinations, I would not favor someone from my ethnic group in rendering a 
decision about an educational matter.  

_____ 24. I would give a friend the shirt off my back. 
_____ 25. I am committed to consensus building. 
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_____ 26. Although not a fanatic, I have a strong commitment to see things through to the end.  
_____ 27. I experience feelings of doubt about my job performance.  
_____ 28. I possess initiative, independence, and creativity. 
_____ 29. The school board wants to remove Harper lee’s novel To Kill a Mockingbird because the book 

has received complaints of racism.  I feel that the charge of racism is misguided and would 
therefore decide not to remove the book. 

_____ 30. I am not stubbornly close-minded even if I believe I am right.  
_____ 31. I value commitment to the development of the individual within the school or district and I 

value treating all individuals as significant stakeholders in the organization. 
_____ 32. I work hard to develop evaluative criteria to measure attainment of stated objectives. 
_____ 33. People often tell me that I am passionate in whatever I do as opposed to being laid back. 
_____ 34. I usually welcome and accept criticism.  
_____ 35. People often consult me because they think I possess great imagination and creativity.  
_____ 36. At an important meeting to decide the selection of a new textbook series, my colleagues 

protest the new textbook.  However, I strongly feel that the school or district should adopt the 
book.  Despite counterarguments by the opposing side, which represents an overwhelming 
majority, I would remain adamant and resist efforts by the opposition. 

_____ 37. I do not consciously make prejudgments about people.  
_____ 38. I openly give recognition to people for outstanding professional performance because I 

sincerely want to acknowledge their contributions. 
_____ 39. I have no problem delegating authority in areas of responsibility to capable subordinates and 

then holding them accountable for results.  
_____ 40. I dislike laziness and procrastination. 
_____ 41. I usually admit ignorance and say, “I don’t know” when I really don’t know something. 
_____ 42. Whenever confronted with a problem, I nearly always think “outside the box” initially.  
_____ 43. I discover that several of the best starters on the school’s basketball team ransacked the girl’s 

locker room (although no girls were present) and did minor damage.  The team is scheduled 
for the playoffs.  I could overlook this infraction, but instead I decide to bench the offenders 
and thereby likely lose the game despite the protests of the other players, parents, and 
coaches.  

_____ 44. I am usually consulted because people consider me fair and nonjudgmental.  
_____ 45. Others would characterize me as a person who is kind, caring, nurturing, and sensitive.  
_____ 46. I don’t jump to conclusions and really try to judge everyone favorably.  
_____ 47. I tend to see the glass half-full instead of half-empty. 
_____ 48. I have several limitations, but try to accentuate my strengths.  
_____ 49. When I participate in committee work, I usually come up with innovative suggestions.  
_____ 50. Fellow educational leaders request that I represent them in a contractual dispute.  However, I 

feel that their requests are unreasonable and perhaps unethical.   I would decide not to 
represent them in negotiations.  

_____ 51. I value honesty in words and action, and I have an unwavering commitment to ethical conduct.  
_____ 52. I am responsive and sensitive to the social and economic conditions of students, as well as to 

their racial, ethnic, and cultural backgrounds.  
_____ 53. I am mentally and emotionally centered and can think clearly about the best course of action 

to take, even in the face of criticism, insults, nagging, or negativity.  
_____ 54. Others would characterize me as resilient, alert, optimistic, and even, at times, humorous. 
_____ 55. Without leadership assistance, things could still get accomplished. 
_____ 56. When people tell me that something is impossible or unlikely, I immediately proceed to think 

of successful options.  
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Answer Sheet: Finding Your Leadership Style 
         Total across: 

Adaptive Assertive 1 14 16 30 31 35 38 56 _____/8 

Creative Assertive 2 13 15 29 39 40 44 55 _____/8 

Adaptive Supportive 3 12 18 22 32 36 46 50 _____/8 

Dynamic Assertive 4 11 17 24 27 37 48 54 _____/8 

Dynamic Supportive 5 10 20 23 26 34 45 51 _____/8 

Dynamic Aggressive 6 9 19 28 41 47 49 53 _____/8 

Adaptive Aggressive 7 8 21 25 33 42 43 52 _____/8 

          

To tabulate: The numbers in the Answer Sheet correspond to the numbers on the survey 

instrument. Circle the number of the statements you recorded as "true" of you. Then count  

the circled numbers across the rows in the answer sheet & record the scores as "___/8" 

          

Your natural leadership quality is found under the category in which you recorded the highest 

 number of "true" responses. Maybe none of the categories scored an 8/8, but one category had  
7/8 and others were lower (ex. 6/8). Your quality is the one with the highest 
number.  

          

Although most respondents find their highest score in one category, some respondents may 

have 2 or more categories with the highest scores. If so, you category is represented by those 

2 or more categories.          

          

          

Answer Sheet: Assessing Your Leadership Virtues 
         Total across: 

Courage 1 8 15 22 29 36 43 50 _____/8 

Impartiality 2 9 16 23 30 37 44 51 _____/8 

Empathy 3 10 17 24 31 38 45 52 _____/8 

Judgment 4 11 18 25 32 39 46 53 _____/8 

Enthusiasm 5 12 19 26 33 40 47 54 _____/8 

Humility 6 13 20 27 34 41 48 55 _____/8 

Imagination 7 14 21 28 35 42 49 56 _____/8 

          

Score the same as for the Leadership Style survey.      

          

The extent to which you naturally possess certain areas of excellence or virtues is found in 

the category in which you have the highest score/s. If you scored at least 7 true responses in  

any particular category, you probably possess that virtue.      
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Principles of N.L.Q. Theory 

 
Here is a review of the fundamental principles underlying N.L.Q. (Natural Leadership Quality) 
theory and a guide to help you interpret the results of the leadership survey.   
 

 The characteristics enumerated in this book for each of the seven qualities are 
generally positive ones.  Yet each N.L.Q. possesses a high side and a low side, an up 
side and a down side.  When we are functioning optimally within our N.L.Q., we are on 
the high side of our quality.  At these times, we are fulfilled and are making a 
contribution to our organization.  However, each quality type may not function 
optimally all the time.  Sometimes a dysfunctional characteristic such as laziness, 
unwillingness to change, and ill-advised stubbornness may be manifest.   

 

 No one quality is best.  You are who you are.  Organizations need all quality types.  
Although the amount of talent can vary, everyone has what it takes to lead.  A 
Dynamic Aggressive is not necessarily more talented than a comparable Creative 
Assertive.  Each person has specific talents and can make unique and valuable 
contributions to the organization. 

 

 Each quality can teach and inspire others in significant ways.  For example, we learn 
affinity for hard work from Dynamic Aggressives; sociability from Dynamic Assertives; 
warmth and friendliness from Dynamic Supportives; creativity and spontaneity from 
Creative Assertives; devotion to family values from Adaptive Supportives; 
organizational and time management skills from Adaptive Assertives; and propriety 
and seriousness from Adaptive Aggressives. 

 

 Everyone can lead, yet not all leaders are equal.  N.L.Q. theory affirms that all of us 
have the potential to lead under the right circumstances.  A Creative Assertive can 
certainly lead and inspire others toward creativity.  Yet according to N.L.Q. theory, a 
Creative Assertive would not, and probably could not, achieve the lofty objectives that 
a Dynamic Aggressive was trying to accomplish for the entire organization.  Leadership 
is context-specific.  Under special circumstances, a Creative Assertive or even an 
Adaptive Supportive can offer leadership.  Other situations, however, might call for the 
particular dynamic leadership skills of a Dynamic Aggressive or Assertive.   
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Seven Quality Types 

     

  Dynamic Adaptive Creative  

         

Aggressive Dynamic  Adaptive    

  Aggressive (DAG) Aggressive (AAG)    

         

Assertive Dynamic  Adaptive Creative  

  Assertive (DAS) Assertive (AAS) Assertive (CAS)  

         

Supportive Dynamic Adaptive    

  Supportive (DS) Supportive (AS)    

     

Primary Quality Types:    
     
Dynamic individuals possess a charismatic quality, a person magnetism that enables them to  

inspire and lead others. Dynamics have an ability to see the larger picture, can articulate a 

vision for the future and have a strong sense of ego (e.g. Margaret Thatcher, Bill Clinton) 
     
Adaptives are not charismatic nor are they looking to change the broad scope of situations; 

their sense of ego is much less pronounced than the ego of a Dynamic.  
     
Creatives (Shakespeare, John Lennon, Maya Angelou) have a personal rhythm, awareness, & 

sensitivity that allow them to perceive the world differently and more imaginatively than 

Dynamics or Adaptives.    
     
Secondary Quality Types:    
     
Aggressives have a driving, forceful quality and tend to lead or want to dominate others. These 

are take-charge people. These individuals need to be center stage.  
     
Supportives sit back & listen. Although they aren't driven to take charge immediately, they are 

confident & willing to put forth their strong views on matters at the right moment. Supportives 

are not natural leaders and are not usually the most eloquent speakers. They act best in  

assisting roles, and are basically nurturing, happy to help, and are truly concerned about 

the well-being of others.    
     
*All of us possess a degree of each quality. The point is that each of us has a dominant natural 

quality. When we operate within our quality type, we feel most comfortable & productive. 

It is who we really are when the curtains are drawn & we are alone.  
     
In cases where individuals exhibit strong tendences in more than 1 area, the qualities are likely 

complimentary.     
     
We exhibit a particular quality as a natural consequence of who we are.   
     
Each quality operates on a continuum. High (Good) <---> Low (Not so good)  
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Dynamic Aggressives:  Charisma and Control 
 

Dynamic Aggressive people are charismatic natural leaders of society.  Think of 
presidents, prime ministers, generals, CEOs, superintendents—they are all Dynamic 
Aggressives.  For these men and women, being goal-oriented and entrepreneurial and 
needing to control others come naturally.  They enjoy power and, in fact, thrive on it.  They 
are demanding to work for and have high expectations.  Yet, on their down side, they have a 
hard time admitting mistakes and will often be silent rather than apologize for an error.  
Dynamic Aggressives are at the center of all activities, therefore they are not good listeners.  If 
you would like to share a problem with them, for example, they are not likely to offer much 
assistance or even attend to your concerns.  You’ll get much more favorable results with 
Dynamic Supportives.  Dynamic Aggressives are not necessarily the most highly educated 
people, but they are skillful orators.  When they enter a room, they are immediately 
noticeable.  You won’t forget the experience of meeting a Dynamic Aggressive.   
 
 Dynamic Aggressives are intriguing; they are not an open book.  They are 
contemplative and even mysterious at times.  Other people are attracted to them and their 
ideas.  Statistically, of all the quality groups, and they make the most money.  Hence, many 
wealthy people are Dynamic Aggressives.  Their drive and ambition usually get them to the 
pinnacle of their organization.  
 
 Personal relationships may take a back seat to professional ambitions, especially when 
Dynamic Aggressives function at the low end of their quality.  If involved in a relationship with 
a nondynamic individual, the Dynamic Aggressive dominates the relationship.  Such 
relationships work as long as each partner acknowledges and is satisfied with the role.  I think 
about my former teacher who is a Dynamic Aggressive and whose taste in art predominates 
the home he shares with his wife, an Adaptive Supportive (see Chapter 6).  On the other hand, 
when two Dynamic Aggressives are involved in a relationship, watch out—a love-hate 
relationship is likely to prevail.   
 
 Based on what we know at this time, Dynamic Aggressives represent only 0.5 percent 
of the people you’ll ever meet.  As a quality group, they have the potential to do the most 
good for an organization (see continuum).  Conversely, of all the quality groups, they can do 
the most harm.  Adolf Hitler and Joseph Stalin could be considered Dynamic Aggressives 
functioning at the extreme low ends of the continuum (see continuum).  Margaret Thatcher 
and Martin Luther King Jr. were also Dynamic Aggressives functioning toward the higher moral 
and ethical end of the continuum.  Other Dynamic Aggressives that may come to mind include 
Franklin Roosevelt, Saddam Hussein, Genghis Khan, and Slobodan Milosovic.   
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Primary Characteristics of Dynamic Aggressives 

  

Charismatic Attract People; charming, magnetic, graceful 

Natural leader Guide and direct others 

Goal-oriented Keep the end in mind, the big picture 

Entrepreneurial  Take risks; adventurous, courageous, exciting 

Skillful orator Speak well to large audiences 

Diligent Work hard; persistent, almost fanatical 
Politically 
astute Realize various constituencies and their vested interests 

Extroverted Enjoy being the center of conversation; loquacious 

Domineering Take charge; overbearing, authoritative 

Big thinker Set lofty goals; a visionary; see what no one else does 

Intelligent Formulate policies; crafty, discerning 

Visionary See the whole picture; imaginative, utopian 
 
 
 
 

 
Dynamic Aggressive Continuum 

   

Low end  High end 

   

Impatient <----------------------------------------------> Hard working 

Unapologetic <----------------------------------------------> Extroverted 

Self-centered <----------------------------------------------> Domineering 

Demanding <----------------------------------------------> Goal-oriented 

Unforgiving <----------------------------------------------> Charismatic 

Highly critical <----------------------------------------------> Articulate 

Power hungry <----------------------------------------------> Visionary 

Controlling <----------------------------------------------> Politically aware 

Manipulative <----------------------------------------------> Competitive 

Can do the most evil <----------------------------------------------> Can do the most good 

   
Note:  Do not view this continuum only at its extremes.  Individuals may exhibit these qualities 
in varying degrees. 
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Actualizing a Leadership Role:  Dynamic Aggressives 
 
If you are a Dynamic Aggressive, you can best actualize your role as leader if you: 

 

 Focus on fundamental organizational issues.  Although you are cognizant of the many 
political complexities that affect an organization, focus on what really matters to 
members--singing.   

 Bring out the best in members.  Effective Dynamically Aggressive leaders influence by 
identifying leadership qualities in others and providing appropriate support 
mechanisms, such as mentoring opportunities (Blasé & Kirby, 2000).   

 Learn to acknowledge your mistakes.  After you have made a decision about any 
educational matter, readily admit any errors you might have made and realize that 
others may have more viable solution to organizational problems than you.   

 Force yourself to listen carefully.  Although you may have called the committee 
meeting and shared your vision with the participants, listen intently to the view of 
others.  Take notes as they speak, use body language to indicate your attentiveness, 
and paraphrase their points.   

 Support shared governance opportunities.  Encourage others to aspire to democratic 
leadership by facilitating member empowerment and developing democratic 
structures and processes in a variety of organizational contexts (Blasé, Blasé, 
Anderson, & Dungan, 1995).   

 Focus on people, not the system.  Although you tend to think big, don’t forget to 
reward those individuals who work with you.  Show gratitude and loyalty to them.  

 
Of all the quality types, it is Dynamic Aggressives who have enormous impact on others.  The 
decisions these educational leaders make affect many facets of our lives.  Dynamic 
Aggressives embody visionary leadership, and without them little would be accomplished in 
the organization.  If you are a member-on-the-risers and a Dynamic Aggressive, you will 
probably not remain a member-on-the-risers for long.   
 

Women as Dynamic Aggressives 
 

Dynamic Aggressives in schools have been predominantly men.  Does this imply that 
women cannot display dynamic aggressiveness?  Certainly not.  However, young women who 
display such tendencies early in life are frequently conditioned by family, church, and school 
to downplay their dynamic and aggressive qualities.  Consequently, these and other women 
are not afforded the same opportunity as men to actualize their leadership quality and are, at 
worst, coerced into assuming a new more feminine role.  Not allowed to exhibit their natural 
tendencies, these women are relegated to minor positions and responsibilities in 
organizations.  People prevented from manifesting their leadership qualities remain 
disappointed, anxious, and depressed, often with negative consequences to their health.   
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Dynamic Assertives Are Nonconformists 
 

Dynamic Assertive people are personally magnetic, spontaneous, intelligent, and are 
the creators of social change.  They view situations and naturally plan ways of improving 
them.  No societal or organizational change or improvement can occur without the leadership 
of someone who is dynamically assertive. 

 
 Dynamic Assertive people are charismatic nonconformists.  While they may be 
trendsetters and revolutionaries, basically they are only looking to control their lives, not the 
lives of others.  They know what they believe in and why, and what they don’t believe in and 
why.  They are conceptually creative and process oriented.  They are generally not 
comfortable with single relationships as they are outgoing and yearn to learn and work with 
many different kinds of people.  On their down side, they can be stubborn, they can overstep 
their bounds, and usually they have a hard time admitting mistakes.  They also can be quite 
egotistic and controlling given each personality dimension (i.e., dynamic and assertive).  
Dynamic Assertive individuals will not maintain the status quo.  They intuitively sense or read 
a situation and immediately consider ways of improving it.  These societal and organizational 
reformers are exciting individuals.  They are thinkers and doers.  If you meet a Dynamic 
Assertive on the high end, you’ll be impressed with their creative insights and the stamina 
they exhibit to actualize them.   
 
 Dynamic Assertives are instinctively distrustful of authority.  Their strong individualistic 
drive can sometimes get them into trouble.  In fact, Dynamic Aggressive leaders (e.g., Hitler) 
tend to initially and quickly eliminate Dynamic Assertives (e.g., Polish intelligentsia during the 
invasion of Poland at the start of World War II).  Dynamic Assertives threaten the stability of 
the new regime because they tend to concoct ways of overthrowing the ruling government 
when it is dictatorial and immoral.  In terms of organizations, Dynamic Assertives may, for 
instance, threaten new leaders who may want others to conform to their new policies.  
Dynamic Assertives naturally question standard operational procedures and seek news ways 
of doing things.  They are not likely to do the same job twice in the same way.  They are 
experimenters and risk takers.  Their problem-solving skills set them apart from most other 
quality types.   
 
 People are attracted to Dynamic Assertives because they are, on their up side, 
generous, friendly, and hospitable people.  They are also very spiritual; they have an 
existential sense of their being in relation to others and to the universe.  Although they can 
certainly adhere to religious dogma, they tend to question ideas that others take for granted.  
They do not usually perform religious services or activities perfunctorily.  They are also 
introspective; in fact, of all the quality groups, they are the most so.  Their ability to exhibit 
conceptual creativity comes from the fact that they give deep consideration to options and 
strategies.  In addition, Dynamic Assertives have a strong personal sense of ethics.  The end, 
for this quality group, does not justify the means.   
 
 Dynamic Assertives enjoy meeting and working with people; others are naturally 
attracted to them because of their dynamic qualities.  Two Dynamic Assertives may get along 
well with each other; Dynamic Assertives may also interact easily with Dynamic Aggressives.  



13 

The Dynamic Assertive will not be pushed around by the Dynamic Aggressive, as might 
another quality type.  On the up side, their assertiveness keeps the relationship balanced and 
healthy.  It is people who lack self-confidence and their own sense of security who feel 
threatened by Dynamic Assertives.  Dynamic Assertives enjoy meeting and working with many 
different people.  They realize that no one individual can fulfill their intellectual and social 
needs.  Some people feel threatened by this tendency.  Dynamic Assertives can feel 
suffocated by individuals who do not allow them to express their proclivity toward multiple 
social relations.   
 
 Based on current data (Glanz, 2002), Dynamic Assertives represent only about 5 
percent of the people you’ll ever meet.  As a quality group, they are high-powered leaders 
who have the potential to guide us to new vistas and possibilities.  Mother Teresa, Mahatma 
Gandhi, Nelson Mandela, Eleanor Roosevelt, and Ralph Nader are examples of Dynamic 
Assertives who, at their best, functioned at the high ends of the continuum.   
 
  

Primary Characteristics of Dynamic Assertives 

  

Change agents Seek to improve a situation; facilitators, reformers 

Personally magnetic Realize people are attracted to their ideas; charismatic 

Risk takers Willing to confront a challenge; adventurous; explorers 

Independent thinkers Distrust authority; nonconformists; iconoclasts 

Idealistic Envision possibilities; optimistic, futuristic, confident 

Introspective Delve into the unknown; contemplative, serious 

Spiritual illuminators Sense the needs of others 

Ethical illuminators Tell the truth; honest (sometimes brutally so) 

Spontaneous Thrive on the moment; unpredictable 

Exciting Enjoy being on the move; involved in big projects 

Powerhouses Realize their "dynamic" and "assertive" qualities 
 

Dynamic Assertive Continuum 

   

Low end   High end 

   

Impatient  <----------------------------------------> Patient 

Self-righteous <----------------------------------------> Well-balanced 

Competitive <----------------------------------------> Facilitative 

Self-centered <----------------------------------------> People-oriented 

Compulsive <----------------------------------------> Enthusiastic 

Workaholic <----------------------------------------> Powerhouse 

Gullible <----------------------------------------> Amenable to change 

Depressed <----------------------------------------> Self-satisfied 

Manipulative <----------------------------------------> Can change the world 
   
Note:  Do not view this continuum only at its extremes.  Individuals may exhibit these 
qualities in varying degrees. 
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Actualizing a Leadership Role:  Dynamic Assertive 
 

If you are a Dynamic Assertive, you can best actualize your role as leader if you: 
 

 Frame realistic goals for change.  You are always ready to conceive and implement 
improvements to your organization.  However, others may not share your eagerness 
for the changes you advocate.  Be sure to establish practical goals.   

 

 Seek supporters or allies.  Change is not likely to occur unless you identify reliable 
change agents who are like-minded and positioned to implement change (Hansen, 
Lifton, & Gant, 1999).  

 

 Realize that neither centralization nor decentralization works.  Both top-down and 
bottom-up strategies are necessary to effect organizational change.  Use your talents 
to facilitate both processes (Fullan, 1997).   

 

 As a change agent, you are a designer, not a crusader.  Work as a leader to design 
learning processes whereby people are mentored, coached, and helped along the way.  
Older conceptions of organizational leadership make decision-making and problem-
solving skills paramount.  Although these skills are important, you are first and 
foremost a facilitator of change (Senge, 1990).   

 
Of all the quality types, Dynamic Assertives are the great conceptualizers of change.  These 
societal and organizational architects are responsible for innovative programs and 
practices.  Without this quality group, little would change in our organizations; these are 
the reformers who show us new ways of organizing educational environments.  If you are 
an member and are dynamically assertive, nothing will remain the same as long as you are 
empowered to fulfill your natural leadership role.   
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Dynamic Supportives: Sincere Friends 
 

Charismatic, warmhearted, sincere, reliable, humorous, compassionate, strong yet 
gentle—all these words can describe Dynamic Supportives.  This quality type is typified in 
therapists, healers, clergy, guidance counselors, teachers, and communicators.  They are 
independent, intuitive, and good at bringing people together, sometimes serving as bridges 
between Dynamics and Adaptives, and especially between Dynamic Aggressives and Dynamic 
Assertives.  My guess is that a majority of educational leaders of all sorts are Dynamic 
Supportives because they really care about people above all.   

 
 Dynamic Supportives are the people who really care about you when they ask, “How 
are you doing?”  They make the best friends because they listen well and offer assistance, 
even at great cost or trouble to themselves.  They do so because they are driven to help 
others.  It’s what gives them the most satisfaction.  And although they are willing to help 
almost anyone, they are no fools.  Their “dynamic” quality makes them strong-willed, 
confident, and determined.  They are charismatic, but they do not have the need to lead or 
control others.  They can take charge of a situation but would rather not do so.  Still, people 
are drawn to them; they have a presence.   
 

Their willingness to help others sometimes, especially when on their down side, may 
affect their own well-being and health.  When this occurs, they may experience lethargy, 
melancholy, or depression.  On the down side, they have the potential to be the laziest of all 
the quality groups.  Consequently, some Dynamic Supportives are procrastinators.  One of the 
ways to identify people in this quality group is to look at their desk.  Organization and 
cleanliness are not what drive them.  Their desks have the “lived-in” look. 

   
Dynamic Supportives, on their up side, are optimistic, easygoing, and selfless.  In term 

of relationships, they accommodate everyone.  Two Dynamic Supportives get along famously.  
They also get along with the previous two dynamic quality types.  Dynamic Supportives share 
the “dynamic” quality, so they aren’t intimidated by the others’ aggressiveness or 
assertiveness.  Put simply, Dynamic Supportives make the best friends.   

 
Based on what we know from empirical research, this group represents from 15 to 20 

percent of the people you’ll ever meet.  As a quality type, they are genuine nurturing helpers 
who have the charm and inner strength to help us all.  Can you name famous Dynamic 
Supportives?  My guess is that you’ll have a bit of a difficulty.  They don’t usually make the 
headlines, but they stop to help you if your car is disables.  When you are new to the 
organization, they are the ones who will offer genuine assistance.  I am certain that those 
individuals who have risked their lives to rescue others are members of this quality group.   
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Primary Characteristics of Dynamic Supportives 

  

Charismatic Personify a natural sense of presence 
Warm 
hearted Share; kind, considerate, compassionate 

Sincere Care; empathetic 

Reliable Trust others; your best friend in time of crisis 

Humorous Joke around; optimistic, funny, fun to be with 

Articulate Speak well; intelligent; good communicator 
Emotional & 
spiritual Sense the feelings of themselves and others 

Easygoing Enjoy play; joyful, noncompetitive 

Strong-willed Remain determined; confident; a strong ethical inner core 

Gentle Seek to reduce conflict; peaceful and amiable 
 
 
 
 

Dynamic Supportive Continuum 

   

Low end  High end 

   

Pessimistic <------------------------------------> Optimistic 

Indifferent <------------------------------------> Kind 

Isolated <------------------------------------> Independent 

Neglect selves <------------------------------------> People-oriented 

Unassertive <------------------------------------> Confident 

Withdrawn <------------------------------------> Fun to be with 

Lazy <------------------------------------> Goal-oriented 

   
Note:  Do not view this continuum only at its extremes.  Individuals may exhibit these 
qualities in varying degrees. 
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Actualizing a Leadership Role:  Dynamic Supportive 
 

If you are a Dynamic Supportive, you can best actualize your role as leader if you: 
 

 Prioritize commitments.  Although you are inundated with requests for assistance, 
learn not to accept every commitment before you have had time to consider it 
thoughtfully.  Weekly, make a list of these requests for your time and prioritize them.  
Accept only those that you ranked in the top half of your list.  For the others, call back 
and say you are already overcommitted with other projects.  Don’t be apologetic; be 
assertive.  Although that is not part of your nature, it becomes easier with practice.   

 

 Set aside time for yourself.  You are always ready to help others, often at great 
personal expense.  That’s noble and very much needed, but you should realize that 
you are of no help to others if you don’t care for yourself.  Find time; don’t plan too 
much.  Be flexible and leave room for spontaneity.  Take a mini-vacation in your office.  
Close your eyes and recall a wonderful, relaxed time you had on one of your vacations 
(Brownstein, 1999).   

 

 Consider assuming small to mid-sized leadership positions.  You probably don’t have a 
drive to lead or direct others; you’d rather help people.  However, you are talented 
and people are attracted to you.  You can rally people around an idea.  Use your 
interpersonal skills to humanize the school bureaucracy.  As a Dynamic Supportive, you 
would make a good membership coordinator, project coordinator, etc. or other mid-
level coordinator. 

 

 Serve as a buffer to the organizational bureaucracy.  You are people-sensitive. You can 
serve to mitigate negative feelings.  Treating people with dignity, respect, and caring 
comes easy to you.  You represent the very best organizations have to offer.   

 
Dynamic Supportives are the most sensitive to the needs of other people of all the quality 
types.  They feel most fulfilled in the helping professions.  Their gentle charisma is a great 
asset to themselves and to others.  Because Dynamic Supportives are often great 
conversationalists, they make people feel comfortable around them.  Without this quality 
group, organizations would be places with a dearth of humanity, caring, and empathy.   
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Adaptive Aggressives:  Hidden Power 
 

Although not charismatic, Adaptive Aggressives are drawn to powerful people and 
have the resourcefulness to work with them.  They are socially aware, goal-oriented, survivor 
types, and are expert at finding their niche within the power structure and using it.  Successful 
public relations people, as well as “behind-the-scenes operators,” are often Adaptive 
Aggressives. 

 
 On the down side, they can be very secretive and exploitative.  The ends, they might 
say, justify the means.  They are bright opportunists who can get the job done.  They often 
surround themselves with Dynamic Aggressives who articulate the vision so that they, as 
Adaptive Aggressives, can carry out the plan.  Nothing would or could get done in an 
organization without the hard work and cunning of an Adaptive Aggressive.  They lead by 
example.  
 
 In terms of personal life, personal relationships reflect their fast-paced and volatile 
nature.  They aggressively pursue their interests.  Adaptive Aggressives generally get what 
they want.  Superficial and controlling on their down side, members of this quality group at 
their worst could take advantage of most other quality types (especially Adaptive Supportives, 
Creative Assertives, and even Dynamic Supportives).  They develop firm relationships most 
frequently with Dynamic Aggressives and, to a lesser extent, with Dynamic Assertives.  The 
latter quality groups can more easily monitor the aggressiveness of an Adaptive Aggressive 
than can most other groups.  Dynamic Supportives, because they are so “nice,” can be easily 
taken advantage of by an Adaptive Aggressive who is at the lower end of the quality 
continuum.   
 
 Based on current data, this group represents only about 10 percent of the people 
you’ll meet.  As a quality group, they are exciting opportunist whose self-interests dictate the 
choices they make and how they conduct themselves in personal and professional 
relationships.  Since they adapt well to varied circumstances and situations and act 
aggressively in pursuing a goal, they make the best survivors.  In fact, if you’re stranded on an 
island, seek out a member of this quality group because she is best suited to getting you to 
safety.  A Dynamic Aggressive may rally people to action, a Dynamic Assertive may develop a 
rescue plan, a Dynamic Supportive may comfort you during this time of crisis, but it is only the 
Adaptive Aggressive who can take that vision and plan and make something happen.   
 
 It’s hard to name many famous people from this group (unless you know the names of 
the winners of the “Survivor” television series) because they usually work behind the scenes 
to make things happen.  Adaptive Aggressive people usually pursue careers as lawyers, 
salespeople, and actors, and function well as advisors, managers, and mid- to upper-level 
supervisors.   
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Primary Characteristics of Adaptive Aggressives 

  

Resourceful Make the best of a situation; ingenious; survivors 

Socially aware Understand the dynamics of social situations 

Self-assured Think independently; confident, strong-willed 

Exciting Enjoy challenges; energetic 

Success-oriented Strive for success; highly motivated to succeed 
 
 

Adaptive Aggressive Continuum 

   

Low end  High end 

   

Pushy <-----------------------------> Extroverted 

Self-centered <-----------------------------> Domineering 

Cocky <-----------------------------> Confident 

Manipulative <-----------------------------> Goal-oriented 

Petty <-----------------------------> Detail-oriented 

Dishonest <-----------------------------> Opportunistic 

Spiritually empty <-----------------------------> Materially successful 

Insincere <-----------------------------> People-oriented 

Manic <-----------------------------> Exciting 

   
Note:  Do not view this continuum only at its extremes.  Individuals may exhibit these qualities 
in varying degrees 
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Actualizing a Leadership Role:  Adaptive Aggressive 
 
If you are an Adaptive Aggressive, you can best actualize your role as leader if you 
 

 Understand that the “means” are more important than the “end.”  Certainly some 
people judge you by your results.  However important results are, you must realize 
that how you go about accomplishing them demonstrates your level of integrity.  
Raising test scores, for instance, is only important to the extent that students are 
engaged in meaningful learning activities and that teachers are providing 
instructionally sound pedagogy.   

 

 Build allies.  Although you, as an Adaptive Aggressive, are hard working and lead by 
example, you try too often to go it alone.  Learn to build alliances through consensus 
building in order to support initiatives and programs.  These practices will result in 
greater school-based implementation (Fullan, 1997).   

 

 Maintain high ideals and a moral purpose.  Appreciate the moral-ethical implications 
of your work in schools as you creatively synthesize the actions of others.  In doing so, 
you will learn to affirm self-efficacy and to value individuality (Sergiovanni, 1992).   

 

 Realize your context expertise.  As an “Adaptive” leadership quality type, you have the 
natural capacity to understand and work well in multiple contexts (urban, suburban, 
multicultural, and global).  You should also realize your ability to develop positive 
interactions in multiple communities (families, communities, and agencies).  Continue 
to demonstrate a commitment to specific knowledge, understanding, and skills needed 
for relating to and taking account of these contexts.   

 
Adaptive Aggressives, of all the leadership quality types, are the most resourceful and 
potentially powerful.  They are bright and they are open to opportunities.  They are often 
fearless and, most important, they make things happen.  Without this quality group, little 
would be accomplished in the organization—Adaptive Aggressives have the unique ability to 
transform ideas into action.    
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Adaptive Assertives: Practical Leaders 
 

Adaptive Assertive people are not necessarily charismatic, but they do have the kind of 
practical leadership skills that make them good supervisors and managers.  They are solid, 
dependable, hard workers, and highly responsible.  Adaptive Assertives are highly organized 
people, who tend to be neat and family oriented.  They tend to the details of a job, and they 
are usually less imaginative than other types.   
 
 Adaptive Assertives prefer order and stability.  They strive to achieve equilibrium.  
They have difficulty working in a chaotic environment and, on their down side, can get easily 
frustrated when their desires are not attainable.  Still, they are persistent and motivated to 
keep trying.  They are strong-willed, smart, and pragmatic.   
 
 Adaptive Assertives don’t usually stand out.  They work behind the scenes in a self-
effacing manner.  They are highly principled and civic-minded individuals.  On their up side, 
they are excellent workers and you can count on them in times of crisis.  On their down side, 
they can exhibit compulsive and intolerant behavior.   
 
 In their personal life, members of this group could develop positive relationships with 
most other groups.  However, the two groups who may clash with them are Dynamic 
Supportives and, especially, Creative Assertives.  This latter group is almost the antithesis of 
Adaptive Assertives.  The desire of Adaptive Assertives to control their environment can drive 
a Creative Assertive up the proverbial wall.  Dynamic Supportives, especially at the low end, 
often encounter difficulties with Adaptive Assertives.  Procrastination and laziness are not well 
received by an Adaptive Assertive.  Their intolerance for such behavior can cause many an 
argument.  
 
 Based on what we know, this group represents about 15 percent of the population. 
They are the most idealistic of the groups and value stability.  Adaptive Assertives are 
punctual, persistent, thrifty, honest, and diligent.  You probably cannot name any famous 
people from this quality group because they are not flashy and have no desire to call attention 
to themselves.   
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Primary Characteristics of Adaptive Supportives 

  

Supporting of status quo Seek stability; conformist 

Trustworthy Rely on authorities; dependable 

Charitable Care for others; empathetic; activist 

Good citizens Trust authority; law-abiding 

Hard working Take job and responsiblities seriously 

Traditional values Establish a belief system 

Consensus building Work to avoid conflicts 
 

 
Adaptive Supportive Continuum 
   

Low end  High end 

   

Inflexible <--------------------------------> Hard-working 

Introverted <--------------------------------> Easy going 

Conciliatory <--------------------------------> Charitable 

Corny, dull <--------------------------------> Humorous 

Depressed <--------------------------------> Happy 

Judgmental <--------------------------------> Friendly 

Too trusting <--------------------------------> Loyal 

Fear change <--------------------------------> Honor their beliefs 

Need to be accepted <--------------------------------> See small-scale leadership 

   

Note:  Do not view this continuum only at its extremes.  Individuals may exhibit these 

qualities in varying degrees.    
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Actualizing a Leadership Role:  Adaptive Assertive 
 
If you are an Adaptive Assertive, you can best actualize your role as leader if you: 
 

 Realize the importance and value of systemic change.  Change at the broader level 
does not come naturally to you.  Although you prefer to work on things within your 
circle of influence, accept the larger views of others that seek macroscopic, systemic 
reform to the system.  Acknowledge current research that demonstrates the need for 
both bottom-up and top-down strategies (Fullan, 1997).   

 

 Learn to tolerate chaos and to go with the flow at times.  Although you prefer an 
orderly, predictable work environment, you should realize the value of organized 
chaos.  Confusion and uncertainty inspire some individuals to learn better to work 
better.  Also, appreciate the fact that you cannot control everything.  To attempt to 
control everything only increases the levels of anxiety and stress around you.  
Understand emotionally that there is no way to control the world, but you can control 
the way you react to events (Lewin, 1993).   

 

 Focus on instructional leadership.  You are good at conducting research, compiling 
reports, collating data, and writing proposals and papers.  Although these activities are 
important, remember to attend to urgent concerns.   

 

 Strive to achieve consensus and delegate authority.  You tend to think you can do it all, 
and in many cases you can because you are competent and successful in most 
ventures.  Still, learn the importance of involving others in meaningful decisions.  Also, 
designate others to assume responsibility for important tasks that you really cannot 
address.  Selecting, for instance, other Adaptive Assertives and Adaptive Supportives 
for such tasks can be a good idea (Hansen, Lifton, & Gant, 1999).   
 

Adaptive Assertives may not have natural charisma or attract much attention, but, of all 
the quality types, they have an enormous capacity for planning, organizing, and 
coordinating events.  These are the people who develop the plans for survival and escape 
from a deserted island.  Adaptive Assertives are essential to maximize the effectiveness of 
any organization.  Placed appropriately, they can contribute to the smooth and efficient 
operation of any organization.   
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Adaptive Supportives: Trustworthy Supporters 
 

Adaptive Supportive people make up the majority of the population; they are the 
nonglamorous supporters of the status quo and society works because of them.  Adaptive 
Supportives are trustworthy, charitable, and good citizens.  They trust authority and are, at 
time, afraid of change.  They are functional, dependable workers.  

  
 Can Adaptive Supportives serve as good leaders?  Well, not in the same way as other 
quality types.  They lack the dynamism and the potential to influence the Dynamic Aggressives 
and Assertives have.  They even lack the charisma of a Dynamic Supportive, although they 
share the supportive quality with them.  Although Adaptive Supportives share the adaptive 
quality of Adaptive Aggressives, they lack aggressiveness; they also lack the assertiveness of 
Adaptive Assertives. 
 
 So what kind of leadership qualities do they possess?  Don’t forget that all people can 
lead to some degree in some situations.  Yet all leaders are not the same.  Each has different 
abilities and skills.  The critical idea is how best to use each quality.  Adaptive Supportives do 
not assert leadership on their own.  They must be empowered, encouraged, and guided to do 
so by other quality types.  They respond best to requests made by Dynamic Supportives 
(because they share the supportive quality).  However, they accede to the wishes of other 
Dynamics, Aggressives, and Assertives.   
 
 When given direction and encouragement, Adaptive Supportives can use their 
easygoing, charitable nature to provide the personal kind of leadership needed in certain 
situations.  As intelligent, caring, humorous, and loyal individuals, they engender the trust in 
others.  Others follow their lead because Adaptive Supportives are down to earth, 
nonpolitical, and not at all manipulative.  Despite these advantages, their capacity to lead, 
compared with that of all the other quality types, is the most limited.  In most situations, 
therefore, they are followers.   
 
 In terms of personals life, Adaptive Supportives form strong and enduring personal 
relationships early on and tend to stay in those relationships.  They do well with others like 
themselves and also do quite well with Dynamic Supportives.  If they are associated with 
other Dynamic quality types, the relationship cannot be an equal one because the Dynamics 
dominate the relationship.  As long as the Adaptive Supportive consents, a relationship with a 
highly functioning Dynamic may be successful.  A poor match is an Adaptive Supportive with 
an Adaptive Aggressive.   
 
 According to current data, Adaptive Supportives represent almost 40 percent of the 
people you’ll meet.  
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Primary Characteristics of Adaptive Assertives 

  

Organized Plan well; neat, ordered, stable 

Diligent Focus on details; persistent 

Civic and family-oriented Follow the status quo 

Dependable Remain loyal; predictable, consistent 

Principled Believe in traditional values; honest 

Diligent Work hard; persistent, almost fanatical 
 
 

Adaptive Assertive Continuum 

   

Low end  High end 

   

Compulsive <----------------------------------> Conscientious 

Intolerant <----------------------------------> Fulfilled 

Unimaginative <----------------------------------> Predictable 

Uncaring <----------------------------------> Dependable 

Unrealistic <----------------------------------> Pragmatic 

Conceited <----------------------------------> Smart 

Anal <----------------------------------> Punctual 

Neurotic <----------------------------------> Disciplined 

    

Note:  Do not view this continuum only at its extremes.  Individuals may 

exhibit these qualities in varying degrees.    
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Actualizing a Leadership Role:  Adaptive Supportive 
 
If you are an Adaptive Supportive, you can best actualize your role as a leader if you: 
 

 Serve as a role model by encouraging collegiality.  There are always several individuals 
within the system who try to adhere to the old industrial model—an obedient 
workforce predisposed to following orders from above.  But you know that choruses 
are too complex for such isolated decisions making.  You realize the importance of 
allowing others to assume more responsibility and to participate fully in shared 
decision making.  Since you are more people-oriented than most quality types, you can 
encourage others to work closely with their colleagues on chorus matters.  Avoiding 
impersonal and bureaucratic relationship in favor of encouraging personal 
relationships within a learning community can be your foremost contribution (Goodlad 
& McMannon, 1997).   

 

 Bring out the best in others.  Your ability to influence and empower others lies deep 
within you.  You understand the power of praise, of maintaining high expectations of 
others, of involving others in decision making, of granting professional autonomy, and 
of leading by supporting others.  It is leading by example that helps you to empower 
others (Blasé & Kirby, 2000).   

 

 Create and communicate core values.  You are influenced by fundamental values that 
serve as an anchor for the entire organization.  Be sure to articulate and share your 
values with others.  Also communicate that the power to make decisions should be 
distributed throughout the organization, using support, information, and resources.   

 
Adaptive Supportives are the functional workers who can, when empowered, serve as 
leaders within specific spheres of influence.  Since they make up the majority of people, 
nothing in the organization can occur without their wiling involvement.  If you are a 
teacher and an Adaptive Supportive, you are likely to remain a teacher for a long time.  Yet 
do not make the mistake of thinking that you are “only a memberr, and what can you do?”  
You are the backbone of the organization, and your involvement is integral to its success.  
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Creative Assertives:  Right-Brain Problem Solvers 
 

Creative Assertive people are not dynamic or charismatic (think of Woody Allen), but 
display heightened sensitivity and perceptual ability.  They are absorbed in their work, 
reflective, self-sufficient, creative, sometimes volatile, and visionary; they question life and 
themselves.  Creative Assertive people view the world differently than most other quality 
types and are generally artists, designers, and novelists; think Picasso, Shakespeare, and 
Rembrandt.  They are right-brain thinkers—Adaptive Assertives are left-brain thinkers.  In 
organizational life, Creative Assertives have bright, fresh ideas about partial or whole 
organizational reform and have the ability to creatively problem solve.  Although they shy 
away from management positions, their insights and leadership are invaluable and make 
organizational life interesting.   

 
 In terms of personal life, Creative Assertives are gentle, caring, and sensitive people on 
their up side, can develop meaningful relationships.  Two Creative Assertives, for instance, 
make a great match.  A Dynamic Assertive and a Creative Assertive are also wonderful 
together.  As mentioned earlier, Creative Assertives have great difficulties with the organized, 
neat lifestyle and compulsivity of an Adaptive Assertive.  Creative Assertives, on their down 
side, experience great emotional volatility.  Their mood swings and unpredictable behavior 
can be quite disconcerting and require enormous patience from their partners.   
 
 According to current data, this group represents about 5 to 10 percent of the people 
you’ll meet.  As a quality group they are free, expressive, and exciting to be around on their up 
side.  On their low side, they are irascible and volatile.   
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Primary Characteristics of Creative Assertives 

  

Heightened sensitivity Care; thoughtful, perceptive 

Absorbed Reflect; contemplative, introspective 

Self-sufficient Think independently; avant-garde 

Visionary Look beyond the ordinary; imaginative 

Emotional  Feel for others; emotionally intelligent 

Unpredictable Think outside the box; complicated 

Driven Compelled to create 
 
 
 
  

Creative Assertive Continuum 

   

Low end  High end 

   

Forlorn <---------------------------> Caring 

Isolated <---------------------------> Immersed 

Brusque <---------------------------> Gentle 

Self-centered <---------------------------> People-oriented 

Depressed <---------------------------> Emotional 

Highly critical <---------------------------> Expressive 

Pessimistic <---------------------------> Optimistic 

Craves acceptance <---------------------------> Confident 

Inconsistent <---------------------------> Reliable 

Vulnerable <---------------------------> Creative 

   
Note:  Do not view this continuum only at its extremes.  Individuals may exhibit these 
qualities in varying degrees.   
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Actualizing a Leadership Role:  Creative Assertive 

 
If you are a Creative Assertive, you can best actualize your role as leader if you: 
 

 Help others to see alternatives to current practice.  You have the ability to see 
possibilities in situations where others cannot.  Articulate your vision for the way 
things could and should be by providing concrete examples; always understand that 
some people may need time to fully acknowledge your insights.  Patience and 
perseverance are needed to rally others behind your vision.  

 

 Develop a collective vision of where the organization should be going.  Projects that 
require your creative input might influence day-to-day practice, but it is also vital to 
use your talents as a leader to develop a collective vision for the organization.  You can 
do so by serving on a leadership team if you are not in a position of authority (Starratt, 
1996).   

 

 Accentuate continuous learning for both members and leaders.  As an active learner, 
you realize that all learners have to be involved in the construction of their own 
knowledge.  Reflective practice is a prime vehicle for an educator (Byrd & McIntyre, 
1997).  As Fullan (1997) explains, “Quality learning for all students depends on quality 
learning for all educators” (p. 5).   

 
Creative Assertives, of all the quality types, are natural creators and doers.  Although not 
inclined to manage or supervise, they are invaluable assets to organizations because they 
think imaginatively.  Without this quality group, the organization would be boring. 
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A Stress Tip 
 

Although learning from others is important, you will fall back on your most comfortable 
quality.  The most fundamental way, then, to actualize your natural leadership quality is to know 
that you live and work in harmony when you accept and work at your quality level, especially at 
the high end.  Each leader should be encouraged to express her quality as fully as possible.  When 
our proclivities are not given expression (e.g., Dynamic Aggressive women who are coerced to act 
in Adaptive Supportive ways), disappointment, anger, suppression, and even disease can set in.   
 One of the major impediments to actualizing our potential is stress.  Stress is inevitable.  
How we deal with stress is critical to our well being.  Each of us deals with stress differently 
depending on our natural life quality.   
 

 Dynamic Aggressives.  As a rule, Dynamic Aggressives are under the most stress of any 
quality group because of their demanding positions and lifestyle.  Yet they do not tend to 
deal with stress well.  They seldom analyze the causes of their stress, therefore they react 
viscerally and don’t devote sufficient time to stress reduction strategies.  Moreover, their 
fast-paced and hectic lifestyle does not allow serious attention to self-improvement 
strategies.  Still, they persist, and their dynamic quality enables them to accomplish much.   

 

 Dynamic Assertives.  They are also under a lot of stress, but they tend to deal with it well.  
The assertive part of their nature compels them to discover strategies that help them to 
deal with stress effectively in various situations.  

 

 Dynamic Supportives.  When Dynamic Supportives are under stress, they may not deal 
with it well because they are busy helping others with their problems.  As a result of this 
selfless approach to others, they tend to neglect their personal welfare.  Be aware of this 
tendency and seek assistance.  Self-help tapes and books can be useful.   

 

 Adaptive Aggressives.  Adaptive Aggressives thrive on stressful situations.  Their adaptive 
qualities enable them to deal effectively with stress while their aggressive qualities get the 
job done.   

 

 Adaptive Assertives.  Because of their compulsivity, Adaptive Assertives are often anxious 
and nervous people.  They are easily stressed.  If not taught coping strategies, they have 
difficulty dealing with life’s crises.   

 

 Adaptive Supportives.  Adaptive Supportives are usually the least stressed quality group.  
  

 Creative Assertives.  By contrast, Creative Assertives do not deal well with stress because 
of their sensitivity and volatility.   

 
The observations about stress and the leadership qualities are generalizations.  Individuals vary in 
their reaction to stress.  Still, keep in mind the general tendency of your type to put you in an 
optimal position to cope with stress.  The point is that the degree to which you know who you 
really are determines how effectively you deal with life’s stresses.  
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Recognizing and Working with Leadership Qualities in Others 
 

Recognizing leadership talents in others and working well with them is important.  
N.L.Q. theory also comes in handy when making leadership decisions.  It is very important to 
match the job requirements with the right quality type.  For instance, if the job entails 
prescribed, highly detailed work requiring good organizational skills, you wouldn’t want to 
assign a Creative Assertive or a Dynamic Aggressive.  Rather, an Adaptive Assertive or an 
Adaptive Aggressive would be the best choices.  Many leaders are mismatched with their 
assignments.  Examine your organizational leadership needs carefully.  Armed with insights on 
leadership qualities, determine if each person is matched properly with job and role 
expectations.  In cases where mismatched occur, you might try to counsel the individuals.  
Offer them assignments well suited to their quality level.  Although you have little control over 
individuals in current roles, keep their qualities in mind when these individuals apply for other 
positions.  For example, if you are looking for a strong, charismatic president who has the 
political know-how to bring together “warring” factions in a chorus, seek a Dynamic 
Aggressive or Assertive and not an Adaptive Aggressive or Assertive.  

 
 Distributing the N.L.Q. survey to every person you meet is not feasible.  Review the 
characteristics of each quality carefully and begin to observe behavior patterns among those 
you meet.  Ask yourself:  “What drives this person?”  “How does she react in crises?”  “How do 
others describe her?”  These and other questions will assist you in recognizing the various 
quality groups.  Once you are somewhat proficient in this skill, you must realize a fundamental 
premise of N.L.Q. theory—namely, building on people’s strengths and matching their natural 
abilities and inclinations with the right role in the organization.  Don’t try to change people.  
Each person is talented in a different way.  Help others discover who they really are and allow 
them to participate in the organization at their level of competence and interest.  Choruses 
will flourish when N.L.Q. theory is understood and applied.  The key to a successful chorus is in 
its membership.  N.L.Q. theory helps us understand their talents and how they can best serve.   
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Things You Can Learn from Others 
 
Regardless of our leadership quality and inclinations, we can all grow, learn from others, and 
incorporate alternative ways of thinking and behaving to enhance our effectiveness as leaders.   
 
 

Dynamic Aggressives 
 
 They have a natural affinity for hard work.  Since they are goal-oriented, Dynamic Aggressives 
have a plan and an agenda to accomplish and achieve.  Although other quality types also work 
diligently, Dynamic Aggressives really enjoy the effort they expend.  They are risk takers and 
aggressively pursue their objective.  Identify someone who possesses this quality—watch her and then 
try to emulate her to some degree.  
 
 

Dynamic Assertives 
 
 They are people-oriented and appreciate how much they can learn from associations with 
many people.  Although Dynamic Assertives may have some lifelong friends, their relationships with 
others grow and change all the time.  These relationships with others grow and change all the time.  
These relationships change over time because Dynamic Assertives need to learn from and experience 
others.  If you are not as naturally sociable as this quality type, intellectually you know that it is 
important for school leaders to socialize.  Watch a Dynamic Assertive and go out of your way to spend 
five minutes talking with her about business and making small talk.   
 
 

Dynamic Supportives 
 
 Of all the quality types, Dynamic Supportives have the best sense of humor.  They know how 
to enjoy themselves and appreciate the humor in most circumstances.  Their easygoing, optimistic 
demeanor contributes to the aura of affability.  If people tell you that you’re too serious, try listening 
to audiocassettes on humor and joke telling.   
 
 

Adaptive Aggressives 
 
 They are excellent problem solvers.  Adaptive Aggressives see a problem or a crisis as an 
opportunity and a challenge.  They do not give up a battle easily; they work the system to accomplish 
their goals and understand the importance of politics in any situation.  Understand that politics, for 
better or worse, is part of your job as leader.  Seek out politically resourceful individuals and consult 
them often.   
 

Adaptive Assertives 
 
 They are neat freaks and prefer to work in an ordered environment.  Adaptive Assertives keep 
their desks at work and home extremely ordered.  They have good time management skills.  Does this 
description sound different from you?  Observe Adaptive Assertives and start small, by organizing just 
one file.  Realize that your style of organized chaos might work well at times, but that it can sometimes 
get you into trouble.  As a last resort, recruit an Adaptive Assertive assistant.   
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Adaptive Supportives 
 
 At the high end, they work hard but know how to relax and leave their work at the office.  Find 
it hard to relax?  I know it’s hard for some quality types (see Creative Assertives) to understand the 
laidback style of Adaptive Supportives.  Still, observe their easygoing style.  Talk to them.  Get to know 
them and see how and when you can turn off the motor. 
 

Creative Assertives  
 
 They are independent thinkers, the doers and creators.  They do not need the limelight.  In 
fact, they prefer long periods of time in isolation from others.  Isolation is time spent either in 
contemplation of an upcoming project or in actual creation.  Are you always on the go?  Watch 
someone from this group.  Schedule meditative time.  No interruptions (barring real emergencies).  
Plan activities, such as deep breathing exercises, and use the time to think about a special project. 
 
Obviously, these are just samples of the lessons we can learn from each other.  As reflective educators, 
we need to explore other ways of enhancing our leadership abilities.  How might you enhance your 
leadership quality?   
 
 
  

Learning from Each Leadership Quality 

   

Dynamic Aggressives (DAG) ---------------------------------> Affinity for hard work 

Dynamic Assertives (DAS) ---------------------------------> Sociability 

Dynamic Supportives (DS) ---------------------------------> Sense of humor 

Adaptive Aggressives (AAG) ---------------------------------> Problem solving and optimism 

Adaptive Assertives (AAS) ---------------------------------> Good organization 

Adaptive Supportives (AS) ---------------------------------> Unflappability 

Creative Assertive (CAS) ---------------------------------> Independent thinking 
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Recognizing and Working with Leadership Qualities 
 

Identifying and realizing your own leadership quality is important.  Equally important is to learn to 
work well with other leaders.  Leadership does not occur in a vacuum.  Your effectiveness is measured 
to a large extent by your ability to recognize leadership talents in others and to collaborate with them 
for the improvement of the organization.  
 
 

Dynamic Aggressives 
 
 They eagerly seek challenges and love the thrill of adventure and competition.  They are highly 
goal-oriented.  Consequently, Dynamic Aggressives do not waste time on what they consider inane 
pursuits.  Activities that do not contribute to their goals are not considered worthwhile.  This quality 
group is more concerned with important issues such as organizational policies and educational 
reforms.  Dynamic Aggressives conceptualize large ideas and are often the boss.  Here are some 
suggestions for working with them:   

 Acknowledge their quality type.  They are not like most people.  Their dynamic qualities are 
essential and are used to inspire others and move the organization to higher levels of 
accomplishment.   

 Understand their strengths.  Are they innovative thinkers, achievement-oriented, and 
politically astute?  Dynamic Aggressives can easily motivate others simply by their presence.  
Since they are often good orators, they influence and motivate others by their excellent 
presentations.  They often use symbolic phrases, as did Martin Luther King Jr. (“I Have a 
Dream”).   

 Realize their limitations.  Are they ruthless manipulators, self-serving bureaucrats, and 
inconsiderate of the feelings of others?  Are they usually intolerant of others who have less 
ambition and drive than they do?  Do they get easily frustrated and, at times, experience fits of 
anger and even depression?  Do they struggle with humility?  Accept them for who they are.   

 Know what you can and cannot do.  You may develop close relationships with Dynamic 
Aggressives, but they may not be willing or able to accept criticisms of their behavior.  
Understand where they are on the quality continuum.  Dynamic Aggressives are intelligent; if 
they possess the positive virtues (i.e., humility, enthusiasm, empathy), they can improve their 
skills and relationships and become more effective leaders.   

 Give them what they need.  Give them the big picture when you advise them.  Brief them on 
the sociopolitical situations that exist inside and outside the school setting.  Talk about goals 
and the extent to which they are being met.  Also, brief them on the details of a project.  They 
may not be able or willing to actually work on details, but they want to know what is 
happening.   

 
 

Dynamic Assertives 
 
 They are not provincial thinkers.  Like Dynamic Aggressives, Dynamic Assertives see the big 
picture, where others just see the details.  They understand the impact of change on the entire 
organization.  Moreover, they tend to understand the political realities of a situation within an 
organization.  Dynamic Assertives understand the forces of power, authority, and vested interests.  
They work within this context to effect the changes necessary to achieve the larger goal.  They are 
trailblazers, explorers, and risk takers.  They do not fear the lone trail.  People are attracted to their 
unique ideas.  Dynamic Assertives are quite articulate and can easily convey their message using 
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symbolic verbal imagery.  When they speak, they do so from the heart and have the ability to 
communicate difficult ideas and concepts in ways that other people can readily understand.  They are 
sensitive to other people’s perspectives and experiences.  And Dynamic Assertives have lots of ideas 
about how to improve things.  Here are some suggestions for best interacting with them:   

 Appreciate their accelerated pace.  They are always tinkering and crafting new ways of doing 
things.  Encourage their participation and insights.  Offer them the tools they need to actualize 
their vision.   

 Respect their need for privacy.  Unlike Dynamic Aggressives, members of this quality group 
may prefer solitude for prolonged periods of time to energize their creative juices.  Allow them 
the time they need to rejuvenate.  

 Use their unconventional approach.  They view situations and problems differently from the 
way you and I do.  Appreciate their unique perspectives.  

 Allow them to express themselves.  Perhaps more than any other group, they tend to move 
rapidly toward the lower end of their quality continuum, especially when their views are not 
heard.  Although their insights may not always be acceptable or feasible at present, provide 
them opportunities for expression.  

 Understand their limitations.  They have difficulty understanding why other people are so 
provincial and myopic.  People who do not share their world view easily frustrate them, 
especially when they are unable to actualize the changes they advocate.  Their frustration 
easily turns to anger and resentment.  Understand this aspect of their personality and 
recognize their strengths.   

 
 

Dynamic Supportives 
 
 They are easily identified by their outgoing and friendly nature.  Dynamic Supportives are 
driven to help others and have a hard time refusing anyone.  They are more people-oriented than any 
other group.  They are emotionally and spiritually sensitive.  Dynamic Supportives are laid-back 
individuals.  They are content with themselves and have nothing to prove to anyone.  More than likely, 
they act sensitively and compassionately.  Here are some suggestions for interacting with them:   

 Accentuate the personal perspective.  They are especially sensitive to people and the 
challenges they confront.  They are good problem solvers when it comes to resolving 
interpersonal conflicts.  In meetings, emphasize or delegate authority related to working with 
individuals or groups.   

 Accept their rhythm.  Since they are attuned to their emotional-spiritual self, they are 
particularly sensitive to the needs of other people.  This natural quality forms the basis by 
which they understand and solve interpersonal problems.  They are not usually amenable to 
structural or organizational means of solving issues.   

 Encourage them to relax.  This group does not handle stress well, especially on their down 
side, because they wear themselves out from helping others with their problems.  As a result 
of this selfless approach, they tend to neglect their personal welfare.  Encourage them to take 
a break, a day off, or even a vacation.  

 Realize their limitations.  People constantly request assistance from them.  These requests may 
overwhelm them.  When Dynamic Supportives are overwhelmed because they have not placed 
limits on their time, which happens because of their confident quality, they are prone to 
burnout and depression.  
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Dynamic Supportives have faith in people’s capacities for improvement and good will and are 
disheartened to learn that someone has betrayed their trust.  Also, since they sometimes neglect 
personal needs, you should be alert to this syndrome and ask yourself how you might assist them.  
 
 

Adaptive Aggressives 
 
 They are very cunning and socially astute.  They are also extroverted, egoistic, and restless.  
They are goal-oriented and pursue their goals aggressively, no matter what the consequences.  
Adaptive Aggressives are good planners.  They get bored easily unless they are actively involved in 
varied activities or projects, often preferring them to be simultaneous.  Since they are wheelers and 
dealers, this group loves situations that allow them to roll up their sleeves and get to work.  Socially 
and politically aware, they enjoy the thrill of conferencing and negotiating.  Adaptive Aggressives have 
a strong drive to succeed. They are strategy-driven and seek power.  More than likely, they make 
things happen in your school or district.  Here are some suggestions for interacting with them:  

 Get to the point.  They are fast movers as they work to get things accomplished.  They have 
little time and patience for chit-chat.  When they request information, provide them with what 
they need as soon as possible.  Similarly, in conversation, forego the pleasantries and get to 
the point to facilitate the relationship.   

 Realize their shortcomings.  Although all leadership qualities have shortcomings, Adaptive 
Aggressives are potentially dangerous people on their down side.  They can be manipulative, 
tricky, and dishonest.  Sometimes their words belie their actions.  In such circumstances, be 
wary.   

 Acknowledge their strengths.  Nothing gets done without their participation.  Assign members 
of this quality group to a project when you need to get it accomplished.  Carefully monitoring 
their progress mitigates negative behaviors.   

 Treat them with respect and kindness Adaptive Aggressives have difficulty developing sincere, 
trusting relationships, especially when they have been emotionally hurt. Being burned may 
result in their tending to manipulate and mistreat people.  You can counterbalance such 
behavior by going out of your way to act nicely, respectfully, and caringly (if you’re a Dynamic 
Supportive, you won’t have difficulty doing this).  If they sense a genuine concern for them, 
this quality group has the potential to respond in kind.   

 
 

Adaptive Assertives 
 
 They make really fine supervisors and are most fulfilled in these roles.  They are detail-
oriented, support the status quo, and are conscientious—you can depend on them to take care of the 
details in organizing any program.  They are orderly and predictable.  Adaptive Assertives are not 
power hungry, nor do they crave attention.  They need and want to fit in; it’s the adaptive quality in 
their nature.  Here are suggestions for interacting with them:  

 Provide them with the overall objective and resources.  Under most circumstances, they do 
not establish the vision for an activity or program.  However, when given an overall framework 
and adequate resources, they can effectively put the idea into action.  Step back at this point 
and allow them to work their magic.  

 Give them positive reinforcement.  Although all the quality types appreciate acknowledgement 
for efforts, Adaptive Assertives especially need this reinforcement to persist in their efforts.   

 Remind them to relax.  They are dependable, diligent workers who need little supervision.  You 
can be certain that they are not slacking off during the job.  They tend to work long and hard, 
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but their overzealous behavior may cause them to experience considerable negative stress.  
Tell them they are doing a good job and that they are ahead of schedule.  Encourage them to 
take a few hours off or even the day.   

 Know what they can and cannot do.  Although this is good advice for everyone, particular 
attention should be paid to the strengths and weaknesses of Adaptive Assertives.  They are 
superb practical leaders, but they need to be surrounded by naturally creative individuals (see 
Chapter 7).  Also, since they tend to display autocratic and bureaucratic behaviors on their 
down side, they benefit from the direction of a Dynamic Assertive whom they especially 
admire and respect.   

 
 

Adaptive Supportives 
 
 Although they do not appear to be natural leaders, they are invaluable in effectively running 
any organization or in accomplishing a specific leadership function, albeit narrow, within the 
organization.  Adaptive Supportives are loyal, respectful individuals.  You can count on them to 
conform to established rules and regulations.  Unlike Dynamic Assertives, Adaptive Supportives do not 
think of rocking the boat.  They are not interested in supervising others or coordinating big projects or 
programs.  They seek responsibilities for leadership, but on a small scale.  Here are some suggestions 
for interacting with them:  

 Remember that everyone can lead in some way, to some degree, at some time in a given 
situation.  Adaptive Supportives are not natural leaders.  They prefer to stay in the 
background.  Yet, whether you are a Dynamic Aggressive or an Adaptive Assertive, you must 
realize that Adaptive Supportives have assets that can contribute enormously to an 
organization.  Determine how best to use their talents.  Identify an area of need on a small 
scale (e.g., working with a small team of students or even a few teachers on a grade level) and 
encourage and empower them to assume some responsibility.  Support them by offering 
positive reinforcements.  Don’t forget that they are not motivated primarily by monetary 
enhancements (as might be an Adaptive Aggressive).  Address their inclinations to offer 
assistance to people and stress how invaluable they are to the organization.   

 Relate to their charitable, happy-go-lucky, and people-oriented nature.  Adaptive Supportives 
are good-natured, caring individuals.  On their high end, they are happy, functional workers.  
Support their need to be accepted by offering them frequent encouragement.  If you need 
assistance with a project or an individual, encourage them to help by explaining the benefits 
their participation will have on the students.   

 Understand that they are not likely to change easily.  They are set in their belief systems and 
they fear change.  They may listen to your suggestions regarding personal or professional 
change, but they are unlikely to substantially alter their behaviors and actions.  If you 
remember that they, like horses, can be only led to water, you can avoid frustration when 
working with them.  

 Accept their limitations.  Since they prefer stability to change, they don’t accept new things 
easily.  Introduce curricular changes, for instance, gradually.  Realize that their reluctance is 
not a statement against you or the new program; it’s simply their natural disinclination to 
change.  Work with them patiently; they will adapt (after all, they are “adaptives!”).  
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Creative Assertives 
 
 They are introspective and creative individuals.  More than likely, they inspire you with their 
imaginative powers.  Creative Assertives work at an intense pace—when they feel the need to create 
they can sit for hours, even for days.   
 Creative Assertives definitely march to a different drummer and look at the school 
organization differently from most people.  Here are some suggestions for interacting with them:  

 Realize that Creative Assertives view the world differently.  They are not like most people.  
Their creative qualities influence their unconventional behavior and actions.  Acknowledge 
their talents and involve them in projects that require outside-the-box thinking.  

 Provide them with flexible schedules and minimize bureaucratic demands.  To every extent 
possible, give them options and choices.  For example, let them decide how best to complete a 
project.  Making people with this quality type adhere to a fixed schedule or set routines stifles 
the creativity you want them to display and use.   

 Realize their mood swings.  They are emotionally charged individuals who may, on their down 
side, experience a lack of confidence, pessimism, and, more than most, stress.  Establish 
working environments where their talents are readily and consistently rewarded.  Allow 
Creative Assertives down time to deal with their mood swings.  This may mean, for example, 
extending the time certain reports are due so as not to place an inordinate amount of pressure 
on them.  Again, realize that people are different and require different approaches.   

 Tolerate their eccentricity.  They are naturally creative and have a hard time communicating 
with others less imaginative and tolerant of their views.  Match them with Dynamic Assertives 
and other Creative Assertives.  

 
 

 
 

Contributions from Each Natural Leadership Quality 

   

Dynamic Aggressives (DAG) ----------------------> Visionary  

Dynamic Assertives (DAS) ----------------------> Reforming 

Dynamic Supportives (DS) ----------------------> Collaborative 

Adaptive Aggressives (AAG) ----------------------> Persistent 

Adaptive Assertives (AAS) ----------------------> Organized 

Adaptive Supportives (AS) ----------------------> Moral 

Creative Assertives (CAS) ----------------------> Imaginative 
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Introduction to Virtues 
 

Seven leadership areas of excellence, or virtues, that different people can manifest are 
introduced.  Leaders can exhibit any or all of these virtues in varying degrees.  However, each 
leadership virtue is essential for good leadership.  We must move from superficial criteria or 
competencies when selecting our leaders and emphasize the fundamental areas of human virtues.  A 
critical understanding of what a good leader is results in identifying leaders with “desirable intellectual, 
moral, and personal qualities” (Hare, p. 161).   
 A good leader has unique predispositions.  If you took the “Assessing Your Leadership Virtues” 
survey, you can identify the degree to which you possess these virtues.  If you were honest in your 
responses, you have an idea which virtues you clearly possess and which you lack.  An initial reaction 
to taking the surveys might be to say, “Well, I may not be very courageous, but I am nonetheless 
imaginative and I do make good judgments.”  Remember that these virtues should be viewed as a fluid 
continuum between extremes.  You may not possess the extreme imaginative talents of a Creative 
Assertive, but you may be able to tap into your creative reservoir to some degree in given situations.  
You may not possess the courage of a Dynamic Aggressive, but you can manifest sufficient courage on 
occasions.  Although I argue that these virtues are essential for any leader, I realize that few, if any, 
people can personify them to their utmost all the time.  They point is to use these surveys as a means 
for self-reflection and, ultimately, improvement.   
 Although most of us possess one particular leadership quality, we can learn lessons and modes 
of behavior from other quality types of some degree while maintaining our natural inclinations.  
Similarly, although you may possess several virtues to lesser degrees, you can indeed learn to 
strengthen and personify certain virtues.  All leadership quality types must exhibit, or at least try to 
exhibit, these virtues to effectively lead.   
 Clearly, different qualities and virtues may be necessary for specific circumstances or 
situations.  For example, if I were forming a committee to offer recommendations for dramatic 
regional reform, I would make certain that several Creative Assertives, Dynamic Assertives, and people 
who personify great imagination were included on the committee.  A committee composed only of 
Adaptive Assertives and Adaptive Supportives might not yield the necessary radical changes.   

Choruses cannot renew themselves by choosing leaders who are cowardly, biased, indifferent, 
poor at judgment, unenthusiastic, arrogant, and unimaginative.  They need leaders who are aware of 
their own ignorance, but who are not afraid to stand behind programs and practices that are 
controversial; leaders who are committed to treating members fairly and justly, while engendering 
enormous passion about their role; leaders who can appreciate and sense others’ hurt and who can 
weigh complex factors in rendering decisions; and finally, leaders who are capable of stepping outside 
the boundaries established and entrenched by the bureaucracy.   
 Members must rethink their goals and refocus their emphases on the enduring and profound 
qualities we want our leaders to possess.  Beyond technical competence, do we want leaders with a 
limited sense of their moral, intellectual, and personal qualities?  Or should we demand leaders who 
are ethical, empowered, and confident?  Do we want leaders who have humility, courage, and 
empathy?  The answer to these questions depends largely on the kinds of leaders we want in choruses.   
 Which virtues do you manifest?  What unique leadership contributions can you make to the 
organization?  Are you a good leader?  How do you know?  
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Steadfast in Your Beliefs--Courage 
 

What does it mean to be a courageous leader?  The word “courage” conjures up 
military motifs such as heroic acts, daring exploits, and dramatic displays of fearlessness.  
What do bravery, gallantry, and valor have to do with educational leadership?  Do school 
leaders really display inspiring acts of heroism?  Why does a leader have to personify courage 
to be considered a good leader?  

 
 Although many forms of courage exist (e.g., physical, mental, or moral), the kind of 
courage necessary for organizational leaders is the willingness to stand up for what they know 
to be right in the face of opposition.  What is needed is the courage to speak out despite the 
constraining, formidable forces that serve to stifle individual initiative.  These forces urge, if 
not compel, conformity to the status quo and are strong.  To remain subservient to individuals 
in positions of power and authority or even to people who aggressively argue their position is 
execrable.  Being courageous as a matter of principle should be valued and affirmed.  By 
showing yourself to be principled, you are displaying immense strength of character.  It is this 
strength of character that we call “courage.”  We need leaders who will gallantly assume 
responsibility for ensuring that the rights and dignities of others, especially the 
disenfranchised, are recognized and upheld.  Speaking out against injustices such as unfair 
tracking placements, racist practices, and homophobic attitudes are just a few examples of 
courageous behaviors.   
 

Leaders also display courage in less visible ways.  On a daily basis, they are expected to 
exhibit more subtle forms of courage:  the courage to do what others prefer not to do, the 
courage to confront difficult and uncomfortable situations, the courage to remain steadfast in 
their beliefs.   

 
 Leaders may not exhibit physical bravery daily (e.g., confronting a knife-wielding 
assailant), but every day they have to affirm their beliefs about what is most educationally 
sound.  Courage in leadership does not involve performing minor administrative tasks or filing 
reports.  These are the necessary but perfunctory duties leaders may perform.  Courage 
comes into play when one’s beliefs and attitudes about teaching, learning, members, and 
choruses are called into question.  Remaining faithful to educational and moral principles is 
what courage is all about.  
 
 A courageous leader, therefore, should have a well-reasoned, articulated belief system 
that supports and affirms the rights and dignities of all learners, of all people.  All leadership 
quality groups need a firm set of leadership beliefs to guide their behavior.  In this sense, 
then, courage is integral to the effectiveness of a leader.   
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Actualizing a Leadership Role--Courage 
 
As a leader you can best actualize your role as a courageous leader if you: 
 

 Articulate your beliefs.  Studies demonstrate that people with firm beliefs are more 
courageous than those who act impulsively.  Critically examining your ideals and values 
and then forming a belief system can provide the bedrock upon which to rely when 
you are confronted with a crisis that threatens them (Osterman & Kottkamp, 1993). 

   

 Role-play situations that require courage.  As hokey as this suggestion may sound, 
acting out a response to a situation before it transpires can fortify you.  Imagine, for 
instance, standing up to an irate member who demands your time before a rehearsal.  
This is admittedly a simple example for which courage may be needed, but 
nonetheless it’s a good way to start.  Close your eyes and imagine this member 
approaching you.  What can you say to her to communicate your desire that she ask 
for a private meeting with you ahead of time?  Try to say something without sounding 
rude and disrespectful.  You might say, “I’d like to see you, but this is a bad time.  
Rehearsal is about to start and we need to get on the risers.  I will call you later to set 
up an appointment to discuss your concerns.”  If she insists on seeing you now, don’t 
falter.  Use the “broken-record” technique.  Restate your position firmly while 
maintaining eye contact.  “I understand that you want to speak with me, but this is not 
a good time.”  One successful, by the way, you will gain the confidence to display 
similar degrees of courageousness (even more so) in the future.  Recall what Aristotle 
once said:  “We become brave by doing brave acts.”   

 
Why is courage such a vital virtue?  Without courage, educational leaders become mere 

technicians, administrative guardians, and nothing more than custodians, of the institution.  
Leading involves making the right decisions to benefit students, parents, and community.  
Schools are confronted by a panoply of demands that require educational leaders to hold fast 
to the beliefs that support student learning.  The courage to stand up for what is right will 
safeguard the beliefs we hold as true.  Courage, then, is defined as the ability to stand behind 
one’s principles, an ability that displays immense strength of character.   

 
 How can we ensure that prospective and current leaders are courageous?  We should 
value courage and begin to identify the acts or behavior patterns of individuals who want to 
be or who are in leadership positions.  There is no quick and easy survey to administer; 
anyone can answer the statements in the Virtues survey dishonestly.  The way to begin to 
assess courage is by asking and looking for instances in which leaders have demonstrated 
courage.  That moves us a little closer toward understanding whether someone possesses it.  
The next step is to identify those individuals who articulate firmly held beliefs that affirm the 
values the organization holds in high esteem, respect for every member.  Only in this way can 
we hope to zero in on those leaders whose innate courage can keep our organization strong.   
 

Courage is leadership affirmed. ---ERIK ERIKSON 
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Impartiality 
 

Impartial leaders can come from any background, in any form. The word “impartial” may 
conjure up images of umpires at baseball games or judges weighing evidence at trials. Whether an 
umpire or judge, these individuals make decisions by weighing evidence presented to them, 
considering the evidence within a prescribed set of rules, and rendering decisions. Although baseball 
umpires have to make instant decisions while judges benefit from deliberation, the judgments are 
presumed to be based on fair, unbiased assessments. 
 
 As leaders, we need to ask ourselves the following questions: What does impartiality have to 
do with leadership? Is it possible for a leader to assume an impartial stance when dealing with complex 
issues involving members, directors, etc.? Why does a leader have to personify impartiality to be 
considered a good leader? 
 
 Impartiality is defined in this context as behavior that is free from prejudice and bias—no 
individual is favored over another. Bias undermines leadership because it interferes with an impartial 
review of evidence and argument. If our approach is biased, we fail to do justice to those who rely on 
our judgment as leaders. If we are biased, we are inclined to accept some position or account more 
readily than another. 
 
 Does impartiality mean we are neutral? Neutrality may indeed be difficult, if not impossible. 
No person can be prejudice-free. Our biases run deep. They are culturally and socially ingrained, 
reinforced by family and peer pressures. We are often oblivious to how they operate, how they shape 
what we see, and how we interpret meaning. As human beings, we are bound by our perspectives, our 
unique vantage points. Reality is seen and understood through the prism of our belief systems, which 
are based on assumptions gleaned from our experiences. Thus reality is dependent on our thinking 
patterns, belief systems, and mindsets. Our belief systems are connected to the language we use to 
communicate meanings that influence our actions and behaviors. How we think shapes the world in 
which we live. Learning to be impartial means we are cognizant of our biases, prejudices, and 
predispositions. Leaders should be impartial. When they know they are strongly committed to a 
viewpoint, leaders must compensate for bias by giving alternate views a fair hearing and 
representation.  
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Actualizing a Leadership Role--Impartiality 
 
As a leader, you can best actualize your role as an impartial leader if you: 
 

 Examine your biases.  The word “prejudice,” derived from the Latin noun praejudicium, 
originally meant precedent—a judgment based on previous decisions and experiences.  
Later, the word came to mean a judgment formed before examining and considering 
all the facts.  It is not easy to say how much fact is required to justify a judgment.  
Prejudiced people say they have sufficiently considered all the facts to warrant a 
viewpoint.  They may then relate negative experiences with groups such as Catholics, 
Jews, Irish, or Hispanics.  Examining your biases presupposes the understanding that 
everyone is prejudiced to some degree; that is, they sometimes make prejudgments 
about people and in certain situations.  “Are all or most women poor drivers?”  “Do all 
or most Asians excel in math and science?”  “Are all or most Jews interested in making 
money?”  “Are all or most African Americans learning disabled?”  What are your 
prejudices?  How do you know?  What do you do to ensure that they don’t affect your 
decisions as an educational leader?  (Allport, 1987) 

 

 Take action to combat bias.  The explanation of impartiality in this chapter goes 
beyond simply assuming a neutral stance.  Taking action to combat oppression is an 
important responsibility of a leader.  What action have you recently taken to 
demonstrate your impartiality?  Check off which of the following statements describes 
you.   

 
_____ I tell or listen to jokes that aim to put people down.  
_____ I believe that most people are not oppressed in any way.  
_____ I am aware that oppression exists but I don’t know what to do about it.  
_____ I read books or attend workshops and seminars to learn more about these issues.  
_____ I actively support others who speak out or take action against oppression. 
_____ I consciously work to change individual and institutional actions and policies that 

discriminate against others.   
 

Why is impartiality such a vital virtue?  Without maintaining an impartial stance, we 
conduct our affairs based on unexamined assumptions.  All human behavior is fundamentally 
subjective and selective.  However, a leader who intentionally considers options and 
alternative ways of thinking and behaving, and who promotes equity for all people, affirms 
and facilitates an environment conducive to learning and achievement for all. Impartiality, 
then is defined as the commitment to maintain a nonpartisan position on issues and to take 
an active stand against hate, bias, and all injustices.  
 How can we ensure that prospective and current leaders are impartial?  We can begin 
by valuing impartiality and examining our beliefs and attitudes, particularly by considering 
how our beliefs and attitudes have influenced our thinking and actions.  You can ask and look 
for instances in which a person has demonstrated fair decision making and a commitment to 
bias-free learning.  Such an approach moves us toward understanding whether someone is 
impartial.   
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Empathetic Leaders 
 

What does it mean to be an empathetic leader?  The word “empathy” conjures up images of 
individuals, usually female, consoling others in times of crisis or listening carefully to their suffering.  
What do caring, compassion, and empathy have to do with leadership?  Why does a leader have to 
personify empathy to be considered a good leader? 
 The image of an administrator has been culturally ingrained as a bureaucrat and autocrat.  
Although not all administrators act that way, autocracy in organizations has been reinforced by the 
establishment and maintenance of bureaucratic organizational governance.  Expectations are 
established for administrators to, first and foremost, maintain organizational stability and adhere to 
bureaucratic mandates.  Authority to carry out their mandates is conferred through hierarchical status.  
In short, the organization, not the individual, is of paramount importance to such an administrator.  
 Framing leadership on a radically different paradigm—“leadership as ethic of caring” 
(Noddings, 1984, 1992)—is a more useful and potentially empowering concept of administration.  Such 
a model strengthens the notion that our task as leaders, for example, is essentially to support and 
encourage members. By nurturing an “ethic of caring,” leaders realize that their ultimate motive is to 
inspire a sense of caring, sensitivity, appreciation, and respect for the human dignity of all people 
despite the travails pervading the world.   
 Feminist organizational theory (Regan, 1990) informs this “ethic of caring” by avoiding 
traditional concepts of leadership.  Feminist theory questions legitimacy of the hierarchical, 
patriarchal, bureaucratic organization.  Challenging traditional leadership models, feminist theory sees 
community building, interpersonal relationships, nurturing, and collaboration as the primary interest.  
Regan’s research suggests that women as leaders are more attuned to fostering intimate relationships 
that accentuate an ethic of caring.  It seems reasonable, however, to think that both genders are just 
as likely to demonstrate that they are concerned with teaching, learning, and people.  Marshall argues 
that because women “have a more democratic, inclusive, and conflict-reducing style; and they are less 
concerned with bureaucracy” (Marshall, 1995, p. 488).  This theory implies that the difference may not 
lie inherently in gender.  Certainly there are women who can exhibit officious, domineering behaviors 
and demonstrate autocratic and bureaucratic tendencies.  Conversely, there are some men who can 
be as nurturing and caring as women.  Although women in our society and culture are more easily 
accepted as sensitive, sympathetic administrators and men less so, many men have the same capacity 
for caring and nurturing that are crucial in engendering a spirit and ethic of caring.   
 Unlike traditional humanistic models of administration, “caring” is inclusionary, 
nonmanipulative, and empowering.  Whereas the main objective of bureaucracy is standardization, 
caring inspires individual responsibility.   
 How do leaders demonstrate caring and empathy?  (1)  They listen to all perspectives; (2) they 
respond and appropriately to the awareness that comes from this reception, and (3) they remain 
committed to others and to the relationship.  Moreover, caring and empathetic leaders  frequently 
develop relationships that are the grounds for motivating, cajoling, and inspiring others to excellence.  
Generally thoughtful and sensitive, they see nuances in people’s efforts at good performance and 
acknowledge them; they recognize the diverse and individual qualities in people and devise individual 
standards of expectation, incentives, and rewards.  (Marshall, 1995, p. 282) 

An empathetic leader, therefore, should put people first and policy second.  All the leadership 
quality types have the capacity to demonstrate compassion, caring, and empathy at the high end of 
their quality continuum.  Empathy is integral to the effectiveness of a leader.   
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Actualizing a Leadership Role--Empathy 
 
As a leader, you can best actualize your role as an empathetic leader if you: 
 

 Demonstrate through your actions that people come first. How have you recently 
demonstrated that people come first?  

 Communicate caring.  Improve your listening skills.  The next time a member 
experiences a personal challenge, ask her what happened.  Listen to the person, say 
you’re sorry, and offer to help.  That’s it; that’s all you can do (Noddings, 1992).   

 
Why is empathy such a vital virtue?  If you have empathy, you have compassion for others.  

If you demonstrate caring, that communicates to others that they are important, worthwhile, 
and esteemed individuals.  Treating people with compassion encourages them to respond in 
kind, to you and to others.  Such behavior inspires them to do their utmost to help others.  
What more can an educational leader hope for?   

 
 Empathy, then, is defined as the extent to which a leader can sense, identify with, and 
understand what another person is feeling.  How can we ensure that prospective and current 
leaders are empathetic?  We need to talk about and read literature that emphasizes an “ethic 
of caring.”  We need to value the individual above all else.  This does not mean that we don’t 
hold members accountable and responsible when appropriate.   
 

Do what you can to show you care about other people, 
and you will make our world a better place.  

 
---ROSALYNN CARTER 

FORMER FIRST LADY OF THE UNITED STATES 
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Judgment 
 

The word “judgment” conjures up images of someone in authority rendering decisions 
in the manner of King Solomon.  A good judge is said to possess much knowledge.  Yet merely 
accumulating knowledge is not sufficient to be truly wise.  Wisdom is the ability to take that 
accumulated knowledge and use it to think intelligently about a particular situation.  
Judgment is the ability needed to apply that knowledge sensibly.   
 Earlier, we discussed the importance for leaders to possess courage, impartiality, and 
empathy.  Clearly, using good judgment in making decisions is also important to a leader.  
Leaders may indeed act courageously (stand behind their principles), demonstrate impartiality 
(remain a nonpartisan position), and exhibit empathy (identify with another’s pain).  Yet, 
without good judgment, leaders are completely ineffective because their good intentions may 
be misplaced or, worse, detrimental to the organization.  How does a leader learn good 
judgment?   
 Judgment is a special talent that cannot be taught, but it is gained through experience 
and practice.  Possessing sound judgment means that one can make decisions intelligently.  
Judgment is the ability to consider the weight of various facts and information to determine 
their relevance to a particular situation.  Hence, the ability to critically think is integral to good 
judgment.    
 A leader who possesses good judgment, therefore, has the ability to sift through 
myriad data, select what’s relevant, weigh it against the pressing needs of the moment, and 
make a valid decision.  A leader who lacks judgment may possess other virtues, but is destined 
to fail because the crux of good leadership is the ability to make thoughtful, reasoned 
decisions.   
 
“You must discern the difference between what is important and what is urgent.” 
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Actualizing a Leadership Role--Judgment 
 
As a leader you can best actualize your role as a good judge if you: 
 

 Sharpen your critical thinking skills.  Donald Schon (1987) describes a type of critical 
(reflective) thinking called reflection-in-action—the ability to “think on one’s feet” 
when faced with the many surprises and challenges in our daily lives as educational 
leaders.  Successful leaders are certainly able to think quickly as they face the 
multitude of crises that are all too common.  Since judgment entails taking knowledge 
and applying it intelligently and, in most cases, “on the spot,” no easy formula exists to 
ensure the best judgment.  Practice is the best teacher, but developing critical thinking 
skills can’t hurt.  Consult many of the fine works that help sharpen your thinking skills; 
many of them are fun at any age (e.g., Paul, 1993).   

 

 Engage in reflective practice.  Schon (1987) also discusses a second type of reflective 
thinking, reflection-on-action.  Reflection-on-action occurs when leaders look back 
upon their work and consider thoughtfully what practices were successful and what 
areas needed improvement.  Too busy?  Can’t find the time?  Try this suggestion and 
you’ll discover that judgment making can be enhanced:  Schedule time on your 
calendar, during the least hectic time of day and consider one area that requires a 
careful decision  

 
The possession of knowledge does not guarantee that you can succeed in leadership, 

or that you will exercise good judgment with respect to work in a particular area. Good 
judgment requires knowledge, reflection-in-action and reflection-on-action, and the ability to 
consider a wide array of factors, sometimes simultaneously and immediately.  How can we 
ensure that prospective and current leaders are capable of good judgment?  Intelligent 
decision-making skills can be developed by giving leaders a solid background in educational 
leadership and offering them situations to resolve in simulated situations.  These simulations, 
however, even when combined with readings that might inspire good judgment (e.g., “The 
Wisdom of Solomon”) are insufficient.  Judgment is a special gift that cannot be taught, but it 
can be learned through experience.  Identifying prospective leaders who possess good 
judgment is as difficult, perhaps more so, as finding leaders with other virtues.  Leaders who 
appear thoughtful and are consensus builders are likely to possess good judgment.  

  
Judgment, a critical element in 

leadership decision making, has two components.   
One is knowledge.  A leader cannot make a judgment 
if he is unfamiliar with the subject about which the  
ƧǳŘƎƳŜƴǘ Ƴǳǎǘ ōŜ ƳŀŘŜΧΦ¢ƘŜ ƻǘƘŜǊ ŎƻƳǇƻƴŜƴǘ 

is common sense, which is an attribute that  
individuals attain through experience.   

 
---GENERAL ROBERT H. BARROW 
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Enthusiasm 
 

In Glantz’s research, he surveyed thousands of educators across the nation and around 
the world.  One of the questions he posed was, “What is the number one quality of a good 
leader?”  Overwhelmingly, respondents identified “enthusiasm for one’s work” as most 
important.   
 Enthusiasm demonstrates passion for your work.  Passionate people enjoy what they 
do and are often successful.  Moreover, such enthusiasm is inspiring.  Consider some of the 
world’s great leaders.  They possess enthusiasm and optimism.  They inspire others to action.   
 Enthusiasm is not a skill.  It is not something that you can develop after taking a 
course.  Rather, it is a state of mind.  Enthusiasm combined with optimism is the awareness 
that the glass is half full, not half empty.  Optimism is a way of looking at the world with the 
belief that one can indeed make a difference.  It is a virtue that all successful leaders possess.  
Consider the following quotes from famous leaders.  
 
 No dream is too big for those with their eyes in the sky.    
     ---Buzz Aldrin, astronaut 
 
 

Excellence!  The attitude generates enthusiasm, attracts top people, and becomes the 
basis for real optimism.   
    ---Robert Schuller, religious leader 
 
 
A leader is a dealer in hope.   
    ---Napoleon Bonaparte 

 
An enthusiastic leader views the world and difficult situations, not through rose-colored 
glasses, but with an abiding sense of positive; that possibilities exist where others see 
hopelessness.  Enthusiasm is not generated merely in situations of crises, but is evident as 
leaders go about their daily work.  Displaying genuine interest in your work is key to successful 
leadership.   
 Some leaders inspire others through their deeds, still others through their words.  
Enthusiasm resounds in their choice and delivery of words.  Consider, for example, “I Have a 
Dream,” by Reverend Dr. Martin Luther King Jr. (Bruun & Getzen, 1996).   
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Actualizing a Leadership Role--Enthusiasm 
 
You can best actualize your role as an enthusiastic leader if you: 
 

 Fine-tune your values.  If you have a firm set of beliefs and values, you are most likely 
to exhibit enthusiasm while trying to actualize them.  What are your beliefs and 
values?  What do you want for members?  choruses?  Make a list of your beliefs about 
membership, teaching and learning, about chorus leaders, about leadership, and about 
yourself.  How do these views influence your commitment to actualizing them?   

 

 Increase levels of enthusiasm.  Although a self-help approach has been avoided in this 
book, enthusiasm has a lot to do with quality levels.  The healthier a person is, the 
more likely he is to be able to sustain long periods of work.  An effective leader 
requires the physical and mental stamina to endure many arduous challenges.  Diet 
and physical exercise are critical.  The long-range effects of negative eating habits 
weigh on your physical and mental well-being.  Exercise (e.g., a brisk walk three times 
a week) boosts quality levels.   

 
Leaders cannot be trained in enthusiasm; it’s a natural characteristic.  Although nearly 

anyone can feign enthusiasm for a short time, it’s tough to pull off the act over time.  We can, 
however, enhance our enthusiasm by identifying and adhering to a belief system.  Why?  A 
genuine desire to impact what we believe to be true and important is a significant impetus for 
enthusiasm.  Enthusiasm is the state of being in which one exudes favor about something that 
is of value or importance.   

 
 How can we ensure that prospective and current leaders are enthusiastic about this 
organization?  Discover what motivates them:  What are they interested in?  What do they 
value?  What do they want to accomplish?  Listen to their responses.  Do they excite you?   
 

I studied the lives of great men and famous women, and I  
found that the men and women who got to the top were  
those who did the jobs they had in hand, with everything 

they had of quality and enthusiasm and hard work. 
 

---HARRY S. TRUMAN 
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Humility 
 

Many peoples’ understanding of humility is skewed.  Many think that demonstrating humility 
indicates low self-esteem.  The truth is that the more confident a leader is, the greater capacity she 
has for humility.  Humble leaders prefer to stay in the background not because they are shy, reticent, 
or insecure.  They are confident and secure enough in their own accomplishments to herald the 
achievements of others.  As one leader put it:  “I prefer to act in such a way that my assets are not 
trumpeted on my sleeve, but rather are known by my actions.”  Humble leaders are not “proud of 
their humility.”  The challenge for good leaders is to learn how to negotiate the delicate balance 
between expertise and humility.   
 Pretentiousness, arrogance, and conceit are anathema to good leaders.  Good leaders do not 
hold on to dogmatic beliefs about “best practices” in the face of poor results.  No one has a panacea to 
solve all the organization’s problems.  In contrast, the prototypical autocrat lacks humility and is 
devoid of respect for members.   
 A humble leader, therefore, acknowledges the tentativeness of her suggestions and also 
respects members.   
 
 
 
 

Actualizing a Leadership Role--Humility 
 
You can best actualize your role as a humble leader if you: 
 

 Empower others and give them the credit.  As a confident leader, you can empower 
others in organizational improvement initiatives.  You lead by example and are ready, 
willing, and able to stand in the background to allow others to take the credit.  As long 
as you are attaining your objectives, you are not concerned about receiving all the 
credit.  A good leader is one who can empower others to exhibit their own leadership 
qualities to achieve a greater good.  Robert Woodruff, founder of Coca-Cola, said, “*A 
leader+ can accomplish great success if he doesn’t care who gets the credit” 
(Blumenthal, 2001).   

 

 Highlight the accomplishments of others.  Identify deserving individuals and find ways 
to positively reinforce and acknowledge Herculean efforts on behalf of the school or 
district.  Acknowledge them continuously, not just in an end-of-year letter.  Humble, 
secure leaders reward others for a job well done.  Leaders who do not acknowledge 
others often don’t do so for a variety of reasons, including personal insecurities (“If I 
acknowledge John, then they’ll think he ran the show”), and the belief that people 
don’t deserve rewards (“After all, that’s why he’s getting paid”).  Humble leaders 
realize the importance of highlighting the accomplishments of others. 

 
Humility is indeed a virtue often ignored and may, as Stephen Covey (1990) intimates, be 

the prerequisite for all other virtues.  Humble leaders, though, live paradoxically.  On the one 
hand, they realize their strength, accomplishments, and capabilities; on the other hand, they 
are cognizant of limitations.  These leaders lack arrogance, affirm the abilities of others, and 
eschew personal accolades.  These self-effacing leaders are highly respected and beloved in 
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the organization, though you rarely find humility discussed in literature on leadership.  Having 
humility is being aware of your limitations while being cognizant of your abilities.   

 
 How can we ensure that prospective and current leaders are humble?  Listen to how 
they talk about themselves and others.  Do they only recite their accomplishments and what 
they alone can do for the organization?  Do they respect and acknowledge the contributions 
of others?  Do they value collaboration?  Are they aware of their ignorance about certain 
matters?  Are they confident enough in their abilities to empower others to participate in 
school or district reform efforts?  Do they strut their humility?  Or do they appear to be gentle 
yet secure?  Do they reflect your image of true humility?   
 

I know nothing except the fact of my own ignorance.   
 

---SOCRATES 
(As found in Hare, 1993, p. 43) 

 
 
 
 
 
 
 

Imagination 
 

Discussions of leadership infrequently focus on imagination.  It is regrettable that 
much work in leadership is uninspiring, mechanical, and unimaginative.  Only by focusing on 
imaginative leadership can organizational efforts take on new meaning and can progress be 
made.  Progress requires creative thought.  Creativity is what you do with your imagination.  
Creativity may take many forms.  Leaders may create new schedules, develop unique lessons, 
and brainstorm solutions to problems.   
 Leaders who possess initiative, independent thinking, and imagination are very much 
needed.  Imaginative leaders formulate alternative solutions, consider alternate 
interpretations, seek other possible explanations, think of new questions, and design 
meaningful experiments.  
 Provincial thinking, therefore, is not the hallmark of imaginative leaders.  They are too 
inventive, innovative, and forward-looking for that trap.   
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Actualizing a Leadership Role--Imagination 
 
You can best actualize your role as an imaginative leader if you: 
 

 Create a think tank.  Ideas are what drive an organization toward improvement.  
Generate ideas by establishing a think tank in your chorus.  Identify key individuals 
who possess great imagination.  Gather them together for occasional meetings.  
Identify specific areas of concern and brainstorm solutions.  Bring the ideas generated 
to other members for group consideration.  Refine and crystallize the ideas.  Monitor 
progress but always value the development of ideas.   

 

 Create a democratic learning community.  Imaginative leaders move the organization 
from established practice toward emerging practice.  Imagine new ways of viewing 
learning:  Learning is no longer conceived as predictable but rather as a complex and 
differentiated process.  Teaching moves from simply rote methods to informed 
reflective judgments.  Leadership is no longer concerned with ensuring adherence to 
bureaucratic regulations; it is focused on helping members discover and construct 
knowledge and skills.  Members are no longer isolated and independent technicians, 
but collegial team members, mentors, and peer coaches. (Sergiovanni, 1996).    

 
Imaginative leaders investigate new ways of doing things.  They develop new ideas in 

situations that seem hopeless.  Imaginative and creative leaders encourage others to examine 
their taken-for-granted ways of doing things.  They upset the proverbial apple cart by being 
free thinkers.  Imagination is the power to see what others can’t.   

 
 How can we ensure that prospective and current leaders are imaginative?  Listen to 
how they talk about ordinary ideas and concepts like membership development, musical 
standards, education, learning, and teaching.  Do they toe the line or do they come up with 
fresh ideas?  Do they seek to maintain the status quo or do they want to try new ideas?  Are 
they willing to risk some failure?  Do they attend workshops to generate new ways of doing 
things?  Are they lifelong learners?  Are they dreamers?   
 

Imagination is more important than knowledge.  
 

---ALBERT EINSTEIN 
 


