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Determining Your Own 
Leadership Style

Personally I am always ready to learn, although I do not always like being taught.
Sir Winston Churchill

This chapter introduces the influence of personality and physiology on leadership dynamics. Students are introduced to 
various leadership and personality assessment tests. After completing the assessment tests, students are asked to write a 
summary essay integrating findings of their own leader and personality outcomes. This summary and the tests that precede 
it assist students in identifying a penchant for certain leadership styles. The assessments will assist students in understanding 
and relating to theories, models, and evolutionary trends in the literature.
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 intrODuCtiOn 

 Developing and utilizing a personal leadership model or 
plan that is efficient, effective, and efficacious starts with 
understanding your unique propensities of leadership. 
How your personality integrates with a leadership model 
and identifying strengths and improvement domains 
begin with these analyses and self-reflective exercises. 
It is well worth the time and effort to “know thyself.” 
Understanding your personality is essential for effective 
leadership.  1   Without an understanding of self, there cannot 
be a clear understanding of how others perceive you as a 
leader. As a result, the first step in improving your ability 
to lead people in health organizations is to understand 
yourself.  2   To take that first step, gaining an understanding 
of your personality type, leadership style, and associated 
leadership skills is paramount. What you know, who you 
know, and, perhaps most importantly, what you know 
about yourself all matter!  3 , 4   This chapter starts the journey 
to understanding yourself. As part of this effort, you can 
work to become a better leader by adding knowledge, 
skills, and abilities to your leadership “toolbox” by 
identifying your strengths, weaknesses, and propensities. 
This is a lifelong endeavor. Just as you have a dominant 
personality type (the personality you naturally have), so 
too do you have a dominant leadership style, a dominant 
conflict management style, and so forth. Even so, you 
can learn, practice, and master other styles, which then 
become part of your repertoire to lead people and manage 

 LeARNiNg OBJeCTiVeS 

1.  Name and describe at least four assessments related to leadership. 

2.  Explain your personality type, leadership style, principles, and foundational skills as informed by leadership and 
leadership-related assessment instruments. 

3.  Produce results of at least four leadership-related assessments, and prepare and apply those results to your leader-
ship persona. 

4.  Identify and distinguish your leadership style, principles, and foundational skills (both strengths and weaknesses) 
based on the results obtained from leadership-related assessment instruments. 

5.  Based on self-assessments of your personality type, leadership style, principles, and foundational skills, devise a plan 
to improve your weaknesses while leveraging or enhancing your strengths. 

6.  Critique and interpret your unique leadership persona, and relate your leadership persona with examples from your 
life experiences. 

resources. Understanding your strengths, weaknesses, and 
propensities is important to enable you to construct your 
leadership plan and model to propel your career. This is 
because even without your understanding them, your 
strengths, weaknesses, and propensities will shape your 
career.  5   Through understanding, you can propel your 
career in the direction best suited to your leadership style. 

 Although there are several personality and diagnostic 
leadership assessments available on the Internet today, 
we have selected four that provide a strong foundation 
of self-awareness. These assessment tests can give you 
insights into the building blocks of personality most 
commonly identified by peers, subordinate employees, and 
supervisors. Additionally, the selected tests are similar to 
those an employer may use as part of the hiring process for 
a new employee. Furthermore, any candidate applying for 
a new position should be ready for the face-to-face and/
or telephone interview. During this conversational part 
of the interview, a candidate should be prepared to share 
personal traits and professional self-assessments with the 
potential employer. These may include issues regarding 
conflict management, decision making, problem solving, 
and creativity. Having a prior foundation of personal self-
assessment and test outcomes will better prepare the candidate 
for not only personal self-awareness but also for how those 
self-assessments can be leveraged for success to a prospective 
employer and his or her organization.  6 , 7   Personality 
testing is used in the workplace to predict work-related 
behaviors; there is also a connection between personality 
traits and emerging leaders.  8   Leadership styles can be related 
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to particular leadership models such as transformational, 
transactional, and structure, relation, and change models. 
Eight personal work traits are important in leadership 
behavior: social ability, emotional intelligence, cooperation, 
perfectionism, endurance, creativity, self-confidence, and 
positive attitude.9

To begin your journey to understanding yourself, 
this chapter introduces a variety of assessment-related 
topics: the Jungian model (based on the research of Carl 
Jung, a notable Swiss psychiatrist and influential scholar 
for his work in personalities in the late nineteenth and 
early twentieth centuries), which many know as the 
Myers–Briggs personality indicator; introvertedness and 
extrovertedness (type A/B personality indicators); creative 
and empirical thinkers (left- and right-brain thinkers); and 
the propensity to lead and learn through visual, auditory, 
reading, or kinesthetic (VARK) constructs. Prior to 
completing the leadership-related assessments, you will 
complete the enneagram diagnostic to discern whether 
your personal motivational objectives mirror those of 
traditional leaders.

The assessments focus on the test taker’s propensity 
and affiliation in relationship to traditional leadership or 
traditional managerial roles. Other assessments provide 
diagnostics that evaluate risk taking, charisma, vision, 
and empirical leadership characteristics. This chapter also 
discusses the constant battle a leader experiences between 
his or her natural predispositions and the precepts taught 
in leadership training and their mechanical execution. 
Although we do not present these tests as a panacea for 
leadership diagnosis, we do suggest that certain ability–
job fit characteristics may become clearer after completing 
these self-assessments.

KnOw thYSeLf: what KinD 
Of LeaDer are YOu?

Newt Gingrich, the former Republican Speaker of the 
U.S. House of Representatives, once said of former 
Democratic President Bill Clinton that he did not like to 
talk with Clinton for too long a period of time, because 
after a while he began to agree with him.10 Although former 
White House Press Secretary George Stephanopoulos 
may have made this comment jovially in his book All Too 
Human, the statement was fundamentally accurate in more 
ways than one. President Clinton was widely admired 
for his natural charisma, political savvy, and social skills 
that inspired followership and easy friendship. The same 
might not be true of his spouse, former Secretary of State 
Hillary Clinton,11 who has grown and matured in political 

creditability through nearly two decades of on-the-job 
leader training coupled with personal and professional 
self-development. What one leader possesses intrinsically 
and naturally, the other honed through application of best 
practices and understanding of leadership styles, principles, 
and skills. In other words, some leaders have natural 
abilities, whereas others must work to learn those abilities.

All leaders, regardless of their natural abilities, 
experience, education, and training, must be aware of their 
own personal areas for improvement so that they can grow 
and become more successful. As a result, we ask you to 
consider the following questions:

•	What kind of leader are you?
•	What are your strengths and weaknesses?
•	Are you aware of how those strengths and weaknesses 

support or fail to support your leadership style?

Traits of Leaders
There is an ongoing debate, within both the literature 
and professional practice, over whether leaders are born 
or made. This argument centers on the premise that those 
qualities that make leaders successful cannot be taught. 
Such qualities might include ambition, motivation, and a 
strong work ethic.

There is a general agreement in the literature that these 
qualities are inherent within individuals who emerge as 
leaders in the organizational workplace. Certainly, many 
great leaders of our time have possessed these qualities. 
However, qualities—or traits—of motivation, ambition, 
and work ethic are difficult to measure by themselves. Most 
often, proxy outcomes are assigned to these qualities as 
justification for their presence. Such proxy variables might 
include education (if the individual is motivated, he or she 
might pursue higher education for an advanced degree), 
number of hours worked, or number of jobs held at one 
time—all of which might lead outside agents to conclude 
that the individual possesses a strong work ethic. Although 
motivation and ambition are certainly good qualities for 
leaders to possess, they are not by themselves precursors to 
successful leader outcomes.

Take, for example, the Ponzi scheme created by former 
tycoon Bernard Madoff.12 Well known as an extremely 
ambitious and motivated individual, Madoff became the 
architect of one of the greatest financial scams in U.S. 
history.13 Clearly, ambition and motivation by themselves 
are not traits of leadership.

Another example might be Adolf Hitler. Using basic 
leadership theories of followership and transformation, 
Hitler might effectively be designated a leader through 
the example of his successful rebuilding of Germany after 
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World War I. Nevertheless, to refer to Hitler as a leader—
after considering the totality of his “work”—is insulting to 
the profession of leadership. No, Hitler does not occupy a 
position in the highly regarded field of leaders. He was, at 
best, a despot and a dictator.14 Leaders must be moral actors.

New leader models have emerged in the field of 
leadership that screen out dictators and despots from the 
honored study of those individuals who have earned the 
designation of leader.

Personality Profiling in Action
From 2004 through 2007, the program director of Baylor 
University’s joint master’s degree in health administration 
(MHA) and business administration (MBA) program 
conducted a series of personality assessments on members 
of the entering graduate class.15,16 One of the personality 
self-assessments was the VARK test.17 This self-completed 
survey provides users with a profile of their unique learning 
preferences. The scores profile an individual as having 
a predisposition for learning through visual, auditory, 
reading/writing, or kinesthetic (i.e., doing) constructs or 
modalities.

In the past, it was suggested that those individuals who 
score low in the auditory predisposition on the VARK 
test may have difficulty in the graduate and postgraduate 
settings, because oral lectures are the preferred method of 
delivering information in the traditional classroom. To test 
this hypothesis, 165 graduate students in Baylor’s MHA/
MBA program (approximately 41 in each class) were 
followed through 4 years of classroom dynamics. Table 2-1 
profiles the outcomes for these graduate students.

Table 2-1 suggests some common traits are associated 
with graduate students selected to attend a traditional full-
time university. Although discrepancies are common, and 
reasonable variance is assumed between scores within the 
bounded rationality of standard personality diagnosis, in 
2006, only two students identified themselves as having 
a preferred learning modality associated with listening 
to lectures (auditory). In the other years, the number 
of auditory learners was consistent and steady over time, 

which suggests this learning style preference might be a 
shared trait among graduate classes in traditional academia. 
Furthermore, the percentage of students who preferred the 
reading/writing and visual styles stayed relatively consistent 
over the years.

The data recorded in 2005 were unique insofar 
as the class had no stabilizers for auditory learning. As a 
result, the class as a whole often became frustrated and 
irascible when faced with the prospect of long lectures. 
The feedback received on end-of-course evaluations for 
professors who refused to change or modify their teaching 
methods from lecture to case study was extremely poor 
(n = 2.8 on a 5-point scale). As the program director, 
Dr. Nick Coppola continually made recommendations to 
the faculty to modify teaching styles for the benefit of the 
class. Those faculty members who modified their teaching 
practices for the second term received significantly higher 
end-of-course evaluations (n = 3.8 on a 5-point scale). 
Those faculty members who did not modify their teaching 
practice continued to receive poor feedback for their 
entire teaching year with those students. Knowing how 
the students learned was helpful to the professors, and it 
made them better educators. Health leaders can apply the 
same information to their leadership styles and adapt their 
message delivery to their subordinates’ propensities.

This small example demonstrates two points. First, 
personality profiling does provide insights into leading 
people that can result in positive outcomes. Second, 
those professors who were savvy and aware of how their 
teaching practice (i.e., their leadership style) was affecting 
the students were able to adapt and modify situations to 
create win–win opportunities for both themselves and the 
students.

The Importance of Understanding 
Personalities in the Workforce
The average worker will change jobs seven to nine times 
over the course of his or her career. The decision to depart a 
current place of employment may be based on advancement 
opportunities or dissatisfaction with the current work 

Table 2-1 VARK Learning Outcomes at Baylor University’s MHA/MBA Program (n = 164)

VARK Test 2004 VARK Test 2005 VARK Test 2006 VARK Test 2007

Aural  9 Aural  2 Aural  9 Aural  9

Kinesthetic (doing)  8 Kinesthetic (doing) 22 Kinesthetic (doing) 12 Kinesthetic (doing) 10

Read/write  8 Read/write 10 Read/write  8 Read/write  8

Visual 18 Visual  9 Visual 11 Visual 12
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environment. Whatever the specific reason given, the 
pursuit of new leadership opportunities is often driven by 
the seeker’s interest in matching his or her educational and 
work history against published criteria about a new job. 
However, matching only past experience and educational 
accomplishments will not produce a positive outcome 
when seeking to match skills with available openings.18

Personality dynamics influence success in the work-
place in many ways. Performance, personal satisfaction, 
and outcomes are all enhanced when the employee and the 
work environment are in alignment—that is, when there 
is synchronization with personality. Synchronization is a 
process that includes many dimensions of an individual’s 
abilities, such as education and experience, ability to learn, 
mental “hard-wiring,” personality archetypes, leadership 
dynamics, and physical abilities.19 Understanding the per-
sonalities of subordinates, peers, and superiors in the health 
organization is important for health leaders. This under-
standing informs the health leader of the expectations of 
others and provides insights into motivation, competitive-
ness, team building, coalition building, and interpersonal 
relationships and communication.

Leadership and Personality 
Self-Assessment
The following section identifies some of the more popular 
personality and leadership self-assessments available on the 
Internet. These sites provide free leadership and personality 
self-assessments that are highly commensurate with many of 
the private and for-profit assessments that can be purchased. 
In fact, for many large for-profit organizations, personality 
screening is a necessary precursor to being offered a 
position in the company. Many large-scale organizations 
have found that a basic interview and reference checking 
are just small parts of a larger interview process. Personality 
assessment via computerized testing is becoming more 
common, as organizations have realized that nearly 
all references provided by candidates result in positive 
narratives. Additionally, a favorable half-day interview may 
not provide the organization with a complete picture of the 
individual’s predisposition for participatory, autocratic, and 
authoritarian leadership styles or level of mastery of critical 
leadership skills such as communication.

Many organizations are weary of the litigation potential 
when an individual is hired, only to be terminated for failing 
to get along with coworkers or adapt to existing workplace 
dynamics. As a result, personality self-assessment has 
become a piece of the overall picture of the job candidate 
developed by organizations prior to making a final offer of 
employment. As such, it is incumbent on early careerists to 

not only become aware of their own personality archetype 
but also to gain some experience with personality 
assessment prior to any real-world screening process so that 
nervousness and second guessing do not occur during the 
actual corporate screening process.

Upon completing each of these personality diagnostics, 
the test taker is supplied with a free assessment of his or her 
scores by the hosting website. Although there are often no 
right or wrong answers, and all tests are subject to issues 
of reliability and validity, many of these assessments, if 
taken consistently over the period of weeks or months, will 
provide similar responses over time.

Drs. Ledlow and Stephens suggest that in the univer-
sity course setting, four to six self-assessments should be 
completed, based on the learning outcomes of the course. 
Upon completing these assessments, you should write a 
two- to three-page integrated self-assessment based on the 
diagnostic outcomes. This essay should list professional 
strengths for the career field that the test taker is about 
to enter, as well as areas of potential professional devel-
opment where weaknesses are identified. One last note: 
Everyone—leader and follower alike—has weaknesses and 
areas of career and professional performance that can be 
improved.

The following section is exciting and fun but can also be 
scary and anxiety provoking. The goal is to “know thyself” 
as a health leader and to learn to identify and leverage your 
strengths while shoring up your weaknesses to create more 
potential for great leadership—your great leadership—in 
the health industry. The assessments can be found at the 
reference attached to each section’s heading.

LeaDerShip anD 
perSOnaLitY aSSeSSmentS

Emotional Intelligence20

Emotional intelligence (EI) is the subset of social 
intelligence that involves the ability to monitor one’s own 
and others’ feelings and emotions, to discriminate among 
them, and to use this information to guide one’s thinking 
and actions. “This big idea is that success in work and life 
depends on more than just the basic cognitive abilities 
typically measured by IQ tests and related measures; it also 
depends on a number of personal qualities that involve the 
perception, understanding, and regulation of emotion.”21 
Two pieces of EI are energy and maturity. Energy is the 
liveliness and stamina with which people approach their 
work. Maturity is described as people’s refinement, social 
graces, tact, capacity to grow and change, and ability 
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to interpret signals from others. Both of these elements 
contribute to EI. It is important to be aware of your inner 
emotional self so that you can conduct yourself in the best 
manner when managing others.22

EI is one of the more difficult concepts for individuals 
to understand, improve, and master. It is based on a variety 
of nonintellectual factors that can influence behavior. Some 
leaders are unaware of how their EI affects their superiors 
and subordinates. In fact, many individuals will reassign 
negative outcomes and behaviors to those around them and 
be completely unaware of their personal effect on others’ 
actions.23,24

EI is a relatively new concept in leadership, having 
only been studied since the early 1980s.25 Many definitions 
of EI can be found in the literature. Notably, the Institute 
for Health and Human Potential defines EI as the ability 
or capacity to perceive, assess, and manage the emotions 
of oneself and of others. EI might also be thought of as 
having “street smarts.” Street smarts are those character-
istics most often possessed by highly charismatic leaders 
that allow them to exercise savvy and poise in control-
ling relationships among outside agents and stakeholders. 
Executives possessing this ability have a better under-
standing of how to manage the complex relationships in 
teams and foster positive relationships with rivals while 
attaining control and collegiality among organization 
members. Fostering EI in organizations and teams is an 
essential factor in successful organizations and should not 
be overlooked.26

The four salient constructs of the emotional intelligence 
model are (1) self-awareness, (2) self-management, (3) social 
awareness, and (4) social skills.27 These constructs are 
slanted toward the relational or “art” aspect of leadership. 
At the same time, these constructs can and should merge 
to form a secondary level of “intelligence” that is ever 
present and that monitors the technical and relationship 
orientations of the leader. Conscious engagement and 
mastery leads to subconscious implementation; this is the 
internal gyroscope that many successful leaders learn to 
depend on. “Those who use the emotional intelligence 
framework to guide their thoughts and actions may find 
it easier to create trust in relationships, harness energy 
under pressure, and sharpen their ability to make sound 
decisions—in other words, they increase their potential 
for success in the workplace.”28 The dynamic culture 
leader connects the four EI constructs with this “internal 
gyroscope” to analyze him- or herself and the organization 
and to merge the appropriate levels of science and art in 
creating an organizational culture that can withstand ever-
changing environmental challenges.29

Social Competence and Locus 
of Control
The other important skill area to develop is social 
competence, which includes such attributes as social 
awareness, collaboration, empathy, and teamwork. 
Dye suggests that in order for EI to flourish, an early 
careerist needs to take an integrated approach to self-
awareness, which includes drawing simultaneously from 
both social and personal outcomes and experiences.30 
The key, then, is to cultivate and sustain a high level 
of both personal and social competence and then 
to develop strategies for identifying and responding 
appropriately to behavioral patterns in the environment. 
This is done through personal self-perspective by 
simply monitoring reactions and emotions in the 
environment and leveraging personal behavior and 
visceral instincts accordingly. These efforts can also be 
gauged by interpreting the reactions of those around 
you. For example, each workplace develops a certain 
tone and tenor based on the personnel who work there. 
Some may respond in unexpected ways consistent 
with certain styles and behaviors of management. The 
socially competent leader will know how to adjust his 
or her level of autocratic, intimate, participative, and 
interpersonal communication with others in a manner 
that predicts and fosters workplace behavior over time. 
This reflects what is called locus of control.

Persons with a high locus of control are able to process, 
receive, and transmit information absent of emotional 
content. For example, an individual who worked very hard 
on a business case analysis that was not approved by his or 
her boss during a large staff meeting should refrain from 
an emotional outburst in front of other staff members. 
Likewise, leaders with a high locus of control would refrain 
from displaying a threatening demeanor when asked to 
support positions of contention in an organization where 
subordinate employees have a differing opinion.

Within the health professions, having a high locus of 
control can be important when discussing such volatile 
issues as end-of-life care and right-to-life issues. Leaders 
in the health profession must possess the sensitivity to 
recognize certain intangible elements in bio- and clinical 
ethics that are both ineffable and important to the success 
of a nonpartisan leadership.

Although seemingly suggesting “common-sense” 
workplace activities, leaders who fail to maintain a high 
locus of control and control their instinctive emotions 
eventually can become workplace hazards to themselves 
and the employees they supervise.
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Hemisphere Dominance31

The hemisphere dominance personality assessment indicates 
the brain hemisphere (right or left) that dominates in the 
test taker. Most professionals are aware there is a dominant 
side of the brain; however, these same professionals are 
often unaware of the influence this hardwiring has on the 
day-to-day activities of professional performance. For 
example, “right-brained” individuals tend to be more 
creative. Professionals with dominant right brains may 
be best suited for creating new product and service lines, 
developing long-range strategic plans, and forecasting 
threats on the environmental horizon. In contrast, “left-
brained” individuals are more detail oriented, methodical, 
and calculating. They prefer implementing strategic plans 
to developing them. Although it is difficult to change one’s 
predisposition for creativeness versus detail orientation, 
creative thinkers can make specific adjustments in their 
daily business of work to become more organized, whereas 
more concrete thinkers can exercise creative elements of 
their brain by engaging in more creative arts such as writing, 
music, or painting.

Jungian Assessments32

Scholars have suggested that all individuals are born with 
a personality archetype. Over the years, family, society, 
and the environment all exert influences on this archetype. 
Working professionals should be aware of their natural 
predispositions (as measured by Jungian assessments) so 
that certain characteristics can be leveraged or weaknesses 
avoided. The most popular assessment of this kind is 
the Myers–Briggs Type Indicator (MBTI), which has 
been a reliable source of documenting personality since 
World War  II. The MBTI focuses on four dimensions 
of personality: extraversion or introversion, sensing or 
intuition, thinking or feeling, and judging or perceiving;33–36 
“[T]he four opposing dimensions are extroversion-
introversion, sensation-intuition, thinking-feeling, and 
judgment-perception.”37 (Two preferences are identified 
in each dimension.) The MBTI results indicate the test 
taker’s preferred style and remain fairly stable throughout 
a person’s career.

Extroverts prefer the company and collaboration of 
teams, whereas introverts prefer comfort zones that involve 
the interaction of just a few people. Extroverts tend to be 
“charged” by other people and interaction with others, 
whereas introverts tend to be “charged” by quiet reflection 
and isolated activities. Extroverts can be alone and function 
very well, just as introverts can be with other people for long 

periods and function very well. Extroverts tend to be more 
assertive, whereas introverts have refined listening skills.

Sensing individuals seek empirical affirmation from 
the environment—that is, reassurance that history plays a 
critical role in today’s decision and will impact tomorrow. 
Intuitive personality types prefer more latent cues from 
the environment for decision making and, at the extreme, 
ignore the past.

Thinking individuals tend to be very strong at execu-
tion, whereas the strength of feeling individuals resides 
with interaction. Logic and cause-and-effect reasoning are 
valued by the thinking profile, whereas emotion and the 
impact of decisions on the organization are important to 
the feeling-oriented individual.

Judging people carefully weigh all of the options and 
alternatives. They tend to be more structured in their 
approaches to implementation. In contrast, perceiving indi-
viduals find confidence in their own heuristics (rules of 
thumb with which to make decisions) and prior knowl-
edge for decision making. Perceiving individuals tend to be 
more spontaneous.

Type A and B Personality 
Indicators38

In the 1940s and 1950s, when personality archetypes 
and behavior theories were emerging as seminal fields of 
study to add to the trait theory literature, it was posited 
that people were hardwired to fit into one of three neat, 
clear-cut predispositions for the purposes of personality 
classification—namely, Type A, Type B, and Type A/B 
individuals.39

Type A individuals are competitive, inquisitive, and 
easily bored with routine; they have a “short fuse,” often 
feel impatient, and may be aggressive. These individuals 
may also have a difficult time relaxing, staying focused on 
details, and maintaining stability in any one place for long 
periods of time. Type B people are the direct opposite: They 
can relax easily, tend to maintain focus on activities and 
projects, see stability as comforting, and can be perceived 
as more social and easygoing.40 Type A/B individuals 
may present characteristics of both personality traits and 
present characteristics in either dimension depending 
on environment, circumstance, and mood. Type A/B 
personalities are said to be balanced personalities and can 
find comfort in a variety of situations.

Although there is no direct evidence that any of the 
personal predispositions aids in leadership development 
and success, a growing body of work suggests that Type 
A individuals have higher burnout and mortality rates.41 
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There is general agreement in the literature that individuals 
are predisposed to present behaviors in either the Type A 
or B modality. Even so, it may be possible for individuals 
to switch over and mimic personality characteristics and 
behaviors of the other dynamic based on their education, 
work stimulus, and coping skills.

Knowing which archetype best defines an individual 
creates leverage in the workplace. Successful Type B 
individuals will know when to “turn on” and become 
excited and committed to projects and ventures. This 
posture can be mimicked until the work is completed. 
Likewise, Type A individuals can present a high locus of 
control and know when to mitigate their own emotions 
and instincts to perform more cooperatively in group work 
and interdisciplinary team dynamics.

The VARK Test42

As mentioned earlier in this chapter, a VARK assessment 
provides insight into an individual’s predisposition toward 
a particular learning style. Most people have a dominant 
learning style, a secondary style, a tertiary style, and a 
least preferred style. Some individuals may also have high 
abilities in more than one style. Although the VARK test 
may seem somewhat oriented to university education, 
all organizations have a set of continuing education 
and professional development competencies that must 
be achieved for an individual to advance or maintain 
employment in the workplace. By knowing which specific 
modality fosters a higher learning outcome for him- or 
herself, an individual can maximize use of his or her 
discretionary time to focus on those events that promote 
the greatest transfer of information. Such examples of 
different professional development activities might include 
on-site conferences, webinars, distance learning, traditional 
education, and personal self-development through reading, 
listening to audiobooks, or working on computer-based 
problems or games.

Although learning styles change over time, prudent 
early careerists will conduct a personal self-assessment of 
their own preferred learning modality. It is important for 
young leaders to know that potential organizations may or 
may not appreciate individual learning styles. For example, 
if an individual is an auditory learner in an organization 
that emphasizes verbal communication, the probability 
for successful synchronization between that individual 
and the organization should be enhanced. Conversely, an 
auditory learner in an environment where mass reading 
of policy and procedure statements is necessary may not 
fare as well. Thus health leaders should be aware of their 
preferred methods of learning—that is, whether they 

emphasize visual, aural, reading, or kinesthetic traits. 
Other assessments use the terms visual verbal (reading), 
visual nonverbal (“visual” referring to pictures, figures, and 
graphs), auditory (aural), and learning by doing (kinesthetic) 
to describe the learning style preferences. Collectively, 
these characteristics are referred to as VARK.43,44 Visual 
learners prefer graphs, pictures, and flowcharts to help 
them understand complex phenomena. These learners 
feel most comfortable surrounded by blueprints and 
matrixes but may be distracted by debates and decision 
discussions.

Aural learners are stimulated by conversation and 
debate. These learners may often be more interested in the 
discussion of decision making than decision making itself. 
They “think out loud” and may often use other employees 
as sounding boards for new ideas.

Reading and writing (R/W) learning preference is a com-
mon characteristic among healthcare executives. These 
individuals prefer cross-referencing written material, writ-
ing summaries, and emailing thoughts. They do well with 
complex tasks and multitasking.

Kinesthetic learners require practical exercises, a hands-on 
approach, or meticulous simulation to learn efficiently. These 
learners prefer learning through experience to alternative 
preparatory methods. However, they are rapid processors 
of information in an on-the-job environment. Kinesthetic 
learners are also more comfortable with ambiguity.

The New Enneagram Test45

Enneagrams are said to be natural encodings in the neural 
tissue of the brain that provide a physical predisposition to 
behave in a certain way based on environmental stimulus. 
Similar to left- and right-brain dominance, the way in 
which each brain forms relationships within itself to process 
information is unique.46 As a result, it is incumbent on 
health leaders to be aware of these visceral tendencies to see 
if there is any opportunity for professional development or 
self-awareness.

Enneagrams identify the test taker’s natural inclination 
toward behavior. The results can be classified into nine 
primary constructs or types: Reformer, Helper, Motivator, 
Romantic, Thinker, Skeptic, Adventurer, Leader, and 
Peacemaker.47–51

The Reformer is the perfectionist and obedient child 
who must do everything right. Individuals with this 
tendency prefer that others get along with them and prefer 
to dictate terms in groups and interdisciplinary teams. This 
behavior stands in contrast to that of the Helper, who will 
seek to engage in supportive relationships with others to 
gain favor and acceptance.
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The Motivator is the high achiever who seeks to pull 
those around him or her toward success. The Motivator 
may not try to conform those around him or her to his 
or her own standards of excellence; rather, the Motivator 
will pull those in his or her inner circle toward goals and 
objectives.

The Romantic strives for warm and collegial connections 
with those in the workplace. Words of approbation are 
very important to the Romantic, because individuals 
with this tendency do not thrive in a critical atmosphere. 
The Romantic may work well in small groups of known 
colleagues but may have difficulty in new environments.

The Thinker sees the world as “overstimulating” and 
confusing and will need privacy to contemplate actions 
in the environment. Type B personalities are most often 
Thinkers. Thinkers will often be plainspoken and direct, 
and they sometimes communicate without tact. However, 
they are often detail oriented and factually accurate. They 
leave little room for discrepancy or speculation. When 
a Thinker finally speaks, there often is little room for 
alternative positions and opinions.

The Skeptic is eager to investigate life and propositions. 
Skeptics, sometimes called “Challengers,” have a great lust 
for life and a keen intellectual curiosity. They are most 
often Type A archetypes, challenge institutionalism, and 
may demonstrate creative and right-brain thinking. At the 
same time, they have a need for social integration and can 
be tactful and wary of irritating relationships.

The Adventurer wants excitement, pleasure, and fun. 
Individuals in this category see work as a game; however, 
they can have difficulty organizing activities and projects 
themselves. They prefer stimulating conversation to the 
labor of work, and they prefer to be the center of attention 
without taking responsibility. The Adventurer is an odd 
mix of a charismatic personality coupled with a degree of 
avoidance behavior. He or she may be the “idea person” in 
the organization who wants someone else to produce the 
concepts that he or she has suggested. A difficult archetype 
to pin down, the Adventurer may succeed best when 
surrounded by talented subordinate personnel.

The Leader archetype is not always presented in some 
assessments, because researchers believe that the leadership 
construct is a composite of several modalities coupled 
with environmental opportunities. However, in many 
enneagram tests, the Leader may not be the individual 
who inspires followership or who occupies a director role 
in project management; rather, the Leader in this case may 
be called the “Asserter.” Asserters have strong personalities 
and are direct, self-reliant, and seemingly unfettered by 
the opinions of those around them. At the same time, the 
Leader can be supportive of those close to him or her.

Peacemakers do not want to be part of the spotlight, 
nor do they think of themselves as important or special to 
the group dynamic. They tend to avoid prominent lead-
ership roles and prefer to “hide in plain sight” by neither 
confronting antagonists nor supporting commonly agreed-
upon direction. Far from being lazy, the Peacemaker can 
provide a neutral sense of direction between competing 
priorities and introduce new ones if carefully coddled and 
treated well within the group dynamic.

Dynamic Culture Leadership 
Alignment Assessment52

Individual assessment is important, as is a leadership team 
evaluation. An accurate assessment can yield many positive 
results, including the ability of the team to better align 
itself to bring real diversity of style, skills, experience, and 
abilities into the health organization. In this model, cultural 
and individual diversity are valued because they enable the 
organization to better respond to dynamic organizational 
and external environments. A diverse leadership team 
brings robustness to solving organizational problems, as 
long as focus and adherence to team goals are maintained.

An assessment that looks at leadership as a team—
across organizational levels, operating environments, and 
external environment needs—is especially valuable.53 This 
assessment intends to evaluate the leadership styles and 
propensities of the leadership group of an organization, the 
organization’s operating style, and the perceived external 
environment expectations of the organization. It can also be 
used as an individual assessment for leadership, management, 
technical (science) and art (relationships) propensities, 
communication, planning, decision alignment, employee 
enhancement, and knowledge management constructs.

Figures 2-1 and 2-2 illustrate the use of such an 
assessment tool for a leadership team of a hospital. Two 
continua are defined: leadership–management and science–
art. The leadership–management continuum provides a 
method to quantify a person’s propensity for leadership 
behaviors/functions or management behaviors/functions. 
The science–art continuum assesses leaders in terms of 
their preferences for technical skills and abilities (science), 
such as forecasting, analysis, budgeting, decision making, 
and related capabilities, by comparing them to relational 
skills and abilities (art), such as interpersonal relationships, 
team building, and related capabilities.

The reliability of the assessment tool and model is 
moderately strong in Figures 2-1 and 2-2, which illustrate 
the results with a sample size of 85 leaders from four 
different hospitals, two different university colleges, and 
a U.S. Army Medical Department Regional Command 
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FigURe 2-1 Dynamic culture leadership assessment: Community hospital leadership team style.
Ledlow, G., & Cwiek, M. (2005). The process of leading: Assessment and comparison of leadership team style, operating climate and expectation of the external 
environment. Proceedings of Global Business and Technology Association. Lisbon, Portugal: Global Business and Technology Association.

FigURe 2-2 Dynamic culture leadership assessment: Comparison of leadership team style, operating style, and external 
environment requirements for a community hospital.
Ledlow, G., & Cwiek, M. (2005). The process of leading: Assessment and comparison of leadership team style, operating climate and expectation of the external 
environment. Proceedings of Global Business and Technology Association. Lisbon, Portugal: Global Business and Technology Association.
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(Department of Defense). Graduate students (a total of 58) 
have taken this assessment as well. Thus the total number 
taking this assessment for purposes of internal reliability is n =  
143. Although this is not a very large number, early results 
with this tool appear promising. The preliminary internal 

reliability and internal consistency measures are near or 
above reasonable levels; for example, Cronbach’s coefficient 
alpha measures were between 0.68 and 0.89 (where 0.7 is 
reasonable for the social sciences and 0.77 is strong or good) 
for the constructs of the model.
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Studer Group54

The Studer Group is a leadership and organizational 
consulting firm with a large hospital clientele. The Leader 
as Coach assessment is a quick evaluation of the test taker’s 
coaching propensity. The test instrument groups the 
assessment outcomes into one of three categories: high, 
middle, or low coaching capability.

Other Leadership Assessments
Many other leadership and leadership-related assessments 
are available on the Web; however, health leaders must be 
able to separate research-based assessments from those that 
are not empirically based. Does the assessment discuss or 
reveal internal consistency or reliability measures such as 
Cronbach’s coefficient alpha (where 0.7 is reasonable, 0.77 
is good, 0.8 to 0.89 is very good, and 0.9 and higher is 
excellent) or other measures of the assessment’s credibility? 
Does the assessment have ecological validity or does it make 
sense or justify the real world?

Another way to look at the value of an assessment tool 
is in terms of its usefulness. An assessment’s usefulness is 
in question if decisions, increased knowledge, or increased 
self-awareness cannot be achieved through use of the 
assessment. Of course, some assessments are wonderful as 
“ice breakers” to get subordinates, peers, superiors, and 
multilevel groups to talk about themselves and learn about 
others with whom they work in the health organization. 
Some assessments are great ways to encourage people to 
open up at meetings where they do not know one another 
very well, for early stages of team building, and other group 
activities where people must “gel” to accomplish a task or 
a set of tasks.

Can you distinguish research-based assessments and 
useful assessments from fun or icebreaker assessments? The 
following assessments are presented for your review.

Leadership Diagnostics55

This assessment is more speculative in nature. It evaluates 
a leader’s potential to be a “twenty-first-century leader” 
based on several constructs such as team building.

Anthony J. Mayo56

This assessment determines whether the test taker is one of 
three leadership types: the entrepreneur, the manager, or 
the charismatic. Based on a book about brilliant leaders, it 
compares the test taker to successful contemporary leaders 
from several industries.

Dale Kurow57

This assessment evaluates leadership skills from a direct 
superior-to-subordinate basis. Also, individual leadership 
questions support the evaluation for this dichotomous 
assessment.

Price Group58

Are you more of a leader or a manager? This assessment 
tries to answer this question based on a series of skills- and 
actions-based questions.

the reLatiOnShip Between 
perSOnaLitY arChetYpe 
anD LeaDerShip

The research is in agreement that personality archetypes 
do affect leadership style, success, and outcomes in the 
workplace.59–61 Although difficult to manage without a 
high degree of self-awareness, the first step in any leadership 
development process is to recognize potential weaknesses 
or areas for improvement. Some of this understanding will 
come with experience. Other professional development 
areas will present themselves with personal self-recognition. 
This chapter has provided some tools for the latter kind of 
diagnosis.

By the time many students get to college, they have 
already established certain predispositions toward one 
or more of the personality archetypes presented in this 
text. Simple predispositions may be perceived as habits 
at first, such as reading alone or studying to music. These 
habits, or preferred predispositions, may provide clues to 
early discovery of mental hardwiring. Social networking 
and competing in sports and intramurals may suggest a 
tendency toward Type A behavior, whereas preferring 
the company of small groups of intimate friends and 
social clubs may suggest a predisposition for Type B 
behaviors.

If an individual aspires to become a CEO of a large and 
munificent healthcare organization and is predisposed to 
Type B personality traits, he or she must either reconsider 
entering a career field where high external presence is 
mandatory or gradually exercise those areas of his or her 
personality that may be lying dormant but are open to 
cultivation. Remember, leadership styles, knowledge, skills, 
and abilities can be learned as well as enhanced. Malcolm 
Gladwell, in his book Outliers: The Story of Success, suggests 
that 10,000 hours of practice, experience, trial and error, 
and self-discovery are required to become a master or an 
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expert in anything, with rare exception to this standard.62 
Gladwell also states that the average graduate student has 
an intelligence quotient (IQ) of 115 or higher63; this point 
suggests that you are intellectually poised to learn and 
master health leadership whether you are innately gifted or 
just willing to learn.

StrateGieS tO maXimiZe 
YOur nature-VerSuS-
nurture LeaDerShip 
State Of BeinG

Numerous strategies are available to early careerists to 
help them cultivate dormant personality capabilities. For 
example, joining professional organizations is critical for 
success, because they provide opportunities for exercising 
leadership skills in closed and friendly environments that 
may not have direct visibility in the workplace. For instance, 
if an individual is predisposed to be a Skeptic, volunteering 
to support a continuing health education event with a local 
professional organization can provide the opportunity to 
be a Follower without the pressure of being scrutinized 
in terms of professional outcomes that may end up in a 
performance appraisal in the workplace. The classroom 
setting is uniquely suited for trial and error; mistakes are 
used to learn and improve rather than having negative career 
implications. Take advantage of the classroom environment 
to practice leadership by volunteering for group leader 
roles, community service project leadership, and similar 
opportunities. Find ways to lead people in a useful endeavor 
and to manage resources in useful endeavors; build up your 
experience to achieve the 10,000 hours of practice!

Within the workplace, early careerists can seek out 
professional mentors who are not in their direct supervisory 
chain to provide both education and candid professional 
development advice from a nonperformance-appraisal 
perspective. Although joining a professional organization 
may provide an opportunity for mentorship, many large 
organizations now have formal mentor programs where 
mentees can be paired up with volunteer mentors in a 
structured environment.

Self-development and self-directed learning may be 
the easiest method for individuals to gain a perspective on 
how to develop and cultivate dormant leader traits. Many 
professional development books include self-diagnostic scales 
that provide tools and strategies to augment leader skills.

Finally, the value of self-awareness and acceptance 
cannot be underscored enough in this chapter. Although 
none of the assessments in this chapter is by itself a 100% 

valid and reliable predictor of personality traits and 
leadership skills, each should be considered one part in 
your personal puzzle. The synthesis of these assessments 
should form an initial picture of your current situation—a 
situation you can improve and develop into becoming a 
great health leader. To ignore these assessments because you 
are not pleased with the outcome is essentially tantamount 
to ignoring your own potential.

uSinG what YOu Learn 
aBOut YOurSeLf

What do you do once you learn about your personality, 
your strengths, and your weaknesses? The important reality 
is this: You can learn, adapt, improve, and change to be a 
better leader. Several theories and models, presented in this 
text, can help you develop a plan to become a better leader; 
in essence, that is what this text is about. It is about assisting 
you to be a better leader. For example, goal-setting theory is 
a great framework to use to set goals for yourself, and your 
motivation will spur you on to achieve your goals. Another 
theory, the theory of planned behavior (TPB), is a framework 
to assist you in improving, once you know yourself.

TPB was proposed by Icek Ajzen in 1985 in his article 
“From Intentions to Actions: A Theory of Planned Behavior.” 
According to the theory, human action is guided by three 
kinds of considerations: beliefs about the likely outcomes 
of the behavior and the evaluations of these outcomes 
(behavioral beliefs), beliefs about the normative expectations 
of others and motivation to comply with these expectations 
(normative beliefs), and beliefs about the presence of factors 
that may facilitate or impede performance of the behavior 
and  the perceived power of these factors (control beliefs).64 
The theory was developed from the theory of reasoned action, 
which was proposed by Martin Fishbein together with Icek 
Ajzen in 1975. This theory was grounded in models dealing 
with attitudes such as learning theories, expectancy-value 
theories, consistency theories, and attribution theory.65 The 
addition of the construct of perception of behavioral control 
differentiates the theory of reasoned action from TPB. Ajzen’s 
three considerations are crucial in improvement (including self-
improvement, as is the context in this chapter), leading projects, 
and directing programs when changing people’s behavior.66

In order to apply TPB to your leadership improvement 
project, the key constructs or concepts are salient. The 
theory of planned behavior helps to clarify how to change 
the behavior of people. TPB predicts deliberate behavior, 
because behavior can be deliberative and planned as 
opposed to purely spontaneous.67 As shown in Figure 2-3, 
TPB posits that individual behavior is driven by behavioral 
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intentions, where behavioral intentions are a function of 
an individual’s attitude toward the behavior, the subjective 
norms surrounding the performance of the behavior, and 
the individual’s perception of the ease with which the 
behavior can be performed (behavioral control). Attitude 
toward the behavior is the individual’s positive or negative 
feelings about performing a behavior. The subjective norm 
is an individual’s perception of whether people important 
to the individual think the behavior should be performed. 
Behavioral control is defined as one’s perception of the 
difficulty of performing a behavior.68 Goal-setting theory 
can reinforce TPB by setting goals to obtain a specific 
behavior within an organization, whether it be a health 

behavior, human actions, or adopting a new technology, or a 
way of improving yourself and your leadership competence, 
styles, or behaviors. Basically, once you determine what to 
improve, you determine how to improve, surround yourself 
with those leaders who can reinforce your improvement 
plan, and implement your improvement plan. That is, in 
essence, the theory of planned behavior.

In applying the theory of planned behavior, identify 
your attitudes, the subjective norms (of your colleagues that 
influence you), and your perceived behavioral control, and 
then devise an improvement plan. Once you have a plan 
and goals, work toward achieving your goals. Knowing 
yourself is the first step.

SummarY

This chapter provided a small sample of minimal diagnostic 
self-examinations that provide usable information for 
professional development in a course setting. Although the 
authors do not recommend taking all of these assessments, 
when completed under the supervision of your course 
director, these evaluations will support the learning 
outcomes of your program.

Following successful completion of several of these 
assessments, you should conduct an analysis and look for trends 
and patterns that may reveal areas of personality dominance or 
personality void. You may then write a paper integrating your 
personal findings into one composite essay. The final essay 

should include a personal plan to hone existing traits while also 
cultivating knowledge, skills, and abilities that may present 
themselves for development later. Ideally, the course director, 
executive in residence, or professional community leader will 
sit down with each student and provide a mentoring session 
aimed at leadership and career success.

Strong personalities with high levels of education 
dominate the health environment. As a person progresses 
up the corporate ladder, he or she will encounter new and 
different personality types at all levels. Leaders will most 
likely have to develop different personality skill sets to foster 
and cultivate relationships in the various environments 

FigURe 2-3 Theory of planned behavior.
Reprinted from Organizational Behavior and Human Decision Processes, 50, Ajzen, I. (1991). The theory of planned behavior, Pages 179-211, Copyright 1991, with permission 
from Elsevier.
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in which they work. Traits associated with all types of 
leadership roles include integrity, honesty, the development 
of goals, and motivational skills.69 Knowing oneself will 
provide an edge for success and a platform for improvement 

and mastery of leadership. Lastly, the theory of planned 
behavior provides a framework to think about, plan, and 
then improve your leadership behaviors, competencies, 
and ultimately, your organization’s performance.

DiSCuSSiOn QueStiOnS

1. Describe four leadership, leadership-related, or per-
sonality assessments that were most informative for 
you. Did other students select the same assessments? 
Why or why not?

2. Distinguish the various typologies (categories) used 
in personality assessments and personality archetype 
assessments, and explain the differences associated 
with the various types.

3. Relate two or more assessments from this chapter to 
your personal situation: Were the assessment results 
complementary or contradictory? Why do you think 
these results occurred?

4. From the assessments (two or more), identify the 
health leader most appealing to you (a real leader or 
a fictitious one whom you create). Using the assess-
ments’ constructs and typologies, why is that health 
leader appealing?

5. Compile and categorize your assessment results, 
summarize the results, and tell the group your plan 
for leadership mastery.

6. Appraise the empirical strength of the various assess-
ment instruments, critique two or more assessments, 
and justify your critique.

eXerCiSeS

1. In two pages or less, name and describe at least four 
assessments related to leadership you used.

2. In a three-page essay, explain your leadership style, 
principles, and foundational skills as related to lead-
ership assessment instruments, using at least four 
assessments.

3. Produce results of at least four leadership-related 
assessments, apply those results to your leadership 
persona, and attach the results to your three-page 
essay from Exercise 2.

4. In a two-page document attached to your essay and 
results document, identify and distinguish your 
leadership style, principles, and foundational skills 
strengths and weaknesses based on your leadership-
related assessments’ results.

5. Based on self-assessments of your personality style, 
leadership style, principles, and foundational skills, 
devise a plan to improve your weaknesses while 
leveraging or enhancing your strengths. Add this 
work to your essay, results, and strengths and weak-
nesses document.

6. In a two- to three-page document, critique and 
interpret your unique leadership persona, and relate 
your leadership persona to examples from your 
life experiences. Attach this work to your previ-
ous work. Return to and read this document once 
a month until you have achieved your goals for 
improving your leadership capabilities.
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