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Leadership Equity Assessment™

Introduction to Leadership Equity Assessment™ (LEA)
This report contains your personal results from Test Company Inc.’s second Leadership Equity Assessment™.
Leadership Equity Assessment™ is based on 13 statements concerning people’s daily work that your direct
reports have answered by expressing their level of agreement with each statement. The score on the 13
statements shows to what extent your direct reports perceive that they have the right working conditions for
creating excellent results.
Although the 13 statements are labeled "leadership competencies" the results in this report are not a personal
assessment of you as a manager. We used the term leadership competencies to stress the point that one of your
primary responsibilities as a manager is to continuously develop your direct reports’ conditions for creating
results, and that the ability to facilitate this continuous improvement depends on your leadership competencies,
and the way you put your competencies into action.
The 13 statements assess four basic work conditions (LEA building blocks):

•

Foundation:
4 statements focusing on strengths, feedback,
expectations and resources.

•

Drive:
3 statements focusing on an autonomy, purpose and
mastery.

•

Development:
3 statements focusing on innovation, review and
execution.

•

Relations:
3 statements focusing on respect, followership and
helping.

Table of contents in the LEA report
The LEA report contains the following:
Page 2: Introduction
Page 3: General user guidelines
Pages 4 and 5: Results overview
Pages 6 to 31: Results on each of the 13 LEA statements
Page 32- : Written comments from your direct reports
Last pages: Presentation guidelines and tools for categorizing the results.
This report is personal and may not be copied and/or distributed by anyone other than the client organization
and the report owner named at the front page.
LEA is based on extensive research published by a wide variety of authors. The LEA measurement tool is
developed by Leadership Equity, Denmark, and has subsequently been validated by Professor, Ph.D. Jakob K.
Eskildsen, The Aarhus School of Business, University of Aarhus, Denmark.
Leadership Equity Assessment™ is a registered trademark of Leadership Equity Inc. All rights reserved.
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Leadership Equity Assessment™
Understanding the results
The report provides the following results:
Benchmark:
The Benchmark represents the average results from Test Company Inc..
Direct reports:
Direct reports’ assessment is the combined results of all of your direct reports.
Manager’s self-assessment:
The self assessment section is based on the 13 questions you answered as a manager.
All answers given by your direct
reports as well as your own self
assessment have been converted into
index values based on the method
illustrated on the right.

General guidelines on how to use the LEA report
The LEA report consists of over 30 pages of text and graphics. We suggest you begin by focusing on
understanding the following six key points:
1. The LEA index
2. Your scores on the four building blocks (Foundation, Drive, Development and Relations)
3. Index values on each statement
4. Benchmark score on each statement
5. Perception Window
6. Development over time
When you have read and understood your results on the above, we suggest you look into the individual LEA
statements on pages 6 – 31 to check the answer distribution to better understand each statement and your
results.
From page 32 onwards, you’ll find comments from your direct reports. These comments usually help you as a
manager to better understand the index value on a specific statement.
The final pages of the report consist of tools to help you analyze, prioritize and present the results for your direct
reports, and involve them in this process.
Choose no more than 3 action points to work on until the next survey.
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Your overall LEA Index
The overall LEA Index is calculated
as the average response to the 13
leadership competencies. An index
of 100 is the maximum.
69

Index above 70 is considered
strong.

69

Index between 50 and 70 is neutral.

Direct Reports

Benchmark

Index below 50 indicates an
important improvement area with
big potential for growth.

The four LEA building blocks
The 13 statements relate to the four LEA building blocks. An
index is calculated for each building block based on the 3-4
statements relating to that specific LEA statement.
The “Foundation” measures your direct reports perception of
strength utilization, feedback culture, clarity of job expectations
and resource availability. A Foundation index below 70
indicates that you need to improve the Foundation before you
focus on drive, development and relations.
If the Foundation is strong (index +70) then direct your
attention to improving Drive, Development or Relations.

Development over time
The graph shows how your overall LEA Index develops over
time. The baseline represents the first survey.
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The 13 Leadership Competencies
1

3

At work, I make full use of my strengths and
competencies.
At work, I get positive feedback and recognition
almost every day.
I know exactly what is expected of me in my job.

4

At work, I have the tools and information I need.

5

The influence I have on my daily work motivates
me.
The work I do is extremely meaningful to me.

2

6
7

My job gives me the opportunity to become
really competent at something that interests me.

8

The people at work inspire me to learn and
improve.
At work, I regularly discuss and review my
development.
At work, I have the opportunity to apply new
competencies and skills.

9
10
11
12
13

The people I work with treat each other with
respect and compassion.
The people I work with actively support the
decisions we make.
The people I work with can always count on each
other for help.

Perception Window
The Perception Window shows your direct reports’ assessment compared to your own self-assessment.
Known strength:
You and your direct reports both perceive these areas
as strengths. Maintain your present focus.
Known potential:
You and your direct reports agree that the current
results are inadequate. There is a known potential for
improvement.
Overrated competence:
There is a mismatch between your own perception
and that of your direct reports - you overrate the
effect your actions have! These areas are your “blind
spots”, and you need to find out why your present
actions do not create a higher LEA score.
Underrated Competence:
You have a relatively low focus on these conditions,
but your direct reports nevertheless give a positive
assessment. You can either divert your improvement
effort to other areas, or you can ask for feedback on
these competencies. Some “hidden” competencies
might surface.
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Leadership Equity Assessment™
1

Foundation: Strengths

The statement is the first of the four leadership competencies that define the LEA
Foundation.
Direct reports’ assessment:

•

At work, I make full use of my strengths and competencies.

Manager’s self-assessment:

•

I ensure that my direct reports can make full use of their strengths and
competencies.

Understanding the leadership competence:
The first statement that defines the LEA Foundation is concerned with practical strengths management. Giving
each and everyone of the company’s employees the opportunity to utilize their personal and professional
strengths is, to a great extent, the responsibility of all managers. The extent to which employees agree or
disagree with this statement not only has a significant effect on short term departmental performance, it also
influences employee motivation and willingness to stay loyal to the company. No talented and skillful employee
will stay loyal to a company that does not provide the opportunity to be successful.

Understanding the result:
Your direct reports’ assessment gives an average index of 69. This index level is considered to be acceptable. In
general your employees have the opportunity to use their personal and professional strengths. But as this
leadership competence is part of the LEA Foundation and is important for the performance of your direct reports,
the competence could be a primary focus area. You are advised to check your results on the other three LEA
Foundation leadership competencies. It might be necessary for you to work on several competencies
simultaneously. Look at the distribution in your direct reports' answers on the right side to see if any of them have
given this area a very low evaluation (below index 50).
Based on a comparison between your direct reports’ average assessment and your self assessment this area
borders on being a “Known strength”.

Inspiration:
A known strength means that the positive results from your direct reports' responses match your self-assessment.
This indicates consistency between your focus, your initiatives and the positive results you achieve. Consider the
following questions: What can I do to reach/maintain index 100 on this leadership competence? How can I use the
success of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 1

Direct Reports

69

Self-assessment

75

Benchmark

73

Perception Window

Comments from your direct reports

8 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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2

Foundation: Feedback

The statement is the second of the four leadership competencies that define the LEA
Foundation.
Direct reports’ assessment:

•

At work, I get positive feedback and recognition almost every day.

Manager’s self assessment:

•

I create a work culture where there is positive feedback and recognition.

Understanding the leadership competence:
This is the second of four statements concerning Foundation. It focuses on receiving positive feedback and being
recognized for doing good work, which has a significant impact on employee motivation. Acknowledging
individuals for good work increases the likelihood that they will do a good job in the future. Not knowing often
leads to guesswork.
Ideally, positive feedback and recognition is given daily or at least weekly. Research indicates that people at work
need to be "filled up" regularly in order to perform optimally. If not, people's energy and performance is reduced.
Positive feedback or recognition can be given by managers, colleagues, clients or suppliers. Your focus, as a
manager, should be to create an environment in which positive feedback and recognition are given on a regular
basis.

Understanding the result:
Your direct reports’ assessment gives an average index of 81. This index level is considered to be very good. The
result shows that in your area there is a strong positive feedback culture.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
A known strength means that the positive results from your direct reports' responses match your self-assessment.
This indicates consistency between your focus, your initiatives and the positive results you achieve. Consider the
following questions: What can I do to reach/maintain index 100 on this leadership competence? How can I use the
success of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 2

Direct Reports
Self-assessment
Benchmark

Perception Window

81
100
64

Comments from your direct reports

9 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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3

Foundation: Expectations

The statement is the third of the four leadership competencies that define the LEA
Foundation.
Direct reports’ assessment:

•

I know exactly what is expected of me in my job.

Manager’s self assessment:

•

I ensure that my direct reports know exactly what is expected of them in their
job.

Understanding the leadership competence:
This statement addresses one of the most important aspects of an individual’s ability to perform well at work:
Clarity in what their job requires. Understanding job expectations is a prerequisite for short-term efficiency as it
guides priorities, decisions and behavior. It is equally important that awareness of job expectations will, when
combined with adequate feedback, form the basis for long-term employee development.

Understanding the result:
Your direct reports’ assessment gives an average index of 79. This index level is considered to be good. As this
leadership competence is part of the LEA Foundation and important for the performance of your direct reports,
you are advised to maintain this level. There is no requirement for improvement in this area. Maintaining focus on
your current actions will continue to reap good results.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
A known strength means that the positive feedback from your direct reports matches your self-assessment.
Consider the following questions: What can I do to reach/maintain index 100 on this leadership competence? How
can I use the success of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 3

Direct Reports
Self-assessment
Benchmark

Perception Window

79
100
81

Comments from your direct reports

9 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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4

Foundation: Resources

The statement is the last of the four leadership competencies that define the LEA
Foundation.
Direct reports’ assessment:

•

At work, I have the tools and information I need.

Manager’s self assessment:

•

I ensure that my direct reports have the tools and information they need.

Understanding the leadership competence:
Having the right tools and information to do the work properly has both short-term and long-term effects on
employee performance. In the short-term, tools and information influence both quality and efficiency of work
performance. The long-term effects may be either positive (high satisfaction and productivity) or negative
(frustration, lack of motivation and low performance).
Tools and information should be viewed in a general sense, including not only physical materials and equipment
such as machines, tools and computers, but also software, organizational infrastructure and access to information.

Understanding the result:
Your direct reports’ assessment gives an average index of 63. This index level is considered to be acceptable. The
tools and information at your employees’ disposal are currently adequate. But as this leadership competence is
part of the LEA Foundation and is important for the performance of your direct reports, the competence could be
one of your long-term focus areas. You are advised to check your results on the three other LEA Foundation
leadership competencies. It might be necessary for you to work on several competencies simultaneously. Look at
the distribution of answers from your direct reports as they appear on the right hand side to determine whether
any of them have given this area a very low evaluation (below index 50).
Based on a comparison between your direct reports’ average assessment and your self assessment this area
borders on being an “underrated leadership competence”.

Inspiration:
An underrated leadership competence means that your direct reports' perceptions differ from your selfassessment – you actually underrate the impact your actions have on them. Your direct reports perceive that they
have sufficient tools and information, and you could therefore free up time and energy by giving less attention to
this area.
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Leadership competence # 4

Direct Reports

63

Self-assessment

50

Benchmark

68

Perception Window

Comments from your direct reports

7 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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5

Drive: Autonomy

The statement is the first of the three leadership competencies that define "Drive".
Direct reports’ assessment:

•

The influence I have on my daily work motivates me.

Manager’s self assessment:

•

I ensure that my direct reports are motivated by the influence they have on their
daily work.

Understanding the leadership competence:
Major changes, as well as incremental improvements in work processes, depend, among other things, on
employees who are motivated to identify potential improvement and share their views. If your direct reports do
not experience their influence on their daily work is present, they will eventually stop expressing themselves and
gradually subscribe to the idea that improvements are not their responsibility.
This competency is all about making sure your direct reports feel they have autonomy in their job. Autonomy
differs from job to job, but everyone needs to experience they control and influence at least part of their daily
work functions. This statement does not focus on the method, but the result. It is a management responsibility to
develop and sustain a culture where everyone feels his/her opinions count. Building that type of culture takes time
and starts with you.

Understanding the result:
Your direct reports’ assessment gives an average index of 77. This index level is considered to be good. Your
employees feel that they have influence on their daily work, and this motivates them.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
A known strength means that the positive results from your direct reports' responses match your self-assessment.
Consider the following questions: What can I do to reach/maintain index 100 on this leadership competence? How
can I use the success of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 5

Direct Reports
Self-assessment
Benchmark

Perception Window

77
100
79

Comments from your direct reports

4 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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6

Drive: Purpose

The statement is the second of the three leadership competencies that define ”Drive”.
Direct reports’ assessment:

•

The work I do is extremely meaningful to me.

Manager’s self assessment:

•

I ensure that my direct reports have the opportunity to work with something
meaningful to them.

Understanding the leadership competence:
We all need to feel that what we do at work makes a difference and that we create something which is valued by
others. Understanding the purpose of your work has a great impact on how people perceive their jobs, which
effects their motivation as well as their commitment. So, it is important for employees to know the company’s
overall goals, and understand how their work relates to it in a meaningful way.
A poor evaluation in this area can be the result of your direct reports not understanding how the company, and
their job in particular, creates value for others. Everyone needs to find meaning in what they do in order to be
motivated.

Understanding the result:
Your direct reports’ assessment gives an average index of 73. This index level is considered to be good. In general
your direct reports experience the work they do as meaningful. The value your company creates for others – your
company’s purpose - is a driver for your direct reports. They feel that it motivates the way they look at their jobs.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
A known strength means that the positive results from your direct reports' responses match your self-assessment.
This indicates consistency between your focus, your initiatives and the positive results you achieve. Consider the
following questions: What can I do to reach/maintain index 100 on this leadership competence? How can I use the
success of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 6

Direct Reports
Self-assessment
Benchmark

Perception Window

73
100
79

Comments from your direct reports

4 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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7

Drive: Mastery

The statement is the last of the three leadership competencies that define "Drive".
Direct reports’ assessment:

•

My job gives me the opportunity to become really competent at something that
interests me.

Manager’s self assessment:

•

I ensure that my direct reports have the opportunity to become really competent
at something that interests them.

Understanding the leadership competence:
This leadership competence is part of the LEA building block named "Drive". Mastery means: The ability to excel in
something of great personal interest. Research has shown that this opportunity to excel in something of interest
really sparks a higher degree of drive, resulting in higher performance. Every job contains elements which can be
found boring or uninspiring, of course. This must be accepted. But, by ensuring elements of great personal
interest, even though they might not create business results on a short term basis, this can be a good investment,
since it will enhance the overall performance of the person.

Understanding the result:
Your direct reports’ assessment gives an average index of 62. This index level is considered to be acceptable. In
general, your direct reports feel they have the opportunity to become really competent at something that interests
them in their job. It may be relevant to compare your result in this area with your result in leadership competence
1 (Strengths), since personal strengths often correlates with personal interests.
Based on a comparison between your direct reports’ average assessment and your self assessment this area
borders on being a “Known strength”.

Inspiration:
A known strength means that the positive results from your direct reports' responses match your self-assessment.
There is no need to increase focus on this leadership competence. However, you can consider the following
questions: What can I do to reach/maintain index 100 on this leadership competence? How can I use the success
of this leadership competence to improve some of the lower scores in the LEA survey?

Worldwide distribution by Persona GLOBAL, inc. 2011. © Leadership Equity.

Page 18

Leadership Equity Assessment™

Leadership competence # 7

Direct Reports

62

Self-assessment

75

Benchmark

61

Perception Window

Comments from your direct reports

5 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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8

Development: Innovation

The statement is the first of three leadership competencies that define "Development".
Direct reports’ assessment:

•

The people at work inspire me to learn and improve.

Manager’s self-assessment:

•

I create a work culture where we focus on learning and improvement.

Understanding the leadership competence:
“The people at work inspire me to learn and improve”. This "people" could be you, but the inspiration could just as
well come from a colleague. What is important is that your direct reports are being inspired to develop.
Innovation is mostly about two things: 1) Being creative, along with 2) having set up a structure to be so. In
todays business world the competition is hard and global, which requires constant development from both
organizations and individuals. Constant optimization of your work procedures is a necessity in order to keep up
with the competition. But, you also need to innovate your business (products and services) in order not to loose
market share.

Understanding the result:
Your direct reports’ assessment gives an average index of 46. This index level is considered to be critically low.
Your direct reports don’t feel that they are inspired to learn and improve themselves. You have to act on this, and
preferably soon.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is an
“overrated leadership competence”.

Inspiration:
Your direct reports differ from your perception. Your self assessment shows that this is an area that you focus on,
but you have not succeeded in creating a culture that inspires employees to learn and improve. Actually
leadership competence 1,3 and 7 is related to this. You, as a manager, have two equally important perspectives to
handle relating to this leadership competence. First: Focus on each of your direct reports as individuals, ensure
they experience being inspired at work by colleagues, you, their goals and tasks. Second: It is important you
create an innovative work culture in your team by ensuring the right conditions for new business ideas and
improvement suggestions.
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Leadership competence # 8

Direct Reports
Self-assessment
Benchmark

Perception Window

46
100
71

Comments from your direct reports

6 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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9

Development: Review

The statement is the second of three leadership competencies that define
"Development".
Direct reports’ assessment:

•

At work, I regularly discuss and review my development.

Manager’s self-assessment:

•

I ensure that my direct reports regularly discuss and review their development.

Understanding the leadership competence:
It is important for your direct reports to have someone at work who pays attention to their development, and
reviews this on a regular basis.
Why should development reviews occur regularly? Because annual feedback is not enough to keep employees
motivated and on track. Monitoring each employees development on a quarterly basis is a minimum guideline.
Whether or not this is enough depends on the review culture in your team. Regular feedback on your direct
reports' development supports continuous improvement. Small spontaneous development dialogues can be a
simple and efficient way to support the learning culture in your team where both you and your direct reports give
and receive feedback.

Understanding the result:
Your direct reports’ assessment gives an average index of 62. This index level is considered to be acceptable. This
result shows that some of your direct reports need a review on their development more often. The result is
acceptable, but look at the distribution in your direct reports' answers on the right side to check if any of them
have given this area a very low evaluation (below index 50). If this is the case, you should consider working on
improving your competence in this area.
Based on a comparison between your direct reports’ average assessment and your self assessment this area
borders on being a “Known strength”.

Inspiration:
The positive results from your direct reports match your self-assessment. Maintain your current focus. However,
you can consider the following questions: What can I do to reach/maintain index 100 on this leadership
competence? How can I use the success of this leadership competence to improve some of the lower scores in the
LEA survey?
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Leadership competence # 9

Direct Reports

62

Self-assessment

75

Benchmark

54

Perception Window

Comments from your direct reports

6 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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10

Development: Execution

The statement is the last of the three leadership competencies that define
"Development".
Direct reports’ assessment:

•

At work, I have the opportunity to apply new competencies and skills.

Manager’s self-assessment:

•

I ensure that my direct reports have opportunities to apply new competencies
and skills.

Understanding the leadership competence:
This statement is a good indicator of the actual development that is taking place in your team. Execution is about
getting things done. In this sense, actually applying new learnings in your daily work. Have all the initiatives and
development plans been put into action, or have you just discussed progress and left it at that? Bearing in mind
that many learning opportunities are not planned. Your focus as a manager should be on identifying
tasks/responsibilities for each of your direct reports that will be challenging, yet within reach.
It is a management responsibility to ensure employees opportunities to learn and develop, both personally and
professionally. This is not only highly developing for your direct reports, but a prerequisite for sustained company
performance in a fast-developing marketplace.

Understanding the result:
Your direct reports’ assessment gives an average index of 60. This index level is considered to be acceptable. The
result shows that some of your direct reports have enough opportunities to apply new competencies and skills at
work, while others do not. Do you know which of your direct reports belongs to which category?
Based on a comparison between your direct reports’ average assessment and your self assessment this area
borders on being a “Known strength”.

Inspiration:
A known strength means that the positive result from your direct reports' responses match your self assessment.
This indicates consistency between your focus, your initiatives and the positive outcome you achieve. Consider the
following questions: What can I do to reach/maintain index 100 of this leadership competence? How can I use the
success of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 10

Direct Reports

60

Self-assessment

75

Benchmark

61

Perception Window

Comments from your direct reports

9 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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11

Relations: Respect

The statement is the first of three leadership competencies that define "Relations".
Direct reports’ assessment:

•

The people I work with treat each other with respect and compassion.

Manager’s self-assessment:

•

I create a work culture where people treat each other with respect and
compassion.

Understanding the leadership competence:
This statement, as well as the next two statement in the survey, is concerned with interpersonal relations among
co-workers. All statements indicate to what extent your direct reports feel they belong to and experience trustful
relations in your team.
"Respect amongst colleagues is a prerequisite for treating each other as individuals and equals. Lack of mutual
respect can easily initiate conflicts. Building respectful relations within your team will affect both working
environment and performance. It is a fundamental need to experience compassion, even in a work place.
Compassion at work can be; showing empathy, accepting different viewpoints and making people feel they
belong. It is not the manager’s main responsibility to make sure that employees have good personal relationships
at work, but it is unarguably in the manager’s interest. Studies have shown that good personal relationships at
work have a very strong influence on employees’ loyalty, commitment and productivity.

Understanding the result:
Your direct reports’ assessment gives an average index of 75. This index level is considered to be good. This result
shows that the majority of your employees feel that you, or someone at work, show them respect and
compassion.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
A known strength means that the positive results from your direct reports' responses match your self assessment.
You are focusing on your employees on a personal level and your direct reports experience a respectful and
compassionate environment. Consider the following questions: What can I do to reach/maintain index 100 on this
leadership competence?
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Leadership competence # 11

Direct Reports
Self-assessment
Benchmark

Perception Window

75
100
69

Comments from your direct reports

6 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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12

Relations: Followership

The statement is the second of the three leadership competencies that define
"Relations".
Direct reports’ assessment:

•

The people I work with actively support the decisions we make.

Manager’s self assessment:

•

I create a work culture where people actively support the decisions we make.

Understanding the leadership competence:
This competence is probably one of the most controversial in the LEA survey. Leadership and followership goes
hand in hand, one cannot exist without the other. What makes your direct reports follow you as a manager?
Research shows that the four basic needs a manager must fullfill in order to get active followership from his/her
direct reports are: Trust, compassion, stability and hope. So, in order to get people to actively support the
decisions you and your team make, you need to ensure your direct reports feel one or more of the above needs
are adressed and achieved in your leadership.
Active followership is even more important than leadership, since the sum of your direct reports effort equals your
success as a manager. When you're creating the right conditions for active followership you ensure active support
in the decisions you make. By ensuring active followership your direct reports will take more initiatives,
responsibilities and ownership. This will results in a faster task execution, resulting in a better business
performance.

Understanding the result:
Your direct reports’ assessment gives an average index of 81. This index level is considered to be very good. This
result shows that all (or the majority) of your direct reports experience active support on the decisions you make
in your team.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
You are focusing on creating a team culture where colleagues support the teams' decisions. However you, as a
manager, may consider the following questions: What can I do to reach/maintain index 100 on this leadership
competence?
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Leadership competence # 12

Direct Reports
Self-assessment
Benchmark

Perception Window

81
100
68

Comments from your direct reports

5 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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13

Relations: Helping

The statement is the third of three leadership competencies that define "Relations".
Direct reports’ assessment:

•

The people I work with can always count on each other for help.

Manager’s self assessment:

•

I create a work culture where people always help each other.

Understanding the leadership competence:
Many work cultures and tasks involve cooperation between people. An important element of cooperation is to be
able to assist and support each other in delivering business results on a higher level than each individual can
perform: 1 + 1 = 3.
Fundamental trust is a necessary requirement to establish a helping culture. This leadership competence is named
"Helping" and this concept can be broken down to four basic interpersonal aspects: It is necessary to realize the
need for help, and 1) ask for it, or 2) offer help to a colleague. 3) When giving help to another person you need to
be aware of: Level of trust, your intention, an equitable relationship and readiness with both giver and receiver.
Finally, 4) the receiver of help needs be aware of the following: Listen with an open mind, heart and will. You
decide what is helpful. Nobody has all the answers for you, and in the end you must assess; How can this improve
my performance?

Understanding the result:
Your direct reports’ assessment gives an average index of 71. This index level is considered to be good. Your
direct reports feel they can count on each other for help. There is a good helping culture in your team.
Based on a comparison between your direct reports’ average assessment and your self assessment this area is a
“Known strength”.

Inspiration:
A known strength means that the positive result from your direct reports' responses match your self-assessment.
There is no need to increase focus on this leadership competence. However, you can consider the following
questions: What can I do to reach/maintain index 100 on this leadership competence? How can I use the success
of this leadership competence to improve some of the lower scores in the LEA survey?
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Leadership competence # 13

Direct Reports

71

Self-assessment

75

Benchmark

71

Perception Window

Comments from your direct reports

5 comment(s)

What have you and your direct reports done so far in relation to this leadership competence?

How does the above result affect your team’s daily work?

What, if needed, can you and your direct reports do differently in the future?
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Comments from your direct reports
Comments to statement #1:
At work, I make full use of my strengths and competencies.
The new reporting cycle and the group meetings is a major improvement, but I still would like to have
more clearly defined individual job goals.
This has been improved significantly over the last 12-18 months with the new reporting cycle and
format.
In general yes, however changes in requests and format of reports on a bi weekly basis make things
difficult sometimes.
As a program manager in customer IF, my role and what is expected from me are clear (i.e. on time
with approved budget, reaching target and keeping both sides informed and satisfied ).
Reporting requirements need to be clearer, but I find the new reporting cycle and format an
improvement.
The basic expectations are clear. But some tasks have a non communicated scope, and the
expectations are not adjusted along the road as project plans change.
Job responsibilities are defined but not limited. Therefore you have to deal with a lot of technical stuff
with a bit of project management things as well. Not always easy to prioritize.
Clear tasks, guidelines and deadlines are given. I'm happy!
Comments to statement #2:
At work, I get positive feedback and recognition almost every day.
We are still missing up to date specifications…
There could be more information about computer programs available, where to get passwords for
which programs etc
Tools for efficient handling of inter-department hand-over of projects and designs are missing.
Tools such as PC and Mobile phone are mostly well functioning. Many internal tools - especially server
resources- are not yet working adequately.
It takes some time to get laptops, software or even a pencil to perform your work rigth. Sometimes
you never get it.
I quite often have to base my work on preliminary specifications, and when I ask for clear specs… no
answer or even worse "try your best with what you have".
The Server resources are not centralized.
The Servers used for inter department communication and handover of information is far from perfect
if existing at all.
As of January this year, the materials that have been on our wish list have finally been provided!
Comments to statement #3:
I know exactly what is expected of me in my job.
I have a degree in structural engineering, and I am requested to spend half my time on useless
paperwork and reporting.
Often have to run and provide responses in very short time
Opportunity wise yes. Though the spread is very large.
Maybe half the time - the rest is spent on meetings and processing change requests.
Yes, otherwise I would leave.
Too much paper work and too much fighting HQ's red tape.
Yes.
Yes, most of the time as individual choice.
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I would like to be more involved in the project planning
Comments to statement #4:
At work, I have the tools and information I need.
Peter is becoming better at giving praise at meetings, but he could have been more specific as to
which tasks were good, and who.
I would prefer the feedback to be more personal - and preferably face to face.
Very positive and trustworthy opinion exchanges from Peter Peterson lately.
We just saved 400,000 and got positive feedback even from the top.
Not much from my boss, but a lot from my colleagues. I prefer it that way.
It seems that we are all more aware of giving positive feedback today than we were in the past. I
guess it's because we have discussed this in the team rather a lot lately.
My boss used to forget to do it - but at least now he is aware of not doing it. And frequently apologize
for forgetting to do it.
Comments to statement #5:
The influence I have on my daily work motivates me.
Very much so.
I think this question should be addressed together with discussions regarding expectations.
Yes, indeed, but more clearly defined FORMAL decision power, please.
I have significant informal influence within the team, but we often feel 'overruled' by HQ Proces
Design. That's not motivating!
Comments to statement #6:
The work I do is extremely meaningful to me.
Very much so.
Yes, especially when we can trust the design specs from HQ.
I love my job!
I'm not always sure ...
Comments to statement #7:
My job gives me the opportunity to become really competent at something that interests me.
I would like to have more opportunities to work on quality assurance metrics.
Yes, but also on stuff that's not really interesting for me - such as problem solving, processing change
requests, figuring out where on the server stuff is, that sort of things.
I would like to be more involved in the project planning
The work we do is extremely interesting.
Yes
Comments to statement #8:
The people at work inspire me to learn and improve.
Facing new problems on different applications is always a good exercise.
Team and projects meetings regarding progress is always focusing on how we can learn from our
experiences. My colleagues are good at pointing out improvement opportunities, but not so much on a
personal skill level.
But that is on a personal level.
Peter is always encouraging when it comes to my development.
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This may come from the new setup in HQ-HR.
My new manager, Peter Peterson, seems to have more interest in my progress than did my previous
manager.
Comments to statement #9:
At work, I regularly discuss and review my development.
The bi -annual performance review is ok, but I need more management follow-up on agreements.
The performance review with Peter is fine.
I only discuss my performance relative to agreed goals and deadlines; I never discuss my performance
with my team. We need more team discussions on performance and development.
With my manager, not so much with my colleagues.
The performance review with my manager (1-2 times per year) only looks at half the picture. We need
more team performance discussions, as I would like to hear my colleagues view on my work.
The formal performance meeting is ok, but we could be better at giving each other more feedback on
a daily basis.
Comments to statement #10:
At work, I have the opportunity to apply new competencies and skills.
In general, yes.
Yes, but never outside the boundaries of process house descriptions… so in most cases 'No'.
Not lately - only problem solving (but getting very good at it)!!!
The "Process House" and all the detailed descriptions and instructions make it almost impossible to try
out new solutions.
What new competencies might that be… with HQs reduction in our budget?
HQs process house means a lot of red tape when we want to try out new approaches to known
problems.
I got a Black Belt degree in Six Sigma last year, and have used it a lot in the department. If you show
Peter a good business case, then you get all the support you need.
Not this last year… too much work.
No time for development…
Comments to statement #11:
The people I work with treat each other with respect and compassion.
I have a great working relationship with all the guys in my team. And the girls, sorry.
My colleagues are great, and I see some of my colleagues outside the office.
The three day team summit last year was great!
Yes, and it helps to have a common enemy.
Most of the time.
There are people I like and might consider spending time with outside work.
Comments to statement #12:
The people I work with actively support the decisions we make.
Most of the time.
We are good at discussing priorities, expectations, etc. at team meetings, and everybody have their
say. I trust my colleagues to support the decisions we make.
My colleagues and I do, but my boss sometimes says one thing and then do the complete opposite two
days later, and blames HQ.
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I completely trust my colleagues to walk the talk.
Actively' is a strong word, but I don't recall having ever seen a colleague working against team
decisions.
Comments to statement #13:
The people I work with can always count on each other for help.
I have never been let down by my team.
I'm the only one in my department that can change the Vbasic, hence my work load is at times
horrendous. When I ask for help with paper work, my colleagues always find excuses for not helping
out.
If a colleague asks for help, he gets it.
When we approach project deadlines, some of us work late while the rest of the team leaves office at
five. We could be better at asking if anyone needs help instead of having to ask for help.
When I have asked for help, yes.
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Presentation guidelines
The following are merely suggestions you might find helpful when preparing, and presenting, the
results for your direct reports. It is important you present the results in a way you are comfortable
with.
Below three steps to maximize effect and impact is suggested:
Step 1: Preparation
Step 2: Team presentation and action plan
Step 3: LEA follow-up.

Step 1: Preparation for the team presentation
The objective of the team presentation is to create an action plan which contains:
•
•
•
•

1-3 statements you need to work on
Focus areas and criteria for success for each leadership competence
Initiatives for both manager and direct reports to carry out
Follow-up agreement (who, how and when)

Please note: The objective of the meeting with your direct reports is NOT to identify a large number of
statements to improve, but to agree on the 1-3 most important. It is common to be too ambitious
when planning development, which often leads to an inability to execute the process successfully.
Invite your direct reports to the meeting in good time, send out an agenda in advance, book a
minimum of two hours and be sure everyone can attend.
In your own analysis of the LEA results you need to prepare the following:
•
•

Decide which of your results you categorize as strong, neutral or weak
Find the 1-3 results/areas that you find most important to improve

Along with the LEA Manager Report, you will receive a LEA Team Presentation. This Team
Presentation contains a slide show with all relevant LEA results.
Getting help from your colleagues It can be a good idea to discuss your results with one of your
management colleagues. You might be able to help each other in interpreting and prioritizing your
individual results, discussing different initiatives, etc. as part of your preparation. Peer to peer
feedback in your management group can be helpful in order to validate and challenge your results.
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Step 2: Team presentation and action plan
SUGGESTED AGENDA FOR THE TEAM PRESENTATION
1. Getting started:
• Start by thanking your direct reports for their participation in the survey
• Inform your direct reports about the overall project plan and time frame, and that the goal of
this meeting is to agree on local improvement areas
• Tell your direct reports what you expect from them and what they can expect from you. Key
words are:
1.
2.
3.

All participate in the discussion and we discuss openly - every opinion counts;
We agree on improvement areas;
We agree on an action plan.

2. Present the result:
• Discuss the results during the presentation – is this result a relevant area for improvement,
what consequences (positive/negative) does the result have on your direct reports’ daily
performance? Can we improve it?
• During the presentation you can make an initial list of STRONG, NEUTRAL and WEAK results,
like the one you made during your own preparation, for instance using a flipchart/whiteboard.
3. Agree on the most relevant statements(1 to 3) to develop:
• Discuss the initial list of possible areas to work on (neutral or weak results).
• Prioritize the items on the initial list. The lowest results might not be the most critical ones this depends on the consequences the results have on your department's/team's performance.
• Agree on the focus areas and criteria for success.
4. Start developing an action plan (eg. use the LEA action plan enclosed):
• You might not have sufficient time to complete the action plan during the meeting. In that
case, you should agree on who is responsible for working on the action plan and/or decide
when you will all meet again to finalize the action plan.

Inspiration: How to facilitate a team presentation
It is not unlikely that some of the results might surprise you – especially the results categorized as
“blind spots” or “overrated”. When discussing the results with your direct reports, try to be mindful of
the following:
• Don’t defend yourself and your actions – instead ask what your employees would like you
and/or their colleagues to do differently in the future.
• When discussing a result, try to make your direct reports talk about the specific
experiences/situations they thought of when they answered that statement; for instance by
asking them questions like: “In what specific situations does this occur?” “Is it always like that?”
and “How could I/we do things better in the future?”

Step 3: LEA follow-up
This is possibly the hardest part of the process. Empirically, it is the one part where failure occurs
most frequently. You, as a manager, are responsible for the action plan to be completed. When the
action plan is completed, you might want to make arrangements to meet with your own manager to
discuss the chosen focus areas, criteria for success and follow-up agreements.
Another suggestion is that you arrange for the action plan to be visible in your daily workspace, for
instance using the LEA poster.
Be sure to follow up on your team’s specific agreements within the action plan during internal
meetings and in your daily work.
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LEA Categorization Tool: Your preliminary categorization of the results

STRONG
results

NEUTRAL
results

WEAK
results
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