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LEADERSHIP MODELS AND MEASURES 

 
We help organizations create powerful content to drive their talent-management systems. 
We specialize in: 
 
 designing leadership models that capture the attention of senior line managers and 

focus the organization on what matters most 
 developing beyond-state-of-the-art assessment tools for taking stock of where your 

talent is and getting it to where it needs to be    
 
We can build on the tools we use in our own practice—by adopting or adapting our 
patent-pending Leadership Versatility Index® 360° and the framework it is based upon. 
Or, in collaboration with your senior leaders, we can build a custom solution tailored to 
suit the unique needs of your organization.  
 
 
OUR STRATEGY 
 
Whether rolling out a company-wide leadership model and assessment tools for the first 
time or looking to improve on a system that isn't cutting it, we can help. Our strategy is to 
work with you every step of the way by drawing on our world-class technical expertise, 
facilitation skills, and experience working with CEOs and top teams. We help you 
articulate the kind of leadership your organization needs and create tools to asses and 
develop your leaders by those standards.  
 
This isn't an off-the-shelf product. Of course, the end product is built upon the latest 
knowledge and best practice techniques and we do import innovations from our own 
pioneering R&D. But it's not simply a repackaging of what everyone else has. The result 
is a hand-crafted solution carefully designed to fuel your strategic leadership needs. 
 
 
OUR APPROACH 
 
We've been in the leadership business for some time. We've seen things come and go and 
come back again. And we've learned from our own experience what works and what 
doesn't. It's no surprise that we've reached some conclusions about designing leadership 
models and measures that are relevant, have an impact, and build the kind of leadership 
needed to execute corporate strategy. 

 
Our philosophy is that a leadership model and attendant performance measures are tools 
for reinforcing and/or changing a company's leadership culture. A model and measure 
help to build a shared understanding about what leaders need to be and do to realize the 
organization's mission and purpose.  

 

Read about the 
model and 
measure we 
helped Motorola 
Inc. develop for 
transforming the 
leadership of its 
top 1,000 execs 
around the globe 
(see last page). 
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For this to work, we believe:  
  
 Senior leaders must be champions. Without support from the top, the effort is 

doomed from the get go. We encourage the CEO and the top team to have a hand in 
defining the model and then to act as role models by using it religiously.    

 
 It takes a true partnership. To get it right and to make it work, the key players must 

work together. This includes senior leadership, the HR/OE team that will drive it, and 
the line managers it will serve. We invest heavily in these interfaces and in a strong 
relational foundation for doing the work. 

 
 Models should be defined with great care. We take a rigorous, data-based approach 

using a variety of methods and sources. Senior leadership is always involved. So is 
information on strategy, culture, and recent internal surveys and studies. We analyze 
existing measures of leadership and business results. And we use an iterative process 
of trying out the model with key constituents (legal, HR, line managers). Due 
diligence on the front end yields huge ROI. 

 
 Models should flow from strategy. Depending on your strategy, certain leadership 

behaviors are more or less central. With a growth imperative, innovation and 
customer focus are paramount. In a mature industry, trimming costs to squeeze profits 
from thin margins may be key. Effective models cut through the clutter and put the 
strategic needs into sharp relief. 
 

 Models should be tightly focused. They don't have to be all things to all people. This 
is the Achilles heel of most competency models: They amount to laundry lists—long, 
often unremarkable lists of everything but the kitchen sink. A clear, compact model 
draws attention to what matters most. 
 

 Models should reflect what we know about leadership. For instance, we all know 
that leaders regularly get into trouble by going overboard. But most models and 
assessment tools assume that more is better—they don't capture overkill. And we all 
know the tensions and trade-offs that make the job of management a balancing act. 
Models should identify these paradoxes, like growing the business while cutting costs 
or taking charge and delegating. 

 
 Assessment tools should be concise. As any line manager can attest, most 360s are 

too long. They're being surveyed to death. A balance must be struck between brevity 
and content coverage. Ideally, it should take no more than 10-15 minutes to complete 
the ratings on a 360° survey. 

 
 Instruments should exceed psychometric standards. We go to great lengths to ensure 

that our tools hold up statistically—that is, that they measure what they are intended 
to measure and do so extremely well. We use the scientific standards and methods 
that scholarly researchers do as a baseline and aim to exceed that target. After all, if 
the tool will inform decisions that affect real managers and real organizations, 
shouldn't it be held to a higher standard? 
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OUR CAPABILITY 
 
Our team brings a deep understanding of the realities of senior leadership and experience 
working with CEOs and top teams along with world-class technical expertise to a 
partnership with you and your organization.  

 
Just as important: We're highly professional, constructive, and rewarding to work with.  
 
Deep understanding of real leadership. Our firm has been consulting to top-of-the-house 
executives—CEOs and their teams—since its founding in 1992. Prior to that, our key 
consultants were working with executives and senior managers at the Center for Creative 
Leadership and as senior HR leaders in industry. We know what life in the executive 
suite is like.  
 
World-class experts at performance measurement. We've developed well-known and 
widely-respected commercial instruments and are actively involved in contributing to the 
science of performance measurement. For instance: 
 
Bob Kaplan is the author of SKILLscope®, one of the first and best-selling 360° 
instruments of all time. And his Leadership Versatility Index® 360°, coauthored with Rob 
Kaiser, was recognized as a major contribution by MIT Sloan Management Review. 
 
We were the architects of the leadership model and assessment tool Motorola has used to 
manage the performance of their top 1,000 executives around the world since 2000. 
 
Our R&D staff has a concentrated research agenda dedicated to expanding the science of 
assessment. They regularly give professional talks and publish in top-tier journals on the 
science of performance measurement. Recent examples include: 
 
Kaiser, R.B., & Craig, S.B. (in press). Building a 

better mousetrap: Item characteristics 
associated with rating discrepancies in 360o 
feedback. Consulting Psychology Journal: 
Research and Practice. 

 
Craig, S.B. (2004, April). 360, the Next 

Generation: Innovations in Multisource 
Performance Assessment. Symposium 
presented at the 19th Annual Conference of 
the Society for Industrial and Organizational 
Psychology, Chicago, IL. 

 
Kaiser, R.B. & Kaplan, R.E. (2004, April). 

Overlooking Overkill: On the Folly of Linear 
Rating Scales for a Nonlinear World. Paper 
presented at the 19th Annual Conference of 
the Society for Industrial and Organizational 
Psychology, Chicago, IL. 

 
Lindberg, J.T. & Kaiser, R.B. (2004, April). 

Assessing the Behavioral Flexibility of 
Managers: A Comparison of Methods. Paper 
presented at the 19th Annual Conference of 
the Society for Industrial and Organizational 
Psychology, Chicago, IL. 

 
Craig, S.B. & Kaiser, R.B. (2003). Applying item 

response theory to multisource performance 
ratings: What are the consequences of 
violating the independent observations 
assumption? Organizational Research 
Methods, 6, 41-58. 
   

Kaplan, R.E. & Kaiser, R.B. (2003). Rethinking a 
classic distinction in leadership: Implications 
for the assessment and development of 
executives. Consulting Psychology Journal: 
Research and Practice, 55, 15-25.  

 
LeBreton, J.M., Burgess, J.R.D., Kaiser, R.B., 

Atchley, E.K., & James, L.R. (2003). The 
restriction of variance hypothesis and 
interrater reliability and agreement: Are 
ratings from multiple sources really dissimilar? 
Organizational Research Methods, 6, 78-126. 

 
Kaiser, R.B., Craig, S.B., Kaplan, R.E., & McArthur 

(2002, April). Practical Science and the 
Development of Motorola’s Leadership 
Standards. Paper presented at the 17th 
annual Conference of the Society for Industrial 
and Organizational Psychology, Toronto, 
Ontario. 

 
Facteau, J.D., & Craig, S.B. (2001). Are 

performance appraisal ratings obtained from 
different rating sources comparable? Journal 
of Applied Psychology, 86, 215-227. 
 

Craig, S.B. & Gustafson, S.B. (1998). Perceived 
leader integrity scale: An instrument for 
assessing employee perceptions of leader 
integrity. The Leadership Quarterly, 9, 127-
145.
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OUR PROCESS 
 
Although no two situations are identical, the leadership models and measures work we do 
generally consists of four stages. At every stage we prefer to work with you and your 
organization as partners, empowering you to own the final product. 
 
 Assessing your organization’s needs. We bring our research expertise and 

organizational savvy to bear on the question of what your organization needs in terms 
of leadership. Using systematic, data-driven techniques, we work with you and your 
senior leaders to identify what is right with how things are and what needs to 
change—what the organization needs to do to succeed. For example, one organization 
might need to become faster at bringing new products to market; another might suffer 
from low morale or trust among its employees. We hone in on the strategic needs 
most central now and out into the foreseeable future. 

 
 Developing the leadership model. After assessing your organization's needs, we work 

with you to articulate the kind of leadership needed to address those challenges. This 
involves translating current strategic challenges into the competencies and skills that 
leaders need to address them. For example, leadership may need to become more 
decisive or tolerant of risks in order to bring new products to market more quickly.  

 
 Developing the assessment system. Knowing the right leadership model for the 

organization, we then apply our expertise in performance measurement to the task of 
creating a system for regularly assessing how well leaders are performing on the key 
skills and providing feedback for their continuing development. Often, the assessment 
system will take the form of a 360° instrument, though other methods are also 
available. 

 
 Validation & follow-up. Our work isn't finished when the system is up and running. 

We rigorously validate the system to ensure that it has a sound and defensible 
measurement base and achieves the goals set at the beginning of the partnership. We 
form close relationships with our clients and stay involved. In the spirit of continuous 
improvement, we usually tweak the system from year to year. In some cases, as when 
the business environment changes or the organization itself changes, the model and 
measure need to be updated to reflect the change in strategic direction. 

 
 Data mining to learn about your leaders. We can also analyze the data generated by 

your assessment tools to study and learn about your cadre of leadership talent. For 
instance, studying strategic questions like tracking change in performance over time. 
Or the relationship between leadership and promotions and compensation—are you 
rewarding your best leaders appropriately? Or to study the link between leadership 
and business-unit results—financial performance, turnover, customer loyalty, and so 
on. 

 
Kaplan DeVries Inc. 
1903-G Ashwood Court 
Greensboro, NC  27455 
336.288.8200  
research@kaplandevries.com 
www.kaplandevries.com
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Excerpt from Developing Versatile Leadership by R.E. Kaplan 
and R.B. Kaiser, MIT Sloan Management Review, 44(4) 2003, pp. 
19-26, by permission of publisher.
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