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LEADERSHIP & THE INTEGRATED LEADERSHIP (Styles) MEASURE 
 
Background 
 
The Stimulus – why we did it. 
 
The impetus for the development of the Integrated Leadership Measure (ILM) lies in a 
discussion with the Institute of Leadership & Management. They had observed that there 
appeared to be several models of Leadership which were popularly used in the occupational 
world and each appeared to have its merits. 
 
However there was little work around which related these models to each other and there 
seemed to be a gap in that there was no occupational psychometric measure for Leadership 
in general. Several inventories existed but these were often narrow in focus – albeit they 
could be very useful in many situations. 
 
The Challenge – what did we seek to do 
 
The challenge therefore was to develop a model or concept which maps to all of the current 
models of leadership which are commonly used by HR and Training professionals - most 
models do seem to overlap one another. 
 
Then to create a psychometric measure which enables people in leadership positions to be 
assessed (or to self assess) to help to identify how they perform and behave as leaders in 
the work pace – and how their development might be guided to improve their effectiveness. 
 
The Response – what did we do 
 
AQR Ltd formed a small team to, firstly, carry out a review and, then, implement a 
programme to respond to these twin objectives. The team included Nollaig Brown MSc – 
Occupational Psychologist - who would carry out much of the analytical work under the 
expert guidance of Dr Peter Clough, Head of Psychology at Hull University. The third 
member is Doug Strycharczyk, MD for AQR Ltd. 
 
The Programme – how did we set about doing it 
 
The outline programme included: 

 Examining all the popular leadership models to identify how they related and what was the 
nature of the linkages, and if a working hypothesis or model emerged to; 

 Develop a questionnaire which would seek to validate the hypothesis or model and would 
form the basis of a commercial psychometric measure. 

 Finally to complete the development of a product which is accessible to managers and HR 
professionals and valuable to them in their work. 

 
Other Issues – what did we also have to take into account 
 
Two major issues emerged: 

 There is a plethora of Leadership Models in the Academic world and in the Occupational 
world. Very rarely have they crossed from one domain to the other. The project was 
widened to embrace all models 

 There was a phenomenal level of interest from employers and organisations – and a great 
deal of support in providing data for the study – this is an issue which is important for 
almost every organisation with which we made contact. 
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THE OUTCOME - WHAT HAS EMERGED? 
 
A Leadership Styles MODEL 
 
Models in the academic world are based on an academic approach – identify a hypothesis 
and then test it. Models in the occupational world are based on casual empirical work – 
behaviour or activity is observed and this is developed into a model which explains an aspect 
of leadership performance.  
 
An examination of every leading model in the academic and occupational spheres showed: 
 
There were linkages between all the models to a greater or lesser extent. Moreover it can be 
argued that all the models seemed to have their roots in one or more (sometimes all) of 6 
leadership styles. 
 
 
THE SPECIFIC SCALES 
 
This suggests that all leaders adopt a preferred way of working – a preferred style which is 
based on a position on 6 bi-polar scales. As is often the case, there is no right or wrong 
aspect about any position. The position simply indicates what the preferred style might look 
like. 
 
These are specific scales. Later, further analysis showed that a second order set of 
characteristics emerge which consist of 3 global scales 
 
Each person will have a position somewhere along a continuum on each scale which reflects 
their preferred style. Some will adopt positions towards the extremes and in those cases the 
preferred style is likely to be quite marked and fairly clear to those around them. 
So, for instance, with the first scale some people will be very task orientated and others will 
be people orientated. Some will be at some point in between and will balance the two to one 
extent or another. That extent will contribute to determining their leadership style. 
 

Orientation Scales 

Task   Person  
Flexible  Dogmatic 
De-Centralised   Centralised 
Reward  Punishment  
The Means  The End 
Structured  Organic 
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A fuller description for each scale is show below. 
 
Each individual brings their preferred style to the workplace. Within each situation in the 
workplace the challenge is to be effective - in each situation we may need to apply different 
combinations of skills & behaviours (competencies) to achieve this. So styles can be 
mediated by competencies such as Resilience, Purposefulness, Team working, Planning, 
etc. 
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As situations change then it becomes a management development activity to work with 
managers to mediate their preferred style through training, coaching and development.  
Developing and understanding different approaches gives the manager more options. 
 
These scales can be used from an organisational prospective. One can map organisational 
preference for a prevailing leadership style – and thereby a major element of its culture. 
 
THE SPECIFIC SCALES IN MORE DETAIL: 
 

1. Task v. Person 
 
This reflects and measures the extent which the individual is orientated towards meeting the needs of 
the task or is concerned with the needs of individuals. A well understood scale in examining leadership 
and features directly in many models. 
 

2. Flexible v. Dogmatic (Rigid) 
 
Someone at the Dogmatic or Rigid end of the scale would have a strong belief that they know how 
things should be done around here. At the extreme one might see  “there is only one way to achieve 
something …. and its my way!”. At the other end of the scale a Flexible style is one where the 
individual is open to ideas and suggestions, understanding “there is more than one way to skin a cat”.  
 

3. De-Centralised v. Centralised 
 
Someone who adopts a Centralised style is someone who prefers that everything goes through them 
They may have a strong need to control or they may have a less mature group to work with and there 
is greater need for strong guidance. Someone with a De-centralised style is happy to delegate to 
others and to work through others. Their ethos is one of empowerment.  
 

4. Reward v. Punishment  
 
Reward indicates that the leader is prepared to reward and recognise acceptable and high 
performance. This can be monetary or in the form of a tangible benefit or it could be “warm strokes”. It 
equates to Covey’s “win-win” concept.  
 
Punishment means that the prevailing style is to accept good or high performance as the norm (“that’s 
what I pay the person for already”) and to punish in some way any shortcoming in performance.  
 

5. The Means v. The End 
 
A Leader whose style is focused on the End is someone for whom the result matters and little else 
does. Everything can be sacrificed for that goal. This does not necessarily mean that they are immoral 
or amoral – they are likely to be very focused.  
 
Someone who is focused on the Means is someone who is concerned about how the goal is achieved 
and will adopt standards & values to ensure that it is done properly. They will also take into account 
the implications of what they do – and will typically tend to be visionary, concerned about environment 
and development capability in people and process. 
 

6. Structured (Architect) v. Organic 
 
The Organic style is one where leadership seems to come naturally in some way – these individual do 
not seem to force it and they are often described as natural leaders. In some instances this might be 
related to “charismatic” or having “style” but not always. 
 
The Structured style is one where leadership is drawn from a text book, models or training. This is not 
a natural style, the leader following detailed plans & processes to achieve things through others.  
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THE GLOBAL FACTORS. 
 
The analysis shows that the six specific scales are subsumed under three global scales. 
These Global factors have been derived from statistical analyses of the day gathered for the 
core study.  
 
 
Focus 
on …. 

A. “DETERMINATION TO 
DELIVER” 

B. “INDIVIDUAL 
COHESION” 

C. “TEAM WORKING” 

What 
this 
means 
…….  

Working at people to direct 
them in what they need to 
do to deliver key goals. 
Key to this is a single 
minded determination to 
deliver performance.  

Working with people to 
develop their capability to 
perform and to be 
productive. 

Working through people 
to harness their energy 
and capability to solve 
problems and make 
decisions efficiently and 
effectively 

Key 
words 
1…… 

Tell 
Sell 

Consult Involve 

Key 
Words 
2 …… 

What 
When 

Who 
Why 

How 
Where 

Key 
Skills 
……. 

Visioning 
Prioritising & Planning 
Pro-activity 
Persuading 

Listening 
Thinking win-win 
Educating 
 

Team Working  
Problem Solving  
Decision Making 

 
The model is transactional and transformational. It is also situational. 
 
These global scales clearly echo the Action Centred Leadership model developed by 
Professor John Adair – and there is a significant amount of synergy with that model but there 
are some key differences: 
 
The evidence (from the study) shows: 
 

 These three scales do overlap but they are separate factors. 
 

 The scales are not necessarily equal in weight.  
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THE GLOBAL FACTORS IN MORE DETAIL 
Examining items and concepts behind each factor suggest the following: 
 
A . DETERMINATION TO DELIVER 
 
This is about single minded determination to achieve – in the short term and in the long term. 
Most satisfaction – your and others – is derived from this.  
 

 Commitment to deliver on target 
 A willingness to discomfort people when necessary in order to hit the target  
 A sense of own importance in the scheme of things – “ I am the shepherd, you are my 
sheep” 

 Recognition that business is a competitive world with winners and losers. 
 A preference for “telling and selling” to get things going quickly 
 A believe in strong leadership – you are strong so everyone lese has to be strong too. 
 Predisposition for MacGregor’s Theory X – people need to be cajoled into action 
 Awareness of how far you can push people 
 Not worried about popularity – and not offended by a lack of popularity 
 A concern with the long term as well as the short term – particularly in terms of succession 
planning 

 
B. INDIVIDUAL COHESION 
 
This is about enhancing the capability, confidence and commitment of individuals to enable 
them to contribute to the organisation and to fulfil themselves  
 

 The welfare of employees is important 
 Concern with capability of employees 
 A happy worker is a productive worker 
 Formation of meaningful relationships 
 Predisposition for Macgregor’s Theory Y – attending to people releases that feeling that 
they will more readily work for the organisation and buy into its goals and values, etc 

 An interest in the feelings of others – these are important – we want happy and satisfied 
employees 

 A role of the leader is to create harmony and team spirit. 
 Can be emotional intelligent but wont be driven by it – will be aware of the significance of 
feeling but will probably be logical and calculating about dealing with that (MBTI –T/F) 

 
C. TEAM COHESION 
 
This is about harnessing all the potential in an organisation so that problem solving and 
decision making can occur more efficiently and more effectively.  
 

 Respecting the abilities of others 
 Encouraging others to use own initiative – decentralised approach 
 There is value in sharing ideas & getting others points of view  
 Being consultative 
 Avoiding being dogmatic – prepared to be flexible and to delegate 
 Maximising the use of the skills and capabilities within the work force 
 Not feeling that you are the centre of everything – you are not irreplaceable 
 This is not about being soft or particularly caring – nor is it concern for feelings. You don’t 
have to like each other, but you do have to listen to one another and work together. 
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ILM CONSTRUCTION & RELIABILITY – Version 1.00 
 
Scale Description Reliability No. of 

Items 
A 
 

Determination to Deliver – Focus on achieving the 
task 

0.896* 40* 

B 
 

Focus on the Individual 0.816* 22* 

C 
 

Focus in the Team 0.815* 19* 

1 
 

Task vs. People 0.786 9 

2 
 

Flexible vs. Dogmatic (Rigid) 0.702 12 

3 
 

De-Centralised vs. Centralised 0.764 7 

4 
 

Reward vs. Punishment  0.745 10 

5 
 

The Means vs. The End.  0.660 7 

6 
 

Structured (Architect) vs. Organic (Charismatic)  0.740 8 

 
 
 
* Some fine tuning is still to take place. This will reduce the number of items (to make the 
measure more manageable) and will modify slightly the reliability score 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 
 

- 7 - 

������������������������������������������������������������������������������������	
�������	
�������	
�������	
�������




����	���

����	���

����	���

����	���
����

  

 © AQR Ltd April – August 2007 – Description of the Integrated Leadership Measure                                                                                         
22 

 

 
 
The relationship between ILM and some Leadership models can be shown below. 
 
 
MODEL A. “DETERMINATION 

TO DELIVER” 
B. “INDIVIDUAL” C. “TEAM” 

What this means 
…….  

Working at people to direct 
them in what they need to 
do to deliver key goals.  
Single minded 
determination to deliver & 
to achieve. 

Working with people to 
develop their capability to 
perform and to be 
productive. 

Working through people 
to harness their energy 
and capability to solve 
problems and make 
decisions. 

SITUATIONAL 
LEADERSHIP 

Tell 
Sell 

Consult Involve 

KEY WORDS  What 
When 

Who 
Why 

How 
Where 

COVEY’S 7 
HABITS 

Visioning 
Prioritising & Planning 
Pro-activity 
Persuading 

Listening 
Thinking win-win 
Educating 
 

Team Working  
Problem Solving  
Decision Making 

ACTION 
CENTRED 
LEADERSHIP  

Achieving the TASK Developing the 
INDIVIDUAL 

Maintaining the TEAM 

MARTIN & 
NICHOLLS – 
WINNING 
COMMITMENT 

Sense of excitement – vision, values & accountability for 
results 
Sense of confidence in Management leadership – 
authority, dedication & competence 

Sense of belonging – 
involved, informed & 
sharing in success 

    
 


