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An Introduction to the Leadership Assessment Wheel 

“Everything rises and falls on leadership.” We see the truth of this quote by noted 
leadership author and lecturer John C. Maxwell every day. Then we get curious 
about these good leaders who seem to make things happen. What did they do? 
How did they do it? Who were they and what difference did they bring? What can I 
learn from that? How come I am not doing as well?  

What if you want to get better? 

Wise leaders will ask those questions and seek to get better. But it isn’t that easy. 
Mentors provide some help. Books, classes, coursework, podcasts and YouTube 
videos can help. But how does one choose? Leadership is a huge subject with 
numerous elements. Knowing where to start for one’s own development can be 
overwhelming. This multitude of choices is what psychologists call “over-choice” 
and “decision paralysis.” Such a huge subject with so many options makes it even 
more difficult to choose what will help right when and where it is needed. 
Everyone’s starting place can be different.  

Then to make matters even more difficult, there might be something that a leader 
needs to work on but there is a blind spot. Others see the problem in the leader but 
the leader doesn’t. So if they don’t know how can they address it? The result is that 
they they simply don’t get better. So not only do they suffer but their organization 
suffers and those who would benefit from their growth suffer as well. 

What’s the answer? 

What if there was a short assessment that the leader could use to narrow down their 
leadership development needs? Then what if that same instrument could be given 
to others who work with them and know them well? That would help reveal their 
blind spots. Then furthermore, it would highlight the importance of leadership 
development for not only the one leader but the whole team. It could turn into 
wider conversation and an intentional effort for everyone to get better! 

Of course, this is not the only tool of its kind out there. Other very good 
assessments are commercially available that specifically look at leadership. But it is 
hoped that this self directed assessment will be a quick and helpful place to start. 
Yet more than a solo effort, it can be used to engage others in the process and start 
the dialogue so that everyone can get better together. Then it can also become the 
antidote to the dilemma of not only too few leaders but how to develop leaders as 
well. 
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As you use it, you will no doubt have some thoughts for improvement and perhaps 
a few of celebrations. I’d love to hear and celebrate with you and keep learning and 
improving this tool. So let me know your thoughts and that we can all get better 
together.  

Sincerely, 
Scott Gress 

Scottgress.com 
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How To Use This Tool - The Power is in the Process 

Moving the needle in leadership development for a person or team requires time 
and effort. It isn’t just filling out an assessment. The power is in following a more 
comprehensive process. 

Following through with the process may take some courage and one being willing 
to be vulnerable. It will require leadership! Yet when done well can result in 
personal and team growth, healthy change and productivity. 

A few notes: 
• There is often the reference to “church, ministry or organization” to indicate 

the context of one’s leadership. We clearly point out the Christian 
perspective of one’s relationship to Jesus Christ and how that will impact 
one’s leadership. Yet the tool can be used by any leader in any leadership 
context: profit, non-profit, ministry or secular.  

• The “subject”of the assessment is the person who is taking it and rating 
themselves.  

• By “360 reviewers” we are referring to those who are chosen to fill out the 
assessment with the subject in mind, not themselves. Yet we know as they 
engage in the process and the material they themselves will often begin to 
self reflect and so gain insight, awareness and desire personal leadership 
growth as well. 

The Steps in the Process 

Resist the temptation to jump to the assessment. Like a house painter or a preacher, 
there is great wisdom in proper preparation. It seems simple enough, yet rushing to 
fill it out will lead to problems that are overlooked or overemphasized. Take your 
time. The benefit will be in the preparation.  

First, read the introduction to leadership and write down any insights about yourself  
that come to you as you read. If you are rating someone else, write down your 
insights about them as you read. Capture those thoughts, impressions and 
awarenesses before they evaporate from your mind. They will be helpful later. 

Next, carefully read Understanding the Leadership Assessment Wheel along with 
the definitions. Knowing the definitions will enable everyone to make ratings based 
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upon shared understandings of the various terms. Like reading the section on 
leadership, capture your thoughts and insights by writing them down when reading 
this section as well. 

Then after reading the two sections and capturing your thoughts, it is time to take 
the assessment. Print a hard copy of those pages. Carefully consider each section. 
Scores range from a “1” near the center, which is a low score, and a “10” toward 
the outside which is a very high score. Answer as objectively and as honestly as 
you can.  The best approach is to consider behaviors as that signify putting to use 
what they know. Certainly there may be areas of which you are simply not aware. 
That is okay. Give your closest guess. 

Your work is not finished after completing the assessment. In some ways your work 
has just begun. So whether you are the “subject” of the assessment or one of the 
“360 raters,” keep your notes and be ready and willing to engage in dialogue, 
learning and growth in the days that follow. To summarize: 

For the subject of the assessment:  
1. First read the sections, On Leadership & Understanding the Leadership 

Assessment Wheel.  
2. Be prepared to make notes of the thoughts and impressions as you read the 

sections and complete the assessment. i.e. things you need to learn, things 
you do well, things that you may not do well, things that surprised you, etc. 

3. Complete the assessment for yourself. 
4. Carefully select those “around you” as “360 reviewer(s)” and ask them to 

complete the assessment for you. Pick people who are on your team, your 
supervisor(s), your subordinates or those you manage or supervise such as 
your administrative assistant and your key volunteers. You may also include 
some every day customers, members or parishioners. Sure they may not 
know as much about you yet if you are careful in your selection they may 
contribute a lot. 

5. Collect the results and average the totals for each pie section. Then complete 
the combined wheel with your scores as one connected line and  the 
combined or averages of scores from those “around you” as another 
connected line. See the example in the Assessments section. 

6. View all the data. Engage a coach for greater intentionality to carefully work 
through the process. Make notes of your insights, reactions and impressions 
of the similarities and differences between your own rating and the ones who 
rated you. Include your thoughts of affirmation as well as correction or 
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instruction. Do not dismiss these thoughts out of hand but write them down 
and consider them carefully. 

7. Identify action steps for improving the respective areas. Use the included 
worksheet. This may involve reading, classes, or other resources including 
behavior changes. 

8. Meet with and share your insights and actions with your “360 reviewers.” 
Engage with them regularly on your action steps and solicit their feedback 
and support. Ask them what they are going to work on as a result of being 
exposed to the tool by filling it out with you (the subject) in mind. 

9. Celebrate the outcomes! Look beyond yourself to your team, and even your 
church, ministry or organization. It is a process. Be deliberate and intentional 
on the journey. Laugh at yourself and be grateful as you notice the growth! 

For the “360 reviewers” who have been asked to fill out an assessment wheel for 
someone (the subject): 

1. First read the sections, On Leadership & Understanding the Leadership 
Assessment Wheel then afterward take the assessment with the subject in 
mind. Be as objective as possible. 

2. Throughout the reading and taking the assessment make notes of the 
thoughts and impressions about yourself as you completed the assessment. 
i.e. things you need to learn, things you do well, things that you may not do 
well, things that surprised you, etc. 

3. Pick one or more of those insights or awarenesses that you want to work on 
for your own improvement. Write it down and identify action steps. Use the 
included worksheet. This may involve reading, classes, or other resources 
including behavior changes. Consider engaging with a coach or third party in 
order to carefully work through the process and identify what you will do in 
response and also grow as a leader and person. 

4. Share what you have chosen for yourself with the subject of the assessment 
and others on your team. Ask for their support and report your progress. 

5. As you are engaged regularly by the subject of the assessment to hear of their 
progress or lack thereof, be willing to be available. Take the time to 
encourage and support them as you mutually share about your own journey 
of growth. 

6. Celebrate the outcomes! This is a process. The goal is continual growth and 
improvement. Know there will be two steps forward and sometimes one or 
more steps back. Do not be discouraged but be persistent. It is a process. Be 
deliberate and intentional on the journey. Laugh at yourself and be grateful 
as you notice the growth! 
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The whole process can is illustrated through the following flowchart: 

See the chapter entitled, Where to Go From Here to read a breakdown of these 
follow through steps from working solo, to including others (360 reviewers) to 
working with a coach. 
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Understanding Leadership 

Everyone uses the word but what are we talking about when we say “leadership”? 
In order to evaluate one’s leadership and seek to improve there had better be an 
agreed upon understanding of what we are talking about in the first place. Below 
are a few definitions of leadership. 

“Leaderships is working with and through others to obtain organizational 
objectives” Paul Hersey 

“Leadership is a process whereby an individual influences a group of individuals to 
achieve a common goal.” Leadership Theory and Practice, Northouse 

“A leader’s job is to rally people toward a better future” Dr G Lane Cohee. 

“Leadership is influence, nothing more, nothing less” John C Maxwell 

Leadership is Not a Solo Act 

Paul Hersey includes the words, “through others” in his definition. Northhouse, 
often a required book on leadership in university courses, says it involves a group. 
Cohee’s words center on rallying people. Even Maxwell’s brief definition presumes 
two or more people. The supposition is therefore that leadership is not a solo act. It 
is lived out in the context of relationships. Certainly the implications are that there 
is a need to have good relationships, to manage those relationships and to care 
about people. 

Then what about this word “influence” that is used by Northhouse and Maxwell? 
Or what of Hersey’s  expression “working with” or Cohee’s “rally people”? These 
words give the indication that leadership is about getting others to think or do 
something within the context of those relationships, that is to say, the organizations. 
There are many ways to do this. There is fear, intimidation or threat on the one hand 
or drawing people together positively on the other. This may include rewarding or 
incentivizing. Yet these are external influences. A much more powerful and more 
healthy alternative is an influence that taps into intrinsic or internal motivation. 
Healthy leadership then is about willing cooperation not mere compliance. It is 
when people do something because they want to, not because they have to or need 
to. In other words, the better way, the healthy way, the long term way is through a 
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relationship of trust. This is where your organization’s purpose and what it is doing, 
including how you as the leader are treating people, aligns with what is seen as 
important by those who are led. In this kind of environment people will not only be 
willing to work hard, but will even be willing to sacrifice their preferences, their 
comfort or even their life for the sake of that purpose. 

So right at the beginning it is clear that leadership is so fundamentally about 
working with others before it is about vision and goals and strategies and 
execution. Of course, leadership is certainly that too! They are like two sides of the 
same coin. Both need attention but neither can be in isolation. 

Leadership of Self Comes First 

With this emphasis on relationships and its role on influence one can see how 
leadership is so dependent on the attitude and mindset of the leader. In that way it 
is like any other pursuit in life such as marriage or friendship. Attitude and mindset 
are key ingredients. Noted organizational health and leadership author, Patrick 
Lencioni gets to this important point in his book The Motive. He says that this book 
about the leader’s motive, which is his 11th book, should have written first because 
it is so important. He would say that attitude and mindset can be demonstrated by 
answering the question, why do you want to be a leader? What is your motive? 
Some actually want the position to feel good about themselves or they feel like they 
deserve it. On the other hand, there are other leaders who are less focussed upon 
self. They have the mindset and attitude that I’m here to serve the organization in 
order to serve the customer or those the organization serves. Such a leader has their 
eyes on the higher purpose. The motive of the healthy leader is further 
demonstrated by how they sacrifice and do the hard work for the sake of others and 
the purpose of the church, ministry or organization. Rather than seeking what is 
comfortable and easy and excusing themselves by saying they are above it. 

So in understanding leadership and pursuing leadership development for yourself it 
would be wise to look inside and ask about a few key ingredients. The first of which 
is about your motive. Why do  want to be a leader? What is your motivation? Is it to 
make you feel good about yourself? Do you have that need to seek approval? Is it to 
validate your value or is it a genuine desire to make a difference? Do you want to 
be a leader because you’ll have power? Do you seek the authoritarian or positional 
influence and how that will make you feel important? Do you want notoriety, status 
or wanting to be recognized for your work? From where do you derive your sense 
of value? For the Christian leader it is all about whose you are in Christ. That means 
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that from that sure foundation of being in Christ, one will approach the leadership 
task not to be validated or liked but to serve. Finding that one’s worth is in Christ, 
not in yourself or your accomplishments makes a huge difference in leadership. It 
effects relationships, in what and how one delegates and develop others, and in 
how one makes decisions as well as the decisions themselves. 

This all comes together in what is called “self-leadership.” Awareness of self, 
including whose you are in Christ comes first. Then the work of managing self 
continues to be worked out in good self care and the awareness of others and 
relationships. Appropriate self-care helps us to replenish and keep work in 
perspective. Managing self is thus not just about work but extends to our whole life. 
Taken soberly and internally a leader can answer “yes” to the question, “would you 
follow you?” From there one begins to exercise influence and take on responsibility 
beyond themselves. 

Where Do Leaders Come From? 

People sometimes debate whether leaders are born or made. Another way to look 
at the origin of leadership is to ask, “where does leadership begin?” As implied 
above, people show themselves as leaders when they take responsibility for 
something beyond themselves. That may mean that leadership begins in the inside. 
That step often happens when emerging leaders see a problem in the organization 
and they begin to be concerned that something should be done. Then when they 
step forward and initiate a solution they begin to also exhibit leadership. It is a risk. 
It invites criticism. It requires expending time and energy including emotional 
energy. Yet someone with a degree of leadership capacity will seek to live into that 
capacity and make the world a better place. 

Such leadership should be encouraged and nurtured which leads to a corollary 
truth. Our capacity for leadership is directly related to our capacity for taking 
responsibility. If we have a huge reserve for taking responsibility then we have a 
huge capacity for leadership. Such taking responsibility and initiating solutions will 
involve many things. For example, how much is one willing to expend time and 
energy, including emotional energy and heartache in service to people, the 
organization and its purpose? How much willingness is there to endure sleepless 
nights, uncomfortable conversations and the slings and arrows of criticism that 
come with moving an organization to a preferred future? Does one have the 
patience and persistence to invest in the same? Then to what degree are there poor 
or mixed motives? How does one deal with an approval addiction or an elevated 
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opinion of one’s self that implies or shouts that only they have the only answer? 
Each of these elements will be tested and leading self well will be of primary 
importance. 

So leading self comes first and solving problems is accomplished through people. It 
is a dynamic situation that may mean a complicated fog of issues and problems and 
opportunities. It may mean building and guiding a team, or even needing to repair 
a team. It may mean addressing a culture that created the problem in the first place 
and building a culture that is healthy and productive and willing to learn. But in 
order to see through that fog, that can so easily throw one off course, it is required 
that one see clearly what can be and communicating that future that to the team.  

Leadership is not easy. It is a daily wrestling with competing visions and 
expectations and desires as well as how others see and determine the priorities and 
tasks that are attempted. It is a “stewardship” as E. A. Herman wrote about in his 
wonderful book “The Chief Steward” back in 1951.  

Leadership is Different From Management 

There are things though that leadership is not. Leadership is not management. 
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Both leadership and management are required in churches, ministries and 
organizations. Sometimes each role requires one to wear the “hat” of the other, so 
while both are important, each are distinctly different. Both require healthy self 
leadership and include the influence of people. Yet leadership takes a wider view of 
influencing change while management influences structure, order and consistency. 
One way to look at the difference is to say that while management would be the 
hands that get things done, leadership would be the feet that moves an organization 
to a different place. Another classic explanation of the difference is that leaders do 
the right things while managers do things right. They keep the machinery running. It 
has also been said that if you’re not going to change anything, then all you need is 
management. 

Sometimes both “roles” can be present in a person who does not have an official 
position. As people are involved in organizations they will exert influence. Some 
will be unintentional or unconscious while others are more obvious and 
intentional. How you interact with your circle can be leadership and it can also be 
more managerial.  

In the end, leaders work with people to see through the fog and aspire to a vision of 
a clear future. Then plans are made and there is work to execute the plan and help 
others to execute the plan. It is about making wise choices based upon what will 
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help accomplish the purpose of the organization or ministry. You carefully say yes 
to some things and no to others, not because you like the person offering the idea, 
not because you like the idea or it is the cheapest option but because it will most 
likely move the work forward. The idea wins because it is for the benefit of the 
organization and those served by the organization. No one says that this is easy. It 
is indeed hard to do. That fog can get pretty thick. 

Leadership as Measured by the Leadership Assessment Wheel 

Leadership comes in many different types or forms. There are numerous theories 
and styles of leadership. Some more authoritarian styles of leadership are great in 
emergencies and on the battlefield, but not necessarily in a volunteer organization 
such as a church or ministry. Some kinds of leadership work well in the short term 
when results are time sensitive but sacrifice relationships or the leadership 
development of others or some other priority along the way. So what kind of 
leadership is favored by the Leadership Assessment Wheel and what does it 
measure among the four areas and twelve categories? These have been chosen 
because they have been identified as what is most important for growing healthy 
leaders, healthy leadership and accomplishing the mission.  

Specifically, the Leadership Assessment Wheel has a bias for servant leadership that 
features a leader who takes Jesus Christ as not just whose they are but also the one 
whom they will follow and emulate.  This priority of servant leadership by one who 
is “in Christ” shapes the other areas and categories in turn. For example, with this 
foundation there is the recognition that the Bible teaches the priesthood of all 
believers and that the gifts of the Holy Spirit are given to all in the body of Christ for 
the common good. That will shape how the leader faces not only the task of work 
or ministry but also the relationships they have with the others. This includes the 
priority of making disciples. This is not only an evangelistic task but also a 
“baptizing and teaching” task (Matthew 28) which points to the value of people and 
their growth and development. Taken together, this means that a Christian leader 
has a stewardship of not only the Gospel, and not only the mission of Christ, but 
also carries the burden of having a stewardship of all of the people and their gifts. 
There is no “Pareto Principle” or “eighty-twenty rule” at work here. That is 
unacceptable. God designed the whole body of Christ to all be engaged in 
kingdom work at the same time. This is the framework and outlook of the good 
leader, the healthy leader, the Christian leader. 
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Understanding the Leadership Assessment Wheel:  
Definitions and Scoring 

The Leadership Assessment Wheel is 
divided into four quadrants. Each 
quadrant is further subdivided into 
three parts totaling twelve segments. 
The following definitions work 
through the quadrants clockwise 
beginning with self leadership. It is 
recommended that one read through 
this chapter before filling out the 
assessment. Then refer to it as often 
as necessary while completing the 
assessment. 

 

Self  
Leadership 

Each of the four quadrants and twelve segments play a part in healthy leadership, 
yet the one of most importance is “self leadership.” If a leader cannot first lead 
themselves, how can they presume to lead others? How good one leads themselves 
is indicated by how they think, how they speak and what behaviors they 
demonstrate, which are contained in the other three quadrants. So if leading self is 
not well developed then the other quadrants will suffer. 

A first question in this regard is a simple one: would you follow you? Or if you are 
rating another person, would you follow them? If when asking this question of 
yourself you hesitate because you know you are a tough person or a pushover, then 
you have your answer. You also know quickly that you have more work to do both 
in gaining awareness about yourself and in working on yourself whether it be in 
your mindset, communication, behavior and/or how you self manage.  
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Leading from Being In Christ 

To be in Christ is the starting point not only for salvation but also for any kind of 
Christian leadership. For the believer in Jesus, this is the most important section of 
the three in the quadrant of Self Leadership if not the whole wheel. 

Paul wrote, “That I might be found in Him, not having my own righteousness which 
is of the law, but that which is through faith in Jesus Christ," Philippians 3:9. 

“There is therefore no condemnation to those who are in Christ Jesus who walk not 
after the flesh, but after the Spirit,” Romans 8:1. 

“Therefore if any man be in Christ he is a new creation: old things have passed 
away; behold all things are become new,” 2 Corinthians 5:17. 

To be in Christ means that one is no longer trusting in their own good works, 
including their leadership, and are trusting in the works and righteousness of Christ 
for their salvation. Just because they have a title or responsibility in a group or 
organization merits them nothing before God. 

Because of our redemption in Christ, we are His own. Our life is to be lived under 
His kingdom and we are to serve Him. That includes our leadership. It is a life of 
service lived out in our personal lives and in our ministry. Our overriding purpose is 
now His purpose. So whether we are raising our children, talking to our neighbor 
or conducting a staff meeting, board meeting or interacting with volunteers, or 
leading a big human organization, our words and actions are shaped by Christ’s 
love for us and directed toward His purpose. 

Scoring: A high score reflects not only of our awareness of this biblical truth of 
being in Christ, but also to what extent we live this out in our life and leadership. 

Self Aware: Strengths, Weaknesses, Emotions, Motives 

Continuing in the self awareness area, the next piece of the wheel gives attention to 
all that you know about yourself, including who you are and what you do in the 
moment. Thinking, speaking and behaving well as a leader begins with this self 
awareness. 

The JoHari Window helps us to define and understand this idea of self awareness.  
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With this self-aware piece, the goal is to have the blind spot shrinking or getting 
smaller as one grows in this area. This will also shrink the unknown area as well. If 
one scores low in self-awareness they will simply assume all is well or all is wrong. 
If one scores high in this area it is likely due to some honest conversations with 
others who give them what may be difficult feedback for their growth. This piece 
may be one of the best places for the Leadership Assessment Wheel by Others to 
inform the subject of the assessment. 

To be specific, the types of things one will grow in are the awareness of one’s 
strengths, weaknesses, emotions and motives and perhaps others. As for strengths, 
there have been a number of studies and developments in this area. It has shown 
that it is in the area of our strengths, and not our weaknesses, where we can grow 
the most and make the most impact. Then as we become more clear about this 
area, one will be more energized and guilt free to do what one does best. Then 
taking the next step, when we know our weaknesses we will be more likely to 
delegate those things to others who have strengths in those areas and we will not 
feel obligated to do it ourselves and thus become drained. For emotions, studies of 
Emotional Intelligence show that many are simply not aware of the emotion they 
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are experiencing in the moment and thus have little idea of how that impacts our 
thinking, speaking and doing. Yet as we grow in this awareness we will self manage 
much better (the next piece of the pie) and experience better leadership outcomes. 
For motive, we need to be clear and honest within ourselves as to why we want to 
lead and why we think, speak and do what we do as we go about the leadership 
task. If it is for our own ego or pride or sense of value, then our impact will be 
weak or flawed. Yet if it is from a place of security from our value and identity in 
Christ, then we can be filled with humility and motivated by love, all because of 
God’s grace. 

Scoring: A high rating in this area will indicate a knowledge of these items, and 
awareness and assessment of these items through specific tests and feedback from 
others. Additionally there will be periodic review and reflection with action items 
for the next area.  

Self Manage: Emotions, reactivity, relationships 

The self-manage pice of the wheel is the next step following the self awareness 
piece above. As one grows in self awareness, one will also then be able to address 
what is lacking or wrong or manage the issue or area better. One who scores low in 
this area may assume they have no problem self managing because they are simply 
not self aware. One who scores high in this area will often be one who has taken 
other strengths assessments or emotional intelligence assessments and with the 
partnership of others has sought to intentionally grow in the areas.  

Scoring: A strong score in this area will also be the person who does not fly off the 
handle at others, will refrain from abusive, demeaning or otherwise hateful words 
or actions. They will not be vindictive and will be not only aware but considerate of 
others and what they are going through and how best to engage with them at any 
given time. They do not have a wake of failed or broken relationships and seek to 
build others up. 
 

Leadership  
Mindset 

Leaders think differently. Christian leaders think even more differently.  
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Consider this. Depending on your frame of reference, you will view a person or 
situation from a different perspective. A plumber will look at a house differently 
from an architect and far differently than a young couple with a small child. A 
marketing executive will look at a product differently than an engineer. So also a 
leader will view people, organizations, groups and ministries different from a 
volunteer, a supervisor, a manager or an outsider. So below are three categories that 
are critical mindsets for the mature and healthy leader to have and fully develop. 

Clarity of Purpose/ Vision 

When you are clear about the purpose of your church, ministry or organization 
then you know why you exist. Moreover, clarity also knows where you are now and 
where you are endeavoring to be in the future. That is vision clarity. But it is not just 
an aspirational statement about the future but awareness about the present and a 
well defined desired future state.  

With this clarity of purpose and the desired future state, also called vision, then it 
becomes easier to focus and steward your efforts with intentionality. You can’t do 
everything. When there is a lack of clarity about vision there is a lack of focus, a 
multitude of opinions about what is important and little to no sense of direction or 
momentum.  

Scoring: A low rating in this area reflects a lack of clarity or definition of purpose 
and vision and how you intend to get to the desired future state. A high rating 
reflects a very clear definition of purpose, vision and how you will get there. 

Organizational Culture 

The word “culture” has been variously defined and understood. Yet it is both much 
simpler and more complicated that many perceive. Simplistically, culture is said to 
be “the way we do things around here.” Or culture is to the organization what 
personality is to the individual or what climate is to the region. 

Culture is the multifaceted, learned structure and practice of the leaders and 
followers, who work together and build a history that shapes the future. Culture 
includes the rituals, behaviors, espoused values, deep and taken for granted 
assumptions which give meaning. It is how people relate and interact and get things 
done. Culture is found in the work, the social interactions and in the multitude of 
groups that constitutes an organization. So culture is both multilayered and 
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multifaceted as well as something that constitutes the whole. It informs the 
reputation of the place. 

Culture is a foundational piece to leadership. For leadership is at its essence the 
implementation of something better as a change agent. It is taking the organization 
or ministry to a different or better place. This means leaders are culture creators and 
stewards of organizational culture. Yet without a clear understanding of culture, a 
leader will likely never succeed. For culture will control or limit them rather than 
their effecting the culture.  

Scoring: The Organizational Culture assessment rating reflects the leader’s 
understanding, awareness and importance of culture. When high and well 
developed, the leader uses this knowledge and awareness of culture to see their 
words and actions as interventions whereby they can elicit positive, healthy change 
while appropriately respecting people and closely held values, beliefs and 
assumptions. 

Leadership Stewardship of People and Tasks 

The final piece of Leadership Mindset is a stewardship of people and task. It comes 
from a place of humility and servanthood. People and task are larger than the 
leader. Both are important as people are loved by God and are gifts of God who 
bring their strengths and talents likewise as gifts. Yet they are more than their 
talents. They have families, hurts, joys, sins and virtues. They have names and 
histories and stories that have shaped them. They are far more than their vocation 
or their volunteerism to the church, ministry or organization. To the Christian leader 
they are people for whom Christ died.  

At the same time a church or ministry or organization has a job to do. They have a 
purpose that they are trying to fulfill. It is a social organization but it is likely not 
just a social club. There is something that they are to do together summarized by 
their vision and purpose. There are jobs and tasks that when taken together 
accomplish why this organization exists. Favoring one over the other leads to 
dysfunction. Both need to be taken into account and held high for the healthy and 
productive organization.  

Scoring: A high score in this area will reflect that the leader is highly aware of these 
elements and works intentionally to both value and serve people while also 
inspiring people to accomplish the designated purpose or task. 
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Leadership  
Behaviors 

Healthy leadership behaviors do not come out of nowhere. They are the result of 
one’s self leadership and how a leader thinks (leadership mindset). Yet healthy 
leadership behaviors will also be learned and informed by study, by mentors, by 
deep reflection and intentional action. 

Lead Healthy Change 

A bull in a china shop can produce change. They crash in and rearrange the 
furniture. Some leaders are like this. They may include a stern demeanor or they 
may be nice about it, but they can still be called a bull or even a bully. Leading 
healthy change is different. It is where a leader initiates change at a rate that the 
vast majority of the people in their organization can absorb. They set the tone and 
work with early adopters to model the way. It is less “top down” and more “bottom 
up” as they work with people to bring about the needed change. To be sure, there 
will always be a small number who cannot go along with the change, or see it as 
unnecessary or even destructive. Yet the healthy leader will work with that too. 

Scoring: A high score in Lead Healthy Change is someone who works with and 
through people to move the church, ministry or organization to a different, more 
healthy, more productive place that more accurately fulfills their purpose. They do 
not just go along to get along but have the hunger and drive to aspire to what can 
be rather than be satisfied with what is. 

People Engagement and Development 

To be a leader presumes followers. A leader cannot carry out the purpose of a 
church, ministry or organization on their own. Furthermore a leader with the 
mindset of serving people will realize that the gifts are in the people. The words of 
the Apostle Paul are important for leaders as well as pastors. They “equip His 
people for the work of ministry/service” Ephesians 4:12. There is some overlap here 
with the stewardship of people and task. To steward people is to first of all care 
about them as people, to care about them as works in progress and see that people 
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have what is needed to reach their potential. The leader does not hide in their office 
or meetings but gets to know people. This does not happen by accident or on its 
own. The leader is intentional about encouraging others and enabling the 
organization to develop and strengthen new and existing leaders. 

Scoring: A high score in People Engagement and Development reflects someone 
who sees people as valuable in their own right and wants to see them not only 
succeed for the enterprise but also to grow. They have a regular interest in providing 
resources, support services, methods and means for that to happen. A low score 
reflects someone who rarely engages but leaves this to chance or even allows or 
puts roadblocks to people’s growth and development. 

Modeling 

A leader has to model the way. “It starts at the top” is an expression that fits with 
leadership in all its forms. Everything they say or do not say, do or do not do is an 
advertisement or a demonstration for what is needed and expected from everyone 
to accomplish the purpose of the organization. A leader will not delegate nor 
abdicate their role in modeling the way for their church, ministry or organization. 
They even model what it looks like to express their sorrow or regret for what they 
have done but also their expressions of forgiveness and grace to others who may 
have done things wrong or have made mistakes. 

Scoring: A high score reflects a leader who takes seriously how they model what is 
needed and the priorities and purpose of the church, ministry or organization. It 
can be seen through their intentional words and behaviors. They treat others not 
just how they wish to be treated but also how they wish others to treat one another 
and their customers or the ones the organization is serving. A low score represents 
a lack of this modeling. 
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Leadership  
Words 

If a good leader is to “influences” and “rally people” then much of what a leader 
does is communicate. This is done through words in all their forms whether it be a 
one on one exchange or a presentation to thousands. Leadership words is an 
extension of modeling. Both the words and the modeling need to be consistent and 
congruent. What is said or not said, withheld or shared sends a message. 
Communication includes asking questions and listening. It can be done when 
empowering others to speak and be in the spotlight. Those things “say” something 
to people. It can “speak” far more loudly and powerfully and be far more inspiring 
than a carefully crafted speech! 

For our purposes we will talk about communication in the following segments: 

Organization Wide Communication 

Some people rely on the newsletter or the company blog. But how many people 
read it? Some people think something such as the vision should be said once and 
expect everyone to understand it and follow it. Yet we know practically speaking, 
communicating to a whole church, ministry or organization and beyond is more 
than a one time or one method activity. It may include written, spoken, digital, 
recorded, video, testimony, stories or all of the above. It will likely mean repetition, 
including numerous voices in order to not just get the word out, but help people 
process it, answer their questions and be inspired. 

Scoring: A high score would indicate a leader who is clear and unambiguous in 
their communication to the whole organization. While a low score would indicate 
that people may be unclear or confused, not knowing the purpose of the 
organization but also their place in it. 

Interpersonal Communication 

A leader’s communication isn’t just on the stage or aimed at the crowd. It is also 
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demonstrated in the boardroom, in the hallway and in one on one exchanges. This 
includes emails, texts, voicemails and the timeliness of such communications. They 
will not shy from difficult conversations but handle them with grace and tact. They 
will also not be lazy about returning or replying to others but will define 
agreements about how they will communicate and live up to those definitions and 
agreements. This is also someone who keeps others in the loop, not only out of 
concern for them being included, as it may effect their work and the work of the 
enterprise, but also to solicit their input and participation. It says, “you are 
important to me and to the work.” Their words express care, concern and are clear. 

Scoring: A high score will reflect a high degree of integrity and intentionality with 
interpersonal communications. It will not necessarily mean immediate responses, 
but coming to agreements about clear communication expectations with one 
another that are caring and respectful of others and their work. A low score will 
reflect someone who is less than intentional about their interpersonal 
communication and keeping others informed. 

Listening and Participative Language 

A leader listens. Listening is the currency of leadership as it demonstrates not only 
that what others say is important but that the leader doesn’t know everything. 
Listening will also allow one’s mind to be changed because they learned something 
from their listening. Listening also presumes that a leader is present and 
approachable and willing to be available to talk. They do not hide away in private 
meetings or offices but know people by name and genuinely inquire about them 
and ask what they think. Participative language includes others in the process and 
speaks of “us” and “we” rather than “I” and “me.” It is not exclusive except when 
one is honest and transparent and speaking for one’s self. The participative language 
is an outgrowth of valuing people and listening to people when the leader speaks 
for the whole organization. A leader gives credit to others and presumes the blame 
onto themselves. 

Scoring: A high score in Listening and Participative Language reflects a leader who 
takes the time to hear what people are saying and take it seriously. They only 
presume to speak for others after they have demonstrated that they have listened 
deeply. A low score is someone who rarely takes the time to be with and among the 
people and delivers rules and pronouncements apart from listening. 
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The Leadership Assessment Wheel 

On the following pages is the Leadership Assessment Wheel tool. There are three 
wheels: One for yourself (the subject), one for others (the raters) to complete about 
you and one is an example of how you can combine the results. The instructions for 
each are listed above the wheel. You are authorized to duplicate the blank wheels 
for your own personal use and those who will be evaluating you.  

Note. Other specific items that may be important to you and your organization may 
be added to modify the assessment wheel. It is suggested however that the 
additional item be carefully placed into the most relevant category. Simply 
subdivide a pie shaped segment by half to add the additional element.  

For example, perhaps your organization is entering an important fund raising phase 
and vision casting will be an important role for the designated leader. With this in 
mind you can subdivide the “organization wide communication” of which vision 
casting is a part, and thus highlight this leadership skill as a part of Leadership 
words/organization wide communication. 

The Self Leadership Assessment Wheel is an easy way to help one identify 
overlooked weaknesses and hidden strengths. The process is as follows: 

1. First, read “Understanding Leadership” and then “Understanding the Leadership 
Assessment Wheel” found elsewhere in this book. It not only gives an 
introduction to leadership but also defines the four quadrants of the wheel and 
twelve segments found within the wheel. This will prepare you to fully evaluate 
yourself in each area. 

2. Rate yourself based upon where you see yourself at the present time only.1 
being low and 10 being high. 

3. Afterward, record what you notice from doing the exercise: Insights, 
awarenesses, motivations, emerging thoughts, etc. These will be very helpful as 
you determine your next steps for growth as a leader. 

4. Share this assessment with those who work with you and know you to learn 
from their perspective. For example, supervisors, fellow team members, staff, 
those you supervise, etc. Mark the average of their results on another wheel and 
compare it to your self assessment. 

5. Review the results (of both the self assessment and comparison with the average 
of the others) with your coach to determine an action plan for leadership 
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development growth. 

6. Share your goals with your team/staff and ask what they are working on. Revisit 
often for ongoing learning and development. 
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The Assessment Wheel for Another is a tool that you have been asked to fill out for 
another person. It is a service you are offering that will help them to grow as a 
person and as a leader. When they compare your results (along with others like 
you) to their own self assessment, it becomes an easy way to clarify overlooked 
weaknesses and hidden strengths.  

This assessment wheel is a service of grace to_________________________________ 

My relationship to this person is that I am their _______________________________  
(team member, volunteer, staff member, supervisor, etc) 

The process is as follows: 

1. First, read “Understanding Leadership” and “Understanding the Leadership 
Assessment Wheel.” This will prepare you to fully consider four quadrants and 
twelve segments. This will explain the title assigned to each pie shaped section. 

2. Rate this person from your perspective as you see them at the present time. 1 
being low and 10 being high. It is of no help to be harsh or too nice. An honest 
rating from your perspective is the best gift you can give. 

3. Rate yourself in these areas as well and make a note of any insights or 
awareness that comes to you. Share those with a colleague, friend or coach and 
set a goal as to how you will address it. A powerful step is to share your insights, 
goals and intentions with the one being assessed so you may encourage one 
another. 

4. Complete the following questions to complete your assessment. 

 1) What strengths or emerging strengths do you see in this person? 

 2) What weaknesses or challenges do you see in this person that need 

attention or hold them back? 

 3) What will you commit to publicly work on in a continuing effort to develop 

your leadership? 
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The Assessment Wheel Combined is a tool which compares an individual’s self 
assessment with the average results of others who have also assessed a selected 
individual. This will help to reveal blind spots in one’s self assessment in both 
strengths and weaknesses. It will also fast track where one may focus their efforts 
for growth. 

This assessment wheel is a service of grace to ________________________________ 

The process is as follows: 

1. First, read “Understanding Leadership” and “Understanding the Leadership 
Assessment Wheel.” This will prepare you to fully consider the title assigned to 
each quadrant and pie shaped segment. 

2. Gather all of the “Assessment Wheel for Another” results for the selected 
individual. 

3. For each segment, calculate an average rating for each segment and plat the 
results on the wheel below. “S” for self and “O” for others. 

4. make a note of any insights or awareness that comes to you. Share those with a 
colleague, friend or coach and set a goal as to how you will address it. A 
powerful step is to share your insights, goals and intentions with the one being 
assessed so you may encourage one another. 

An example of the Leadership Assessment Wheel combined may be found on the 
following page.
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Leadership Assessment Wheel Worksheet 

After having completed an assessment for yourself and having compiled the ratings 
from others, now is the time to reflect and determine a pathway toward growth. 
This is best done with the support and help of a coach. Below you will find a 
worksheet where you can begin to place your goals for each quadrant and segment. 
It is also a good talking sheet to share with others who have partnered with you in 
the process. Meet regularly to celebrate positive change and receive mutual support 
for the challenges. 

To summarize: 

1. Work through follow up goals for the relevant segments using SMART goals 
(Specific, Measurable: how much or how many, Attainable: within reach with 
available resources, Time Bound: when it will be completed) 

2. Utilize the support or another such as a certified coach to help you design the 
goals that would be most beneficial for your own growth. 

3. Gather your 360Reviewers to discuss your goals and progress. Invite them to 
share their intentions and goals where they were inspired from assisting you 
with the Leadership Assessment Wheel process or their own LAW process. 

4. Celebrate the process, the wins and frustrations and encourage one another 
along the way. 

See also, where to go from here on page 29ff. 
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Where To Go From Here? 
Support, Resources, Goals and Action Steps 

The truth about assessments are that they are a starting point and not a finish line. 
What this means is that the benefit is not in completing the assessment. The benefit 
is in taking what you learn and doing something with it. The two choices are to do 
only a little or to do a lot. 

How you do it is up to you. At the risk of being repetitive, the power is in the 
process. A less powerful way is to do it yourself. You can take the insights and 
awarenesses you have gained from the self assessment and try to connect the dots 
to books, videos, or other content and attempt to learn and make the necessary 
changes. 

A much better way is to incorporate the assessment of you by others. This will shed 
more light on your blind spots, those things you see less clearly about both your 
gifts and your deficiencies. Then armed with this further input you can once again 
pursue leadership content through books, classes, online training or videos etc. Yet 
you will still be limited by your own sense of accepting what you see as true and 
denying or dismissing in whole or in part what you see as not true. We are very 
good at not learning the truth or denying things about ourselves and our faults. We 
are also limited by the willingness of our own determination to push forward for 
true growth and transformation. 

A next step in moving forward is with the support of an outsider. This may be a 
trusted mentor or colleague who will methodically work through the information 
with you and provide encouragement. Just knowing that you will be meeting with 
this person will bring a seriousness to your journey of improvement. It will provide 
a sense of accountability to actually do what you say you will do. Then as you talk 
about yourself and hear yourself thinking out loud to another, the lessons will take 
on a next level of seriousness. You will see real change with the help of another. 

A still better and even more powerful way to use this assessment is through the 
service of a trained and certified leadership coach. This is someone who can 
strategically work through your insights and your awarenesses gained from the 
assessment and help you craft intentional goals. If we go it alone, we often 
unconsciously give ourselves some wiggle room to slip out of actually doing what 
we know we should do. A coach can provide not only the expertise of this process 
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of growth but will also give the encouragement and support necessary to go where 
you may not want to go alone. Then when you are unsure of your next steps they 
can help you discover what makes the most sense for you and what is necessary to 
continue the journey. 

What these growth steps will likely include is digesting new content through the 
means mentioned before: books, articles, videos and even formal training 
programs. Yet it will also include thinking homework, conversations, reflection and 
managing the process week in and week out as you meet with the coach. In this 
way, the content digested will not be what sounds interesting, but what is 
customized for you and your next steps of growth. It is better to pay a coaching fee 
than pay with time wasted on your journey of leadership development. 

Finally, the process will gain even more power when you also engage and involve 
still others. These would likely be those in your orbit who have participated in 
evaluating you through the leadership assessment by others (the 360 raters). Such a 
partnership supercharges your growth as you give voice to your intentions, debrief 
with one another and provide mutual encouragement. You will also experience real 
joy and celebration and camaraderie along the way. If this cohort is also a part of 
the same organization, then the organization itself can experience real, tangible 
improvement and growth. 

So the choice is yours. Many choose what is easy, where there is less pressure to 
really change. That is doing it on your own. It may be a step forward but it is not as 
powerful as having a real person dedicated to your growth and a group of real 
people with whom you can experience leadership growth together. 
Choose the way that is what you really need, not what is most expedient, 
inexpensive or easy. 

Other Resources and a Final Note 

As the assessment covers the four categories or quadrants of leading self, leadership 
mindset, leadership communication and leadership behaviors, so it is our desire to 
provide four other resources or ebooks that are associated with each area. We call 
them the Growing People for Ministry Series. 

There are certainly other resources, books, podcasts, classes and so on that are 
available that touch on the above subjects. There are many very good things 
available and one would be wise to use them in a customized way. The Growing 
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People for Ministry Series are specifically written to correspond to the Leadership 
Assessment Wheel and the leadership assumptions that go along with healthy 
servant leadership that seeks to develop others within a ministry context. 

The series name comes from my father. He spent his career as an executive in the 
automobile business and always said that what he really did was “grow people.”  
One of the other sayings that he repeated to me many times was, “if you are going 
to do anything at all, do it right.” This seems to also fit with your own leadership 
development. Don’t short change the process because in so doing you will short 
change yourself and say “it didn’t work.” That sounds like laziness and denial. 
Rather, do it right. That may be the hard way, but you will not regret the leadership 
growth you will experience and those you lead will also grow and will thank you. 

God bless your leadership growth journey! I look forward to any way I may be 
helpful. 
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