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Abstract 

The purpose of this paper is to research and compare college students' growth 

in leadership skills and attitudes after participating in a week-long, intensive 

leadership program versus a year-long, less intensive program. The programs 

compared in this study were the Leadershape Institute, which is a nationally 

recognized leadership seminar designed to develop student participants' skills within 

the course of one week. This program's outcome was compared to the outcome of 

participants involved with Phase II of the "Excellence in Leadership" program, which is 

a year-long program at Ball State University 

The research conducted for this paper involved the sample participating in the 

Leadership Practices Inventory, which is a tool used to measure growth in leadership 

skills. Additionally, students were interviewed from each of the programs in effort to 

seek recurring themes regarding their perceptions of leadership development/growth 

related to their respective programs. Finally, many professionals from the field of 

higher education and assessment were consulted in effort to meet the goal of this 

project. 
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Introduction 

Years ago, a college education was a rite of passage; it served as a means to 

advance one's skill in a desired field. The outcome often was increased marketability 

for employment. But those days have passed. Today we are in an age where a 

college education is viewed as a right of passage. The skills which one acquires in 

the classroom are no different than those attained by hundreds of students within a 

single major. Employers demand students to know more than fact and theory. 

Today's job market calls for a graduate who can apply the knowledge he has learned 

in the classroom, not simply regurgitate information. Undergraduates need to acquire 

critical skills which display leadership, teamwork, and vision. While these skills are not 

easily measured, after participating in leadership development experiences, how does 

a student measure for himself change in leadership behaviors? In addition, what kind 

of experiences will provide the most growth? 

The purpose of this paper is to research and compare college students' growth 

in leadership skills and attitudes after participating in a week-long, intensive 

leadership program versus a year-long, less intensive leadership program. The two 

programs which will be studied are the Leadershape Institute and the "Excellence in 

Leadership" program. The Leadershape Institute is a nationally recognized 

leadership seminar which is held at Allerton, a property of the University of Illinois at 

Champaign-Urbana. The Institute is a week-long program which draws students from 

colleges and universities from across the nation. The "Excellence in Leadership" 

program is a four-phase leadership development program sponsored by the Office of 

Leadership and Service Programs at Ball State University. 
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The term "leadership" has been assigned many definitions, both broad and 

rather specific. For the purpose of this research, "leadership" shall be defined as, "a 

pattern and/or potential for having a purpose or a following; an evolution and a 

combination of skills, experience, knowledge, and intuitive understandings" (Sinetar, 

1987). "Leadership development" has been defined as "every form of growth or stage 

of development in a person's life cycle that promotes, encourages, and assists one's 

leadership potentiaL" "Leadership educators" are those who work to provide "learning 

activities and educational environments that are intended to enhance and foster 

leadership abilities of others" (Brungardt, 1996). "Leadership behaviors" are 

behaviors such as: challenging the process, sharing a vision, enabling others, 

modeling the way, and encouraging the heart, which are utilized to exercise and 

develop an individual's leadership skills. 

Using this framework as well as many studies by leadership educators, it has 

been determined by most scholars that leadership skills are both attained by 

leadership education involvements and acquired at birth (Brungardt, 1996). According 

to Kouzes and Posner (1987), a perfect predictor of a human's leadership potential 

does not exist. No leadership study has revealed a singular factor which accounts for 

the variance at 100 percent. Researchers at the University of Minnesota developed a 

twins study in 1986 which measured eleven factors, including leadership, of the twins' 

personalities. This study revealed that leadership abilities are influenced 61 percent 

by heretical factors. If one of the twins exhibited leadership abilities, the other twin 

tended to display these traits as well, even if they had been reared apart (Kouzes & 

Posner, 1987). This leaves 39 percent of a human's potential to be influenced and 

determined by other factors. Nurturing and supportive families have sharply 

influenced characteristics such as intelligence, self-confidence, assertiveness, and 
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achievement orientation. Clearly the unleashing of a human's leadership potential 

can be greatly improved through opportunities which stimulate and foster growth of 

leadership skills. Leadership educators work on the premise that much of what makes 

a leader successful are teachable and. learnable behaviors (Brungardt, 1996). 

The arena of "leadership education" is a field which has shown rapid 

development. A study by the Center for Creative Leadership identified 469 leadership 

programs in existence within institutions of higher education throughout the country 

(Freeman, Knott & Schwartz, 1994). Typically these programs are offered by Student 

Affairs, Student Activities, and Student Life offices. While the design of these 

programs vary greatly, a large number of programs operate on a continuing basis, 

usually for an academic year. This continuous programming is intentional; most 

directors of programs believe that if students are exposed to leadership 

prinCiples/theories over a longer period of time the participants will retain more 

information. Other rationales to the development of on-going programming were 

expressed by the directors of leadership programs from various universities. 

According to both Suzanne Kutterer-Siburt, Assistant Director of Leadership 

Development at Southern Illinois University at Edwardsville, and Leslie Beddingfield, 

Program Assistant at North Carolina State University, more leadership topics can be 

covered over a longer period of time. Jody Svartoien, Assistant Dean of Students at 

Creighton University voiced that the University's program was designed for an 

academic year in order to, "maintain a connectedness in helping stUdents on a regular 

basis." Such ongoing programming permits directors of leadership programming to 

have frequent contact with the students they are attempting to influence. 
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With the expansion of leadership education programs at colleges and 

universities, growth in the number of for-profit and not-for-profit agencies who sponsor 

leadership institutes and conferences has occurred, as well. These programs are 

typically one week in length and are more intense than most programs found at 

colleges and universities. The purposes of these programs vary. Rick Morgan, Vice 

President of Conferences for Collegiate Conferences, stated that the "Certified Student 

Leader Program" is designed to benefit participants who do not have leadership 

programs and resources at their institutions. The demographics of participants 

involved with this program are students who attend institutions with less than 20,000 

students, both public and private schools. One-third of these participants attend 

community colleges. Others, such as Nancy Walbern, Director of Educational 

Foundation for the National Association for Campus Activities (NACA) views her 

organization's "Leadership West" conference as an opportunity for students to network 

with other students and to have a connection to a larger organization's services. 

Another purpose of conference/institute programming, as explained by Leadershape 

Institute's Anne Humphries, Director of Program Management, is, " ... to supplement 

the participants' other leadership experiences as well as provide long-term support for 

the participants." 

Although institutions of higher education and private agencies have developed 

many programs in an effort to improve student leadership development, studies of the 

effectiveness of these programs is lacking. Curt Brungardt, Director of Leadership 

Studies at Fort Hays State University, said that few leadership programs have 

evaluation plans to assess the process and impact of their programs on students. 

Since the area of leadership development is relatively new, much of the "leadership 

literature" tends to focus on understanding curricular details, rather than the program's 
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impact. Many well established leadership development programs do not clearly 

understand the outcome of their students' involvement, according to Brungardt. The 

issue is that programs are utilizing participant feedback to evaluate programmatic 

details, not to determine the program's effectiveness in impacting the development of 

student leaders. A large number of programs utilize student evaluations on a regular 

basis to determine student opinion regarding their level of satisfaction of an activity or 

presentation and what was learned. While the importance of learning a fact or 

improving a single skill is significant, few institutions are looking at the program's 

effectiveness in changing participants' leadership behaviors. 

Few programs have researched or have empirical data to show the effect their 

program has on one's leadership development. A handful of programs, such as Fort 

Hays State University, administers an instrument which attempts to determine the 

students' leadership growth. According Brungardt, the Leadership Practices Inventory 

- Self (L.P.I.), both initial and delta, are used for behavior analysis of the program. This 

tool is used ultimately to determine what elements in the curriculum impact students' 

growth. Some programs are beginning to recognize the necessity of such data. 

Humphries (Leadershape Institute) stated that current development of an instrument or 

survey is underway in order to verify the long-term impact of the Institute's curriculum 

in order to assist with curriculum review. The value of knowing the true impact of a 

leadership development program is invaluable. With this deficit of data, the majority of 

programs are making curriculum decisions with little knowledge about their current 

impact. 

Leading professionals in the area of assessment and leadership development 

cite the value of knowing a program's impact as crucial in determining the program's 
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effectiveness and if the program's goals are being met. In order to measure program 

effectiveness, the frequency of an assessment varies. Joan Murry, Associate Dean of 

the Union Institute believes assessment should occur at the beginning, middle, and 

end of a program; while Mark Troyer, Director of Leadership Development at Asbury 

College stated that pre-test and post-tests would provide adequate data. Both agree 

that the length of the program should be the guiding force in determining the frequency 

of student assessment. 

There are literally dozens of leadership assessments available, but few 

instruments are designed to measure a student's growth as a leader. Both Cheryl 

Rude, Director of Leadership Development at Southwestern College, 

and Troyer recommend the L.P.I. to measure an individual's observation of his W0wth. 

Both noted that a sole method should not be relied on to produce completely accurate 

results, and it may be helpful to utilize the L.P.I. - Observer, as well. The L.P.I.

Observer's format is similar to the L.P.1. - Self. This tool calls for five to six other people 

familiar with the subject's behavior to complete the instrument, and the results of the 

L.P.I.-Self are compared against the L.P.I. - Observer results. This comparison allows 

for the subject to have a clearer understanding of their true leadership behaviors. 

Murry suggested involving supervisors and subordinates in offering an individual 

feedback regarding their leadership growth as seen by others. 

The L.P.1. was designed to measure the growth and effectiveness of leadership. 

Kouzes and Posner identified key actions and strategies of leaders and identified five 

dimensions to evaluate the performance and effectiveness of empowering leadership 

behaviors. The instrument consists of thirty items which describe leadership 

behaviors. The subject answers each item according to a scale which responds to the 
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subject's degree of each behavior. 

With such few research studies available to provide guidance to leadership 

educators, there is a need for those who teach leadership to know what leadership 

development experiences provide students with the ability to identify for himself the 

amount of change experienced in his leadership behaviors. This need was the 

guiding force for the development of the following research study. 
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The Sample: 

This study involves a comparative study between an intense, week-long 

leadership development conference experience and a less intense, year-long seminar 

and small-group experience. Thirty of seventy participants from the Leadershape 

Institute, a week-long conference, completed the initial L.P.I. instrument as well as 

thirty of sixty participants involved with Phase II of "Excellence in Leadership" at Ball 

State University. 

The ages of the participants ranged between nineteen and twenty-two years of 

age. All of those involved with the Ball State study were enrolled in their sophomore 

year of college. The majority of the study's participants from Leadershape were about 

to enter their junior year of college in the Fall of 1995. Both groups of students have 

had a variety of leadership experiences. Most of the students hold a leadership 

position in student organizations at their college or university. The subjects are 

involved with a variety of campus functions including Campus Programming Board, 

Student Government, the Greek System, and the Residence Halls. The students 

involved with this study represented a variety of major fields of study. The students 

from Ball State University hail primarily from the state of Indiana, while the 

Leadershape participants have representations from across the United States. 

Data Collection: 

The subjects attending the Leadershape Institute participated in the L.P.I. during 

the fourth day of the conference. All participation was voluntary, private, and the 

instrument was used for the purposes described in the study. Four months following 

the Institute, the subjects were mailed the Delta form of the L.P.I. through the U.S. Mail. 
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Sixteen of the thirty Delta instruments were completed by participants and returned to 

the researcher. 

Thirty initial L.P.1. instruments were administered to Phase" participants of the 

"Excellence in Leadership" program at the beginning of the Spring semester. Twelve 

of these were distributed during the students' "Mentor Groups," which are small 

discussion groups. The conditions for the instrument were like those for the 

Leadershape subjects. All test taking was voluntary, private, and used for the 

purposes designed for the study. The eighteen remaining initial L.P.1. instruments 

were mailed to Phase" participants through Ball State's campus mail system; seven of 

the instruments were returned to the researcher. Four months following the initial 

L.P.I., the same sample of students was mailed the Delta form of the L.P.1. through the 

U.S. Mail. Sixteen L.P.I. Delta instruments were completed by the Ball State 

participants and returned to the researcher. 

Validity of Instrument: 

The L.P.I. is an instrument developed to "evaluate performance and 

effectiveness of empowering leadership behaviors" (Snyder-Nepo, 1992). The 

instrument is one which has been adapted to assess the leadership behaviors of 

college students. In two separate studies, one involving a national sample of fraternity 

chapter presidents and the other involving a national sample of sorority chapter 

presidents, the study concluded that effective chapter presidents (both fraternity and 

sorority) were assessed by their peers as performing all of the leadership practices at 

higher levels than less effective chapter presidents (Kouzes & Posner, 1992a). 

According to Snyder-Nepo, (1992) the L.P.I. is "excellent for use with college 

students." 
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The sample for the current version of the L.P.I.-Self consists of 423 respondents, 

and twelve percent of the sample is female. The sample consisted of a group of 

managers and executives involved with the public and private sector. The internal 

reliabilities of the L.P.I.-Self ranged from .69 to .85 (Kouzes & Posner, 1987). 

In Kouzes & Posners' (1992a) psychometric properties studies, no significant 

differences between genders, races, or cultural backgrounds were found. Significant 

research has indicated that the psychometric properties of the L.P.I. are sound, and the 

instrument provides, "reliable and valid assessments of respondent leadership 

behavior and skills" (Kouzes & Posner, 1992a). 

Case Studies: 

In addition to the L.P.I. data, five students from each program were randomly 

selected and interviewed by telephone. The purpose of the interview was to seek 

recurring themes from the students regarding their perceptions of leadership 

development/growth related to their involvement with either "Excellence in 

Leadership" or the Leadershape Institute. The students' opinions provided the 

researcher additional insight into the effects of these programs on the development of 

students as leaders. 
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Results 

The information gathered from the sample using the L.P.I. instrument revealed 

some clear trends among members from both groups. For the purpose of clarity in 

reporting the findings, this section is organized first to report the findings for each of the 

five areas studied in the instrument: Challenging the Process, Sharing a Vision, 

Enabling Others, Modeling the Way, and Encouraging the Heart. Finally, the findings 

of trends from the study as a whole will be shared. 

In order to interpret the amount of growth for each section, the Delta instrument 

asked the respondents to report their level of growth on a scale from one to five since 

taking the Initial instrument. A score of one indicates that the participant has 

decreased slightly in the behaviors since the initial L.P.I., a rating of two shows that the 

participants remains at the same level of frequency/skill with the behavior, and three, 

four, and five reflect an increasing level of exercising the behavior/skill. This scale was 

translated into another scale for the purposes of interpreting the data and determining 

trends among both groups. A response of a one was assigned a "0" to indicate that 

the behavior has "somewhat decreased." If the participant indicated a two, that 

response was assigned an "E" to show that the behavior "remained the same." Both 

scores of three and four were translated into a "U" to show that the behavior 

"somewhat increased." Finally, a score of a five was indicated as a "U+" to show that 

the behavior "substantially increased." Each response was assigned one point and 

these points were added among each area in order to determine trends for each of the 

responses within a single area. 
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Challenging the Process 

There was a great deal of difference in responses between each of the test 

groups. The majority of Leadershape respondents (67 points) stated that they had 

somewhat increased their ability to "Challenge the Process" since the time of the Initial 

L.P.I.; fifteen points were assigned to U+, which reports a substantial increase in 

performing the behavior. The remainder of the respondents (16 points) reported that 

their skills in this area remained the same. Of the five areas, this area rated first for this 

sample. 

This area rated third for "Excellence in Leadership" participants. The trend for 

the sample's responses in this section revealed that the majority of the participants 

indicated a "two" for this area's questions; these students reported that their behavior 

levels had remained the same (47 points) as when they were first administered the 

L.P.I. instrument. Thirty-eight points were assigned to "somewhat increased" (U), six 

points were reported as significant improvement (U+), and five points were received as 

a decrease (D) in proficiency. 

Sharing a Vision 

This area rated second for both sets of participants. Leadershape participants 

most commonly responded (67 points) that they had improved their frequency in 

sharing their vision with other people. Next, a score of eighteen points revealed that 

the students believe their skills had remained the same .. Thirdly, students reported a 

score of 15 points that they had "significantly improved" in their skills to share a vision 

with others . 
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"Excellence in Leadership" participants reported by a majority (46 points) that they had 

remained the same in this area. This score was nearly a split, as forty-two points were 

claimed by respondents who stated that they had improved in this area (U). Two 

points for this section were reported as "decreased somewhat" (D). 

Enabling Others 

The sample from Leadershape experienced growth (U) since the initial L.P.I. 

(65 points), and the second highest area revealed that a number of participants 

(21 points) reported that their skills in enabling others remained the same (E). Eleven 

points reported significant increase in this skill (U+). This area ranked fourth among 

the five areas. 

This section was the area of greatest improvement for the "Excellence in 

Leadership" sample. This area received 46 points for "somewhat improved" (U), and 3 

points for significantly improved (U+). Something significant to note is that question 

number thirteen (13) which states, "I give people a lot of discretion to make their own 

decisions," resulted in a scoring which resembled the trend of the other sample group. 

From the sample of sixteen students, eleven of the participants responded to have 

experienced change ("somewhat improved") and seven other respondents revealed 

that their level of growth had "remained the same." Overall, this area showed the 

greatest improvement for the sample. 

Modeling the Way 

This area contains several points of significance. First, this area of the 

instrument is the only one to have had a respondent indicate "somewhat decreased" 

(D) for a response. This occurred with question nine (9) which read, "I make sure 
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projects are broken down into manageable steps." Overall, the Leadershape 

participants additionally responded 63 points for "somewhat improved," 22 points for 

"remained the same," 10 points for "significantly improved." This area ranked last for 

Leadershape participants. 

Encouraging the Heart 

While this area did not report the highest level of overall improvement, it did 

contain the highest level (19 points) of "significantly improved" (U+). The majority of 

respondents (58 points) ranked "U" as their primary choice when answering the 

instrument's questions concerning this area. The response "E" received 19 points, as 

well. This area rated third of the five areas. 

Among "Excellence in Leadership" participants, this area rated fifth among the 

five sections. The majority (51 points) of participants reported that their behaviors 

regarding "encouraging the hearts of others" were the same as when they first were 

administered the L.P.I. instrument. The area received 38 points for the response 

"somewhat improved." Both "somewhat decreased" (4 points) and "significantly 

increased" (3 points) ranked nearly the same scores. 

Case Studies: 

Each participant of the Leadershape Institute used different words to explain 

what they had gained from their week-long experience. While the specifics of each 

skill or behavior learned may vary, the common factor for every Leadershape subject 

interviewed was that they had gained a greater sense of self confidence. 
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One participant stated that she has gained greater self confidence in the 

decisions that she makes as a leader. "I've learned that if I spend the time to create a 

vision of how our organization can be, then I should be able to tell that vision to 

others." This student believes that the Leadershape Institute was an effective week 

where the participants need to work hard to learn while they are at the conference and 

to share with others what they learned when they return home. Another Leadershape 

participant believes that he brought home from the Institute a greater sense of self

realization. "I learned to become more realistic about my capabilities from the 

feedback I received in my small group and the activities we shared together," the 

student stated. 

Another Leadershape participant is convinced that he would not have been 

elected Student Body President of his university without his experiences at 

Leadershape last summer. According to the participant, a "positive and safe" 

environment is created at the conference, and this environment gives students a lot of 

confidence. The student stated that the strengths of the program is a disadvantage as 

well. "Students are in a utopia for one week, and then they have to return to the real 

world and sometimes a negative environment. It's a real let-down when you realize 

that you aren't in a safe place (the conference environment) anymore." The 

Leadershape participant thought that a year-long program, instead of a week-long 

conference, would help students build a "leadership support system" at their 

institutions. Another disadvantage cited by a student was that only one person from the 

student's organization could attend the institute due to the cost (over $1,000) per 

participant. The remainder of students interviewed could not cite any disadvantages of 

the program. 
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Like Leadershape participants, students involved with the "Excellence in 

Leadership" stated that they gained greater self confidence through their involvement 

with the program. One significant difference between Phase II students and 

Leadershape participants is that the Ball State students consistently named one 

common skill which helped them to gain greater self confidence: improved 

communication skills. 

One Phase II participant believes he is more comfortable communicating with 

others since his involvement with the program. "We were forced to talk to other people 

during retreats and workshops, but it was not threatening. I felt safe to express myself." 

Another student stated that she is not as passive as she once was, after she became 

involved with the "Excellence in Leadership" program. "You cannot be passive during 

the retreats and workshops, because the group is small and you have to interact with 

others." Another program participant believed that as a freshman in college others 

would seek him out to help him adjust to campus life and to get involved with campus 

activities. "My communication skills have been enhanced through being involved with 

Phase II. I found that you have to make yourself known by telling people who you are." 

All students interviewed stated that the time commitment to be involved with the 

program is both the program's advantage and disadvantage. Nearly all of the students 

interviewed said that the greatest disadvantage to on-going leadership programming 

is that it is difficult to get students to make a long-term time commitment and that many 

students tend to lose their commitment to the program during the course of the school 

year. 
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Conclusion/Discussion 

The analysis and interpretation of the data collected from the L.P.I. study, the 

interviews, and the literature have guided the author in making some conclusions 

concerning the L.P.I. study's outcomes, program outcomes (advantages and areas of 

weakness) for both of the programs studied, and implications for leadership 

development programming. 

Outcomes from the L.P.I. Study 

There were two outcomes which were the guiding thought for the results of the 

L.P.I. study among the Leadershape and "Excellence in Leadership" samples. These 

conclusions were: 1) Each participant is at a different stage in his development as a 

leader, which makes it difficult to compare change and growth. 2) The self-evaluation 

of initial skill level, growth, and change is subjective. In examining both of these 

conclusions, the goal was to understand the types of outcomes associated with the 

programs as a whole, rather than a particular aspect of the program. 

First, each participant, regardless of the program, is at a different stage in his 

development as a leader. This causes difficulty in comparing change and growth of 

participants within a single program, and great difficulty in comparing two separate 

programs such as the programs illustrated in this study. A determination cannot be 

made regarding which program causes a greater degree of growth among its 

participants. While a degree of change cannot be reported among the participants, it 

is important to note this factor does permit an evaluation to determine whether growth 

and change did occur. In the cases of both programs, widespread growth and change 

in utilizing leadership behaviors did occur, and this point is significant. 
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Secondly, self-evaluation is subjective. Each participant involved with the study 

completed an L.P.I. instrument which asked each individual to assess his perception of 

his initial skill level; three months later he was asked to assess his perceptions of 

growth and change for each of the skills. Due to the subjectivity of self-evaluation, it is 

difficult to evaluate the collective degree of growth experienced by participants within 

the programs studied. 

However, the information uncovered through the use of the L.P.I.-Self permitted 

the participants an opportunity to evaluate their leadership development during the 

time between the Initial and Delta instruments. This opportunity for self-evaluation 

causes the participant to assess for himself his strengths/areas of growth as well as 

areas in need of improvement. This self-evaluation may be helpful to students, as 

research earlier in this document indicated that the majority of programs do not have 

students engage in a formal self-assessment. 

Another significant consideration is that while the degree of growth among 

participants cannot be collectively compared, it can be determined that nearly every 

participant reported to experience growth and change after their involvement with their 

respective program. This information will prove to be of value to these programs who 

currently do not ask their student leaders to measure their levels of growth and change 

before and after their participation. Clearly, growth of various levels among program 

participants has occurred. 

Most Important Program Outcomes 

The L.P.1. asks each subject to assess his proficiency of the following leadership 

behaviors: Challenging the Process, Inspiring a Shared Vision, Enabling Others to Act, 
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Modeling the Way, and Encouraging the Heart. The leadership behavior ranked first 

by each program differed. The Leadershape Institute's greatest strength was 

"Challenging the Process" while the "Excellence in Leadership" program excelled in 

"Enabling Others to Act." Both groups ranked their abilities to "Inspire a Shared 

Vision" as second out of the five categories. 

According to Kouzes & Posner (1992b), "Inspiring a Shared Vision" involves 

envisioning the future with a positive and hopeful outlook as well as showing others 

how "mutual interests can be met through commitment to a common purpose." One 

Leadershape participant said, "I learned that leadership is definitely not a one man 

job. There is no way that I can develop a vision on my own. I need to involve other 

people. I saw it [a group collaborating to create a vision] happen at my university, and 

it works." 

The ability as a leader to "Challenge the Process" was a leadership behavior 

addressed at the Leadershape Institute, as the week was spent challenging 

participants to examine their organizations and how accomplishments are planned 

within their student groups. After the current process was examined, Leadershape's 

curriculum encouraged the student leaders to determine means of how their 

organization could improve their current ways of setting and accomplishing goals. 

This teaching of curriculum attributes to why this leadership behavior ranked first 

among Leadershape participants. Kouzes & Posner (1992b) defined "Challenging the 

Process" as searching for opportunities and exploring ways to improve organizations. 

Some examples of questions from the L.P.I. which measures a participant's 

ability to challenge the process includes: 1) I seek out challenging opportunities that 
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test my skills and abilities and 16) I look for innovative ways we can improve what we 

do in my organizations (Kouzes & Posner, 1992b). A Leadershape participant stated, 

"Now, every time that I learn something new, I ask myself 'How can I use this in my 

campus organizations?' I did not do that before Leadershape." 

The ability to enable others to act involves fostering relationships based on 

mutual trust and empowering others to make a contribution to the organization or the 

group. This ability was ranked first among the Phase " participants from the 

"Excellence in Leadership" program. This leadership behavior was ranked fourth 

among Leadershape participants. This result was not surprising, as the focus of 

Phase " is on developing the individual leader to effectively lead others. Some of the 

workshops which Phase " leaders were required to attend included: Follower 

Empowerment, Conflict Resolution, and Servant Leadership. Additionally, the 

participants attended a day-long retreat which emphasized team building and creating 

a "team" environment within their organizations. 

The questions included in the L.P.I. which focused on this leadership behavior 

included examples such as: 3) I involve others in planning the actions we will take and 

8) I treat others with dignity and respect (Kouzes & Posner, 1992b). One Ball State 

University sophomore said,"1 learned from the program that, as a leader, it is important 

to help others to do their best and for those people to see their own leadership 

potential." 

Areas in Greatest Need of Improvement 

Both programs had similar areas of strength as well as share in the need to 

improve similar areas of their programming. For the Leadershape Institute, the 
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majority of respondents ranked "Modeling the Way" as the greatest area of weakness, 

while this proficiency ranked fourth out of five for "Excellence in Leadership" 

participants. Kouzes & Posner (1992b) define "Modeling the Way" as leaders being 

clear about their values and beliefs in order to set an example for those they lead. 

Additionally, these leaders break projects down into achievable steps, which allows 

others to focus on key priorities in order to achieve a goal. Two examples from the 

L.P.I. which measure this behavior are: 4) I am clear about my own philosophy of 

leadership and 24) I am consistent in practicing the values I espouse. 

The Leadershape participants' ranking of fifth out of the five leadership 

behaviors was surprising to the author, as one of the premises of the Leadershape 

Institute is to teach participants to "lead with integrity." While this was a theme heard 

throughout the week-long experience, one participant voiced, "Much of the week 

focused on the "selling" or "dictating" of a vision to group members instead of creating 

a vision together." Perhaps this perception was shared by many other participants, 

which resulted in this behavior's ranking of fifth. It is the recommendation of this 

researcher that this leadership behavior and the results from this study be further 

examined by those who design the curriculum for the Leadershape Institute. 

The area in greatest need for improvement in the "Excellence in Leadership" 

program is that of "Encouraging the Heart." This area ranked third among 

Leadershape Participants. Kouzes & Posner (1992b) define this behavior as 

encouraging people to persist in their effort by recognizing people and their 

contributions as well as celebrating the accomplishments of the group or organization. 

Some questions from the L.P.I. instrument which investigate an individual's ability to 

encourage the hearts of others include: 5) I take time to celebrate accomplishment 
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when project milestones are reached and 15) I praise people for a job well done. 

While the design of the Phase II program focuses on the development of 

leaders to create a team environment within their organizations, one area which is not 

emphasized is the focus of each individual and their contribution to the group; the 

focus is on developing the group as a whole. This program philosophy may attribute 

to the reason why this category was ranked fifth among Phase II participants: the focus 

is on nurturing the group as a whole, not on nurturing the individual members. The 

Phase II program may want to consider this finding when evaluating the Phase's 

curriculum and may want to investigate this result further to determine how the 

teaching of recognizing individual efforts with a group context. 

Implications for Leadership Development Programming 

Due to the questions raised regarding the outcomes of this study, no 

determination can be made concerning the effectiveness of one style of leadership 

programming over another. Each program has brought to their participants the 

teaching of various leadership behaviors, and each program offers different strengths 

of teaching leadership which assist students in their growth as leaders. While one 

program may claim a certain leadership behavior as a strength, the other may cite the 

teaching of the behavior as an area in need of improvement and vice versa. 

While this study compared the amount of growth between the two programs, the 

results from the L.P.I. as well as the case study interviews indicate that growth, at 

various levels, did occur. Both samples indicated that nearly every participant had 

personally experienced growth between the times of the Initial L.P.I. and the Delta 

instrument. Every participant, from both programs, who was interviewed reported that 
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their respective program had assisted in their leadership development. Each program 

specialized in developing different leadership behaviors, and of these five behaviors, 

no one behavior is considered of greater value than another. 

In conclusion, this study supports the recommendations made by leading 

professionals in the area of assessment and leadership development. The "experts" 

claim that the value of knowing the true impact of a leadership development program 

is invaluable in order to determine if the program's goals are being met and to 

determine a program's true benefit to it's participants. Without this vital information, 

both the program directors and students involved have a narrow concept of the 

program's impact. 

This information is important to leadership development programs at colleges 

and universities, as well as independent sponsors of conference experiences, since 

few programs report conducting as formal self-assessment among participants. The 

information which can be discovered from involvement in such a process will provide 

feedback concerning areas of programmatic improvement as well as to obtain 

empirical data which shows the benefits participants reap from their involvement with 

their program. This recommendation follows the definition and mission behind 

leadership education, " ... to provide learning activities and educational environments 

which are intended to foster and enhance the leadership abilities of others" 

(Brungardt, 1996). Perhaps through the implementation self-assessment into 

leadership development programming, a strong concept of a program's impact on their 

participants growth and development as a leader can be obtained. 
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Appendix C 

Leadership Practices Inventory 
L P 1- Delta: 
Measuring Leadership Change - SELF 

Your~ame __________________________________________________________________ ___ 

This assessment covers changes in your leadership behaviors or activities: 

In the past ______ months 

INSTRUCTIONS 
On pages 2 and 3 are thirty descriptive statements about various leadership behaviors or activities. 
Please read these statements carefully and complete the following three steps. 

Step 1 
Rate yourself in terms of how much, if any, your use of the behavior described in each statement 
has changed in the number of months specified above. Draw a circle around the number that 
corresponds to the description you have selected. You are given five choices: 

1. If your use of the behavior has somewhat decreased, circle "1." 
2. If your use of the behavior has remained the same (neither increased nor decreased), circle "2." 
3. If your use of the behavior has slightly increased, circle "3." 
4. If your use of the behavior has somewhat increased, circle "4." 
5. If your use of the behavior has substantially increased, circle "5." 

In selecting your rating, be realistic about the extent to which you have changed the way you 
typically behave. 

Step 2 
After you have circled a number for a statement, evaluate the extent to which you feel that your 
current use of the behavior is appropriate. You are given three choices: 

1. If you believe that the frequency with which you engage in the behavior isjust about right, 
circle "OK." 

2. If you believe that you could be more effective by engaging in the behavior somewhat more 
frequently, circle "SM." 

3. If you believe that you could be more effective by engaging in the behavior much more 
frequently, circle "MM." 

Step 3 
After you have responded to all thirty statements, turn to page 4 and transfer your I:.atings. 

Important ~ote 
If the observations of others are going to be part of your leadership assessment, five to ten people 
should be selected to complete the LPI-Delta: Observer on you. Those selected should be people who 
have observed you or worked with you in recent situations in which you led a group on a project. If 
you are asked to select the people, choose those who will be candid and whose opinions you respect. 
Before the copies of the LPI-Delta: Observer are distributed, your name must be written on each 
as well as the number of months that you wish the respondent to consider in assessing your progress. 
(The LPI-Delta: Observer includes a blank for each of these purposes.) 

1 
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LEADERSHIP PRACTICES INVENTORY (LPI)-DELTA: 
SELF 
To what extent have you changed the frequency with which you use the following behaviors? Using 
the scale below, circle the number that applies to each statement: 

1 2 3 4 5 
Somewhat Remained Slightly Somewhat Substantially 
Decreased the Same Increased Increased Increased 

How appropriate is the frequency with which you currently engage in the following behaviors? Using 
the scale below, circle the letters that apply to each statement: 

OK SM MM 
Just About Should Do Should Do 

Right Somewhat More Frequently Much More Frequently 

1. I seek out challenging opportunities that test my 
skills and abilities .......................... 1 2 3 4 5 OK 8M MM 

2. I describe to others the kind offuture I would like 
for us to create together ..................... 1 2 3 4 5 OK 8M MM 

3. I involve others in planning the actions we will - take ...................................... 1 2 3 4 5 OK 8M MM 
4. I am clear about my own philosophy of leader-

ship ..................... , .•.............. 1 2 3 4 5 OK 8M MM 
5. I take the time to celebrate accomplishments 

when project milestones are reached ........... 1 2 3 4 5 OK 8M MM 
6. I stay up-to-date on the most recent developments 

affecting our organization .................... 1 2 3 4 5 OK 8M MM 
7. I appeal to others to share my dream of the future 

as their own ............................... 1 2 3 4 5 OK 8M MM 
8. I treat others with dignity and respect. ........ 1 2 3 4 5 OK 8M MM 
9. I make certain that the projects I lead are broken 

down into manageable steps .................. 1 2 3 4 5 OK 8M MM 
10. I make sure that people are recognized for their 

contributions to the success of our projects ...... 1 2 3 4 5 OK 8M MM 
II. I challenge the way we do things at work ....... 1 2 3 4 5 OK 8M MM 
12. I clearly communicate a positive and hopeful out-

look for the future of our organization .......... 1 2 3 4 5 OK 8M MM 
13. I give people a lot of discretion to make their own 

decisions .................................. 1 2 3 4 5 OK 8M MM 
14. I spend time and energy making certain that people 

adhere to the values that have been agreed on .... 1 2 3 4 5 OK 8M MM 

Copyright © 1992 by Kouzes Posner International, Inc. All rights reserved. 
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16. 

17. 

18. 

19. 

20. 

21. 

22. 

23. 

24. 

25. 

26. 

27. 

28. 

29. 

30. 
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1 
Somewhat 
Decreased 

2 
Remained 
the Same 

3 
Slightly 

Increased 

SM 

4 
Somewhat 
Increased 

5 
Substantially 

Increased 

MM 
Should Do 

OK 
Just About 

Right 
Should Do 

Somewhat More Frequently Much More Frequently 

I praise people for a job well done ............. 1 2 3 4 5 OK 8M 
I look for innovative ways we can improve what 
we do in this organization .................... 1 2 3 4 5 OK 8M 
I show others how their long-term future interests 
can be realized by enlisting in a common vision .. 1 2 3 4 5 OK 8M 
I develop cooperative relationships with the people 
I work with ....................... , ....... 1 2 3 4 5 OK 8M 
I let others know my beliefs on how to best run 
the organization I lead ...................... 1 2 3 4 5 OK 8M 
I give the members of the team lots of appre-
ciation and support for their contributions .... 1 2 3 4 5 OK 8M 
I ask "What can we learn?" when things do not go 
as expected ................................ 1 2 3 4 5 OK 8M 
I look ahead and forecast what I expect the future 
to be like .................................. • 1 2 3 4 5 OK 8M 
I create an atmosphere of mutual trust in the 
projects I lead. . . . . . . . . . . . . . . . . . . . . . . 1 2 3 4 5 OK 8M 
I am consistent in practicing the values I 
espouse ............................ 1 2 3 4 5 OK 8M 
I find ways to celebrate accomplishments ....... 1 2 3 4 5 OK 8M 
I experiment and take risks with new approaches 
to my work even when there is a chance of 
failure .................................... 1 2 3 4 5 OK 8M 
I am contagiously excited and enthusiastic about 
future possibilities. . ....................... 1 2 3 4 5 OK 8M 
I get others to feel a sense of ownership for the 
projects they work on ....................... 1 2 3 4 5 OK 8M 
I make sure the work group sets clear goals, 
makes plans, and establishes milestones for the 
projects I lead .............................. 1 2 3 4 5 OK 8M 
I make it a point to tell the rest of the organi-
zation about the good work done by my group .. 1 2 3 4 5 OK 8M 
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