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Development, Reliability, and Validity of the
Leadership Navigator® for Organizational Leaders
The Leadership Navigator® for Organizational Leaders was developed as a 360-degree
feedback tool to assess job performance of leaders in non-corporate settings. The
Organizational Leader survey is based on 3D Group’s top selling and most researched
survey, the Leadership Navigator for Corporate Leaders. The Organizational Leader
survey measures leader proficiency across eight leadership competencies. Evidence of
the survey’s reliability and validity are presented in this report. The Organizational Leader
is applicable to all levels of leadership positions within non-corporate organizations (e.g.,
non-profits, community-based organizations, educational institutes, non-governmental
organizations, and governmental agencies).

Organizational Leader Survey Development
Background
In 3D Group’s work with clients, we found that leaders in non-corporate settings perceived the Corporate
Leader survey was “too corporate” and that some of the content was not applicable to their work
environment. To better serve these “non-corporate” leaders, 3D Group developed the Leadership
®
Navigator for Organizational Leaders 360-degree feedback survey. The content for the Organizational
Leader survey was based in part on The Leadership Navigator for Corporate Leaders survey. The
Corporate Leader survey, developed by 3D Group in 2003, was initially designed to assess leadership
competencies of mid-level managers (Robinson, Rose & Wilkinson, 2005; Healy & Rose, 2003). This
survey was recently updated (English & Rose, 2010). A study conducted in 2010, provided support for
the two-factor structure of the Corporate Leader, and provided strong evidence for its reliability (English &
Rose, 2010). The 2010 study also highlighted the inclusion of a new “positively worded” rating scale in the
Corporate Leader. Results of recent research indicated that this new scale revealed significant
psychometric improvements over the original rating scale (English, Rose & McLellan, 2009). The
Organizational Leader survey also shares many of these most recent updates applied to the Coporate
Leader.

Development
To develop the Organizational Leader survey content, a Subject Matter Expert (SME), with over 20 years
of experience in non-governmental organizations and governmental agencies, reviewed the Corporate
Leader survey items and competencies in order to identify any content that could be deemed “too
corporate” or might be less applicable to leaders in organizations (e.g., non-profits, community-based
organizations, educational institutes, non-governmental organizations, and governmental agencies). For
example, the Corporate Leader competency Customer Focus would not be applicable for a Dean at an
educational institution, because a Dean is not focused on maintaining relationships with paying customers
but on managing relationships with a complex set of key stakeholders. This particular example actually
led to the replacement of the Corporate Leader’s Customer Focus competency with the Stakeholder
Management competency in the Organizational Leader survey. As a result of the SME analysis, a second
competency was also changed. The Corporate Leader’s Business Focus competency was changed to
Mission Focus. For both of these competencies, all of the survey items were rewritten resulting in 11 initial
new survey items for the Organizational Leader survey. The remaining survey items were also reviewed
for language deemed “too corporate” and, as a result of this analysis, nine additional survey items were
rewritten. This resulted in a final total of 20 new survey items and two new competencies for the
Organizational Leader survey. A second SME reviewed the updated Organizational Leadership survey
items to provide content validation for the content modifications.
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Description of Organizational Leader Content
The Leadership Navigator Organizational Leader survey is a 360-degree feedback tool designed to
assess leaders on eight critical leadership competencies (See Figure A). The target leader for the
Organizational Leader survey is a leader who works in a non-profit, community-based organization,
educational institute, non-governmental organization or government agency, and has three or more direct
reports.
Figure A: Organizational Leader Survey Competencies

The Organizational Leader survey relies on a two-factor approach to leadership, based on extensive
leadership research developed out of the Ohio State Leadership studies. This research separates
leadership behavior into two primary factors: 1) Initiating Structure, and 2) Consideration. The eight
Organizational Leader competencies are separated into Work Process competencies and Interpersonal
Effectiveness competencies. Initiating structure or “Work Process” focuses on getting tasks
accomplished and structuring work roles and organizational priorities. Consideration or “Interpersonal
Effectiveness” focuses on meeting individuals’ needs so they can work most effectively. Recently, Judge,
Piccolo, & Ilies (2004) reaffirmed the appropriateness of considering leadership as being composed of
these two primary dimensions as they found validity estimates for these dimensions of .41. As Figure A
shows, the Organizational Leader survey Work Process factor is comprised of the Mission Focus, Results
Orientation, and Stakeholder Management competencies. The Interpersonal factor is comprised of the
Team Leadership, Developing Talent, Inclusiveness, Communication Skills and Acts with Integrity
competencies. Note that sometimes Communication Skills and Acts with Integrity are referred to as “Base
Competencies” because of their underlying core relationship to all of the competencies.
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Table 1 includes the competency definitions for each of the eight leadership competencies assessed by
the Organizational Leader survey. A sample survey item is also included for each of the eight leadership
competencies.
Table 1. Organizational Leader Competency Definitions and Sample Items

Organizational Leader Competency
Definitions

Sample Survey Items

Communication Skills: Speaking clearly, sharing
information, listening attentively, and using
appropriate language for a situation.

Adjusts message according to the audience.

Acts with Integrity: Behaving in an ethical manner,
not playing favorites.

Follows through on commitments.

Mission Focus: Understanding the organization's
purpose and strategy.

Promotes the organization's mission to others.

Results Orientation: Delegating and scheduling
work, following up, being proactive, and ensuring
completion of relevant tasks and projects.

Delegates initiatives, projects, and tasks appropriately.

Stakeholder Management: Ensuring
responsiveness and service to key internal and/or
external stakeholders, partners, allies, and other
interested parties.

Understands the needs of the organization's most
important stakeholders.

Team Leadership: Ensuring his or her team has
clear expectations, proper resources, and is working
well together.

Makes sure his/her team has adequate resources to
succeed.

Developing Talent: Coaching, mentoring, providing
feedback, and developing direct reports and
colleagues.

Mentors others within our organization.

Inclusiveness: Valuing diversity, considering the
opinions of others, and fostering an inclusive work
environment.

Treats people with different backgrounds as equals.

The Organizational Leader survey content is highly applicable to non-corporate settings, and is perfectly
suited for measuring leadership proficiency across all levels of leaders in non-corporate organizations.
The following sections highlight the reliability and content validity of the Organizational Leader survey.
The report concludes by highlighting the user friendly report formatting of the Organizational Leaders
survey.
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Reliability Analysis of Competency Scales
Reliability refers to the consistency of measurement of an assessment. Reliability can be described using
the analogy of the clock. A clock is reliable to the extent that it maintains time. Thus, a clock may be two
hours fast (not valid) but if it is always too hours fast, it is reliable. If the clock is sometimes two hours
fast, sometimes 10 minutes behind, and occasionally an hour slow, it is not reliable or valid (and not much
use for telling time).
In most circumstances, competency scales comprised of several individual behavior items are more
reliable than single items. Competency ratings provide an indication of the leader’s level of proficiency on
a group of related, yet multi-faceted skills. For example, for a leader to understand his or her skill at
communicating with colleagues, it is necessary to understand co-worker perceptions of speaking clearly
and listening attentively, among other behaviors. Without knowing the nuances of communication, it is
difficult for a leader to improve this skill. Therefore, it is necessary to collect ratings on each individual
area of the communication competency in order to understand where specific skill gaps exist.
Reliability analyses of the ratings for this study were conducted using Cronbach’s Alpha estimate of
internal consistency. This estimate provides an index of the average inter-item correlation for the items of
a scale. It is the most widely used index of reliability for assessment tools. Cronbach’s Alpha estimates
range from 0 to 1.0, with an estimate of at least .70 indicating acceptable levels of reliability for this type
of assessment. Therefore, when the Alpha estimate is higher than .70, items within a scale are
consistent with one another and are likely tapping into a common workplace characteristic.

The current reliability sample included data from 119 raters from organizations, including governmental
agencies and non-profits. Reliability estimates are displayed along the diagonal in Table 2 below.
Overall, the Organizational Leader reliabilities exceeded acceptable levels, ranging from .78 to .95.

Table 2. Cronbach’s Reliability Estimates and Competency Intercorrelations for Organizational Leader

Competency

1

1. Mission Focus

2

3

4

5

6

7

8

.85

2. Stakeholder
Management

0.62

.85

3. Results Orientation

0.72

0.61

.92

4. Communication
Skills

0.65

0.64

0.69

.88

5. Acts with Integrity

0.53

0.49

0.67

0.78

.78

6. Team Leadership

0.69

0.64

0.83

0.88

0.67

.90

7. Inclusiveness

0.44

0.56

0.48

0.83

0.72

0.54

.85

8. Developing Talent

0.50

0.59

0.68

0.64

0.67

0.76

0.64

.95

Note: N=119. Values along the diagonal, in bold italics, represent Cronbach’s Alpha for the Organizational Leader. Correlations
below the diagonal represent the intercorrelations for the current study. All correlations were significant (p < .01).
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Organizational Leader Validity
The Leadership Navigator for Organizational Leaders is a content valid, reliable, and practical method for
gathering feedback on behaviors of leaders across a wide range of non-corporate organizations.
Because multi-source ratings reflect people’s perceptions of leaders rather than provide an objective
measure of performance, it is important to determine whether the participants themselves believe that the
content is valid and provides useful information regarding their performance (Murphy, Cleveland &
Mohler, 2001). Thus, content and construct validity become key indicators of a multi-rater assessment’s
validity.

Content Validity
As highlighted earlier, the Organizational Leader was developed from the Corporate Leader survey and
modified so that it was more applicable to leaders in non-corporate organizations (versus for-profit
corporations). The content is highly face valid and so the survey should be very accessible to readers.
The competencies assessed as part of any 360-degree feedback tool should be job-related and approved
by upper-level management. To the extent that management views the competencies in the
Organizational Leader as necessary components of the job, the competency model is valid. To this point,
David Bracken (Senior Editor, The Handbook of Multisource Feedback), when asked whether a
competency model should be validated beyond content validation, replied, “It is the right of the leaders of
the organization to say we expect people to behave this way or go work somewhere else…as the
visionaries of the organization that is what’s going to make us successful, differentiate us from our
competitors, and attract customers…that is sufficient validation” (Rose, 2004).

Construct Validity
It is important to test not only whether an assessment tool is reliable, but also if it is measuring what it was
designed to measure. If we find evidence that an assessment tool does indeed measure what it purports
to measure, we can say that it demonstrates construct validity. Correlations can be used to provide this
evidence, as they are used to investigate the relationships between constructs. Correlations measure the
degree to which two items are related. For example, a strong positive relationship would be expected
between vocabulary and reading comprehension. If someone does well on a reading comprehension
test, they would be expected to score well on a vocabulary test. We would expect no relationship
between vocabulary and eye color though. The values of a correlation range from -1 to 1. When there is
a positive relationship between two variables, the values range from greater than 0 to 1.0, with 1.0 being
the strongest relationship. When there is a negative relationship between two variables, the values range
from less than 0 to -1.0, with -1.0 being the strongest negative relationship. When there is no relationship
between the two variables, the correlation is zero.
The Organizational Leader’s two-factor structure was investigated to assess its construct validity. As
mentioned earlier, the conceptual framework for the Organizational Leader survey is the Ohio State
Leadership studies research which separates leadership behavior into two primary factors: Initiating
Structure and Consideration. We call these factors Work Process and Interpersonal. The Work Process
factor is comprised of the Mission Focus, Results Orientation, and Stakeholder Management
competencies. The Interpersonal factor is comprised of the Team Leadership, Developing Talent,
Inclusiveness, Communication and Integrity competencies. In the present study, all competencies are
expected to be somewhat related because they are measuring the related construct of leader job
performance. A review of Table 3 demonstrates support for this assumption because all eight
competencies were positively correlated (r = .44 to .88).
Competencies in the Interpersonal factor are expected to be more strongly related to each other than to
competencies in the Work Process factor and vice versa. To test this assumption, overall composite
scores and competency-specific composite scores were created. The mean of the scores for each set of
competencies served as the overall composite score. These scores were eventually correlated with the
competencies from the other factor.

© 2010 Data Driven Decisions, Inc.

7

3D Group Technical Report #8333

For each competency within a factor, the average of the other competencies in that factor was used as
that competency’s competency-specific composite score. Thus, each competency could be correlated
with the competency-specific composite to gain an understanding of the relationship between that
competency and the other competencies within that factor.
Once all composites were created, the correlation between each competency and its competency-specific
composite was compared to the correlation between each competency and the overall composite from
the other factor. As displayed in Table 3, all of the five Interpersonal competencies were more highly
correlated with their competency-specific Interpersonal composite (average correlation of .87) than with
the overall Work Process composite (average correlation of .70). As Table 4 depicts, all of the Work
Process competencies were more highly correlated with the competency-specific Work Process
composite (average correlation of .88) than with the overall Interpersonal composite (average correlation
of .70). As expected, competencies within the same factor were more highly related to that factor’s
composite score than to the competency composite score for the other factor. These findings suggest
that the eight competencies can be grouped into two global leadership factors: Work Process and
Interpersonal Effectiveness competencies.
Table 3. Interpersonal Competency Correlations with Composite Scores

Correlations with Composite Scores
Interpersonal
Competencies

Interpersonal

Work Process

1. Team Leadership

.87

.83

2. Developing Talent

.89

.68

3. Inclusiveness

.82

.57

4. Communication

.89

.75

5. Integrity

.87

.65

.87

.70

Average Correlation

Table 4. Work Process Competency Correlations with Composite Scores

Correlations with Composite Scores
Work Process
Competencies

Interpersonal

Work Process

1. Mission Focus

.65

.89

2. Results Orientation

.78

.89

3. Stakeholder Management

.68

.85

.70

.88

Average Correlation
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Organizational Leader Report Format
The report format for the Organizational Leader was designed to ensure that the graphical displays of
data were both visually appealing and easy to understand. 3D Group worked with a team of graphic
artists to assure these objectives were met. Figure B displays the Overall Competencies Ratings page
and the Breakout by Competency page layouts.
Figure B: Overall Competencies and Competency Breakout Pages
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See Figure C for additional Organizational Leader report features. Some scores in the Breakout Ratings
by Competency pages appear in italics and indicate that one or more raters in that rater group rated the
particular behavior (survey item) as occurring less than “frequently” (<3 rating). A Strengths and
Development Needs page highlights each 360-participant’s Top 10 and Bottom 10 scores, ensuring that
individuals can easily focus their attention to the behaviors most relevant for improving their performance.
Also, a Blind Spots page can now be added to the Organizational Leader as an optional report feature.
The Blind Spots page identified both unexpected strengths and blind spots based upon Self and Overall
Score discrepancies.
Figure C: Additional Organizational Leader Report Features
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Conclusion
In continuing to improve 3D Group’s suite of 360-degree feedback tools, the Leadership Navigator
Organizational Leaders survey was developed to target leaders from a specific type of organization. This
new survey was based on the Leadership Navigator Corporate Leader survey, but is more applicable for
a wide array of leaders in organizations (e.g., non-profits, community-based organizations, educational
institutes, non-governmental organizations, and governmental agencies). The survey assesses
leadership proficiency across eight well researched and widely accepted leadership competencies.
Evidence is presented which supports that it is a content valid and reliable assessment. The report is
user-friendly and conducive to easily identifying leadership development needs.
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