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INTRODUCTION

Developing Leaders’ Uses of Power
One of the hardest tasks of leadership is understanding
that you are not what you are, but what you’re perceived
to be by others.
–Edward L. Flom
Power is the defining element of leadership, and yet, training and awareness on its use is
often missing in leadership-development programs. Rising higher in the ranks is not just an
outer change in circumstances but an inner change in attitudes, perception, and behavior.
And power doesn’t only change you; it changes the people around you. It changes how
they behave towards you, what they feel free to tell you, and their perception of you. As a
leader, one who is dependent on others to get things done and succeed, learning how to
manage the psychological influences power places on you, and on the people around you,
is critical to your success and the success of your organization.

What Is the Diamond Power Index®?
The DPI is a scientifically valid multi-rater assessment that helps organizations optimize
their leadership capacity by identifying critical opportunities and vulnerabilities related to
the way its key leaders use their power and authority in the service of their organization.
The DPI measures both the leader’s own sense of power—their personal power
capacity—and how others view their use of power. In addition to this measurement,
the DPI provides an in-depth, deeply developmental, and personalized pathway for
improvement.

Why a 360?
How power is used in an organization has an outsized effect on the organization’s culture.
Power can foster engagement or dampen participation. But power use is a blind spot:
even the most well-meaning leaders aren’t always aware of the impact they have on
others. An open and accessible leader, under the altering effect of power, may not
perceive how her behavior can silence others or reduce engagement. Thus, what leaders
have come to rely on throughout their lives—the reflection of themselves in the eyes of
others—cannot be fully trusted. For this reason, when it comes to power, an accurate
understanding of behavior requires 360-degree feedback from peers, reporting staff
members, managers, other coworkers, and even customers or external stakeholders.
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Why Power?
A large body of research shows that high-power roles produce behavioral and psychological
effects, which grow more significant over time. We see power as an umbrella issue that
comprises the most common workplace complaints and challenges—challenges we typically
think of and treat as separate problems. These include intimidating and aggressive behavior,
aloofness and disengagement, bias, preferentialism, bullying, and discrimination.
While egregious misuses of power dominate headlines, it is in fact the daily and

relatively minor misuses of power that, over time and in the aggregate, become
costly headaches, litigations and complaints, and bad publicity that can bring
down an entire organization. Consider how much energy is wasted, how much time is
lost, and how much creativity is squandered by leaders who bully, intimidate, threaten,
harass, or talk over or down to members of their teams. Alternatively, consider how a
leader afraid
of using their power—or inept at using their power—impedes their organization’s progress.
Unproductive meetings, frequent conflict, dysfunctional relationships, quid pro quo, a lack
of diversity, workplace “politics,” turf battles, and silos are all symptoms of poor use of
power. Keep in mind that misuse of power does not necessarily mean overuse. Leaders
who are reluctant to wield their authority or who use it insufficiently frequently fail to
confront problems, keep meetings on track, set deadlines and boundaries, hold people
accountable, and empower members of their teams.

What Is Unique About the Diamond Power Index®?
The Diamond Power Index® is the only 360° instrument on the market that includes
specific leadership competencies related to the effective and healthy use of power. By
assessing the leader’s own sense of power, as well as their use of power in the eyes of
others, it allows the leader to see how her personal-power capacity and sense of efficacy
directly translates into how she uses her power. This gives her insight and actionable steps
for improving and developing more effective uses of power in her role.
More than virtually all other leadership assessments, the DPI accounts for the specific,
everyday behaviors that people experience as problematic. In contrast to an assessment
that merely provides insight into managerial effectiveness, the DPI also illuminates how use
(or misuse) of power affects individuals’ morale; it gives leadership a critical sense of how a
team feels at work. In this way, the DPI can be considered a barometer for organizational
culture. Competencies covered by the assessment center on behaviors such as intimidation, respect, empowerment, discrimination, preferentialism, conflict competence, and
other behaviors that shape organizational culture. Combining these insights, the DPI
provides an in-depth developmental and personalized pathway for improvement.
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The Methodology at the Core of the DPI:
Power Is a Learnable Competency
Power may corrupt, even absolutely, but not inevitably. Given training, anyone at any

level of authority can learn to use their power to effect positive change in service
of their organization. The DPI is based on the premise that using power is a learnable
competency. From start to finish, the DPI guides the user and client through a journey of
development. The personalized results are presented in a Power Profile® Leader Report,
which provides in-depth interpretation, suggestions for next steps, and a six-page coaching
and development guidebook. Certified coaches or HR staff also get access to reports for
the leaders whose development they are supporting. In addition, coaches can order a
Coaching Report, which provides more detailed interpretation and suggestions for how to
work with the leader to aid their development. Finally, organizations can opt to receive a
Power Profile® Group Report, which includes a unique group-level summary that illuminates the power dynamics and related strengths and opportunities for groups of leaders.
No matter how accurate an assessment instrument, whether and to what degree an
individual can use the results to improve their behavior and performance is subject to a
variety of factors, including motivation, capacity to accept feedback, desire for change,
and belief in the change process. Coaching is costly, time-intensive, and highly
individualized, and calculating the return on investment is difficult. For these reasons, the
DPI is supplemented by two unique scales measuring Developmental Drive, which offer
insight into the leader’s “coachability”: developmental readiness, drive for self-development,
openness to feedback, and overall belief and engagement in one’s own development.
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Case Study:

Matching Power to
Purpose and Context
Leaders typically get promoted into management
positions based on extraordinary performance in a
certain role. However, the expertise and skills a leader
has mastered in their previous role are rarely the
primary factors needed for success in the new position.
This is particularly true in regard to power. There are
many ways of inhabiting a leadership position, and
different forms of influence a person may possess.
In other words, there are myriad kinds of power.
Typically, people tend to rely on their one or two
powers, such as their technical expertise, their
positional authority, or their relational abilities.
However, the assumption that one kind of power—the
power that is most developed or comfortable—will
suffice in every situation can lead to unintended and
unfortunate consequences.
The situation—and not the individual’s preferences—
determines which power is most effective. The most
effective leaders have developed a broad base of
diverse kinds of power that they can deploy as
context demands.

DIFFERENT POWERS
FOR DIFFERENT
SITUATIONS
AUTHORITY (or positional power) is the power that resides in
one’s role or position. It's the legal power one has to hire, fire,
promote, demote, and make decisions that directly affect an
organization. It is a power that belongs to the role; when a
person leaves the role, they leave that authority behind.
EXPERTISE is the power that derives from knowledge and skill.
One’s possession of the answers or information others need
grants power to that person.
EXPERIENCE may be an aspect of expertise-driven power, but it
isn’t necessarily attached to knowledge. Experience usually
stems from age or seniority. It is the wisdom gained over time,
on the job, that is difficult or impossible to explain or pass on
to others.
RELATIONSHIP power is the power one gains through one’s
ability to get along with others. When a person possesses
relationship power, others are more willing to work for or on
behalf of that person. For this reason, relationship power is one
of the most important kinds of power a leader can have.
PERSONAL POWER is the power that resides in one’s personality, as well as emotional and social intelligence. It manifests as
the ability to persuade, make an impact, endure challenges,
and engage productively with others. Personal power is
independent of social status or position. One can access and
use their personal power regardless of what others say or do,
or the status one holds.
SOCIAL STATUS is the power a person is born with. We are all
born with varying degrees of power due to our social identities,
which reflect characteristics such as skin color, family name,
wealth, gender, and education. A person may earn social
status, but very often the social status we accrue in life is based
on the access and resources our inherited status grants us.
INFORMAL POWER is the ability to successfully navigate the
norms of a given group or organization. Practically speaking,
informal power manifests as seniority, popularity, degree of
belonging or insider-ness, and the like.

©2018 DIAMOND LEADERSHIP, ALL RIGHTS RESERVED

6.

When a leader over-relies on a single kind of power, they put their position—and
the entire organization—at risk. The minute the situation changes, the leader either
loses their effectiveness or attempts to apply a wrong or inappropriate solution to
the situation, thus misusing their power. Consider the field of healthcare. Doctors use their
expertise and positional authority to enable well-being, cure illnesses, and alleviate the pain of their
patients. A doctor’s power is manifold—it not only lies in their expertise and judgment but also in the
dependency and faith the client places in their caregiver. Patients entrust their doctors with matters of
life and death. Furthermore, compounding the power of the role, doctors often work alone, or in
hierarchical teams in which they occupy
positions of the greatest authority.
In a large healthcare system, however, a doctor must also play the role of director, team leader,
manager, and co-worker with other healthcare professionals inside the organization. The power the
doctor has come to rely on externally with clients won’t work internally with colleagues or direct
reports. Using expertise or positional authority with colleagues is an ineffective and inappropriate
use of power. In order to be successful within the organization as leaders, doctors must learn to
“code switch,” to exercise other kinds of power in the service of their leadership roles.
The Diamond Power Index was administered to 60 executive directors in a large North American
healthcare organization. The organization served a multicultural population of more than 1.8 million
people in 12 hospitals and outpatient care and surgery centers across a 150-kilometer (92 mile)
region. It employed a staff of 25,000, including 2,600 physicians.
Each hospital and unit was led by a pair of co-directors: a clinical director and an administrative
director. This leadership structure posed not only a collaboration challenge but also a power
challenge. Doctors who were not used to the bureaucratic culture of a large administration reported
feeling frustrated and disempowered relative to their administrative co-directors, while their direct
reports and co-directors reported feeling dismissed and disengaged by the doctors’ leadership
styles, a carry-over of their expertise and authority in their roles as physicians.
The DPI was applied to help leaders develop their use of power. The assessment assisted them in
understanding the ways they sense their power, and how that sense drives their behavior with others.
It also allowed the leaders to see how others perceived their use of power.
The organizational development team witnessed marked improvement in the leaders’ behavior after
using the DPI. In particular, the team felt that the assessment not only provided a clear snapshot of
how others experienced their exercise of power but also supported them to examine and address
how their use of power impacts their role effectiveness. Beyond its strength as a developmental tool,
the DPI helped this organization move the conversation about power—its multidimensionality, and
what it means to utilize it well—out of the shadows and into the center, where it needs to be.
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Case Study:

Workplace Culture and Engagement
A toxic, dysfunctional workplace culture not only decreases productivity and morale but also has a
direct, negative impact on an organization’s bottom line.
Two significant effects of poor culture are employee turnover and disengagement. Workplace-behavior researchers Christine Porath and Christine Pearson found that employees who are the targets
of incivility, bullying, rudeness, and aggression from co-workers are more likely to quit their jobs,
report lower levels of health and well-being, are less committed to their job and less satisfied with
their work, and experience higher-than-average rates of anger and anxiety. In their 2013 article for
Harvard Business Review, Porath and Pearson reported the following consequences of incivility at work:
• 38% intentionally decreased work quality;
• 47% intentionally decreased time at work;
• 48% of respondents reported intentionally decreasing their work effort;
• 63% lost work time avoiding the offender;
• 66% said their performance declined;
• 78% said their commitment to the organization declined; and
• 80% lost work time worrying about the incident.
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Toxicity can take many forms. It can be the result of aggressive, uncivil, hostile behavior, but it can
also propagate through gossip, cliques, and inappropriate behavior—e.g., a colleague or supervisor
prying into an employee’s personal life, making inappropriate comments about one’s looks or dress,
or telling off-color jokes. The more authority the transgressor possesses, the more infectious and
destructive the negativity.
These behaviors clearly have adverse effects, but unlike many workplace issues, deterioration of
culture does not have an obvious fix. For organizations of all sizes, the operative question is: Can
this behavior be improved, and how? Is it possible to reform a leader who engages in gossip,
bullying, or harassment—and to what extent?
Leon Carpetta* was recently promoted to deputy director of a state environmental health and
safety agency. Having published numerous articles on water treatment facilities and public health,
Leon was widely regarded as an expert in the field, not only in the state but also throughout the
country. However, he was also the subject of numerous complaints. His team, largely comprised of
women, complained of his inappropriate behavior. He would pry into their personal lives, discuss his
personal problems with them, complain about others in the organization—most frequently his peers
and managers—and talk about his own personal tribulations. Over the years, the agency’s HR team
had received many complaints about Leon, and requests to transfer out of his department.
The director of the department called in a coach to help remedy the situation by working with Leon
on his problematic
behavior. The director was doubtful that things could change. He realized he had a volatile situation
on his hands and was considering transferring Carpetta out of the department, or giving him an
individual contributor role where he would not have direct supervisory relationships.
©2018 DIAMOND LEADERSHIP, ALL RIGHTS RESERVED
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At the outset of the coaching process, Leon’s coach recommended that he begin with a 360º
assessment—and specifically recommended the Diamond Power Index®—to identify the
leadership behaviors that may be contributing to issues in the workplace.
As one might expect, Leon’s Power Profile® scores reflecting his task awareness—his ability to
execute his responsibilities—were high. And, likewise, as expected, his scores on the scale
measuring his behavior with others, whether it was considered respectful or inappropriate, were in
the lower 20th percentile. However, looking at the breakdown of the scores by rater, his ratings by
subordinates on that scale fell into the lower 10th percentile, while peers and managers rated him
just slightly above average. Clearly, thoughts about the toxicity of Leon’s behavior significantly
varied based on differentials in authority. His co-workers saw one kind of leader, while his direct
reports saw another.
Another interesting and critical set of scores concerned Leon’s Personal Power, the scales reflecting his self-assessment on his sense of power and influence. Leon was surprised to see how low he
rated himself on the Purposeful Self Scale—that is, his capacity to bounce back from failure and
persist in the face of obstacles. Leon’s rating suggested that he was easily discouraged, and didn’t
feel positive and confident about his capacity to meet life’s challenges. In fact, it indicated that he
didn’t feel satisfied with life in general, and was uncertain whether he was meeting the goals he
had set for himself.
In the coaching conversation that resulted, the coach asked Leon about his sense of purpose: his
professional and life goals, and his direction toward those goals. The low self-assessment scores
opened up an important conversation for Leon: it turned out he was in a classic “mid-life crisis.”
Although he appeared to be successful in his field, and had achieved a second-in-command
position in his department, he was unhappy. He felt depressed and disengaged from his work,
and believed he was floundering.
Leon was also dismayed to see the low scores his subordinates gave him. He confessed to setting
inappropriate boundaries, especially with his subordinates, because they were the people with
whom he interacted most frequently. Notably, his subordinates were also all women. Thus, Leon’s
misuse of power was twofold: through his positional authority, but also through the social power
related to his gender, he felt free to interrupt the women who worked for him and ask them
personal questions.
Leon saw this behavior as an outlet for his depression. It was a distraction—something to counteract
the sense of despair and unhappiness he felt. To him, it was an innocuous attempt at friendship
and closeness. For his subordinates, however, it was harassment.
Leon found the connection between his behavior towards others and his own Personal Power
scores enlightening and helpful. His results indicate that emotional states like fear, anxiety,

or depression can overwhelm and eclipse the responsibilities of a high-power
role. When this happens, at best it distracts and reduces one’s effectiveness; at worst it becomes

harassment, boundary-crossing, or another form of power used poorly.
Together with his coach, Leon began working on steps to correct his behavior, as well as the core
problem underlying that toxic behavior: his uncertainty about his life goals and sense of purpose.
While he still felt at a loss, Leon was greatly relieved to finally face the important issues, to correct
his behavior at work, and to embark on a journey of discovering the next phase of his life.
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Case Study:

Collaboration on a
Leadership Team
Even when change is necessary, it does not always
come easily. A global pharmaceutical company
learned this fact firsthand during an elaborate and
painful two-year restructuring.
One significant area of change occurred in the finance
department. The company’s previous chief finance
officer was an aggressive and competitive leader who
had created a harsh and demoralizing culture. By
contrast, the new CFO, who had joined midway
through the reorganization, was affable and empathetic,
and highly regarded by the department’s leadership
team.
By the end of the reorganization, the team’s morale
had improved, but the finance department was
struggling to collaborate effectively. New members
were overwhelmed with their workload, and because
of the divisive nature of the previous CFO, there was
no culture of support or help. People worked
independently, and often competitively, focusing only
on the functions of their jobs. Members of the same
team were unwilling or unable to share resources,
workloads, or help one another complete jobs and
meet deadlines. Besides the culture of non-collaboration,
members were also spread across multiple locations,
and the interpersonal barriers inherent in working
virtually aggravated the team’s difficulties with
cooperation.
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EXPLORING THE LINK
BETWEEN POWER AND
COLLABORATION
Research on collaboration and teamwork reveals the
critical importance of psychological safety, an
atmosphere in which people feel safe to bring in new
ideas, and to ask for help and guidance.
Amy Edmondson, a Harvard professor of leadership
and management, whose work centers on teams,
describes psychological safety as a shared belief
among team members that it is interpersonally safe
to risk speaking up. Google’s Project Aristotle, which
sought to discover the secret of the most effective
teams, concluded that what separated the highest
performing teams from the rest of the pack was the
presence of psychological safety, which the company
defined as the belief that no one would be mocked,
punished, or embarrassed for asking questions,
offering new ideas, or making mistakes.
According to Google, manager’s who create healthy
and effective teams:
• Demonstrate engagement
• Show understanding
• Are inclusive in interpersonal settings
• Are inclusive in decision-making
• Show confidence and conviction without
appearing inflexible
REFERENCES:
Edmondson and Lei (2014). "Psychological Safety: The
History, Renaissance, and Future of an Interpersonal
Construct," Annual Review Organizational Psychology and
Organizational Behavior.
Edmondson (1999). Psychological safety and learning
behavior in work teams. Administrative Science Quarterly,
June 1999.
Re:Work - Guide: Understand team effectiveness. (n.d.).
Retrieved from https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/foster-psychological-safety/.
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To address these issues, the new CFO brought in an organizational-development consultant. The
consultant’s task was to work with the team to increase collaboration and improve interpersonal
engagement and support. Another important aim was the improvement of team members’ leadership abilities, so individuals would be better equipped to step up and lead in the CFO’s absence.
Ideally, the consultant would help the team become comfortable collaborating, create open
dialogue and productive conversation, and break down silos.
The consultant interviewed team members, and learned that the belligerent, hierarchical attitude
of the previous CFO had left each of them feeling disempowered. To collaborate effectively,

the team needed a new model of understanding their work together. Team
members needed a sense of empowerment—an ability and willingness to reach
out, speak up, and engage. For this reason, the consultant recommended that the members
use the Diamond Power Index® Power Profile® for leaders, and a team profile, to understand how
and where the team was empowered, and where, specifically, they struggled.
The decision to use the DPI was intended to support the team by offering them a common
language around collaboration. The DPI would also to bring to light, in a non-threatening way, the
historical power dynamics that had been an obstacle to collaboration. Above all, it normalized
power and power dynamics, making these topics easy to discuss.
Team members first participated in the DPI to gain greater awareness of their own sense of power
and use of power. The consultant felt that if the leaders had a better understanding of their uses of
power, and their senses of power, they would be able to identify the strengths they could bring to
collaboration, as well as the interpersonal obstacles in their way.
After individual debriefs with each team member on their DPI, the consultant met with the team
for a day-long off-site session and explored their group profile. What immediately became evident
was the gap between newcomers and veterans. The newcomers, all highly accomplished, intelligent professionals, had low scores on their own senses of power. This discrepancy brought out an
important conversation about the difficulty reaching out for help, asking questions, and raising
issues proactively.
The visual format of the group DPI gave the team a straightforward understanding of where they
needed to develop as a team. The day-long session broke down the sense of siloes, both job-related and geographical, and showed the team how many resources they had to share, how to support each other, and opened up dialogue.
Afterward, members of the team gave feedback about the utility of the session and the application
of the DPI. The entire team rated the day as extremely valuable, and several said it exceeded their
expectations. One member reported: “The opportunity to openly give feedback and hear from one
another was one that we rarely have. It also helped build each other up positively, enabling us to
give and take some real, tough feedback.” Another member said that the group profile was hugely
valuable in that it “provided a comprehensive and holistic perspective of the perceptions about us,
both as individuals and as a team.”
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Summary
Power may be difficult to master, but it’s vital to have. It’s a generative and creative force.
When people are empowered at work, they are more engaged, imaginative, and inspired.
When leaders understand their different powers and how to use them well, they are more able
to influence, drive change, collaborate across boundaries, lead successful teams, and create a
healthy and innovative workplace environment.
Knowledge comes from experience, but true mastery comes from self-reflection. The DPI
provides a valuable opportunity for leaders to see their reflection in the eyes of others, and to
develop the competencies for using power well and wisely for the benefit of their organizations
and of the world around them.
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