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Figure 1.1. The 8 Dimensions of Leadership Model



Figure 2.1. The DISC®  Model
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Figure 2.2. The North-South Axis
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Figure 2.3. The West-East Axis



Dimension DiSC Style(s)

Pioneering Di, iD

Energizing i

Affi  rming iS, Si

Inclusive S

Humble SC, CS

Deliberate C

Resolute CD, DC

Commanding D

Table 2.1. DiSC Styles and the 8 Dimensions of Leadership



Goals Quick action, new opportunities, 
 exciting breakthroughs

Judges others by Confi dence, infl uence, ability to 
 think creatively

Infl uences others by Charm, bold action, passion

Overuses Impatience, egotism, impulsiveness, 
 outspokenness

Under pressure Becomes aggressive, overpowers others, 
 becomes impulsive

Fears Loss of power, stifl ing environments, 
 loss of attention

Would increase  Patience, humility, consideration
eff ectiveness through 

Table 2.2. The Pioneering Leader at a Glance



Goals Popularity, approval, excitement

Judges others by Openness, social skills, enthusiasm

Infl uences others by Charm, optimism, energy, personal connection

Overuses Optimism, praise, enthusiasm

Under pressure Becomes disorganized, gets overly expressive,   
 becomes frantic

Fears Rejection, not being heard, not being liked

Would increase  Being more objective, following through on   
eff ectiveness through tasks
 
Table 2.3. The Energizing Leader at a Glance



Goals Friendship, acceptance, close relationships

Judges others by Ability to see good in others, warmth,    
 approachability

Infl uences others by Agreeableness, empathy, being patient

Overuses Patience with others, indirect approaches,   
 personal connections

Under pressure Takes criticism personally, tries to make    
everyone happy

Fears Pressuring others, being disliked, facing    
aggression

Would increase  Acknowledging others’ fl aws, confronting
eff ectiveness through problems 

Table 2.4. The Affi  rming Leader at a Glance



Goals Harmony, stability, acceptance

Judges others by Dependability, sincerity

Infl uences others by Accommodating others, consistent    
 performance

Overuses Modesty, passive resistance, compromise

Under pressure Gives in, avoids revealing true opinions

Fears Letting people down, rapid change

Would increase  Displaying self-confi dence, revealing true
eff ectiveness through feelings

Table 2.5. The Inclusive Leader at a Glance



Goals Stability, reliable outcomes, calm environment

Judges others by Precise standards, reliability, even temperament

Infl uences others by Practicality, diplomacy, self-control, consistency

Overuses Traditional methods, sense of caution, humility

Under pressure Withdraws, gets bogged down, becomes  
 infl exible, gives in

Fears Emotionally charged situations, ambiguity, time  
 pressure, chaos

Would increase  Being decisive, showing urgency, initiating  
eff ectiveness through change, speaking up
 
Table 2.6. The Humble Leader at a Glance



Goals Accuracy, objective processes

Judges others by Expertise, systematic processes

Infl uences others by Logic, exacting standards

Overuses Analysis, restraint

Under pressure Overwhelms others with logic, becomes rigid

Fears Being wrong, strong displays of emotion

Would increase  Acknowledging others’ feelings,
eff ectiveness through looking beyond data

Table 2.7. The Deliberate Leader at a Glance



Goals Independence, personal accomplishment,  
 effi  cient results

Judges others by Competence, common sense, use of logic

Infl uences others by High standards, determination, strict   
 standards

Overuses Sarcastic or condescending attitude,   
 criticism 

Under pressure Becomes overly critical, ignores people’s  
 feelings

Fears Failure to achieve their standards, lack of  
 control

Would increase  Warmth, tactful communication, paying
eff ectiveness through attention to others’ needs

Table 2.8. The Resolute Leader at a Glance



Goals Bottom-line results, victory

Judges others by Ability to achieve results

Infl uences others by Assertiveness, insistence, competition

Overuses Forcefulness, bluntness

Under pressure Becomes impatient and demanding

Fears Being taken advantage of, appearing weak

Would increase  Patience, empathy
eff ectiveness through 

 Table 2.9. The Commanding Leader at a Glance
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Figure 2.4. My Primary Leadership Dimension



96  Lessons from the 8 Dimensions 

as you strive to work on specifi c dimensions to increase your 

eff ectiveness.

While it would be fantastic to develop all seven dimensions 

simultaneously, this is not realistic. So, where do you start? Well, 

many leaders fi nd that they need to develop the dimension that 

sits opposite their own primary dimension on the model. For 

example, Pioneering leaders often need to learn something from 

Humble leaders. However, our research also shows that the most 

important dimension for you to work on today also depends 

on your current role, the culture of your organization, and your 

personal goals. You may even wish to take external feedback into 

account. You’re the best judge of what skills you need right now. 

To help you organize your thoughts, take a couple of minutes 

to fi ll out the 8 Dimensions of Leadership Needs Assessment 

below. If you’ve already completed the online assessment, you can 

skip the next two pages. Your results for this needs assessment are 

included on the one-page document you received.

The 8 Dimensions of Leadership 
Needs Assessment

Th is simple exercise—separate from your DiSC® assessment—is 

meant to help you discover the most important dimensions for 

you to work on today.

Instructions: For each block of four statements, choose the 

leadership skill that you most need to improve on to be more 

eff ective as a leader and put a 10 in the corresponding box to the 

right. Th en, choose a runner-up and put a 5 in the corresponding 

box. (Each set of four should total 15.)
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And now that you’ve fi nished the assessment:

1. Look at the eight shaded boxes and circle the two that 

are highest. 

2. Turn to the chapters in Part 3 that explore each of those 

leadership dimensions.

3. Read specifi c lessons from each dimension that you’ve 

selected.

4. Wrap up your experience by reading Chapter 19: Pulling 

it All Together.

Th is development process isn’t a one-time thing. Our hope 

is that you will revisit this book many times throughout the 

course of your career. Ultimately, each of the chapters in Part 

3 has something to reveal to you. In fact, it’s important to take 

some time to celebrate your own unique approach to leadership. 

You’ve got a lot to teach others, and we encourage you to read the 

chapter about your primary dimension so that you can appreciate 

the natural talent that you already bring to the table. 

If you want to work on: Turn to:

Pioneering:  Chapter 11

Energizing: Chapter 12

Affi  rming: Chapter 13

Inclusive: Chapter 14

Humble: Chapter 15

Deliberate: Chapter 16

Resolute: Chapter 17

Commanding:  Chapter 18
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Although the DiSC® model was developed almost a century 
ago, DiSC research became much more focused and 

systematic in the 1970s. Since that time, the heart of the model 
has remained the same, but our current understanding of DiSC 
is far more advanced. Our third generation of DiSC reflects not 
only advancements in the general field of psychology, but also a 
forty-year program of research into the model. In this appendix, 
we want to give you a brief description of the core concepts 
behind DiSC and explain, both conceptually and empirically, 
how this theory was used to develop the 8 Dimensions of 
Leadership Model.  

The Basics behind the DiSC Model
The Two DiSC Axes
There are two basic axes that serve as the foundation of DiSC. As 
you can see in Figure A.1, the horizontal and vertical axes create 
quadrants that are the D, i, S, and C styles. Understanding these 
two axes is the key to recognizing the relationships among the 
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styles and applying the model in a real world setting. Chapter 2 
describes how these play out in the domain of leadership. Here 
we will look at the axes from a more technical and historical 
perspective.

The vertical axis runs from fast-paced and outspoken to 
cautious and reflective. It describes one’s outward activity level 
and assertiveness. Traditionally, those at the northern end of the 
axis (i.e., the D and i styles) were described as “seeing themselves 
as more powerful than the environment.”  As a consequence, 
they were more likely to be bold and project confidence. Those 
at the southern end of the axis (i.e., the S and C styles) were 
traditionally described as “seeing themselves as less powerful 
than the environment.” Therefore, they were more likely to adapt 
to current circumstances and work within existing parameters. 
At times, they have been referred to as “passive,” but the 
connotations of this label distract from the strengths that these 
two styles bring to an organization. 

D

C S

i
Accepting
& Warm

Cautious &
Reflective

Questioning
& Skeptical

Fast-Paced &
Outspoken

Figure A.1. The DiSC  Axes
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The horizontal axis has been the source of much more 
confusion over the years. After a full year of research on this 
specific issue, we concluded that this axis is best described as 
running from questioning and skeptical to accepting and warm. 
Those on the western side of the model (i.e., the D and C styles) 
were traditionally described as “perceiving the environment as 
antagonistic to their interests.” That is, they are more likely to 
view the world as resistant or unwelcoming to their needs. As 
a consequence, these people tend to be skeptical of new people 
or ideas, not always trusting information at face value. Our 
newest research suggests that people with a combined DC style 
frequently describe themselves as questioning or challenging. 

Those on the eastern side of the model (i.e., the i and 
S styles) were traditionally described as “perceiving the 
environment as aligned with their interests.” That is, they trust 
their environment. New information or new people are likely to 
be accepted at face value. People with a combined iS style tend to 
describe themselves as cheerful, caring, and receptive. 

It is worth noting that the horizontal axis of DiSC is 
sometimes described as being a task-oriented vs. people-oriented 
axis. Our research continually refutes this. We find that many 
people with the S style describe themselves as task-oriented and 
many people with the D style describe themselves as people-
oriented. The task-people axis more correctly appears to run 
diagonally from the C style to the i style. 

The Four Styles
The four quadrants of the DiSC map have been labeled 
Dominance, Influence, Steadiness (originally Submissiveness), 
and Conscientiousness (originally Compliance). The four styles 
are described as follows:

Dominance: describes people who are driven and forceful. They 
usually have strong opinions about how things should be 
done and are direct, if not blunt, with those opinions. They 
often describe themselves as aggressive, strong-willed, and 
demanding.  
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Influence: describes people who are enthusiastic and high-
spirited. They’re quick to seek out new social opportunities 
and are generally very talkative. This style combines a high 
level of energy with a strong positive disposition.  

Steadiness: describes people who are gentle and 
accommodating. They’re very considerate of other people’s 
needs and show a great deal of patience. They work to 
create an environment around them that is stable and 
harmonious. 

Conscientiousness: describes people who are analytical and 
reserved. They place a high value on accuracy and take a 
systematic approach to their work. Emotional displays are 
kept to a minimum, as they put a strong emphasis on logic 
and reason.  

DiSC as a Circumplex
The four DiSC styles are, in essence, a typology. They are 
categories that help us quickly understand individual differences. 
Although a person is often said to have one particular style, it is 
important to recognize that most people can stretch into all of 
these areas when the situational demands are pressing enough. 
In fact, the parsing of the model into four quadrants is, from 
a theoretical perspective, arbitrary. It could just as easily have 
been divided into eight sections or twelve sections (although 
four styles are much easier for the average person to remember 
than eight or twelve). The point is, the four styles should not be 
viewed as discrete, unrelated categories. We are all a blend of the 
four styles, but tend to favor some more than others.

When William Marston initially presented the DiSC 
model, he compared it to the color wheel in which each of the 
colors blends gently into adjacent colors. Our research confirms 
that this is a very apt analogy and that DiSC can accurately be 
described as a circumplex. As a technical designation, DiSC’s 
circumplex structure has a host of mathematical implications for 
the theory. But in lay terms, “circumplex” means that all areas of 
the DiSC model are equally valid and meaningful. One person 
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may have a pure D style, while another person has a mostly D 
style with a slight leaning toward the C style. One style blends 
into an adjacent style much the same way red blends into 
orange. As we will see momentarily, this insight allows for some 
profound improvements in the measurement and application of 
the model. 

The Measurement of DiSC
John Geier was one of the early researchers to build a formal 
measurement system to Marston’s concepts. His tool assigned 
scores to the test taker on each of the four styles and presented 
these scores in the form of a line graph. The styles were treated 
like separate domains, largely independent from each other. 
In the early 1970s, the DiSC model and instrument was first 
commercialized in the business community by Geier’s company, 
which later became Inscape Publishing. 

Although research on the DiSC model persisted through 
the ’80s and ’90s, the presentation of DiSC as a pure typology 
remained the same. A second generation of DiSC measurement 
developed at Inscape by Pamela Cole and Gary Little took 
advantage of computerized assessment and offered test takers 
personalized narrative to accompany their D, i, S, and C scores. 
By the early 2000s, however, a deeper insight into both DiSC 
theory and psychometric theory allowed for a third generation 
of the model in which DiSC was measured as a circumplex. 
Not only is this conceptualizing of DiSC more consistent 
with Marston’s original writing, but it is also much more 
representative of developments in contemporary academic 
psychology (e.g., the interpersonal circle.)

Instead of measuring and presenting DiSC as four discrete 
scales, DiSC was measured as eight intercorrelated scales equally 
spaced around the DiSC circle. Not only were D, i, S, and C 
measured, but blends of the styles were also measured (i.e., Di, 
iS, SC, and CD). From these eight scales, an individual could 
be located on the two DiSC axes and then plotted within the 
DiSC circumplex, as shown in Figure A.2. Beyond being more 
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conceptually accurate, this method of presenting results has a 
host of other advantages. For instance, two individuals could 
much more easily visualize their similarities and differences 
within the DiSC model. Or, a lone individual could more easily 
visualize the effort required to stretch from, let’s say, the C style 
to the i style. 

The research was exceptionally supportive of this new 
method of measuring DiSC. New data continues to support 
both the validity and reliability of the assessment. For instance, 
scientists look at the “internal reliability” of a scale to assess if 
that scale is measuring a single unified concept. A metric called 
“Cronbach’s Alpha” is used to evaluate internal reliability. This 
metric ranges from 0 to 1 and is expected to be above .70 for 
a given scale before being considered acceptable. As shown in 
the diagonal of Table A.1, each of the DiSC scales well exceeds 
this value. Table A.1 also shows the intercorrelations among 
the DiSC scales. As expected under circumplex theory, adjacent 
scales (e.g., the S and Si scales) are most highly correlated and 
scales opposite each other on the DiSC model (e.g., the S and D 
scales) have a strong negative correlation. 

D

C S

i

Person 1: Di Style

Person 2: C Style

Figure A.2. Example of DiSC circumplex results
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     D      Di      i      iS      S      SC      C      CD
D .88
Di .37 .91
i -.04 .51 .91
iS -.49 -.10 .38 .88
S -.71 -.42 -.05 .49 .82

SC -.52 -.75 -.63 -.11 .37 .82
C -.05 -.55 -.76 -.44 -.06 .54 .80

CD -.35 -.18 -.50 -.69 -.51 .15 .39 .75

Bold numbers across the diagonal represent coefficient Alphas for the eight DiSC scales.

Table A.1. DiSC Scales Intercorrelations and Reliabilities

The Application of the DiSC Circumplex  
Although not necessarily called “DiSC,” the fundamental 
concepts behind DiSC are continually rediscovered by 
thinkers and researchers in a wide variety of disciplines. In 
academic psychology, the DiSC concepts are referred to as the 
“interpersonal circle.” In Ancient Greece, Hippocrates referred 
to them as the “four humours.” The reason that this model 
continues to pop up again and again is because DiSC addresses 
very fundamental aspects of human nature that have a profound 
impact on how we do our work and how we relate to each other. 

DiSC is a general measure of personality, but it has long 
been applied to a variety of professional domains. An individual 
with a particular style is thought to have specific priorities on the 
job and gravitate toward certain job-relevant behaviors. Before 
expanding the DiSC circumplex into the field of leadership, we 
began researching two professional fields that have long used the 
DiSC model to help develop workers: management and sales. 

We expected that tasks and attitudes of managers and 
salespeople would take a shape that closely resembled the 
DiSC circumplex. For example, we asked managers what is 
important to them on the job and were able to plot out their 
preferences in two-dimensional space using a technique called 
multidimensional scaling. What we found was that the managers’ 
attitudes conformed quite remarkably to the basic DiSC model. 
Take a look at Figure A.3. Each dot represents a management 
priority, and the closer two dots are to one another, the more 
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similar they are. So, managers who cared about “creating a 
sense of urgency” were also likely to care about “setting high 
expectations,” but less likely to care about “providing feedback 
in a warm, understanding way.” It’s easy to see how management 
priorities clearly reflect the DiSC circumplex.             

We conducted similar studies in the area of sales. In one 
such study, salespeople were presented with fourteen sales 
tasks relating to customer interactions and asked to rate how 
important each was when they were interacting with clients. The 
results, as shown in Figure A.4, clearly show the relevance of 
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Giving people time to adjust to changes

Checking-in Making sure that everyone gets along

Letting people know that I’m there to help

Providing feedback in a warm, understanding way
Showing patience for mistakes

Accepting
& Warm

Cautious &
Reflective
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& Skeptical

Fast-Paced &
Outspoken

●

Figure A.3. Multidimensional plotting of management priorities

Figure A.4. Multidimensional plotting of sales tasks

D

C S

i
Accepting
& Warm

Cautious &
Reflective

Questioning
& Skeptical

Fast-Paced &
Outspoken

Showing the customer that you can
have an impact on his/her success

●

Showing the customer that you’re
confident in your product service

●

Showing the customer how
you can help his/her bottom line

●

●

Showing that you can back up
your claims with evidence

●

Backing up the quality of your
product with specific information

●

Making sure that the 
customer understands all of 
the details in your offering

●

Showing that you’re
thorough and careful

Showing the customer that you empathize
with his/her need and concerns

●

●

●

●

●

●

Being friendly, warm, and personable

Developing a comfortable, friendly
relationship with the customer

Creating enthusiasm in the customer

●

Having fun with the customer
Showing that you care
about the customer as a person
not just a customer

Listening patiently and warmly
to the customer’s needs



DiSC® Background, Theory, and Research  213 

the DiSC model. For example, the tasks in the upper left-hand 
corner reflect a results orientation, which is typical of the D style, 
and the task in the lower left-hand corner reflect a priority on 
quality and evidence, which is typical of the C style. 

This research supports what DiSC practitioners have been 
teaching for years: DiSC, as a measure of personality, helps 
explain how people approach their jobs in a variety of different 
professional fields.  

The Application of DiSC to Leadership
We began our investigation by reviewing the work of 
contemporary and traditional thought leaders in the leadership 
arena. Additionally, we reviewed academic research in the field 
to help differentiate between the supported and unsupported 
theories and assertions. We found that DiSC had a great deal to 
say about the interpersonal concepts that were being discussed by 
thought leaders such as Jack Zenger, Peter Drucker, John Kotter, 
Jim Kouzes and Barry Posner, Sun Tzu, Jack Welch, Robert 
Greenleaf, Warren Bennis, Edgar Schein, Stephen Covey, Larry 
Bossidy and Ram Charan, Daniel Goleman, Peter Senge, and 
Jim Collins. 

After identifying the leadership constructs that were relevant 
to the DiSC model, we began the data collection stage of the 
project. In twelve rounds of data collection, 26,899 participants 
were asked questions about their own leadership performances 
as well as the performances of leaders in their previous or current 
organizations. These data were used to identify and build initial 
leadership scales and understand the psychometric relationships 
among various leadership constructs. 

Next, leaders were chosen from a wide range of industries. 
For these leaders, managers, peers, direct reports, and other 
colleagues were selected to rate the leaders’ performance on the 
initial leadership scales. Leaders were also asked to rate their 
own performance. Based on these results, the leadership scales 
were refined. More importantly, however, we began to see the 
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emergence of a very clear leadership model that explained the 
relationship among these leadership constructs. This, of course, 
was to become the 8 Dimensions of Leadership Model. 

After this model development stage, we conducted research 
with over 3000 additional raters to confirm the validity of this 
model. These studies confirmed both the ability to measure 
the proposed leadership constructs and the robustness of the 
leadership model. If you look at Table A.2, you can see the eight 
dimension scales, along with three subscales that fall under each. 
The Alpha values in the second column suggest exceptional 
reliability for each of these scales. 

Additionally, the correlations among the scales offered strong 
support for the 8 Dimensions of Leadership Model. Figure A.5 
offers a visual representation of the relationships among the 
scales using multidimensional scaling (MDS). (Keep in mind 
that the original MDS rotation is presented and this rotation 
is arbitrary.) Although the eight scales do not form a perfectly 
equidistant circle (as predicted by the model), this theoretical 
ideal is nearly impossible to obtain with actual data. The actual 
distance between the scales, however, is roughly equal, providing 
strong support for the model and the assessment of that model. 
Figure A.6 allows for a visual inspection of the relationships 
among the DiSC Leadership subscales, which are also arranged 
in a clear circular pattern. 

We were also curious about overall effectiveness. That is, 
are some of the dimensions of leadership more important than 
others? Generally speaking, we found that the importance 
of a leadership dimension often depended on how “effective 
leadership” was being defined. For example, when we asked 
which leaders were most respected in their organizations, the 
Energizing and Deliberate Dimensions seemed to have the most 
influence. When we asked about the leaders people most enjoyed 
working with, the Affirming and Inclusive Dimensions had the 
biggest influence. Overall, however, all of the dimensions had 
very strong relationships with perceived effectiveness. The lowest 
correlation with being rated as a good leader was .57 (Humble) 
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Table A.2. Leadership Scale Reliabilities

LEADERSHIP SCALES ALPHA

Pioneering .98
Finding Opportunities .93
Stretching the Boundaries .93
Promoting Bold Action .90

Energizing .96
Showing Enthusiasm .92
Building Professional Networks .88
Rallying People to Achieve Goals .93

Affirming .97
Being Approachable .91
Acknowledging Contributions .96
Creating a Positive Environment .93

Inclusive .97
Staying Open to Input .94
Showing Diplomacy .92
Facilitating Dialogue .92

Humble .96
Maintaining Composure .95
Showing Modesty .87
Being Fair-Minded .93

Deliberate .96
Communicating with Clarity .94
Promoting Disciplined Analysis .88
Providing a Sense of Stability .91

Resolute .95
Setting High Expectations .91
Speaking Up about Problems .89
Improving Methods .91

Commanding .96
Showing Confidence .89
Taking Charge .93
Focusing on Results .90
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Figure A.6. MDS Analyisis for the DiSC Leadership Subscales
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Figure A.5. MDS Analyisis for the DiSC Leadership Scales (The original MDS 
rotation is presented here. This rotation is arbitrary.)
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and the highest was .72 (Energizing). These correlations support 
the conclusion that each of the eight dimensions plays an 
important role in successful leadership. 

As part of our research, we also asked people what they 
wanted their leaders to do more of. We expected to see a wide 
range of responses. That is, because leaders are different, with 
different DiSC styles, we expected that people would ask their 
leaders for a variety of changes. This is exactly what we found. For 
instance, people with the D (Commanding) style were most often 
asked to acknowledge the contributions of others. People with the 
i (Energizing) style were most often asked to improve methods 
and processes that their teams use. People with the S (Inclusive) 
style were most often asked to find more opportunities for their 
teams. People with the C (Deliberate) style were most often asked 
to rally the team to achieve their goals. 

One of the biggest surprises came as we were conducting 
the qualitative portion of our research. As part of the study, we 
interviewed seasoned leaders with different DiSC styles about 
their experiences and growth as leaders. We expected that 
leaders would identify their biggest challenges and blind spots as 
those dimensions that were across the circle from them on the 
8 Dimensions of Leadership Model. For instance, we expected 
that a Resolute leader would identify the Affirming Dimension 
as the one in which she needed the most growth. Well, that’s not 
what we always found. Although the Resolute leader sometimes 
saw the need to be more Affirming, many times the leader chose 
Pioneering or Humble instead. There was some predictability, but 
it wasn’t as high as we expected. 

In response to this finding, we had to adjust the way we 
designed this book. Our original intention was to recommend 
that leaders work on developing the one, two, or three 
dimensions that are opposite them on the model. We realize now, 
however, just how large a role situational factors play in a leader’s 
development. For instance, one of the leaders in our study was 
very Resolute in his outlook, but he felt the strongest need to 
work on the Commanding Dimension. Why choose a dimension 
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that was so close to his default setting? Well, he was a young 
leader in a very hard-charging environment. His first need was to 
gain credibility and show strength. Similarly, we found that many 
of the people we talked to had unique situations that called for 
leadership dimensions that couldn’t be predicted by a model. 

For this reason, we developed the short survey that you can 
find at the beginning of Part 3. This is the 8 Dimensions of 
Leadership Needs Assessment, with questions that have been 
adapted from our 360° assessment tool. Ultimately, our research 
has helped us to clarify the interpersonal domain of leadership 
and, hopefully, helped you get your head around the intimidating 
diversity of leadership responsibilities. And perhaps more 
importantly, our qualitative research has led us to conclude that 
one of the best predictors of leadership growth is, in fact, the 
desire to grow. 
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