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The leadership profile of the Dutch Educational leader.  
  

  
The leadership style of the top 30 percent educational leaders in the Netherlands can be   
characterized as Expert, Principled and Visionary. This is one of the conclusions in the Dutch 
study by Margareth de Wit, CEO of CBE and Zenger|Folkman CEO Joe Folkman, after 
extensive research among 5000 respondents evaluating 200 Dutch educational leaders.  The 
research forms the basis of a thorough analysis of leadership styles and competencies. 
Remarkably, Dutch education leaders are judged more positively by their peers than by their 
subordinates. We don’t see this trend  in other sectors in The Netherlands, nor in other parts 
of the world. In general Dutch educational leaders score lower on leadership effectiveness 
in comparison to leaders in other sectors in the Netherlands. Developing a leader’s strong 
points rather than grinding away at their weak points, is the answer, says CBE and global 
authority on leadership development Zenger|Folkman. 

  

By Margareth de Wit   
   
CBE works closely with Jack Zenger and Joe Folkman, 

who developed an approach that is supported by hard 

evidence-based research (individual 360-degree 

feedback ratings). This is what sets Zenger|Folkman 

apart from other theories about leadership. Most 

leadership programs are not based on research, but 

mainly  on observations and good intentions.  

  

Jack Zenger and Joe Folkman conducted an 

international survey among more than 30,000 

leaders, rated by over 300,000 managers, colleagues, 

employees and others. Zenger and Folkman 

compared the 10 percent most effective leaders with 

10 percent least effective leaders.   

  

They discovered a link between sixteen leadership 

competencies and positive results. The study also 

showed that besides ‘good leader’ there is another 

level of leadership: the ‘extraordinary leader’. These 

excellent leaders make a difference. They achieve less 

staff turnover, motivate employees to much higher 

performances and achieve greater customer 

satisfaction, ultimately driving business results.  

  

To have the greatest impact as a leader in education, 

you need to develop skills that complement your 

strengths. Based on our research, conducted among 

200 Dutch education leaders, we discovered their 

strengths and leadership styles and analyzed them 

using the Zenger|Folkman method.   

  

The accompanying chart (Figure 1) shows the results 

of the Dutch education executives in comparison to 

the world standard, and in comparison with the 

European standard.  

  

 (Figure 1)   

  

The table is based on the feedback received on 200 

executives from their managers, colleagues, 

employees and others. The percentile scores gives a 

ranking of  Dutch Education Leaders in comparison 

with their fellow executives in Europe and the rest of 

the world.  

  
The leadership tent  
Leadership is like a tent (Figure 2). The space 

under the canvas represents the effectiveness of 

leadership. The larger the space, the more 

effective the leadership. The key to becoming 

more effective as a leader is to lift the tent, 

creating more space under the canvas. By raising 

one pole, the entire area around it also increases. 

When raising a second pole, another part of the 

tent is lifted as well as the area between the two 

poles. At each increase of a pole, a portion of the 

fabric lifted, ultimately forming a large space.  
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(Figure2)  

  

Many managers do not believe that they are able to 

provide better performance. They mistakenly think 

that the road to excellence lies in improving their 

least effective skill. We know that the development of 

complementary strengths and competencies is the 

road to excellence. "The greatest danger for most of 

us is not that we set goals too high and never 

succeed, but that we set our goals too low and do 

achieve them," said Michelangelo.  

  

The tent poles represent  the 'strengths' of the leader. 

The higher the poles, the more space is created 

beneath the canvas. These are strengths that the 

excellent leadership of the distinguished good 

leaders. The five tent poles are: character, personal 

competence, focus on results, interpersonal skills and 

leading organizational change. The sixteen 

competencies are clustered around these five poles. 

The canvas itself represents all possible competencies 

that a leader could have.  

  
The five pillars:  
1. Character. Zenger|Folkman argues that an 

individual who scores low on character, has 

absolutely no chance to be seen as extraordinary 

leader especially in the long run. The key elements of 

a strong personal character are: always fulfill 

obligations, honesty and integrity are preparing, 

obtaining respect by openness and transparency, 

cooperation, continuing to develop yourself through 

feedback and adapt to a changing environment.  

  

2. Personal capability. The research shows 

that each individual should possess this skill  to be 

seen as an extraordinary leader Personal skills that 

managers should possess are: technical knowledge of 

the organization, problem analyzing and problem 

solving, innovation and self-development.  

  

3. Focus on results. Leaders can have much 

talent and character, but when they do not achieve 

impressive results for the organization, they are 

simply not good leaders. Extraordinary leaders are 

constantly on the lookout for movement, put ideas 

into action and achieve results by transferring energy 

enthusiasm and the sense of urgency onto their 

employees. It is important to set long term goals, 

coach employees and meet targets, support 

initiatives and actions and to translate  

objectives to departments in the organization and 

ultimately to initiate new projects.  

    

4. Interpersonal Skills. These competencies 

are of critical importance to an extraordinary leader. 

It is important to communicate convincingly and 

frequently. A leader must inspire and motivate others 

to deliver high performance through feedback. He or 

she can cooperate well, provides strong teams and 

builds relationships. This type of leader maintains a 

balance between the importance of productivity and 

performance and the needs and problems of the 

employees.  

  

5. Leading organizational change. Today, most 

organizations in a constant state of change. The 

challenge to bring about the desired change in 

position, is it both in giving direction as involving 

people who are required to make the change 

successful. Extraordinary leaders maintain this 

balance  by creating a common vision. They then 

translate this vision into specific goals and tasks.  

  

Dutch Research  
The scores on the five pillars translate into six 

leadership styles: driver, expert, principled, 

enthusiast, enhancer and visionary. In the Dutch 

study, conducted by CBE, the leaders who are in the 

top 30 percent have the expert style as their main 

style, followed by the principled style and visionary 

style. In an environment in which content is king, this 

is not surprising. The high score on 'principled' 

indicates that leaders like to work in accordance with 

procedures, policies and principles. The high score on 

the visionary style is mainly due to the relatively large 

group of baby boomers in leadership roles. Younger 

executives, however, score higher on enthusiast and 

driver. The new leader is more result oriented and 

appeals to people’s passions to achieve goals.  

  

1. Expert  

Leaders who use this style bring important, up-to-date 

information on the team. They find innovative 

solutions to difficult problems. They enhance the 

technical expertise of the team and use personal 

expertise to implement solutions.  

This style allows teams and individuals to enhance 

their expertise to successfully complete new 

technological challenges They achieve goals ty solving 

difficult and complex and succeed when the best 

solution is just as important to them as speed.  

  

2. Principled  

People who use this style both emphasize and 

embody high integrity. They never ask others to 

compromise on ethics. They "Walk the talk" by 

fulfilling obligations. They show courage in 

communication and encourage others to follow rules 

and procedures.  
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This style allows teams and / or individuals to be role 

models in challenging situations and find satisfaction 

in being part of a worthy cause that is bigger than 

them  They have a strong base of trust to overcome 

difficult challenges. They perform complex and 

important tasks with consistency and precision and 

see the use of rules and procedures.  

  

3. Visionary  

Leaders who use this style create a clear, concrete 

and vivid picture of the future. They think strategically 

rather than tactically and make ambitious, challenging 

goals seem feasible. This style allows teams and / or 

individuals to accept a new direction. They keep the 

ultimate goal in mind and do not get lost in details. 

They understand how their activities contribute to the 

departmental or organizational goals. They agree on 

the road to take and on long-term decisions.  

  

4. Driver  

Leaders who use this style focus on achieving on what 

the organization needs and expects. They meet 

deadlines and live up to promises no matter what. 

They believe that delivery on time and within budget 

goes without saying. This style allows teams and / or 

individuals get energy through measurable goals and 

concrete results. They overcome difficult challenges 

that demand a lot of energy and effort. They respond 

quickly and effectively to achieve a goal. They feel 

motivated to perform difficult or tedious work within 

time and budget.  

  

5. Enthusiast  

Leaders who use this style show passion, vitality, 

strength, energy. They are dynamic, as opposed to 

passive, they can generate energy and excitement. 

They are outgoing, not introvert. This style allows 

teams and / or individuals to start a project and to 

keep up energy. During the project, they will remain 

enthusiastic, even when they are presented with 

impossible tasks. They have the strength to overcome 

disillusion or disappointment and maintain optimism 

and hope so difficult goals seem feasible.  

  

6. Enhancer  

Leaders who use this style are very focused on 

positive relationships with others. They are genuinely 

interested in the opinions and ideas of others. They 

treat others with respect and dignity, are positive, 

and put emphasis on 'pull' rather than 'push'. This 

style allows teams and / or individuals to appreciate 

perspectives, styles and skills of others. They will feel 

valued and respected. They reduce conflict and 

unhealthy competition and create a sense of unity in 

the team.  

  

Results by gender  

Remarkable are the great differences between male 

and female leaders. What we already knew from the 

international research is confirmed here. Women on 

average are rated higher by their respondent groups 

than men (Figure 3).  

 

(Figure 3)  

  

The top three of the six leadership styles for women 

differ from those of men: principled, expert and 

enthusiast. For men this is : principled, expert and 

visionary. Figure 4 shows the differences in leadership 

effectiveness between men and women based on 

their scores on the sixteen leadership competencies. 

Women scored significantly higher on competencies 

under the tent pole Personal Skills.  

   

(Figure 4)  

  

Below are the sixteen leadership competencies sorted 

by the priority to the competences of a leader given 

by the respondent groups (Figure 5). Interesting to 

see is that managers and executives rate the  

competencies 'Inspires and motivates others to high 

performance" the most important, while their 

subordinates and others attach the greater 

importance to “Shows a high degree of integrity and 

honesty".  

  

  
(Figure 5)  

  
Education leaders  

According to our global standards executives’ peers 

are less positive about them than their direct 
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subordinates. In the Netherlands, the colleagues of 

the executives are on average more positive about 

their managers than their direct subordinates are. It is 

also striking that the managers in education are 

judged more negatively by their direct subordinates 

than managers from other sectors. Where leaders 

from other sectors are rated lower by their colleagues 

and higher by their subordinates, we see the exact 

opposite in the education sector. In addition, the 

overall scores of Dutch education leaders are below 

the international standard, the European standard, 

and below those of Dutch leaders in other sectors.  

  

In the ranking of the sixteen competencies education 

leaders score highest on: takes initiative, solves 

problems and analyze issues and innovates. All of 

these are competencies under the tent pole Personal 

Skills. They score lowest on building relationships, 

cooperation and teamwork, inspires and motivates. 

These competencies are under the tent pole 

Interpersonal Skills. Scores for competencies under 

the tent poles Result, Character and Leadership are in 

between.  

  

An extraordinary leader has a great leadership 

effectiveness, resulting  in employees making greater 

efforts . Our research shows that high scores for 

leaders by their managers, peers and subordinates 

are reflected in a greater staff commitment  (Figure 

6).  

  

  
  

(Figure 6)  

  

An important measure of effective leadership is the 

confidence that employees express about the ability 

of the organization to reach its goals. (Figure 7) Dutch 

education leaders are not sufficiently able to bring in 

their vision and goals across. Employees are skeptical 

about the objectives of directors. This says a lot about 

the culture in the Dutch education and explains much  

of the current discontent among teachers.  

    
 

 

Results based on 200 leaders  
 

  
(Figure 7)  

  

Separating the best form the worst  
Our research shows nine leadership competencies 

distinguish the best education leaders from the worst.   
  
Profound expertise / informed opinion – The best 

leaders are up-to-date, well informed and ask others 

for their opinion. Team members trust his or her ideas 

and opinions as a result of in-depth knowledge and 

experience. He or she is the antenna of the 

organization, retrieves relevant information from 

which the group benefits.  

  

Problem solving / decision making - The best leaders 

use their knowledge and make effective decisions. He 

or she has the ability to anticipate and to quickly 

respond to problems. He or she is trusted by others 

when making decisions.  

  

Set goals - Experiences that evoke satisfaction, 

commitment and increasing discretionary effort are: 

challenging assignments, accomplishing difficult tasks, 

providing important contributions and making the 

impossible possible. Leaders must have the courage 

to ask to their team members to take on challenging 

tasks.  

  

Role model - The best leaders say something and 

actually follow on it. He or she is a role model and a 

good example for his or her group.  

  

 

Inspire and motivate - Which skill is the most 

important? As previously discussed, this is the 

competency 'Inspires and motivates others’. Telling, 

asking and listening. Using all three competencies 

makes the difference. When a leader excels in all 

three competencies, he or she will end up in the top 

10% of being able to inform others properly.  

  

Take initiative - The best leaders take initiative and 

make things happen. He or she does what needs to be 

done. He or she is energetic and eager to take on 

challenging goals are and tasks for which he / she is 

personally responsible.  

  

Collaboration and teamwork - The best leaders find 

ways to work together rather than compete. He or 

she achieves the objectives for which a high degree of 

0 

10 

20 

30 

40 

50 

60 

70 

80 

Bottom 10 
Percentile 

11 th - 35th 36 th - 65th 66 th - 90th Top 10 
Percentile 

Results based on 
  200 

  leaders 
  



© CBE Group 2014 

cooperation with other parts of the organization is 

required. He or she promotes a high degree of 

cooperation between all members of the group.  

  

Innovation and change - The best leaders search for 

innovative solutions and push for change. He or she 

will constructively challenge the standard approaches 

and find better ways to get things done. He or she is 

willing to initiate new projects or programs and will 

present them so that others will support them.  

   

Clear vision and direction - The best leaders keep their 

team focused on the vision and direction. They help 

others to understand the vision and goals of the 

organization so that they can be translated into 

challenging and meaningful goals.  

  

Employees who consider quitting  
The following figure shows the significant relationship 

between leadership effectiveness and the percentage 

of workers who are thinking to leave the organization. 

Unwanted staff turnover is a negative consequence of 

poor leadership.  

  

Noteworthy (Figure 8) is that 41 percent of employees 

who worked for bad leaders more often thought 

about quitting their jobs than the 19 percent who 

worked for the best leaders.   
  

  

(Figure 8)   
  

  

  

  

 

 

 

  

The table (Figure 9) shows leadership effectiveness in 

relation to the percentage of highly involved 

employees. Employees state to what extend they are 

willing to do more for the organization than is 

formally required. The leaders with the highest scores 

managed to create the most positive effect  

  
To sum it all up  
The trick is not to replace poor leaders but to assist 

them in increasing their strengths. We know that 

addressing one’s weaknesses generally does not 

produce the best results. What is much more 

effective in the long run, is to focus on building on 

strengths. The challenge  is identifying and enhancing 

personal leadership style(s) and their effectiveness. 

Feedback from others is essential. Looking in the 

mirror through the eyes of the other offers us new 

insights. Management expert Peter Drucker once 

wrote: " Most problems can only be survived. And 

one survives problems by making them irrelevant 

because of success. It’s amazing how many minor ills 

the healthy body can stand without any trouble. One 

focuses on success, especially on unexpected success, 

and runs with it. ".  

   

Drs. Margareth de Wit MBA is Managing Partner CBE-
Group  and Master Trainer Zenger|Folkman. CBE in 
the Netherlands has a strategic partnership with 
Zenger|Folkman, the worldwide award winning 
leadership development approach by the Forbes Top 
500 organizations..  
 
Email: m.dewit@cbe-group.com 
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( Figure   9)   
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