
5 levels of leadership assessment

5 levels of leadership assessment provide a structured framework to evaluate and develop leadership
capabilities within organizations. Understanding these levels is crucial for identifying leadership potential,
enhancing skills, and aligning leadership behaviors with organizational goals. This article explores the
concept of the 5 levels of leadership assessment, their significance, and practical methods for measuring
leadership effectiveness at each stage. The assessment process not only aids in personal growth but also
ensures that leaders can inspire, influence, and drive performance efficiently. By examining these levels in
detail, organizations can implement targeted development programs and foster a culture of strong
leadership. The following sections will break down each level, associated assessment criteria, and tools used
to measure leadership impact comprehensively.

Overview of the 5 Levels of Leadership

Level 1: Position – The Foundation of Leadership

Level 2: Permission – Building Relationships

Level 3: Production – Delivering Results

Level 4: People Development – Empowering Others

Level 5: Pinnacle – Creating a Legacy

Overview of the 5 Levels of Leadership
The 5 levels of leadership assessment framework was popularized by leadership expert John C. Maxwell
and serves as a roadmap for leadership growth and evaluation. Each level represents a stage in a leader’s
journey, highlighting different competencies and influence dynamics. Assessing leaders through this model
allows organizations to pinpoint strengths and areas for improvement, ensuring leaders progress effectively
through the ranks. The model emphasizes that leadership is not merely a title but a series of progressive
relationships and contributions that build over time.

This comprehensive understanding of leadership levels facilitates tailored leadership development
strategies, aligning assessments with organizational culture and goals. The five levels provide a clear
hierarchy from basic authority to transformational leadership, making it easier to design evaluation tools
that measure both behavioral and performance indicators. Using this framework, leadership assessments can
be more precise, actionable, and aligned with long-term leadership success.



Level 1: Position – The Foundation of Leadership

Definition and Characteristics
Level 1, Position, is the entry point of leadership where authority is granted based on title or role rather
than performance or relationships. Leaders at this level have formal power but limited influence, relying
on their position to direct others. This stage is essential as it sets the foundation for further leadership
development but often faces challenges related to compliance rather than commitment.

Assessment Criteria
Assessment at Level 1 focuses on understanding how effectively a leader utilizes their positional power.
Key indicators include clarity in communication of roles, adherence to policies, and basic management
skills. It is critical to evaluate whether the leader respects their responsibilities and maintains credibility
through consistency and professionalism.

Tools and Methods for Evaluation
Common tools for Level 1 assessment include:

Performance reviews focusing on task completion

360-degree feedback emphasizing role clarity

Compliance and policy adherence audits

These methods ensure that the foundation of leadership is solid before progressing to more relational and
performance-based levels.

Level 2: Permission – Building Relationships

Definition and Characteristics
At Level 2, Permission, leadership shifts from authority to influence based on relationships. Leaders gain
followers because people want to follow them, not because they have to. This stage emphasizes trust,
respect, and interpersonal skills, making it critical for sustaining motivation and engagement within teams.



Assessment Criteria
Evaluating leaders at this level involves measuring their ability to connect with others, foster collaboration,
and create a positive work environment. Indicators include emotional intelligence, communication
effectiveness, and conflict resolution skills. Leaders are also assessed on their capacity to listen actively and
build rapport with diverse team members.

Tools and Methods for Evaluation
Assessment tools for Level 2 typically include:

Employee engagement surveys

Behavioral interviews focusing on interpersonal skills

Peer and subordinate feedback mechanisms

These tools help gauge the depth of relationships a leader has cultivated and their influence beyond
positional authority.

Level 3: Production – Delivering Results

Definition and Characteristics
Level 3, Production, centers on achieving organizational goals and delivering measurable results. Leaders at
this stage demonstrate their value by driving performance, productivity, and effectiveness within their
teams. This level is often where leadership begins to have a direct impact on business outcomes and
stakeholder satisfaction.

Assessment Criteria
Assessment at this level targets a leader’s ability to meet or exceed objectives, manage resources efficiently,
and inspire high performance. Key metrics include goal attainment, quality of output, problem-solving
capabilities, and the ability to motivate teams towards common targets.

Tools and Methods for Evaluation
Effective evaluation tools for Level 3 include:

Key performance indicators (KPIs) and metrics analysis



Project outcome reviews

Performance appraisals with a focus on results

These methods ensure leaders are accountable for their contributions and can sustain performance
improvements over time.

Level 4: People Development – Empowering Others

Definition and Characteristics
Level 4 leaders focus on developing and mentoring others to reach their full potential. This stage is marked
by a commitment to growth, coaching, and succession planning. Leaders empower their teams, fostering an
environment where others can lead and succeed, thereby multiplying leadership impact.

Assessment Criteria
Evaluations at this level examine how effectively leaders nurture talent, provide constructive feedback,
and create development opportunities. Success is measured by the growth of team members, retention
rates, and the establishment of future leaders within the organization.

Tools and Methods for Evaluation
Assessment tools for Level 4 include:

Leadership development program feedback

Mentorship and coaching effectiveness surveys

Talent pipeline analysis and succession planning reviews

These tools provide insight into a leader’s ability to build capacity and foster leadership continuity.

Level 5: Pinnacle – Creating a Legacy



Definition and Characteristics
The Pinnacle level represents the highest form of leadership, where leaders have earned respect and
admiration through sustained excellence and influence. These leaders create a lasting legacy by shaping
organizational culture, inspiring innovation, and impacting beyond their immediate sphere. Leadership at
this stage is transformational and visionary.

Assessment Criteria
Assessing Level 5 leadership involves evaluating long-term contributions, influence on organizational
values, and the ability to inspire widespread change. Key indicators include recognition as an industry
leader, the establishment of enduring systems or practices, and the cultivation of a leadership culture that
persists beyond their tenure.

Tools and Methods for Evaluation
Tools used to assess Pinnacle leaders include:

Organizational culture assessments

Legacy impact studies and leadership brand evaluations

Peer recognition and industry awards

These assessments highlight the profound and lasting influence of leaders at the pinnacle of their careers.

Frequently Asked Questions

What are the 5 levels of leadership according to John Maxwell?
The 5 levels of leadership according to John Maxwell are: 1) Position – People follow because they have to;
2) Permission – People follow because they want to; 3) Production – People follow because of what you
have done for the organization; 4) People Development – People follow because of what you have done for
them; 5) Pinnacle – People follow because of who you are and what you represent.

How does a 5 levels of leadership assessment help in personal leadership
growth?
A 5 levels of leadership assessment helps individuals identify their current leadership level and areas for
improvement. By understanding these levels, leaders can focus on developing skills and behaviors



necessary to advance to higher levels, ultimately becoming more effective and influential.

What key traits are evaluated in a 5 levels of leadership assessment?
A 5 levels of leadership assessment typically evaluates traits such as positional authority, relationship
building, results orientation, ability to develop others, and personal reputation or legacy. These traits
correspond to the progression through the five levels from position to pinnacle.

Can the 5 levels of leadership model be applied in different organizational
cultures?
Yes, the 5 levels of leadership model is adaptable across various organizational cultures because it focuses on
universal leadership principles such as trust, influence, performance, and mentorship, which are relevant
in diverse environments.

What are common challenges leaders face when progressing through the
5 levels of leadership?
Common challenges include overcoming reliance on positional authority, building genuine relationships,
consistently delivering results, effectively developing others, and establishing a lasting personal legacy.
Leaders often need to develop emotional intelligence, communication skills, and strategic vision to progress.

Additional Resources
1. The 5 Levels of Leadership: Proven Steps to Maximize Your Potential
This book by John C. Maxwell introduces the foundational concept of the five levels of leadership,
providing practical guidance on how to assess and grow at each stage. It emphasizes personal development,
building relationships, and achieving results through influence rather than authority. Readers learn to
evaluate their leadership skills and create actionable plans to progress.

2. Leadership Assessment: A Practical Guide to Evaluating Leadership Potential
Focused on the assessment aspect, this book offers tools and frameworks for measuring leadership abilities
across various dimensions. It includes case studies and self-assessment exercises designed to help leaders
identify their strengths and areas for improvement. The book also covers how to interpret assessment data
to foster leadership growth.

3. Developing Leaders at Every Level: Cultivating the 5 Levels of Leadership in Your Organization
This book explores strategies for organizations to nurture leadership development at all five levels. It
discusses how to create environments that support continuous leadership learning, from positional authority
to pinnacle leadership. Leaders and HR professionals will find methodologies to assess and enhance
leadership capabilities systematically.



4. From Position to Pinnacle: Mastering the 5 Levels of Leadership in Your Career
A career-focused guide that helps individuals understand the journey through the five levels of leadership.
It provides assessment tools to identify current leadership status and actionable advice for advancement. The
book highlights real-world examples of leaders who have successfully navigated these levels.

5. Leadership Evaluation and Growth: Tools for Measuring and Enhancing Your Leadership Impact
This resource offers a comprehensive approach to evaluating leadership effectiveness based on the five
levels framework. It introduces quantitative and qualitative assessment techniques to gauge influence,
relationships, and performance. Readers will learn how to use feedback and metrics to drive leadership
development.

6. Assessing Leadership Potential: Insights into the 5 Levels of Leadership Model
This book delves into the psychological and behavioral indicators that signify progression through the
leadership levels. It provides detailed assessment criteria and benchmarks to help leaders self-assess and
receive constructive feedback. The author underscores the importance of emotional intelligence and
adaptability in leadership growth.

7. Leadership Ladder: Climbing Through the 5 Levels with Effective Assessment
Using the metaphor of a ladder, this book guides readers through each leadership level with practical
assessment tools at every step. It emphasizes reflection and deliberate practice as key components of
leadership advancement. The book also addresses common challenges leaders face when transitioning
between levels.

8. Measuring Leadership Success: A Guide to the 5 Levels of Leadership Assessment
This guide focuses on defining and measuring success criteria at each leadership level. It outlines assessment
methods that align with organizational goals and individual leadership development plans. The book is ideal
for leaders seeking to benchmark their progress and for coaches facilitating leadership growth.

9. The Leadership Spectrum: Comprehensive Assessment and Development Across the 5 Levels
Offering a broad perspective, this book integrates the five levels of leadership with various assessment
models and development strategies. It helps readers understand how different leadership styles and
competencies fit within the levels framework. The book includes exercises and tools to support ongoing
leadership evaluation and improvement.
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