
HOGAN DEVELOPMENT SURVEY (HDS):  MOVING AGAINST
by Jamie Estes and Rod Chamberlain, October 2021

Last week we examined the Moving Away cluster of attributes shared by leaders who, under stress, tend to 
separate themselves from colleagues and subordinates.  This week, we consider high scorers in the Moving 
Against cluster—Bold, Mischievous, Colorful, and Imaginative—who deal with stress and doubts by dominating 
or manipulating others.  While self-confidence, creativity, and exuberance can appear leader-like, in the extreme 
those qualities can produce harmful behaviors that move against others. 

The average Moving Against score for surveyed heads was 57—the same as the Moving Towards average and 
just two points lower than the average Moving Away score.  Within this cluster (see below), average scores 
for Colorful are the highest at 61.  The Bold average is the lowest of these four scales at just below the global 
average.  
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People with high Bold scores are often unwilling to give up in a fight or to acknowledge their own limitations.  
With this self-confidence, they overestimate their abilities and fail to seek input from others.  People who score 
high on the Mischievous scale tend to behave as if rules were made for others, not for them.  They would rather 
make excuses than ask for permission.  High Colorful scorers are known for over-committing, showboating, 
dominating social situations, and speaking rather than listening.  Sharp and socially skilled, they seek the 
spotlight and leadership positions.  High scorers on the Imaginative scale tend to be playful and innovative.  
However, their decisions can be surprising, unexpected, and hard to understand.  While confident in their 
abilities, they offer ideas that can be off-beat and confusing—and are not taken seriously.  

While they can initially appear charismatic, exciting, and creative, people with the highest scores in the Moving 
Against cluster are often in danger of going too far.  When they fail to monitor themselves carefully, they come 
across as arrogant, limit-testing, impulsive, and even eccentric. 

MOVING AGAINST IN PRACTICE
INTERVIEWS WITH HEADS OF SCHOOLS

With the Hogan Personality Inventory, scores anywhere on the continuum are of interest.  For the HDS, we 
focus primarily on the high scores.  Generalizations can be drawn from the aggregate data, but it is even more 
interesting and enlightening to hear how these qualities play out in individual cases.  To that end, we have 
included a lightly edited conversation with a head of school who scored highly on all scales in the Moving 
Against cluster.  We hope these conversations will help you understand the scales even better. 

HIGH MOVING AGAINST
Have you had a chance to review the HDS report you received? What were your thoughts when you reviewed 
it? Any surprises? 

I thought most of my scores were consistent with how I perceive myself.  
 
The reason we wanted to connect was that your scores placed you in a cluster of four scales—Bold, 
Mischievous, Colorful, and Imaginative—that Hogan calls the Moving Against group. That is, people who 
score high in these scales tend to have social self-confidence, energy, and a talent for self-display that can 
overwhelm, intimidate, or manipulate others. I am curious—how do you think others might know when you are 
feeling stress?

I think they are more likely to see me withdraw a bit.  I know about my colorful tendencies, and I try to insulate 
people from them.  I try to set up collaborative decision-making structures.  I have a background in theater.  It is 
easy for me to try to rely on charisma.  I know I can be too loud, so I very consciously try to be quiet from time 
to time. 

If I am in the office too long, people will know something is up with me.  That’s the out-of-place behavior for me 
and is an indicator to others that something is not right. 
 
Knowing that the counter-productive behaviors described by the HDS may not come out very often and only in 
certain circumstances, can you think of any examples of how this type of moving against behavior might play 
out in your setting? 

During COVID, it was hard to fight my negative tendencies.  At one point, we had 30 students and 9 faculty out 
at the same time, and we were forced to close school.  Instead of going out and making a big pronouncement, 
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I called people in individually.  I was not ready to be in front of everybody.  I was not ready to answer the 
questions they might have had. 

I, like most people, like to be liked.  I struggle when I can’t be as authentic as I would like to be. 

I have learned a lot during my headship about when to push the gas and when to push the brake.  When I 
started as head, I only knew about the gas pedal.  When I got pushback, I had been taught by previous mentors 
to interpret that as an indication I was doing the right thing.  Over time, I learned that I was also alienating 
people.  I have learned about when to use the brake.  It’s all about awareness, not only of myself, but of what 
others perceive of me. 

It’s also probably worth pointing out that I am high Dutiful, which I realize is not in the Moving Against cluster.  I 
have had to learn how to speak truth to my bosses.  I want to please people, but that’s not always the best place 
to start if you want to make meaningful change.  

I do have well-defined beliefs, so I do have some regret about past behaviors where I did not meet my own 
standards.
 
You have clearly been a successful administrator to reach the level you have and to have had the success you 
have had.  How do you think these Moving Against qualities may have helped you?  

I am not afraid of being creative.  I am not afraid of having my ideas be described as impractical.  We have rolled 
out a cutting-edge engineering program that some people have pushed back against as being too ambitious.  I 
am ok with that.  

During COVID, my ability to deal with rapid change has served me and the school well.  I can be stoic, however, 
when making the tough decisions.  My colorful side usually comes out after the fact to perhaps cover up my 
stress or regret over any negative reactions I receive.  

I have always said that I am really quick to trust people until they give me a reason not to. 
 
When you are exhibiting some of these Moving Against behaviors, how do others tend to react?  What do you 
think are the biggest correct and incorrect assumptions people make about you?  

They would say I make changes without thinking about the consequences.  That probably speaks more to 
process than result.  Most times, we have a good process, but occasionally we have to short circuit the process 
because a decision has to be made and that leads people to think I do not care about others’ perspectives.

What are some other ways, perhaps in terms of hiring, managing staff, or using colleagues and mentors that 
you have used to mitigate some of your less productive tendencies? 

I have people whom I trust to be able to show the less positive sides of myself because I know they will not 
judge me as a person.  I can’t show every side of myself to most people on my staff.  I have learned that as you 
move up in leadership, your circle of trust gets smaller. 
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SPECIAL TOPIC
AGE AND MOVING AGAINST

Hogan sometimes refers to the Bold, Mischievous, Colorful and Imaginative scales as the Charismatic Cluster.  
Charisma does have a place in effective leadership.  Research shows that charismatic leaders inspire significant 
improvement in team performance, and that subordinates perceive them as highly effective.  However, charisma 
can become too much of a good thing.  Reputational ratings suggest a curvilinear relationship between leaders’ 
Charisma scores and their subordinates’ perceptions of their effectiveness.  Highest scorers in Charisma are 
not seen as effective as they think they are.

Leaders who score between the 20th and 60th percentile for Charisma typically receive higher effectiveness 
ratings from co-workers than they give themselves. They exhibit appropriate levels of humility.  In leaders who 
score above the 70th percentile, however, colleagues and subordinates see less humility and more arrogance, a 
divide that Rob Kaiser of Hogan calls the “gradient of delusion.” 

In our study, we observe an interesting connection between the Charismatic Cluster and age.
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Descriptive Statistics

Current Age 40-49 50-59 60-69 70+
Number of Heads 55 103 37 6

Mean 63.659 55.211 52.439 43.500

Std. Deviation 18.835 19.224 19.396 25.875 

Minimum 19.250 14.750 17.500 15.000 

Maximum 94.000 95.500 89.250 78.750 

At 5% significance level, the evidence is sufficient to suggest a linear correlation between heads’ current ages 
and their Moving Against scores.  Older heads tend to have lower average scores in this cluster.  (We recognize 
that participants’ ages were noted in ranges, not in exact years.  The correlation based on age approximation 
simply indicates a strong trend.)

Hogan differentiates between leadership emergence—the appearance of leadership qualities—and leadership 
effectiveness—proven ability to build teams and accomplish organizational goals.  Hogan has identified a strong 
connection between perceived charisma and leadership emergence.  However, promoting based on leadership 
emergence rather than leadership effectiveness is like building a structure on a weak foundation.  Jim Collins 
identified the missing piece for some high emergent leaders as humility, and as we saw with the “gradient of 
delusion,” humility can be precisely what’s missing from highly charismatic leaders.

We have two theories for why the head of school in our case study would score lower for the Moving Against 
scales.  One is that experience softens edges.  Veteran leaders might simply be less concerned about appearing 
charismatic and more focused on being effective.  Hogan research consistently shows that personality tends 
not to change over time, but perhaps the crucible of school life does alter its denizens.  The other theory, 
unprovable without a longitudinal study, is that highly charismatic leaders, long on leadership emergence and 
short on leadership effectiveness, find their way out of leadership roles over time, leaving a higher percentage 
of candidates in the effective part of the curve.

It is important to recognize that most hiring/interview processes reward charisma.  Candidates who exude 
energy and dynamism can get school communities excited.  We use Hogan because it provides an objective 
tool to see clearly what lies behind and beyond surface charisma.  It also helps highly charismatic candidates 
understand their challenges and learn to leverage their strengths to become more effective leaders.


