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The final cluster of derailers, Moving Toward, includes the Diligent and Dutiful scales.  People with the highest 
scores on these scales (higher than 90% of all others surveyed) can be so conscientious, so concerned about 
mistakes or omissions, that they will do everything their superiors dictate but only with explicit instruction.  
High scorers in the Diligent scale have difficulty with ambiguity and want to do things exactly “by the book.”  
They can be hard to work with, and they get stymied without clearly articulated steps to follow.  High scorers on 
the Dutiful scale are so agreeable, pleasant, and accommodating that they seem to take no position on even the 
most uncomplicated issues unless a superior has set a course for them to follow.  They rarely support a position 
with conviction unless doing so supports a superior.  They prefer to avoid conflict, so they are reluctant to take a 
stand on any topics that could place them in opposition to their colleagues. 

Among the average scale scores for the 200 surveyed school heads, Dutiful was one of the highest at 61. This 
scale revealed the largest gap between heads of schools and corporate leaders, with heads scoring 19 points 
higher.   
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Though the Moving Toward cluster is not the heads’ highest, it is corporate leaders’ lowest.  Under stress or 
pressure, corporate leaders may fight or flee, but they are least likely to freeze.  When boards and heads face 
difficult issues together, a corporate-leader board member would likely have a strong bias for action, while the 
head might feel compelled to address every detail or to wait for unambiguous direction, creating tension.  

The significant gap between heads and corporate leaders on the Dutiful scale is worth noting.  For high Dutiful 
scorers, following orders and supporting superiors is more important than their own positions or opinions.  
They derive great satisfaction from pleasing and agreeing with their superiors.  They rely more heavily on the 
boss’s orders and opinions than on their own knowledge and judgment.  High Dutiful heads may be reluctant to 
deliver bad news or to voice their disagreement.  The relationship between a high Dutiful employee and a low 
Dutiful supervisor can be quite peaceful.  It can also be very unproductive.

MOVING TOWARD IN PRACTICE
INTERVIEWS WITH HEADS OF SCHOOLS

With the Hogan Personality Inventory, scores anywhere on the continuum are informative.  With the HDS, 
however, we focus primarily on 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 
Toward cluster.  We hope these conversations will help you understand the scales even better. 

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

It largely nailed me accurately, with a few areas that I disagree with.  It’s probably right on regarding the 
criticisms and inaccurate about the things I am good at.  I definitely react with passion and enthusiasm.  I have 
learned over time how to manage myself.  I have developed the ability to look in the mirror and say, “I need to 
change and I think I can change.”  Getting there requires having good people around you to encourage you. 

As noted in the email about this interview, your scores placed you in a cluster of the last two scales—diligent 
and dutiful—that Hogan calls the Moving Toward Group.  That is, individuals who score high in these scales 
tend to draw closer to others when under pressure or at a time of less self-monitoring either by seeking out 
actions most likely to please others or by bearing down and working hard to overcome the problems presented.  
I am curious—how do you think others might know when you are feeling stress? 

When I am under stress, I have an absolute commitment to getting the job done.  I would push back against 
the idea that I might get lost in the details, but I do set extremely high expectations.  People probably perceive 
that I am not going to settle for ok, which can be demoralizing.  I probably get caught too often in the urgent/
not important quadrant.  I would never miss a deadline because I am really high dutiful—I want to meet the 
goals set by myself and others.  In fact, I am highly resistant to changing those goals.  I never want to move 
goalposts.  This past year might have been one of my best as a head of school because I did allow a bit more 
flexibility. 
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People will say I am good with the details.  A critic might say I am a micromanager, but I would like to think 
they also feel supported by me.  A former board member once told me years after I left that they should have 
recognized that I had too many direct reports who were not autonomous enough to succeed after I left.  He 
wasn’t blaming me, but the structure.

I have a high attention to detail because I used to work in the corporate world.  There are no work/life 
boundaries for me.  I expect a lot more of myself than my team, and I have really high expectations of my team.  
Deadlines don’t sneak up on me.

I might burn myself out.  I have always been a pleaser.  I wanted to give the teachers what they wanted, what 
my bosses wanted, what my board wants.  That has been a theme throughout my career.  I am a big-time rule 
follower, which has been true since I was a kid.  That has never changed in me.  I am, however, a decisive 
decision-maker.  I never defer a decision to someone else.  

People with my profile are a bit egocentric.  It’s easy for me to feel the pressure of 600 families simply waiting 
for me to make a decision, when it’s likely that very few of them are thinking the first thing about me.  When 
something is important to me, it’s easy for me to think it’s important for everybody else.

I spent a lot of time this past year telling the board about the concerns of my senior administrative team.  I 
believe keeping my board happy is mostly about keeping them informed.  I never go a week without providing 
my board chair an update.  I never want to feel like I am on an island.

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 toward behavior might play 
out in your setting? 

At the outset of my current job, I told my board that I am very committed and passionate and much of what I do 
will be behind the scenes.  I don’t need my ego stroked, but I do want feedback and support.  I never want to be 
on an island.  I never want my board to be so comfortable with me that they don’t feel the need to support me. 

I have always had a lot of faith in my ability to work hard, but I also know that’s not the only thing I need to be 
successful.  I try to never make the mistake of believing that I have all the answers.  One of the best things I 
have done is to have a coach this last year.

 

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 Toward qualities may have helped you? 

I love school.  I have tried over time to make it about everybody else, not me.  I want to be the champion 
when my team needs a champion and an ambassador when they need an ambassador.  I think if my team is 
successful, then I am successful.

Really, very few people are in a good place to gauge if a head is successful or not.  The people who are probably 
closest to being able to do that are my board members who are small business owners.  They know their staff 
and they know their customers at the same level that a head of school does.

When you are exhibiting some of these moving toward behaviors, how do others tend to react?  What do you 
think are the biggest correct and incorrect assumptions people make about you? 

Correct assumption: I am no-nonsense.  I am a worker.  I will never ask people to do anything I am unwilling to 
do myself.  I have a ton of energy and I pour my heart into things.  I have such an attention to detail that I see 
things people don’t.  If I were the Dean of Students, I would spend my whole day enforcing the dress code to the 
point students would probably beg for uniforms.  That’s the only way I know how to operate.
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Incorrect assumption: They might say I get lost in the details.  I think we just have a thin administrative staff, 
and I have to do a lot of stuff that may not be in my job description.

I will admit that my talk-to-listen ratio could be better.  I do like being the center of attention.

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 am very comfortable having people disagree with me, even in public.  I am willing to listen to others.  My 
staff have routinely told me in the last year or two that they know they can speak up, which helps me avoid 
landmines.  In the past, I have had a staff who were so unwilling to speak up that I felt like I was on my own, 
which was not a good feeling.  I have so much more support now, which makes this job a lot more pleasurable. 

Another great thing for me is a spouse with whom I can share my stresses and who understands what I need to 
do to be successful, which includes working some really long hours sometimes.  When my kids were young, that 
was more of an issue because I rightly felt the need to spend time with them.

I have learned to take a step back and sometimes wait before I make a decision.  I have learned self-regulation, 
which I did not have as a younger professional.  That said, I acknowledge that I have not figured it all out.  I 
know that schools change and I may not be the right fit forever—all I want is for people to tell me when it’s time 
to step aside.
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SPECIAL TOPIC
NUMBER OF HEADSHIPS AND MOVING TOWARD

At its heart, the HDS measures how different people try to regain control under pressure.  In the article on 
Moving Away, we examined how some people gain security by insulating themselves from others.  In our look at 
the Moving Against cluster, we saw the opposite—leaders drawing people in for closer control or winning their 
approval through personal charm.  The last cluster, Moving Toward, describes behavior in which people protect 
themselves by exhibiting loyalty or by becoming indispensable.

In Phase I, we saw a positive correlation between heads’ Ambition and Inquisitive scores and the number of 
headships they had held.  The more ambitious and the more naturally curious, the more likely a head will seek 
multiple headships rather than staying at one school for an entire career.  We anticipated a similar correlation 
in Dutiful scores.

Instead of a straight-line correlation, we see a bit of a curve with Dutiful scores going up from heads who have 
held one headship to two and then back down quite a bit for heads who have held three or more headships.  
Though interesting that the mean scores are much lower for the heads with the most movement, there does not 
seem to be a strong connection between the Moving Towards scales and number of headships.  

As we have mentioned before, the behaviors described by the HDS are often overused strengths apparent in 
a person’s HPI scores.  To some extent, we expect connections between HPI scores and HDS scores in certain 
areas.  Dutiful is connected to Interpersonal Sensitivity on the HPI, which describes one’s ability to build and 
maintain relationships.  Some people need to be liked so much that they become sycophantic or co-dependent, 
which is when high Dutiful behaviors appear.  In Phase I, we saw no connection between number of headships 
and Interpersonal Sensitivity scores, so it’s not surprising that the link between Dutiful and number of 
headships, though perhaps a logical connection, does not show up in the data.

In a later article, we will go into more detail about the connection between HDS and HPI scores. 

Descriptive Statistics
P-Dutiful 

Number of Headships 1 2 3
Valid  116  56  30  

Mean 59.759  67.000  52.400

Std. Deviation  27.739  23.257  28.412

Minimum 2.000  10.000  2.000  

Maximum 100.000  100.000  99.000  
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