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LCIA Administrator’s Guide

▪ Introducing the LCIA

▪ Leader character and the LCIA

▪ Benefits of using the LCIA

▪ Using the LCIA-Self and LCIA-360 reports

▪ Character snapshot

▪ Resources

▪ Taking action

▪ Beyond the LCIA reports

▪ Introduction to the concept of long-term development

▪ Tips and tricks for maintaining momentum

▪ Supplemental resources
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What’s Inside?
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1. Understand the components of the LCIA-Self and LCIA-360 reports 
and understand how to guide employees through their results

2. Provide instructions, questions, and activities to help support 
employees in reviewing their results and drafting development plans

3. Introduce resources and strategies to help employees maintain their 
development long-term
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Purpose of the Guide



Introducing the LCIA
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▪ The LCIA is a leadership character assessment that assesses 11 core 
dimensions of leader character

▪ The LCIA has several benefits for employees and organizations interested 
in leadership character:

5

Introducing the LCIA

BENEFITS FOR LEADERS

▪ Equip leaders with a clearer 
understanding of character

▪ Build self-awareness around 
character

▪ Understand their strengths and 
identify development opportunities

▪ Support personal and professional 
(i.e., leadership) development

BENEFITS FOR BUSINESSES

▪ Provide a deeper understanding of 
character and the language to 
discuss character in a meaningful 
way

▪ Assess the character of your leaders 
and high potentials

▪ Augment competency-based 
leadership frameworks

▪ Build stronger leaders and create a 
“culture of character”



Using the LCIA: 

Why Character Matters
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▪ Character is essential for good decision making

▪ While competencies and commitment are essential components of 
success, leaders will not get very far without character

▪ Character impacts what we think about, what we pay attention to, and 
how we react in different situations

▪ Most leadership failures and successes are grounded in character at the 
individual and organizational level
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The Importance of Leader Character
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Getting to Know the Leader Character 
Model
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Quick Facts about Character 
and the LCIA:

1. The LCIA is based on research 
with over 300 leaders from 
around the world

2. Judgment plays a central role in 
character, controlling when and 
how we choose to behave

3. The dimensions work together 
to determine the overall 
strength of our character

4. Character is developed through 
deliberate practice

5. All dimensions and elements of 
character matter; it is 
important to develop all 
character dimensions
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Leader Character Dimensions and Elements
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Two Reports to Choose From

LCIA-Self

▪ Employees can assess themselves on 11 
dimensions of leader character

▪ Report provides information about 
leader character, assessment scores, 
resources and suggested activities

▪ Scores can be presented compared to a 
norm sample to encourage reflection 
around self-development opportunities

LCIA-360

▪ Employees can assess themselves on 11 
dimensions of leader character

▪ Raters can provide valuable commentary 
in addition to ratings on each 
component of leader character

▪ Employees receive their self and rater 
scores on all dimensions and elements 
of leader character

▪ Resources and suggested activities 
provide next steps for developmental 
opportunities



Using the LCIA-Self
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▪ Start by familiarizing yourself with the LCIA-Self report; review these 
slides and take a look at a full sample LCIA-Self report here

▪ Introduce the LCIA to your employees (e.g., during a regular meeting, via 
email, or using your company’s preferred communication channel)

▪ Explain to employees that they will receive a link to take the LCIA, and should 
do so before your next meeting (set a date and time)

▪ Briefly outline what the LCIA is, and why using it will be beneficial to 
employees 

▪ Remind employees to bring their LCIA-Self Report to your next meeting and 
explain that you will be reviewing results and guiding them in creating their 
own development plan
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Preparing Your Team

https://www.sigmaassessmentsystems.com/wp-content/uploads/2017/01/LCIA-Self-Leader-Sample-Report.pdf
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Introduction to Leader 
Character ▪ The nature and importance of leader character

▪ Key points to understand about the nature of 
character

▪ Impact of character strengths on leader 
behavior

▪ Impact of character on organizations

pg. 2-5

LCIA Results Overview
▪ Presents dimension scores on all 11 leader 

character dimensions 
▪ Provides a basis for discussion and reflection

pg. 6

Detailed Results and 
Resources

▪ Self-ratings on all 11 dimensions and 62 
elements of leader character

▪ Resources for developing each dimension of 
leader character

pg. 7-28

Appendix A: Peer 
Comparison (Optional)

▪ Employee scores are compared to leader norm 
sample of 770 test-takers

pg. 32-35
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Key Sections of the LCIA-Self Report
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▪ The following sections of this 
guide will walk you through the 
LCIA-Self report and provide you 
with instructions, questions, and 
activities you can use to guide 
your employees through their 
results.

▪ We recommend that you set aside 
at least one hour to meet with 
your employees and complete the 
following activities together.

▪ Note: The LCIA should not be used 
for selection (i.e., hiring, firing, 
promotion), but rather for 
instituting a long-term self-
development process
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Using the LCIA-Self
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Understanding Your Results
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LCIA-Self Results Overview

Results overview: 
colored bars show 
averaged self-
ratings for each 
dimension of 
leader character
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▪ Have employees look at their results on the results overview page, 
focusing on which dimensions were scored high, and which ones were 
scored lower

▪ Ask your team (either for discussion or personal reflection)

▪ Do these results resonate with you?

▪ Is anything surprising to you? 

▪ Note that lower scores do not necessarily indicate a lack of character, but 
rather highlight areas that may not be used as often as higher-rated 
dimensions
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Helping Employees Interpret Their Results
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Example: Review Sample LCIA-Self Results

Step 1. Identify current strengths and

development opportunities.
This individual appears to be high on Courage, 
Humility, and Humanity, with lower ratings on 
Temperance, Judgment, and Transcendence.

Step 2. Look for any patterns in the results. Are

there any connections between dimensions at
the top of the overview and those at the bottom?
This individual has several strengths and appears 
to be a strong do-er: high on Courage, Drive, but 
with strong people skills as well (Humanity and 
Humility).  

Step 3. Take a moment to reflect on results. Do 

they resonate with you? Are any development 
opportunities standing out?
In the short term, this individual should focus on 
developing greater Temperance, this will likely be 
a longer-term effort. Longer-term they can 
consider applying their strong Drive and Courage 
to developing greater Transcendence. 
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Example: Review Sample LCIA-Self Results

Elements: each 
character dimension 
has several 
subcomponents, or 
elements

Self-ratings: each 
element of the 
character dimension 
has a specific self-
rating

Dimension definition
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Example: LCIA Development Resources

Resources provide 
materials for leaders to:

Watch
Read
Learn



Using the LCIA-360
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▪ Start by familiarizing yourself with the LCIA-360 report; review these 
slides and take a look at a full sample LCIA-360 report here

▪ Introduce the LCIA to your employees (e.g., during a regular meeting, via 
email, or using your company’s preferred communication channel)

▪ Explain to employees that they will receive a link to take the LCIA, and should 
do so before your next meeting (set a date and time)

▪ Briefly outline what the LCIA-360 is, and why using it will be beneficial to 
employees 

▪ Remind employees to bring their LCIA–360 Report to your next meeting and 
explain that you will be reviewing results and guiding them in creating their 
own development plan
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Preparing Your Team

https://www.sigmaassessmentsystems.com/wp-content/uploads/2015/02/LCIA-360-Sample-Report.pdf
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Introduction to Leader 
Character ▪ The nature and importance of leader character

▪ Key points to understand about the nature of 
character

▪ Impact of character strengths on leader behavior
▪ Impact of character on organizations

pg. 2-5

LCIA Results Overview ▪ Character snapshot: dimension self and other scores 
on all 11 leader dimensions of leader character

▪ Character summary: self and averaged scores on all 
11 dimensions and 62 elements of leader character

pg. 6-9

Detailed Results and 
Resources

▪ Detailed character profile: self and other-ratings of 
leader character dimensions and elements

▪ (Optional) commentary from raters
▪ Interactive resources for developing each dimension 

of leader character

pg. 10-54

Developing Leader 
Character Advice

▪ Advice on how to develop leader character in self 
and in others

pg. 55-57
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Key Sections of the LCIA-360 Report
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▪ The following sections of this 
guide will walk you through the 
LCIA-360 report and provide you 
with instructions, questions, and 
activities you can use to guide 
your employees through their 
results

▪ We recommend that you set aside 
at least one hour to meet with 
your employees and complete the 
following activities together

▪ Note: The LCIA-360 should not be 
used for selection (i.e., hiring, 
firing, promotion), but rather for 
instituting a long-term self-
development process
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Using the LCIA-360
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Understanding Your Results
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LCIA-360 Results Overview

Results overview: 
colored bars show 
averaged self-
ratings for each 
dimension of 
leader character 
from all raters; red 
bubble is 
employee’s self-
rating
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▪ Have employees look at their results on the character snapshot page, 
focusing on which dimensions were scored high, and which ones were 
scored lower

▪ Ask your team (either for discussion or personal reflection)

▪ Do these results resonate with you?

▪ Is anything surprising to you? 

▪ Note that lower scores do not necessarily indicate a lack of character, but 
rather highlight areas that may not be used as often as higher-rated 
dimensions
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Helping Employees Interpret Their Results
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Example: Review Sample LCIA-360 Results

Step 1. Identify current strengths and

development opportunities.
This individual received high scores on Integrity, 
Temperance, and Transcendence.

Step 2. Look for any patterns in the results. Are

there any connections between dimensions at
the top of the overview and those at the bottom?
This individual has several strengths, in particular 
those to do with self-control (Integrity, 
Temperance, Accountability, Courage, Drive), and 
they may benefit from paying more attention to 
interpersonal dimensions (Humanity, Humility, 
Justice, and Collaboration).

Step 3. Take a moment to reflect on results. Do 

they resonate with you? Are any development 
opportunities standing out?
In the short term, this individual should focus on 
developing their Collaboration and Humanity. 
Longer-term they can consider applying their 
strong Drive and Courage to developing greater 
Humility. 
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LCIA-360 Results: Character Summary

Character summary: have 
the leader look through their 
character summary.

Things to pay attention to:
alignment between self and 
averaged 360 ratings, and 
any specific elements for a 
given dimension that are 
rated lower than others. 
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Example: Review Sample LCIA-360 Results

Elements: each 
character dimension 
has several 
subcomponents, or 
elements

Self and other ratings: 
each element of the 
character dimension has 
self, leader, colleague, 
direct report, and other
ratings

Dimension definition
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Example: Review Sample LCIA-360 Results

Score summary: 
number of raters, 
ratings received 
(lowest and highest), 
and average ratings 
are shown here for 
each element

Leader and other comments: Leader 
comments are specified in their own 
section; comments from other raters are 
anonymized and grouped together
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Example: Temperance Development Advice

Contribution to other dimensions

Balancers to each dimension: 
Dimensions don’t exist in 
isolation, be mindful of 
interconnections that can support 
a specific dimension when 
considering development actions
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Example: LCIA-360 Development Resources

Resources provide 
materials for leaders to:

Watch
Read
Learn



Taking Action: 

Development Plans for the LCIA
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▪ When an individual receives positive scores or feedback on the LCIA-self 
or LCIA-360, it can be hard to distinguish between the 11 LCIA 
dimensions, or select and prioritize development opportunities

▪ Helping an individual identify reflect on the 11 character dimensions 
using the following worksheets and questions can make this process 
easier

▪ Understanding an individual’s top strengths has applications for both individual 
development and team-building 

▪ Helping a high-achieving individual fine-tune their expression of character strengths 
can also be very productive

Use the following two templates to help individuals identify their Top 
Strengths and Top Development Opportunities
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Making the Most of LCIA Results
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Activity 1: Identify Your Top Strengths

Leadership Character 
Dimension

Does this strength 
come naturally to 
me? (Yes/No)

Does this strength feel 
energizing when I use 
it? (Yes/No)

Do I use this 
strength 
frequently? 
(Yes/No)

Do others see this 
strength in me? 
(Yes/No)

Total 
Number of 
“Yes” 
Responses

Judgment

Accountability

Collaboration

Courage

Drive

Humanity

Humility

Integrity

Justice

Temperance

Transcendence

Your Top Character Strengths: (Select those with the most “Yes” responses; can be fewer than 5)

1. ________________ 2. _______________ 3. ______________ 4. ______________ 5. _____________

Although it’s important to embody all the character dimensions in the LCIA, it can be helpful to identify what we call “top 
strengths”. Top strengths are those character dimensions that you might take for granted because they’re a part of who you 
are; they should feel natural, easy, and energizing when you use them. The following questions can help you to consider which
dimensions might be your top strengths. 
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Activity 2: Identify Development Opportunities

Leadership
Character 
Dimension

Is this strength 
important in my role or 
for my career goals? 
(Yes/No)

Have I had experiences 
that indicate this is a 
development area? 
(Yes/No)

Is this a strength I 
admire in others? 
(Yes/No)

Am I motivated to 
focus on developing in 
this area? (Yes/No)

Total 
Number of 
“Yes” 
Responses

Judgment

Accountability

Collaboration

Courage

Drive

Humanity

Humility

Integrity

Justice

Temperance

Transcendence

In this activity the goal is to identify 1-3 potential development opportunities using the following questions. Development 
opportunities are not always lower-rated character dimensions, but can also include dimensions where you know there is 
room to grow. Development opportunities can sometimes be a top strength or a strength where greater balance is required.

Your Top Development Opportunities: (Select those with the most “Yes” responses; can be fewer than 3)

1. ________________ 2. _______________ 3. ______________
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▪ Now that you understand your strengths and development 
opportunities, it’s time to select one or two development areas to 
prioritize

▪ It’s important to select only one or two areas to focus on, because 
working with too many development opportunities at the same time can 
be overwhelming and impede progress

Use the following templates to help you select one or two development 
areas to prioritize using the Top Strengths and Development Opportunities 

you’ve identified in Activities 1 and 2
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The Power of Focus
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Activity 3: Are Any Top Strengths a Development Opportunity?

My Top Strengths Reflection Questions

Character dimension

_________________

• How has this strength contributed to my career success?

• What are the potential benefits of further developing this dimension? 

• Do I have a tendency to overuse this dimension, or is my usage 
balanced? 

Character dimension

_________________

• How has this strength contributed to my career success?

• What are the potential benefits of further developing this dimension? 

• Do I have a tendency to overuse this dimension, or is my usage 
balanced? 

Character dimension

_________________

• How has this strength contributed to my career success?

• What are the potential benefits of further developing this dimension? 

• Do I have a tendency to overuse this dimension, or is my usage 
balanced?



LCIA Administrator’s Guide

40

Activity 4: Prioritizing Your Development Opportunities

My Top Development 
Opportunities

Reflection Questions

Character dimension

___________________

• What are the potential benefits of further developing this dimension? 

• Is now a good time to focus on this dimension? 

Character dimension

___________________

• What are the potential benefits of further developing this dimension? 

• Is now a good time to focus on this dimension? 

Character dimension

___________________

• What are the potential benefits of further developing this dimension? 

• Is now a good time to focus on this dimension? 

My Top Development Opportunities

1. ________________ 2. _______________

The reflection questions from Activities 3 and 4 should give you a sense of your clearest 
development areas to prioritize. Record them below:
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▪ The next step for development is to explore your selected top 
development opportunities in greater depth (Activity 5)

▪ Once you’ve reflected on what the underuse, overuse, and balanced 
usage of a given character strength looks like, it will be easier to identify 
next steps (Activity 6)

▪ When thinking of next steps, think of your ultimate goal (e.g., becoming 
a wise, decisive leader), as well as the smaller steps that would get you 
closer to reaching your ultimate goal (e.g., taking 2 minutes a day to 
reflect on upcoming decisions)

Use the following templates to help you explore a character dimension that 
you’ve selected as a development opportunity
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Identifying Your Development Goals
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Activity 5: Deep Dive Into a Development Opportunity - Example

Underuse
(What happens without this character 

strength?)

Overuse 
(What happens when this strength is 

over-used or unbalanced by other 
dimensions?)

Balanced 
(What happens when this 

strength is used at the right time 
in the right amount?)

Development Area

Dimension: Humanity Elements: Compassionate, Kind, Empathetic Forgiving, Magnanimous, Considerate

LCIA Administrator’s Guide
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Activity 5: Deep Dive into a Development Opportunity

Underuse
(What happens without this character 

strength?)

Overuse 
(What happens when this strength is 

over-used or unbalanced by other 
dimensions?)

Balanced 
(What happens when this 

strength is used at the right time 
in the right amount?)

Development Area

Dimension: Elements:

LCIA Administrator’s Guide
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Activity 6: My Next Steps – Big and Small

Ultimate goal(s)
Smaller steps I can take to get closer to my 

ultimate goal

What challenges will I face? 
What strengths or strategies 

can I use? 

Development Area

Dimension: Elements:

LCIA Administrator’s Guide
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▪ Now that you have an ultimate goal for a given character strength and a 
series of smaller goals, you’re ready to begin your development plan 
(Activity 7)

▪ A common mistake people make when embarking on a habit change 
plan is to set their expectations for themselves too high; select one or 
two small, easy-to-complete actions that will get you closer to your 
ultimate goal

▪ Another key part of successful habit change involves tracking your 
progress

Use the following worksheet to help you track your progress. Think about 
how you can make this change as easy as possible for yourself (setting up 
visible reminders, rewarding yourself, being accountable to someone else) 

as you set out on this development effort. 
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Setting Your Goals into Action
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Activity 7: Tracking Your New Habit(s)

Monday Tuesday Wednesday Thursday Friday

Did I practice my 
habit?

If yes, where and 
when? 

What happened?

Would I like to 
make this action 
a part of my 
routine?

What can I do 
next time to 
increase my 
chance of 
success?



Next Steps:

Beyond the LCIA Report
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▪ Leadership development is an ongoing process

▪ Guide employees in reflecting on roadblocks they might encounter as 
they work on developing their character strengths beyond your time 
together

▪ Help your team make plans for reducing the impact of these barriers

▪ Use the following questions to generate conversation and ideas:

▪ How will you know if you’re continuing to make progress?

▪ What supports will you rely on to overcome challenges?

▪ How will you integrate new goals into your plan over time?
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Long-Term Maintenance of Your Plan
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▪ Tell your team to schedule monthly meetings with themselves to:

▪ Revisit development goals

▪ Review progress

▪ Write down any key take-aways from the past development period

▪ Adjust their plan as needed

▪ Let everyone know that over time, as they make progress, their goals 
and priorities may change (and that’s okay!)

Explain to employees that they can repeat this process of creating a plan for 
any new development opportunity they choose to prioritize 

49

Long-Term Maintenance of Your Plan
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▪ You may find that some employees struggle to create actionable 
development plans, especially for longer-term goals or development 
areas that are less familiar to them

▪ To help these individuals, SIGMA has created a database of supplemental 
resources called the Leadership Character Development Series

▪ Each resource is inspired by the LCIA dimensions, grounded in research, 
and provides practical tips and activities for developing each dimension 
of leader character

▪ Click the link below to access our Leadership Series and download copies 
for your team today

SIGMA’s Leader Character Series
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Supplemental SIGMA Resources

https://www.sigmaassessmentsystems.com/leadership-character-development-series/
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▪ We wish you all the best as you endeavor to help your employees grow 
into strong leaders

▪ Remember that development is an ongoing process; check in with your 
team throughout the year to see how their progress is going

▪ What has been your greatest success so far?

▪ What has been your greatest learning or key takeaway?

▪ What is a challenge you’re facing at the moment?

▪ Have you found any tips or tools particularly helpful in your development 
efforts? 

If you have any questions or would like support along the way, please don’t 
hesitate to reach out to us (see contact info on next slide).

We’re happy to help!
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Reminders and Good Luck!
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Contact

Contact Us: 
https://www.sigmaassessmentsystems.com/contact/

https://www.sigmaassessmentsystems.com/contact/


US: SIGMA Assessment Systems, Inc.  PO Box 610757  Port Huron MI  48061-0757  P: 800-265-1285  E: support@sigmahr.com
Canada: SIGMA Assessment Systems, Ltd.  PO Box 3292 Stn. B  London ON  N6A 4K3  P: 800-401-4480  E: support@sigmahr.com

www.SIGMAAssessmentSystems.com


