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Abstract. Organizations mark the life of every 
individual, and the success and well-being of 
an individual largely depends on the success of 
organizations they belong to. The success of an 
organization is significantly influenced by those 
who are in charge of it, leaders or managers, so 
it is important for organizations to choose those 
who will do this job well. There is a large num-
ber of studies with the subject of successful lea-
dership, and the dominant ones are those in which 
the traits of a successful leader are investigated. 
One of the traits identified as an important ele-
ment of a leader’s success is the power motive. It 
consists of implicit and explicit dimensions, and 
the implicit dimension has been shown to be an 
important, and yet mostly overlooked, determi-
nant of leadership performance. Measurement of 
the implicit dimension requires specially crafted 
instruments, including the “classic” Thematic 
Apperception Test, as well as recently introduced 
instruments such as the Implicit Association Test 
and the Conditional Reasoning Test for Power 
Motive. In this paper, we argue that introduction 
of the tests that assess implicit power motive to 
human resource management practice of busine-
ss organizations might significantly improve se-
lection procedures for leadership positions. 

Key words: power motive, implicit and 
explicit personality, Thematic Apperception Test, 

Implicit Association Test, Conditional Reasoning 
Test

1. INTRODUCTION
People have always formed organiza-

tions. Joint action enables them to achieve 
a number of goals they would not be able 
to achieve on their own. That is why in-
dividuals join organizations, from fami-
lies to companies in which they are em-
ployed to various associations or sports 
clubs. Our paper focuses on leadership as 
one of the most important elements of all 
organizations. 

Yukl and Lepsinger (2004) argue that 
the key factor explaining the difference 
between successful and unsuccessful or-
ganizations is leadership, whereas Hogan 
(2007) states that the success or failure of 
an organization to a large extent depends 
on the characteristics of those responsible 
for those organizations. Joyce et al. (2003) 
demonstrated that chairmen of management 
boards “account” for 14% of organizational 
performance. Successful leaders, compared 
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to average leaders, bring an additional 
$ 25 million of value to an organization 
(Barrick, 1991). There is a whole range of 
research that demonstrate the relationship 
between leadership and organizational suc-
cess (e.g., Harter et al., 2002; McClelland 
and Boyatzis, 1982; Kirkpatick and Locke, 
1991; Winter, 1991).

Bearing in mind the importance of 
leadership for the success of organiza-
tions, and thus of the individuals involved 
in them, it is easy to conclude that the fu-
ture of an organization largely depends on 
the choice of the right person to lead it. 
This fact has been known for centuries; 
Confucius, Plato and many other philoso-
phers of the ancient times wrote about 
leadership, and interest in this subject has 
lasted until today. Despite of this exten-
sive research, there is still no generally ac-
cepted, unanimous answer to the question 
“Who shall lead?”. According to Burns 
(1978), leadership is one of the most ob-
served and least-understood phenomena. 
Incomplete knowledge of leader’s perfor-
mance determinants obviously results in 
a poor choice of those who should lead. 
According to some research, poor selec-
tion results in as many as 50% of leader 
careers ending in failure (Dailey, 2011; 
Winsborough and Hogan, 2015; Riddle, 
2016). Although the causes of that fail-
ure can be attributed to numerous factors 
(such as market competition or general 
economic situation), personal factors that 
are related to psychological characteristics 
seem critical (Furnham, 2010). If leader-
ship is viewed from an employee’s per-
spective, the situation is not much better. 
As much as 65-75% of employees believe 
that the worst aspect of their job is related 
to their immediate superior (Hogan and 
Kaiser, 2005). Thus, Hogan and Kaiser 
conclude that leadership is important for 
two reasons. First, it solves the problem 

of organizing the collective effort, result-
ing in organizational success. Secondly, 
and more important for the moral aspect 
of leadership, bad leaders cause terrible 
distress to those who are subject to their 
domination. If we wish to increase the suc-
cessfulness of organizations and the well-
being of their members, the need for fur-
ther study of leadership is obvious.

Previous leadership studies can be cat-
egorized in different ways. Most common-
ly, this is done through three basic groups 
of leadership models: (1) trait models, (2) 
behavioural models and (3) contingency 
models (Buble, 2000). Trait models are 
based on the assumption that some people 
possess psychological characteristics (i.e., 
traits) that make them successful leaders. 
Research in this area has had the task of 
identifying those traits. Behavioural models 
assume that all successful leaders behave 
in the same way, so people who want to be 
successful leaders have to learn the appro-
priate leadership style. Contingency models 
argue that there is no one style of leadership 
that is always successful and that the style 
of leadership behaviour needs to be adjust-
ed to the situation in which leadership takes 
place (Buble, 2000). 

The trait model is the oldest one. 
Although the formal development of the 
model based on traits began with Galton’s 
book “Hereditary genius” (1869) and the 
so-called Theory of Great Man popular-
ized by Scottish philosopher Thomas 
Carlyle (Zaccaro, 2007), the traits of good 
leaders have been explored since the an-
cient times. DeVries (1993) suggests that 
leader’s personality affects the strategy, or-
ganizational culture and even the structure 
of an organization to such an extent that it 
often happens that organizations cannot be 
successful unless attention is paid to the 
inner psychological world of the leader. 
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In other words, the individual traits of the 
leader contribute significantly to the or-
ganization’s success. The interest never 
subsided but it significantly strengthened 
in the early 21th century, mainly due to the 
parallel development of personality psy-
chology, but also because of the growing 
pressure on business organizations and 
their successfulness (see Hogan, 2007 for 
an overview). 

At a time when competition is global 
and unstoppable, every element that can 
contribute to an organization’s success is 
important. We believe that the power mo-
tive is one of the key leadership elements. 
The significance of this trait was observed 
in research from the second half of the last 
century (e.g., McClelland, 1975; Winter, 
1973). Numerous studies, which have been 
carried out for more than 40 years, confirm 
that the power motive is one of the impor-
tant determinants of a leader’s success, 
and show that it has both a conscious/ex-
plicit and an unconscious/implicit compo-
nent (e.g., Winter, 1991; McClelland and 
Burnham, 2003). Recently, particular em-
phasis has been given to its implicit com-
ponent (e.g., James et al, 2013; Sheldon et 
al., 2007; Slabbinck et al., 2013). With the 
development of new instruments for meas-
uring implicit personality dimensions, new 
opportunities for studying the implicit di-
mension of the power motive and its ap-
plication in the business context are being 
developed. 

This paper consists of three parts. In 
the first part, the power motive in the con-
text of leadership will be described. The 
second part presents the characteristics 
and differences between the implicit and 
explicit component of traits, including the 
power motive. The third part describes 
three instruments for measuring the im-
plicit dimensions of the power motive. 

2. THE POWER MOTIVE
IN THE CONTEXT OF
LEADERSHIP
Power is a concept that has a great sig-

nificance in a broad social context. It is 
especially important for business organiza-
tions. According to Clegg (2004), power 
lies in the centre of managerial practice 
and theory. It is a concept that encompass-
es mechanisms, processes and dispositions 
employed to ensure that employees stick 
to “the rules of the game” (though not al-
ways successfully). In organizations, exer-
cise of power is unavoidable. The impor-
tance of the power motive in the context of 
leadership derives from the very definition 
of leadership. To lead means to influence 
people so that they contribute to collective 
goals of the organization (Weihrich and 
Koontz, 1998), and leadership is exercised 
when people mobilize institutional, po-
litical, psychological, and other sources to 
stimulate, engage, and meet the motives of 
followers (Burns, 1978). 

Various definitions describe leadership 
in somewhat different ways, but almost all 
have two common elements. The first is the 
common achievement of (common) goals. 
The second important element, especially 
from the aspect of power, is the ability of an 
individual – leader, to influence other peo-
ple. If we look at power as a desire to influ-
ence others (James et al., 2013) or as an ex-
pression of authority over others, i.e. ability 
to manage situations or people (Petz, 2005), 
then it is logical to conclude that the power 
motive is among key individual differenc-
es that might be related to organizational 
leadership. The responsibility for motivat-
ing followers is at the hands of the leader. 
Leader is a person who needs to put effort 
into directing their activities to achieve the 
goals mutually. To take on the activities of 
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directing others, it is necessary to have the 
motivation to do so. That motivation, the 
power motive, represents one of the indi-
vidual characteristics of a leader. 

The power motive, in literature also 
referred to as power motivation or need 
for power, is manifested by the desire and 
tendency to influence and control the be-
haviour of others (Winter, 1973). The as-
sumption is that people with this motive 
will want to “climb” to higher organiza-
tional positions that include guidance and 
influencing others as the most important 
job tasks (Sikavica et al., 2008). According 
to Winter (1992), the power motive is the 
desire to have influence over other people, 
their behaviour and their emotions. Kotter 
(2003) argues that the skill of acquisition 
and use of power is a key element of suc-
cess in large organizations. Successful 
leaders use power to influence people they 
are dependent on, with the goal of do-
ing their job effectively. For Kotter, im-
portance of having power is a necessary 
consequence of dependence on others. A 
person who does not have an inclination 
toward activities such as organizing and 
managing group activities, negotiating, 
lobbying, imposing necessary discipline, 
or who gets emotionally excited because 
of such activities or believes it is wrong 
to use power over others, will not be able 
to meet the requirements of a leader’s job 
(Miner, 1985). 

According to James et al. (2013), the 
power motive is the primary force that 
motivates an individual to seek leadership 
positions. The broad definition of power 
motivation also includes a whole range 
of intertwined concepts such as influence, 
inspiration, care, authority, leadership, 
control, domination, coercion, and ag-
gression. All these concepts, as well as the 

power motive, have one common element, 
and that is the inclination to influence the 
behaviour or feelings of another person 
or group of people. However, as Winter 
(1973) points out, the power motive must 
be separated and distinguished from other 
psychological and sociological concepts of 
power, such as the roles and statuses that 
enable power, the skills to use power and 
the sense of power. Power motive is not 
and cannot be an isolated concept, but to-
gether with the aforementioned concepts, 
it determines the way it is channelled into 
certain behaviours. 

The research of power motives in the 
organizational context began in the second 
half of the last century. Even though the 
contribution of Veroff and Veroff (1971) 
and Winter (1973) in this area is also very 
important, McClelland’s research first 
clearly showed that the power motive is an 
important element of successful leadership. 
Throughout a series of studies in various 
business organizations, McClelland (1975) 
noticed that managers must first and fore-
most influence others and, therefore, have a 
strong motivation for power. In accordance 
with that, he concluded that researching the 
power motive can lead to important insight 
into how efficient leaders work and that 
leadership and power are two closely relat-
ed and interrelated concepts (McClelland, 
1975). Based on his research, he also con-
cluded that the same motive can be ob-
served in two different ways: as explicit and 
implicit motive (McClelland et al., 1989). 
Since explicit and implicit motives influ-
ence behaviour in a different way, but co-
exist and influence behaviour at the same 
time, McClelland saw them as two different 
motive systems. These motive systems are 
two components of McClelland’s model of 
dual motives. 
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3. THE MODEL OF DUAL
MOTIVES - IMPLICIT AND
EXPLICIT MOTIVES
According to the McClelland’s dual

motives model (1975; 1989), it is neces-
sary to distinguish between implicit and 
explicit components of psychological mo-
tives. The two components of motives are 
linked to specific and different behavioural 
characteristics, respond to different incen-
tives and reflect different types of needs 
(Heckhausen and Heckhausen, 2010). 
McClelland (1987) came to this discovery 
by exploring the achievement motivation. 
In his studies, he noted that the motives 
captured by the self-assessment of desires 
or interests on psychological question-
naires (explicit dimension) largely differed 
from the motives assessed through the sto-
ries participants gave while depicting am-
biguous drawings intended to arouse the 
same motive (implicit dimension). 

The explicit dimension of a motive 
reflects the self-image of an individual 
and the way they explain their behav-
iour (McClelland and Burnham, 2003; 
McClelland et al., 1989). Explicit motives 
are under a strong influence of the social 
environment and social norms (Koestner 
et al., 1991; McClelland, 1985), and have 
a significant influence on cognitive choic-
es, such as task selection or goal defini-
tion (McClelland, 1985; Spangler, 1992; 
Brunstein et al., 1998). Kehr (2004) also 
attributes the following features to explicit 
motives: they are very similar to values, 
they can be accessed on a conscious level 
and, along with goals and values, they are 
associated with intentions and the notion of 
self. 

Implicit motives are affective tenden-
cies towards certain incentives, probably 
acquired in early childhood (McClelland, 
1987). The three functions of implicit 

motives are selection, orientation and em-
powerment of spontaneous behaviour over 
time (McClelland et al., 1989). For ex-
ample, a person with high implicit power 
motive has the desire to influence others. 
(S)he will select situations that provide 
the possibility to influence others and ac-
tivities that enable him/her to achieve the 
results congruent with the power motive. 
In this situation, (s)he will focus his/her 
behaviour on influencing others. Because 
this behaviour is rewarding, it will oc-
cur more frequently. These motives are 
inaccessible to an individual’s introspec-
tion and can only be measured indirectly. 
Implicit motives, as further defined by 
Kehr (2004), arise from basic human 
needs, and are aroused without conscious 
awareness. They determine affective pref-
erences and implicit behavioural impulses, 
and reflect in spontaneous expression of 
behaviours. 

In many cases, implicit and explicit 
motives differ: individuals’ conscious im-
age about them and their motives is not 
necessarily congruent with their uncon-
scious tendencies and habits. In the best-
case scenario, implicit and explicit mo-
tives work together, and the goals of an 
individual coincide with their implicit 
motives. However, such situations are not 
a rule; implicit and explicit motives are 
often in a discrepancy, which negatively 
affects efficiency, subjective well-being, 
and even mental health (Heckhausen 
and Heckhausen, 2010; Kehr, 2004). 
Considering that explicit and implicit mo-
tives are not related, to fully grasp the 
power motive it is necessary to cover both 
its explicit and implicit dimensions.

The most commonly used instruments 
for measuring the explicit dimension of the 
power motive are presented in Table 1.
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Table 1. Some frequently used instruments for measurement of the explicit dimension of the power motive

Instrument & authors Description Item examples
Dominance-Prestige Scale; 
Cheng, Tracy and Henrich, 2010

Dominance and prestige impact 
social models and social influence. 
A 17-item scale that captures two 
different strategies of competition 
for social standing. 

“I enjoy having control over others.”
(dominance)
“Others seek my advice on a 
variety of matters.” 
(prestige)

Affective-identity motivation to 
lead from the Motivation to Lead 
questionnaire; 
Chan and Drasgow, 2001

A 9-item scale that captures an 
individual’s desire for leading 
others.  

“Most of the time, I prefer being a 
leader rather than a follower when 
working in a group.”

Power motive from the Unified 
Motive Scale;
Schönbrodt and Gerstenberg, 2012

A 6-item scale that asks about 
goals and behaviours that should 
be endorsed by individuals high in 
power motive

“To what extent is to you in your 
life important to: Be able to exert 
influence.” (goal)
“I try to control others rather 
than permit them to control me.” 
(behaviour)

As we can see, explicit dimensions of 
motives are measured by “classic” psy-
chological self-assessment questionnaires. 
Most of the instruments mentioned can also 
be used in other-ratings format in order to 
capture the expression of a particular mo-
tive, which is not possible with implicit 
measures. 

4. MEASURES OF THE
IMPLICIT DIMENSION OF
THE POWER MOTIVE
The measurement of psychological

characteristics, since they are not “visible 
to the naked eye” always represents a chal-
lenge, and scientific measurement of their 
implicit aspects is especially demanding. 
Intention of implicit measurement methods 
is to capture those parts of psychological 
functioning that reside outside conscious 
control, and, therefore, a person cannot 
consciously control or reliably self-report 
about (Gawronski and De Houwer, 2014; 
Šverko et al., 2011). By leading respond-
ents into a situation where they project 
their inner psychological functioning onto 

the testing material (Hock, 2004), implicit 
measures circumvent potential defensive-
ness that is maybe present when respond-
ents describe their personality traits on 
explicit measures (Pervin et al., 2005) and 
reveal the underlying inhibited tendencies 
the respondents are unwilling or unable 
to admit (Murray, 1943). That is why they 
can be measured only by special instru-
ments. Current research is mainly based on 
three methods: The Thematic Apperception 
Test, The Implicit Association Test and The 
Conditional Reasoning Test. 

4.1.	 Thematic Apperception Test 
(TAT) 

The Thematic Apperception Test (TAT) 
was first presented to the public in 1935 
(Morgan and Murray, 1935). It is based on 
the assumption that, when faced with am-
biguous social situations depicted in TAT 
stimuli and required to interpret probable 
events that take place in that situation, in-
dividuals reveal their unconscious psycho-
logical characteristics (i.e., their implicit 
motives). During such an interpretation, 
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the individual focuses on the image and in-
terpretation of this image, not on himself/
herself, so (s)he is less inclined to be defen-
sive, less self-conscious, and, consequently, 
inclined to discover more about his/her in-
ner psychological life (Tomkins, 2015). As 
the defensive mechanisms in such a situ-
ation are inactive and weak, the individual 
unintentionally reveals his/her inner desires, 
fears and other experiences. This allows the 
researchers to access the contents the re-
spondents are otherwise unable or reluctant 
to report. The authors of this test (Morgan 
and Murray, 1935; Murray, 1943), as well 
as all the researches that followed (Wyatt, 
1947; Murstein, 1963; Winter, 1973; Lundy, 
1988; Lilienfeld et al., 2000), show that in 
such a way respondents can reveal basic in-
ner themes that drive them. Owing to the 
fact that it can be adjusted to assess differ-
ent psychological needs, the TAT is one of 
the most commonly used instruments to 
assess aspect of unconscious/implicit mo-
tives. In addition to scientific research, 
the test has been most frequently used for 

therapeutic and counselling purposes in the 
field of clinical psychology, but its applica-
tion can also be found in the business world 
for human resources management and/or 
market research purposes.

The test consists of black-and-white im-
ages showing different people in several 
ambiguous situations. For each measure-
ment, it is important to select the images 
that arouse the assessed motive. It is usu-
ally recommended to use between four and 
eight images per measurement (Schultheiss 
and Pang, 2007) and appropriate selection 
of pictures for power motive according to 
Smith (1992) are pictures like ship captain, 
two women in lab coats in a laboratory or 
a trapeze artist. An example of such an im-
age used for power motive measurement is 
shown in Figure 1. The respondents’ task is 
to construct a story about each image that 
will describe what has led to the situation 
in the picture, what is happening now, what 
will happen in the future and what people in 
the picture think or feel. 

Figure 1. Example of an image used in the Thematic Apperception Test

Source: Smith, C.P. (1992). Motivation and personality: Handbook of thematic content analysis. New 
York: Cambridge University Press.
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Testing can be performed individually 
or in small groups. At the beginning of the 
process, the researcher reads the instruc-
tions that tell respondents to be creative 
while making a story about the social situ-
ations that take place on the TAT pictures. 
After the instructions are read, each image is 
displayed for 10-15 seconds. After that, the 
respondents write stories on a paper or on a 
computer, for which they have five minutes. 
Variants of this procedure are possible (e.g., 
respondents can process the material on their 
own, via a brochure containing instructions, 
images and list of papers to write stories). 
Once all the stories have been collected, the 
data coding follows. Coding is conducted ac-
cording to coding systems that can be found 
in the scientific literature (e.g., Smith et al., 
1992; Atkinson, 1958). The most common-
ly used method for coding power motive is 
the Winter’s methodology (Winter, 1973). 
Before the researcher starts coding the col-
lected data, it is necessary to practice coding 
for which there are materials available. It is 
also possible to include several coders in the 
coding of the same material, which depends 
on the experience of the researcher coding 
the collected material. 

The psychometric characteristics of the 
TAT should be viewed in the context of the 
specificity of the test. The first specificity 
relates to the use of different images and 
different number of images in the research 
of the same motive. This actually means 
that the test is different each time, which 
psychometrically represents a problem. 
Furthermore, coding can be performed as 
per different systems (e.g., Veroff, 1957: 
Uleman, 1966; Winter, 1973), and this in-
consistency makes the psychometric evalu-
ation more difficult. 

The reliability and validity for one cod-
ing system do not have to mean that the re-
sults will also be valid for another scoring 

system (Groth-Marnat, 2003). However, if 
data collection and story coding are conduct-
ed properly the reliability of the test should 
be adequate with reliability coefficients be-
ing.85 or higher. The validity reviews vary. 
Hock (2004) considers that if a test meas-
ures certain psychological processes, then it 
should be able to distinguish between normal 
and mentally ill persons, or different mental 
states, and the TAT fails to do so. It is also 
questionable to what extent it can predict 
behaviour. Furthermore, it has not yet been 
established with certainty to what extent the 
TAT can reach the “real me” and to what ex-
tent it measures only the existing state or sit-
uation at the time of data collection. Despite 
the fact that TAT did not reach the standard 
validity levels, a part of the scientific com-
munity believes that validity, as defined 
by the classic test theory, is not a necessary 
precondition for TAT’s constructive validity 
(Heckenhausen and Heckenhausen, 2010).

While the discussion about psycho-
metric characteristics still persists, most 
scientists agree that TAT’s positive charac-
teristics justify its popularity in scientific 
and applied community. The power mo-
tive has been measured for years with this 
methodology, starting with McClelland’s 
research in the 1970s, through Winter’s 
research in the organizational and politi-
cal context, and contemporary research in 
the Schultheiss’s Human Motivation and 
Affective Neuroscience Lab. However, 
though the test can certainly be valuable in 
scientific and some applied purposes (e.g., 
counselling), it usefulness in organizations 
is limited by its impracticality which stems 
from the tiresome process of story scor-
ing. Recently, newer approaches to implicit 
personality measurement that are both sci-
entifically valid and practically convenient 
have been proposed. Among them, the most 
promising seem the Implicit Association 
Test and the Conditional Reasoning Tests 
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for implicit personality measurement. 

4.2.	 Implicit Association Test (IAT)
The Implicit Association Test 

(Greenwald et al, 1998) was initially de-
signed to measure implicit social cognition, 
such as attitudes towards certain groups. 
The development of the test made it also 
appropriate to be used for self-concept 
measurement. Nowadays the test has been 
applied broadly in the fields of social, de-
velopmental and clinical psychology but 
also in applied fields such as forensic psy-
chology or marketing. Most importantly for 
our story, the test seems to be a promising 
tool for implicit power motive measurement 
(e.g., Parmač Kovačić et al., 2015; Sheldon 
et al., 2007, Slabbinck et al., 2011).

IAT for measuring self-concept is based 
on the idea that implicit personality consists 

of many associations between the concept 
of self and different attributes. The strength 
of these associations can be measured with 
the tasks in which the respondents have to 
sort different stimuli into the correct cat-
egory as quickly as possible. Considering 
that responses take usually well below a 
second, the speed makes the researchers as-
sume that the responses are not the result of 
a process which is deliberate and under re-
spondent’s control (De Houwer and Moors, 
2007). Faster responses point to the congru-
ence of the stimulus and the self-concept. 
This can be explained on the example of 
IAT for measuring the implicit power mo-
tive. In this test, the target stimuli come 
from contrasted target categories (e.g., me, 
others, I, them, etc.) and contrasted attribute 
categories (e.g., serve, dominate, lead, etc.). 
Figure 2 shows two print screens that illus-
trate the test.

Figure 2. Sample items from the IAT

 for power motive measurement

The subjects have the task to classify 
stimulus “serve” into the correct category 
by pressing the correct keyboard key (E 
for the left option and I for the right op-
tion). In this example, a cooperative in-
dividual will sort the stimuli “serve” into 
the congruent me/cooperation category 
faster than into the incongruent not me/co-
operation category. A dominant individual 
will sort the same stimuli faster into me/

dominance, than into the not me/domi-
nance category. 

The relative strength and the direction 
of the connection of target categories is ex-
pressed by the D-score (or the D-measure) 
that quantifies the difference in the response 
times between incongruent and congru-
ent stimuli. Its range theoretically varies 
between -2 and 2 but it rarely exceeds the 
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range between -1.5 and 1.5 (Greenwald et 
al., 2003). In our example, positive D-score 
indicates a stronger association between the 
self-concept and cooperation, while nega-
tive value indicates a stronger association 
between the self-concept and dominance. 
Absolute value indicates the strength of 
the association: the higher the D-score, the 
stronger the association between the self-
concept and the attribute. For example, an 
individual who has D-score on the IAT for 
power motive measurement +1.40 shows 
a strong link between the self-concept 
with power and dominance, while D-score 
of -1.42 reveals a strong relationship of 
the opposite pole: the self-concept with 
cooperation. 

The psychometric characteristics of the 
IAT are the subject of numerous researches. 
As with TAT, the results of psychometric 
checks differ depending on the variants of 
the test. Depending on what they measure, 
and what stimuli, attributes and target con-
cepts are selected, every IAT has its own 
specifics and differences in relation to other 
tests. The reliability of internal consist-
ency obtained by a meta-analysis of fifty 
researches is respectable .79 (Hofmann et 
al., 2005). The test-retest results are also 
satisfactory. In an analysis of twenty studies 
in which intervals ranged from several min-
utes up to one year, the test-retest reliability 
ranged from .25 to .69 (Lane et al., 2007). 
Additional analyses of this area still needs 
to be expanded. Meta-analysis by Hoffman 
et al. (2005) found correlation of .24 be-
tween the IAT and explicit measures of re-
lated constructs. Several studies also found 
that it successfully predicts a range of social 
behaviour (McConnell and Leibold, 2001; 
Maison et al., 2004: Lane et al., 2007; 
Greenwald et al., 2009).

Unlike the TAT, the benefits of IAT lie 
in an economical implementation of testing 

and processing of the results. The test is 
also fully objective considering that the 
scores are fully independent from the as-
sessor’s interpretation. Nevertheless, re-
searchers can still influence the quality of 
research via the choice of target concepts 
and attributes. This is also demonstrated by 
a research in which two versions of the IAT 
were designed to measure the power mo-
tive and compared on Croatian population 
(Parmač Kovačić et al., 2015). The versions 
differed by the attribute categories names 
and partly by the stimuli used to represent 
those categories. In the first version of the 
IAT, as attribute categories the researchers 
used “power” and “helplessness”, while in 
the other version they used “domination” 
and “cooperation”. In the second version, 
the attributes used are more uniform per 
evaluative meaning than in the first version, 
and the results showed that these two ver-
sions result in significantly different conclu-
sions about the development of the implicit 
power motive. In this particular case, the 
version of IAT that contrasted domination 
with cooperation was a much better predic-
tor of other ratings of dominance than the 
version that contrasted power with helpless-
ness. Even though IAT’s criticisms are nu-
merous (see Azar, 2008 for an overview), 
its application in practice is becoming more 
frequent. Having in mind its convenience, it 
might be expected that the popularity of its 
use for scientific and applied purposes will 
continue to grow. 

4.3.	 Conditional Reasoning Tests 
(CRT)

The Conditional Reasoning Tests for 
implicit personality measurement were de-
signed by Lawrence R. James and his as-
sociates (James, 1998). Their intention was 
to create tests that keep all the advantages 
of existing implicit personality measures 
but also: (1) keep and improve the indirect 
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nature of measurements, (2) keep the use of 
multiple different stimuli in the assessment 
process and (3) keep the independence of 
the new implicit personality measure from 
the existing explicit measures of the same 
construct (James and LeBreton, 2012). 
They wanted to overcome the psychometric 
and practical limitations of the most often 
used implicit personality instruments such 
as TAT, and create a fully objective test that 
has standardized and economical test ad-
ministration and scoring. 

Having in mind the criteria, James and 
associates created instruments that capture 
motive-based cognitive biases individuals 
use to justify their behaviour. According to 
James (1998), those biases largely reside 
in the unconscious and frequency of their 
occurrence in a respondent’s reasoning re-
flects the strength of the motive theoretical-
ly linked to the measured biases. More pre-
cisely, the test is based on the knowledge of 
defence cognitive processes that individuals 
apply to create an artificial sense of ration-
ality for behaviours that are governed by 
their innate desires. Knowledge about these 
defence mechanisms, can be used to design 
the tasks that at first glance seem to be only 
reasoning tasks used for the measurement 
of cognitive abilities.

For each problem, responses are gen-
erated that are based on the defence 

cognitive processes individuals use to 
rationalize and justify their behaviours. 
Individuals are attracted to those responses 
containing a justification for behaviours 
that are present in their defensive think-
ing. Those invisible biases in what indi-
viduals consider as a reasonable explana-
tion for their behaviour reveal the implicit 
personality. In this way, those biases can 
be measured objectively, and valid con-
clusions on implicit motives can be drawn 
based on those measurements. 

So, the measurement within the condi-
tional reasoning paradigm is based on the 
principle that individuals with a strong mo-
tive (desire) to engage in certain behaviours 
will develop biased (i.e. defensive) ways of 
thinking according to which the behaviour 
will seem rational and meaningful rather 
than irrational and frivolous. Those biases 
in the way of thinking are called justifica-
tion mechanisms. Individuals with differ-
ent motives and behaviours develop dif-
ferent justification mechanisms and often 
differ, in consistent and predictable ways, 
in what they consider to be reasonable be-
haviour (James and LeBreton, 2012). Each 
task consists of a situation description and 
four potential conclusions that relate to that 
situation, as shown in the following exam-
ple taken from the CRT for power motive 
(James et al., 2013).

Table 2. A sample item from the Conditional Reasoning Test for Power motive (CRT-P)
Situation description Potential conclusions
Participative leadership involves inviting subordinates 
to share in discussions and decision-making with their 
leader. Together, the leader and subordinates generate 
and evaluate ideas, and then attempt to reach a consensus 
about what should be done. Subordinates are often more 
committed to a course of action when they have had a 
chance to participate in deciding what it will be. Based on 
the above, which one of the following provides the most 
logical reason for using participative leadership?

The subordinates are independent and prefer to 
work alone. 
The leader is strong and has definite ideas about 
what should be done. 
The subordinates are well informed about the 
problem at hand. 
The subordinates are uncooperative and do not 
work well together.
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The respondents are asked to choose 
the response, i.e., the conclusion they find 
attractive or logical in relation to the de-
scribed situation. Even though the respond-
ents think that the choice depends on their 
rational reflection on the described situa-
tion, the conclusion they choose actually re-
flects their justification mechanism. In this 
case, the respondents who are looking at 
the situation from the perspective of leaders 
will choose alternative b. This answer im-
plies the power motive. On the other hand, 
those who analyse the situation from the 
employee perspective will choose alterna-
tive c. These are the respondents with weak 
power motive. Alternatives a and d are il-
logical, and they are enhancing the impres-
sion that this is a reasoning test.

The conditional reasoning test was ini-
tially developed to measure implicit aspects 
of achievement motivation (James, 1998), 
and aggressiveness (James et al., 2005), but 
today it is used to measure certain aspects 
of leadership (James et al., 2013), team 
orientation (O’Shea et al., 2004), delays, 
absenteeism and withdrawal (Nieminen, 
2012), addiction tendencies (Bowler and 
Bowler, 2014), and creativity (Schoen et al., 
2016). 

The conditional reasoning test for power 
motive measurement (James et al., 2013) 
captures four justification mechanisms or 
motive-based cognitive biases: agentic bias, 
social hierarchy bias, power attribution 
bias, and leader intuition bias. According to 
James et al. (2013), those are the biases that 
individuals high on implicit power motive 
often use to see their behaviour as rational 
and logically justified. The first mechanism 
is the Agentic Bias, whereat people with a 
strong power motive tend to confirm ideas, 
plans and solutions of the initiators of ac-
tivity and instinctively see situations and 
conclude about them from the perspective 

of those initiators. The second mechanism 
is the Social Hierarchy Orientation, which 
consists of implicitly accepting the hierar-
chical structure of authority as the primary 
form of human organization. The Power 
Attribution Bias reflects in the connection 
of the use of power with positive behaviour, 
values and outcomes. Taking initiative and 
responsibility, determination and influence 
on others is considered a precondition for 
the survival of every known organization, 
its stability, efficiency and success. The 
fourth mechanism is the Leader Intuition 
Bias, where people with a strong power 
motive believe that experienced manag-
ers have the ability to quickly find quality 
strategies because of their superior intui-
tion. Specially designed inductive reasoning 
tasks, such as the one described in the ex-
ample earlier, enable us to assess the oc-
currence of these biases in an individual’s 
reasoning and, therefore, identification of 
individuals with high power motive suitable 
for leadership positions.

The first research included 101 manag-
ers of a large retail stores from a national 
chain. The results show that those with the 
highest scores on the CRT for power mo-
tive had higher profit, meaning that they 
are more successful than other managers 
(James et al., 2013). In an unpublished re-
search (Galić et al., 2017), the results on 
conditional reasoning test for power mo-
tive correlated with a managerial position 
(.19) and level in the organizational hier-
archy (.21). These results indicate CRT for 
power motive as a potentially useful instru-
ment for predicting managerial potential in 
organizations. 

A number of studies have confirmed 
the satisfactory psychometric charac-
teristics of this instrument (James et al., 
2005; LeBreton et al., 2005; Berry et al., 
2010; Galić et al., 2014). The conditional 
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reasoning test for power still represents a 
work-in-progress, but Galić et al. (2020) 
showed that there is evidence about its con-
vergent and discriminant validity. The same 
analysis also showed that CRT for power is 
less fakeable than self-reported measures. 
This relatively new instrument requires ad-
ditional psychometrical checks and cur-
rently there are several attempts underway 
to improve this test. Still, the test has a 
strong potential for identifying future suc-
cessful leaders while retaining full practical 
convenience needed for personnel selection 
procedures. 

5.	 CONCLUSION 
Even though the understanding of im-

plicit and explicit dimensions of personality 
is not new (cf. McClelland, 1975: Winter, 
1973), leadership research has long been 
dominated by instruments that capture only 
explicit psychological functioning, neglect-
ing a large proportion of individuals’ psy-
chological functioning. One of the reasons 
for that was the lack of practical instru-
ments for the assessment of implicit parts 
of personality for human resource manage-
ment purposes. In that field, the Thematic 
Apperception Test has been dominantly 
used. However, the complex implementa-
tion of this test, the lengthy and complex 
scoring process, and sometimes questiona-
ble psychometric characteristics have led to 
the almost exclusive use of questionnaires 
(i.e., explicit measure). Business decisions, 
primarily in the selection process, were 
mainly made on the basis of self-assess-
ment and evaluation of responses collected 
through interviews. 

An increasing number of studies (e.g., 
Uhlmann et al., 2012: James and LeBreton, 
2012) show that implicit personal-
ity aspects, such as implicit power motive, 

significantly affects organizational behav-
iour. Work performance is a consequence of 
work behaviour, and work behaviour is the 
result of both explicit and implicit aspects 
of personality. Therefore, it is important to 
include both components of an individual’s 
psychological functioning for the prediction 
of work behaviour. New instruments, such 
as the described IAT and CRT might facili-
tate this process due to their strong scientif-
ic base and practical convenience.

This is particularly important when 
leaders in business organizations are select-
ed in the selection process, because the suc-
cess of the organizations they lead largely 
depends on them. Previous research shows 
that most leaders are unsuccessful in car-
rying out their tasks. This fact can lead to 
the conclusion that the procedures that were 
used for selection do not provide a com-
plete picture of traits and need to be supple-
mented. Therefore, we suggest to include 
instruments for measuring implicit person-
ality components, such as the IAT and the 
CRT, in selection processes. As Slabbinck 
et al. (2018) suggest, different implicit 
measures capture different components of 
implicit personality; therefore, using more 
different instruments for measurement of 
implicit power motive can provide a bet-
ter picture about the personality of a future 
leader and improve selection. The practical-
ity of both measures allows their easy appli-
cation and does not require much time for 
result analysis. Also, these instruments have 
predictive value for leadership positions, 
which can also improve the selection deci-
sions and ultimately, overall organizational 
performance. In this paper, we aimed to de-
scribe currently available instruments that 
can be used to capture the power motive 
and improve leadership selection.
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KAKO ODABRATI PRAVOG VOĐU?  
UVOĐENJE METODA ZA MJERENJE IMPLICITNOG 

MOTIVA ZA MOĆI

Sažetak. Organizacije obilježavaju život 
svakog pojedinca, a o njihovoj uspješnosti ovise 
njihova uspješnost i dobrobit. Na uspjeh organi-
zacije značajno utječu oni koji njima upravljaju 
– vođe, odnosno menadžeri, zbog čega je važno 
odabrati one, koji će taj posao dobro obavljati. 
Cijeli niz istraživanja bavi se temom uspješnog 
vođenja, a dominantna su ona u kojima se traže 
osobine uspješnih vođa. Jedna od osobina, koja 
je identificirana kao važan element uspješnosti 
vođe je i motiv za moći. On se sastoji od implicit-
ne i eksplicitne dimenzije, a upravo se implicitna 
dimenzija pokazala važnom odrednicom uspješ-
nosti vođenja. Mjerenje implicitne dimenzije 

zahtijeva posebno kreirane instrumente, među 
kojima se ističe „klasični“ test tematske apercep-
cije, ali i novi instrumenti, kao što su test impli-
citnih asocijacija i test uvjetovanog rezoniranja. 
U ovom radu tvrdimo da uvođenje testova, koji 
procjenjuju implicitni motiv za moći, u upravlja-
nje ljudskim potencijalima poslovnih organizaci-
ja može značajno poboljšati procese selekcije za 
vodeće pozicije. 

Ključne riječi: motiv za moći, implicitna 
i eksplicitna ličnost, test tematske apercepci-
je, test implicitnih asocijacija, test uvjetovanog 
rezoniranja




