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				PROLOGUE

				Is there any way to tell that you have made a good paper airplane? You fold up some paper, throw it, and hope it goes in the direction you intended. Whether that plane succeeds depends both on the features you give it when you crease the paper and the conditions when you let it fly. Even a beautifully executed plane may be buffeted by a sudden wind or caught in a low-hanging tree branch.

				The same thing is true with leadership. Good leaders are determined both by the characteristics they have and the circumstances that face them.

				If you were going to study paper airplanes, you might learn something about aerodynamics and try to match the properties of the plane to the expected conditions in your backyard when you get ready to throw it. And if you learn enough, you will able to predict which designs will create the most successful planes. That might make you a hit with the kids in the neighborhood, though it is unlikely to win you fame and glory.

				Is it possible to predict who is going to be a good leader? This is not an idle question. A good leader can enhance the performance of everyone within an organization, whereas a bad leader can demoralize a group and cause an exodus of talent.

				It isn’t always obvious who is going to be a good leader. Consider two women, N and EDC. (The reason I use these abbreviations for their names will become clear as I get deeper into specific personality characteristics that drive habits.)

				Both women are bright and talented.

				N has always been a star. Even in high school, everyone knew what N was doing. She was clearly a young woman on the move. As an adult, N is extraordinarily engaging when you meet her. She exudes confidence in her abilities. She makes witty conversation and brims with interesting ideas. People look up to N and hang on her opinions. In the hallways at work, you can often hear people repeating things that N has said. It is no surprise that when N’s department was looking for a new manager, her name was high on the list of candidates. In many ways, N’s promotion was the culmination of things she had worked for her whole life. Yet, despite her clear intelligence and her ability to get people to see her as a leader, N’s department struggled under her direction. One big problem was that N was far more interested in her own opinions than in those of the people she worked with. She consulted others primarily as a way of validating that her own ideas were the right ones. As a result, the people working for her did not share their true opinions, and eventually they stopped sharing information with each other as well. The department missed out on a number of opportunities when one member of a group was not aware of projects that other group members were working on. Ultimately, N’s tenure as a leader was disappointing.

				EDC is similar to N in many respects. In school, she was academically successful. She often took responsibility in school organizations and ran for student government. There were times that she rubbed people the wrong way, but generally she was quite personable. She could be counted on to liven up a party. These characteristics remained as she became an adult. EDC likes to meet other people and to talk to them. She is as comfortable being the center of attention at work as she is in her personal life. As a result, she is often selected to bring a group’s ideas to the attention of upper-level management in her company. Although she talks comfortably with others, not everybody gets along with her well. In particular, she has a tendency to tell people what she is thinking, even when they don’t want to hear it. EDC is the one to whom people go when there is a task that has to be completed on time because she is seen as organized and reliable. EDC is highly respected by her peers, and so she was quickly tapped for management within the company. Unlike N, she has risen through the ranks of management. At every level, EDC gets things done and inspires the people around her to bring their own work to new heights. She solves small problems before they become big ones. In short, EDC is a star.

				So, what is the difference between N and EDC? Many of their most obvious behaviors are quite similar. Both speak well in public, take a visible role within their group, and garner the respect of their colleagues. Indeed, if anything, EDC comes off as more abrasive than N and, as a result, is respected but not always liked. So why is EDC a much more effective leader than N?

				Answering that question is the main topic of this book.

				Each behavior we see in ourselves and in others reflects a set of habits we have developed over the course of a lifetime. These habits incorporate both a person’s natural preferences for how to act and the behaviors that are learned for those situations. This collection of habits plays an important role in people’s success in the responsibilities they take on at work and at home.

				This book has three parts. In Part I, I explore the ways people differ from each other, focusing on core elements of their personality. Along the way, you will uncover these elements of your own personality with an easy-to-use personality profiler. After you take stock of your personality characteristics, I will help you interpret the results. In Part II, I examine the implications of the personality dimensions for two types of leadership: management and innovation. Finally, in Part III, I discuss ways to overcome your current negative habits, to accentuate your strengths, and to improve your leadership effectiveness.

			

		

	
		
			
				
				Part I

				The Ways People Differ

				Over the next few days, take a look around your office. Notice what your co-workers are doing and how they interact with each other. It is pretty clear that the people around you differ in lots of ways. There are obvious physical differences in height, weight, and age. There are broad differences in how fast people think. Some of your colleagues are always quick with a comeback, whereas others take a while before they think of something to say.

				The differences among people in the way they act and think determine what we call their personality. Personality focuses on differences because the similarities across people in their behavior is what we think of as basic human nature. Every normal person who grows up in a typical environment learns to speak at least one language. So we don’t think of language using as an aspect of someone’s personality. That is just part of being human.

				Personality reflects the goals people are typically trying to pursue in their social, personal, and work lives. These goals influence the actions people take. Someone who has the goal to meet other people will be more prone to walk up to a stranger and start up a conversation than someone who does not have that goal. As a result, we will notice a difference in personality between these two individuals.

				Your personality is shaped both by nature and nurture. Many elements of personality are strongly affected by genetic factors. At the same time, the behaviors people learn to perform as habits also influence the personality they present to others.

				To explore the core elements of personality, psychologists have taken a purely data-driven approach. They asked people a lot of questions about their behaviors and what they enjoy doing. Typically, those questions had to be answered by stating how strongly a particular statement applied to them using a rating scale. Then a statistical technique called factor analysis is used to determine which sets of questions hang together.

				Each factor (or dimension) that emerges from this analysis consists of a set of questions that are answered similarly. For example, when people are asked whether they are talkative, they tend to answer that question similarly to the way they answer whether they like excitement but differently from the way they answer questions about whether they think of themselves as worrier. Psychologists then look at the questions that got similar answers to try to understand what elements of personality must be affecting these responses.

				This work led to a consistent observation that when people answer questions about their own personality, there are five basic dimensions of personality that influence their responses. Perhaps for obvious reasons, personality psychologists call these dimensions the Big Five. We’ll talk about what these dimensions are after we give you a chance to test yourself using the Ten Item Personality Inventory developed by Sam Gosling, Peter Rentfrow, and Bill Swann at the University of Texas.

				You will need to grab a sheet of paper or open another app where you can write down your scores. For each question, there will be a rating scale next to it. Write down the number of the rating you want to give to each item. Then follow the instructions at the end of the quiz to determine your score.

				Personality Profiler Part 1

				Here are a number of personality traits that may or may not apply to you. Please note the number next to each statement to indicate the extent to which you agree or disagree with that statement. You should rate the extent to which the pair of traits applies to you, even if one characteristic applies more strongly than the other.

				On this scale, 1 means Disagree Strongly, 7 means Agree Strongly, and 4 means Neither Agree nor Disagree.

				1. I see myself as extraverted and enthusiastic.

				1 2 3 4 5 6 7

				2. I see myself as critical and quarrelsome.

				1 2 3 4 5 6 7

				3. I see myself as dependable and self-disciplined.

				1 2 3 4 5 6 7

				4. I see myself as anxious and easily upset.

				1 2 3 4 5 6 7

				5. I see myself as open to new experiences and complex.

				1 2 3 4 5 6 7

				6. I see myself as reserved and quiet.

				1 2 3 4 5 6 7

				7. I see myself as sympathetic and warm.

				1 2 3 4 5 6 7

				8. I see myself as disorganized and careless.

				1 2 3 4 5 6 7

				9. I see myself as calm and emotionally stable.

				1 2 3 4 5 6 7

				10. I see myself as conventional and uncreative.

				1 2 3 4 5 6 7

				Now let’s score these questions. Add up your total score on each of the five dimensions as shown:

				Dimension 1:

				Question 1      + (8 - Question 6     ) =      

				Dimension 2: 

				(8 - Question 2     ) + Question 7      =      

				Dimension 3:

				Question 3      + (8 - Question 8     ) =     

				Dimension 4: 

				(8 - Question 4     ) + Question 9      =      

				Dimension 5:

				Question 5      + (8 - Question 10     ) =      

				Now note your score for each dimension on the following scale.

				Dimension 1:

				[image: ]

				Dimension 2:

				[image: Disagreeable to Agreeable]

				Dimension 3:

				[image: Low Conscientiousness to High Conscientiousness]

				Dimension 4:

				[image: Emotionally Unstable to Emotionally Stable]

				Dimension 5:

				[image: Closed to Experiences to Open to Experiences]

				

				This part of the personality profiler shows you where you stand on the Big Five personality dimensions. Your score will range somewhere between 2 and 14 for each dimension. If you fall in the middle on some of the dimensions, it means that you have elements of each of the poles of the dimension in your personality.
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