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WHAT’S NEW IN THIS EDITION



The first edition of Work It Out appeared in 1996, before Enron, the rise of Web-based communication, the dot-com bubble demise, and other events that have accelerated the rate of change in the world of work. Teams form and dissolve quickly, membership changes, managers come and go, all adding to the difficulties of working things out in the world of work.


However, the basic conflicts between people are still the same—we rush to say, “What’s wrong with that person?” rather than take the time to ask, “How are we different? What can I gain from that person’s style?” In this second edition, we worked to make the concepts of type, and the solutions it provides, more accessible, with information and ideas that can help business leaders create effective teams.


For anyone who is working on workplace relationships, this edition provides:


[image: images] Case studies that focus on real workplace issues, such as change, expansion, mandated policies, executive coaching, stress, communication, deadline issues, and more


[image: images] Insights into how people with different type preferences view one another, and how the resulting conflict can be resolved when the issues are revisited as common, normal personality differences


[image: images] More hands-on exercises that allow leaders to implement the teambuilding techniques described in the case studies


[image: images] More material on the hows and whys of coaching, including examples of putting together coaching plans and tailoring strategies to meet client preferences


The cases present examples of teams in conflict that put personality type to work for them. We trust that these pages will help you work it out as well.





ACKNOWLEDGMENTS



The authors would like to acknowledge the following people, whose wisdom and ideas have enriched our practice over the years and contributed to the contents of this book: Leigh Bailey, Maureen Bailey, Nicky Bredeson, the late Susan Brock, John Buchanan, John Bush, Sandra Davis, Ken Green, Elizabeth Hirsh, Katherine W. Hirsh, Douglas Peters, Sally Stockbridge, and Barbara Tuckner. In addition, Naomi Quenk gave her careful attention to chapter 7. And thanks to the people represented in this book who worked with us in learning to work it out.





ABOUT THE AUTHORS



Sandra Krebs Hirsh is the principal of Sandra Hirsh Consulting, a Minneapolis-based firm that focuses on leadership, career, and organizational development. She is coauthor of more than 15 books on personality type and vocational interests, including LifeTypes, MBTI® Teambuilding Program, LifeKeys, Introduction to Type® in Organizations, and SoulTypes. She works internationally with type and has conducted seminars in Asia, Australia, Europe, and Indonesia. Hirsh holds advanced degrees from the University of Pennsylvania and the University of Minnesota. Her type preferences are ENFP.


Jane A. G. Kise, EdD, is coauthor of more than 15 publications, including Using the MBTI® Tool in Organizations, Introduction to Type® and Coaching, Coaching Teachers for Change, LifeKeys, SoulTypes, and Working with Purpose. She is also a management consultant, specializing in teambuilding, strategic planning, and school staff development. Kise is on the board of the Association for Psychological Type and also serves on the faculty of the Center for Applications of Psychological Type. She holds an MBA in finance from the Carlson School of Management and a doctorate in educational leadership from the University of St. Thomas. Her type preferences are INFJ.




[image: images]


 



1

WORKING IT OUT WITH TYPE



Can It Make a Difference for You?


Our second team meeting was worse than the first. Mark kept all his ideas to himself and then passed them to me in writing two days later—after I’d finalized my plans. I wish he’d talk things over with me first. It would save a lot of work because he does have good ideas!


I was looking forward to working with Peter, but now I’m not so sure. He just leaps to conclusions—I can’t follow his train of thought.


Our work styles are so complementary; Carolyn addresses all the details I overlook. And yet, I wish she would be more creative, more forward-thinking. Then we would really be a team!


Chances are, you’ve heard similar comments in your workplace. Such observations about co-workers, managers, or employees quickly deteriorate into problems unless we understand that the differences expressed in the above statements are normal, natural approaches to life.


Work It Out can help you discover patterns in these differences through the theory of personality type, as made popular in the Myers-Briggs Type Indicator® (MBTI®) assessment tool. Individuals are more than just sets of skills, knowledge, and competencies; there is something intangible that brings order, excitement, and unique nuances to each one of us. That intangible is our personality, our bundle of preferences for how we are energized, how we take in information, how we make decisions, and how we choose to relate to the world.


Personality type theory brings a framework to the complex—and sometimes chaotic—interactions between people in the world of work. Consultants like us are seldom summoned into a workplace that is “one big happy family”! Psychological type helps us find patterns in the interactions of troubled teams, employees and leaders, and colleagues, leading to proven solutions for more productive relationships. While one can spend years (as we have!) learning all the nuances and intricacies of each personality type, the key factors and patterns described in this book can bring new levels of understanding to managers and team members.


Individuals and teams blossom as their leaders go beyond simple knowledge of the competencies of team members to the more useful understanding of personality types. Generally, treating all members of a team as if they are the same is like trying to herd cats: Not only are the results doubtful, but most people resent trying to fit a single mold. Understanding people’s types allows you to tap into their strengths, discover how you work best together, and minimize unnecessary conflict. Type frequently is helpful in predicting both the strengths and the developmental needs of each personality type and provides a positive language for discussion and understanding.


TYPE THEORY


You may already know your type; millions of people have taken the MBTI assessment. Isabel Myers and her mother, Katharine Briggs, the instrument’s developers, were longtime observers of human differences. Briggs developed her own four-part framework with which to study human diversity; however, she found Carl Jung’s work Psychological Types more complete. Myers constructed an “indicator” so that Jung’s theory of personality preferences could be more widely understood and its concepts made more practical.


If you know your type, you may wish to skim this first chapter for review and then jump into chapter 2. If not, your human resources department or local community college is likely to have the MBTI tool in stock, because it’s the most widely used psychological instrument for people at work.1


People around the world have found these personality type concepts intriguing. The theory describes complementary styles and the mutual usefulness (effectiveness) of opposites, which leads to better problem solving because all factors have been considered. You may find that you use aspects of each of the personality preferences in the pairs we are about to discuss, but one will be your natural preference, even if it’s only slightly more preferred.


The following analogy may help cement the ideas of this theory of personality preferences. Just as there are many sets of two in the physical body, there are sets of two in the psyche as well. Generally, when there are two in a set (hands, eyes, ears, and so on), one has preference over the other; for example, one eye is for focus, while the other is for peripheral vision. The eye preferred for focus varies. Some of us use the left eye, others the right. There is no correct or incorrect here—just difference. In order to view the stars through a telescope, however, it is important to know which eye is better suited for the job.


Let’s give you a chance to experience this concept of physical preference. In the spaces below, write your name, address, and phone number with your nonpreferred hand. For an extra challenge, keep track of how many seconds it takes to complete the task. When you are finished, note the quality of your output and how much time it took.


[image: images]


How did it feel? Most people have said it felt awkward, clumsy, uncomfortable, even unnatural. Others mentioned that it took time and concentration and that the output looked like childhood penmanship.


Now, let’s see what happens when you write your name, address, and phone number in the spaces below with your preferred hand. Keep an eye on the clock for comparison, and proceed.


[image: images]


Most people have described this experience as faster, more comfortable, easy, and flowing—it feels natural. There’s even a flair, a distinctiveness that differentiates your signature from that of others.


This type of physical preference is mirrored by psychological preferences. Evidence is mounting (through brain scans and other scientific studies) that while psychological preferences are as innate as the preference for an eye for focus, or a foot to step forward with, they are not immutable. Factors such as parents, family, educational experience, and functional training may affect the expression of a person’s true nature.


Review your handwriting samples. Which one is of better quality? Which took less time? How slow and frustrated would you be if you had to work for the next six months with your nonpreferred hand? You’d be tempted to give up and reach for your pen with your preferred hand—home, sweet home. That’s how it feels psychologically, tiring and frustrating, when we use our nonpreferred personality preferences at work a majority of the time. Further, you’re probably sitting next to someone who is using his or her preferred four functions, performing tasks with ease and added energy. That’s when self-esteem, a very important commodity at work, begins to diminish, because no matter how hard you work, the results pale in comparison to the accomplishments of people who do it naturally. Ask yourself if you would like to work for or with or manage someone with low self-esteem, and its cost becomes readily apparent.


Meeting with people whose personality preferences are different from yours can feel as awkward as extending the wrong hand for a handshake. They don’t act or work or think the way you do. Further, forcing everyone to do things the same way is similar to asking some of them to write with their nonpreferred hands. How much better to understand the strengths of each preference, put them to use, and work out the differences.


Now, on to the framework for understanding your unique style and that of others. Think about what you do most easily, comfortably, and naturally, and turn off ideas of what you should do as you identify your natural personality preferences.



Extraversion (E) and Introversion (I): The Source of Energy



People differ in how they draw energy to themselves. Some prefer to work with people and things, welcoming interactions with others and the outer environment. People in this group, known as Extraverts, prefer to do their thinking aloud in the company of others. People who prefer Introversion, known as Introverts, tend to enjoy working alone or with one or two other individuals. Which of the following do you tend to do?


[image: images]


Mix Extraverts on a team with Introverts and watch the misunderstandings pile up. The Introverts will claim “I can’t concentrate!” while the Extraverts complain “I can’t tell what they are thinking!” Through understanding, each group can allow the other to operate as the group’s members do best. In chapter 2, you will read about Extraversion and Introversion at work.



Sensing (S) and Intuition (N): Gathering Information



Each of us has a preference for how we take in and process information. Those who focus on the specifics are called Sensing types. They seek information that can be verified by the five senses and like things to be accurate, detailed, factual, and practical. Those who focus on the big picture are called Intuitive types. They gather information using insights, associations, relationships, and connections. While Sensing types concentrate on current reality, Intuitive types are dreaming about what could be. Which of the following do you tend to do?


[image: images]


Each group has much to offer the other. Where would new ideas be without the practical foundations to implement them? Where would quality production be without forward-looking products to meet new demands? Yet these differences in how we perceive all too frequently lead to conflict, not synergy. You will learn more about this preference in chapter 3, which deals with the relationship between Sensing and Intuition at work.



Thinking (T) and Feeling (F): How We Make Decisions



After gathering information through either Sensing or Intuition, we need a way to organize that information, to draw some rational conclusions about it, or to put it into categories. We do this in one of two ways—through Thinking or through Feeling. These are our decision-making processes.


Some of us have a preference for Thinking and take an analytical and objective approach to decision making. Thinking types like to weigh the pros and cons of each alternative and find flaws in advance. Feeling types consider the impact of a decision on themselves, on others, and on their deeply held values. They proceed after subjectively studying the motivations and nature of people.


Note that Thinking types have feelings, and Feeling types think. Which of the following do you tend to do when you are trying to make a decision?


[image: images]


It’s easy to imagine possible conflicts between Thinking types and Feeling types when they are working together on issues such as outsourcing, promotions, and even space utilization. Organizations suffer when they run solely on Thinking or on Feeling; both styles are necessary, for effectiveness (Thinking) and collegiality or trust (Feeling). (For an example of a Thinking–Feeling conflict, see chapter 4.)



Judging (J) and Perceiving (P): How We Approach Life



Finally, people differ in their approach to life: according to plan or open to the moment. Judging types tend to plan their work and then follow their plans. They enjoy having matters settled and like to make decisions quickly. Perceiving types enjoy the process of gathering information more than the process of reaching a conclusion. They are more likely to be flexible and respond as a situation warrants. Which of the following do you tend to do?


[image: images]


Assign an employee who has already decided which of two marketing strategies is best (Judging) to work for a manager who wants to keep the options open (Perceiving), and watch the frustration level rise. Yet consider how they could create balance: Judging types tend to ensure that deadlines are met, and Perceiving types tend to lend flexibility when it is needed. (To learn more about this preference, read chapter 5.)



WHAT TYPE CAN DO



Which preferences seem most like you? Extraversion (E) or Introversion (I)? Sensing (S) or Intuition (N)?2 Thinking (T) or Feeling (F)? Judging (J) or Perceiving (P)? If you have trouble deciding, think about the experience of writing with each hand. Choose the preference in each pair that feels more natural. You are able to use both, just as you could write with both hands, but most of us prefer one over the other. Forget about what might be required of you by family, work, or the task you need to accomplish—at least for now. Write your chosen letters below:


[image: images]


The eight different preferences lead to 16 personality types. You may be wondering if understanding a complex theory is worth all the bother. Well, if gaining insights into the personality types of your team members or co-workers sounds overwhelming, the following overview of what you can do with those insights may give you cause to go on. Through type, you will be able to:


[image: images] Identify and reduce sources of conflict. For example, if one person prefers to talk about everything out loud (Extraversion) and the other likes peace and solitude for reflection (Introversion), they can negotiate their shared and private space.


[image: images] Recognize a team’s strengths and blind spots. Knowing what a team habitually prefers and, as important, habitually overlooks helps that team strategize for increased effectiveness. For example, a group dominated by Intuitive types may learn that it should develop checklists so that it doesn’t overlook facts and details, the province of Sensing types.


[image: images] Clarify the fit between managers and their direct reports. For example, when a team leader who prefers Thinking (perhaps giving praise only after a task is completed or expectations are exceeded) works with someone who prefers Feeling (perhaps expecting praise from the start of a project), problems may arise. When both understand each other, they can productively manage their different perspectives on praise and recognition.


[image: images] Get value from type diversity. Leaving the most important for last, type theory emphasizes the positive contributions of each preference. Teaming a Judging type who prefers to plan everything with a Perceiving type who enjoys spontaneity ensures that a plan is in place and that it will be adjusted when new information or circumstances warrant a change.


We all know it would be absurd to form an investigative team entirely of forensics experts or cryptologists; however, in business, we tend to choose teammates whose perspectives on issues are similar to our own. Diversity of outlook and behavior yields better team results—type theory helps us manage diversity.


THE TYPE TABLE


Let’s build a type table with all 16 types on it. Myers and others who put this table together gave us some mnemonics to help us remember the placement of the 16 types.


[image: images] Extraversion: Extraverted types prefer action and movement, so they are at the foot of the table.


[image: images] Introversion: Introverted types prefer time to think, so they are at the head of the table.


[image: images]


[image: images] Sensing: Sensing types like “left-brain” activities (careful use of facts), so they are at the left.


[image: images] Intuition: Intuitive types like “right-brain” activities (hunches and meaning), so they are at the right.


[image: images]


[image: images] Thinking: Thinking types like to be objective and stand apart from their decisions, so they are on the outside columns of the table.


[image: images] Feeling: Feeling types like to please and consider others in their decisions, so they are next to each other in the middle of the table.


[image: images]


[image: images] Judging: Judging types like structure and order, so they are in the top and bottom rows, providing structure for the table.


[image: images] Perceiving: Perceiving types like flexibility and adaptability, so they are in the middle rows of the table, just enjoying it.


[image: images]


This gives the table its structure. Can you find your type’s place in this table using the mnemonics we’ve given you?


[image: images]


Some people feel boxed in when they look at the type table. So, instead of a box, many writers liken the type table to a house with 16 rooms. Your own type is your favorite room, perhaps the one with the window seat or the fireplace, but there are other rooms you like almost as much and probably visit often. A few others, like the laundry room, may be your least favorite, and yet, as an adult, you know how to function in that room. Type works the same way. Further, maturity involves knowing when you have to move to a different room by working outside your preferences in order to meet the needs of a situation. In other words, you aren’t stuck being just one type. Knowing your preferences, however, provides a framework for adjustment when you need to step outside them to work it out in the world of work.



THE TYPE DESCRIPTIONS



Now that you’ve found your place on the table, Type Chart 1 provides more information about your particular combination of preferences—your personality type.


If you’ve been undecided until now, does the chart help? If not, ask a spouse, friend, or colleague to read the clues for each pair of preferences (for example, Extraversion–Introversion) and to look at the chart to find the type that describes you best.


The Four-Part Framework


Once you know your type and understand the opposite preferences, the different combinations of preferences will help in working out different kinds of problems. For example, one of the key aspects of psychological type is the combination of the Sensing or Intuition preference with the Thinking or Feeling preference. These possible combinations—ST, SF, NF, and NT, which form the four columns of the type table—are called the “function pairs” because they say so much about how we function in life.3 (To learn about how teams run into difficulties if they don’t understand their differences in this function-pairs framework, see chapter 6.) These pairings are useful in looking at communication patterns, organizational cultures, and teamwork. Here are some clues to determining your function pair:


[image: images]


TYPE CHART 1


[image: images]


[image: images]


Here is how the four-part framework is expressed on the type table:


[image: images]


The Four Functions


Another concept from type theory is type development. We don’t enter life with all of our preferences fully developed. One of these four functions—S, N, T, or F—is developed earliest in our lives and takes charge of who we are. It’s called our “dominant function.” For example, Sensing children are often known as practical or matter-of-fact, while Intuitive children are often known as imaginative or daydreamers. And children who prefer Thinking are often quick to find the flaw, whereas children who prefer Feeling are often sensitive, concerned about others.


Our dominant function is supported by the other three preferences. We rely on our dominant function the most, so the type of work we do should reflect this foremost function. If our work does not reflect its use, we should give our dominant function its way in our personal life. Furthermore, our dominant function is our greatest gift in solving problems.


Some characteristics of the dominant functions are described below:


[image: images]


[image: images]


Here are a few clues about how a dominant function works on problem solving:


[image: images]


If you want to identify your dominant function and the rest of your preferences, use Type Chart 2, below. It has the same type table structure we have discussed and shows the hierarchy for the 16 types.


The dominant function is balanced by the second function on your list, which is called your “auxiliary function.” If your dominant wants to get information (through either Sensing or Intuition, for example), your auxiliary will want to organize that information (through either Thinking or Feeling) and vice versa. If your dominant is Thinking or Feeling, then your auxiliary, either Sensing or Intuition, will want to add information to your decisions. The auxiliary usually develops when a person is in adolescence or early adulthood.


We don’t know as much about your third function, which is the preference opposite to your auxiliary. It usually develops in adulthood. If your auxiliary is Sensing, then your third function will be Intuition, and vice versa, and if your auxiliary is Thinking, then your third function will be Feeling, and vice versa. The third function is not as large a part of your conscious mental activity as your dominant and auxiliary are. It’s more elusive.


TYPE CHART 2


[image: images]


The fourth function is the one that is least preferred. When you are behaving normally, it’s pretty much hidden from you, almost unconscious. Mistakes often occur with this function, because we haven’t been able to tap its gifts or didn’t make an effort to do so. For example, Sensing types often miss the big picture, and Intuitive types often overlook details. Thinking types may overlook the impact a decision will have on people, while Feeling types may overlook the logical consequences of a decision.


In midlife and beyond, many of us find that the fourth function begins to claim some of our attention, though still a small part. Some examples of what this might mean for certain types are given below:


[image: images]


When we are tired, anxious, or under stress—or when we’ve been too onesided in our type, acting as an overwhelming ENTJ who insists on being in charge of everything, for example—we may unconsciously undergo a bit of self-correction to counteract this one-sidedness. The fourth function, feeling very much like the inferior function it is, emerges. And emerge it does! We don’t act like our usual selves but instead become caricatures of our opposite types—from ENTJ to ISFP, but with a vengeance. (For more on the emergence of an inferior function, see chapter 7.)


Thus, for a Sensing dominant person (ISTJ, ISFJ, ESTP, or ESFP), the usually inferior Intuition becomes predominant. When this happens, Sensing types tune into insights or future possibilities, all of which may look bad or seem filled with doom. The Intuition dominant person (INTJ, INFJ, ENTP, or ENFP) will see too many of the details and become obsessed with them.


Thinking dominants (ISTP, INTP, ESTJ, and ENTJ) become maudlin, over-emotional, and self-pitying when their inferior function takes over. Feeling dominants (ISFP, INFP, ESFJ, and ENFJ) become cold, calculating, and domineering to an extreme as they critique others.


The next time people say, “What’s gotten into you?” or “You’re not acting like yourself!” pause and reflect on whether you’ve been experiencing stress or are out of balance from being too much your type. (In chapter 7, you’ll find tips for identifying this state as well as ways to regain your balance.)


A WORD TO THE WISE


In the world of business leadership, there are four types that like to take charge: ISTJ, INTJ, ESTJ, and ENTJ. While these types often excel at bringing logic and order, or principles and best practices, to the world of work, each has Feeling as its third or fourth function (see Type Chart 2, on page 16). What gets overlooked in these business settings, then, are the gifts of the Feeling preference: values, interpersonal relationships, and concern for the needs and wants of others. Instead, these four types may focus on pursuing the product no matter the cost to people or the environment. You can see that when we ignore just one of these four functions—S, N, T, or F—we’re in danger of making big mistakes.


If you want to avoid these mistakes, look at your type’s order of preferences and do your darnedest to factor in each preference—S, N, T, and F—in a thorough and systematic way when you are facing a major decision or a critical problem. Realize that your dominant and auxiliary functions will come easily, since you prefer them, and that the third and especially fourth functions will be less natural but are well worth the effort when you see the results.


HOW THIS BOOK CAN HELP


If you would like to learn more about the theory of type, check the appendices and the sources mentioned in the notes. This book is mostly a hands-on guide to practical applications that will allow you to put type to work for your team.


The next six chapters present case studies of companies that improved performance by developing their understanding of personality type. All the company names and industries have been disguised (to protect the innocent—and us, too!), and, in most cases, the businesses are composites of two or more organizations. But the specific problems, motivations, and situational issues are real, as are the teambuilding and coaching strategies that helped those involved in working it out.


For each case, there are guides to help you determine which team members have personality types similar to yours, as well as exercises and applications for both your personal life and your work life. Each chapter contains a Type Takeaway, specific suggestions for implementing the general principles in your situation.


To get the most out of this book, be sure to do the following:


[image: images] Figure out your own type.


[image: images] Determine the people in each case study most closely identified with you or someone you know.


[image: images] Consider how you would react to the situation. Which aspects would cause you the most concern?


[image: images] Use the Type Takeaway section to apply the principles to yourself and to your team or organization. How could these understandings help you work it out through better teamwork? Better understanding? Better interpersonal relationships, increased productivity, and more fun?


 And as you read, remember:


[image: images] Personality type isn’t a box others put you into; rather, it’s a way to understand your preferences and those of others.


[image: images] Personality type doesn’t explain everything. Within each of the 16 personality types, there is an infinite variety of personalities, each unique and valuable.


[image: images] Type alone cannot solve all your organization’s problems. However, it can lead to a deeper understanding of the value of each team member and provide a logical model for why people do and say the things they do.


[image: images] No one type is better than another. Each type has its unique combination of assets and blind spots.


[image: images] Personality type should not be used for selecting your work, life partner, or teammates because it looks at natural preferences, not competencies or abilities.


If you’ve identified your own personality type and believe that all 16 types have a valuable contribution to make to your workplace, then you’re ready to read the cases and discover how to work it out with type.




[image: images]
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THE EXTRAVERSION–INTROVERSION DICHOTOMY



The Case of the Communication Conundrum


The Goal: Creating an environment
where everyone has enough energy to get the job done!


Energy. It’s tough to be effective without it. Extraversion and Introversion say a lot about an organization’s orientation. Does it focus primarily outward on its markets, customers, competition, or other departments? Or does it focus primarily inward on its own processes, technologies, or founder’s dreams? Extraverted reality is out there, while Introverted reality is within, according to William Bridges.1


Teams and individuals with a preference for Extraversion may be energized by conditions that would drain colleagues who have a preference for Introversion. Look at the differences between ideal organizational and team settings for Extraverts and Introverts:


[image: images]


Let’s look at a team that found a way to balance their needs, ensuring that everyone had enough energy to get the job done.


[image: images]


Commerce Bank constantly strove to be at the technological forefront of the industry. Having the most useful—and most secure—online consumer banking system was the top priority for senior management. The bank dubbed its new project Commerce Online.


THE PRESENTING PROBLEM: TYPE MISUNDERSTANDINGS


It only made sense to team up the Marketing and Systems Design departments to develop Commerce Online. Marketing staff needed to know what they’d be selling; Systems Design needed Marketing’s input to determine what customers wanted. But they weren’t communicating—in fact, they were insulting each other. The Systems team referred to Marketing as “overconfident loudmouths” who hogged company resources. The Marketing team called the Systems group “a bunch of Lone Rangers” whose lackluster presentations made senior managers assume the departments were unlikely to meet the project’s goals.
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