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The Circle presents afit indicator for the Professional's skill in each of twelve professional capabilitiesin
comparison to the needs of the organization. The fit score on each ray reflects the percentage of required
skills which the Professional displays for that capability. Rays are color coded with green indicating an
extremely strong fit, blue, a strong fit, and yellow, a weaker fit, between organizational needs in that
capability and the Professional’s skills.

Cognitive

Preferences

In the following pages, we will present a detailed discussion of the Professional's Overall Fit, and the
Professional’s fit levels in each professional capability. Finally, we will explore the significance of each
of these indicators for the Professional and for the organization.
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The Professiona Temperament Index is a cognitive patterning and mapping instrument. It links a
Professional’s skill preferences to capabilities which have been identified and ranked by experts in the
participating organization, for a specific professional role in the organization. This unique approach is
based on 20 years of research and moves beyond simple cognitive mechanisms by identifying complex
interactions between cognitive mechanisms to identify skill preferences. These patterns discriminate
beyond an understanding of personality. Personality Typology, no matter how assessed, is an insufficient
predictor of performance. The PTI is designed to go beyond traditional personality focused approaches
to demonstrate an individual's total set of skill preferences compared to the key professional skill sets
required for success.

The PTI is designed to be linked and fitted to a specific professiona role within the participating
organization, and compares a Professional’s skills to the desired competencies of that position. It assesses
a Professional’s natural state in a wide variety of skill preferences, then maps the interaction of those
preferences into 12 sets of professional capability. Organizational experts develop a prioritization of
professional competencies which are also mapped into the 12 capabilities. The PTI then compares the
two outcomes in each of the 12 capabilities and produces a set of 12 scores which are the ratios between
the Professional's skill preference and the organization's preferences for each of the professional
competencies. The result is a display of ratios which explain how well the Professional embodies the
needs of the organization.

No tool should be used as an exclusive informational source, however, the PTI has a high level of
reliability and validity, and it has been successfully predicting Professional success for twenty years.
Please note that one's natural state interacts with environmental and contextua situations, so it is
important to understand the external environment, strategy, organizational structure, and the
organizational culture within a given organization. The PTI can be used as part of a competency based
interview process or as a part of a targeted development effort. Remember that no instrument can ever
replace human judgment and intuition and the PTI should be used as one data point in any selection or
development process.

PTI Fit Index

Using the set of twelve fitted capabilities displayed in the Professional Temperament Circle, we can now
examine how well the Professional embodies the overall needs of the organization in the particular
professional role. Please remember that individuals with strong coping skills might perform at a highly
satisfactory level while embodying a relatively low level of fit with one or more of the professional
capabilities. On the other hand, an individual with weak coping skills might be less able to adjust to the
needs of a particular professional role.

The graph to the left demonstrates how well the Professional's skill
preferences across al 12 Capabilities match the capabilities identified by the

organization as desirable in the particular professional role. This Professional
displays a preference to be a capable professional in the organization's
assigned role, and demonstrates competency in al of the blue or green zone
matches displayed on the Circle. The Professional should seek out

devel opment opportunities to strengthen any matches below the blue zone.
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Planning

Planning is the ability to conceptualize solutions to the challenges which arise within an organization. Our
metric provides a statistically relevant indication of an individual's preference on the continuum of a
facility to develop completely green field ideas to being challenged in the development of ideas. We
evaluate the ability to deal with situations which have no clear answers. This ability is coupled with innate
cognition, the extent to which one is interested in new experiences, one's interest in complex problems,
one's preference for creativity and innovation, one's ability to retain the flexibility to question traditional
solutions, one's openness to new ideas, and, one's ability to tolerate ambiguity.

The graph indicates how well this Professional’s planning preference
matches the planning capability identified by the organization as desirable
for the specified position. This score suggests a preference to be highly
effective at planning and conceptualizing solutions to organizational
challenges, and a highly effective ability to deal with situations without
clear answers. The score indicates high cognition, a strong interest in new
experiences and complex problems, and the flexibility to question
traditional solutions.

Feedback

Feedback is the ability to accept critical or constructive evaluation. We provide a statistically relevant
indication of this capability on a continuum of comfortable with receiving constructive criticism, to being
challenged by the need to receive feedback. This preference is coupled with a balanced level of
self-confidence which allows one to embrace responsibility for one's own mistakes. Our metric also
addresses one's perseverance in striving to improve personal performance.

74%

The graph indicates how well this Leader's feedback enablement skills
match the leadership competencies identified by the organization as
desirable for the identified position. This score suggests a preference to
become effective at delivering and accepting constructive evaluation, and
making difficult, relationship impacting, decisions. The Leader will
require significant development to achieve this potential. The Leader must
learn to face all reports whether they are direct, matrix or just individuals
in the sphere of influence with their performance gaps, and embrace
responsibility for performance gaps.
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M otivation

Motivation is the extent to which an individual is driven, internally and/or externally, to achieve and to
succeed. We provide a statistically relevant indication of this cognitive pattern on a continuum of highly
and intensely motivated, to a tendency to be challenged in situations which require significant levels of
motivation. We evaluate an individual's need for external validation of personal accomplishments and
couple it with the tendency to be driven by a set of internally determined accomplishment norms.

The graph indicates how well this Professional’s motivation preference
matches the motivation capability identified by the organization as
desirable for the specified position. This score suggests a preference to be
highly internally motivated. This Professional will likely be strongly
driven by a set of internally determined accomplishment norms and will
likely take great satisfaction in achieving those norms.

Process Capacity

Process Capacity is the ability to deal with operational and procedural challenges within an organization.
We provide a statistically relevant indication of this competency on a continuum of adeptly using
methodical approaches to solving problems, to being challenged by complex operational issues. We
evaluate the ability to deal with professional challenges, to develop logical processes, and to apply learning
to one's behavior. This ability is coupled with the ability to apply one's intellect to complex problems, and
to the enjoyment of intellectual challenges. We also address facility with learning new things, modifying
behavior when faced with mistakes, and a preference to attack problems and procedural challenges.

The graph indicates how well this Professional's capacity preference
matches the capacity capability identified by the organization as desirable

for the specific position. This score suggests a preference to be effective
at addressing process and procedural challenges. This Professional will
likely exhibit logical processes, apply learning to process challenges,
attack problems as they emerge, apply intellect to complex problems, and
will likely enjoy intellectual challenges.
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Collaboration

Collaboration is the preference to work in effective and synergistic teams, and to support and encourage
teamwork which leads to organizational success. Our metric provides a statistically relevant indication of
an individual's likely preference on a continuum of able to operate in effective teams, to a tendency to be
challenged by the need to work in teams. The metric evaluates one's communication competence and
ability to connect with, and bond with others. This preference is coupled with one's need for, and interest
in, relationships. Our metric also addresses one's skill in supporting and facilitating collaborative
environments.

The graph indicates how well this Professional’s collaboration preference
matches the collaboration capability identified by the organization as
desirable for the specific position. This score suggests a preference to be
highly effective at working in teams and supporting strong collaborative
environments. This Professional demonstrates great communication
competence and ability to connect with, and bond with others. This
preference is coupled with a natural need for, and interest in,
relationships, and a natural facility to support and facilitate collaborative
environments.

Coping

Coping is the ability to process and handle stress and pressure. Our metric provides a statistically relevant
indication of an individual's likely preference on a continuum of able to process stress and pressure with
ease, to a tendency to have difficulty maintaining the emotional strength needed to perseverein challenging
times. The metric evaluates one's ability to be calm in stressful situations and to maintain self-control. This
preference is coupled with the self-confidence to perform under stress and to persevere in the face of
challenges. Our metric also addresses one's facility with recognizing the source of stress and pressure, and
the ability to embrace it as anatural part of life asa Professional.

The graph indicates how well this Professional's coping preference
matches the coping capability identified by the organization as desirable

for the specific position. This score suggests a preference to be effective
at processing and handling stress and pressure. This Professional displays
an ability to be calm in stressful situations and has good self-control. The
Professional has the confidence and courage to perform under stress and
to persevere in the face of challenges.
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I nfluence

Influence is the ability to connect with others and to use that connection to become more effective. Our
metric provides a statistically relevant indication of an individual's likely preference on a continuum of
fluid interaction with others, to a tendency to have difficulty interacting with others. The metric evaluates
one's ability to bond with and to build relationships with others. Our metric examines one's facility with
ensuring that the ideas of others are considered. These preferences are coupled with the facility to
communicate effectively, and to make others feel important. Our metric addresses one's comfort in
interacting with others, and evaluates how well one listens to others. These skills trandate into a higher
level of effectiveness.

The graph indicates how well this Professional's influence preference
matches the influence capability identified by the organization as
desirable for the specific position. This score suggests a preference to be
highly effective at interacting with and influencing others, and
demonstrates a strong ability to bond with, and build relationships with
others. This Professional displays a strong innate ability to communicate
effectively and to make others feel important. The Professional should be
extremely comfortable interacting with and listening to others.

Sdlflessness

Selflessness is the ahbility to put the interests of the organization and its constituencies above one's own
self-interest. Our metric provides a statistically relevant indication of an individual's likely preference on a
continuum of regularly puts the interests of others above self-interest, to a tendency to have difficulty
placing the interests of others above self-interest. The metric evaluates one's ability to see how and when
one's self interest can be at odds with those of the organization and its constituencies. The metric also
addresses the facility to subsume one's own desires to those of the organization, one's comfort with
recognizing the need to be sdlfless, and the ability to embrace selflessness as a natural part of
organizational life.

77% The graph indicates how well this Professional's selflessness preference
matches the selflessness capability identified by the organization as
desirable for the specific position. This score suggests a preference to
become effective at embracing and practicing selflessness. This
Professional will need development to achieve that potential. The
Professional must learn to see how and when self-interest can be at odds
with the goals of the organization and its constituencies, and to subsume
self-interests to those of the organization.
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Resilience

Resilience is the ability to persevere in the midst of difficult challenges. Our metric provides a statistically
relevant indication of an individua's preference on a continuum of likely to persist through the most
challenging situations, to a tendency to lose focus in challenging situations. The metric evaluates how
strongly one is driven by internal motivation and the extent to which one feels connected to one'srolein the
organization. This preference is coupled with the tendency to view challenges as opportunities and to view
risk as a natural part of organizational life. Our metric also addresses one's comfort with methodical
approaches to decision making and one's facility to make difficult decisions, even when they can negatively
impact one's relationships.

The graph indicates how well this Professional's resilience preference
matches the resilience capability identified by the organization as
desirable for the specific position. This score suggests a preference to be
highly resilient and to persevere in the face of challenge. This
Professional has an innate tendency to view challenges as opportunities,
to view persevering as a natural part of organizationa life, and has a
natural facility to embrace methodical decision making. The Professional
is extremely comfortable making difficult decisions, even when they
Impact relationships.

Adventurousness

Adventurousness is the ability to embrace calculated risks. Our metric provides a statisticaly relevant
indication of an individual's likely preference on a continuum of evaluates and embraces risk which is
likely to lead to success, to a tendency to avoid taking any risk which might lead to failure. The metric
evaluates one's ability to strategically evaluate risk to arrive at a decision which has a high probability of
success. This preference is coupled with a philosophy of playing to win, as opposed to playing not to lose.
A holder of the first philosophy evaluates and embraces calculated risks in order to achieve success. A
holder of the second philosophy avoids risk even at the expense of the potential for greater success. Our
metric also addresses the tendency to view one's role as facilitating success rather than preventing loss.

79% The graph indicates how well this Professiona's adventurousness
preference matches the adventurousness capability identified by the
organization as desirable for the specific position. This score suggests a
preference to become capable of embracing calculated risks. This
Professional will require development to achieve that potential. The
Professional must develop a tolerance for, and an ability to, strategically
evaluate risk. The Professional must embrace a preference for playing to
win and must learn to view the role as one of facilitating success rather
than preventing loss.
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Creativity

Creativity is evidenced by the ability to be open, to embrace new approaches, and to think originally. Our
metric provides a statistically relevant indication of an individual's likely preference on a continuum of able
to develop new and unusual solutions and strategies, to a tendency to rely on established approaches and
strategies. The metric evaluates one's interest in new and novel experiences. This preference is coupled
with one's level of comfort with situations which have no clear answers, or in which there are multiple
possible answers. Our metric also addresses one's ability to learn and the all-important skill of applying
learning to one's behavior.

The graph indicates how well this Professional's creativity preference
matches the creativity capability identified by the organization as

desirable for the specific position. This score suggests a preference to be
creative and innovative and an interest in new and novel experiences. This
Professional should be comfortable with situations which have no clear
answers, or in which there are multiple possible answers. The Professional
should evidence an ability to learn and to apply that learning on the fly in
new and unusual situations.

Adaptability

Adaptability is the ability to deal with expected and unexpected environmental and paradigm shifts. Our
metric provides a statistically relevant indication of an individual's likely preference on a continuum of
comfortable working in change, to a tendency to be challenged by uncertainty. The metric evaluates one's
comfort with change, and with situations where expected change occurs and when unexpected change
occurs. This preference is coupled with the ability to learn and to alter one's behavior based on that
learning. Our metric also addresses one's comfort with complexity and with decision making in changing
environments.

The graph indicates how well this Professional’s adaptability preference
matches the adaptability capability identified by the organization as
desirable for the specific position. This score suggests a preference to be
highly effective a working through change, and to be naturaly
comfortable with change, and with changes that are both expected and
unexpected. This Professional should be extremely capable of handling
complex change management problems and with making decisions in
challenging environments.
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Professional Temperament

One of the most powerful aspects of the Professional Temperament Index® is the potential to explain
how an individual Professional will react to various team combinations and to various leadership
approaches. We understand that each report, direct or indirect, must be led in a way that he or she
embraces in order to maximize effectiveness. Prior to the PTI there was no scientific way to determine
how best to lead an individual Professional. We now satisfy that need with our PTI assessment. As much
as personality drives our persona lives, temperament drives our organizationa life. Our metric
demonstrates a Professional's innate preferences.

Many people are familiar with instruments which measure personality typology. The evolution of these
instruments began with Karl Jung, writing in the 1920s, who distilled the contributions of Ernst
Kretschmer, Alfred Adler, and other earlier writers into a comprehensive typology of human behavior.
His work laid the foundation for a generation of scientists who followed. Among these were David
Keirsey and Marilyn Bates, and Katharine Cook Briggs and Isabel Briggs Myers, who wrote in the
1960s, and developed the Keirsey Temperament Sorter and the Myers Briggs Type Indicator,
respectively. Building on this work, Ernest Tupes and Raymond Christal, writing in the 1970s, Paul
Costa and Robert McCrae, working in the 1980s, and J.M. Digman and Lewis Goldberg, working in
1990s, gave us the Big Five, which has become one of the best known personality indicators in the
world.

The Big Five does an exceptional job of measuring personality typology, but such typology does not
predict leadership or followership preferences. Two people with the same typology can, and do, behave
very differently in the same organizational role. Recognizing this limitation, Michael Ensley and a team
of researchers, working in the late 1990s and early 2000s, sought to explain leader and follower
behavior. The team identified a collection of innate predispositions that impact both leader behavior and
follower preference. That work culminated in the development of the Leadership Temperament Index®
and the Professional Temperament Index® which have been demonstrated to be among the most robust
and powerful of modern instruments targeted at understanding temperament from the perspective of both
leaders and followers.

The LTI explains leadership preference and the PTI explains followership preference. How do such
explanations support effective management? Understanding that support begins with an understanding of
Leadership Styles. The leadership literature only identifies four leadership styles, Directive,
Transactional, Transformational and Empowering, and each is a collection of leader behaviors which
one uses to influence those in one's sphere of influence to act in a particular way that fits the
organizational goals. These four styles are outlined in the following table.
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In Directive L eader ship, you command followersto action.

Establish Role Clarity. Establish certainty that each direct or indirect report understands the role that he or she
inhabits. Set operational rules and boundaries for each person in your sphere of influence and ensure that each person
understands them and the consequences for failing to stay in bounds.

Establish Goal Clarity. Establish certainty that each person in your sphere of influence understands the goals and
objectives which he or she is expected to accomplish. Communicate the goals, the time table for accomplishment, and
the consequences for failure and ensure that each direct or indirect report understands them.

Establish Task Clarity. Establish certainty that each direct or indirect report understands the task which he or sheis
expected to complete. Communicate exactly what has to be done, how and when, and ensure that each person
understands the instructions and the consequences for failure.

Manages Exceptions. Identify when someone in your sphere of influence is failing and communicate that
breakdown. Decide when to step in and identify a failure. Stepping in too soon could be viewed as micro managing,
too late, asfailing to help keep direct and indirect reports on track.

Corrective Coaching. Coach those in your sphere of influence so that they avoid failures and breakdowns and help
them correct their path. Make sure that your direct and indirect reports feel supported and are given the appropriate
guidance.

Crucial Conversations. Challenge those in your sphere of influence who have failed to achieve appropriate levels of
performance through the systematic use of the Crucial Accountability Framework. Design the conversation to
produce immediate improvement, if that is possible, and to assure that the individual takes responsibility for
performance issues.

In Transactional L eader ship you enter into a contract with followerswith regard to personal and material
rewardsthey will receive for effective performance.

Material Rewards. Ensure each direct or indirect report understands the rewards for success, including
compensation, fringe benefits, merit raises, bonuses, promotions, gifts, etc., as well as losses which accompany not
performing well.

Personal Rewards. Recognize successes of each direct or indirect report. Identify good, excellent and great
performance, publically and/or privately, as appropriate, time it correctly and deliver it with appropriate intensity so
that the person feels inspired about that particular performance effort.
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In Transformational Leadership you establish a vision of the future state you want your followers to achieve
and encourage them to work to makethevision real.

Managing Vision and Purpose. Work with Senior Leadership to develop and evolve and envision what the
organization can become. Evolve avision for your team, and evangelically teach and discuss with them that vision to
all those within your sphere of influence. Help them to understand the vision and how to pursue, execute and
accomplishit.

Inspires Others. Model the appropriate behavior and performance for direct and indirect reports that inspires them to
strive for success and personal growth. Through your interactions and your own execution of your tasks, goals and
role, become arole model and aleader to be emulated. Y our words should fundamentally move and motivate people.

Challenges the Status Quo. Challenge the current standards to advance the organization beyond typical
expectations. When expectations are inadequate to achieve excellence, identify those inadequacies and challenge your
direct or indirect reports to pursue constant improvement.

Help Others Fedl Valuable. Identify the overall contributions of your direct and indirect reports and explain how
they are important to thevorganization. This is greatly motivational and it is important for self-esteem and for
self-confidence.

In Empowering Leadership, you encourage your followers to lead themselves, to identify problems for
themselves, to develop solutions for those problems, and to execute those solutions.

Encourage Agenda Setting. Encourage your team members to set their own agendas in coordination with you and
your team, and encourage each individual follower to set his or her own execution agenda. Encourage your direct and
indirect reports to find and evaluate opportunities and to set a path toward success.

Encourage Teamwor k. Encourage your team to work together as a unit. Teach your direct and indirect reports how
to break down barriers and how to cooperate with and harness the skills of other people to build ateam which has the
potential for synergistic success.

Collaborative Goal Setting. Encourage your team to participate in goal setting for the team and for each member of
the team. Encourage your people to devel op goals which advance the mission and are challenging, yet achievable.

Encourage Self Leadership. Encourage each of your direct and indirect reports to make their own decisions.
Encourage them to lead themselves, to motivate themselves, and to direct their own professional progress.

Customized Development Report for Rachael Right Page 11 of 18



ExecuSmart

Better Data = Better Decisions = Befter People

Each of us tends to be predisposed to prefer one leadership style over another. If we remember that such
a preference applies both to leading and to being led, we can see the potential issues. The PTI can
explain the leadership preferences of an individual Professional. Armed with that knowledge, the
Professional’s |eaders can better balance their leadership behavior to support the most effective approach
to managing that Professional.

Inthe LTI we talk about Balanced L eadership, which requires that a leader minimize or marginalize the
use of Directive Leadership for reports that tend to react badly to that collection of strategies, and so
forth for all of the various sets of preferences. The PTI will explain the preferences for the individual
Professional. We call these preferences, temperaments, and we identify four distinctive temperaments,
the Director, the Coach, the Counselor, and the Strategist. However, every individua actually embodies
amix of all four temperaments. That means that an individual might manifest some of each of the four
temperaments. Predispositions are innate and they are not likely to change throughout life. Only under
extreme distress are the cognitive patterns likely to remap themselves. If an individual Professional is
equally predisposed to think like a Director, Coach, Counselor or Strategist, then that individual would
be comfortable being led with any of the four leadership strategies or any combination of those
strategies. On the other hand, if an individual Professiona has a very strong predisposition in one
temperament, that individual will be much more uncomfortable being led with strategies that do not
match that temperament.

Temperament L eadership Style Preferences

Directors. Directors tend to be predisposed to prefer the Directive Leadership Style and tend to prefer
being led with directive leadership strategies. The more strongly predisposed a Director is, the more
likely he or she is to be uncomfortable being led with transactional, transformational or empowering
leadership strategies.

Coach. Coaches tend to be predisposed to prefer the Transactional Leadership Style and tend to prefer
being led with transactiona strategies. A strong Coaching predisposition tends to also be comfortable
being led with transformational strategies. The more strongly predisposed a Coach is, the more likely he
or sheisto be uncomfortable being led with empowering or directive strategies.

Counselor. Counselors tend to predisposed to prefer the Empowering Leadership Style and tend to
prefer being led with empowering strategies. Counselors tend to also be comfortable being led with
directive strategies or with transactional strategies. The more strongly predisposed a Counselor is, the
more likely he or sheisto be uncomfortable being led with transformational strategies.

Strategist. Strategists tend to be predisposed to prefer the Transformational Leadership Style and tend to
prefer being led with transformational strategies. A strong Strategist predisposition tends to also be
comfortable being led with empowering strategies. The more strongly predisposed a Strategist is, the
more likely he or she is to be uncomfortable being led with directive strategies or with transactional
strategies.
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Temperament Predispositions

The following circle displays the level of this Professional’s predisposition intensity in each of the four
temperament areas. The intensity is displayed as a percentage of overall predisposition. That is, the total
of the four percentages add up to 100%. If an individual displays a predisposition intensity of 30% or
more on one temperament, we would consider that temperament to be dominant. An intensity of 35% or
more is a strong dominance. If an individual has two or more areas with ratios above 30%, we would say
that the individual has a double or triple dominant temperament. An intensity of 35% or more on two
areas represents a strong double dominance. If al of an individual's temperament ratios are 29% or
below, we would consider that individual to have a balanced temperament predisposition. A balanced
temperament characterizes an individual who is comfortable with being led by any or al of the four
Leadership Styles.

| Leadership

Temperament
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Temperament and L eader ship

The following table presents how each temperament is likely to react to being led by each of the four
leadership styles. It isimportant to remember that the more strongly predisposed a Professional is in any
one of the temperaments, the more significant will be that individual's reaction to the various leadership
behaviors.

L eader ship Stylesv. Temperament

Directive Transactional Transfor mational Empowering
L eadership L eader ship L eader ship L eadership
React well to al types of React well to React well to cooperative | React well to team work;
direction and especially compensation raises, problem solving; tend to | tend to react poorly to self
Directors  |well to concrete instruction| praise, public displays, react poorly to visionary leadership and self
with deadlines titles, advancement, and issues and challengesto determination strategies
recognition the status quo
React poorly to directives React well to React well to visionary React well to team work,
that are overly detailed and compensation raises, issues, challenges to the self leadership and self
Coaches specific public praise, titles, status quo, and cooperative| determination strategies
advancement and problem solving
recognition; tend to fear
React well to directives React well to React well tovisionary | React well to team work;
which demonstrate how compensation raises, issues, challengesto the | tend to react poorly to self
Counsdlors | theindividual can serve praise, public displays, |status quo, and cooperative leadership and self
and excel titles, advancement and problem solving determination strategies
recognition
React poorly to deadlines React well to React well to visionary React well to self
and directives, especialy | compensation raises and issues and challengesto leadership and self
Strategists detailed directives praise (if they feel itis |the status quo; tend to react| determination strategies;
merited); tend to react poorly to cooperative tend to react poorly to
poorly to public praise, problem solving teamwork
displays and titles

People tend to be more comfortable with others who think as they do, who share their temperament, and
therefore tend to choose to befriend these people over those who think differently. The response from
untrained people dealing with temperaments different from their own is likely to be anger or frustration.
It takes leadership and training to help team members to recognize that the greatest contributions come
from minds different from their own. When team members respect the contributions from various
temperaments, the potential is unmatched, because the team blends the strengths of its various members
while ameliorating their weaknesses. The synergy is powerful.
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This power can only be harnessed when leaders and team members truly respect the capabilities of those
different from themselves. This takes training. Without training, diversity leads to conflict. For example,
Strategists tend to push for change continuously, which can anger Directors. Counselors like to be peace
makers, but Coaches have little patience for that. Coaches find schedules extremely difficult to manage,
which can anger all of the other temperaments. Directors tend to like structure and procedure, which can
anger Strategists. Strategists tend to avoid rank and position, which can anger Directors and frustrate
Counselors. These differences are natural, but without training, people will see the manifestation of these
differences as deliberate affronts. Leaders must learn to appreciate different temperaments or run the risk
of building ateam or an organization which is less effective. In the table below, we present strategies for
leading each temperament which we have observed to be effective for each style.

Maximizing Effective L eader ship

Directive
L eader ship

Transactional
L eader ship

Transformational
L eader ship

Empowering
L eadership

Directors

Anything works well

Anything works well

Coach development of an

appreciation for the power

of vision and the need for
change

Coach the development of
self-confidence in steps
which gradually grow
self-reliance

Coaches

Craft directives which
leave the individual freeto
decide how to comply

Coach the devel opment of
recognition of the need to
assume higher levels of
responsibility

Anything works well

Anything works well

Counselors

Craft directives that
demonstrate how the
individual can excel

Anything works well

Anything works well

Coach the development of
self-confidence in steps
which gradually grow
self-reliance

Strategists

Craft directives which
leave the individual freeto
decide how to comply

Minimize position;
maximize emphasis on
responsibility; craft praise
to ensure that the
individual recognizes his
or her own contribution

Coach theindividual to
lead the cooperative
problem solving team &
ensure that the members
are people whose
knowledge and skill s’he
respects

Coach theindividual to
lead the team, and ensure
that the members are
people whose knowledge
and skill s'he respects
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Temperament Results

If this Professional has multiple dominant predispositions or multiple strong dominant predispositions,
then he or she is likely to exhibit multiple aspects from the following descriptions. These multiple
aspects can manifest at different points in time, depending upon circumstances at work in the
organization, or can manifest with different followers or reports, depending upon interactions with those
individual reports. Consequently, it is important to study the characteristics and preferences of all
potential temperaments.

The Director Temperament

A Professional who displays a predisposition for the Director Temperament will be grounded in a strong
need to serve, to be needed, and to be responsible. A Director will tend to be a traditionalist who craves
stability and exhibits common sense. A Director will be a hard and steady worker, and will be loyal,
honest, and decisive. Directors will tend to relish policies, standards, rituals, schedules, and rules, and
that preference will not resonate well with everyone. Directors will be rational and patient, and will tend
to see the world through a lens of practicality and duty. On the other hand, a Director will tend to be
resistant to change, and will tend to be challenged when asked to envision the future. A Director can
sometimes be critical of others, and may face challenges in developing relationships with very different
people, especially Coaches and Strategists.

A Director's greatest skills lie in dedication and an indefatigable striving for perfection. The Director's
greatest development area lies in understanding how people who challenge authority, tradition and
procedure, can be truly interested in working to make the organization better and stronger. Without
training, a Director will tend to marginalize Strategists and Coaches, as arrogant and flighty,
respectively. However, with training and development, Directors can learn to appreciate the power of the
very different mind sets, skills and abilities. Directors tend to be highly effective professionals because
of their tenacity, but they need tolerance of the very different future oriented Strategist and present
oriented Coach in order to function in the most effective teams.

The Coach Temperament

A Professional who displays a predisposition for the Coach Temperament is likely to demonstrate little
grounding, in any area, and will likely perform best in hands-on situations, preferring to move fast,
relishing new and different experiences and embracing risk. Coaches will be flexible and will understand
the past, but will tend to live in the moment, seeing the world in terms of present day challenges and
opportunities. On the other hand, the Coach will tend to avoid schedules, and is likely to have a poor
sense of time, and tends to be chronically late for appointments. The Coach may display little respect for
policies, rules or procedures. The Coach may have difficulty in developing relationships with very
different people, especially with Directors, who might be viewed as rule bound, and Strategists, who
might be viewed as arrogant theorists.

A Coach's greatest skills lie in the ability to respond instantly to any situation and a untiring, persistent
striving for effectiveness. A Coach's greatest development area lies in understanding how people who
respect authority, tradition, and procedure, can be truly capable of contributing to the organization's
well-being. Coaches tend to make the world's best turn-around artists because of their reaction speed and
their comfort with seat-of-pants decison making. However, without training, Coaches will tend to
marginalize Directors, Counselors, and Strategists, as unthinking droids, sentimental softies, and
arrogant theorists, respectively. However, with training and development, Coaches can learn to
appreciate the power of the very different mind sets, skills and abilities of the other temperaments.
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The Counselor Temperament

A Professiona who displays a predisposition for the Counselor Temperament will tend to be passionate
about people, and have a strong need to serve and to contribute to organizational well-being. Counselors
will tend to be idealistic and empathetic, generous, and appreciative. A Counselor has a predisposition to
view the world through a lens of service and responsibility. A Counselor will be able to, quickly and
easily, develop relationships with any other temperament. On the other hand, Counselors may display a
predisposition to neglect the corporate good in favor of the needs of an individual. A Counselor may tend
to feel responsible for others and may internalize that responsibility, which can be unhealthy, and may
contribute to personal distress and, even hedth problems. A Counselor may anger Coaches and
Strategists with continuous efforts to smooth relations and may be dismissed by Directors as an
intellectual lightweight.

A Counselor's greatest skills lie in the ability to smooth troubled waters in any organization. Counselors
will tend to be charismatic and empathic, and likely to be a great listener. A Counselor is likely to be
viewed as a peace-maker and may be drawn into every controversy in the organization. A Counselor's
greatest development area lies in the tendency to care so much about people that the good of the
organization becomes of secondary importance. Counselors make the world's best negotiators, because
of their ability to sense the needs of various parties to a deal. On the other hand, they tend to be viewed
as indecisive by other temperaments, and may be marginaized as a result. With training and
development, Counselors can learn to be more assertive and less self-effacing, and to demand respect
from other temperaments.

The Strategist Temperament

A Professiona who displays a predisposition for the Strategist Temperament will tend to be logical and
may appear cold to other people. A Strategist is likely to crave knowledge, and embrace complexity,
mastery and challenge. A Strategist will be able to visualize the future extremely well, and will tend to
view the world though a lens of possibility and potential. A Strategist will embrace change, but may be a
harsh task master. Strategists will tend to expect competency, especially with respect to personal
performance. On the other hand, a Strategist may display a predisposition to be impatient with policies,
rules and tradition, may eschew social norms, and can appear aloof, uncommunicative, insensitive and
isolated. A Strategist can have difficulty in developing relationships with anyone. A Strategist might
view Directors as mired in the past, Coaches as flighty, and Counselors as overly sympathetic.

A Strategist's greatest strengths lie in the power to see the future and an indefatigable pursuit of
competency and mastery. The Strategist's greatest development area liesin an intolerance for a perceived
lack of commensurate dedication from other temperaments. Strategists make the world's best visionaries
because they live in the future, however, they need to cultivate an appreciation for the other
temperaments in order to effectively function in a diverse team. They tend to be viewed as aoof, cold
and arrogant by the other temperaments, and may be marginalized as a result. With training and
development, a Strategist can learn to be more sympathetic and more present, and to earn more respect
from other temperaments as a result.
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Balance and Under standing Temperament

If a Professional has no dominant predispositions, then he or she has a Balanced Temperament, but will
likely display issues with selective leadership behaviors as a result of alack of dominance. A Balanced
Temperament is likely to be uncomfortable being led with the confrontational strategies of Managing
Exceptions and Crucial Conversations, or with being led with the transformational strategies of
Managing Vision and Purpose and Challenging the Status Quo, or with being led with the empowering
strategy of Encouraging Agenda Setting. When applying these leadership behaviors, a leader would be
well advised to coach a Balanced Temperament to appreciate the potential value in these strategies.

Understanding temperament is vital for every Leader, for every Professional and for every team member
in any team or organization. Only through the mutual respect which comes from understanding the
power of a different mindset can organizational diversity achieve the synergistic potential which resides
in the differing gifts and capabilities of the various temperaments. This mutual respect allows us to see
past the predispositions which divide us, and to see the power of harnessing those differences in
temperament to leverage our collective contribution to the organization.
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