BEYOND RACE, GENDER, AND CULTURE
The Subtlety of Individual Differences
Managers devote considerable energy to understanding and dealing with an increasingly diverse workforce. Programs to increase management sensitivity to diversity focus typically on several obvious superficial or external sources of diversity - race, gender, and culture. While these external sources of diversity are important for managers to recognize and understand, many management problems result from failure to understand internal sources of diversity - ways in which people differ from one another independent of race, gender and culture. We commonly refer to these more subtle differences ^personality.
Most organizations that recognize the importance of personality differences focus their attention on one or two methods for determining the different personality "types" of their employees. Management consultants make excellent livings measuring and analyzing personality differences within workgroups, project teams, and whole organizations. Most typically, they use the Myers-Briggs Type Indicator (MBTI). The MBTI is a measure designed by Katharine Briggs and Isabel Myers (1987) to assess an individual's Jungian types (Introvert/Exrovert, Sensor/iNtuitor, Thinker/Feeler, and Judging/Perceiving). Millions of people know their Myers-Briggs type and thousands of companies have used the typology to enhance intragroup communication and teamwork.
The question remains, however, why people of the same type often differ so greatly in other ways? Managers cannot expect to treat two people who are type ESTJ in the same way and expect identical results. If management is to understand the broader range of individual differences it is necessary to incorporate a variety of personality profiles, traits, and measures into its analyses. Understanding personal tendencies across a wide range of variables is essential if organizations hope to create a work environment where individuals thrive personally and perform at their highest potential.
The research team has selected six instruments for assessing personality in your workgroup. Each of these instruments measures a range of traits which describe personality from a different perspective. The table on the following pages summarizes each approach.
In addition to personality differences, people also differ in the way in which they process information. To some extent, MBTI assess information processing, but the MBTI is not adequate to understand the underlying methods by which people absorb and process new information from their environment. A variety of instruments exist for assessing this aspect of personal preference. The research team selected an instrument that measures two dimensions of the learning process: how people gather information, and how they evaluate the information they have gathered. The last section of the table on the following page summarizes this instrument.
The approaches the research team selected for this project are not exhaustive. Many others exist, each of which has a contribution to make to the overall understanding of individual differences. It is not practical, however, to use all of them either in a project such as this or in
1 The materials used in this study are from the following sources. All notes related to Learning Styles, Locus of Control, Tolerance of Ambiguity, and Interpersonal Orientation are from Developing Management Skills, 5th edition, by David Whetten and Kim Cameron, published by Prentice-Hall. The Myers-Briggs results were calculated using Form G of the Myers-Briggs Type Indicator. The Big Five survey and results are from Capstone Business Simulation, Management Simulations, Inc.
actual practice in organizations. Thoughtful selection of key traits is the key to making maximum use of the study of individual differences.
The team has provided more in-depth discussion of the six instruments and possible interpretations of results in the sections to follow.
	Instrument
	Sub-dimensions
	Purpose

	Myers-Briggs Type Indicator (MBTI)
	Introversion/Extroversion Sensing/iNtuiting Thinking/Feeling Judging/Perceiving
	Assesses four broad traits: Energizing (I/E) Focus of Attention (S/N) Decision Making (T/F) Lifestyle (J/P)

	Big Five Personality Inventory
	Stability Extraversion Openness Agreeableness Conscientiousness
	How do emotions affect your work? How much do you interact with other people? How open are you to change? How easy are you to get along with? How important to you is meeting your obligations?

	Locus of Control
	Internal/External
	What is in control of your life?

	Tolerance of Ambiguity
	Novelty Complexity Insolubility
	How well do you tolerate new ideas/activities? How much do you like complex problems? How important is it that problems have a solution?

	Fundamental Interpersonal Relationship Orientation (FIRO-B)
	Wanted: Inclusion Control Affection Expressed: Inclusion Control Affection
	How much do you want others to: Include you in their activities. Provide you with guidance and authority. Care for you. How much to you seek to: Include others in your activities. Control people and activities around you. Give affection to others.

	Learning Style Inventory
	Information Gathering: Concrete Experience Abstract Conceptualization Information Evaluation: Active Experimentation Reflective Observation
	To what extent to you take information in through: Tangible, concrete, sensual encounters Abstract, symbolic, or theoretical consideration To what extent to you evaluate information by: Actively applying it as soon as possible. Thoughtfully considering and analyzing it.


The Five-Factor Personality Inventory Understanding your Personal Style
The five scores that you received from the Five-Factor Personality Inventory (FPI) provide information on your personal style that can be useful to you in team projects as well as other situations. Each score provides information about how you typically behave.   This does not mean that you will behave this way in every situation or that you cannot behave differently if you choose. The score represents a kind of average behavior across many situations.
Personality
In the past two decades hundreds of studies have been done on personality. The conclusion of these studies is that there are five general categories that describe interpersonal behavior. These categories are sometimes referred to as the Five-Factor Model and include:
· Extroversion: the tendency to be sociable, talkative and assertive. Extroverts have a need
to be around others, a need to be sociable. Those who score low on extroversion are
considered introverted. Introverts prefer having space, either physical or mental, to
recover energy. They tend to pursue solitary activities such as quiet walks, reading,
meditating or sharing time with a select few Mends.   MBTI extroversion differs slightly.
Individuals can be fairly strong Introverts on MBTI and moderately strong Extroverts on
this scale. This scale tends to measure a person's orientation toward people in general.
Individuals who are Introverts on MBTI (draw energy from internal sources) can be
sociable, talkative, and assertive in certain contexts (meetings, interacting with strangers,
expressing views, etc.). People who are Extroverts on MBTI (draw energy from external
sources) can be quiet and reserved in those same settings, depending on self-confidence.
This scale is more of a SHYNESS measure than MBTI.
· Agreeableness: the tendency to be good-natured, cooperative, and caring. Agreeable
people tend to want to reach out and help others, they are compassionate and giving.
High scorers might have difficulty expressing negative emotions or giving negative
feedback, even when it is called for. They have a tendency to downplay their own needs,
even when those needs might be important. People low on agreeableness have less of a
need to be liked by others and often express negative feelings without regard for their
impact on others. In groups these people tend to more concerned with results than the
people involved in whatever project they are carrying out. Some tend to be focused more
upon their own needs than the needs of others. In reference to MBTI, there is no direct
relationship between Agreeableness and any of the MBTI attributes. The closest
reference is the Thinker/Feeler attribute.

· Conscientiousness: the tendency to be diligent well organized, persistent, and
achievement oriented. Conscientious people are responsible, thorough and maintain high
standards. They help provide structure in groups, especially in preparing workplans and
timelines. People high on this attribute often shoulder disproportionate workloads. They
can be rigid and resistant to changes in plans. Those low on conscientiousness prefer
unstructured situations where time constraints and specific responsibilities are less
important. They tent to be spontaneous and creative, but often over-promise what they
can deliver. In terms of MBTI, this relates closely the the Judging/Perceiving attribute.

Stability: the tendency to be emotionally balanced, secure and generally relaxed. People high on stability are able to maintain their composure, even under stressful situations. They are able to "compartmentalize" well, that is, they can set aside their emotions to focus on tasks. People high on this attribute often ignore the role of emotions in decision making and can be insensitive to the emotional lives of group members. Those low on stability tend to be sensitive, emotional and prone to let their feelings, especially negative feelings, influence their behavior regardless of setting. They bring emotion into decision making and help ensure that the group attend to the emotional needs of members. Low stability scores suggest the potential to be "thin-skinned" when receiving criticism. There is no relationship between this attribute and any of the MBTI attributes. Openness to experience: the tendency to be creative, innovative, and unconventional. People who score high on this attribute tend to like new experiences and are more responsive to change. They can become bored with situations once they become routine. Those low on openness are more conventional. These people feel most comfortable with traditional and well-established methods and topics. Groups can depend on them to maintain established practices and be both aware of, and comfortable with, rules and procedures. Low scorers tend to be resistant to, and often are threatened by, change.
Interpreting your Five Factor Personality Scores
Each of the five scores that you receive can be interpreted by referencing the Tables below. For each range of scores a description of your personal style is given along with suggestions as to how people with that style might function most effectively as a team member.
Extroversion
	Category
	High (34+)
	Moderate (22-33)
	Low (<22)

	Extroversion
	You are outgoing, active and prefer to be around people
	'Moderately active and outgoing. You enjoy other's company but also value your privacy.
	You tend to be reserved, serious and prefer to work alone. You probably enjoy the company of a few close friends but are uncomfortable around strangers.

	Extroversion and Team Performance:
	People with scores in this range should enjoy working in teams and can be an effective leader as well as a representative to groups outside the team. Extroverts often speak without reflection so they should consider the effects of what they say on teammates. Conflict can exist between extroverts, especially when the situation is competitive.
	People with scores in this range can work effectively as either a team member or as an individual contributor. You have an effective style to be a leader of the team or a sub-team.
	People with scores in this range enjoy working as an individual contributor, but can benefit from working in teams if they prepare well for team meetings, share their thoughts, expertise and information with teammates, and avoid isolating themselves.


Agreeableness
	Category
	High (40+)
	Moderate (30-39)
	Low (<30)

	Agreeableness
	You tend to be positive, caring and compassionate towards others and like to help other people.
	You are moderately positive and caring towards people, but will express your anger in some situations.
	You have little need to be liked by others and you tend to express your anger and dissatisfaction directly

	Agreeableness and Team Performance
	People with scores in this range are good teammates and can play an effective role in coaching others and in mediating conflict. Try not to be overly concerned with being liked.
	People with scores in this range are generally good teammates and can be effective in playing "devils1 advocate" to challenge ideas or decisions. You should take opportunities to improve your coaching skills.
	People with scores in this range may enjoy arguments and conflicts. Conflict can be useful and you can play a role in helping the team to avoid "groupthink". Try to focus the facts and issues rather than the person.


Conscientiousness
	Category
	High (40+)
	Moderate (30-39)
	Low (<30)

	Conscientiousness
	You are achievement oriented, diligent and thorough, and always try to meet your goals.
	You are generally dependable and moderately well organized.
	You tend to be easygoing and not well organized. You prefer not to plan too far ahead.

	Conscientiousness and Team Performance
	People with scores in this range are reliable and can be counted upon to get things done. You can play an important role in keeping the team focused on the task and managing time in meetings. You should be careful about taking on too much responsibility.
	People with scores in this range are generally thorough and usually plan ahead. Think about how you can become more thorough in your work with the team and try to make specific plans for yourself.
	People with scores in this range can be spontaneous and come up with new ideas. You should set difficult but reasonable goals for yourself and try to achieve them.


Stability
	Category
	High (35+)
	Moderate (25-34)
	Low (<25)

	Stability
	You are relaxed and even tempered, even under stressful conditions
	You are generally calm and usually able to deal with stressful situations but sometimes get upset.
	You tend to be sensitive, emotional and often experience feelings that are upsetting to you.

	Stability and Team Performance
	People with scores in this range are calm and can be good conflict mediators in tense situations. Some people in this range tend to suppress unpleasant feelings too much instead of confronting them.
	People with scores in this range can sometimes be frustrated by others1 behavior in team meetings. Try not to react emotionally to such situations but instead try to analyze the behavior and seek solutions.
	People with scores in this range can be easily frustrated and can react emotionally in meetings or one-on-one. Try to step back from the incident that upset you and put it in perspective.


Openness
	Category
	High (40+)
	Moderate (30-39)
	Low (<30)

	Openness
	You are open to new experiences, have broad interests and you are very imaginative.
	You are balanced between conventional and new methods. You can be both practical and imaginative.
	You tend to be conventional and conservative, preferring the "tried and true" way of doing things.

	Openness and Team Performance
	People who score in this range can come up with innovative ideas and solutions to problems confronting the team. They can play an effective role in decision making by coming up with alternatives to the conventional approach
	People who score in this range can play a role in mediating between the creative and conventional team members since they usually can see the merits of both.
	People who score in this range tend to follow plans and objectives once they accept them. To be more effective try to generate alternative ideas, even when you are convinced that the conventional approach is best.


LOCUS OF CONTROL
Managers usually want individuals who take ownership of their situation, acting from the belief that they control their own destiny. Most successful American managers have internal locus of control - they believe that they control destiny rather than being controlled by outside forces (external locus of control). The survey you completed gives an indication of the extent to which you see yourself in control of outcomes, processes, activities, etc. in your life. The lower the score, the more you perceive yourself as being in control of situations. The higher the score, the less you perceive yourself as having control.
Interestingly, managers higher in organizations tend to have higher scores than those at lower levels. Most scholars believe this is because people at higher levels have closer experience with those factors that truly are uncontrollable - the economy, the labor market, actions of competitors, resource constraints, etc. You should note that this instrument is the most subject to self-serving bias of any of the other instruments you completed. People tend to perceive themselves as having more control than they actually have, and they tend to be aware that the test can have an impact on how their manager perceives them.
TOLERANCE OF AMBIGUITY
In today's volatile environment it is important to have some awareness of how you and those around you deal with change. Tolerance of Ambiguity is one instrument for assessing people's preference for, or tolerance of, change in their life. The survey breaks down into three areas:
· Novelty - the extent to which you tolerate (or prefer) new, unfamiliar information or
situations.
· Complexity - the extent to which you tolerate (or prefer) multiple, distinctive, or
unrelated information.

· Insolubility - the extent to which you tolerate (or prefer) problems that are difficult to
solve because alternative solutions are not evident, information is incomplete or
unavailable, or the problems elements seem unrelated to each other.

Individuals who have lower scores on this survey tend to be more tolerant of ambiguity. It is difficult to interpret what constitutes a high score or a low score on the test. However, it is meaningful to interpret the scores as follows:
· The total score should be compared to a national average of 45 - that is, people below 45
total are relatively tolerant of ambiguity; those above 45 are relatively intolerant,
compared to the general population.

· The total score should be compared across the group - that is, to a group average and
between individuals to determine who within a group is more or less tolerant of
ambiguity.
· The component scores should be compared internally with each person. That is, which
score is relatively higher than other scores. Recalling that there are fewer points
available for insolubility than novelty which has fewer than complexity, look to see which is the greatest source of concern when dealing with change.
■    Compare component scores across the group to identify specific areas where training or support might ease stress.
LEARNING STYLE
Learning is the process of transforming information into knowledge and action. The process includes both a information gathering dimension and an information evaluation dimension. While most behavioral psychologists equate learning with behavior, educational and training systems are modeled on the underlying assumption that learning involves a complex process of gathering information from the external environment and translating that information into knowledge which, ultimately, results in behavior. The Learning Style Inventory (LSI) you completed earlier this semester attempts to provide a profile of the complex process of gatherings evaluating, and action that characterizes the human process of learning.
In and environment where change is constant, rapid, and often unpredictable, it is important to understand how people in a working group (team, department, club, etc.) learn. Educational and training systems may adopt a dominant approach to learning or may attempt to integrate multiple approaches. For example, colleges and universities typically approach learning from an intellectual perspective - reading, lectures, research, independent study, exams, laboratories, etc. Elementary and secondary schools usually attempt to integrate both intellectual and experiential approaches to learning. Note the way in which sixth graders do book reports -sometimes they are written as paragraphs, other times the student will prepare a mobile or model of the main theme of the book. In another example, some students thrive in team-based assignments while others find them frustrating. In each case, students find themselves in situations where they either learn well or poorly, and find various levels of success depending on the learning environment.
In organizations, managers often pay little attention to learning style. While success in a new task may depend on the learning environment, managers often assign individuals to tasks to which they are ill suited and can't understand why intelligent, hard-working people can't achieve the desired outcomes. Ignoring the fit between an individual's dominant learning style and the learning environment creates unnecessary stress, conflict, confusion, and waste.
So how do people learn? According the theory underlying the survey you completed, learning has two broad dimensions:
· Information gathering which describes the way in which people take-in new
information from their environment

· Information evaluation which describes how they incorporate the new
information into understanding and behavior

People gather information in one of two ways: concrete experience (learning through personal involvement) and abstract conceptualization (building theories using logic, ideas, and concepts). They also evaluate information in one of two ways: active experimentation (changing situations and influencing others to see what happens) and reflective observation (seeking meaning through study and reflection). Preferences for each of these elements of learning vary with the individual Someone might have a strong preference for gathering
information by concrete experience while another might have little reference between concrete experience and abstract conceptualization. Depending on the strength of preferences, individuals will have more or less flexibility in adapting to different learning environments. 

The dominant styles within each dimension combines for an overall preference or style of learning as follows:
	Accommodating (CE/AE)
	Assimilating (AC/RO)

	Converging (AC/AE)
	Diverging (CE/RO)


Accomodating (CE/AE)
Best at hands-on learning
Enjoy carrying out plans and involvement in new, challenging experiences
Act on "gut feeling" more than logical analysis
Solve problems by interacting with others
Inclined toward careers in marketing and sales
Prefer to work in groups to accomplish learning tasks
Converging (AC/AE)
Best at finding practical uses for ideas and theories
Prefer technical tasks and prescribed problems over social or interpersonal issues
Best at solving problems where one correct solution is required
Inclined toward technical careers (engineering, computers, etc.)
Prefer to learn via simulations, lab assignments, and assigned problems
Assimilating (AC/RO)
Best at arranging broad range of information into concise, cohesive, logical form
Prefer working through abstract ideas and concepts to working with people to
solve problems
Prefer logical soundness to practical value
Inclined to scientific or academic careers
Prefer to learn through lectures, readings, models, and thinking time
Diverging (CE/RO)
Best at viewing concrete situations from various perspectives
Work best in situations requiring generation of ideas and alternative solutions to
problems
Excel at creative, inventive activites
Inductive thinkers with broad interests
Like to gather lots of information and engage in brainstorming
Prefer to learn in groups where diverse perspectives are present
Tend to select careers in the arts, social service, and communication
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INTERPERSONAL ORIENTATION
The final aspect of personality the research team investigate is how your group members differ in their approach to interpersonal relationships. Because group activity, whether informal or formal, involves heavily the relationships among the group's members, it is important to understand how the members approach relationships. The theory used for this projects suggests that three underlying needs drive an individual's orientation toward relationships. The first underlying need is for inclusion, and involves a person's need both for inclusion in other people's activities and their need to include others in their own activities. The second need is for control. The need for control is experienced both as a need to direct the activities of others and the need for direction and structure from others. Finally, the need for affection involves both the desire to receive from others and the desire to express love to others.
The survey you completed assesses twelve distinct components of your interpersonal orientation, as follows:
	
	Inclusion
	Control
	Affection
	Total

	Expressed
	Expressed
	Expressed Control
	Expressed
	Total Expressed

	
	Inclusion (El)
	(EC)
	Affection (EA)
	(TE)

	
	The degree to
	The degree to which
	The degree to
	The degree to

	
	which one desires
	one desires to exert
	which one desires
	which one is

	
	to include other
	influence of the
	to demonstrate
	expressive in

	
	people in their
	actions of group
	affection to
	relationships.

	
	activities.
	members and
	others.
	

	
	
	activities.
	
	

	Wanted
	Wanted Inclusion
	Wanted Control
	Wanted Affection
	Total Wanted

	
	(WI)
	(wo
	(WA)
	(TW)

	
	The degree to
	The extent to which
	The degree to
	The degree to

	
	which one desires
	one desires
	which one wants
	which one looks to

	
	to be included in
	direction,
	to receive
	others for key

	
	the activities of
	instruction, and
	affection from
	elements of their

	
	other people.
	structure in group
	others
	relationships.

	
	
	settings.
	
	

	Total
	Total Inclusion
	Total Control (TC)
	Total Affection
	Social Interaction

	
	(TI)
	
	(TA)
	Index (SII)

	
	
	The overall need for
	
	

	
	The overall need
	a controlled,
	The overall need
	The overall need

	
	one has for
	structured
	for emotions and
	for strong

	
	involvement with
	environment.
	feelings in
	relationships.

	
	the people around
	
	relationships.
	

	
	them in group
	
	
	

	
	activities.
	
	
	


Scores vary in several ways. The larger the number is in each cell, the more pronounced the needs. Compare your scores with the table on the following page. Note that the range
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represents the mid-range. Scores on the extremes, beyond the midrange, are considered stronger (or weaker) than the majority of people.   Scores above or below the average are interpreted more relatively. Your group average is available on the report, and probably represents a clearer picture of the relative strength of your members' interpersonal needs.
	
	Inclusion
	Control
	Affection
	Total

	Expressed
	4 to 7 5.4
	2 to 5 3.9
	3 to 6 4.1
	9 to 18 13.4

	Wanted
	5 to 8 6.5
	3 to 6 4.6
	3 to 6 4.6
	11 to 20 15.9

	Total
	9 to 15 11.9
	5 to 11 8.5
	6 to 12 8.9
	20 to 38 29.3


Based on your scores, you might detect potential sources of incompatibility in your group. There are three types of incompatibility, according the theory. An example of each source of incompatibility follows.
· Reciprocal: difference between one person's expressed behavior and another
person's wanted behavior.
· Originator match between expressed scores of two individuals.
· Interchange: extent to which two people emphasize the same interpersonal needs.

Assume that one person has a strong need to be included, but another person does NOT have a strong need to include others. This constitutes reciprocal incompatibility and can be the source of hurt feelings within the group. In another case, two people might have a strong need for expressed control. Obviously, there is potential for conflict as the two vie for positions of authority. This is an example of originator incompatibility. Finally, two people who both have a strong overall need for expression in relationships might collide in their attempts to express behavior in the group, an example of interchange behavior.
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