DECODING HUMAN BEHAVIOR AND PERSONALITY

THE KNOWLEDGE BASE

A man can be a star of the first magmtua'e in gifts, will power and endurance, but so well bal-
anced that he turns with the system to which he belongs without any friction or waste of energy.
Another may have the same great g:ﬁ‘s or even finer ones, but the axis does not pass precisely
through the center and he squanders half his strength in eccentnc movements which weaken him
and dtsturb his surroundings.

Herman Hesse The Glass Bead Game
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. Managers have to decode and understand employee behavnor so they know what action to take. This is
. not a simple task because there are- many different factors that influence behavior, Think for a moment
: about how you behave in a classroom. What causes you to behave that way? Of course, your own per-
‘sonal characteristics influence what you do. But so also do the 6ther people in the class, the instructor,
the physical configuration of the room, the norms of the school, the discipline you are studying, and the
culture of which you are a part. In just the same way, an employee’s behavior is influenced by a num-
ber of different factors. As we see in Exhibit 1, behavior is influenced by the individual, the job, the
work group, the organization, and the culture. A manager trying to understand an employee’s behavior
needs to consider all of these. For example, at the individual level, personal chiracteristics such as abil-
ities, motivation, and personality may affect behavior. The job an employee performs affects how that
person behaves. For example, regardless of their personalities, hospital nurses leamn to be-meticulons
because errors are not tolerated in their job. Work-group characteristics such as norms, size, leadeiship,
and structure also influence individual behavior, Reward systems, performance appraisal procedures,
resources, and other organizational practices further impact how employees ‘act. And all of these are
impacted by the national, regional, and local culture to which theéy belong. Thus, managers need to take

| into account both the nature of the persdn and of the situation. :

‘ In this chapter, we will focus on one aspect of the 1nd1v1dua1 personality, to provide you
with some tools to help you decode individual behavior. v

|
i
- ‘ EXHIBIT 1 Major Influences on Individual Behavior in Organizations ' *
|
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Some managers view personality as the answer to afl their dilemmas. Indeed, the personality test--
ing business is a $400-million-a-year industry—suggesting that these managers are hardly alone in
their .vicws.s If it were possible to assess an individual’s personality by asking a person to fill out a
questionnaire and then predict that person’s actions and thoughts with 100 percent certainty, it would
fruly be a gold mine for managers! It would be easy to assign people to jobs, form teams, maich sales
representatives with CUstomers, and effectively handle all sorts of currently thorny organizational
problems, Of course, in reality, personality has proven to be much more difficult to both identify with
certainty and use in organizations, By the end of this chapter, we hope that you will have an informed
view of personality and its components and understand how to apply this knowledge in organizations.

Personality can be defined as an individual's relatively stable characteristic patierns of
thought, emotion, and behavior, and the psychological mechanisms that support and drive those
pan‘em.s'.6 Current thinking on how personality develops emphasizes both genetic and environ-
mental origins. Heredity does seem to play arole in personality development. Parents frequently:
comment that their children had unique personalities from a very early age, despite their parent-

ing efforts, Although the family setting and life circumstances play a role in shaping personality,

ients of environmental influences.”. Even children are active creators

people are not passive recip
of their own personalities because they can influence others’ reactions and initiate their own

social interactions. Adults likewise play arole in their own development by actively choosing the
bs they take, the activities they participate in, and so forth. Thus,

organizations they join, the jo
both nature (genetic) and nurture (environmental and situational aspects such as family, culture,

and geographic location) factors play important roles in personality development.
Theories of personality vary in the emphasis they place on the importance of the nature of the
individual and the importance of the situation or environment in determining personality and, ulti-
mately, behavior. Trait theories, which emphasize the components of personality, tend to highlight

the importance of individual characteristics 1n determining behavior and de-emphasize the role of
the situation or environment. Interactionist theories emphasize the importance of the characteris-
tics of the situation as well as the nature of the individual in understanding and predicting behavior.

Tra!T MODELS

Traits refer to broad, relatively regular dimensions of individual behavior® When we describe
someone as extroverted, aggressive, confident, or conscientious, we are using personality traits to
characterize that person. Trait models, or theories, assume that personality is composed of a rela-
tively stable set of traits o dimensions. According to these theories, although all individuals have
these traits, people vary in the degree to which they exhibit specific dimensions. The theories dif-
fer, however, in the traits they consider to be the core components of personality, We will consider
two popular trait theories, the Big Five Model ahd the Myers-Briggs Type Indicator (MBTI), as
well as several other personality trait theories that have {raditionally been of interest to anagers.

The Big Five Model

Personality research has been compared to a search for the ultimate traits that define the human dis-
position. Trait research in the early part of the twentieth century was characterized by an ever-
growing list of personality dimensions. This type of rescarch typically involved asking people to
complete questionnaires that measured various traits. The usefulness of this approach, however,
was questioned when research failed to demonstrate strong linkages between traits and behavior
such as job per‘fonma.nma.9 In the last few decades, additional research and more sophisticated ana-
lytical techniques have been used to support an emerging consensus among advocates that five fac-
tors or traits are the major structural units of personality. Called the Big Five Model, or the Five-
Factor Model, this approach holds that personality is comprised of the “OCEAN" dimensions:

¢ Openness to experience: This dimension refers to the extent that people actively seck out
w and varied experiences and the extent to which they are awarc of their thoughts, feelings.

ne
d are able to be attentive to many of them simultaneously.!!

and impulses an

The Myers—Briggs Type Indicator
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* Conscientiousness:
ness: People who are conscientious tend to be dependable and trustworthy

, .
and conform to social norms.12

¢ Extroversion: E i
xtroversion refers to how outgoing, sociable, and assertive people are

Extroverts may also i
' y be very active and energetic, having many interests and hobbies. 13

+ Agreeableness: This di i
s dimension captures the extent to which people are likable, cooperative

and considerate. 14

* Neuroticism: Neurotici
: isin, also called emotional Hire
the tenden - . onal stability, in the Big Fiv
cy to experience chronic negative emotions such as wogrry ii:g:iﬁi;h r"ii;_ﬂl's_ .
- ' ) 56 -plty)

poor self-image, and mood swings. !’

sion also may set higher
goals for themselves, have hi
have greater motivation, be ! , have higher performance expectations fi
, be more satisfied in their ; ‘ ! or other people,
?le who score low on this dimension.!” There is si)(ﬁ::n' Cé have higher occupational status than peo-
ity is negatively related to performance.!® Other perso:;h:;m: - n‘curotlcmm or emotional stabil-
mance in 8 eciﬁc " . 1IMENSIONS aj to reI _
thero bn & hli)gh comtypepesﬁﬁgi _L(;I:is.si;:lo;'oernslmn may be related to performatl:cie?:l a salea:fi;g p:fll-lf:;e
jobs where cooperation is necessary. 19 ponent. Agmeal.)leness may be related to performance in
formance, although it may be ary.” Openness to experience has not been a predictor of job
that the effect of personali y be a good selection criteria for international work. It is iInportan}t to P
The FivoFoctor M Otg ;nht::Stf ttyhpes of behavior is moderate rather than very strong.2! note
vt oth its merits and its limitati : .
assess an indivi . o 1 tations. The quest i
dimensions for I%It?lﬁ?;s y .to administer and is of relatively low cost to bg soml: 2?311:‘;: u§ed 0
ol outtures. For oxamel ericans and Wes".tern Europeans. However, this model may n tty i ihe
conduicted i'n other culltjue’ Sn;]dles of Italians show three rather than five dimensicj:ns0 Rapply t;
P res shows six, seven, and nine di : - nescarc
diménsions ¢ \ , seven, and even nine dimensions.22 M
also been crit?;;?;;ﬁiﬁere_’:t meanings in different cultures.”> The ﬁve-fagﬁ'ozggrieczﬁa;ne
L se it sometimes produces resul as
situations. In additi results that are not consisten i
dition, the factors may exert only weak influences on behavior, w:u"ri:l:(;::st;[l[;e ﬂ(:r
J e

modg‘]‘s predictive ability.24

vl f

- istered over 2.5 million times 25
; : . a year.>> The test is avail i i
et over nes est is available in 19 different 26 i
o developa;zg (::i :;egrazliatlo?al pg}.lurposes including team building manalga:;ﬁ:ztg:id 1::: .
o R ounseling, hiring decisi ‘e effecti ¥
. exatmplo, Dow Chomiont's Polealofin g decisions, and pe.rformance effectiveness training.?’
K t‘o' ample, Dow ! yolefin‘and Blastomers unit uses the MBTI (o assi

o lasks on arious stages of the product development cycle.28 easign employ-

suggests that there are four important components to personality:

Extroversion/Introversi

version (E/I) This refers to h RUTIEENRY X '
. verts are . . . o how the individual int i

. Sensingﬂor:lttugitggg ?Q?N soc1a1-)1e, whereas introverts are shy and prefeint: I:: :»]z;:lally. e
b who score towarc’lgthe ) 311;'11‘%3:3;‘3;1&?;;:5 h9w people prefer to collect infonn.;ttion Those
. ically obtai . > - ension prefer to use their fi .

E fhigﬁnﬁeﬁ;‘t‘uaj r111"1f0rmat!0n..Int_mtwe individualg use instinct and s::j::gfrzs to syst?mat-
j g (T/F) This dimension captures how people evaluate infonn:t?:: p’It‘Il:)iﬁic-
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y on logic and analysi i
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M Judging/Perceivi i
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The MBTI is scored by combining all four pairs of traits into a matrix of 16 personality
types. Individuals are categorized into one of the types based on how they respond on the test.
The personality type represents the individual’s preferences in the four separate categories, with
each category composed of two opposite poles. According to the MBTL, each personality type
has its preferred way of responding to the environment and its own set of strengths and weak-
nesses. For example, people whose personality type is ESTJ are focused on getting things done
smoothly and efficiently. As an SJ, they have a core need for seeking the good of the community,
a sense of belonging, and learning from the past. Conversely, an ENTJ focuses on implementing
new ideas and challenges and is concerned primarily with competence and intellectual
resourcefulness.?’

Despite its popularity, there is little evidence supporting the MBTI as a valid personality
measure. As such, managers are wise to be cautious in their use and interpretation of the MBTI.30
Some researchers are attempting to construct more valid measures of the personality types by
deve]opmg questionnaires that assess how people respond in different situations. For example,
the Smgcr—Loomls Type Developmem Inventory asks people to indicate how they would
'respond in twenty different situations.3!

1 i !

Other Personality Traits . .

Self-esteem is the degree of regard people have for themselves.3? Individuals high in self-esteem
tend to be more satisfied in their jobs than those who are low in self-esteem. High se]f—esteem
individuals also tend tq be more resistant io influence.

Machiavellianism takes its name from Niccolo Machiavelli, author of a sixteenth-century trea-
tise on power. People who are high in Machiavellianism believe that the ends justify the means
and that manipulation is an acceptable way to Jnﬂuence other people. They also tend to be emo-
uonally distant. 3 ) .

Locus of control (see Settin g‘the Global Stage) refers to the beliefs people have about why things
happen to them. People with an internal locus of coatrol tend to believe that they control their
own fate and destiny. In contrast, people with an external locus of control tend to think that luck,
chance, or other environmental factors control what happens to them.34

i

Summary of the Trait Approach .

As we have seen, the trait approach is extremely popular in organizations. However, this per-
spective should be used with caution and with a clear understanding of just what the results can
and cannot reliably tell managers. It is important to note that many of the relationships between
personality traits and behavior are of moderate strength, at best. Moreover, most of the research
studies have been correlational or observational in nature and are unable to determine whether
personality causes behavior or vice versa. For example, we noted that neuroticism/emotional
instability was associated with low performance. But we cannot tell if emotional instability
caused low performance or if Iow performance caused the individual to report emotional insta-
bility. Managers should also carefully consider the legality of any personality tests that they may
use. Some tests have been challenged on the basis of invasion of privacy and on discrimination
of minorities. Another important point to remember is that labeling people according to their per-
sonality profile or type can result in self-fulfilling prophecy. For example, one company actually
required employees to wear badges revealing how they scored on a personality test.33 We can
easily see how a manager might perceive employees differently based on their badge type and
that this, in turn, might result in employees responding in ways that confirm the manager’s
expectations. Simply knowing a person’s score on a test can impact how othérs® perceive that
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individual and, in turn, how that person behaves. This highlights yet another-critical issue: The
nature of the situation can exert powerful influences on behavior. The interactionist models of
personality discussed in the next section explicitly take this factor into account.

INTERACTIONIST MODELS

Like trait models, inferactionist models hypothesize that personality is an important factor in
determining an individual’s behavior, They go a step further, however, and argue that situational
factors can powerfully shape how that individual responds. We will consider two such models
the conditional reasoning approach and the cognitive—affective processing system.

The Conditional Reasoning Approach .

The conditional reasoni'ng approach suggests that individuals interpret what happens in their
social environment based on their individual dispositions. These dispositions are a type of
mental map. Individuals differ in their motives, in how they frame the world, and the assump-
tions that they make regarding events. In turn, these differences result in different types of
behavior because people use different justification mechanisms to decide how best to adjust to
their environment.36

Let’s consider how two people with different dispositional motives might react Ana is high
in achievement motivation, which means she is motivated to succeed.?” She very much believes
that personal factors are important causes of performance and values hard work, learning, and
experience. For Ana, a challenge is something to be met with confidence and even excitement.
She is predisposed, according to the conditional reasoning approach, to believe that she is per-
sonally accountable for her success or failure and that she should take initiative to overcome the
challenge. In contrast, Jay is high in fear of failure. Jay might also believe that his failure is due
to external factors that are outside his control (e.g., a poor manager, irresponsible coworkers,
etc.). For Jay, demanding tasks are a source of stress and anxiety, Instead of an opportunity to,
show what he can do, Jay believes a challenge will be a sure-fire way to demonstrate just how
incompetent he really is, Thus, unlike Ana, Jay's primary reaction to a challenge would be avoid-
ance, He might even reason that those who take a more relaxed approach are less likely to show -
signs of burnout or fatigue. | -

The condjt‘ional reasomng approach is'a c0nur! erey model* bgcause it assumes that
responses to situations-depend-on the personahty of the Imiivxdual faced with the situation.
Individuals who are high in achievement motivation will teact more positively to the idea of
starting their own businesses than will individuals who are high in fear of failure. They will
also more likely be drawn to some types of situations (e.g., situations where they can
demonstrate exceptional performance) and to avoid other types of situations (e.g., ones
where performance measurement is ambiguous). Indeed, according to the
attraction-selection-attrition framework, different individuals will be attracted to different
situations or organizations, will be selected by and become successful in different organiza-
tions, and will avoid or leave various types of orgamzanons and situations depending on
their preferences.?®

As with all models, the conditional reasoning approach has both its strengths and its weak-
nesses. By taking jnto account how individuals make sense of their social environment, it under-
scores the importance of understanding individual motives and needs. However, it does not
allow us to fully understand how the same individual might act differently in similar situations
nor how dispositions change over time. Because little research has been conducted on this the-
ory, it remains a promising direction for future development.
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The Cognitive-Affective Processing System of Personality

The cognitive-affective processing system (CAPS) is depicted in Exhibit 239 Acc_o_rding to th15
model, the personality system is comprised of mental representations called cogmtwe—affecgve
units (CAUSs), which are defined as interpretations of people and situat.iom:,, goals, expec‘:tancws,
memories, and feelings. People differ in the content of thesg representations, in how ag:cc_asmb]e they
are, and in how they are related to one another. These representations are affected by a rich array of
factors, which include genetic, cultural, societal, and developmental components.

' As an individual experiences various situations, different representations or CAUs become
activated and are expressed in different behavioral responses. In other wor.ds. 1ndw1dual§ act
according to if-then types of relations, depending on the particular CAUs activated l.)y th.e situa-
tion. Because individuals have different mental if-then relations, they also have differing pat-
tetns of behavior.*0 - .

According to the model, people will also interpret situations differently—even tlTe same situ-
ation might be construed quite differently by people with different mental representations a.nfj dif-.
ferent emotions. Thus, various people will pay attention to different fcau.}res of the §1tuat10n, inter-
pret them both cognitively and affectively (emlotionally) in different ways, and ultimately bepav.e
differently. This means that the relevant features of situations must be understo?d from t!)e indi-
vidual’s point of view. Different cues will activate different patterns of behavior. Consider the,
example of Scott and how he reacts to criticism. In one instance, Scott reacts very aggress.lve]y—
questioning the criticizer’s motives and intelligence. In anoth.er case, Scott reacts quite pas-
sively—easily accepting the criticism and even offering suggestions for how to do things dlfft?r-
ently. What's going on here? In the first instance, Scott was criticizeq by peers and reacted quite
defensively. Thus, the if-then relationship Scott used was, “If I am criticized by my peers, I be&ve
no reason to defer to them because they have no authority over me and have no right to criticize,
me.” In the second instance, Scott was criticized by his manager. Here, his if-then pro'ﬁle mlghf
have been, “If I am criticized by my manager, I should accept what she says and try to fmprc.)ve.‘
Clearly, other people might have different if-then rules for the same situe_ltifnns, prompting dlffer-:
ent behavioral reactions and judgments of that behavior by ob:serv_ers. This is onireason we often‘
hear people commenting, “I never would have acted like that in his or her plz{ce. o

How might this be used in organizations? The important point would be to 1df:nt1fy f.eatures|
of the situations that are relevant to the employees in the organization and which trigger different

Cognifive social

learning history
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background

society
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EXHIBIT 2 The Cognitive-Affective Personality System

Adapted from W. Mischel and Y. Shoda, “A Cognitive-Affective System Theory of Persona_lity: Reconceptualizing Situa-
tions, Dispositions, Dynamics, and Invariance in Personality Structure,” Psychological Review 102 (2) (1995): 246-68.

§
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patterns of if-then relations, and behavior. Of course, this means that managers must understand
how their employees view, the particular situation and the organization—a process that can be
quite labor intensive and time consuming. ,

Like other models of personality, this perspective has both its strengths and its weaknesses.
The model is relatively comprehensive in its attempt to develop a model of personality that
draws on individual, situational, and cultural influences. Although some research findings sup-
port the model,*! much more work is needed to fully test it. Moreover, its application to grgani-
zational settings needs to be examined.

4
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Summary of the Inferactionist Approach

The interactionist. models we discussed above explicitly look at how the nature of the-individ-
ual’s environment might interact with the individual’s personality to influence behavior, These
models emphasize the complex relationship between the individual and the setting. It is impor-
tant to remember that they also emphasize that it is the individual’s interpretation of key features
qf.the situation that affects their behavior and that individual interpretations may have little or
nathing in common. Indeed, individuals often interpret the same situation quite differently.
These models suggest that managers must pay attention to how their employees interpret key
features of their environments and understand what behaviors. the employees feel are justified or
appropriate in those situations. , «, ' .

Let’s reconsider the opening vignette and our story of Peri. Taking the interactionist
approach, Chris, her manager, might first look at Peri’s interpretation of the situation as well as
Peri’s personality. Is Peri’s prickly personality coming into play here? Is she simply overreacting
to what she sees as less-than-perfect work? Or is the situation itself truly what is driving Peri’s
reactions? Are there problems that really need to be addressed? Clearly, a manager would need to
do some detective work to discern the underlying causes of employee behavior. In.reality, most
behavior will be affected by multiple factors. Expert managers pay attention to the critical cues
in each situation. Suppose you are Peri’s manager. What cues would you pay attention to, and
whalt action scripts would you employ? ..

This type of analysis helps managers develop an understanding of the rich complexity of
human behavior, a skill that is especially critical in dealing with “difficult” people. One advice
book gives examples of how to handle 30 different categories of difficult people in the work-
place!*? Hopefully, we're only plagued with a few of them. ‘ . -

+ L

DEALING WITH “DIFFICcULT” PEOPLE

When asked which work activities made them most uncomfortable, 73 percent of managers said
that building relationships with people they dislike was their most worrying and troublesome
chore.* Yet we have seen that effectively managing relationships with superiors, peers, and sub-
ordinates is one of the most critical tasks that managers face. '

What can you do when you are confronted with a “difficult” person? Nigel Nicholson notes
that managers are tempted to “sell” their viewpoint to that person or just give up.*4 Neither of
these strategies is likely to be effective. Instead, he suggests trying the following steps:

1. Create a rich picture of the problem person Remember that we tend to think that people
cause their own behavior, and we tend to downplay other causes. Think about the following
when trying to analyze the causes of the behavior.

* The problem person What motivates this person? What drives her? What cbstacles are
preventing him from achieving what he wants? What would happen if those obstacles
were removed? In addition, you might consider how often this behavior has occurred.
Has it occurred in similar situations?43

* Yourself What might you be doing to encourage the problem behavior? Are you
unknowingly rewarding some behaviors and punishing others? Is there something that
you do that sets the person on the wrong track?

91




92

DECODING HHUMAN BEHAVIOR AND PERSONALITY

* The situation What might be causing both you and the problem person to behave!
poorfy? Is there something happening in the organization that might have an impact? Has
the company recently gone through layoffs? Is competition increasing? Have you gotten

* anew boss? Was there something that triggered this behavior? :

2. " Reframe your goals Try to think flexibly about what you want to happen. For example,
consider a situation in which an employee is dealing with a large amount of email requests
from a low-priority customer group. The employee is becoming more and more frustrated
with the workload. He wants to stop answering these email messages and insists that he
can’t handle them any more. Instead of simply demanding that the employee complete the
tasks, you might think about what you really want to accomplish. You might decide that you
want the employee to have less work but also meet the needs of the customers. By framing
your goals in this way, you can open up possibilities that you might have ignored. For exam-
ple, perhaps there are'routine questions that could be answered in ‘2 Web page with Fre-’
quently Asked Questions (FAQs). ¢ ' :

3. Stage the encounter Schedule a face-io-face meeting to discuss the issues. Acknowledge
the person’s value and then describe the probiem behavior as you see it in factual terms.:
Avoid saying things like, “You are so rude!” Instead, you might say, “I noticed in the last
staff meeting that you interrupted other people five times in the first 15 minutes of the meet?

+ing.” Clearly indicate that the problem behavior cannot continue and suggest that you would
like t0 work together to find a solution that is acceptable to both of you, Then, begin to dis-
cuss possible solutiohs. : ‘

4. Follow Up Set aside time to monitor and reward progress or take corrective action.

LR *

=, CLASS ACTIVITY:
# THE DONOR SERVICES CASE:
WHAT TO DO ABOUT JUANA? .

The purpose of this exercise is to help you develop your skills in handling situations with dxfﬁ-
cult people (Time aIIotted 55-70 minutes).

STEP 1. Role-Play Preparation (20-25 minutes) :

a. Form into groups of six members (preferably your learning groups).

b. Select one person to play the role of Juana and one person to play the role of
Joanna in the Donor Services Department at the end of the book. The remainder
of the group will act first as advisors during the preparation stage and then as
observers during the role-play. Two people should volunteer to help Juana pre-
pare for the role-play, and two others will help Joanna.

¢. In your subgroup, discuss your answers to the case questions that you prepared,
before class. Discuss how Joanna or Juana should behave in the role-play. You
can assume that Joanna has asked to mect with Juana privately in her office, Be.
sure to read the “Guidelines for Role-Plays™ for tips on conducting the role-play
and using the Observer Worksheet.

4
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Guidelines for Role Plays

+

Parlicipation Tips

* Reod the cuse and pay careful attention to the character's actions, feelings, and thoughts. Why
does this character act, think, ond fesl this way? ,

* During your preparafion, imagine how the characters in the role-play might act in different ctr-
cumstances. Try to plan how you would respond.

* During the role-play, let the assumptions that you made about the character guide your reactions.
if you are confronted with an unexpecfed development, simply react as you think the character
rright react, Use your imagination|

* Avoid locking at the insiructions during the role-play. Once you start, just let yourself toke over
the role.

* |f you are assigned the manager role, use the roleplay as an opportunity to practice your man-
agerial skills. Assume that the situation is real and that the characters are really experiencing the
situation. '

* in this case, if you are the difficult person, doh’t “ham it up” and exaggerate your role so much
that it Is impossible to deal with you.

* Talk loudly encugh so observers can hear.

Ohbservation Tips:

* Pay attention to both content fwhat is being discussed) and process (how the participants behave
and how the role-play progresses.

¢ Usa the observer worksheet to help guide what you pay affention fo in the role-play. Cbserve
both what the participants do and how offen the participants act that woy,

* When tha role-play is over, you may be asked to give the participants feedback. If so, try o use
the following guidelines for giving constructive feedback:

* Start by discussing what went well during the role-play.

¢ Before giving your own ideas about how the role-play might have been better, ask the partici-
pants what they would do differently if they had the chance to “do it over.”

* Focus on actual behaviors and be specific rather than evaluative. For example, “You abruptly
confradicted her three fimes” rather than “You were demeaning!”

¢ if possible, give specific recommendations about how fhe role-play could have been
improved '
* Ask for feedback about how you gave feedback]
Facilitetion Tips for the Instructor Leader:

* Do averything you can to moke the role-play seem real and help the participants become
involved. Introduce the participants by their characters’ names. Describe the seiting discussed in
the instructions as vividly and faithfully as you cgn.

* Remind the participants that the instructions are the starting point; they should use those as a
springboard for what happens in the role-play.

* Minimize distractions so that the participants and observers can focus on fhe role-play.

+

Adapted from D. J ohnson and F. Jotmson, Joinin g Together, (Boston: Allyn and Bacon, 2003),




~ i i . e T
_ = e — T — o . T T i
) ?

i

DECODING HUMAN BEHAVIOR AND PERSONALITY DECODING HUMAN BEHAVIOR AND PERSONAUTY!

STEP 2. Role-Play (15 minutes)
a. In this step, Juana will go to Joanna’s “office™ and they will enact the meeting. Alt

' other group members should observe the role-play and critique it using the
Observer Worksheet. ! C j

J STEP 3. Debriefing the Role-Play (20-30 minutes) . ,
a. What role did personality play in Joanna and Juana’s analysis of each other’s

* behavior? What about the role of the situation? What theories of personality did
: . .. each person seem to be using to make sense of the situation? L
b. To what extent did Joanna and Juana try to follow the guidelines, for dealing
with. difficult people? Did they: . .
ot R ) 1. Create 3 rich pigture of the other person? .
: e ' 2. Understand what the other person’s real gpals were? .
"' 3, Discuss the other person’s behavior rather than focusing on, personal traits or
. attributes?, ) . e,
c. Did you gbserve anything that seemed to trigger a.positive reaction by Juana or
" . Joanna? - . T . y o
= d. Did ypu observe anything that seemed trigger a negative reaction hy Juana of
Joanna? How could that have been avoided? , | . . .
e. Was there anything else that could be improved? On Joanna’s part? On Juana's part? ‘
£. Did Joanna and Juana arrive at an agreement? Do you think they solved the prob-
. , . fem? Why or why not? . o ,
g. What else'did you learn from the role-play? ..

5
Excellent

Comments

4

Juana

3
Satisfactory
Joanna

t@;‘ LEARNING POINTS .- - . -

cs of the individual, the job,the :\nrm'kl
trying to understand an employee's

1. An individual’s behavior is influenced by characteristi
group, the organization, and the culture. A manager

. behavior needs to cousider all of these. .
2. Personality can be defined as an individual’s relatively stable characteristic, patterns of

thought, emotion, and behavior, and the psychological mechanisms that support and drive

Observer Worksheet

rformance: answer the numbered guestions by writing the number corresponding to your evadualtion of each

participant in the oppropriate boxes. Write out answers fo the lettered queslions in the appropriate columns. Wiile other observations in the Comments column

* those patterns. S . R
3. Both nature (genefic) and nurtore {environmental and situational aspects such as family,

culture, and geographic location) factors likely play important roles in personality

* development. . o oo .
4. Trait theories of personality emphasize the components of personality, highlight the. impor-
tance of individual characteristics in determining behavior, and de-emphasize the role of the

situation or environment.
{ 5, ‘Interactionist theories emphasize the
' well as the nature of the individual in understanding and predicting behaviar. .
6. The Five-Factor Model halds that personality is comprised of the “OCEAN" dimensions:
| * Openness to experience actively seeking out new and varied experiences; awareness
of one's thoughts, feelings, and impulses and able to be attentive to many of them
] . - simultaneously. oo ) - -
Conscientionsness dependable and trustworthy; conform to social norms. .
Extroversion outgoing, sociable, and assertive.*® ‘
Agreeableness likable, cooperative, and considerate.
_Neuroticism (also called emotional stability) chroni¢ negative emotions such as worty,
insecurity, self-pity, poor self-image, and mood swings. \ .
] 7. The Myers—Briggs Type Indjcator (MBTI) is a personality profile partially based on psy-
chologist Carl Jung’s theory of personality. The MBTI suggests that there are four important
components to personality that range along the following continua:

2

r

importance of the characteristics of the situation as

Needs work

Is there something that character did that set the person on the wrong frack?
* # &4 @

hoppening in the organization that might have an impact?

What it-then rules does the person use?
a. Did the character unknowingly reward some behaviors and punish others?

a. What motivales the person2 What role does persondlity play?
b. Are there other ways that the character is contributing 1o the problem?
a. What might be causing both characters ko behave poor{y% Is there something

b. Was there something that triggered this behavior?

b. What obstocles does the parson face?
c. 'What are the other person’s real goals?

or attributes?
Did you notice anything else that seems significant?

What went well in this interaction? -

What needed improvement?

2. Acknowledge how the paricipant's own character contributed to the probla-n'-u'2 .
4. Discuss the other person’s behovior rather than Focusir;g on personal fraits

To what extent did the participants:
1. Create a rich picture of the other person?
3. Acknowledge the rale of the situction?

a. Use the scale below to evaluate Joanna and Juana's role play pe

b. Answer the following questions.




DECOBING HUMAN BEHAVICR AND PERSONALITY:

* Extroversion/Introversion (E/I} how the individual interacts socially. N
* Sensing/Intuiting (8/N) how people prefer. to collect information.

* Thinking/Feeling (T/F) how people evaluatg, information. .

* Judging/Perceiving (J/P) how people like to make decisions.

8. The conditional reasoning approach suggests that individuals interpret what happens
in their social environment different]y based on their individual dispositions. These
dlfferences result in different types of behavior betause people use different justifica-
* tion mechanisms to decide how bet to adjust to their environment.

9. The cognitive-affective processing system (CAPS) holds that personality is comprised of

*'mental represeritations called cognitive-affective units (CAUs), defined as interpretations
of people and situations, goals, expectancies, mémories, and feelings. People differ in the
content of these representations, in how acéessible they are, and in how they are related to
one another. These representations are affected by genenc chltural socxetal and develop-
mental fictors. =

10. When dealing with a “difficult” person, avoid trying to “sell” your v1ement Instead,

' use'the following guidelines to diagnose and ntanage the situation:

* Create a rich picture of the problem person, yourself, and the situation.

* Reframe your goals to focus on what you really want to accomphsh

* Schedule and carefully manage a face-to-face meeting to acknowledge the per-

" son's value, describe the problem behavior in factual terms, and dlscuss possible
solutions. ! ‘ s '

* Follow up by setting aside time, to monitor and reward progress or take corrective
action. v - -

ACTION SCRIPTS

Fon EMPLOYEES

b

* Employees who are skilled at decoding behavior recognize that it is a complex phe-
-nomenon that is a function of both the person and the situation. They understand that
this applies ta their-managers.as well as their peers.

¢ When they try to understand why a person is acting in a particular way, they remember
that.we often overlook causes outside the individoals that influence their behavior.
They always ask themself, *{What other things could be causing this behavior?”

¢ They try to discern what if-then rules their peers and their managers are using to make
sense of situations. They should be especially sensitive when people react differently in
seemingly similar situations (e.g., criticiso is accepted from managers but rejected
from pecrs). o

* They recognize the influences on their own behavior. They try to understand how their
personality, situations, and the way they intetpret situations affect how they behave.

[ . '
E o
b

For MANAGERS , .

e

+

* Expert managers create a rich picture of a/f their employees. They try to understand their r per-
sonalities and the if~then rules they use to respond to situations.

* They systematically analyze the causes of employee behavior. They remember to pay atten-
tion to other characteristics of the individual, such as abilities and motivation. They check to
be sure that the job, group, and crganizaticnal characteristics are exerting the intended conse-

quences on behaviar. '
* They utilize theirknowledge of cultural differences to understand behavior.

DECODING HUMAN BEHAVIOR AND PERSONALITY

FOR ORGANIZATIONAL ARCHITECTS

* Organizational architects who understand personality design their employee selecnon system
wisely, '
¢ They use personality tests cautiously when assessing employees.
¢ They set up training programs in dealing with difficuit employees for employees and
managers.
* They also provide training programs in cultural differences to help employees decode
behavior,

ASSIGNMENT

\%\\ :ﬁ%\ PERSONAL APPLICATION . . |

icant fy you, Choose an exXpgrience that intrigues you and that you want to learn more about.

A. Concrete Experience

1. Objectively describerthe experience (who, what, when, where, how) (2 points)

2, Subjectively describe your feelings, perceptions, and thoughts that occurred during (not
after) the experience. What did others seem to be feeling? (2 points)

]

B. Reflective Observation

1. Looking back at the experience, what were the perspectives of the key actors (including
you)? (2 points)

2. Why did the people involved (including you) behave as they did? (2 points)




-

D. Active Experimentation
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