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Welcome!  Our presentation will begin promptly at 9 a.m. 
Poll 1.  Where is your “A” drive?
 Very high
 High
 Average
 Low
 Very low
Thank you again for joining me for this latest edition of PI® Fridays with Bob – where I’ll be talking about the A Drive.  I hope you find the session valuable and informative. 
If you’ve attended before, you know we’ll conduct several polls during the presentation – the first one – asking about the strength of your own A drive – is up now and will be up until we actually start going through the slides of the presentation.   Like the first two sessions, I’ll talk for a while – in this case, for about 35 minutes – and then I’ll do my best to answer your questions.  You should see a box for questions on your screen and you’re welcome to begin writing them in now or at any time during the talk.  These can be general P. I. questions or specifically about the  A Drive – those you’ve got on your mind now, or those that come up during the course of the presentation.  
Regardless, I’ll use the time left over to try to answer all of them or as many as I can.  We’ll definitely be done by 10 a.m., probably earlier, and you’re always welcome to call or email after the session if there are more issues you’d like to discuss.  Our next session will be on Friday May 27th at 9 a.m. and the topic for that session will be Coaching.
Before beginning the discussion of the A drive, let’s take a look at where today’s audience sits in terms of the A drive.  I’ll give you a few more seconds…  OK, here’s what we’ve got…



oo The “A” Drive

- The High “A” Paradox

- What drives High “A”’s?

- Self-confidence Comes Internally

- High “A”s Need to Win, Hate to Lose

- High “A”s in Leadership Positions

- The Highest “A” Management Formula
- Questions & Answers
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The “A” Drive

We are frequently both drawn
towards high “A” personalities
while also being repelled by
them.

The Hindu god Shiva represents
both renewal and destruction.
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People with the A drive present us with a paradox – we are both frequently drawn towards them while often being repelled by them.  If you think about it, it’s kind of a natural reaction – because people with a highest A drive can exhibit at once the most productive and destructive of all the behaviors measured by Predictive Index.  If there weren’t people with the A drive, we might not ever have anything new.  On the other hand, if we didn’t have people with the A drive, there would be far fewer arguments struggles, perhaps even wars.  Like the Hindu God Shiva, high A both brings renewal and destruction.



Six Sigma
+ PI®

Change Agents

“I want people who are going to create
change. | recognize that some glass may
be broken in the process. That’s OK. In
fact, it’s necessary. We need change and
we can afford to clean up the broken

glass.”
- A CEO describing what he looks for
in his Six Sigma black belts
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Let me digress with a story.  I spent several years working and speaking within the six sigma community – for those of you who haven’t run into this world, it’s a business discipline concerned with driving organizational change. Several six sigma gurus were drawn to PI because the creation of successful change agents within organizations was such a costly endeavor fraught with failure. They found that without the guidance of PI, developing professional change agents – what they call Black Belts - was a very expensive crapshoot.  And, from their perspective, this was a game where the house won far too many bets. 
To give you a sense of the kind of people the community was looking for, one Fortune 100 CEO described the perfect Black Belt candidate thusly: “I want people who are going to create change.  I recognize that some glass may be broken in the process.  That’s OK.  In fact, it’s necessary.  We need change and we can afford to clean up the broken glass.” 
 
Truly, this was a man looking for very High A folks as his black belts. But, his words captured the paradox of the high A – they create change, but some glass might get broken too. What interests me, and I hope it interests you too, is what makes a high A do what they do?  And how can we minimize the broken glass – especially, if we really don’t want to spend our time cleaning up messes.



Instead:
Allow discovery

“....If your audience can discover PI
rather than be told about it, they’ll be
much better able to adapt its
teachings.”

- Dick Dooley, one of Bob’s mentors
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I’m going to digress for a minute or two to share a story.  I worked for many years with a consultant in the IT business, Dick Dooley. Dick is 15 or so years older than I and served for many years as a valued mentor.  He had built a consulting practice from the ground up into a viable, thriving business. There were many things he had to teach me as I tried to follow in his footsteps.  Dick appreciated the value of PI and saw it as a hugely valuable tool for helping his IT constituents, who are not known for their communication skills, understand themselves and how their communication style could help or hinder their success.
Back in the early 90’s after listening to me deliver another PI presentation to one of his forum groups, we shared a dinner.  As the waiter was clearing the dishes he said, “Bob, I’ve got a challenge for you.  PI is a terrific tool.  The information is hugely valuable.  Here’s my problem. You tell people about it.  It’s good stuff, but you need to make it come alive for people.  The facts themselves, when presented, are interesting but too dry.  You need to try to find a way to help your audience discover why people who have the drives they do behave in the ways that they do.  If your audience can discover PI rather than be told about it, it will come alive for them.  If you can do that, they’ll be much better able to adapt your teachings.”


STEPHEN HAWKING

A BRIEF
HISTORY OF
TIME . =~ |

BANGTO
_ BLACK
_ HOLES

STEPHEN
KING

WITH AN INTRODUCTION BY CARL SAGAN
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I spent the next several months working on overcoming the challenge.  As it happened, the first piece to the puzzle started to fit shortly after the conversation.  It was serendipitous that I was reading Steven Hawking’s autobiography.  In it, while describing his youth, he told of his approach to learning.  He related that when he faced a problem that interested him, he’d first take it apart; analyze it to death.  Because if he didn’t understand how something worked, he could never think about or come to control the outcome of how it should work.  And if he didn’t have the knowledge to control the outcome, how could he make the solution better?  He had to become comfortable with the given analysis, or if he weren’t, reframe it into something that suited his way of thinking.
That made sense to me because it was how I approached problems that interested me.  My personality is primarily a Highest A one and, from the reading, so was Hawkings.  Like him, I keep asking “why?” until I either see the truth of the given solution or try to reconstruct a better one.  I began to bounce this idea off of other highest “A”s in training classes and conversations and found it was their approach to life as well – some describing how, as children they did the taking apart with screw drivers on lawnmowers or alarm clocks.  Others, like myself, just asked “why?” over and over again.  Seemingly incessantly.

http://upload.wikimedia.org/wikipedia/commons/e/eb/Stephen_Hawking.StarChild.jpg�

High “A”s take things apart:

. to understand
. to control
. to remake their way.
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That became the seed of the answer to Dick’s challenge. High “A”s approach life by trying to determine how the things work.  They do that first to gain understanding. They need that understanding to first gain the knowledge that gives them the opportunity to gain control of the outcomes.  If what is doesn’t make sense, Highest “A”s look to change the outcomes to ones more suitable to them – an outcome that works their way.
 
That approach to life drives a number of behaviors in Highest “A” people.


High “A”s take things apart:

- to understand, to control, to
remake their way;

this yields:
o analytical skills
o problem-solving skills
o system-development skills
o skills having to do with “how things work.”

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes
Because highest “A”s take things apart to figure out how they work, they develop analytical skills and problem solving skills.  They get good at putting systems around things because those systems allow them to classify and better interpret their data.  Their approach is always around figuring out how things work – with an emphasis (when the A is highest) on improvement (from their perspective).  
This attempt to take things apart can be either literal and / or figurative as a mentioned above and that divergence yield diverging skill sets.  When highest “A”s took screw drivers to lawn mowers or alarm clocks as kids; attempting to see what made them work, that led to the development of mechanical aptitude.  If they didn’t, those skills didn’t develop.  
Another quick story to provide a little personal perspective…



Self-confidence comes

o060
internally
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The second piece of my etymological challenge from Dick Dooley was discovered with where people got their self-confidence – or, how they’re motivated.  For highest “A”s, self-confidence comes internally.  This means that highest “A”s approach topics, problems, situations – in short, life, with an “I can” or even an “I will” attitude.  They don’t need approval, motivation, confirmation, affiliation, affirmation or any other sort of motivational tool to feel comfortable in knowing that their approach to a problem or solution is the right one - even when it isn’t.  That’s what it means to have internal self-confidence.
Using this self-confidence paradigm, you can see how internal self-confidence drives many of the behaviors we predict will occur in highest “A”s.  


High “A” behaviors driven by

eo0 | .
internal self-confidence.

. Risk Taking

. Self-starting

. Change Agents

« Naturally not motivating others
- Assertive

- Argumentative

. Listening Impaired
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Highest As are natural risk takers because they believe their ideas are the right ones – or even, if they’re not necessarily right, they can eventually be made right with enough effort.  They don’t need affirmation to move forward.  They don’t need to rely on historical precedent.  They don’t need approval because they have that inner voice that says, “I will”, “I can”.
They are self-starters because, again, they don’t feel they need direction or instruction.  Their ideas are internally confirmed and their confidence says bringing them to execution is just a matter of going forward.
This also explains why Highest “A”s are not natural motivators.  They may learn the skills of motivating others and they can get good at motivating others -- but it’s not a natural thing for them to do.  From their perspective, they don’t see why people need to be motivated – after all, they don’t need motivation.  This perspective is exacerbated because they are generally uncomfortable with praise or motivation themselves – praise can feel patronizing.  So, why would other people want something that doesn’t feel particularly good to them?  Frequently this can drive highest “A”s to combine sarcasm with motivation, saying things like, “You did good, for a change”, when making the effort to motivate others.  The sarcasm lets the other person know (from the highest “A”s perspective), that if they’re uncomfortable with the praise, they can ignore it (as they themselves might) so as not to feel embarrassed by it. This is why it can be so awkward for highest “A”s to recognize or motivate others and why the attempts frequently backfire.
Assertiveness and argumentativeness both spring from internal self-confidence too.  Having confidence in their own ideas they’re comfortable asserting those ideas into whatever dialog is taking place.  The confidence behind whatever the idea is exists, so, from the highest “A”s perspective, the idea should be, deserves to be, heard.
And, what can clearly be seen as being on the negative side of the equation for highest “A”s, they sometimes don’t listen very well.  Because they have confidence in their ideas, it can be hard for them to listen to the ideas of others – their confidence tells them they’re ideas are right. 
All of the above behaviors are predictable in highest “A”s especially and high “A”s to a lesser extent, but we don’t always see either the best or the worst traits of these high “A”s.  Why would that be?
First, let’s take a look at what you think about high “A”s in your organization with another, we’ll call it our Goldilocks poll.  Poll #2:  From your perspective, does your organization have:  Too many highest “A”s: Too few highest “A”s: Just the right amount of highest “A”s
You see a range of different behaviors in Highest “A”s because highest “A”s (as does everyone else too) have different life experiences.  They have different parents, are brought up in different cultures, are born with different native intelligence levels.  Behavior is a mix of the drives that are formed sometime between birth and early childhood and those other controlling elements that can and do influence behaviors both positively and negatively.  Some parents reward assertive behavior.  Others punish it.  That has tremendous impact on adult behavior.  Different cultures do the same things and thus have similar impact.  By the time we’re adults we’ve gone through many series’ of stimulus / response environments that form our behavioral habits.  High “A”s are no different than other people in that regard.  For each of the predicted behaviors listed on the last slide, put them into the context of the parents and culture in which the person was raised as well as the stew of their life experiences – all of that tempered by the fundamental stock of their intellect.  In this way, people with the same profile can have many different flavors – some suited to your particular palate, others, not so much.
Let’s take a look to see how you evaluate the presence of Highest “A”s in your organization.  I’ll give you a couple more seconds…  Here’s what we’ve got…
For the next several years our ADVISA consultants and clients helped to construct the rest of the Socratic puzzle of PI behavior for each of the four drives.  Over time, it got clearer and clearer.  What people spend their time doing and where they got their self-confidence explained a lot of the behaviors of people.  But, something was missing.  The puzzle still had holes.
The missing piece for each of the drives came from an analyst in a training class I was doing.  He said simply people do what they do to get what they love and avoid what they hate.  Duh.  And for Highest “A”s that inflexion point was immediately clear – they love to win and hate to lose – just watch one.



High “A”s need to win and hate
to lose

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes
While this graphic is of a notoriously Highest A sports figure, this isn’t necessarily a sports or athletics thing.  In fact, many highest As aren’t interested in sports or athletics.  Why, do you think, would that be?  Well, if a highest A isn’t naturally athletic and not prone to winning in athletic endeavors, why would they engage in them in the first place?  What would be the point of taking on an activity that is personally, uniquely unpleasant – as it inevitably results in losing?  
 
High “A”s need to win and find losing completely unpalatable.  That drives an awful lot of behavior.
 


Behaviors driven by the highest
“A”s need to win

- Competitiveness
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Competitiveness is a no-brainer.  Because winning is so important to high “A”s, everything can be put into a win-lose scenario from their perspective.  And that’s a key to understanding how to manage highest “A”s – including yourself – if you are one.
In managing highest “A”s, the biggest challenge to overcome is understanding which wins matter most and making sure that the big ones are the ones focused on.  High As can be drawn into any battle if they lose focus; and those side battles can cause them to lose the overall war.  Maintaining focus on “strategic” wins allows Highest “A”s to blow off those battles that aren’t critical to the outcome of the overall war.  Learning not to fight in the battles that don’t matter, increases the odds of accomplishing one’s overall objectives.


Behaviors driven by the highest
“A”s need to win

« Competitiveness
. Strategic thinking

- “Big-picture” outlook
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The need to win drives in highest As a focus on creating strategy and an overall big picture outlook – to determine what actions and counter actions will likely result in victory.  When winning is primary, as it is with highest “A”s, time is spent planning out how victory ultimately will occur.  That generates strategic thinking skills in highest “A”s that are more advanced than people with equal intelligence and other highest drives.  They develop a view of the big picture to screen out those things that are irrelevant to winning.
Keep in mind, with each of these predicted behaviors, they will be tempered both by environmental and natural factors.  That is, culture and parents may instill attitudes about how and where to display competitiveness (the Japanese, for example, eschew overt individual competitiveness where Americans may encourage it) that people with highest “A”s must learn to operate within.  On the other side, intellect and maturity both impact how well a highest A assesses their individual impact on others in relationship to their ability to win.


Behaviors driven by the highest
“A”s need to win

« Competitiveness

. Strategic thinking

. “Big-picture” outlook

- “End-results” orientation
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When what matters most is winning or losing, the ultimate focus is on the result, what is for the Highest A, the bottom line – Did I win or lose?
The key in understanding this is what the highest A views as the win -- and that depends on what outcome the Highest A determines winning is.  Once the result that they want is determined they drive for it relentlessly.  Failures are viewed not as failures but as failed attempts where, “We’ll take another crack at it tomorrow.”
Another quick story to put this in context.
My first business mentor owned the medium sized manufacturing business I worked for during much of my early career.  For better I worse, I can’t help continuing his habit of asking our folks at the end of a business trip or a sales call the simple question he asked me on my return, “Did ya bring home the bacon?”  That was what mattered to him.  And, ultimately, it’s what matters to all highest “A”s – did the result we were looking for get achieved?  If the answer is yes, the highest A isn’t so concerned about how or why.  He’s happy.  Victory was achieved.  Only when the result achieved isn’t what was desired, does the highest A get involved in the details (unless he’s a high D too).



Behaviors driven by the highest
“A”s need to win

Competitiveness
Strategic thinking
“Big-picture” outlook
“End-results” orientation

Data- rather than emotion-
oriented
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High As, frequently to their own detriment, disregard the emotions around a situation to focus on the facts and data because emotions can get in the way of winning and losing.  From their “natural perspective”, data drives victory.  Hence they try to filter out emotions from the analysis and concentrate on those things that matter – numbers, facts and figures.
Again, this will be mitigated if the B in the profile is high.  That adds emotional / feelings evaluation to the picture.  However, someone who is only highest A will be lasered in on the data.
 



Behaviors driven by the highest
“A”s need to win

Competitiveness
Strategic thinking
“Big-picture” outlook
“End-results” orientation

Data- rather than emotion-
oriented

Conflict-oriented
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High “A”s don’t view conflict the way other people do.  Frequently, they’ll disagree about their conflict orientation for that reason.  Conflict is a tool high “A”s employ that helps them win.  From their perspective, they’re not arguing, they’re just making another effort at helping you see how their perspective is more convincing than your own.  No matter how one slices it, the impartial observer would describe a high A as being more comfortable with what most people would view as conflict than the average person.



Behaviors driven by the highest
“A”s need to win

Competitiveness
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Data- rather than emotion-oriented [ o
Conflict-oriented '

Seek control/difficulty delegating
authority/lack of ability to
compromise
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Once the highest A has established the definition of victory, they are obligated to control the game until a winner or loser has been determined.  The pain of losing is too great to cede authority to others.  They just can’t leave those choices to fate.  And once the win is set, compromise just isn’t palatable.  Anything less than the predetermined result is failure.  There is only winning and losing and losing isn’t acceptable.
I think you’ll find that virtually all of the behaviors of highest A people can be understood from the perspective of the 3 characteristics of the A drive –how they approach life, their source of self-confidence and what they hate and love.  As you think about highest A behaviors, continually test them with these three concepts and I believe you’ll find the etymology will improve your insight into why highest A behave in the ways that they do.
Let’s stop for a second and take another poll.  This one has to do with your own perspective on highest A leadership.

Poll 3.  If I had the choice, I would prefer to work for a
Highest A
High A
Low A
Lowest A
Don’t care
 
Highest As do frequently wind up in leadership situations because of many of the behaviors listed above.  People like confident leaders.  Analytical skills are highly desired.  Their need to win is, if not required, a significant asset in the ascension up the corporate ladder.  In spite of all of these assets, however, we don’t always find people enjoy working for highest A leaders.  Let’s give you a few more seconds and see what our poll has told us. Tick tock.  
 
Very interesting.  I think this is insightful, especially as you look at the likely profiles (from my perspective) of the last 12 presidents we’ve elected into office here in the US.
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While I’m still not certain about Obama’s profile, my guess today is he’s highest A (though I reserve the right to change my mind as time goes on).  Going through the rest of our recent presidents, I’d guess Bush 2 definitely was highest A, Clinton B, Bush 1, B and D, Reagan B, Carter A and D, Ford D, Nixon A, Johnson A, Kennedy A, and Truman D.  Counting these up, the plurality appears to go to A – with 6 highest As, 4 highest Bs and 4 highest Ds (they don’t add to 12 because my assumption is two presidents had two highest drives).  Some of us don’t like working for highest As, but as often as not we elect them to lead us. 
Let’s spend some time looking at the other side of the ledger, the Low A.

http://upload.wikimedia.org/wikipedia/commons/e/e9/Official_portrait_of_Barack_Obama.jpg�
http://upload.wikimedia.org/wikipedia/commons/d/d4/George-W-Bush.jpeg�
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Where highest “A”s take things apart, have internal self-confidence and need to win, low "A"s don’t have that same perspective.  
It’s not that low "A"s don’t have self confidence.  They do.  The source of it just isn’t internal.  In fact, low "A"s can have more confidence than highest As.  They’re just going to get it from whatever their high drives are.  Low As can also be analytical – they’re going to do it for different reasons than the highest A.  And low "A"s can be competitive too.  It’s just that winning isn’t as critical to a low A and is viewed in a different way than the perspective of a highest A.
The most critical aspect in understanding the behaviors of the low A is that they really don’t like conflict.  Where sometimes it feels like high “A”s are drawn to it like moths to flame, low “A”s try to stay as far away from it as possible.  They prefer environments of harmony -- where people just get along.  Low A is a natural component of team play.
And don’t be fooled, being a low A doesn’t preclude leadership.  Of the presidents listed above, Clinton, Bush 1, and Ford were all, from my perspective, low "A"s.  Their leadership style is just going to be different from the style of the highest A – most of that style driven by their highest drives.
The challenge for both sides of the A drive is working together with their opposites.  High "A"s need to work to remove conflict from their interactions with low "A"s and low "A"s need to be sure to present consequences to their high A subordinates.  Success in both cases is wrapped up in the ability to self-manage.


® e e | Managing High “A”s
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Managing Highest "A"s is most easily understood by understanding how highest "A"s view work.  In many ways, they view their job much like the game Monopoly.  Their perspective is simple:  Give me the rules.  Let me know what it takes to win and what are the things that might cause me to lose.  I want to know when I go around Go, I get $200.  When I land on Go To Jail, I go to Jail and have to pay $50 to get out.  If I build hotels on Boardwalk and Park Place and you land there, you’ve got to pay me $2000 and $1600 respectively.  Don’t tell me what trades to make.  If that happens, we’ll have a tornado and the game will be over.  Stay out of my way, let me play and I’ll bring you victory.



eeeo | High “A”s want:

- Freedom

. Independence
. Control

+ S5

- Challenge

. Incentive
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Highest "A"s want freedom, independence, control, money, challenge and incentive.  The more of the things you want them to do, the more of the things they want from you they expect to receive.  It’s a simple zero sum game.  And, and this is key to understanding motivating highest "A"s:  they understand and will live with penalties for not doing those things you don’t want done – they just want them to be part of the rules of the game, as, if you land on go to jail, you have to roll a 7 or pay $50 to get out.  They can live with that.
Another quick story.
Back in the days when I worked for the mentor I mentioned earlier, I spent several years as the company’s sales and marketing manager working out of New York.  There was a period of time where our production operation was significantly behind the eight ball and I’d be in a large clients office getting bawled out by their VP of purchasing.  To address the situation, I’d try to get someone from senior leadership in Dayton on the phone to ameliorate his dissatisfaction.  In my efforts to track down whomever I needed to talk to, I wasn’t always as diplomatic as I could have been.  Sometimes the administrative people I was interacting with didn’t respond well to my impatient urging.  After the meeting, the Vice President of Marketing would get me on the phone pleading with me to be nicer to the receptionists and secretaries.  My aforementioned listening impairment didn’t pay a whole lot of attention.  I’d respond, “Murray, I needed to talk to you and she wasn’t getting the sense of urgency that was required to deal with the situation.”
This same conversation took place a number of times until one Friday afternoon, the company owner called and asked me to be in Dayton the following Monday morning.  I asked him if there was anything I needed to prepare or do or bring.  He said no, just be there around 9:30.  I was.
He welcomed me to Dayton, walked me into his office, closed the door sat me down and told me, “If you ever make a secretary, receptionist, administrator, even a VP cry again, you’re fired!”  He got up, shook my hand and escorted me to the door.  From that point forward, I did behave differently.  I knew the rules of the game. 


The Highest “A” Management Formula

If you deliver X, you’ll get Y; if you
deliver 2X, you’ll get 2Y; if you deliver
3X, you'll get 3Y; etc.

If you do Z, you lose Y; if you do 2Z, you
lose 2Y; etc.

Key:
X = Things management wants — profits, inventory turn, sales,
customer satisfaction scores, etc.

= Freedom, Independence, Control, S, Challenge, Incentive

Z = Things management doesn’t want — personnel turnover,
crying secretaries, missing expense reports, etc.
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Managing highest As is really pretty simple and it boils down to this simple formula – reward the delivery of what the organization wants in terms that the highest A wants and charge the highest A for doing those things you don’t want them to do.  Let them know the rules of the game, keep them relatively simple and let them play.  Arguing isn’t helpful.  Your approach as a manager needs to be, “I can’t tell you what to do or what not to do.  Those are your choices.  Here’s what happens when you do the good stuff – here’s what you’ll get.  Here’s what happens when you do things that aren’t appropriate – this is what will happen to you.  Have a nice day.




XK The “A” Drive

- What drives High “A”’s?

- Self-confidence Comes Internally

- High “A”s Need to Win, Hate to Lose

- High “A”s in Leadership Positions

- The Highest “A” Management Formula
- Questions & Answers
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 I hope you have found this edition of PI Fridays with Bob and the discussion of the A Drive both informative and enjoyable.  


® o o | Questions for Bob
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As I mentioned earlier, our next session will be held on May 27th at 9:00 am and will be on …  I look forward to talking with you again then.
Before starting to take questions, we’ll post our final poll to assess how you’ve felt about this session and let’s put that up now…
Poll 4:
How would you best describe today’s PI Friday’s with Bob?     
Loved it!  Looking forward to the next one and will recommend it to others.
It was pretty good.  I’ll probably be back.
Not very helpful.  I might listen again.  
Didn’t like it.  Won’t be back.
Feel free to post additional comments in your comment box.
While you’re answering that, I’ll start responding to your questions.


® ® ® | Next Session

Friday, May 27th

9a.m. ET
Topic: “Coaching”

In the meantime, visit our blog at:
http://blog.advisausa.com/blog/advisa

ADVISA
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Bob Wilson
® ® @ | President and Founder

bwilson@advisausa.com
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