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Our presentation will begin promptly at 9 a.m.  
Please dial xxxxxx,  enter code xxxxx , then hit # and 
your audio PIN.  Hit # again to complete the audio 
connection.

Presenter
Presentation Notes
(Beth does initial welcomes every minute or so as people start to arrive.) 
“Thank you for joining our webinar.  We will begin promptly at 9 a.m. While you are waiting,  please take a moment and answer this poll question:  Do you believe you have ever been in induced A/D conflict?”
(at 9 a.m.) Beth:  Good morning everyone. Thank you for joining us.  My name is Beth Claflin and I am the marketing coordinator at ADVISA.  I would like to now welcome our presenter, Bob Wilson, founder and president of ADVISA.  Good morning, Bob.
Bob:  Good morning and thank you, hopefully once again, for joining me for PI Friday’s with Bob.  This week we’re going to talk about A/D Conflict.  As usual, we’ll conduct several surveys during the presentation – the first one 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 25 minutes – and then I’ll do my best to answer your questions.  You’ll see a dialog box on your screen and you can begin writing your questions in now or any time during my talk and I’ll use the time left over after my talk to try to answer all of them or as many as I can.  
We’ll definitely be done by 10 am, probably earlier, and you’re always welcome to call or email after the session if there are more issues you’d like to discuss.
I’ll give you a couple more seconds and then we’ll take the survey down and feed you back the results.  
(Pause.) Beth, what were the results of our first survey?  
(Pause while Beth gives results.) Thanks Beth.  




Define Conflict

Webster’s Dictionary says:
conflict – to fight, battle, contend; to be antagonistic, incompatible or 

contradictory; be in opposition; clash  
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Presenter
Presentation Notes
On to today’s topic – A/D Conflict.  As is my wont, I’ll be going to my trusty dictionary for a clarification of what conflict means. Then, we’ll have a better handle as to what we’re talking about when discussing A/D conflict.
 
From Webster’s:
 
Conflict – to fight, battle, contend; to be antagonistic, incompatible or contradictory; be in opposition; clash.  
 
OK.  That about sums up my own sense of what conflict means.  By describing a situation as being in conflict, there are obviously two opposing sides that are fighting, incompatible.  The two sides clash.  That’s interesting as frequently, people in A/D conflict describe their thinking, their decision making process, as “Conflicted.”  That all aligns with the definition – at least for me.  The word conflict seems to fit when describing the behaviors associated with equally high A and D drives.  So, the first important question, in the context of personality, is: “why does conflict happen between the A and the D drives?”



The task drives
High A and High D 
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Presenter
Presentation Notes
It starts with this:  people who are high A’s or high D’s both like to work.  The relative strength of the A and the D drives define for each individual, their approach to work.  
That’s why we call them task drives – they determine how we approach a task – and, while they both yield work, the reasons they do and the kind of work that results are diametrically opposed to each other.  
A and D people both approach work with rigor – but, with different ends in mind.  





The High A Drive
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• Achieve a Goal
• Challenge motivates
• Winning is necessary 
• Losing is unacceptable
• Risk
• Strategy
• Results-oriented

Presenter
Presentation Notes
If our A is high, especially highest, we look at a task as an opportunity to achieve a goal, to conquer something.  High A’s like to work because they like, in fact need, challenges of the kind that work presents.  For Highest A’s, life is worth living when there’s something at stake where the outcomes of winning or losing are based on their actions. Work tends to provide those opportunities.  
And from the High A’s perspective, winning is truly the only choice.  That’s what they live for.  Losing is just too unpleasant to contemplate.  Falling down is redefined by the Highest A as something other than losing.  Rather, that falling down evolves into a lost battle on the way to achieving a longer-term victory at least from the High A’s point of view. Yes, I lost the battle, but no, the war just isn’t over yet. 
 
This approach to work drives many of the High A behaviors we see. Because winning is ultimately the goal, risk is something worth taking – the highest A would rather risk losing a battle than face the reality of losing the war.  They develop strategic thinking skills because strategy is what drives winning.  They become end results oriented because it’s the end result that matters; it’s the end that determines who won; or, if the game needs to be replayed.
 
High A’s are driven to work and they enjoy a task so long as the task is seen as something that can be won and is worth winning – an end that is both accomplishable and worth achieving.  The tasks that meet those criteria are very worthwhile doing for the High A.  




The High D Drive
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• Strive for perfection
• Getting things right motivates
• Accuracy is necessary
• Mistakes are unacceptable
• Protect against risk
• Tactics
• Execution-oriented

Presenter
Presentation Notes
For the High D, work is a totally different deal.  While the High D is also a task drive and high D’s also like to work, the approach is one that’s diametrically opposed to that of the high A.  For the high D, especially the highest D, work is satisfying because it presents an opportunity to get things right.  High D’s strive in everything they do to first define and then do their best to achieve perfection.  Perfection is the guiding star for High D’s in the same way winning is for high A’s.  Perfection, again, is the only choice.  That’s where work intersects with enjoyment.  The alternative, making a mistake, is just too unpleasant to contemplate.  Thus, risk is something to protect against – because risk can lead to a mistake – and that’s just not an acceptable outcome.  
 
This approach to work drives many of the High D behaviors.  They immerse themselves in the details in order to avoid making mistakes.  They concentrate on becoming tactical experts because excellent execution yields perfect work.  And for High D’s, that’s what makes the endeavor worthwhile.  Perfection is an elusive target, but it’s worth striving for.
 
High D’s are driven to work and enjoy a task so long as the task is seen as something that can be performed perfectly – a job worth doing.
 
When we compare the likely behaviors driven by the High A and the High D drives, the reasons behind conflict become apparent:





High A and High D
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High D
Strive for perfection
Getting things “right” 
motivates
Mistakes are unacceptable
Protect against risk
Tactics
Execution-oriented

High A
Achieve a Goal
Challenge motivates
Losing is unacceptable
Risk
Strategy
Results-oriented

Presenter
Presentation Notes
For people with highest A’s or highest D’s and the opposite drive low, the choices really are binary.  For the A’s, they’re driven to make choices that lead to winning and away from losing.  There is no other choice.  Mistakes are tolerable so long as losing is not an option.  For the D’s, they’re driven to make choices that lead to perfection.  There is no other choice.  Losing is tolerable so long as mistakes are avoided.
Thus, for people who are only either Highest A or Highest D, but not both, decision-making really is easy.  They each have a lodestar that determines their own true north.  Hopefully, with this as a prelude you can see how, when both drives are high, the signals become mixed and conflict can begin to occur.
A/D conflict occurs anytime both drives are above norm or high because as soon as each drive crosses the norm it creates discomfort in the person when they don’t accomplish the purpose of the drive.  Conflict occurs because the disparate approaches to work create two different, and frequently, incompatible outcomes that could result from the work.  
When both drives are high, the result of work has to be the achievement of both victory and perfection in order to yield satisfaction.  And too often, one comes at the cost of not achieving the other.  That creates the conflicted thoughts that can drive high A and D people to distraction.  The A part of them is analyzing to determine the best possible strategies for victory.  The D part of them is analyzing to determine best possible tactics to achieve perfection.  
The stronger drive, when both are high, drives the decision.  The stronger drive creates a greater need for satisfaction and thus drives action.  When both drives are high, the battle plays out in the person’s head – should I take the risk and have the opportunity to win, or, should I play it safe and make sure there isn’t a mistake?  The decision-making scale tilts in favor of the stronger drive.  But, the analysis is always critical – looking to determine where the chinks are that prevent losing or mistakes.  That’s why the profile name “Creative Analytical” is so appropriate.




A/D Conflict and 
Decision-Making
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Over-analysis, just the right amount, or quick 
decisions?

Kenneth Branagh as Hamlet

Presenter
Presentation Notes
When both drives are equal and high, analysis is both at its most critical and at the point where analysis paralysis can occur.  Let’s look at the plus side before the minus – the criticality.
Beth’s going to pop another survey up for us now.  This will be up for about a minute, so please check the appropriate box and we’ll let you know the results before we go on.
Poll #2:  How many positions that you interact with at work are well suited to people with A/D conflict? 
What makes A/D conflict people so valuable in the workplace is their criticality.  They analyze situations strategically to determine what could ultimately yield victory.  That’s what a high A does.  They also analyze situations tactically to determine what could imperil everything from going right.  That’s what a high D does.  When the person is either a highest A or highest D that analysis drives action; for the high A, it yields risk in the pursuit of victory.  For the high D, it yields protection against the risk, in the pursuit of perfection.  When they’re both equal and the risk of losing is equal to the risk of making a mistake, the ability to make a choice becomes very difficult.  Both choices lead to unacceptable outcomes.  
And this is where the A/D conflict takes the analysis up a notch.  The conflict allows the A/D conflict person to garner more information in more ways than anyone else would be interested in generating.  For when it appears to the A/D conflict person that either side of the equation is winning the argument, the other side wonders if there isn’t just a little more data that could be added to the mix – to make sure that either losing or mistakes are avoided.  Conflict at work.
But this also explains why the A/D conflict person is so good at analysis.  They look to discover all the possible options that could get in the way of either winning or perfection.  The conflict that drives indecision on the one hand – and this is not intended to come across as the language of A/D conflict, by the way – also drives a complete, thoughtful, thorough analysis that generates a multitude of options on the other.  The greatest value that people with equally High A and D drives brings is their critical analysis of problems – looking at an issue critically and from all angles to assure that no stone is unturned in assuring both victory and protection against mistakes.  The analysis is the benefit; the potential difficulty in deciding, the cost.
We’ll be closing down survey number two in about 5 seconds, so be sure to make your selection now.  Beth, you want to let us know what we’ve found? (Pause.)
Interesting.  Thank you.





Decisions, decisions
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There is a myth I’d like to explode about A/D conflict and decision-making.  Equally high A and D in a profile does not preclude decisions from being made.  A/D conflict people make lots of decisions every day.  The challenge in decision-making occurs when there is a risk of both losing and making a mistake in the same decision.  The reality is that doesn’t happen all that much.  For example, for many successful mid-level managers with A/D conflict, decision-making is seldom an issue.  There is a clear right thing to do that continues the department moving towards victory.  These decisions are made without hesitation or regret.
 
A/D conflict acquires its’ bad press in those situations where a person is in a position to make a decision and where the dual risks of losing and mistakes are potential consequences of the decision.  In the best case scenario and what we’d generally recommend for A/D conflict leaders, is for them to have trusted advisors to whom they turn to help them through their decision crossroads.  Ideally, the A/D conflict person goes on the first run through the analysis on their own, they discover that there is no viable decision that both assures victory and precludes mistakes and then decides to get with their trusted advisor post haste.  They walk through the options together and weigh the costs and benefits with a drive to come to conclusion.  While that’s the ideal scenario, it’s not easy for an A/D conflict person to put the trusted advisor in place.  That’s because as a high A, they’re naturally not predisposed to give others the reins on decisions.  Authority is hard to delegate.  And, as a high D, they’re naturally not predisposed to delegate to others the execution that could yield a mistake. This prescribed self-management through decision-making is a challenge for A/D conflict folks to execute…  but, it can be done.  
 
People who are naturally in A/D conflict and who are in senior leadership positions are best to view their role in leadership as like the role of a Chairman – one who ferrets out the positive and negative decision making options available to their operational leaders so better decisions can be made.  The personal challenge in that Chairman-like role is to be sure not to constipate the works with over-analysis – blocking decisions in the effort to achieve both perfection and victory.  In these situations, the operational leader and the Chairman are best to work out time parameters within which decisions must be made on a variety of levels to help preclude potential inaction.



Induced A/D Conflict
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Induced A/D conflict – where A and D are not opposed in self but are created in synthesis – produces the same overall decision-making result, but with some additional consequences that are especially difficult for the person on whom they fall.
 
Induced A/D conflict occurs when a person is put in a situation where their natural style of task-oriented decision-making is challenged by an environment that demands they take the opposite approach.  For risk oriented, Higher A people, for example, they might be placed in an environment where their job demands their focus be on execution – creating a higher D profile in self-concept.  Or, for risk adverse, higher D people, they might be placed in an environment where there are no definitions of perfection – where the opportunity for mistakes is everywhere – which would create a higher A profile in self-concept.  In either case, the PI self-concept measure can drive the A and D drives to come into conflict in synthesis.  That occurs whenever the A/D measures in self come to equal or reverse positions in synthesis.  We describe those circumstances as “Induced A/D Conflict”.
 
This creates a particularly dicey situation for the person who finds them self in it.  Their natural decision making style is short-circuited by an environment that’s telling them to do the opposite of what is natural.  The confusion is real and can be incredibly stressful.  I know, because I’ve been in that position more than once.  Let me tell you about one of those occasions.



Bob’s Profile
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The profile you see is somewhat imaginary.  The self is my original taken in 1984.  The self-concept and synthesis are the result of an historical reconstruction based on my perception of the real environment in which I was placed and the real physical symptoms I had to deal with.  From 1980 until 1984, I was with a printing and publishing company in a sales management role selling to educational publishers in New York and Boston.  We were a $15MM company with 6 or so customers representing 80% of our business.  I was their primary sales contact.  When I wasn’t doing administrative work, I was in our customers’ offices – talking about their golf games, their kids.  While my title was “Sales Manager” in reality, I was a contract administrator and relationship manager.  You’ll notice my morale was good.  That resulted from the fact that I was paid very well and had tremendous independence.  No one saw conflict in my behavior because I didn’t have any decisions to make.  Everything was hunky-dory.
 
Except I was physically sick and couldn’t figure out what was going on.  I had headaches.  But, I’d never had headaches.  I had backaches.  But, I’d never had backaches.  Over the next couple of years, I went to doctors, chiropractors, and finally a neurologist – all of whom tested prodded and poked to find nothing wrong. At the end of thousands of dollars worth of tests and more visits than I care to remember, the neurologist sat me down and said simply, “You’re suffering from stress.”  I couldn’t, wouldn’t and didn’t believe him.  My marriage was solid.  We’d started having a family and the kids were happy and healthy.  Our extended families were all fine.  And it couldn’t be the job!  How could a job yield stress when my primary responsibility was to be nice and do simple tasks - while getting paid what I perceived to be a king’s ransom?  None of it made sense.
 
I didn’t know what A/D conflict was and wouldn’t figure out what was going on with me until several years after I was first was trained in PI in 1984.  But, in all likelihood, induced A/D conflict was the problem.  My natural predisposition toward action and risk was dormant and the only road in front of me was to execute and be nice – neither really natural behaviors for me.  The physical symptoms I had frequently come with the induced A/D conflict package.  And unfortunately, as consultants, we see them all too frequently.  Induced A/D conflict can cause a short-circuiting of the brain that can effect a person’s overall well-being.
 
In my case, the only cure was to leave the job.  After the veneer of good money and independence wore off, job-burnout set in.  And, until I left, the stress-induced symptoms continued to get worse popping up in whack a mole fashion.  Eventually, I found another much lower paying job that had the responsibility and decision-making opportunity that I needed.  As soon as the decision to leave was clear in my head, all my chimera-like diseases disappeared – the whack a mole symptoms disappeared into their holes – poof!  The conflict had been removed and I had been released from its’ tendrils.
 
Hopefully, this true story helps us as leaders understand that we should always do our best not to put people into environments where induced A/D conflict can result.  It’s not a good thing.
 
Beth’s going to put up our 3rd survey of the morning for the next several minutes.  Please do check in the appropriate box and Beth will tell us all what you’re answers are shortly.





Manage Toward Self
in Induced A/D Conflict
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And, what should we do when we find out someone is in induced A/D conflict?  Whenever possible it’s in our interest as a leader and their interest as people to try to get them out of the situation that put them there.  The easiest solution is to try to place them in a job more suited to their decision-making style.  Obviously, it doesn’t make sense to do this without both forethought and discussion with the person in question.  However, if it is possible to make a move, you should consider it.
 
Sometimes, conflict is created not so much from the job but how you’re managing the person in question.  That is, you may have a generalist (higher A) person that you’re not giving enough decision-making latitude to.  Loosening the reins, in that type of situation, can resolve the conflict.  Conversely, you may have a specialist (higher D) person who just doesn’t have enough information to make decisions without risk.  Providing significantly more certainty to their world frequently is the simple recipe for success.
 
The best place for you to look to help navigate a way out of induced A/D conflict is to go back to the self-profile.  How is the person hard-wired to address their task-oriented decision-making?  Can I put them in a job that’s better suited to their profile or manage them in a way that will allow them to execute their job successfully?
 
Sometimes, these just aren’t the choices.  Going back to my career long ago in New York, the job I was in was the only one available to me.  It couldn’t be changed.  And, given my profile, I was really being managed effectively.  The job was simply a job I shouldn’t have been doing in the first place.  If that company had PI, or I had known about it, on analysis, the only solution would be to find a viable exit strategy.  And, as we’ve discussed, I eventually found one.  I left.
 
The big difference between induced A/D conflict and A/D conflict in self is how unnatural the state of affairs is for the induced A/D conflict person.  People in both situations can have a hard time making some decisions as I outlined above.  But the natural A/D conflict person has a natural set of advantages built in that come with the profile – their unique abilities to bring an analytical perspective that is unmatched.  The induced A/D conflict person brings only has their own natural proclivity for analysis to bear – frequently coupled with internal confusions that get in the way of whatever is their natural analytical style.  And, their confusion with their state of A/D conflict – the feelings of “What’s going on with me?  Why am I feeling these things that just don’t feel right?” – can drive them to distraction.  For people with natural A/D conflict in self, they’ve lived with how their brains operate for a lifetime.  How their brain works, their operating system so to speak, feels right to them.  It’s natural.
 



It’s Not Easy Being Green
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And it should feel that way.  Because it’s theirs.
 
A/D conflict is both a good and natural place for people to be.  There are strengths and weaknesses attached to it.  When you come across someone with it in self, it’s not something to be afraid of.  A/D conflict people love and are loved.  They have tremendous strength and frequently rise to very successful and the most senior positions within organizations.  They have faults too and fail, just like the rest of us do, when they’re put in positions that don’t advantage their strengths.  
 
PI helps us better understand the why of A/D conflict; and the why of everyone else too.  It doesn’t give us all the answers, but it gives us a sense of how we can interact with everyone – including A/D conflict people, more successfully.  And, as leaders, it allows us to make better decisions about how we can deploy all of our people more successfully too.  PI is a tool that helps us run our lives and our businesses.  Use it and you will be more successful in both.
 



Questions for Bob
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Thank you for listening and now, Beth will post our final survey and I’ll begin taking your questions.




Next Session
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January 28th
9 a.m. ET

Topic:  Profiling A Job

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

Presenter
Presentation Notes
Our next session will be on Friday January 28th at 9 am and the topic for that session will be “Profiling a Job”.   Please submit your questions and topics for next time.  What other topics would you like to see addressed in future PI Fridays?



Bob Wilson
President and Founder
bwilson@advisausa.com
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