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Presenter
Presentation Notes
Welcome!  Our presentation will begin promptly at 9 a.m.

Good morning and thank you again for joining me for this edition of PI Friday’s with Bob – where I’ll be discussing the D Drive – in as much detail as I’m able – given that my D is pretty low.  I hope you enjoy the session - and find it valuable and informative too. 
 



®®® | Frequently Asked Questions

Q: Can | get a copy of the slides?

Yes. Please download the slides at this link on our website:
www.advisausa.com/Webinars.aspx

Q: Will a recording of this webinar be made available?

Yes, this webinar is being recorded and will be available within a few
days at this same link on our website:
www.advisausa.com/Webinars.aspx

Predictive Index, Pl Worldwide, PI, are trademarks of Praendex Incorporated d/b/a as Pl Worldwide in the United States
and other countries. Any use without the express written consent of Pl Worldwide is strictly prohibited. For a complete
listing of PI Worldwide trademarks, please refer to the “Legal Notices” section of www.piworldwide.com.


Presenter
Presentation Notes
Before we start I want to share with you the answer to our most frequently asked questions.  And here they are:  this webinar is being recorded and the recording and slides will be available on this page of our website:  www.advisausa.com/Webinars.aspx.  Feel free to enjoy a repeat presentation when you’re looking for more information on the D Drive.
If you’ve attended before, you know the routine.  If not, here’s how it works. I’ll talk for a while – in this case, for about 20 minutes – and then I’ll do my best to answer your questions.  You should see a box for questions on your screen now; and you’re welcome to begin writing them in any time during the talk.  These can be general P. I. questions or questions specifically about aspects of the D drive – those you’ve got on your mind now, or those that come up during the course of the talk.  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 am, probably earlier, and you’re always welcome to call or email me after the session if there are more issues you’d like to discuss.  
Poll # 1.  My D drive is:
Highest
High
Average
Low
Lowest
We’ll conduct several surveys during the presentation – the first one – asking about you’re your own D drive – is up now and will be up until we actually start going through the slides of the presentation.
Our next session will be on Friday July 29th at 9 am and the topic for that session will be the relationship of the A and B factors.  Mark your calendars.
I’ll give you a few more seconds to answer our first poll…  Now, lets take a look at the results and find out where everyone’s D drive is…  Interesting.


® ® ® | Nature or nurture?
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I was a firm believer in nurture trumping nature in the role of personality development when I received my psychology degree from Northwestern University many years ago.  That perception was reinforced both of the times I went through PI training.  Initially I was trained by the son of the founder of Predictive Index, Steven Daniels; and a year or so later after buying the license to consult with PI, Arnold Daniels himself trained me.  Both Steven and Arnold believed strongly in the influence of nurture to personality development:  that is, that the greatest impact on personality was the environment in which a child grew up.  Nurture was much more powerful than nature in their view.
 
It wasn’t until I had children myself and watched the children of others longitudinally that my opinions began to change.  Real life experiences brought me to the conclusion that much of who people become is hard-wired into them at birth; and if not then, shortly thereafter.  And in my own children I saw that hard-wiring first and most clearly in the D drive.
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My eldest son Jacob’s D drive was apparent from not long after he could talk.  He’d have his crayon’s out and a blank sheet of paper.  He’d ask me, “Dad, what should I draw?”  I’d answer, as most low D’s who wouldn’t want those kind of defined parameters for themselves would, by saying, “I don’t care.  Draw whatever you want.”  He’d look at me sincerely and say, “No, Daddy, really.  What do you want me to draw?”  I’d respond, somewhat frustrated, “Really.  Draw whatever you want.  I don’t care.”  He’d be on the verge of crying little tears, finally saying, “Please Dad, what do you want me to draw?”  Feeling frustrated myself, but knowing his frustration was even greater than mine, I’d answer, “OK, draw a dog.”  He’d smile a little, but then ask, “What kind of a dog?”  This went on and on until I finally got what was going on and told Jake, “Draw a Dalmatian.  Make him 5 inches wide and 3 inches tall.  Give him 27 spots.  OK?”  Jake would smile, a big smile now, and go find his materials – ruler, crayons, ideally a picture of a Dalmatian - and draw the dog.  That was the high D experience.  Jake is, after all, a highest D (he’s now 29 – and very proud of that highest D).
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My third and youngest son, Reid, had and still has a very different approach to life.  He never would ask what to draw - or what to do.  While he was generally a good boy, he’d play much more around the edges than Jake ever would.  As a youngster, Reid wouldn’t ask if he could, he’d try talking his way out of whatever it was he’d done after he got caught doing what he wasn’t supposed to do.  If he was caught prior to doing something bad, I’d issue the threat, “Reid, don’t do that or you’ll be in trouble.”  Reid would look back at me, smile and ask, “How much trouble will I be in dad?”  I’d answer, “Enough to where you won’t want to do it.”  He’d respond, “Yeah, but what are you going to do?  I mean really.”  I’d answer, “If you do THAT, you’ll get a spanking!”  He’d respond, “OK.  But, pants up or pants down?”  Reid, now 22, was then and is still a lowest D.  And he just graduated from college summa cum laude.  Being a lowest D doesn’t mean you’re going to get bad grades in school, by the way.
 
The two boys had two very different approaches to life stemming from the fundamental nature of operating on the opposite ends of the D drive.


eoe | The D Drive

A need for structure
VS.

a heed to be unfettered.
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Highest Ds get their self-confidence from knowing what right is.  They want right clearly defined to provide the clarity that they need.  And for High Ds that clarity is binary.  There is only right and wrong.  Black and white.  Good or bad.  No grey is allowed.  That’s why the up-front definition, the clarity of expectations, is so important.  It provides the delineation between what is acceptable and what is not.  The higher in the profile the D goes, the more that clarity and structure are necessary to provide the satisfaction of self-confidence and motivation for the high D.
Conversely, as the D goes lower, the more there is a need in the person to escape structure, to become unfettered - to have the freedom of all the choices.  Low Ds aren’t looking for clarity as to what to do.  Rather, they’re looking for clarity as to what the cost is of doing what they’re not supposed to do.  That way they can weigh the unpleasantness of the punishment with the unpleasantness of being constricted by the rules – and decide what looks best to them.
Both of those perspectives of D-ness were evident in my eldest and youngest sons at a very early age.  And still are.
Let’s take a couple of minutes and do another quick poll.  Let’s do this quickly and I’ll give you the results as soon as most of you have answered.
Poll 2.  If you have children or know others who do, at what age do you believe you’re able to start to see aspects of their profile?
Infants under 1
2-4 years
5 - 10 years
11-17 years
Over 18
A few more seconds….  Let’s go.  OK.
Very interesting.  Personally, and I’m no more an expert than any of you are, I believe a child’s drives and needs begin to show themselves during infancy but are easier to guess in the 2-4 year age range.  Do keep in mind however; you don’t want to survey your kids or the children of others until they’re over 17.  It’s not that young people can’t take the survey.  It’s just that until they’re through puberty, they’re not quite tuned in to who they are yet.  They may well understand the words.  And their profiles may be clear to those around them.  But, their ability to successfully match the words to who they are in order to take the survey isn’t very good.  The statistics just aren’t based on the pre-pubescent brain.  And if you have tested kids under 17, I’d consider the results with a significant amount of uncertainty and seasoning.  They’re probably not accurate.  You’re better going on your instincts as to what drives lie beneath the behaviors you see in children under 17.
Also, as you watch your own children and the children of others mature, do keep in mind that there are a variety of other things that influence their behavior besides profile.  Birth order, peer pressure, gender – all kinds of things can get in the way of your ability to sort out their profile from their behavior.  And to reiterate, you don’t want to survey young people until they’re at least 17 years old.
OK.  Back to the D drive discussion...


Confidence in High D
Comes from Clarity

- They ask “How”?
- They’'re worriers
) .
- They're task oriented
- They need performance feedback

« They’re comparatively analytical
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As mentioned previously, highest Ds get their confidence from knowing what right is.  That drive for knowledge about what right is drives a lot of highest D behavior.  Their questions are about how something is supposed to be or how things are supposed to be done.  All of this creates in High Ds a drive to work – to execute those things that are to be done right.
Think back to the coloring story about Jacob for a minute.  Think about when he finished drawing the dog for me and brought it over for my inspection.  What do you imagine was the look on his face when he was presenting it?.......  You’re right if you guessed anticipation, tinged with a little worry.  When the highest D completes a task they’re wondering, “Was it good enough?  Was it what was expected?  I wonder if I did anything wrong…” And keep in mind; these thoughts from Jacob are the same thoughts that go through the highest Ds mind whenever they’re beginning a new project at work for the first time.  They want you to look at it and approve it.
That leads to the second part of providing confidence for high Ds.  They want, and in fact need performance feedback.  This isn’t voluble praise or fluff.  This is about comparison of the work that was done to what was expected.  High Ds are striving for perfect and they want all the feedback on their performance that will bring them as close to perfect as possible next time.  Feedback helps make the worrying go away – and high Ds are natural born worriers.
That desire for clear expectations combined with performance feedback creates an analytical side to high Ds that is different than the analytical aspect of the High A personality.  Where High As evaluate things based on what they think about them, high Ds develop comparative analytical skills – analyzing the differences between what something is and what it is supposed to be.  These two kinds of analysis are what make both high A and high D people so analytical.   


High Ds strive for perfection
and hate to make mistakes.

« Risk adverse

« Pessimists

. Difficulty delegating details
« Accurate
 Careful

« Conscientious

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes
High Ds strive to achieve perfection in everything they do - because it is just so unpleasant for them to do a job where perfect isn’t achieved.  That potential unpleasantness drives a whole lot of their behaviors too.   
The first of these and easiest to understand on its face is that High Ds are risk adverse.  They don’t want to engage in anything that could yield something being less than perfect.  It’s just too painful.  So, rather than try the new or engage in risk, they follow the proven path.  They execute what’s known.  And they do it as close to standard as they possibly can.
Additionally, because perfection is so hard to achieve in day-to-day life, their overall outlook tends to the pessimistic rather than optimistic.  To put this in perspective, I once asked Dana, my wife and a highest D, if she ever thought she achieved perfection.  She answered quickly and easily, “Yes.  3 times.”  Given that she’s a Low B, I had to ask her to find out what I wanted to know, “And what times were those?”  She answered, “With our 3 boys, of course.”
This high D need for perfection drives them to immerse in the details of those things that they do.  The devils of mistakes are in the details and those must be minded in order to assure that execution will come off the way it’s supposed to.  This attention to detail also makes it hard for high Ds to delegate details to others.  The mindset is this:  “If I give this work to someone else to do, it could go wrong.  Therefore, I’ll watch over it very carefully to be sure it doesn’t go wrong and I don’t get in trouble.”
And while the traits mentioned already can have negative connotations, the drive also yields very positive ones too.  A High Ds work is very accurate.  They’re careful to be sure that what they do is done right.  They’re conscientious because they want approval for the work they have done.  Ultimately, if you want work done right, you want high Ds doing it.  However, if you want work done right, you’ve got to make sure that “right” is clearly defined ahead of time – because highest Ds would rather not do something than do it in a way that could turn out to be wrong.  There’s just too much risk attached to that kind of behavior.  It could yield too much pain.  When or if action gets stuck under the responsibility of a highest D, ask yourself, “Do they have enough information to eliminate the risk they feel?”


Fairness. The Nail That Stands
Up Gets Pounded Down.
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I’ve been to Japan twice and if there is a society that venerates High D more than theirs, I have yet to see it.  You just don’t see Japanese people break rules.  Yes, the kids can wear really outlandish clothes.  But, that’s almost a societal rule too.  Outside of kid’s clothes, whether it’s the speed limit, the evenness of the line for a queue; or people waiting for the walk sign to come on even when no car can be seen for miles - people obey rules in Japan.  When I’m there, watching all of this, I’m tempted to just jaywalk or walk against the don’t-walk sign to see what happens.  The reality is I chickened out and will probably continue to because I believed I would have been gang tackled.  No kidding.  One just doesn’t break the rules in Japan.
All cultures, not just the Japanese - venerate certain traits – which can actually allow us to characterize a specific society as A, B, C or D.  (David Riesman gave these social traits different labels in his breakthrough book “The Lonely Crowd”.)  Ours is a culture that still venerates and encourages the high A, Pioneer spirit.  Where our aphorism is “The Squeaky Wheel Gets the Grease,” the Japanese equivalent is, “The nail that stands up, gets pounded down.”  
Wherever the High D operates, they want rules obeyed and followed – and they want those who break the rules to be punished.  They want everyone to be treated fairly – no special treatment for anyone.  Rules, to the high D, should be for everyone.  Punishing people who break the rules is one more piece of building self-confidence for high Ds.  It assures them that right is, in fact, right.  If people get away with breaking the rules without punishment there is neither a right nor a wrong.  And from a High D’s perspective, that’s just not right.
So, as a manager, you’ve got to decide if the environment you’re managing is primarily a high D environment or not.  If it is High D, it’s in your interest to have very clear rules and to enforce those rules rigorously – or morale will be negatively impacted.  If it’s not a high D environment, it’s a whole lot easier to be flexible with the rules.  
Another interesting aspect to this discussion is that if you want tough work rules, ask a team made up of your best highest D workers to develop them.  The highest D team output may even require you to tone down the rules they create a tad - because what they’re likely to come up with might well be rules so draconian you might even find them too onerous.


Low D Behaviors:
e risk

- not worriers

. creativity

. thinking outside the
box

- delegation of details
 rebelliousness
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Where High Ds very much don’t like making mistakes - because not achieving perfection just feels very unpleasant, low Ds feel the same kind of unpleasantness attached to simply having rules, structure or a path to follow.  That leads to a number of behaviors for our low D friends.
Where high Ds are uncomfortable with risk, low D is a component of risk (along with the a high A).  The pain of making a mistake doesn’t inhibit Low Ds.  Their attitude about mistakes is, “We’ll just give it another go.  No worries.”  And speaking of worrying, low Ds aren’t real worriers either.  If things go wrong, there’s always tomorrow to fix whatever happened.
That same perspective is an advantage when considering creativity or thinking outside of the box.  Where the box of the proven way of doing something inhibits high Ds, low Ds aren’t so constrained.  In fact, they’re attracted to the unknown or untried way more than the proven way.  It’s just more fun.  That against the grain thinking is clearly one of the components of creativity.
The same set of needs makes it much easier for low Ds to delegate details when compared to high Ds.  Low Ds are both much more comfortable with the prospects of mistakes being made and allowing others to do their detail work.  Lowest Ds especially can sometimes get in trouble for ignoring or not following up on details.


® ® o ( [ndependence

High A Independence — “l want to
do what | want to do.”

Low D Independence — “l don’t want
to do what you want me to do.”
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As I’ve discussed in a previous webinar about the A and the D drives, they’re the only two drives that are truly opposites of each other.  That yields an interesting comparison and observation in terms of the A and D drives and their impact on independence.  Both people with High A and Low D drives need independence – but they’re two different kinds of independence.
The High A wants independence in order to do what he wants to do.  He wants to be the one who determines the direction that he wants to follow.  Being told what to do is anathema because he would prefer to do things his way.
Low D independence is independence of a different sort.  The impact of the drive here is not so much of wanting to chose one’s own direction as not wanting the chosen direction imposed.  Low D’s want independence in that they don’t want to do what other people want them to do.  Being told what to do is anathema because they just don’t want to be told what to do.  If everyone is going left, the low D is thinking, “Maybe right is a better way to go.”  For the lowest D, if everyone is going left, right is the only choice.  
This leads to a streak of rebelliousness in low Ds.  They are more outspoken, more willing to break the rules, more apt to leave the chosen path.  For low Ds, life is just more interesting following the untrodden path.  Following that untrodden path, of course, makes the high Ds want to find, provide and execute the appropriate punishment for their low D brethren.



e o o | High Ds or Low Ds:
Which are most challenging?
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This discussion brings back many funny memories from Jacob the highest D and Reid the lowest D in their youth.  Jacob always did his best to play the role of the tattletale and Reid always got in enough trouble to keep Jake busy.  Likely, you’ll find many similar scenarios in your workplace.
Let’s take a couple of minutes to take another quick survey.  This one is going to ask you who you find the hardest to manage in terms of the D drive.
Poll 3.  I find it hardest to work with and or manage:
Highest Ds
High Ds
Average Ds
Low Ds
Lowest Ds
Doesn’t matter
I’ll give you a few more seconds to respond….  Here’s what we’ve got.  Interesting.
For me, it’s and interesting question and the answer is situational.  With the kids, it really didn’t make a difference.  I just tried to figure out how we could best allow them to grow into responsible adults and behave accordingly.  With employees, I have to admit I have the most challenge with lowest Ds, which only makes sense.  Highest Ds require a lot of patience and sometimes the intervention of others who can supply all the information that the highest Ds require.  But, because lowest Ds are always looking to challenge the rules and play outside the lines, they present the most challenge - at least for me.
 


D is about information.
How much is needed?

VS.

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes
One of the more interesting aspects of the D drive relates to how much information people along the spectrum both need and provide.  Highest Ds, especially real high highest Ds, require lots and lots of information.  In terms of liquids, think of the information both required and given by highest Ds in terms of a barrel.  If they’re starting a project, they want a barrel of information in order to go forward.  They’re not comfortable moving until the barrel is full.  And they want to give that level of information to those who are starting projects working under them.
For a low D, especially a lowest D, information needed and given is comparatively what it takes to fill a shot glass.  A shot glass is all they need in order to go forward and that’s generally all they’re going to give in order to get someone else started.
The problem comes when a high D and a low D have to work together as superior and subordinate.  If the High D is the manager, they want to give their low D subordinate the barrel of information.  The problem is that the low D has only a shot glass worth of information capacity.  Everything that’s given after the shot glass is full can best be described as “spillage”.  Once he’s full of information, the low D says things like, “OK, OK, OK already.  I’ve got it.  No problem.  Just let me go.”  Or, his eyes glaze over as the information spills all over the floor.
Conversely, the low D boss gives the subordinate a shot glass worth of information and the high D does his best to ask all the questions necessary while the low D feigns interest and tries to answer while leaving the room.  “Just figure something out”, he says, “It’ll be OK.  Yeah, yeah, yeah.  Don’t worry.”  While the high D is thinking, “That’s easy for you to say.”
High Ds and low Ds who work together have to figure out a way to find a middle ground to satisfy both communication requirements.  The High D has to cut all the information they’d like to give to the few bullet points that have to be followed in order to achieve success; while the low D has to figure out a way to get enough information to the high D in order for him to go forward.  If that compromise isn’t reached, productivity on both sides can be severely impacted.  When the high D doesn’t have enough information, they won’t be able to act.  If the low D doesn’t have the basics because they couldn’t find them in all the information they were given, they may go off in a direction you don’t want them to go.
Needless to say, neither outcome is a positive one. 


® ® @ | Training and the D Drive.
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In a way, training the high D person is a very traditional kind of training – it’s by the book.  The high D wants a book that clearly specifies what’s right and what’s wrong – in black and white with as much detail as possible.  They want to see the standard they’re shooting for, they want to know how they’re supposed to get there and they want some performance feedback along the way.  The more performance feedback that’s given, especially in the early stages of learning, the more confidence is built by the person learning and the faster the process goes.
 
For Low D’s, they’d rather wing it.  You’ll find out how best to control that, if you need to, by looking at the person’s highest drive.
 
That’s about all the detail I can muster today on the D Drive.  I hope you’ve both found value and enjoyed today’s presentation.  If you have any questions you’d like for me to address, please start putting them into your question boxes now as I’ll start answering in a minute or two.  
 
And, as usual, I’d like to put up a final survey asking you about what you thought about today’s session.  Also, please put any additional notes or comments in the question box regarding how or if you’d like PI Friday’s to change.
 
Poll # 5.  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.
 
And mark your calendars for the next session on July 29th at 9:00 am when I’ll be talking about the A / B relationship.  And now, I’ll do my best to answer your questions… 
 
 


® o o | Questions for Bob
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® ® ® | Next Session

Friday, July 29th

9a.m. ET
Topic: The “A/B” Relationship

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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