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




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/resources/webinar-archive/

Q: Will a recording of this webinar be made available?
Not at this time.

ADVISAis a Pl Worldwide member firm. Predictive Index, Pl Worldwide, and Pl are trademarks of Praendex Incorporated d/b/a as PI
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 P Worldwide trademarks, please refer to the “Legal Notices” section of www.piworldwide.com.
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Hello and thank you for joining me on this late January morning for another edition of PI Friday’s with Bob broadcast live from here in Carmel, Indiana.  Today’s topic is “Why Behavior and PI Don’t Always Match”.  The topic is one that has always been of interest to me and I hope you find today’s discussion interesting and valuable for you.
If you’d like a copy, the slides you’ll see from today’s talk will be available after the session at http://www.advisausa.com/resources/webinar-archive/.  They’re made available for any of you that might be interested in reviewing the highlights of today’s presentation.  
As we do in all of our sessions, we’ll start out with a poll, which you should find up on your screen shortly.  This one is intended to assess your perception of the overall accuracy of PI in measuring behavior.
Poll.  My perspective is that PI accurately measures behavior:
>90% of the time;  81 – 90% of the time;  71 – 80% of the time;  61 – 70% of the time;  Less than 60% of the time
For those of you who are attending for the first time, here’s how the webinar generally works.  We’ll have 3 more of these polls over the course of the half hour or so of today’s session.  That’s pretty typical.  In each poll, except for the last one, we’ll ask you to answer fairly quickly so we can use the data from your answers as fodder for our discussion.  Also, please note that there is a question box on your screen where you can pose questions or comments.  You’re welcome to ask questions now or during the talk. I’ll respond to those questions as soon as the talking part of PI Friday’s is over.  You’re also welcome to use this same space to offer suggestions on how we can make PI Friday’s more valuable for you.  You can plan on my talking for 15 – 20 minutes, then I’ll try to answer whatever questions you have for me.  Normally we’re done in about 30 – 40 minutes at which point we’ll sign off until the next session.  
By the way, the next PI Fridays with Bob on February 24th will actually be PI Friday’s with John -as I’ll be on vacation and John Ranalletta will be substituting for me.  Besides myself, John is our most experienced consultant and is an eloquent and talented presenter.  Mark your calendar for February 24th at a new time:  12 noon as I’m confident you’ll enjoy his presentation and have a lot to learn from it as well.
With all of that behind us, let’s get started by reviewing your poll answers.  I’ll wait a few more seconds to see if we can get up around 85% of you to respond…  Excellent.  Thank you.  Here’s what we’ve got.  
Always remember this basic of PI:  PI measures drives and predicts behaviors.



Predictive Index®

Measures Drives and
Predicts Behaviors
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I probably should apologize for having our first poll be kind of a trick question, but if you’re a regular listener you’ve probably noticed I kind of like trick questions.  The poll asked how accurately PI measures behavior.  And in some ways it does do that… but in others it doesn’t.  Let me explain.



The Self Profile Measures
a Person’s Drives
— and Some Work-Related Behaviors
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Unlike MBTI and DISC that aim to measure behavior, PI aims to measure a person’s drives – why people do what they do.  This distinction is important because knowing a person’s drives allows us to draw conclusions about their work related behaviors and thus predict their success in doing specific jobs.  The difference is subtle, but important. 
 
The most important PI measures in relation to work are the relationship of the A and D factors to each other and the C drive all by itself.  Knowing these drives in a person allows us to predict how that person is going to work in ways that impact how well they’re able to do specific jobs.   Let’s take a look at each of these measures separately.
 
Let’s start with the A/D relationship.



Higher A than D Higher D than A

Generalist
Goal-oriented
Comfort with risk
Strategy focused
Results oriented

Sales hunter

Specialist
Task-oriented
Protects against risk
Tactically focused
Execution oriented

Sales farmer
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The behaviors attached to the A and D drives permeate work related action so clearly because they are so much a part of a person’s identity.  The more the A is higher than the D, the more we see a person operating as a generalist.  A generalist is goal oriented, comfortable with risk, focused on strategy, critical of results and plays the role of the hunter in sales.  Conversely, the higher the D is in relation to the A, the more the person operates as a specialist; they’re task oriented and protect against risk.  They’re focused on tactics and critical of execution.  In sales, a specialist functions as a farmer.  
 
When we watch people do their jobs over a period of time, we can frequently successfully guess where their individual A and D relationship lies in this spectrum – because of the predictability of behavior in these specific work related measures.  Our A and D drives are so immutably tied to our individual identities that it makes the A/D relationship the hardest of those measured in PI for a person to change.  And when we see people trying to change their A/D relationship in self-concept, that’s where we generally see the greatest cause of internal stress and performance dysfunction that’s measured with PI – the creation of AD conflict.
 
The second PI drive that clearly measures work related behavior is the C. 



High C

Sense of urgency
Multi-task

Likes pressure
Starts at end
Wants things now

Wired up

Methodical style
One-at-a-time

No pressure

Starts at beginning

Must go through process
Laid back
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The C drive is fundamental to how we work.  Low C people do work with a sense of urgency, they need to multi-task, they put pressure on themselves as well as others; they prefer to start at the end, they want things now and they’re generally described as being wired up and tense. Watching people work frequently gives us a good sense of where their C drive is located.  High Cs bring a methodical style to their work; they prefer to do things one at a time until they’re finished - without the presence of pressure.  They start things at the beginning, they need their process and they give off a distinctly laid back vibe – in contrast to their low C counterparts.
 
These two measures – the A/D relationship and the C are hard to fake or change via efforts measured in self-concept.  Their positions tend to be pretty visible when we watch a person’s behavior and thus, PI in these cases, gives us a good measure of what we’re likely going to see in a person’s behavior.
 
But, even with these two measurements, other things can get in the way of our seeing people as their PI results would indicate they actually behave.  And that’s why it’s best to think of PI broadly as measuring drives and predicting behavior.
 
Let’s start by listing some of the most common reasons behaviors can deviate from drives.  Then, we’ll come back and explore what can happen to cloud our perception in each case and why.



Some Reasons Behaviors Differ from Drives
1. Child-rearing
2. Culture
3. Birth order
4. Training / coaching
5. EQ/ Maturity / Pl Training
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There are a number of clear causes for discrepancies between drives and behaviors.  Some of the most common include how parents raise their children, the culture we’re brought up in, our birth order and the training and coaching we receive.  A final category that has to do with self-management includes Emotional intelligence, maturity and, what can influence both - PI training.  This isn’t intended to be a complete accounting, but it does encompass some of the areas where I see the biggest behavioral impact on drives occurring.  Let’s start with Child-rearing.



Child-Rearing
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I have seen many instances where the behaviors of people – especially around the B and D drives – are contrary to what the PI profile would predict – Low Bs who present as high Bs and High Bs who present as low Bs.  Let me give you two examples and the explanation as to why each of them occurred that has to do with child-rearing.
 
The first and clearest example for me is a situation I understand pretty well – it’s about my wife, Dana.  She is a lowest B - yet generally presents to others as a highest B.  After figuring out what was really happening, I’ve since run across many other cases containing similar scenarios.  Here’s a chronology of what happened.  
 
When going through PI training more than 27 years ago, I drew her profile prior to seeing it, as a highest B.  When I was done scoring her profile, it came out a lowest B highest D.  Of course, being who I am, I was sure the profile wasn’t accurate.  
 
When she and I talked, neither of us were convinced her PI was right.  Her behaviors just didn’t match up with her drives.  We both knew that when we’d go into social situations, she’d introduce herself to everyone in the room and then engage them all.  When we moved into a new neighborhood, she’d introduce herself to all the neighbors.  She’s bubbly, effervescent, very social and a person who clearly needs to be with people.  Over the years, however, the reasons behind the disparity between her profile and her behaviors became clear.
 
Here’s how.  Dana’s mother was a huge influence on her life and was the quintessential highest B.  She loved to wear bright colors; she engaged anyone in communication in a bright positive way.  She was always the life of the party who had a “big” personality with lots of flair.  As Dana was growing up, her mother was disappointed by her introversion.  Her mom took it upon herself to make her daughter more of an extrovert – supplementing her own coaching with going so far as sending her to charm school.  The behaviors that were drilled into her stuck; but from Dana’s point of view, they stuck from the context of doing the right thing – from her D drive.  In many ways, the behaviors which are a part of who she has become are still uncomfortable to her – but they’re not as uncomfortable as not doing what she was taught as being the right behaviors.  She executes “outgoing behaviors” from the context of being a highest D.
 
The other side of the B equation – the highest B - can frequently be misleading too.  Let me give you one of many similar examples I’ve run across.



Child-rearing (continued)
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In this case, I was working with a family business where both the mom, who was a scholar, and the dad, who was a lowest B A/D conflict, were owner / executives.  During their initial PI training we profiled their 20-year-old daughter, then at college.  The daughter turned out to be a highest B, lowest C, low A average D – kind of an altruistic server with an average D.  Their response to the daughter’s profile was to say, “This has to be wrong!  Jenny has always been such a shy girl.  We’ve tried to get her to open up and she just won’t.”  At the end of the final day of training, Jenny stopped by and we all talked for quite a while about her profile and behavior.  While Jenny didn’t view herself as an extroverted person, she did have a need for positive response from others.  All agreed she did have great empathy and could read others well.  While generally being shy, she talked about how she was becoming more comfortable with people in college and better able to come out of her shell.  More interestingly, she talked about growing up with her parents.  She wasn’t given opportunities to take on behaviors of a high B around the house.  Whenever she did, her parents admonished her saying something to the effect of, “Jenny, stop being so silly.”  This was a low B household and the behaviors from their daughter that were rewarded were distinctly low B.  The parents may have talked about wanting their daughter to be less shy, but her behaviors were stifled whenever she got too gregarious.  Jenny had the needs of a highest B and received positive feedback from her parents when she behaved in a low B way.  People may perceive her behavior as that of a low B – but she is in fact the person represented by her profile - a highest B.
 
The manner in which a mom and dad raise a child has, as it should, a profound effect on how one behaves – and that can lead to a discrepancy between the behavior one sees and the drives measured on a PI profile.
 
Let’s take a minute and do another poll looking at the PI measure where we see the most discrepancies between what’s measured on the profile and actual behavior.
 
Poll.  The most common drive where I see behavioral discrepancies between the PI measure and behavior is the:
A drive
B drive
C drive
D drive
Don’t know 
 
While you’re thinking about which of the drives carry the most discrepancy between their PI measurement and behavior, let me comment on one of the areas where we are frequently fooled – confusion between High C and High Energy or M score.  One of the characteristics of low Cs is the physical tension that comes from their Low C drive.  They frequently jiggle one leg or tap their pen – showing what looks like the need to expend energy.  Low Cs just can’t sit still.  Many times those same traits, however, come from high C people with high M scores – those with greater than 40 or so in self.  In both cases, the physical activity comes from the need the person has to burn energy – but the behavior comes from two very different places.  In the case of the Low C, monotony is intolerable – movement is necessary to keep things moving.  From the case of the High C / High Energy person, the need for movement comes from the need to expend the energy they have brimming over inside of them – they just need to move.
 
OK.  Let’s give you a couple more seconds and look at the results of our poll.  Let’s try to get to 85%... Excellent.  Thank you.  Here’s what we’ve got.



Culture

The lessons of Pl
Impact the
successful
Implementation of
change.
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I spent a number of years working with PI in the Six Sigma community.  We found over and over again how clearly the lessons of PI impact the successful implementation of change.  We found PI useful in Black Belt Selection, coaching, team function – all of those areas where it’s useful in managing other parts of a business - but emphasized in Six Sigma because of the emphasis on measuring results.
 
For those of you not familiar with the jargon of Six Sigma, Black Belts are the people within organizations who are trained in and charged with driving change Six Sigma style.  Their job is to find and fix problems and measurably document their success.  Not surprisingly, we found having a High A and a low C critical to job success across a wide spectrum of organizations in these jobs.  
 
I had the pleasure of working with organizations all over the world in implementing Six Sigma and found two places where the behaviors desired weren’t happening from the people they hoped to get them from.  Let me explain.
 
In both a platinum mine in tribal Africa and in factories in various locations in Mexico, project leaders were having problems from the high A low C people they selected as Black Belts.  In both locales, highest A lowest C people just weren’t doing the things their leaders wanted to get done.  In these cultures, even Highest A lowest C people had very difficult times expressing to their superiors that things needed to be done differently.  In both Mexico and Tribal Africa they found much more passivity in the change efforts than what was desired.
 
In both cases, the cultures taught people that assertiveness in the way that was desired from their Black Belts wasn’t a natural behavior.  It simply wasn’t acceptable.  Those kinds of cultural inhibitors to behavior exist around the world.  Malcolm Gladwell spoke of some similar experiences with Korean airline pilots in his book, “Outliers”.  Cultural norms drive behaviors in many of the same ways parents do – and can cause us to view discrepancies between the measures of PI and the actual behaviors of people.
 
The third common source of significant behavioral differences between PI results and what we see is birth order.



Birth Order

Being the middle child
In a family can result
In high-Ds developing
a rebellious streak.
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Again, my closest experience in this area is personal – and clearly relates to my middle son Brandon.  With each of our three boys, I profiled them mentally beginning in infancy and had pretty clear pictures of what their profiles looked like throughout their growing up.  I drew Brandon’s profile as a lowest A, high B, high C and low D.  I wasn’t sure of the relative positions of each of the four drives, but I knew both the A and D were low and the B and C were high.
 
Each of the boys were profiled mid-way through their senior years of high school - which was also around the time of their 18th birthdays.  Jake’s profile came out exactly as I’d expected.  Brandon’s turned out spot on except for the D.  Where I had assumed he’d be a low, perhaps even lowest D, he turned out to be a highest D.  
 
He and I have talked about this discrepancy many times.  He clearly is a highest D in terms of his need for structure and “general” need to follow the rules.  However, he also has a clear rebellious streak – a desire to go against the grain that is contrary to his being a high D.  
 
While there are a lot of questions about the impact of birth order on personality among psychologists, it does seem to have impact within families – at least giving high Ds rebellious streaks one wouldn’t expect based on their profiles.
 
Let’s take another quick poll.  This one’s about the area or department within a business where we are likeliest to see people behaving in ways that are contrary to what their profile would predict. 
 
Poll.  The Department Where I see the most people behaving in ways that are contrary to what their profile would predict is:
Accounting
Sales
IT
Human Resources
Operations
Don’t Know
 
What this poll is looking for is if you believe there is an area within your organization where you’re most apt to see people whose profiles don’t match their behaviors.  I’m not asking you to reflect on differences that show up in self-concept – just places, if there are any, where you are more likely to see people behaving in a way where their profile and their behavior just don’t match.  Let’s give you a few more seconds.  I’d like to get the totals up to about 85%.  Just pick the one you think is most likely and in this case, I Don’t know is an option.  OK Thanks.  Here’s what we’ve got.
 
Training and coaching can have an impact on how people behave too.  



Training and Coaching

Salespeople tend to
exhibit high-B behavior
because that is how
they have been trained
to behave.
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I find that the two places within businesses where we most frequently see people behaving in ways (at least on the surface) that are generally inconsistent with their profiles are sales and human resources – both places where one expects to find lots of high B.  Frequently we see lots of High B behavior in these departments, but sometimes that’s not what shows up on the profiles.  Let’s start our discussion on the sales front – thinking about sales people overall.
 
Generally, when we envision salespeople, we see people who are outgoing, friendly and enthusiastic.  Dale Carnegie was and is a leading proponent of sales (and management) training where “winning friends and influencing people” includes components that highlight highest B behaviors.  Whether sales people went through Carnegie or just ongoing coaching from people in the business, the culture of sales tends to include behaving in a high B manner.
 
It’s not uncommon to, as a result, have low, even lowest Bs give off the impression of being highest B people – because that’s what they’re frequently encouraged to do by their employers, peers and coaches.  This plays much the same way as I described earlier with my wife, though sometimes from different perspectives.  If they’re highest Ds, they act in a High B way because it’s the right thing to do.  If they’re highest As, they do it to win.  If they’re highest Cs, they do it because it becomes their routine.  It’s not uncommon to find lots of highest B behaviors in and among a sales force because that is frequently how people have been trained to behave.
 
Interestingly, I’ve also come across a number of cases where sales people who are highest Ds simply don’t or won’t do their paperwork.  Again, when you spend any time talking to them, they’ll confess that they were taught that paperwork takes away from their time selling.  From their perspective, it’s just not the right thing to do.
 
A similar phenomenon happens in Human Resources.  There are lots of low B HR folks and the general sense is HR is supposed to be a “People friendly” high B kind of place.  Again, the expectation is HR folks are friendly, enthusiastic, empathetic – all high B traits.  And much of the hands on coaching that occurs in HR tends to encourage High B behaviors.  Once again, we see a number of people who are low or lowest Bs seemingly taking on High B traits.  Generally, the conversations about that uncover the reality of the situation.  People are taking on high B behaviors through training and coaching.  Frequently, that training yields behavior that’s contrary to what one might predict by looking at a person’s drives.



EQ/Maturity/PI® Training

Pl training gives us each
the tools to think about how
we’'re driven - so that we

can adapt appropriately.
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There are some folks who are able to alter their behaviors based on the needs of specific situations - and they’re able to do it from a variety of contexts.  Some just naturally develop a high EQ or emotional intelligence.  They mature in a way that allows them to behave in ways with other people that work.  I wish I were that smart.  
 
The beauty of PI Training is that it provides us with the reasons we need to behave in ways that are both contrary to our profile and are good for us and the people around us.  It allows us to understand that who we are can frequently inhibit our ability to function well as a team member or accomplish our individual goals.  PI training gives us each the tools to think about how we’re driven and put that in the context of how we want to behave - so that we can adapt appropriately.  
 
PI training isn’t going to change our basic approach regarding how we exhibit our A and D relationship or our C drive – but, it does let us manage these internal drivers in ways that don’t feel quite so blunt edged to the people around us.  I think for all the people at ADVISA, there aren’t many more satisfying experiences than watching leaders get better at leadership because they’ve learned to behave in ways that are different than what those around them expect. We are proud as we watch them use the training we provide to become more effective leaders.  We don’t advocate high As trying to become low As; or low Bs becoming high Bs.  But if we can influence people to behave against the grain of their profile when they need to in the effort of bettering themselves, we’ll have done something worthwhile. Those are places where we want to see some discrepancy between the measures of PI and behavior.  


Questions for Bob

Copyright 2011 ADVISA & Pl Worldwide
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Beth will now be getting our final poll up about your feelings about today’s session.
 
Poll.
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 so we can gain from your experience.
 
Thank you once again for listening to this edition of PI Fridays with Bob and don’t forget to mark your calendars for February 24th at 12 noon when John Ranalletta will be delivering PI Friday’s with John.  My next session will be Friday March 30th.  Now, let’s see what questions you’ve got for me this morning…
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