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What we must do is to survey all those gifts of mind and temperament that in combination bear on military activity. These, taken together, constitute the essence of military genius.


—Carl von Clausewitz

Introduction: Effective leaders use their understanding of human personality in building relationships and high performing teams.  Their awareness and use of natural styles help them examine issues from different points of view while avoiding blind spots and conflict.  At senior levels, this awareness is fundamental to success in leading large organizations or coalitions, as well as when working in the interagency environment. The Air Force and other services acknowledge personal assessment as a key to leader effectiveness.  

Air Force Doctrine Document 1-1, Leadership and Force Development, 18 February 2004, defines Leadership Competencies as “the occupational skill sets and enduring leadership competencies that Air Force leaders develop as they progress along levels of increased responsibilities.”  For personal leadership, one of those competencies, expected of all Air Force leaders from the tactical to the strategic level, is “Assess Self.”  AFDD 1-1 further delineates key components for self-assessment:

· Understand how personal leadership style and skill impact decisions and relationships with others.

· Create a personal leadership development plan using insight gained from assessing values, personal strengths and weaknesses along with perfor-mances and learning style.

· Apply insight and learning to improve leadership performance.

USAF force development further emphasizes leadership at the strategic level in the following way for senior officers: “Based on a thorough understanding of themselves as leaders and followers, and how they apply organizational and team dynamics, they apply an in-depth understanding of leadership at the institutional and interagency levels. They achieve a highly developed, insightful understanding of personal and team leadership, while mastering their institutional leadership competencies.”

The Air War College uses the Myers-Briggs Type Indicator (MBTI) as a framework for self-assessment, therefore, enabling leaders to understand and influence individual and group behavior at executive levels. The MBTI is a widely used personality preference survey—over a million people take it every year, including most of the senior service school classes.  Although many of you have taken it before and have found it useful for identifying personal preferences—your own and others, this lesson will provide further insight into its utility for senior leaders.  

The MBTI does not measure ability.  Preference does not equate to performance.  

Although a person has a natural preference in one area, that does not mean he or she is not capable of operating in a non-preference area.  For example, most people have a preference to write either right- or left-handed, but that does not mean they are incapable of using the other hand to write.  It simply means the less preferred writing hand is not as comfortable to use and takes time to develop.  Everyone can develop his or her less preferred traits.  To use another analogy; in the same way some baseball players “switch hit,” batting either right- or left-handed, people function on both sides of each of the MBTI preference scales.  It takes time and energy to develop both means, but it is entirely possible.  A preference should also not be a means to “excuse” behavior.  For example, a preference for introversion does not mean someone is not expected to participate in class.  In the same way, an extrovert who constantly dominates the discussion cannot expect to be excused by saying, “That’s just the way I am.”

There are many practical applications of the MBTI framework. This is more than “touchy-feely” psychology. Consider the “Dot Com” companies(stunning successes just a few years ago(who failed at least in part due to their cultures.  A company with, say, an INTP-oriented culture might be full of independent, abstract thinkers skilled at solving problems.  But the same company might be weak on the follow-through—the detailed business practices required for long-term success.  In the same way, an I/ESTJ organization like the Air Force will be reliable and consistent but may be lacking in flexibility and innovation, the qualities needed for transformation. 

One purpose of this lesson is to identify your preferences and your non-preferences.  One of the most important parts of the MBTI is self-validation of your four-letter type. You will receive a print out of the preferences reflected when you were “forced” to make a choice for each of the questions on the MBTI questionnaire.  As you examine the results, each of you should validate the results with your personal observations and the observations of those who know you best to determine whether or not your type accurately describes your preferences. During the lecture, you will get a professional assessment of general characteristics of types.

A second purpose of this lesson is the “so what” part.  What does the MBTI, self-assessment, and the concept of preference mean to senior leaders?  The most effective organizations use the unique talents of all members. Yet we have also seen how it is possible to neglect certain people and approaches due to our discomfort with them. We will explore how senior leaders can use an awareness of individual preferences to build stronger organizations.

Lesson Objective: Apply the MBTI framework to analyze and enhance individual and group behavior at senior levels.  CV-Excellence.

Desired Learning Outcomes:

1.  Analyze your MBTI type.

2.  Compare how preferences affect individual, group, and organizational decision-making.

3.  Assess the significance of various preferences at senior levels. 

4.  Be able to summarize MBTI theory and application.  

5.  Contrast your four MBTI preferences with your four non-preferences.  Examine issues associated with leading others and making decisions when using your non-preferences.
Questions for Study and Discussion:

1a.  If you know your four-letter type—are you comfortable with it? Does the description of that type accurately describe your personal preferences?  What personal or professional use have you made of your MBTI preference?

1b.  If you do not know your four-letter type—assess yourself based on the readings. Select a preference from each of the four scales that’s most like you, either E or I, S or N, T or F, and J or P.  You can then determine the four preferences you believe to be the most valid for you. 

2.  What do your survey results mean in terms of your preferences for decision-making and problem solving?  Do your results help explain past harmony or conflict?

3.  How difficult is it for you to excel when operating in a non-preference?

4.  How can a senior leader use MBTI concepts in making decisions and building high performance teams? 

5.  What preferences do you believe describe the ideal strategic leader?  

6.  Does the use of personality preference have ethical implications?  How?

7.  What aspects of personal preferences affect decision-making by an individual, group, or organi-zation?

8.  Have you been in a situation where you made decisions using your non-preferences?

Assigned Readings:

1.  Smith, Perry M., Rules & Tools for Leaders, 2002, pp. 161–167.  (Issued separately)

2.  Martin, Charles, Ph.D., Looking at Type: The Fundamentals, 1997, pp 1–7, 14–15, 51–54. 

(Issued separately)

3.  Barr, Lee and Norma, PhD, “Leadership,” The Leadership Equation: Leadership, Management, and the Myers-Briggs, Chapter 2, 1989, pp. 21–36. 

4.  Pearman, Roger R., “Leadership Is a Psychological Process,” Hardwired Leadership: Unleashing the Power of Personality to Become a New Millennium Leader, 1st ed., Chapter 1, 1998, pp. 6–21.
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