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Using samples of 97 U.S. managers and 133 Latin American managers, a comparison was made between the actual MBTI preferences of those managers and their “idealized” leadership profiles of future leaders.  Surprisingly, the predominantly ISTJ and ESTJ  U.S. managers selected ENFP ideal future leaders and the heavily ISTJ and ESTJ  Latin American managers selected ESTP and ENFP future leaders.  Several possible explanations for this trend will be examined, including 

midlife type development, projection of the shadow, and the influence of modern organizational theory.   


The authors have been involved in leadership development training for the last 16 years.  Over that time, we have become increasingly intrigued by the managers’ discussions of an ideal leader.  Frequently the discussions produced a model of  flexible, personable, action-oriented leadership even though these same managers tended to be reflective, traditional, practical folks.  Although there was certainly some explanation in the common perception of our changing world as a hectic and fast-paced  environment, somehow the fact that their view of effective leadership styles seemed rarely to reflect their own preferences, seemed a matter worthy of study.

Method and procedure


The authors are part of a leadership development program (LDP) sponsored by TEAM, Inc. in San Antonio, TX and Mexico City, MX under the auspices of the Center for Creative Leadership, Greensboro, NC.  As part of this 5 day seminar participants are asked to consider a futuristic scenario on earth where environmental issues have reached a crisis state, population growth and food supply have determined that the population of earth will have to find another planet to colonize.  The population of earth is to select a leader to lead the expedition to another planet and the seminar participant is a member of the selection committee.  Each participant designs an ‘ideal’ leader candidate to present to the committee.  As part of the description, the participant is asked to design a biographical description of their candidate and as part of that description, they have a choice of four basic types and four basic styles.  The Basic Types are:



Are concerned with

Make decisions with

Seen by others as

Type A (ST)

facts


impersonal analysis

practical

Type B  (SF)

facts


personal warmth

sociable & friendly

Type C (NF)

possibilities

personal warmth

enthusiastic

Type D (NT)

possibilities

impersonal analysis

logical & ingenious


The Basic Styles are:




Prefer to:         


And live in:
Style 1 (EJ)

Interact with people and things
An orderly way, aiming to




before acting.



regulate life and control it.

Style 2 (EP)

Interact with people and thing

A flexible way, aiming to under-




before acting.



stand life and adapt to it.

Style 3 (IJ)

To reflect inwardly on ideas

An orderly way, aiming to




before acting.



regulate life and control it.

Style 4 (IP)

To reflect inwardly on ideas

A flexible way, aiming to under-




before acting.



stand life and adapt to it.


The Basic Types and Basic Styles chosen for the “ideal” candidates were recorded to indicate their MBTI “preferences”. (The managers were not at that time aware of any connection to the Myers-Briggs Type Indicator.)  All participants responded to the Form G of the MBTI before the program began and had no feedback on the instrument prior to the “ideal” leader exercise.  The Latin American managers used the Spanish version of the Form G.

Statistical comparisons were run on SRTT  PC Software (Granade, Hatfield, Smith, and Beasley, 1987) between U.S. participants and U.S. candidate profiles,  Latin American participants and Latin American candidate profiles, U.S. participants and Latin American participants, and U.S. candidate profiles and Latin American candidate profiles (see Annexes).


The samples chosen in this study were managers in  U.S. and Latin American organizations.  Their demographics are as follows:
The U.S. participants were 97 middle to upper-middle level corporate managers who were participants in a 5 day English language leadership development program in San Antonio, TX between 1991 and 1996.  Nineteen of the participants (20%) were female and 78 of the participants (80%) were male.  The average age was 43.3 years.  


The Latin American participants were 133 middle to upper- middle level corporate managers who were participants in a 5 day Spanish language leadership development program in Queretaro, Mexico between 1994 and 1996.  Eighty six participants were Mexican, 6 Central American, 2 Spanish, and 39 South American.  Sixteen of the participants (12%) were women and 117 of the participants (88%) were male.  The average age was 40.8 years. The two samples in this study do not differ significantly in age, gender, or organizational level from samples used in our previous research (Osborn and Osborn, 1993, Osborn and Osborn, 1990, Osborn and Osborn 1986).

Results
Participant profiles:


The type profile of the 97 U.S. managers was about equally extroverted and introverted (49% and 51%), slightly more sensing (53%) than intuitive (47%) and heavily thinking (80%) and judging (61%).  They were predominantly ISTJ (23%), ESTJ (13%), with ENTJ and INTJ the next most commonly represented styles. These results are consistent with our previous samples (1990, 1993).


The type profile of the 133 Latin American managers was slightly more extroverted (53%) than introverted (47%), more sensing (65%) than intuitive, and heavily thinking (92%), and judging (74%).  They were consequently heavily STJ in preference (24% ESTJ and 22% ISTJ) with ENTJ and INTJ the next most commonly represented styles.  Although these results continue to be strongly sensing and judging,  an SRTT comparison with our previous samples of Latin American managers (1990)  does indicate a  significant difference in the number of intuitives and perceivers in this more recent sample (i.e. 206 Latin American managers between ‘82 and ‘84 scored 22% intuitive and 13% perceiving while these 133 managers between ‘94 and ‘96 scored 35% intuitive and 26% perceiving).   


A statistical comparison of the two managerial samples shows the Latin Americans to be significantly more thinking and judging than the U.S. managers with 69% of the Latin Americans scoring with the SJ “Traditionalist” temperament compared to 40% of the U.S. managers.  (Our previous Latin American samples were also significantly more extroverted and sensing, as well.)

Leader candidate profiles:


The U.S. “ideal” leader was predominantly ENFP (54%) with ENTP the second choice (18%) and ESFP (8%) the third most frequent description.  These candidates were 89% extroverted, 87% intuitive, 70% feeling, and 93% perceiving.  Fully 70% of these candidates preferred the extroverted, intuitive, and perceiving combination, exhibiting a clear leadership style preference of these U.S. managers. 


The Latin American “ideal” leader was predominantly ESTP (24%) and ENTP (20%) with ENFP (10%) the third most selected style.  These candidates were 69% extroverted, 55% intuitive, 77% thinking, and 82% perceiving.  Forty-four percent of the candidates of the Latin American managers were extroverted, thinking, perceivers.


In summary,  both the U.S. and Latin American “ideal” leaders in the future were significantly more extroverted, intuitive, feeling, and perceiving than the managers who created them, having a MBTI profile opposite to their own on three of the four dimensions.  Possible explanations follow.

Discussion:
Leadership and Organizational Roles:


In both U.S. and Latin American cultures, the sensing, thinking, and judging managers would be thought to perceive the ideal organization as hierarchical with central leadership and controls, and a clear, certain and practical focus (Brock 1986).  They typically seek security, structure and order (Hirsh & Kummerow, 1990) and consequently avoid sudden and dramatic change which threatens their sense of competence (Barger 1990).  They might be called the “Thoughtful Realists” that focus on organizational continuity. (Hirsh 1990)


The intuitive, feeling, perceiving preferences (which more reflect the candidates’ profiles) are identified with an ideal organization that is collegial, humanitarian, flexible, and decentralized.  They (NFP’s) typically seek participation, variety, and challenge.  They might be called the “Action-oriented Innovators” that focus on systems and relationships.


Because the general business population in the U.S. is predominantly  STJ in preference

 ( Osborn and Osborn, 1996) we could consider a NFP leader to be what Bridges called a “Compensatory Leader” in our culture (Bridges 1992) that compensates in some way for the organization’s character.  The compensatory leader serves to remind organization members of what they tend to forget or ignore -- providing balance, and in some ways protection, against their own natural tendencies.  Certainly one possibility of this tendency to select more extroverted, intuitive, feeling, and perceiving leaders could be a rational if not overtly conscious, choice to address the need for balance.


Rus McCarter mentions the “major archetypal shift since WWII...from a TJ world to an FP society” (McCarter 1990) and this conscious candidate design may, in fact, reflect an unconscious awareness of that shift.  Certainly, modern organization and leadership theory emphasizes (Kiefer, Schein, and Van Eron 1995):


Creating vision and environments for others


Inspiring others and empowering others


Being strong communicators


Taking action and understanding and embracing change


Continual improvement and continual learning


Emphasizing leadership as relationship and as conversation 
 

all of which underline the need for those E, N, F, and P preferences. Three possible influences may be at work here, then, in this selection; 1) people believe what they read about social and institutional change, or 2) people are very aware of the shift in the environment and are adapting their own expectations, or 3) it reflects a difference in organizational perspective -- these are upper middle level managers designing high level leadership profiles and thus possibly  perceiving those roles to be very different.  We might argue that the perceived difference between leadership and management functions may not be so different after all in the new organizational context.  

Midlife Type Development:


Another explanation for the leadership choices of these managers takes a more individual and developmental perspective.  Catherine Fitzgerald (Fitzgerald 1993) has written about the personality development of  managers in midlife as an integrative process “in which people become more complex and multi-dimensional, with an appreciation of a broader perspective”.  


Several influences may be at work on these rather typical managers.  For one, the average manager in these samples is in the process of the ‘midlife’ transition, somewhere between 40 and 43 years of age.  In theories of type development,  people at midlife develop a motivation to work on their least preferred functions, and “new flowering will come from the other side, the unconscious side, the Shadow.” (Brewi and Brennan, 1993)  The shadow is “the repository of all those things a person does not wish to acknowledge about him or herself.” (Quenk 1993).  Thinking types discover their ‘softer’, value, and people oriented side, learning to express feelings more comfortably and appreciating a new intimacy in relationships.  Sensors learn to pay more attention to, and appreciate, whole systems, hunches, and patterns.  Judging types learn to appreciate and cultivate flexibility and less structure.  (In other words, STJ’s start developing their NFP sides).  This leads those in this life stage to become more open to other perspectives and more aware of the need to accept and be able to work with that preference in others.  James Newman (1993) believes that more genuine collaboration across type is possible in midlife than earlier because we “allow a less preferred function to really have a voice and we are more genuinely admiring of the giftedness of those who have adult versions of that voice.”  It is possible that the “ideal” leader candidates are conceived as expressions of that newly appreciated adult voice and a result of projection of some aspects of the disowned parts of themselves.


Another influence may be that rising in the organization focuses these managers less on the technical training and development and more on  personal training. and development.  In fact, that is the primary focus of the seminar in which they are participating when they design this “ideal” leader.   This may also have some influence on their “ideal” leader profiles since they are focused on personal learning and not on learning new technical skills.  (It is interesting that some of the developmental activities for ISTJ types at midlife are: generating new ideas and programs with no necessity for implementation, and taking seminars on the future direction of political, economic or socio-cultural events. [Peterson, 1985]  This suggests that the act of considering the future and designing a candidate might, in and of itself, be a developmental activity. )  


In summary,  the fact that STJ managers are imagining ENP leaders for the future may reflect an awareness of the changing world context, reflect their own midlife type development, or reflect the influence of the seminar focus in which they are participating. 

Conclusion:

We believe that the issue is not to determine if ENFP leaders might be superior leaders for our future.  The issue in front of us is that the need to be fully integrated as a person is even more crucial today with the complex and rapidly changing context in which we live and work.  Because organizational types traditionally tend to be more S, T, and J in their preference, it automatically focuses those types on attending to their N, F, and P potential.  Organizational theory points that direction, the reality of the business world demands that growth.  


Peter Senge (1990) talks about “creative tension” between vision and reality and John Kotter (1990) talks about vision, strategy, commitment and implementation as all  necessary for successful leadership.  Several authors mention the integration of reason and emotion, task and relationship, stability and change.  Russel Ackoff (1994) talks about the interdependency of the “quality of work life” and the “quality of products and services”.  “The capacity to integrate opposing forces is an important attribute of a leader and  this integrative capacity is at least somewhat dependent upon the personal integration that is part of the midlife process.” (Fitzgerald, 1993)  


We individuate basically through becoming more conscious;  that is, dealing



with unconscious parts of ourselves by becoming aware of them, owning them,



and integrating them into our overall personality. ..To the degree that we 



become conscious, we have choice in regard to our behavior and attitudes.  Moving



toward this freedom challenges and excites us with its promise of growth, change,



and fulfillment of self.  That is the promise of type development.  (Myers, 1993)


The effective leaders of the future most certainly will be challenged by that need for personal integration of type and individuation of self.  Possibly this awareness is what is reflected in the selection of these “ideal” future leaders.  The theory of type, and type development will be most helpful in understanding the development of  “ideal” leadership behavior as we move toward the 21st Century.  
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