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‘hypothetical’ or ‘impractical’. Never refer to them as ‘educators’: in
academic cynical parlance, an ‘educator’ is someone forced to live
by teaching because he or she cannot do good research. And never,
ever ask them to include that interesting best-seller you saw in the
airport bookshop in their programme. Professors are extremely
jealous of outside intellectual competition, and anyone preferring
the Heathrow School of Management to their own work is treated
with extreme suspicion, if not outright hostility.

Third, don't devolve problems to intermediaries. Typically, the
CLO seeking a management education programme interacts with a
relationship manager from the business school. This person is
pleasant, well-dressed, means well, and will sell you the standard
programmes and tell you what you want to hear, but is incapable of
trapping the wily professor on your behalf. If you want a programme
out of the ordinary, talk to the person most critical for its success –
and that better be the professor, because if programme responsi-
bility lies with the salesperson, you are in trouble. 

Relationship management
That being said, relationship managers are very useful as a support
person. Let your own support person deal with him or her, and make
sure that the minute any content issues spring up, the problem is
escalated to you; and the professor. (And, by corollary, do not fall
into the trap of becoming an intermediary yourself, in cases when a
business colleague needs a programme and asks you to set it up.)

Fourth, ask not what the professor can do for you, but what you
can do for the professor. Professors are not motivated by money.
Actually, that is a whopping big lie – they certainly are, but it needs
to come in a form palatable to the world they inhabit. Executive edu-
cation does not help a professor in his or her career; at best, it earns
him or her brownie points for helping the school. 

What counts in the academic hierarchy – at least officially – is
publishing what seem to the layman to be unreadable articles in
obscure journals read by few and remembered by even fewer. These
articles are created through back-breaking work, and qualified
through an evaluation process that makes purgatory feel like a day
at the beach. To do the work, the professor needs money, in the
form of research grants. To get through the evaluation, he or she
needs data, obtained by getting access to corporations. If you can
give the professors research money and access to data (i.e., your
company,) they will happily create executive education programmes
as part of the research process. They will even teach them. (It is pos-
sible to bag a few professors through money, primarily the younger
ones, but on a repeated basis this will yield low-quality prey.)

Fifth, it is not what you say, it is what you do. The above will
attract and retain professors, but will not earn their undying love. To
achieve that, you need to follow through and do what they say.
Professors seeing their theories listened to and applied will do any-
thing you ask of them: sit on your board, talk to your executives,
co-write career-enhancing articles with you, and even listen to your
suggestions for making their theories better. The danger lies in that
you may go native yourself – and what a tragedy that would be.

So there you are. To bag a professor, start wining and dining
them, pay them for a small presentation, then lure them with money
and access to provide you with tailor-made executive programmes.
It is easy. You can start now. My e-mail is self@espen.com.

Espen Andersen is Associate Professor, Norwegian School of Management BI,
and Norway and European Research Director, The Concours Group.

A study of the psychometric data of 8,000 UK
managers by Ashridge Business School sheds
interesting light on the future challenges for
management and leadership development

by Fiona Dent, Judy Curd, Melissa Carr and Eddie Blass

Organisational life today is increasingly complex, fast-moving and
changeable. To succeed in this challenging environment, managers
must be highly competent in an increasingly wide variety of func-
tions and skills. 

In order to explore managers' abilities and preferences, psycho-
metric instruments are used in management development. These
help us to understand why we find certain functions and skills easier
and more to our taste than others. At Ashridge, we have used a wide
range of psychometric instruments during the course of our devel-
opment activities, and have collected data on over 8,000 managers
during the last four years. This article explores how the Ashridge
sample differs from the general population using the Myers-Briggs
Type Indicator (MBTI), and what this means for the future of leader-
ship and management development.

MBTI ‘types’
The MBTI is one of the most widely used personality instruments in
the world today. It examines and measures our preferred style of
dealing with the world and the people in it, and identifies our pref-
erences on four dimensions. These four dimensions provide people
with a way to explore differences between themselves and others,
and the ways they like to live their lives. There are 16 possible per-
sonality ‘types’ stemming from the four dimensions, some of which
occur more frequently in the general population than others. When
comparing the results of the spread of types among the general
population against those of the Ashridge population, some inter-
esting differences occur.

The Extroversion-Introversion dimension indicates where people
prefer to focus their attention. These words have a different
meaning here to those used in everyday conversation. They refer
more to where you gain your energy, rather than to how gregarious
you are. Extroverts gain their energy from the external world and
the people around them, and prefer to deal with many things simul-
taneously rather than focus on one job at a time. Introverts gain
their energy from the internal world of thoughts and ideas, and
prefer to deal with a few things in depth rather than be bombarded
by many things at once. Not surprisingly, the Ashridge sample con-
sisted of over 60 per cent extroverts, although the norm for the
whole population is just over 50 per cent. 

The Judging-Perceiving dimension indicates how people prefer
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to orient themselves to the external world. Those with a judging
preference live in a planned and organised way, preferring structure
and getting satisfaction from feeling that they have got things done.
They try to avoid last-minute pressure by planning. Those with a per-
ceiving preference, on the other hand, live in a flexible and
spontaneous way, preferring to keep their options open. The
Ashridge sample here showed a higher tendency for the judging
preference to perceiving, but this is also true (but not to the same
extent) for the general population.

The final two dimensions are concerned with how we prefer to
take in information (sensing or intuition), and how we prefer to make
decisions (thinking or feeling). These are where the greatest differ-
ences occurred between the Ashridge population and the general
population, which raise questions about how people manage and
lead, how they relate to their teams, and how they can be developed
further for transition into tomorrow's workplace.

The dimension relating to how we prefer to take in information is
the Sensing-Intuition dimension. Those who have a preference for
sensing prefer to take in information through their eyes, ears and
other senses to find out what is actually happening, recognising the
practical realities of situations. Those who prefer intuition take in
the big picture, focussing on the relationships and connections
between facts rather than the facts themselves, seeing new possi-
bilities and new ways of doing things. The general population is over
75 per cent sensing with a minority being intuitive, while the
Ashridge population is virtually evenly split at 51:49. 

This difference can have implications for how managers and
leaders should be developed. Sensing types have been found to like
sequential learning, and their approach to creativity tends to be
adaptive, while intuitive types tend to be more innovative. Sensing
tends towards left brain activist learning, while intuitives tend
towards right brain theorising. Intuitives therefore have an advan-
tage in higher education because their attention to conceptual
matters, theory and broad patterns in complex material is well
suited to this form of learning. They can take theoretical ideas in
abstract form and apply them to their real world of work, being able
to truly make sense of their reality in terms of the theoretical model.
Sensing types have more difficulty with this and need a more linear
approach to their learning. This may take them to the same end, but
in a slower, more methodical manner. 

Intuitive managers
It is easy to see how intuitive managers have difficulty managing
teams who are predominantly sensing, as these managers will
express ideas to their teams in a way to which the latter cannot
relate. Equally, the team will become frustrated as team members
will feel they are never given clear instructions on what to do, and
do not understand how their role impacts on the whole picture.
Intuitive managers with sensing teams need to learn discipline so
that they think back through their thoughts explaining the missing
steps to their team. An understanding of the differences of this
dimension can greatly improve management-team relations, as at
least some understanding of the difficulty each is having in under-
standing the other can be taken on board.

More difficult is the intuitive team that becomes impatient with
its sensing manager, as team members' brains will get to the con-
clusion before the manager does. Team members can become
bored, feel they are being held back, and ultimately be quite
destructive in such situations. Equally, their manager will feel that
he or she is not being listened to, and will be frustrated with the
teams ‘poor’ (non-linear) performance. It is very difficult for
someone with a sensing preference to develop intuitive behaviours,
although activities encouraging creative thinking and thinking out-
side the box can help. 

In a world where traditional organisational structures are
declining and portfolio work is growing, those with a sensing prefer-
ence could find the future more difficult than the intuitives. The
sensing population are better suited to routine and detailed tasks,
while the intuitives are more adept at strategic planning (1). They will
fare better at portfolio working and at being entrepreneurial.
However, this may not be a problem in the future. Both samples con-
sidered in this paper have already left school. The children that form
the next generation already live and work in this fragmented world
and are developing in a more right brain manner. They grow up
playing in virtual games that simulate real life, and have a holistic,
electronic education as well as the linear, left brain experience they
receive at school (2). 

Thinking-feeling dimension
The other dimension where there is a marked difference between
the two samples is the Thinking-Feeling dimension. This dimension

by dimensions 

EXECUTIVEEDUCATION



68
EBF issue 19, autumn 2004

represents how people prefer to make decisions. Thinking people
look at the logical consequences of their actions and choices, and
examine things objectively, analysing cause and effect. Feeling
people, on the other hand, consider what is important to them and
to other people, mentally placing themselves in a situation and iden-
tifying with the people involved so they can make decisions based
on person-centred values. They want harmony, are empathic and
their decisions tend to be made on a subjective basis.

Not surprisingly, the Ashridge sample was over 80 per cent
thinkers with a small minority of feelers, while the general popula-
tion is more balanced with just over 50 per cent preferring feeling
to thinking. This result is not surprising, as the business world today
is regulated in such a way that decisions have to be justified in a log-
ical manner to shareholders, and financial outcomes are still the
primary drivers. However, this may not be the case in tomorrow's
workplace. There is a growing interest in work-life balance, emo-
tional intelligence and spirituality in the workplace, and other such
trends emerging in both management literature and the workplace. 

MBTI and emotional intelligence
A study comparing MBTI types with emotional intelligence (EQ)
found some significant correlations between the two concepts. The
EQ elements were give as self-awareness, emotional resilience, moti-
vation, interpersonal sensitivity, influence, intuitive decision making,
conscientiousness and integrity, all of which the study claims are
developable. The MBTI intuitive types were the most positively cor-
related with overall EQ scores, particularly interpersonal sensitivity,
influencing, and intuitive decision making, while those with a
sensing preference correlated negatively with these factors. While
you might expect the Thinking-Feeling dimension to correlate
strongly here, the only significant relationship found was that those
with a feeling preference were negatively correlated with emotional
resilience, which again makes sense as the manager who has a
feeling preference to thinking will carry the burdens of their team
with them, and all of their emotional baggage.

Again, difficulties arising between managers and their teams
could be due to being at opposite ends of the dimension when it
comes to thinking and feeling. Thinking teams will find it difficult to
respect their feeling manager unless the latter can support their
empathetic decisions with sound logic as well. Equally, a feeling
team will not warm to a thinking manager who justifies everything
on logic at the expense of humanity. 

Throughout this article, the words ‘manager’ and ‘leader’ have
been used separately, with the predominant focus being on the
manager rather than the leader. This has been deliberate, as the dis-
tinction between the two becomes clearer when types are examined
rather than the dimensions themselves. Managers refer to that
group of people who have responsibility for either a task or a func-
tion, which may or may not include supervision of a team. Leaders,
on the other hand, generate ideas and take organisations forward,
either within their specialist area within the organisation, or at the
head of the organisation itself. The two roles do not need to be
mutually exclusive, but equally, do not have to be combined.

When comparing the general population sample with the

Ashridge sample, two of the 16 type groups fall within the top four
of both in terms of numbers. These are the ISTJs and the ESTJs. It
is interesting to note that only the extrovert-introvert dimension
changes here, meaning that nearly a quarter of the general popula-
tion and the a third of the Ashridge population are STJs. 

ESTJs were the biggest single group in the Ashridge sample
while they are the fourth largest in the general population. This
reflects the ‘here-and-now-manager’, who provides direction and
planning, needing to get people, things and organisations ready for
action. They value competence and efficiency, and are best when
the problem is clear and can be solved by proven techniques. At
their least effective, they can become domineering and impatient
with those who do not follow procedures.

The ISTJs are the biggest single group in the overall population,
while they are third in the Ashridge population. These are ‘prag-
matic’ managers who like to bring order and efficiency to their work
environment, using logic to influence others. They prefer to deal
with the specific facts and details and will stick to schedules until
they are completed. They can become rigid and concentrate so
much on logic that they do not see the impact on people. 

Neither group stands out for their leadership capabilities. Their
roles are very much of a management nature. Drive, innovation and
entrepreneurial tendencies do not shine through, nor do the holistic
thinking skills necessary for strategic planning. People that fall into
these categories will probably perform best in middle and senior
management roles where a specialism needs managing rather than
developing, and will be most beneficial to organisations when they
are in the growth and maximum output stages of the organisational
life cycle. They become less effective when the organisation is in
decline and in need of new ideas to regenerate itself.

The ENTP group were the fourth largest among the Ashridge
sample, but are a very small group in the general population. This
‘entrepreneurial’ group lead by developing innovative strategies for
new ventures. They are classic start-up managers, providing energy
to get new projects off the ground. They can be flexible, change-ori-
ented, assertive and questioning. Others may see them as ignoring
the impact on others of their ideas and being overly challenging.

The ENTJ group was the second most frequent in the Ashridge
sample, while again, is a very small proportion of the general popu-
lation. This ‘visionary’ group lead by presenting a vision and
energising others to meet it. They concentrate on making decisions
and objectively analysing problems. They are direct in dealing with
problems and can be seen as clear and assertive. At times, ENTJs
can become impersonal and critical and may appear to be abrasive.

Both the last two groups have ENT in common and simply differ
on the Judging-Perception dimension. Both clearly demonstrate
leadership tendencies, with the Js having more managerial aspects
than the Ps. The ENTs represent less than six per cent of the general
population, but over a quarter of the Ashridge population. 

Focusing on weaknesses, the ENT population can appear
brusque, having difficulty expressing emotions and lacking social
tuning. Despite this, both the E and N elements of their type corre-
late positively overall with EQ, and the Thinking-Feeling dimension
does not impact significantly. Equally, the STJ population can appear
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uncaring, unwelcoming of challenge and a little obsessive about
their work. None of these may bother an organisation when they are
seeking to develop management capabilities, but they may bother
the teams they may end up managing.

The analysis suggests implications for both organisations and
individuals, and raises as many questions as it does pose answers.
For decision-making, it would appear that managers show a typical
profile that is fairly data rational, while contemporary organisations
appear to be seeking managers who value people and relationships.
Managers might need to review their approach to data collection
and decision-making, and perhaps take more account of people and
relationships as part of the process. 

Adapting management styles
This raises many questions which as yet remain unanswered for
many individuals and organisations. Can you adapt your managerial
style to suit your reports? Can you vary your influencing approach
to suit the people and situations you face? Have you spent time

exploring with your colleagues and reports what it is that motivates
and de-motivates them, and do you spend sufficient time dealing
with people and their values at work? Do you unconsciously recruit
in your own like? How much do you value diversity of personality in
your team and organisation? These and other issues are significant
for the way managers are selected and developed, and in relation to
the content of any management development programme.

Specifically looking at the four dimensions, where are all the
‘feeling’ managers? Might they all become ‘thinking’ to cope with
the management role? If we accept that many decisions in business
and management are based on logic and objective reasoning, there
could be a danger that personal values are overridden by logical,
decision-making bosses and organisations. Perhaps the lack of
‘feeling’ in management teams could mean that managers forget or
fail to notice the effect of organisational decisions on people. 

In the general UK population, there are significantly more
sensing types than intuitives. Yet in management, there is a much
more balanced proportion. Might this have some significance for the
challenges many managers face when dealing with change, both
from their own perspective and in convincing others of the necessity
for change? So if we accept that ‘Ns’ cope more effectively with
ambiguity and change and with so many ‘Ss’ in both management
and the general UK population, the challenge for everyone might be
related to speed and acceptance of change.

So, what can we deduce from the above? Perhaps specific types
are attracted to managerial positions. Alternatively, when someone
moves into a managerial position they may have to develop their
less preferred preference in order to cope with the demands of the
job. Either way, there are implications for both managerial and
organisational development, especially if one subscribes to the view
that organisations are seeking more managers who take a balanced
approach by considering the people and relationships in as much
measure as the rational business focus. It may be that this is one of
the reasons why there has been a significant growth in the demand
for management development in the area of leadership, and espe-
cially on the softer side of leadership.

Fiona Dent is director of executive education, Judy Curd is
project co-ordinator, Melissa Carr is tutor and Eddie Blass is
research associate, at Ashridge Business School.

FOOTNOTES
1 Gardner, W.L. and Martinko, M. J. 'Using the MBTI to Study Managers: A

Literature Review and Research Agenda', Journal of Management, vol. 22,
no. l, (1996) pp. 45-84.

2 Note that this will ultimately lead to a change in the school curriculum,
but this is not anticipated to occur within the next few years. Also, this
change in the learning process in the young could account for the
increasing number of children diagnosed as having attention deficit
disorder; they could be highly intuitive but are stuck in a sensing teaching
world which is leaving them bored and alienated. Hence they misbehave
because there is not enough stimulation to keep them engaged.
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