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Presentation Objectives
• Define “Emotional Intelligence” and explain the 

need to understand personality styles 
• Provide a brief history of personality (behavioral) 

styles
• Explain in detail the Four Quadrant model
• Explore the strengths, weaknesses, and reactions 

to stress for each style type.
• Discuss how to identify each style type
• Address how to “flex” your own style
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Introduction
• “Soft” skills as well as technical skills are 

requirements of an effective Project Manager
• Developing effective soft skills requires emotional 

intelligence
• Emotional Intelligence (EI) is the ability to

– Recognize and manage your own emotions 
– Effectively deal with the emotions of others
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Emotional Intelligence
• Daniel Goleman – bestselling author of 

Emotional Intelligence: Why It Can Matter More 
Than IQ

• Direct link between a company’s success and the 
EI of  its leaders

• States that EI is twice as important as technical 
skill and IQ for job success.

EI can be learned!
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• Self-Awareness: ability to recognize and 
understand your moods, emotions, and drives and 
their effects on others

Components of EI

• Motivation: ability to impel action

• Self-Regulation: ability to control disruptive 
impulses and moods

• Empathy: ability to understand the emotional 
make-up of other people

• Social Skill: ability to manage relationships
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EI and Personality Styles

All five 
components 

of EI require a 
good knowledge 
of personality 

styles

Self-Awareness

Self-Regulation

Motivation

Empathy

Social Skill
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Personality and Personality Styles
• Personality = collection of emotional and 

behavioral traits that characterize a person
• Nature vs. Nurture?
• Everybody has a preferred personality 

(behavioral) style

• Psychometrics = study of theory and 
technique of psychological measurement, 
including personality traits
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History of Behavior Models
• Personality profiling systems 

date back over 5,000 years to 
Egypt and Mesopotamia

• Health connected to four 
elements – Fire, Water, Earth, 
and Air

• These in turn are related 
to body organs, fluids, and 
treatment
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History of Behavior Models
• Greeks – notably Hippocrates & Plato – 

“formalized” this knowledge about 2,500 years 
ago 

• Four Temperaments: based on 4 body fluids
– Blood = cheerful
– Yellow bile = enthusiastic
– Phlegm = calm
– Black bile = somber
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History of Behavior Models
• Carl Jung – Swiss psychiatrist and 

founder of analytical psychology
• His book, Psychological Types 

(1921), provided a theory on how 
people perceive the world and make 
decisions

• Stated that people have three sets of preferences:
– Orientation: Extrovert versus Introvert
– Judgment: Thinking versus Feeling
– Perception: Sensation versus Intuition 
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History of Behavior Models
• William Marston: built on Jung’s work
• His book, Emotions of Normal People (1928), 

introduced the four quadrant behavior model

©Joe Lukas, May-2009

• Described behavior as occurring 
along two axes (active vs. passive 
and favorable vs. antagonistic)

• By placing the axes at right angles, 
four quadrants are created; each 
quadrant describes a behavioral pattern
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Some Popular Behavior Models

• However, other people built on his 
work and developed many different 
personality assessments 

• Each one offers a different perspective 

• Marston never did develop an assessment, 
because he was too busy with….
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Meyers-Briggs Type Indicator 
(MBTI)

• Developed during WWII by Katharine Cook 
Briggs and Isabel Briggs Myers

• Believed knowledge of personality preferences 
would help women entering the industrial 
workforce

• Original questionnaire grew 
into the Meyers-Briggs Type 
Indicator (MBTI), first 
published in 1962
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Meyers-Briggs (continued)
• MBTI adds Judging/Perceiving to Jung’s three 

sets of preferences
• Looks at four pairs of preferences or dichotomies, 

with a resulting 16 types 

Extraversion

Sensing

Thinking

Judging

Introversion

iNtuition

Feeling

Perceiving

.   .   .   .   .   .   .   .   .   .   .   .   .

.   .   .   .   .   .   .   .   .   .   .   .   .

.   .   .   .   .   .   .   .   .   .   .   .   .

.   .   .   .   .   .   .   .   .   .   .   .   .
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Kiersey Temperament Sorter 
(KTS)

• First introduced by David Kiersey in the book 
Please Understand Me (1978)

• Closely associated with the MBTI
• A self-assessed personality questionnaire designed 

to help people better understand themselves and 
others

• KTS focuses more on directly observable 
behavior, while the MBTI primarily focuses on 
how people think and feel
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DiSC ® and Colors
• DiSC ® and Colors assessments look at two of the 

preferences Jung postulated: 
– Extrovert versus Introvert
– Thinking versus Feeling

DiSC®

D = Dominance
i = Influence
S = Steadiness
C = Cautiousness/Compliance

Colors
Red
Yellow
Green
Blue
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Enneagram
• Enneagram comes from two Greek words 

meaning "drawing of nine”
• Mapped around an ancient 

symbol of perpetual motion 
• Describes nine distinct 

personality types and their 
interrelationships
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Comparative Table 
Year Source Four Personality Styles

c. 400 BC Hippocrates Blood 
(cheerful)

Yellow bile 
(enthusiastic)

Phlegm 
(calm)

Black bile 
(somber)

c. 340 BC Plato Artistic Intuitive Reasoning Sensible
1928 Marston Dominance Inducement Steadiness Compliance
1958 DiSC Dominance Influence Steadiness Cautious/ 

Compliant

1958 Meyers- 
Briggs

Sensing/ 
Perceiving

Intuitive/ 
Feeling

Intuitive/ 
Thinking

Sensing/ 
Judging

1998 Keirsey Artisan Idealist Rational Guardian
1990s Colors Red Yellow Green Blue
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Basic 4-Quadrant Model

ExtrovertIntrovert

Thinker

Feeler
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Basic 4-Quadrant Model 
Explained

Introvert

• Less assertive
• Quieter
• Reflective
• Speak softly/slowly
• Thoughtful
• Decides slower
• No rush on decisions
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Basic 4-Quadrant Model 
Explained

Extrovert

• More assertive
• Talkative
• Move more rapidly
• Speak louder
• Emphatic
• Decides quicker
• Push for decisions
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Basic 4-Quadrant Model 
Explained

• More responsive
• “Playful”
• More facial expressions
• Expresses feelings
• Focus on feelings

Feeler
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Basic 4-Quadrant Model 
Explained

Thinker

• Less responsive
• Serious/reserved
• Fewer facial expressions
• Control feelings
• Focus on facts
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The Four Basic Personality Styles

ExtrovertIntrovert

Thinker

Feeler

Analytical Driver

ExpressiveAmiable
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A Note of Caution!
• These descriptions are “snapshots”

– They are generalized, simplified descriptions of 
behaviors and traits

– Provide useful, but incomplete, information 

• No one is exclusively one type/temperament
– Tend to have a dominant style augmented by 

a mix of other types
– Dependent on environment and circumstance

• No style is “best”
– Each can be successful
– Each has merits AND drawbacks
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The Analytical Personality

ExtrovertIntrovert

Thinker

Feeler

Analytical Driver

ExpressiveAmiable
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General Descriptors
• Logical, thorough, serious, systematic, prudent, 

cautious, and compliant
• Emphasize working conscientiously to ensure 

quality and accuracy
• Tend to focus on tasks, seek details and facts, and 

need structure
• Examples: Thomas Jefferson 

Albert Einstein
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Strengths and Weaknesses

• Perfectionist
• Questioning
• Idealistic
• Sensitive
• Self-disciplined
• Precise

• Moody
• Negative 
• Rigid 
• Self-centered
• Unsociable 
• Impractical
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The Amiable Personality

ExtrovertIntrovert

Thinker

Feeler

Analytical Driver

Expressive

Analytical

Amiable
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General Descriptors
• Steadfast, cooperative, supportive, diplomatic, 

patient, and loyal 
• Emphasize cooperating with others to carry out a 

task
• Tend to focus on people, seek sincere 

appreciation, and need time
• Examples: Robert E. Lee 

Dwight Eisenhower
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Strengths and Weaknesses

• Organized
• Easygoing
• Likeable
• Empathetic
• Dependable
• Practical

• Stubborn
• Indolent
• Unmotivated
• Self-protective
• Plodding
• Dependent
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The Driver Personality

ExtrovertIntrovert

Thinker

Feeler

Analytical

Expressive

Analytical

Amiable

Driver
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General Descriptors
• Dominant, independent, candid, decisive, 

pragmatic, and efficient
• Emphasize overcoming opposition to accomplish 

results 
• Tend to focus on tasks, seek power and control, 

and need challenges 
• Examples: Henry Ford I 

Charles Lindbergh
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Strengths and Weaknesses

• Determined
• Strong-willed
• Competitive
• Decisive
• Demanding
• Optimistic

• Domineering
• Controlling
• Insensitive
• Unsympathetic
• Hostile
• Opinionated
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The Expressive Personality

ExtrovertIntrovert

Thinker

Feeler

AnalyticalAnalytical

Amiable

Driver

Expressive
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General Descriptors
• Charming, outgoing, enthusiastic, persuasive, fun- 

loving, and spontaneous 
• Emphasize influencing or persuading others
• Tend to focus on people, seek popularity and 

recognition, and need the spotlight 
• Examples: Winston Churchill 

Franklin Roosevelt
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Strengths and Weaknesses

• Warm
• Friendly
• Responsive
• Compassionate
• Generous

• Undisciplined
• Disorganized
• Unproductive
• Hasty
• Manipulative
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Recognizing Style Clues

• Work environment

• Personality traits

• Interaction preferences
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Work Environment Clues
• Very formal, neat office; lots of reference books 
• Certificates and awards on walls and desk

• Comfortable, welcoming office; lots of papers
• Family-friends photographs, plants

• “Sterile” office; minimal decor
• Neat, well-organized desk; personal organizer

• Messy desk; lots of pictures/decorations
• Stacks of papers; sticky notes piled near phone
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Analytical Style Clues
• Interactions may be difficult
• Tends to be very formal
• Minimal facial expression
• Minimal eye contact or gestures
• Long pauses in conversation 
• May not consider the feelings of others
• Tends to focus on minor details
• Questions may seem critical and insensitive to 

others               
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Interactions + Analytical Style  

• Be prepared and thorough
• Don’t be flippant on issues
• Allow time to discuss details
• Don’t ask for a quick decision
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• Relaxed posture
• Calm and quiet tone
• Makes eye contact
• Listens before responding
• May be slow to adapt – likes a routine
• Avoids rejection
• Takes difficulties personally
• May become stubborn if pushed to make a 

decision

Amiable Style Clues
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Interactions + Amiable Style  

• Be patient and supportive
• Ask their opinion
• Don’t “spring surprises” on them
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• Direct
• Uses emphatic language
• Leans forward, makes eye contact
• Quick to show impatience
• Can appear arrogant
• Tends to push too hard
• Tends to be a poor listener who doesn’t absorb 

feedback 

Driver Style Clues
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Interactions + Driver Style  

• Be brief and direct
• Focus on objectives and results
• Avoid unnecessary details
• Be assertive and confident
• Don’t say it can’t be done
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Expressive Style Clues
• Relaxed posture
• Uses lots of gestures and eye contact 
• Fills silences
• May lack focus 
• Too casual at times
• Tends to be poor at planning and follow-up 
• Loses interest easily
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Interactions + Expressive Style  

• Engage in ‘small’ talk
• Be friendly, open, and flexible
• Don’t bore them with details
• Don’t be pessimistic
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Personalities Under Stress
• Under stress, people tend to move away from their 

dominant (natural) style and into their “back-up” 
style 

• Under extreme and/or continued stress, a person 
may experience up to four sequential backup 
styles, each of which takes the individual further 
away from their natural style

• The further away you get from your natural style, 
the more you stop “acting like yourself”

•
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Initial Back-up Styles

AnalyticalAvoid / withdraw 
(“run and hide”)

AmiableAcquiesce / give in 
(“whatever”)

Driver Autocratic / bossy 
(“my way”)

Expressive Attack / yell 
(“pitch a fit”)
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Analytical Style + More Stress

Avoid
Autocratic

Acquiesce Attack
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Amiable Style + More Stress

Analytical

Acquiesce Attack

Avoid Autocratic
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Driver Style + More Stress

Analytical AutocraticAvoid

AttackAcquiesce
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Expressive Style + More Stress

Analytical

AttackAcquiesce

AutocraticAvoid
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Handling Your Back-up Style
• Learn to recognize when you are in back-up style
• Be aware of what your “triggers” are
• Catch yourself and abandon your back-up style
• If you can’t get out of your back-up style…

– Limit the interpersonal damage
– Try to decrease the levels of stress already generated 
– Avoid making decisions/taking crucial actions

• Don’t “save” your back-up style for friends/family         
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Handling Others Back-up Style
• Learn to recognize when others are in their back- 

up style
• Keep your manner constructive
• Remember that you may not be the real target of 

the other person’s behavior!
• Don’t try to prevent the person from using their 

back-up behavior
• Try to relieve some of the person’s stress
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Learn to Flex Your Style
• Style Flex = temporarily using some behaviors 

typical of your non-dominant styles 

• Involves using body language and wording 
matching the preference of the person you are 
communicating with

• Especially important to use when…
– The other person is stressed
– Something important is at stake
– Need to get off on the ‘right foot’

•
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The Path Forward
• The information covered today is not new!
• Why do most Project Managers ignore 

personality styles when dealing with project 
stakeholders? 

• What do you need to DO? 

THERE IS NO “EASY” BUTTON!              
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The Path Forward

• Be aware of your own style:
Strengths
Weaknesses
Dealing with stress

• Recognize that people have different styles

• Learn to recognize the personality 
styles of others

• Learn how to flex your style
• DO IT!
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The Golden Rule Revisited 

• The Golden Rule: 
Do unto others as you would 
have them do unto you

• “Improved” Golden Rule: 
Do unto others based on their personality style
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Contact Information

Name: Joseph A. Lukas, PMP, PE, CCE
Email: joe.lukas@pmcentersusa.com
Phone: 609-575-9306

Session # COM07

Name: Janice F. Lukas, MSEd
Email: lukas256@comcast.net
Phone: 609-443-5001
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