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INTRODUCTION
Working in an organization means working with other people. How you interact with and relate to many 
dierent kinds of people plays an important role in your success at work. is report demonstrates how 
your results from the FIRO Business® assessment can help you understand your interpersonal needs and 
how you interact with others in your organization. Information from the FIRO Business tool can help 
you maximize the impact of your actions and behavior at work, identify options for increasing your job 
satisfaction and productivity, and explore alternative ways to achieve your goals. 

As you read through this report, keep in mind that all instruments have limitations. e FIRO Business 
assessment provides information on your fundamental interpersonal relations orientation. It is a measure 
of interpersonal needs in the areas of involvement, inuence, and personal connection. It is not a 
comprehensive personality assessment, nor is it a test of abilities, career interests, or success. 

Each of the rst ve sections of this report (see the list below) describes your preferred approach to 
the topic and indicates some of the strengths and challenges of your approach. Each section ends with 
“developmental stretches”—strategies you might try, new thoughts you could entertain, feedback you 
might seek in order to stretch yourself to develop new capacities as a leader. e “Next Steps” section, 
at the conclusion of this report, helps you plan how to use the developmental stretches to enhance your 
interpersonal eectiveness.

How Your FIRO Business® Leadership Report Is Organized

• Relating to Your Coworkers

• Relating to Your Manager

• Relating to Your Direct Reports

• Handling Negotiation and Conict

• Making Decisions and Setting Priorities

• Next Steps
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Possible Challenges of Your Approach to Coworkers

•  You may get interrupted or distracted because you don’t give people clear messages about when you 
need private time to think or work, or just to recharge.

• Your approach may sometimes confuse people who don’t know whether you are open to being  
approached or need private time.

• In public situations, you sometimes talk too much or say things about which you should have been 
more discreet, and then later regret having been so open.

• Your willingness to talk through issues in group settings may lead others to view you as dominating 
group time.

• Because you sometimes seem quite sociable and at other times are quite private, others may  
mistakenly attribute your changes in behavior to hidden motives. 

Developmental Stretches

•  Make sure you have enough time alone to keep yourself energized and engaged.

• Be explicit with coworkers about when you need private time and when you will be available again; 
arrange signals so that people will know (e.g., door closed or open). It will help if you schedule  
regular quiet times so your colleagues can anticipate your needs.

• Analyze how to best allocate your time between teamwork and individual work; identify which  
projects most require collaboration and which require periods of uninterrupted thinking or writing.

• ink strategically about when you want to be the center of attention, or at least share the stage,  
and when it would be better to back o and let others take the lead.

• Be transparent when shifting between the social and private aspects of your style so as to avoid  
misinterpretation of your motives, especially if you are in a high-visibility leadership role.
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Possible Challenges of Your Preferences

Given what you want from a manager, some issues are likely to surface, as noted below. is list oers 
points for you to consider and evaluate. Keep in mind that a manager’s style is inuenced by many  
factors, including personality, interpersonal needs, and life experiences, and thus it is dicult to  
predict exact issues in your relationship with your manager.

• You may want your manager to be more participatory with the team and less personally attentive 
than he or she is comfortable being.

• You may want your manager to be more accepting of others’ ideas and opinions.

• You may want your manager to interact more with your team and to be more open with information.

• You may request information that your manager believes is not appropriate to share.

• You may lose motivation quickly if your manager does not involve you in something and does not 
explain why.

• You may resist your manager’s attempts to get to know you personally, which may lead your manager 
to distrust you.

Developmental Stretches

• Be explicit with your manager about how much recognition you need, how often, and for what.  
Mention that you don’t need a lot of one-on-one attention. 

• Don’t take it personally if your manager doesn’t include you in every group; talk to your manager 
about what you want to be included in.

• If your manager doesn’t give you enough information, be persistent in asking questions of your  
manager and your colleagues.

• Find colleagues who share your interests or knowledge and arrange to exchange information  
frequently. 

• Establish a relationship with a mentor who can oer feedback, provide advice, and give you the  
recognition you need.

• Make a conscious eort to share some personal information, opinions, or feelings you are comfortable 
sharing so that others get to know you better, which helps establish trust.
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Possible Challenges of Your Approach to Direct Reports

• Your need for structure and organization may be impractical in certain situations (e.g., a start-up 
operation, when there is a lack of funds for infrastructure), particularly when things are going well.

• Your penchant for giving direction may be viewed by others as micromanaging, stiing, or  
interfering.

• You may neglect informal systems that are helping to support productivity, such as skunk works, 
work-arounds, and shadow systems. 

• You may become overextended with all the duties and tasks you are directing, leaving little time for 
your personal life and leisure activities.

• Direct reports may not be ready to take on as much responsibility as you want them to assume.

• It may be dicult for you to allow spontaneous conversation and to support unstructured problem 
solving. 

Developmental Stretches

• Create ways to defer and minimize your inclination to overly direct others and provide structure  
(e.g., write down ideas for providing structure but don’t act on them for 72 hours; your delay may  
allow someone else to learn by initiating action). 

• Decline to oer your point of view and learn to ask more questions and inquire about the ideas of 
your direct reports, especially when they seem to be trying to get you to change your position.

• Be clear about whether you are providing your direct reports with optional suggestions or politely 
telling someone what you want done.

• Learn to postpone decisions that don’t need to be made right way; consider whether a decision is 
premature; set a date for when you can revisit the issue with your direct reports and achieve closure.

• Schedule regular time to review your duties and formally delegate work to others.

• Develop a trusted inner circle of colleagues and/or sta who will honestly tell you when you are  
taking on too much or providing too much structure.
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Possible Challenges of Your Approach

• It takes time to get all the information out in the open and get everyone to agree on the facts; you 
may not have time for this if the situation is urgent. 

• You may not have built up sucient trust or legitimacy with the other party to establish a broader 
context or common ground for the negotiations.

• You may share information too quickly in the interest of nding common ground.

• After having rst established a level playing eld, you may nd it dicult to fall back on formal 
authority later; others might see such a sudden change in approach as heavy-handed, which could 
greatly reduce trust.

• Because your strategy of last resort is to make a personal connection, others may feel you don’t have 
their best interests at heart. If there has been a history of mistrust or people are not condent about 
what they want, they will need more time to get a sense of your values and motives before allowing 
themselves to be inuenced.

Developmental Stretches

• Try to get early agreement on the process for the negotiations.

• Be sure to get all the facts out and hear both sides before you begin trying to “sell” the other party on 
common interests.

• Outside of the negotiations, try out your reasoning and share your ideas with some carefully selected 
condants who can help you test your assumptions.

• Avoid using formal authority as a fallback position until you are sure you have exhausted all  
possibilities for establishing common ground. 

• If tensions are high and trust is low, consider involving someone allied with you who can provide a 
more personal, empathetic approach.
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Possible Challenges of Your Decision-Making Approach

• When overdone, striving for consensus and common understanding can suppress individuality,  
creativity, and the willingness to raise concerns realized after a decision has been made.

• As people grow accustomed to your consistent emphasis on joint problem solving, excluding someone 
when a matter is sensitive, urgent, or outside the person’s area of expertise or authority may become  
dicult.

• Because you put less emphasis on mutual support, you may nd that when decisions are implemented, a 
quiet resistance has accumulated, leading to avoidance or lack of persistence when an obstacle arises.

• With lower levels of attention to mutual support, your decisions may be viewed as too businesslike,  
dismissive, or unresponsive to growing resentment or morale problems.

• Due to your low receptiveness to support, encouragement, or individual coaching from others, your 
decisions may be seen as reserved, unsympathetic, and detached.

• You may be stressed when others engage in decision-making processes that require lots of individual 
consultation and sharing of private concerns or reactions before conclusions are reached.

Developmental Stretches

• Don’t strive for unanimity (i.e., 100% are in favor of the decision) when only consensus is needed  
(i.e., no one will actively block the decision). Develop rules for decision making that make it clear  
when people disagree but will not block a particular course of action.

• Get expert help in minimizing the hidden process costs associated with achieving greater understanding 
and a shared sense of direction. ere is often a temptation to struggle together in this process while  
the hidden costs of time delays are rising. Outside process experts or trained group facilitators can help 
accelerate the pace and minimize those costs.

• Decide when transparency, fairness, and equity are most needed or will result in the most gains, rather 
than trying to use this process for every decision.

• Make deliberate eorts to allow others to talk with you one-on-one about their personal reactions and 
concerns. Allow time in these conversations for the other person to ask you probing questions related  
to your decisions, and be prepared to talk about your personal motives and reactions. 

• Ask someone you trust to listen for individuals who are not voicing their frustrations and reservations  
in public. Meet with those people to hear their point of view; you are not obligated to take their advice, 
but you will be demonstrating a special interest.

• Don’t overreact when others attempt to solicit your personal reactions to or concerns about a decision. 
Instead, work to control nonverbal behaviors that show you are not comfortable with these types of 
interactions. If you are not sure what your nonverbal cues are, ask a colleague to observe you and oer 
feedback. Don’t mistakenly assume that people are being intrusive or trying to manipulate you. 
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NEXT STEPS
e developmental stretches identied for you throughout this report suggest ways to develop your  
leadership eectiveness. Look at the stretches as promising avenues for you to explore, not as reasons to 
feel discouraged. Every person who receives this report gets lists of developmental stretches, just as you 
did. But each person’s list diers because everyone has dierent interpersonal needs and preferences.

Review the rst three sections of this report, which describe how you relate to your coworkers, manager, 
and direct reports.

• Identify the groups with which you most need or want to develop your working relationship at this 
time. If all three are important, prioritize them. Your relationships with all three may be good, but 
there is probably room for improvement.

• In the section that is most important to you now, look over the developmental stretches. Don’t try 
to do all of them at once. Instead, pick those that are the most important for you to develop and to 
which you are willing to commit yourself. You can go back and work on the others later.

• Now, write a short plan for each developmental stretch that you have identied as most important. 
What are the steps you will take to learn new behaviors? When will you complete each step? What 
resources will you need? Draft an action plan and discuss it with someone who can give you feedback 
and encouragement.

• Another option is for you to identify a person with whom you would like to have a better working 
relationship. Ask the professional who administered the FIRO Business assessment to you to request 
that your colleague take the assessment as well. en you and your colleague can discuss your reports 
and what each of you needs from the other to be more eective. 

Now review the two sections of this report that describe how you negotiate and handle conict and how 
you make decisions and set priorities.

• Identify which of these leadership skills you most need or want to develop. 

• In the section that is most important to you now, look over the developmental stretches and choose a 
few strategies that are crucial to you in your current work. 

• Make a plan for working through each of the developmental stretches you have identied. List the 
steps you will take to learn new behaviors, set target dates by which you will complete each step, and 
list the people who may be able to oer ideas, support, or opportunities to use the new behaviors. 
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