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INTRODUCTION

What do you do really well? What kind of projects energize you? You’ve probably realized by now that most 
people are going to answer those questions differently than you do. And even though we know that everyone 
has different talents and interests, we frequently ignore this simple fact of nature when we work on a team. 
Instead, we tend to arbitrarily assign people to perform tasks that don’t take advantage of their unique 
talents.

Too often, people don’t recognize the talents of their team members, and sometimes they don’t even know 
their own talents. They may not value the differences that every person brings to the team, or they may not 
appreciate the importance of efficient and respectful teamwork. To demystify the team process, the Team 
Dimensions Profile explains how your team can identify each member’s talents and place people in roles that 
allow them to really use those talents.

The Team Dimensions Profile identifies key roles that people perform in group settings. Each of the roles 
below makes a unique contribution to a team.

CREATOR: generates ideas 

ADVANCER: communicates ideas 

REFINER: challenges ideas 

EXECUTOR: implements ideas 

FLEXER: steps in to fill in the gaps

Although most people can stretch to perform each of the roles, these stretches are often stressful and energy 
consuming if they last too long. The most effective teams consist of individuals who play to their strengths 
and embrace their natural talents. The key is to remember that everyone has a preferred role that can be 
tapped to help teams create their best solutions.

This profile describes your preferred role and explores its strengths and challenges. You will discover what 
you do best in a team atmosphere, and you will gain valuable insight into your work habits. In addition, you 
will learn about other team members’ contributions, the value that they bring to the process, and how to 
work most effectively together.
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SUMMARY OF THE TEAM ROLES

The different team roles are summarized below. Your preferred role is indicated by the checkmark. As you 
read the descriptions below imagine group members that might fit in each role.

CREATOR:
People who generate new ideas and fresh concepts are Creators. They prefer to live 
in the world of possibilities. Creators look for activities that are unstructured or 
abstract, and they thrive on innovation and unique solutions.

ADVANCER:
Those team members who communicate new ideas and carry them forward 
are Advancers. They focus on the personal, interactive world of feelings and
relationships. Advancers manage the human component of any solution, and they 
enjoy whipping up enthusiasm for a project.

REFINER:
Individuals who analyze a solution for flaws or revise a project systematically are 
Refiners. They focus on the objective, analytical world of facts or theories. Refiners 
use logic and a systematic approach to redesign a solution, and they make sure that 
ideas are sound before moving them to the next level.

EXECUTOR:
People who deliver concrete results and seek successful implementations are 
Executors. They tend to be realists. Executors make sure that important activities get 
accomplished, and they pay attention to details and the bottom line.

FLEXER:
Those individuals who are a combination of the other four roles are Flexers. They 
have an equal preference for most or all of the roles. Flexers can often adapt their 
styles to fit the needs of the team, and they probably view issues from different 
perspectives.

Remember that no role is better or worse than any other. A balanced team will have all the roles represented. 
The most effective teams have members who find the opportunities to do what they do best and give others 
the room to use their talents.
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ADVANCER-EXECUTOR:
UNDERSTANDING YOUR TEAM ROLES

You are almost equal in these two strengths. 
Think of this as that you have two reservoirs of 
strengths and talents rather than just one. That’s
why your report includes detailed information  
about both of the profiles that your assessment
selected for you. Because they are almost equal, 
it doesn’t matter which one you read first. Note 
that you can access either one of them at any 
time, by deciding which strength you want to be 
in given the situation.

WHAT MAKES YOU AN ADVANCER-EXECUTOR? Like most people, your role is based on your 
natural tendencies to focus your attention in certain directions rather than others. As described below, there 
are two dimensions that we can use to measure how people focus their attention.

One dimension measures if you prefer to focus on Possibilities or Realities. Like you, people who focus on 
Realities are more likely to appreciate practical or systematic activities. They prefer tackling structured 
projects, performing detail oriented work, and pursuing concrete results. On the other hand, people who 
focus on Possibilities are more likely to appreciate imaginative or abstract activities. They enjoy having far- 
reaching discussions, hashing out a project’s potential, or creating an innovative plan.

You can see that Executors have a strong focus on Realities and Creators have a strong focus on Possibilities.
Your focus is shown by the dot on the circle to the right. You are an Executor because of your strong

focus on Realities.

WHAT ABOUT THE SECOND DIMENSION? This other dimension 
asks if you naturally focus more on Analysis or Interaction. Those
who focus on Interaction are strongly concerned with feelings and 
relationships. They pay close attention to personal communication and 
are fairly receptive to new ideas. On the other hand, people with a focus 
on Analysis tend to look at the world from a logical and questioning 
viewpoint. They strive for objectivity in their work and tend to be a little 
bit skeptical of new ideas. As a Flexer, you are balanced between these 
two focuses and probably have an equal preference for each of them.

Looking at the figure to the left, you can see that Advancers have a strong 
focus on Interaction and Refiners have a strong focus on Analysis. In 
part, you are a Flexer because your focus is balanced between Analysis 
and Interaction.
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OVERVIEW ОF YOUR TWO ROLES

ADVANCER-EXECUTOR

Each person naturally focuses his or her attention toward 
certain areas. First, some people emphasize Possibilities while 
others focus on Realities. Second, some people emphasize 
Analysis while others focus more on Interaction. Your focus 
in these two areas influences the team role that you most 
naturally prefer.

POSSIBILITIES VS. REALITIES
Your preferred role is Executor because you have a strong 
focus on Realities. This means that you are most interested in 
practical, structured, or systematic activities. In other words, 
you tend to hone your attention on real world concerns rather 
than on abstract concepts. You are probably not as interested 
in Possibilities, which emphasize highly abstract, creative, or 
unstructured activities.

Because of your preference for Realities, you may often seek to implement a well-thought-out plan and achieve 
clear results. You probably strive to put high-quality outcomes into place, and you may find satisfaction turning 
rough ideas into completed projects. Most likely, you find a great sense of achievement in finishing what you 
started.

Like most people who have a focus on Realities, you are probably attentive to details. You tend to make sure that 
lingering issues are resolved and specifics are settled, rather than waiting for someone else to handle potential 
difficulties. To accomplish these goals, you are likely to follow an orderly process or system. With a strong instinct 
for follow-through, your attention to specifics may even continue well after a project has been executed.

ANALYSIS VS. INTERACTION
A preference for Interaction means that a person is more concerned with emotions, instincts, and 
relationships. This point of view probably come very naturally to you. On the other hand, a focus on Analysis 
emphasizes facts, theories, and data. This perspective is probably not as appealing or comfortable for you.

Your preference for Interaction means that you lean toward advancement, and you may find that you share 
some traits with Advancers. For example, you tend to take the feelings of others into account. You are 
probably quite attentive to the relationships around you and sensitive to the needs of other people. Further, 
you may appreciate solutions that are based upon common sense or gut instinct. Answers that have only pure 
logic or lots of cold facts at their core are not as likely to earn your enthusiasm. Refiners focus on Analysis, 
and Advancers rely on Interaction. Again, you may find that you have something in common with both roles
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YOUR ADVANCER STRENGTHS

As an Advancer, your energy for Interaction means that you most likely 
place a high priority on your personal relationships. You may help the 
team maintain an open and ongoing flow of communication. Not only 
does this help team members communicate with each other, it helps them 
keep in contact with other groups or departments. You may find that you 
enjoy networking with others to form valuable relationships for yourself 
and the team. In addition, you probably have a unique talent for creating 
enthusiasm and getting people excited about new ideas. Once you have
a goal in sight, you tend to promote that idea with determination and
perseverance. This sense of purpose means that you are usually not discouraged easily, and you may strive to 
move a plan ahead quickly.

Like other Advancers, you may serve a valuable role by helping your colleagues to fulfill their potential, and you 
often place a strong value on collaboration and team solidarity. You likely show a willingness to train others on 
new procedures or to guide them toward greater insights. This interest in motivating people to use their skills 
helps the team push toward solid solutions. Combining practical aims with interpersonal goals may help you to act 
as a conductor for your team, working to establish effective communication among your colleagues.

Most likely, it is important for you that everyone on the team feel accepted, and you may even go out of your 
way to support those who seem to need more information or just a sympathetic ear. Similarly, your ideal 
methods for implementing solutions tend to revolve around high levels of cooperation. Further, you probably 
embrace proposals that are based on common sense that nearly everyone can understand or relate to. You are 
likely to appreciate those ideas that strike you as intuitively sound or that “just feel right.”

The balance that you maintain between Possibilities and Realities probably allows you to recognize solutions 
from a variety of different perspectives. Based on your respect for Possibilities, you most likely encourage 
innovative thinking. This helps you to recognize the value of an unusual idea or remain open-minded about an 
unconventional solution. However, your appreciation of Realities tends to help you rein in creativity if it gets in 
the way of practical concerns or a smooth implementation. In this way, you may often bridge the gap between 
Possibilities and Realities and advance groundbreaking ideas that might otherwise sit on a shelf.

In summary, you may find that many of the following strengths come naturally for you:
● Moving an idea, plan, or project forward
● Getting people excited about new solutions
● Encouraging teamwork
● Maintaining an open flow of information
● Relying on intuition or instincts
● Networking with a range of different people
● Making others feel accepted
● Selling an idea or product
● Creating a fun, friendly environment
● Balancing creativity with real-world concerns
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YOUR EXECUTOR STRENGTHS

Executors push to get things done. And like most Executors, you’re probably fairly 
realistic and down to earth. Your focus on Realities most likely drives you to address 
pragmatic concerns and real-world issues. As a consequence, you may respond best 
to practical and straightforward ideas. Further, the details of a project often matter 
to you, and you probably prefer to work in a fairly organized environment. These 
tendencies most likely help you to follow directions thoroughly and get the job done 
efficiently and on time.

In a team setting, you probably meet your deadlines and keep projects on track. 
Along with this adherence to scheduling, you may be mindful to track your 
performance against concrete standards and benchmarks. Setting such clear goals
for yourself or the team can be a great benefit for the group. Therefore, carrying out the team’s vision and 
implementing a project’s details may often be a point of pride for you.

The preference you display for Realities means that you most likely stay focused on results. You probably will 
not settle for less than a high-quality outcome, and you are often willing to perform extensive follow-through 
to get the results you seek. To get to this point, you often take it upon yourself to implement new ideas and 
handle final touches. Furthermore, you usually display patience even when performing routine or mundane 
tasks. In addition, you may tend to follow the established rules, create lists to keep order, and generally take 
steps to ensure a smooth workflow. Priorities such as these can increase the chances that your team gets 
results in an organized and reliable way.

Because you have both a focus on both Realities and Analysis, you are probably good at organizing and 
understanding facts or data. While others might be overwhelmed at the rush of specifics, you tend to enjoy 
tracking the particulars of a given project. You probably bring an evaluative nature to your work and are 
quick to recognize when an idea doesn’t fit with common sense. Further, you may have a strong task- 
orientation and prefer to have a dependable and methodical plan when a project is started. As a result, you 
may play a valuable team role in developing predictable systems or routines that make your work as efficient 
as possible.

In summary, you may find that many of the following strengths come naturally for you:

● Getting tasks done on time
● Paying attention to details and specifics
● Implementing systematic plans or procedures
● Assuring quality
● Maximizing efficiency
● Performing extensive follow-through
● Taking care of final touches
● Finding methodical, logical solutions
● Organizing and maintaining important data
● Checking facts for accuracy
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YOUR ADVANCER CHALLENGES

Like all of the team roles, the Advancer role has its unique challenges. 
Because you probably enjoy working off your gut instinct and intuition, you 
may avoid lengthy and seemingly impersonal analyses. As a consequence, 
you may miss some hard facts and data that have serious implications for 
your work. As well, your optimism for a plan may lead you to move forward 
too quickly. You may boldly push ahead with a project even when caution 
is the better choice. In some cases, you may even look to implement a 
proposal before all the facts have been gathered, which may allow mistakes 
to enter into the process.

Like many other Advancers, you may be quick to brush off evidence that goes against your usually optimistic 
viewpoint. At times, you may be so excited about a solution’s potential that you miss flaws or ignore 
indications of trouble. Your vision of success, therefore, may sometimes be so vivid and fixed that you don’t 
legitimate danger signs. At times, your energy and quick actions may prevent you from anticipating the 
consequences of your decisions. Similarly, you may occasionally want to move faster than your fellow team 
members, and you may need to adjust to meet their comfort levels.

Because you have a strong focus on Interaction, you probably spend a lot of time socializing or chatting. Even 
in cases where you are highly committed a task, the temptation to mingle may be difficult for you to pass up. 
Time spent talking and catching up may slowly eat away at your efficiency and productivity. Further, other 
team members may feel resentful that your time is spent socializing and not focusing on the task. And like 
many Advancers, you may have difficulty working alone for extended periods. As a consequence, you may 
seek out social interaction even when a solitary dedication to the task is needed.

Finally, your personal feelings about your co-workers may influence your opinions about their work 
contributions. You may avoid making tough but necessary decisions in favor of sparing an individual’s 
feelings. On the other hand, you may take criticism personally when it is directed at one of your proposals, 
and this can lead to unnecessary conflict or resentment.

In summary, you probably face challenges in some of the following areas:

● Taking time to analyze data and facts
● Performing routine or rote tasks
● Working alone for long periods of time
● Recognizing potential danger signs
● Being critical when necessary
● Passing up opportunities to socialize
● Making decisions that will hurt people’s feelings
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YOUR EXECUTOR CHALLENGES

Because organization and stability are so important to you, unclear goals or plans 
may cause you some stress. Most likely, you tend to dislike cloudy or vague directions 
and will probably want to know what to expect out of a project before you begin.
As a consequence, you may be uneasy when clear answers and plans are simply not 
possible. In addition, you may find that you become frustrated when someone can 
only give you broad guidelines or vague goals. That is, you may frequently want more 
clarity and certainty than the situation will allow. In addition, you may expect that 
others should share your priorities for structure or planning. Therefore, you may be 
too quick to dismiss less-organized people as irresponsible or unreliable.

Your appreciation of traditional methods may also cause some problems. For
example, you probably value the status quo and may be skeptical of unconventional ideas or strategies. You 
may prefer to use time-tested strategies that don’t require a lot of risk. Unfortunately, this may cause you to 
dismiss some unusual ideas that could ultimately lead to greater effectiveness. Similarly, because you tend to 
dislike rapid change or nontraditional methods, you may be unhappy with transitions or changes that aren’t 
clearly outlined. Consequently, your initial instinct may be to put up resistance to change or innovation.
Along those lines, you may be slow to realize when it is necessary to break a few rules or policies, even when 
those established guidelines don’t make sense anymore.

In addition, you may slow to prioritize the interpersonal needs of your coworkers. That is, you probably 
have a strong task-focus in your work, and may dismiss the human element a project. Consequently, some 
coworkers may feel that your feedback is, at times, too impersonal or matter-of-fact. Although you may
regard these concerns as over-sensitive, they may lead to tension that, in the long term, will hurt the project’s 
efficiency and quality.

Further, because you prefer practical, commonsense solutions, you may feel that long theoretical discussions 
are unproductive or wasting your time. You may not believe that these discussions are immediately practical, 
even though they are often necessary to clarify the big-picture mission of a project. As a consequence,
you may push the team to commit to a concrete solution before all of the options have been explored or 
uncovered. Similarly, your focus on results and details may cause you to lose sight of the big picture at 
times. This may drive you to pursue some immediate, short-term strategies that don’t make sense when 
you consider the larger mission of the group. Consider that the abstract or theoretical discussions described 
above often help a group step back and realign its priorities.

In summary, you probably face challenges in some of the following areas:

● Recognizing the value of unusual, creative ideas
● Exploring all options before making a decision
● Providing feedback in an empathetic manner
● Working comfortably without structure
● Making decisions based on intuition or feelings
● Keeping the big picture in mind
● Embracing risky or untested solutions
● Working with vague or unclear goals
● Brainstorming highly abstract topics
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WORKING WITH OTHERS AS ADVANCER

Interpersonal differences are an obvious part of life. People come to the job with different priorities, 
assumptions, and needs. And although these differences can complement each other beautifully, it is 
usually easier to see all the problems and frustrations they cause. For instance, Advancers like you prioritize
relationships, personal expression, and intuition. You’ve probably recognized by now that not everyone shares 
these values. This section is designed to help you understand how to work more effectively with those around 
you, even when their priorities differ drastically from yours.

WORKING WITH OTHER ADVANCERS
Advancers tend to take ideas and run with them, developing them for the benefit of the group. As an 
Advancer, you probably enjoy working with individuals who share your tendency to rely on intuition as a 
guide. In particular, your fellow Advancers will relate to your desire to move projects forward while keeping 
the team on the same page.

Working with people who share your mindset, however, can be risky if your 
joint efforts rely excessively on instinct, which sometimes occurs with those 
who emphasize Interaction. You can minimize this potential hazard by seeking 
out objective and critical analysis when necessary. Often, this insight will 
come from people who have a focus on Analysis.

WORKING WITH REFINERS
It’s true, however, that individuals who emphasize Analysis may strike you as too matter-of-fact, distant, or 
even cold in some cases. You probably feel tension if you believe that these individuals are dismissing your 
concerns or being too impersonal with you or your colleagues. In addition, your frequent interest in taking time 
to socialize or exchange pleasantries may not be reciprocated by those who prefer Analysis. Because of this, you 
probably have occasional problems with Refiners, who tend to be less interested in personal concerns than in 
the task at hand. In addition, Refiners often base their opinions on scientific analysis and careful examination, 
so you may become annoyed if they fixate too much on hard data. You may also be insulted if the Refiner’s 
skepticism seems to dismiss your enthusiastic suggestions.

At the same time, Refiners may become frustrated if they feel that you act too quickly on the basis of intuition 
or sentiment. They may be particularly skeptical if you try to sell them on an idea using passion and enthusiasm

rather than logic and reason. Be mindful that emotion-based persuasion 
techniques often raise a red flag for Refiners. One way to resolve this is to 
concentrate on what you and the Refiner have in common, which is your 
mutual drive to make solutions as impressive as they can be. You may find it 
beneficial to integrate the Refiner’s fact-based approach into your potential 
solutions. In turn, you may help Refiners with the task of communicating 
their ideas to the team and infusing those ideas with energy.
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WORKING WITH OTHERS AS ADVANCER

WORKING WITH CREATORS
Because you maintain a balance between Possibilities and Realities, you tend 
to be equally comfortable whether the suggestion is a daring proposal or a 
practical idea. As a result, you probably promote bold and creative thinking 
as the surest path to success, but you rarely lose sight of the implementation 
concerns that guide a solution’s development.

Your appreciation for creativity usually puts you in harmony with Creators, 
who thrive on coming up with new ideas. You both recognize how exciting 
and engaging bold new ideas can be. In fact, when Advancers and Creators 
are working together, they often face the danger of getting swept up in the 
optimism and enthusiasm of a new idea. Important warning signs and 
potential hazards may be ignored. Creators may, at times, seem to be “too out 
there.” That is, many of the abstract ideas that Creators generate may seem
to lack practicality. At points such as this, it may be helpful for you to look at concrete objectives such as 
deadlines and budgets. Although it might not be necessary or practical for you to become an expert on such 
concepts, you can at least become familiar with them and avoid unpleasant surprises. This knowledge may 
also help you rein in any misplaced optimism in the solution’s effectiveness.

WORKING WITH EXECUTORS
When dealing with Executors, keep in mind that they tend to have a task-oriented viewpoint. That is, they are 
often most interested in concrete results. At times, this emphasis may clash with your drive to keep everyone

on the team involved and content. For example, you may believe that the 
Executor’s emphasis on the bottom line ignores the personal concerns of you 
and your colleagues. In particular, those Executors who are very assertive may 
strike you as overly blunt or hard-driving. You may feel that people’s feelings 
get lost in the push for results. In such cases, consider whether you can point 
out the concrete cost of ignoring people’s emotional needs.

Of course, because Executors usually prefer to move at a predictable and 
orderly pace, they may object to your tendency to charge enthusiastically 
forward. They may think that, in your zeal for new projects, you underestimate 
the time needed to develop methodical and predictable plans. To minimize 
conflict, focus some of your energy on the solution’s bottom line, which will 
increase the Executor’s willingness to work with your ideas.
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WORKING WITH OTHERS AS EXECUTOR

Interpersonal differences are an obvious part of life. People come to the job with different priorities, 
assumptions, and needs. And although these differences can complement each other beautifully, it is usually 
easier to see all the problems and frustrations they cause. For instance, Executors like you tend to prioritize 
organization, tradition, and common sense. But you’ve probably recognized by now that not everyone shares 
these ideals. This section is designed to help you understand how to work more effectively with those around 
you, even when their priorities differ drastically from yours.

WORKING WITH OTHER EXECUTORS
You most likely enjoy moving toward a clear goal using a stable, organized methodology. For this reason, you 
may appreciate working with practical people who share your preference for Realities. Your fellow Executors 
will relate to your drive to turn rough concepts into finished projects. This will most likely be especially true if 
they share your preference for Analysis. In such cases, your resulting solutions
will usually be based on logical proposals that have practical applications.

A group that is predominantly Executors, however, could wind up choosing 
goals or methods that are relatively tame or predictable. Because they often 
view imaginative, unconventional approaches as unnecessary risks, Executors 
may rely excessively on well-worn or even outdated ideas. Consequently, you 
may find it beneficial to keep the big-picture goal in mind. By asking yourself 
what the group is ultimately trying to accomplish, you may understand if your 
objection to a creative proposal is legitimate or just a reflex.

WORKING WITH CREATORS
In contrast to your feelings about those who focus on Realities, you may
believe that people who emphasize Possibilities are too impractical or unrealistic. Executors often regard 
strong Creators as “flaky” or “way out there.” You probably feel tension when these individuals fail to 
appreciate concrete goals. You may clash with those who emphasize Possibilities if you feel that their constant 
brainstorming and theorizing wastes your time. Furthermore, you may be frustrated when Creators treat 
deadlines as rough guidelines or wait to the last minute to get things done.

Creators may sometimes present ideas that you consider too wild or lacking in sensibility. You may also 
think that Creators are prone to unstructured activities or dead-end results. In turn, they may think that in

such situations you are simply too inflexible or conventional to accept creative 
approaches and solutions and take acceptable risks. Realize that your preference 
for a clear plan does not have to conflict with the Creator’s desire to formulate
a bold, imaginative answer. While you don’t have to agree with everything you 
hear, you may find it effective to give the Creator the benefit of the doubt and 
then carefully explain any objections you have. The key is to work with the 
Creator to develop a sound plan that embraces innovation while still respecting 
real-world limitations. Agree that there is an appropriate time for unstructured 
brainstorming, and there is a time for scheduled and organized execution.
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WORKING WITH OTHERS AS EXECUTOR

WORKING WITH REFINERS
Because you have a preference for Analysis, you tend to respect those solutions that have a factual or 
objective basis. Proposals that appeal mainly to emotionality or intuition may sometimes fail to get your 
attention. You will likely find that Refiners share this viewpoint, and they often mirror your commitment to 
getting the job done right and meeting high standards. You both share a fairly strong task-focus and place a 
high value on accuracy and precision.

However, Refiners, who fully embrace their analytical and questioning 
natures, may bother you by repeatedly tinkering with concepts that 
you consider to be solid. Even though you have an analytical side,
you may get frustrated with those Refiners who you feel overanalyze 
every idea. Their insistence on long, in-depth analyses may seem 
unnecessary or a waste of time. You may irritate Refiners, on the other
hand, by pressing for finality when they believe that work remains to 
be done. They may feel that you want to move forward before the team
has enough information to make a good decision. Therefore, it may be beneficial to clarify goals at various 
stages, just to keep everyone focused on the ultimate plan.

WORKING WITH ADVANCERS
Most likely, you will respect the Advancer’s ability to get people excited about an idea and move it forward. 
Working with Advancers, however, may mean that a more personal approach may be required. This could be 
challenging, because you tend to become annoyed if Advancers spend time on what you consider to be small 
talk or irrelevant mingling. In turn, Advancers have a strong preference for Interaction, so they may feel that 
your approach to work is too task-focused. Further, they may feel that your feedback is, at times, impersonal or 
critical. They may mistake your unsentimental objectivity for disapproval or insensitivity.

In addition, you may find the Advancer’s intuitive decision making a little disarming. You may push for facts 
and data to support a decision, when they are willing to simply act on their gut 
instinct. On the other hand, your desire for a predictable and orderly environment 
may feel too constraining to many Advancers, who often enjoy a more dynamic, 
extroverted environment. At such times, it may be helpful to remember that 
enthusiasm and sincerity can usually help you get your points across to Advancers. 
And because the Advancer can promote your plans and get others excited about 
them, your ideas and solutions may ultimately be more powerful with their 
assistance.
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YOUR ADVANCER FLEXIBILITY

Every day we find ourselves in situations that require us to adapt into different roles or work with someone who 
has different preferences. You may have noticed that some people find this easier than others. Why? One reason 
is that some people have a stronger preference for their natural roles than other people. For instance, even though 
all Advancers focus on Interaction, some Advancers are incredibly expressive and absolutely thrive on contact 
with other people. Other Advancers just have slight tendency in that direction. A very strong preference for a role 
can be a powerful advantage and make a person stand out from the crowd. On the other hand, people who have a 
really strong role preference often have a difficult time adapting to different roles. Further, they may have a more 
difficult time understanding the preferences of people in other roles.

Because of your preference for the Advancer role, you probably have a great deal of flexibility in adapting to 
different roles compared to most people. Consequently, you probably feel comfortable embracing a variety of 
different tasks, duties, or positions. Most likely, you will find it easy to adopt roles in the shaded 
regions of the circle above. As you move farther away from these shaded areas, you will probably find those 
roles less comfortable and enjoyable. And although you might be quite competent at them, you may find that they 
cause you stress. As discussed on the next page, if your primary job responsibilities are outside of these shaded 
areas, consider if this is, in fact, a source of stress for you.
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YOUR EXECUTOR FLEXIBILITY

Every day we find ourselves in situations that require us to adapt into different roles or work with someone 
who has different preferences. You may have noticed that some people find this easier than others. Why? One 
reason is that some people have a stronger preference for their natural roles than other people. For instance, 
even though all Executors focus on Realities, some Executors are thoroughly structured and organized
while others just have slight tendency in that direction. A very strong preference for a role can be a powerful 
advantage and make a person stand out from the crowd. On the other hand, people who have a really strong 
role preference often have a difficult time adapting to different roles. Further, they may have a more difficult 
time understanding the preferences of people in other roles.

Because of your preference for the Executor role, you probably have an average amount of flexibility in adapting 
to different roles compared to others. Most likely, you will find it easy to adopt roles in the shaded 
regions of the circle above. As you move farther away from these shaded areas, you will probably find those 
roles less comfortable and enjoyable. And although you might be quite competent at them, you may find that they 
cause you stress. As discussed on the next page, if your primary job responsibilities are outside of these shaded 
areas, consider if this is, in fact, a source of stress for you.
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STRESS AT WORK

We all know that the people we work with can drive us crazy at times, but we also experience stress when 
our job duties include activities that don’t come naturally to us. Even if someone is quite good at a certain 
activity, they might find it draining. For instance, some people love to mingle at a company event, others 
dread it. Some people find satisfaction in balancing a spreadsheet, and others find it dull and tedious. As you
will see below, many of your likes and dislikes can be explained by your dual preference for the Advancer and 
Executor roles.

The shaded boxes around the circle below show your comfort zone: activities that are likely natural and 
comfortable for you, encompassing both the dynamic drive of the Advancer and the detail-oriented focus of 
the Executor. On the opposite side of the circle, however, the unshaded boxes describe activities that may 
be less natural for you. Despite potentially being proficient in these activities, you may find them draining 
if engaged in for an extended period. This is indicative of the unique balance between seeking progress and 
focusing on execution that defines the Advancer-Executor profile.

Most people recognize that from time to time they will need to stretch beyond their comfort zone to meet the 
needs of the situation. Few of us are rigidly bound to a narrow set of roles, but rather we adapt depending on 
the environment and the people around us. As we begin to act in ways that are further outside of our natural 
tendencies, however, these activities are likely to become more difficult and emotionally taxing.

● Working with unclear goals
● Developing non-traditional ideas
● Working with little structure
● Using unusual strategies

● Developing and testing theories
● Discussing abstract topics
● Solving conceptual problems
● Designing a big-picture vision

● Performing publicly
● Doing things at the last minute
● Creating energy or excitement
● Acting on instinct

● Doing research
● Analyzing data
● Working alone
● Performing in-depth evaluations

● Promoting new ideas
● Bringing groups together
● Networking
● Mingling with strangers

● Checking facts for accuracy
● Maintaining quality control
● Working systematically
● Following detailed procedures

● Training others
● Planning events
● Listening patiently
● Comforting and supporting

● Keeping track of critical details
● Performing routine work
● Sticking to a strict schedule
● Organizing
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INTRODUCTION TO THE “Z” PROCESS

Team projects usually travel through a series of stages. As you can see below, these stages often move 
from Creating to Advancing to Refining to Executing. This sequence of stages is called the “Z” process. It is
important to understand where a project is in the “Z” process so that teams know where to focus their energy 
and, maybe more important, where not to focus their energy. Most likely, you tend to enjoy the Advancing 
and the Executing stage, as the activities in this stage probably come naturally to you. Effective teamwork 
is knowing when to assert your natural tendencies and knowing when to let others assert theirs.

Focus on POSSIBILITIES

CREATING
During this stage, new ideas are born. Team 
members look at problems from perspectives 
that are unusual and unique. Discussions 
may be highly conceptual and focus on the 
“big picture.” The atmosphere is receptive, 
open, and uncritical.

REFINING
During this stage, new 
ideas are scrutinized to see 
if they are realistic. Things 
are analyzed in an orderly 
fashion to find flaws and 
avoid problems down
the road. Detailed plans 
for implementation are 
developed and evaluated.

ADVANCING
During this stage, new ideas 
are given more structure 
and broad strategies
for implementation are 
considered. Ideas are 
communicated to the larger 
group. Efforts are made to 
show everyone how the idea 
is valuable and clarify the 
role they might play in the 
project.

EXECUTING
During this stage, ideas are put into action. 
The team follows through on the plan to 
get concrete results. The focus is on details 
and progress is made through an orderly, 
well thought- out process.

Focus on REALITIES

Note that projects do not always move forward in the “Z” process. Sometimes it is necessary for the process to 
work backward, especially when ideas need to be reevaluated and reconceptualized.

Focus on IN
TER

A
C

TIO
NFo

cu
s 

on
 A

N
A

LY
SI

S



Copyright © 2024               All rights reserved.                                                                                            17
DEMO     0000000000     

CREATING IDEAS

Generating fresh ideas is both an art and a science. Setting expectations can be critical in this process, 
because some people will naturally want to impose more structure and tradition than is ideal during this 
stage.

● When scheduling a meeting, call it a “Creation Meeting”. This sets expectations that the structure 
will be loose and the goals less defined. Consequently, there will be less likelihood of frustration 
and confusion, particularly among those who prefer more structure.

● Consider starting with the biggest picture possible. Restate the mission of the project and ask if that 
mission is limited by unnecessary assumptions and traditions.

● Create a “wish list” that gives people the freedom to brainstorm about project outcomes, goals, or 
characteristics that might seem impractical or unrealistic on the surface.

● Don’t get bogged down in details too soon. Discussing the specifics of an idea can result in a 
premature commitment to one direction for the project.

● Avoid the temptation to move on before all of the group’s options have been explored.

SORTING THROUGH IDEAS

Toward the end of this stage, teams begin to curb their creativity and consider practical issues. Settling 
on the direction for the project usually means dropping some attractive, workable ideas.

● Consider the scope of the project. Are there bold ideas that can be set aside and pursued once a first 
phase of the project has been completed?

● Ask if the team is ready to move forward. Sometimes spending more time on brainstorming up 
front saves time later on. In other instances, it stagnates the group’s productivity and takes a toll 
on morale.

THE CREATING STAGE

The primary goal of the Creating Stage is to generate as many new ideas as possible. 
This involves seeing things from a new angle and perhaps breaking some traditional 
rules. While the team will need to evaluate the merit of new ideas toward the end of 
this stage, the Creating Stage should begin with open brainstorming in which no ideas 
are rejected as unrealistic or impossible. As someone who embodies the strengths of 
both an Advancer and an Executor, consider how you can contribute to this stage.
Advancers can drive the brainstorming process forward by encouraging the flow of 
innovative ideas and ensuring that no potential avenue is left unexplored. Executors,
on the other hand, may need to stretch beyond their comfort zone to fully embrace this phase of unrestricted 
creativity. However, they can also play a crucial role by preparing to translate these creative ideas into 
actionable plans, keeping an open mind about the practical application of seemingly impractical solutions. 
Together, the combined perspectives of an Advancer and an Executor can create a powerful dynamic where 
bold ideas are not only generated but also evaluated with an eye toward future execution.
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DEFINING THE PROJECT
After the brainstorming of the Creating Stage, the project needs some broad definition to move forward. 
Furthermore, the team needs to look at the big picture and determine if new ideas are realistic and 
worthwhile.

● Determine the simplest way to describe the idea or project. Not only does this help clarify a 
common vision for the project, it also helps team members quickly communicate the nature of the 
project to those outside the group.

● Compare the goal of the project with the overall mission of the group or organization. Are they 
consistent?

● Identify the different stages that the project will go through and estimate the resources that are 
available during each of those stages. Are they sufficient?

● Have some informal conversations with experts outside the creation group to discuss the idea in big 
picture terms. Is the idea realistic and useful? Has it been done before? What risks do they see?

COMMUNICATION

Communication is one of the chief goals of the Advancing Stage, particularly when the team is working 
with a larger group. Everyone needs to understand the scope and limitations of their role. In addition, the 
team should be very intentional in its efforts to generate optimism and energy around the idea. Consider 
the following ideas that facilitate the Advancing Stage:

● Organize an initial “Advancement Meeting” where people can ask questions and begin to feel a part 
of the project as soon as possible. Take time to explain the big-picture goals of the project and how 
it fits into the bigger mission of your group.

● Brainstorm creative ways to get all members invested in the project. Have Advancers and Creators 
sketch out clever and fun incentives that will help people care about the success of the plan.

● Identify all the people who will be affected by the project. Consider whose initial approval and 
“buyin” will be valuable in the long-term.

● Make sure that the people who need structure, particularly Executors, have as much concrete 
information as possible. Create a system to communicate such things as schedules, formal role 
descriptions, and progress updates.

● Assign someone to be responsible for communicating changes in the plan and answering questions 
that arise.

THE ADVANCING STAGE

During the Advancing Stage, the team moves the idea forward and begins to give it 
shape. They consider the practical issues and start to assemble a broad plan to turn 
the idea into reality. Communication is crucial in the Advancing Stage as the team 
focuses on the “human” part of the project. Team members need to be informed 
about what’s happening, understand their roles, grasp the importance of their 
contributions, and maintain energy and optimism around the idea. As someone who 
embodies the qualities of both an Advancer and an Executor, you bring a unique 
blend of skills to this phase. Your natural inclination towards communication and
moving projects forward pairs seamlessly with a practical focus on organization and detail. This combination 
ensures not only that the idea gains momentum but also that the team is aligned and ready to transition 
smoothly into execution. Your role is pivotal in bridging the gap between conceptual advancement and the 
practical steps needed for implementation, making you essential in maintaining the project's pace and clarity.
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EVALUATION

Evaluation occurs as part of the Refining Stage. The team looks critically at new ideas and asks “What 
could go wrong?”, “Will this thing work?” and “Are we really ready to move forward?”. Here are some 
ideas to encourage the Refinement process.

● Make sure to get feedback from people who were not on the creation team. These might be 
members of the larger group, but it is also valuable to contact those outside the group or 
organization, particularly customers and clients. Consider discussing some of the specifics with 
experts in the field.

● Set up “Refinement Meetings” that are specifically designed to find holes in the project plan. 
Consider assigning people to play the role of “devil’s advocate”. Make sure that both Creators and 
Refiners are present for this meeting.

● Set up meetings to identify risks and general strategies for responding to mistakes, setbacks, or 
miscalculations. Remember that the scope, budget, and timeline of your project are dependent on 
each other. Changing one usually means revising the others.

IMPLEMENTATION PLANNING
Implementation planning maps out a detailed path to turn new ideas into a reality. This involves defining 
tasks, assigning tasks, estimating resources, calculating budgets, and developing schedules. Following are 
some ideas to keep in mind:

● Take some time to separate out each project task. Specify which tasks are dependent on each other and 
which can take place simultaneously. In addition, determine which tasks have fixed or flexible deadlines.

● Map out the resources you have available to you. A budget should include the money, time, and 
opportunity cost of the project. Be specific when clarifying how much time and resources each task 
will take.

● When planning timelines and deadlines, it is usually advisable to put extra time into the schedule 
for unforeseeable obstacles. Most of us tend to be a little optimistic when estimating the amount of 
time that a task will take.

● Have some Creators take a look at the implementation plan and ask if there are non-traditional 
alternatives that haven’t been considered. Could it be done faster, more efficiently, or with less 
stress to the team?

● Consider if pieces of the project can be handed off for execution while others are still being refined. 
This will ensure that resources aren’t sitting idle.

THE REFINING STAGE

During the Refining Stage, the team assesses the idea's realism. Team members critically 
examine potential flaws and analyze the feasibility of plans for real-world application.
This stage focuses on developing a detailed implementation plan, considering possible 
challenges, efficiency improvements, and communication strategies.

As an Advancer-Executor, your role is pivotal. Your Advancer qualities drive the 
thorough exploration and refinement of ideas, while your Executor strengths 
contribute deep analytical insight and a pragmatic approach to planning. This 
synergy ensures the project is not just conceptually sound but also meticulously 
prepared for execution, balancing innovation with practicality effectively.

Your unique blend of skills ensures a dynamic yet detailed approach to refining projects, making them viable 
and ready for the next steps.
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BEGINNING IMPLEMENTATION
Here are some systems and processes that can be set up ahead of time to ensure the plan’s smooth 
implementation.

● Define milestones that mark the team’s progress. Not only does this help keep the task on schedule, 
it also helps maintain momentum and energy about the work.

● Empower people, particularly Executors, to ask for clarification and direction if they need it. 
Appoint someone, perhaps an Advancer, to be the project “help desk.”

● Create a system for quality control. Make sure your plan and timeline are flexible enough to react to 
the demands of the real world.

TRACKING PROGRESS

For many long and intricate projects, tracking progress is crucial. Here are some suggestions to keep this 
part of the Executing Stage running efficiently:

● Schedule regular meetings where team members give reports on their progress.
● Allow for last-minute refinement. Be willing to revert the project to an earlier stage for redevelopment.
● Design a process to assess changes and alternatives that arise as the project takes shape. Be open to 

insights that were unforeseeable earlier in the project development.
● Revisit your timelines on a regular basis. Pay particular attention to those parts of the project that 

have a direct impact on other sections of the plan. If resources need to be redistributed, make sure 
everyone on the team hears about the change and understands the reasons.

CLOSING THE PROJECT

Most teams look forward to finishing a project. However the project turns out, teams should consider the 
following to ensure success in the future:

● After the project is completed, create an archive. This invaluable step is often lost in the celebration 
of a finished project. However, it frequently saves much time and frustration later. This archive 
should contain records of decisions, communications among team members, and other important 
documentation.

● Recognize each person for the role he or she played. This might be a good time to pull in an 
Advancer to help with this communication.

THE EXECUTING STAGE

During the Executing Stage, the team energetically moves to put their plan into action. 
This critical phase requires an exceptional level of dedication, thorough organization, 
and strategic scheduling. Persistence in carrying out routine or repetitive tasks is 
crucial, as these efforts culminate in the realization of a finished product. As someone 
who embodies both the Advancer and Executor roles, you possess a unique blend of 
qualities that makes this stage particularly rewarding. Your Advancer traits motivate 
you to keep the team focused and progressing, ensuring that the momentum of
the project continues unabated. Simultaneously, your Executor side thrives on the 
organization and detailed orientation this stage demands, finding satisfaction in the 
meticulous execution of the plan.

Your combined skills make you adept at both guiding the team through the complexities of execution and 
paying close attention to the fine details that ensure project success. This stage offers the opportunity to apply 
your dual capabilities fully, balancing the drive to move forward with the precision required to achieve a high- 
quality finished product.
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COMMUNICATION

People have different priorities and preferences that affect how they communicate. By understanding these 
differences, teams can drastically reduce misunderstandings and miscommunications. As you can see 
below, each of the four roles tends to have a different style of communicating. Flexers often have an ability 
to understand all of these perspectives, but may lean toward one or two. Your preferred role as an 
Advancer- Executor is discussed in the shaded area.

Focus on POSSIBILITIES

REFINERS
Refiners are most attentive

CREATORS
Creators may get most passionate and 
engaged in imaginative and abstract 

discussions. They often prefer to live in 
the world of concepts and may express 

ideas in a way that others find vague
or ambiguous. Others may consider 
their conversational style scattered 
or quirky. Creators may be easily 
bored with discussions that are

too concrete and detailed.
ADVANCERS

Advancers often pick up on

to the facts and ideas in 
a conversation, with less 
attention to the feelings 
expressed. They may be

wary of how emotions cloud 
reason and may be skeptical 

of someone who is too 
enthusiastic about something.

Others may feel threatened 
by their skepticism. They may 
feel that Refiners are judging 

their ideas. EXECUTORS
Executors tend to have a

the subtle feelings expressed 
in a conversation. At their best, 
they look beyond the facts and

see the real feelings behind what 
someone is saying. Advancers may 
get frustrated with those who are 

not as attentive to emotional needs. 
They may feel that their concerns 
are ignored or unvalued. Others,
however, may feel that Advancers 

are too sensitive or base their 
decisions on intuition rather

than logic.

communication style that is practical 
and concrete. They are likely to discuss 
topics that are relevant to their personal

experience and may get bored with theoretical 
discussions. Executors may be frustrated with 
those who do not express their concerns in a 

way that is clear and direct. Others may feel that 
Executors are too literal and concrete.
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MEETINGS

Group meetings can be source of frustration if people do not value the perspective of their team members. 
Understanding how others approach meetings can help to reduce this tension. As you can see below, each of 
the four roles has natural tendencies within a meeting. Flexers often have an ability to understand all of these 
perspectives, but may lean toward one or two. Your team role as an Advancer-Executor is discussed in the 
shaded area.

Focus on POSSIBILITIES

REFINERS
Refiners assure that the 

meeting leads to decisions

CREATORS
Creators tend to approach meetings in 
an unstructured way. They are usually 

open to exploring all new ideas and 
not closing off their options. They’re 

comfortable with ambiguity and 
uncertainty. Others may feel that

they don’t set clear goals and 
that their style lacks direction. 
Creators, in turn, often feel that 

their creativity is attacked or 
dismissed.

ADVANCERS
Advancers pay particular 

attention to the social
that are logical and well- 

thought out. They encourage 
the group to think through all 
of the implications of a plan 
or idea. Others may feel that 
Refiners are criticizing their

ideas. Refiners, in turn, may be 
frustrated with those who seem 

to make decisions based on 
their emotions or “gut.”

EXECUTORS

interaction within a meeting.
They value cooperation and 

harmony. They may get 
frustrated when others make 
decisions without considering 
feelings. Others, in turn, may 
feel that Advancers focus too 

much on relationships and not 
enough on the task.

Executors tend to be very task oriented 
in meetings. They like to have clear 

goals and direction. They prefer to get
“down to business.” They may feel that long 

theoretical discussions are impractical or 
unproductive. Others may feel that Executors 

are not open to new ideas and don’t take time to 
consider the “big picture”.
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TIME MANAGEMENT

People use time differently because they perceive time management differently. Understanding the 
perspective of other team members is the first step toward addressing concerns and frustrations. As you 
can see below, each of the four roles tends to have different priorities in time management. Flexers often
have an ability to understand all of these perspectives, but may lean toward one or two. Your team role as an 
Advancer-Executor is discussed in the shaded area.

Focus on POSSIBILITIES

REFINERS
Refiners are often efficient

CREATORS
Creators often prefer to leave their time 

unscheduled and unstructured. They 
tend to avoid planning and are open

to meeting demands as they come 
up. They often get their energy when 
rushing to meet a deadline. Others 

may get frustrated that Creators 
wait until the “last minute” to get 
things done and may want more ADVANCERS

time managers. At their best, 
they are good at prioritizing and 
developing long-term plans. They

organized plans from Creators. Advancers are willing to find 
time to build relationships. 
At their best, they recognize

are not bound to their schedules, 
but they frequently like having time

tables. They are often inclined to work 
in isolation and may find unnecessary 

interruptions or meetings to be a 
nuisance. Others may feel that

Refiners “work in a cave” 
and don’t spend the time 
to communicate their

progress. EXECUTORS

the value of spending time to
strengthen communication 

channels and coordinate team 
efforts. They understand that 

good teams are interdependent 
and freely share information 

and concerns. Others, however, 
may feel that Advancers spend 

too much time socializing or 
discussing personal issues.

Executors tend to be dutiful planners.
They usually don't mind doing work 

that is routine and highly scheduled. They 
dislike situations where they need to rush

to meet a deadline. They may be particularly 
frustrated when other people put them in this 

situation. Others may feel that Executors are too 
rigid and inflexible in their use of time.
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COMPARISON OF THE TEAM ROLES

The table below summarizes the primary team roles and allows you to see their similarities and 
differences. Flexers usually have an equal preference for each of these roles.

CREATOR
Focus on 

Possibilities

ADVANCER
Focus on 

Interaction

REFINER
Focus on 
Analysis

EXECUTOR
Focus on 
Realities

● Imaginative
● Abstract-thinking
● Unstructured
● Artistic
● Unconventional

● People-Focused
● Extroverted
● Talkative
● Outgoing
● Expressive

● Analytical
● Objective
● Logical
● Skeptical
● Reflective

● Realistic
● Detail-oriented
● Structured
● Organized
● Traditional

T
al

en
ts

● Generates multiple 
new ideas

● Envisions the big 
picture

● Finds
groundbreaking or 
unique solutions

● Works comfortably 
with a loose 
structure

● Moves an idea or 
plan forward

● Gets people 
excited about new 
solutions

● Communicates 
information

● Enjoys selling or 
promoting an idea

● Tests theories and 
ideas for merit

● Develops systems 
to move projects 
forward

● Catches errors 
that others have 
missed

● Foresees surprises 
or complications

● Pays attention 
to specifics and 
details

● Assures quality of 
final product

● Performs extensive 
follow-through

● Maintains order 
and organization
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● Provide structure
● Are practical
● Attend to details
● Are results-oriented
● Follow through

● Provide objective 
skepticism

● Enjoy lengthy and 
complex analyses

● Are methodical

● Generate 
enthusiasm

● Like networking
● Encourage 

communication
● Enjoy selling an 

idea

● Take risks
● Are imaginative
● Focus on the big 

picture
● Think conceptually
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s ● Exploration

● Creativity

● Originality

● Expression

● Connectedness

● Interaction

● Accuracy

● Competency

● Understanding

● Accomplishment

● Completion

● Order
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Thank You!


