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mathias sager 

School & Advisory

80% is Psychology
B2 Yaesuguchi 
Kaikan, 
1-7-20 Yaesu, 
Chuo-ku, 
Tokyo, �103-
0028

Every Wednesday
19:00 Snacks & Drinks

19:30 - 21:00
Each time a new 

inspirational topic to 
reflect upon, discuss, and 

take away.
Ticket: ¥1,500 (Entrance: ¥2,000, six-

times card: ¥6000)

Deeper Experience - Bigger Impact 
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COURSE 02:
Inspiring Others Across Cultures and 

(Self-)Leadership Psychology

mathias sager –
School & Advisory

Session # 09
Personality and Leadership Styles
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INTRODUCTION



4

Inter-generational Cross-culturalMulti-disciplinary
Objective and Approach

Philosophy

Human, mental 
control

Natural, physical 
conditions

Psychology

Education

Business 
Administration

Art

Biology

LEARNING (Human 
Behavior)

80% Psychology (HOW, WHY) 20% ”Mechanics” 
(WHAT)
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Let’s learn for life!

Learning together

• Please use easy English

• We are a safe learning space

• Please ask anything at any time

• Serve yourself with drinks and snacks

• Break / Toilet

• Let’s learn for life!

01: The Psychology of 

Learning & Developing a 

Growth Mindset

02: Inspiring Others Across 

Cultures & (Self-) 

Leadership Psychology 

03: Developing Human 

Capital, Cultural Agility, and 

Global Talent Management

Certification

• Certification is possible upon 

request.
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Let’s learn for life!

November 21, 2018 – January 16, 2019
‘Inspiring Others Across 
Cultures and (Self-)Leadership 
Psychology’

Wednesday, November 21, 2018
- #07 1/6 Leadership Philosophy

Wednesday, November 28, 2018
- #08 2/6 Leaders and Followers & 

Leadership Strategies

Wednesday, December 5, 2018
- #09 3/6 Personality and Leadership 

Styles
Wednesday, December 12, 2018
- #10 4/6 Inspirational Leaders

Wednesday, January 9, 2019
- #11 5/6 Leadership, (Cultural) Threats, 

and Change

Wednesday, January 16, 2019
- #12 6/6 Leadership, Power, and 

Influence

January 23, 2018 – February 27, 2019
‘Developing Human Capital, 
Cultural Agility, and Global 
Talent Management’

Wednesday, January 23, 2019
- #13 1/6 The Psychology of Talent, 

Competencies, and Appraisal

Wednesday, January 30, 2019
- #14 2/6 Developing Human Capital: 

Success in Learning

Wednesday, February 6, 2019
- #15 3/6 Mobility and Cultural Agility

Wednesday, February 13, 2019
- #16 4/6 Global Mindset

Wednesday, February 20, 2019
- #17 5/6 Global Talent Management 

Strategies 

Wednesday, February 27, 2019
#18 6/6 Developing Cultural Empathy 

October 10, 2018 – November 14, 2018
‘The Psychology of Learning 
& Developing a Growth 
Mindset’

Wednesday, October 10, 2018, 19:00
- #01 1/6 The History and Philosophy 

of Learning (for Life) 

Wednesday, October 17, 2018, 19:00
- #02 2/6 Behaviorism, and Animal and 

Human Learning 

Wednesday, October 24, 2018, 19:00
- #03 3/6 Social Learning & Developing 

a Growth Mindset 

Wednesday, October 31, 2018, 19:00
- #04 4/6 Brain and Memory in 

Learning 

Wednesday, November 7, 2018, 19:00
- #05 5/6 Learning and Motivation 

Wednesday, November 14, 2018, 19:00
- #06 6/6 Learner Profiles and 

Strategies 
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I love to support positive change!
Background
- Education Sciences (Bachelor)
- Information Management (Bachelor)
- Business Administration (Executive MBA)
- Psychology (Diploma). 

I’m here because …

Experience
- High school teacher

- IT programmer, project leader (5 years)
- Trainer Leadership and conflict management (4 years)
- Senior Manager at Ernst & Young / EY Shinnihon (8 yrs)
- Founder Platform Cooperativism Japan (PCJ) Consortium
- Visiting Researcher Tokyo University (current)

- Online school and advisory  (current)

www.mathias-sager.com

5.5 years 
ago
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YOUR EXPECTATIONS
Reflection

• Name
• Why are you interested in 

(self-)leadership?
• What do you expect from 

today/the overall meetup?
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LEADERSHIP TRAITS
Reflection

• What leadership 
trait(s) do you find 
most important?

• Why?
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…
Part 1
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The Big Five Personality Traits Theory

Trait High scores Low scores
Extraversion Sociable, taking action first, 

impulsive
Introverts: reflect and consider before 
thinking, more independent

Openness to 
experience

Curious, inquisitive, intellectual, 
new perspectives

More practical, pragmatic, like facts 
rather than theories

Conscien-
tiousness

Deliver results through careful 
planning, self-discipline

Loose plans to keep flexibility for 
new/interesting diversions

Neuroticism Investing more emotion in their 
work (also stress, worry)

Feel calm, able to cope, ability to switch 
off from pressure

Agreeableness Compliant, cooperative, kind, and 
generous

More skeptical, critical, unsympathetic 
to others

§ Psychology of personality: 100 years +
§ Big Five theory of personality: 

developed in the 1960s
§ Cross-cultural validity

§ The 5 traits = most reliably measurable aspects of 
personality

§ Allport’s list of 4,000 personality traits -> too complicated
§ Eysenck’s 3-factor theory -> too limited in scope



12

Person-environment-fit & Geographical distribution of Big Five personality traits

More similar profile =
higher subjective well-being

Environment
Big 5 profile

Personal
Big 5 profile

Figure. For each personality trait, the areas in shades of blue 
are comparatively low and the areas in shades of red are 
comparatively high scores.

Research: Heritability and 
environmental factors both 

influence the five factors

Person-city-fit Person-university-
culture-fit

Person-culture-match hypothesis

Etc.
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Big Five personality trait scores 
comparison across countries

most least

most least

most least

most least

most least

Agreeableness*

Neuroticism*

Conscientiousness*

Openness*

Extraversion

Schmitt (2007)
*Japan self-reported 
top 2 in these traits

Serbia Croatia Bangladesh France

Congo Jordan

Congo

Congo

Lithuania

Ethiopia South Korea

Argentina Slovenia

Chile Belgium Hong Kong
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The Big Five Personality Assessment

See 

handout!

Note: Most people lie somewhere in between the two extreme 
polar ends of each dimension.

Participation: Your use of this tool should be for educational or 
entertainment purposes only. The results of this test are not 

psychological or psychiatric advice of any kind and come with no 
guarantee of accuracy or fitness for a particular purpose. 
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Personality / Big Five as determinant of leadership style and success

Mixed research findings 
(Meta-analysis (Judge, Bono, Ilies, & Gerhardt, 2002)

• Consistent but weak correlations between traits and leadership effectiveness

à Context and situational factors might be more influential

Effectiveness of 
leaders 

(already in positions)

Extraversion

Conscientiousness

Openness

Agreeableness

Neuroticism

++

+
+

0
-

Correlations

90 percent of contemporary 
leadership research is 

based on corporate for-
profit environments



16

Introverts vs. 
Extraverts
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LEADERSHIP EFFECTIVENESS AND BIG 5 TRAITS
Reflection

• What would be the 
value of more 
introverted leaders?
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Behavior
(20% - 70%

Personality / Big Five as determinant of leadership style and success

Traits
(2% -
22%)

Behavior
(20% - 70%)

Mainly learned/developed behaviors predict 
leadership performance
• Leadership (inherent) traits accounted for 

between 2% and 22% of the variation in 
leadership effectiveness. 

• Leader (learnable, changeable) behaviors
accounted for between 20% and 70% of the 
variation in leadership effectiveness. 

Leadership effectiveness

Task performance

Leader relations

Context and situ
ation 
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Trait Theory (Great Man Theory)

Reason for celebrity cult:
The ”halo effect”

The impression we get from 
people being good in one area is 
transmitted to perceptions in other 
areas. 

à People in powerful/leadership positions 
often are (automatically) assumed to have 
the necessary leadership traits and skills

Great Man Theory
• Leaders are born, not made.
• Approach emphasizing that a person is 

born with or without the necessary traits 
of leadership.

Everybody has (if not destroyed) + learnable
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CELEBRITY CULT
Reflection

• Why are “we” so 
obsessed with 
celebrities?
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Widely used (commercial) leadership personality assessments
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Achievement motivation theory

Needs for achievement

Needs for affiliation

Needs for power
• personal
• institutional

Conscientiousness

Extraversion

Agreeableness

• Friendship. Good relationship.

• Drive to excel, achieve in relation to a 
set of standards, strive to succeed.

• To control others. To get desired 
things done.

Which 
category is 
dominant?

Openness

Neuroticism

Big Five traits
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Leader motive profile theory

EFFECTIVE LEADERS WERE CONSISTENTLY FOUND TO BE HIGH ON NEED FOR POWER, 
but the type of power that is utilized for the greater good, 

rather than for personal gain!

Power
SOCIALIZED POWER PERSONALIZED POWER

Used for the good of 
one’s self, the group 
and the organization.

Used for selfish reasons 
and contrary to the 

group and the 
organization.
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Find the right people, not the best people. – Jack Ma

GENERAL SPECIFIC, TASK-RELATED

Self-confidence

Transformational leadership:

1. Modeling the way

2. Inspiring a shared vision

3. Enables others to act

4. Challenging the process

5. Encouraging the heart

1. Self-awareness, 

2. Self-management, 

3. Social awareness, and 

4. Relationship management

The mood of the leader has a 

significant direct impact on people/ 

organizational performance 

Emotional Intelligence

Leader 
characteristic:

Example:
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Trustworthiness & The Leadership Triad

Trustworthy leadership affects performance for the self and others, across an 
organization.
• A leader’s task is to optimize the knowledge and follower’s insight in an organization, 

and he/she is doing that through trust and power.

Manage 
knowledge

Facilitate the generation, 
dissemination and concrete 

application of knowledge

Build trust
Foster cooperation and 
sharing of knowledge

Use power wisely
Act like a consultant, not 

just a commander
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Every human has the instinct, capacity and desire for leadership, but few have the 
courage (are encouraged) to cultivate it.

You don’t develop courage by being happy 
in your relationships everyday.

You develop it by surviving difficult 
times and  challenging adversity.

-Epicurus

“Leaders have the courage to 
make unpopular decisions 

and gut calls.” – Jack Welch

“Courage is the first 
of human qualities 

because it is the 
quality that 

guarantees all the 
others.” – Winston 

Churchill
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Self-leadership and “The Seven Habits of Highly Effective People”

à Moving away from the mere function of supervising employees
à Self-leadership is the process through which individuals target their 

cognitions and actions toward desired outcomes

‘The Seven Habits of Highly Effective People’ profile can be used to measure 
self-leadership competency and includes the following seven habits 
(Stephen R. Covey) 

1. Be Proactive (take responsibility for your own behavior),
2. Begin with the End in Mind (have a clear vision of what to achieve and 

accomplish),
3. Put First Things First (focus heavily on highly important but not necessarily 

urgent activities),
4. Think Win-Win (look for synergistic solutions to problems),
5. Seek First to Understand (listen with the intent to fully understand the other 

person, both emotionally and intellectually),
6. Synergize (believe the whole is greater than the sum of its parts), and
7. Sharpen the Saw (seek continuous improvement).
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Self-leadership and “The Seven Habits of Highly Effective People”

Emotional self-leadership and authenticity

Physical, health, stress, and coping benefits of self-leadership

-> By supporting unsatisfied employees (for example contractors concerned about 
their status of employment) in their self-leadership, perceptions of the workplace 
can be improved. 

Self-leadership competences in leadership development, recruitment, 
and work performance

-> Improved educational and physical achievements
-> Higher self-efficacy and reduced stress
-> Better coping (stress, diseases, etc.)

-> Emotional intelligence + self-leadership = emotional self-leadership
-> Hiding or expressing feelings differently than the actual emotions compromises 
authenticity and negatively impacts individual’s well-being and relational 
effectiveness.

Outer 
expression

Inner 
experience

=
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Law

Compassionate 
leadership: 

If we all lead, we 
don’t need 
managers 
anymore
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The challenge of 
LEADERSHIP

is to be strong, but not rude;
be kind, but not weak;
be bold, but not bully;

be thoughtful, but not lazy;
be humble, but not timid;

be proud, but not arrogant;
have humor, but without folly.

- Jim Rohn

80% is Psychology

IN
SP

IR
IN

G 
OT

HE
RS

 A
CR

OS
S 

CU
LT

UR
ES

 
&

 (S
EL

F-
) L

EA
DE

RS
HI

P 
PS

YC
HO

LO
GY



31

LEADERSHIP TRAITS
Reflection

• Which is your 
biggest leadership 
challenge?

• How do you approach it? 
(Compare to “most 
important trait”)
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Copyright. All rights reserved 2018

Q&A
Thank you! www.mathias-sager.com

Next:
Wednesday, Nov. 14, 2018, 19:00
- #10 4/6 Inspirational LeadersOn Amazon and Udemy


