Westfund

case study | Insurance

Westfund uses the MBTI®
instrument to align strategy
and culture
Grahame Danaher, CEO of Westfund, knows
how crucial it is to align the people and culture
of an organization with the business strategy.
“Success in business strategy usually comes down to how effective
you can be in aligning your customer’s needs to your staff skills,
capabilities and largely their passion for the business. The better you
get at alignment, the more you differentiate from competitors, which
allows your staff to operate more efficiently and comfortably,” Danaher
explains.
“Business management that develops staff by supporting and
recognizing those staff development needs will maintain staff because
they feel well treated, respected and feel part of the organization.
Contented staff lead to contented customers,” states Danaher. To
meet these needs, Westfund has used the Myers-Briggs Type Indicator
®
(MBTI®) instrument for staff development for several years under
Danaher’s guidance.
Danaher first encountered the MBTI instrument while attending Harvard
Business School in the late 1990s. During a course on organizational
change, he learned that the instrument could enable organizations to
understand their customers and their buying preferences.

Business Challenges

--Aligning organizational

culture with business
strategy to achieve
competitive advantage

--Understanding the factors
that influence customer
satisfaction

Company Profile
Westfund is an Australian
private health insurer and
provider of eye-ware and
dental clinic services to
members. It was established
in 1929 and services
members largely in regional
areas of New South Wales
and Queensland. It employs
around 130 people and has
a turnover of around $100
million.

Danaher says, “The Myers-Briggs Type Indicator instrument allowed
you to understand individual customer psychological preferences
and their preference for products from companies in the same
industry. It then occurred to me that we needed to understand the
company’s psychological preferences in how staff operated and
match those preferences with customer needs. It became clear
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to me that if we achieved alignment of buyer preferences for our
product and the preferences that our staff had, we would have a
significant competitive advantage, something that all CEOs should
be seeking to achieve.”
Danaher and his HR manager subsequently completed a
certification program to become MBTI® Certified Practitioners. To
date, over 80% of Westfund’s staff have received training.

Solution

Solution

--Use the MBTI assessment

to understand Westfund’s
culture and the
psychological drivers of
customers’ expectations

--Deliver MBTI training across
the whole organization to
embed it deeply

Understanding the organization’s culture
To build an effective culture, organizations need first to be aware of the
characteristics of their own culture. Danaher says, “Companies often
refer to their culture; however, when you ask businesses to define
culture most find this difficult.”
Identifying the characteristics of an organization’s culture from the
inside is extremely difficult, as many of the cultural expectations are not
easily articulated or obvious to staff. The framework of psychological
type, as measured by the MBTI instrument, enables staff to develop
a common language for understanding cultural expectations of the
organization. It also helps to identify the degree of alignment between
strategy and organizational culture.
Westfund used the MBTI instrument to help staff understand their
organizational culture and achieve alignment with the business
strategy. In asking Westfund’s staff about their culture Danaher says,”‘A
typical response from staff is that the people in the back office tend
to be quiet, keep to themselves and are hard to get anything out of.
They are busy, they value efficiency, they get a lot done and they are
tough minded. When we administered the MBTI assessment to back
office staff the dominant culture was INTJ, which reflects people who
generally are a very ‘do you see the picture’ type of influence.”

Understanding
our culture using
the MBTI® process
allowed us to define
various behavior
groups and how
we could align our
approach for improved
communication on
the basis of a better
understanding of
preference of the
various groups’
behavior.
Grahame Danaher,
CEO, Westfund

Danaher has found that staff in other areas of Westfund’s business
can differ in their perceptions of their colleagues and the purpose of
their roles in the business. Within each organization, ‘sub-cultures’
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often emerge in groups and teams that work closely together.
Different subcultures in an organization can result in competing views
between different work groups. These competing views can lead to
misunderstandings between co-workers and ultimately result in intraorganizational conflict and under-performance.
Danaher explains, “When you ask how does back office relate to
service, support and sales, people tend to say it is hard to get anything
out of back office—they don’t appreciate what is needed to support
customers. They get things done but it is not what we need to be
done.’” Danaher adds, “You then ask, are the behaviors you have with
the back office getting things done appropriately? They say yes they do,
but they are critical of the sales, service and support staff who need
empathy.”

Results

Results

--High-impact training—80%
of staff experienced MBTI
training

--Improved understanding
of how different teams
communicate, make
decisions and interact

--Clear understanding of the
type of service customers
prefer

--Better use of preferences

in employees’ development
plans

--Positive results in staff
retention, growth and
profitability

The benefits of difference
As expected, the results from the MBTI assessments with Westfund’s
staff highlighted the origin of the perceived differences between the
staff in different areas of the business.
“For our front office service, support and sales staff, the dominant
culture indicated by the MBTI results was ESFJ and ISTJ,” Danaher
explains. “When we did the MBTI assessments with management it
was an INTP culture. We then did research on our customers’ MBTI
preferences and found they reflected expectations of ISTJ preferences
for sales with ISFJ for service predominately.”
Westfund used the MBTI results to help staff identify where
differences in personality type occurred within the organization and
with customers, and then capitalized on using the differences in a
constructive way to achieve business outcomes. According to Danaher,
“When staff understood their MBTI results, they saw that people had
different ways of communicating, collecting and using information,
making decisions on the way they operate day to day.”
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Constructive use of difference to improve performance
Isabel Briggs Myers and Katharine Cook Briggs designed the MBTI instrument to
make the theory of psychological types, proposed by Carl Jung, understandable
and useful to people in everyday life. By undertaking an MBTI assessment,
individuals can identify naturally occurring valuable differences between
people which can otherwise be the source of misunderstanding and
miscommunication (Myers, 1998).
Knowledge of and constructive use of these differences in the workplace has
repeatedly been found to enable organizations to understand and maximize
the talents of staff and build an effective culture. Explaining his insights about
Westfund’s culture using the MBTI instrument, Danaher says, “Culture can be
defined by the dominant MBTI type in the various group’s behavior preferences.
We found that an ISTJ approach sold best into our market. In particular, our
sales process requires staff to listen, identify price, and apply logic with a clear
process to close. An ENFP approach was best for supporting people between
back office and front office. INTJ and INTP approaches were very good for
complex problem solving, while ESTJ and ESFJ approaches worked best for
people managers.” He adds, “It has also allowed us to develop our people to
positions that suited their preference.”
Drawing on decades of research and application in organizations, the MBTI
instrument used by qualified practitioners continues to give business leaders,
like Danaher, the knowledge, skills and tools to develop their staff and business.
Danaher reflects, “Most problems in business are not your competitors
but what happens within your organization. Alignment of your business to
customers’ preferences for sales and service styles allows you to ensure
everything is running smoothly.”
Grahame Danaher and Westfund continue to build on their knowledge of
psychological type and how it applies to the performance of staff and the
business. Danaher concludes, “The customers like us, staff like working here and
the Board likes the results in growth, retention and profitability.”
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ABOUT THE MYERS-BRIGGS COMPANY
In our fast-changing world, your edge lies in harnessing 100 percent of your talent – whether you’re at
work, home, college, or anywhere in between. Your success and sense of fulfilment aren’t just about what
you know and what you can do, they hinge on your relationships and interactions with others.
The Myers-Briggs Company empowers individuals to be the best versions of themselves by enriching selfawareness and their understanding of others. We help organizations around the world improve teamwork
and collaboration, develop inspirational leaders, foster diversity, and solve their most complex people
challenges.
As a Certified B Corporation®, The Myers-Briggs Company is a force for good. Our powerfully practical
solutions are grounded in a deep understanding of the significant social and technological trends that
affect people and organizations.
With over 60 years in assessment development and publishing, and over 30 years of consultancy and
training expertise, a global network of offices, partners and certified independent consultants in 115
countries, products in 29 languages, and experience working with 88 of the Fortune 100 companies,
we’re ready to help you succeed.
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