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ABSTRACT  

This paper attempts to understand temperaments and how they are understood in a 

work scenario. However, considering the various aspects of innovation and change, do individual 

also change to these situational needs. Do the temperaments that are the basis for behavioral 

personalities change the individual to what we understand as Transformational. The paper 

attempts a model to explain the impact of change and innovation of temperaments and 

explaining it to transactional and transformational phenomena.  

The Zone of Grey Model explaining the cause and effect of Innovation and Change on 

Temperaments 

 

I. INTRODUCTION 

Is Innovation and Change an outcome of you, 

or 

Are you the outcome of Innovation and Change? 

This paper attempts to answer the above question with respect to the individual behavioral 

attributes. We have always attempted to link our personalities and behavioral aspects to situations at work 

and which also have an impact to our decision making.  However, it is our temperaments that determine 

our immediate response and reaction to change or task.  

1.1 Explaining Temperaments  

Temperament analysis is linked to medical sciences and the entire theory is based on the 4 main 

fluids in our body – blood, phylum, yellow bile and black bile. All humans have these 4 fluids in our body 

and the composition of these is the determining factor to our temperament.  This does not mean that we 

do not a particular fluid, it is based on which fluid reacts medically and most prominent in our human 

system. Linking and understanding temperaments at work below is the model that explains the 4 

temperament styles based on their relation to task and relation to people and the pace of their response. 
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THE 4 TEMPERAMENTS CAN BE EXPLAINED IN A WORK-RELATED 

ENVIRONMENT AS FOLLOWS 

Choleric (Yellow Bile):The people in the category are extremely fast paced with tasks and are 

low with people orientation. This makes them extremely challenging and a driver of new Initiatives. This 

also keeps them dynamic and active. They constantly are looking for challenging avenues of work. This 

temperament is strong willed, independent and self sufficient. However this quality also could sometimes 

strand as a drawback.  

Sanguine (Blood): This temperament is categorized with people having a high relationship 

orientation and but have a low task orientation. Their enthusiasm, humor and cheerful nature makes them 

have a very appealing personality. They have a changeable disposition and live at the present.  

Melancholy (Black Bile):A combination of high task orientation and low people orientation is 

the nature of this temperament type. They are usually purposeful, Serious, talented and creative. They are 

extremely idealistic and perfection oriented. This is attributed sometimes is also a drawback for this 

temperament type.  

Phlegmatic(Phylum):This temperament is characterized Patient, Emotionally balanced, Calm 

attributes. They usually hide emotions and are consistent in their thoughts. They may be extremely 

change- aversive, but patient in most work-related aspects.  

On the basis of such attributes it is interesting to see that in most organizations the 

temperaments have been linked to job roles that suit best for each temperament. A few suggestions of job 

roles is mentioned below  

Choleric: Production, Problem Solving  

Sanguine: Customer Relations, Client Management  

Melancholy: System Engineering, Accounting  

Phlegmatic: StrategicThinking, Change Management. 

2.1 Temperaments in Relation Innovation and Change 

Change is constant and human temperaments react to these changes.  

3 Behavioral Reaction To Change 

The critical attribute is their foresight and response to change. Change can be broadly classified under  

1. Change due to Internal Factors  

2. Change due to External Factors.  

Reaction and response to this change and innovation is also based on the temperament.  

3.1 Choleric:This temperament type invites the change and innovation as a challenge. They look 

for avenues to change the system. This is could be explained as Transactional change motivators. They 

constantly enjoy asking the “what” question and react the innovation and quickly adapt toit. 
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3.2 Sanguine:The Sanguine temperament is more interested in the people involved in the change 

and welcomes it more on the basis of the relationship attributed to it. The “who” in the change factor is 

the response quotient. 

3.3 Melancholy: Innovation and Change to the Melancholic temperament is adapted with 

extreme check and scrutiny. The “how” factor in the change is the most important and perfection of the 

process and system is critical. They would ensure it is the right way and then would move towards 

implementation.  

3.4 Phlegmatic: Innovation to this temperament type is accepted, but it depends on the 

quantum of change and deviation from the current process. They are change aversive but the “why” 

question that they attribute by virtue of their nature, act as a “devil’s advocate”, which helps the right 

decision to be taken.  

4.1 The Zone of Grey 

In reality it is not a “Black& White “ scenario as explained in the temperaments , because self 

introspection and observation  reveal  that apparently all of us exist in all these temperaments at varying 

situations  The core temperament lies dormant until and otherwise an stimuli of extraordinary proportion 

impacts the individual, under which case the core temperament automatically manifests.  

Human existence can be broadly classified under two categories.  

1. Transactional – Normally the response to a stimuli is on a Auto-Pilot mode. The response and 

impact of change is normally differs in degree and not in kind. So the ebb and flow of 

temperaments seamlessly manifest and defines the significant time period of human existence. 

This is also phenomena in which short term evidence of temperamental changes are 

conspicuously present. 

2. Transformational -  Here the change is irreversible process and happens for the good. Normally 

fundamental or basic human existence when threatened or impacted, the temperamental 

transformation is manifested. This is a change in kind and not in degree. 

The model below attempts to represent the above concepts of Transactional and Transformation 

phenomenon with respect to temperaments.  
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 Adapt themselves to situations and remain in the grey zone. The shades of grey of the 

temperament will come to play as based to the situation demands. 

 All changes in the realm of the Grey zone can be broadly called Transactional. 

 It is incorrect to say that change from temperament to another will never happen.  

 The temperamental change which can be broadly classified as Transformational is also possible.  

The Non-Grey zone represents the Transformational Phenomenon.While the transformation is 

rare phenomena, it can be mainly attributed to two parameters – Age of the individual and longevity of 

the stimuli. The combinations of these two factors decide the occurrence of the transformational of the 

temperament. Of course the stimuli here be it innovation or otherwise, has to be of the nature of 

threatening the fundamental needs of existence/ survival.  

 
 

The combined interplay of longevity of stimuli and the age of the individual with respect to the 

temperament is explained in the above graph.  

 The Longevity of the stimuli has a direct relation to impact. The longer the time and sustained 

change the probability of change is higher and the impact is more.  

 The age and impact work in an inverse relation. Younger the individual probability of the impact 

is higher. This also means that younger individuals adaptability is higher and resistance to change 

is normally higher with elderly individuals.  

 The point of inflexion here is explained as the Point of irreversible change. Any area below this 

point can be attributed to Transactional phenomena. This area also is depicted as the Zone of 

Grey in the model above.  

 The Point of Inflexion will vary from Individual to individual  

 

Let us try to test the above model with an example 

SAP and ERP Solutions: This technological innovation (read as stimuli in the above model) brought 

automation is most business enterprises. Initially this was seen to replace manpower and traditional 

organizations and business entrepreneurs did not adapt to it. It was in the realm of Transactional as the 

change was slowly being accepted. After sustained efforts (longevity)and younger generation (age) within 

enterprises championing the initiative it brought about transformational change in the way business 

operate in modern times.  The 4 temperaments with in individuals manifested in various shades of grey 

during the transactional phase and had their own process of metamorphosis after the point of inflexion.  

This zone of grey model can also be seen in the Social Media Space, Modern Educational systems 

(digital education), Smart Phones, etc 
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II. CONCLUSION 

It is evident that the impact of Innovation and change (read as stimuli) exist more in the realm of 

Transactional with varying degrees of impact on Individual and with sustained longer time period impact 

combined with an appropriate age factor leads to Transformation in temperament. This situation become 

“status quo” until a new stimulus takes effect along the lines of the zone of grey model.  So,innovation of 

change impacts the individual and the individual in term brings about innovation and change. Hence this 

cycle is classical evolution and revolution of human temperaments and therefore their existence.   
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