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1. INTRODUCTION

In a business environment permanently reshaped by the shockwave of the different political,
social and economic upheavals of the 21* century, every company’s need for an ‘iron hand
that keeps everything under control is crucial. This “firm hand" comes in the form of an ideal
manager with a strong and complex personality, able to respond quickly to the unexpected. The
ideal manager features a layered personality that brings together a wide variety of qualities and
skills, just like in a colorful mosaic.

Although the traits of the ideal manager have caused a lot of ink to flow, the question still stands
as to what extent a manager's qualities are the outcome of natural endowment, or that of education
and hard work. Just like any other human, the figure of the manager features a layered personal-
ity, with innate and acquired characteristics, which crystallize the two main components of his
personality - temperament and character. The intricate ‘construction’ of the manager's personality
is the result of three major factors that model it and generate a triple determination: heredity,
education, and social environment. While the temperament claims its interrelation with the
genetic baggage, the character is modelled by the cultural, educational, and social environment.
Therefore, what lies at the basis of the manager's sophisticated ‘inner structure’ is the ancient
legacy he has inherited from his remote or direct ancestors. This ‘foundation' needs to be very
strong as it holds the propensities and unleashed potential of any individual to accomplish certain
things in life, including becoming a manager. Once the starting point is provided, other elements
like culture, climate, gender, etc., come to exert their influence more or less significantly, to build
up a unique identity.
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2. THEECHOES OF THE ANCESTORS

In the attempt to get down to the foundation of any personality one can detect first of all heredity,
an implacable element that helps us on the one hand, to acquire the ‘family heritage’ straight from
our direct predecessors, and on the other hand, allows us to bear a shred of the ‘genetic baggage’ of
the entire mankind. Therefore, the manager, just like any other human being, makes no exception
to this rule.

Completely rejecting the empiricist "blank-state’ theory according to which humans come to this
world without any inborn knowledge, Jung (1991) believes that every human remains connected
to the collective unconscious through some so-called ‘archetypes’. This “collective unconscious’
contains a core of shared recollections and ideas that transcend the times and cultures and which all
human beings identify with. Fundamental motifs of our evolutionary experience, these archetypes
are inborn, instinctive and universal, expressed by various fundamental images and behavioural
patterns which involuntarily manifest in us and are passed on to the next generations. Referred to
as ‘the human genome’, this genetic legacy concentrates the entire evolutionary experience of the
human race and transmits from generation to generation not only the physical characteristics but
also an entire set of psychological factors, thus bringing about a double determination. The original
combination of the physical and psychological elements generates a unique set of predispositions
and abilities that mark our choices in life. Thus, the human being becomes both a recipient and a
transmitter of a rich, millennium-old genetic legacy.

Overlapping different elements from theories like the “four humors’ or the “four temperaments’,
Jung proposes 4 main archetypes (The Persona, The Shadow, The Anima/Animus and The Self)
and combines them into 12 archetypical figures (ruler, creator/artist, sage, innocent, explorer, rebel,
hero, wizard/magician, jester, everyman, lover, caregiver) who represent the basic motivations
of man and possess their values, significations and personality traits. Moreover, these 12 figures
subsequently fall into 3 sub-categories based on the same motivation that fuels their existence:
The Ego, The Soul, and The Self. According to Jung (1991), all these figures are reflected, even
in small percentages, in every human, their combination giving rise to original and unique per-
sonalities. Over time, the quotas of these figures may fluctuate under the influence of our life
events and personal development.

When it comes to managers, we believe that there are 4 figures that strive to cast the mould of
their complex personality: first, the Ruler and the Creator, and in smaller percentages, the Wizard/
Magician, and the Caregiver. In their endeavour to popularize Jung's 12 archetypes, Mark and
Pearson (2002) organized them into 4 individual groups who share the same inspirational or driv-
ing element: EGO (hero, magician, outlaw), ORDER (caregiver, creator, ruler), SOCIAL (jester,
lover, member), and FREEDOM (explorer, innocent, sage). According to this classification, three
of the four elements — ruler, creator and caregiver — are governed by the desire for order, while
the magician’s touch springs straight from the manager's ego.

Before anything else, any good manager needs to bear the spirit of a Ruler, whose main goals
are order, control, and bringing structure to chaos. Secondly, a manager must be a Creator, as
he usually finds comfort in working hard, dreams big, and feels the need to leave a mark on his
field of activity by transposing his feelings, thoughts, and vision into a wide range of projects.
This archetype yearns for authenticity and meaningful achievements, and his worst fears lie
in mediocrity or complacency. Therefore, in leadership, the manager who bears this spirit can
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stimulate innovation and creativity. At the same time, as a leader, he must also be a Caregiver,
that is, a selfless, fair, generous, protective, and humane person who cares a lot about the problems
and needs of the people who report to him. Last but not least, the manager also borrows from
a Magician something that channels all the above qualities towards the aimed objectives — the
intelligence, intuition and wit that help him to concoct strategies and tactics in the most unex-
pected situations, and the charisma to attract and influence the people around, or to stimulate
their development.

Jung goes even further, considering that the ability to approach and experience the world depends

on the dominance of the following 4 psychological functions in human beings - sensation, intuition,

feeling, or thinking — which result in several dichotomies and can be expressed in an introverted

or extroverted form (MclLeod, 2024):

1) Thinking (T) vs. Feeling (F): 'Thinking individuals make decisions based on logic and
objective considerations. 'Feeling' individuals make decisions based on subjective and per-
sonal values.

2)  Sensing (S) vs. Intuition (N): ‘Sensing’ individuals focus on present realities, tangible facts
and details, being practical thinkers. "Intuitive’ individuals focus on possibilities, intercon-
nections, and future potential, often being abstract and theoretical thinkers.

3) Extroversion (E) vs. Introversion (I): 'Extroverts’ are oriented towards the outer world;
they tend to be more outgoing and sociable, deriving energy from interaction with others and
the external environment. ‘Introverts’ are oriented towards the inner world, and they tend to
be quiet and reserved, deriving energy from reflection, feelings, ideas, and experiences.

As generally there is only one prevailing function in everyone's personality, we can conclude that
managers are thinking extroverts” because they rely basically on their judgment to approach the
physical world. Therefore, they are analytical, strategic, logical, practical, realistic, hardworking,
and aiming to be in control of everything; they are detail-oriented, and they have a knack for plan-
ning, implementing, and organizing others. Yet, we should not ignore or disregard the importance
of a key ingredient in the managers' personality — intuition, which turns them into ‘thinking intu-
itive extroverts  and adds new qualities and skills to their personality. Consequently, they are also
adventurous, outgoing, energetic, vivacious, enterprising, creative, innovative, seeking novelty and
encouraging change; they make quick decisions, tend to see everything as a competition and are
therefore good strategists and leaders. The other elements — sensing and feeling — are approached
only to support and counterbalance the dominant feature.

In the same line of thought, Dias (2017) ruthlessly strikes at the very heart of the human nature,
providing a mirror of the human personality exploded into 10 views, each revealing how the best
and worst in human beings shape their beliefs and actions particularly in extreme situations: The
Perceiver of Pain, The Ostraciser, The Tamer of Terror, The Beholder, The Aggressor, The Trib-
alist, The Nurturer, The Romancer, The Rescuer, and The Kinsman. These more or less powerful
echoes of the same personality disguise a psychological mechanism that has evolved over great
stretches of our evolutionary past to respond to certain repeating life problems. Its functioning
interacts with our learned behaviour, our socialization. The nature and nurture connect and com-
plicate Dias (2017); in other words, they are adaptive responses to all the challenges encountered
in our evolutionary journey. From this perspective, a real manager, who is a superior, educated
human being, seems to have managed to silence 9 of the above-mentioned echoes, giving full
voice to the Rescuer, owing to his heartfelt altruism, which ennobles him in his double position
of human being and professional.
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3. THEIMPULSE OF EDUCATION AND SOCIAL ENVIRONMENT

Yet, heredity is not to be blamed for everything in life! Although it considerably influences the
working of our brain, which is the control panel of our impulses, tendencies, temperaments, or
thinking, the genes (genotype + phenotype) provide only the point of departure in a human's life.
Both the genotype (all the genes inherited from our parents) and the phenotype (the genotype's
interface or visible manifestation) push humans towards particular things or ways in the real
world, or help them to tackle various situations more or less properly. Genes by themselves cannot
decide anything; instead, they are enabled and disabled by the environment, which includes the
physical body of an individual to all the factors and events that occur around him (Sapolsky, 2023).
Along with heredity, other elements, like education, family, and social environment, claim their
importance in forging our personalities. Although harsh over time, this dispute has already been
settled by the specialists in the field, who valued almost equally the three influential elements.

The education and family environment go hand in hand because an individual's relationship with
his family members, friends, acquaintances, and peers may significantly influence the type of
education to be followed as well as the school results. Particular family environments can determine
how the same genes evolve differently and generate unique mutations (Sapolsky, 2023). Thought of
as amicrosystem that directly affects individual development (Bronfenbrenner, 1986), the family
instills the basic values in children, providing a model of behavior, lifestyle, and action strategies.
Furthermore, the parents’ educational level and their perception of education and involvement in
this vital aspect of life crucially influence the children's academic achievement. Unfortunately,
as nobody can choose their own family, neither can the manager. Behind any successful manager
should be a harmonious, balanced family with strong beliefs and values, and, if possible, with a
good socio-economic status meant to support him morally and financially to the highest educa-
tional level. Thus, under the impulse of a positive family environment, any future manager should
be stimulated to obtain a university degree and should possess excellent specialized knowledge
acquired on a strong base of general knowledge. General knowledge is vital for getting a broad
perspective of the world and being able to approach issues from various points of view.

Just as importantly, a manager's level of education is determined by his motivation and goals in
life, along with his ability to go beyond his basic needs and outdo himself throughout his existence.
One of the best-known evolutionists - Jean Baptiste Lamarck - emphasized the existence in every
human being of a tendency which continuously pushes him to evolve and develop upwardly from
simple to complex toward perfection (Burkhardt Jr., 2013). Furthermore, the American psychologist
Abraham Maslow organized the human needs into 8 hierarchical levels, from basic to superior
needs (physiological, safety, belonging and love, esteem, cognitive, aesthetic, self-actualization,
and transcendence), represented in the shape of a pyramid (McLeod, 2024). If we were to analyze
these needs in managers, the latter should attain at least the 7" level (self-actualization), which
would help them reach their full potential and become the best version of themselves. The only
constant objective of a manager should be to permanently improve knowledge and develop skills
and abilities under the stimulus of a strong will.

Thrown into the whirlwind of a life full of diversity and endowed with an innate evolutionary
impulse and some hereditary predispositions, human beings adopt a particular behavior and react
in a particular way based on the environment and community wherein they live. Thus, the social
environment 1s also of central importance as the relationships and influence of friends and peers,
particularly in the most vulnerable stages of development, become crucial in shaping behaviours,
attitudes and making important decisions. These relationships might also generate habits, practices
and routines that could negatively affect a manager's path in life.
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4. THE CONSTRAINTS OF CLIMATE AND NATURAL ENVIRONMENT

Another interesting factor that determines disparities in the way humans evolve is the climate.
The idea of an inherent connection between the human typologies and the geographic and climate
diversity dates back to ancient times when Hippocrates had already outlined the first global climate
interpretation system which pointed out the major differences between Europe and Asia. According
to him, the resemblance between all Asian peoples was the result of the uniformity of a mild climate
generated by Asia's orientation to the South and East, and its location half-way between the cold and
warm areas of the planet. This unique geographical position of the Asian continent shapes human
beings devoid of force and energy, and seized by a permanent state of fatigue and need for relaxation.
By contrast, Europe, oriented to the North and West and featuring huge seasonal differences, is
populated by humans, communities, and peoples as different as the European climate. Accordingly,
the people who live in the mountains are strong, brave, stress and labor-resistant, while those living
in the lowland areas are short, chunky, and not very diligent and intrepid. Even more, the extremely
cold regions incite savagery and harshness, whereas the hot regions stimulate leisure, fertility and
even consanguineous relationships which produce genetic malformations. Hippocrates concluded
that the Europeans had proved to be more intrepid and thirstier for freedom than the Asians, a fact
which also explained the birth of democracy in Greece and the defeat of the Persian Empire by
Alexander the Great. In the same line of thought, Aristotle holds that even if the Asian peoples are
endowed with a lot of intelligence and originality, they lack stamina and boldness, being unable to
overcome their condition as subject peoples. On the contrary, the North-European nations, although
driven by reckless bravery and ideals of freedom, cannot brag about too much cleverness or ability
to assert power and supremacy (Craciun, 2013, pp. 71-72).

In the 16" century, the French political thinker Jean Bodin proposed a systematization into 4 main
categories of all the geographical and climatic features that determined human diversity. Thus,
the well-known North-South axis was approached in terms of latitude and featured two opposite
peoples: the Southern peoples (between the equator and the 30" parallel), governed by Saturn and
Venus, had a propensity for the intellectual and contemplative side of life, with proven creativity
and originality; the Northern peoples (between the 60" parallel and the North Pole), governed by
the Moon and Mars, were active, energetic, combatant, driven more by force than intelligence. The
extreme characteristics of the Northerners and Southerners have softened in the temperate area
located between the 30" and 60" parallels, governed by Jupiter and Mercure, which highlighted
a complex human being who combined harmoniously the power, bravery and endurance of the
Northerners with the shrewdness, ingenuity and knowledge of the Southerners, with remarka-
ble results in fields like commerce, justice, politics, administration and interpersonal relations.
Another interesting opposition was the East-South axis versus the West-North axis, and in this
regard, Bodin attributed flabbiness, politeness, inaction, and cleverness to the peoples from the
first axis, while rudeness, recklessness, and forced action were associated with the second axis. At
the same time, the qualities of the highland people resembled those of the Northerners, whereas
the characteristics of the lowland people resembled those of the Southerners (Craciun, 2013, pp.
71-72). The diverse climate and natural environment (from rainforests to deserts) have also gen-
erated particular activities (agriculture, shepherding, hunting-gathering, etc) which throughout
history have clearly outlined two distinctive cultures - individualistic and collectivistic, or soci-
eties - rigid or tolerant (Sapolsky, 2023). Other natural factors that have an impact on the human
personality are the winds (which agitate the soul), the soil fertility (which instil seriousness and
diligence), the sea and the islands (which stimulate hypocrisy and subtlety), and the frontier areas
(which sharpen the warrior spirit) (Craciun, 2013, p.72).
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Charles Darwin completes the climatic determination by pointing out that the chilly weather in
the cold areas stimulates the capillary and peripheral blood circulation as well as the intensive
use of the muscles, and consequently the appetite, the search for nutritious and filling food, and
the digestive system, which altogether eventually increase the body mass and develop a sanguine
temperament in the people who live there. Conversely, the people living in the tropical areas
are characterized by a choleric temperament, determined by the excess of yellow bile needed to
completely burn the food that the body is unable to decompose due to the low quantity of oxygen
generated with every breath by the warm and dilated air (Craciun, 2013, p.69-70).

From this perspective, climate and its associated natural phenomena leave a particular kind of
mark on the manager's personality, generating a wide variety of management styles, which are
not within the scope of our present paper.

5. THEENCUMBRANCE OF THE GENDER

Speaking about influences, one should not overlook the gender issue, the eternal “battle of the sexes’,
and the role of women and men in the evolution of society. The collective perception throughout
history has retained the same image of the woman as being responsible for the perpetuation of the
human species, while the man has been attributed the role of ensuring sustenance and protecting
the woman and the offspring. Despite the 2,000 years of evolution, not much has changed and
this stereotypical image of the woman has been perpetrated more or less openly by all societies,
be they traditional or modern. In this context, no wonder that the position of manager is usually
associated with men, considering that it takes special abilities and knowledge to carry out the
job. With women having been denied for a long time the right to education and being considered
inferior to men, it has been assumed that the position of manager was fit for a man and less for
a woman. The fact that women are underrepresented in top management is undeniable, but the
question is whether they are rightfully considered less good than men at leadership.

With most human societies patriarchal, women have been inevitably subjected to biased opinions
to the extent that gender-stereotypical traits are important in becoming a successful manager.
Generally, men are attributed behaviours that involve rationality, superiority, domination, compe-
tition, independence, self-control, responsiveness, narrow focus, assertiveness, or even aggressive-
ness, while women are associated with qualities like communication, conciliation, collaboration,
empathy, warmth, balance, patience, and multiple focus. Yet, this “myth” was dismantled by the
Harvard Business Review (Zenger & Folkman, 2019), which surprisingly revealed in a research
study that women outperformed men on 17 of the 19 key competencies in leadership effectiveness.
As such, women were rated as excelling in taking initiative, acting with resilience, practicing
self-development, driving for results, displaying high integrity and honesty, developing others,
inspiring and motivating others, adopting a bold leadership, building relationships, championing
change, establishing stretch goals, encouraging collaboration and teamwork, connecting to the
outside world, communicating powerfully and prolifically, solving problems and analyzing issues,
innovating and proving leadership speed. On the other hand, men were rated as being better on
two capabilities: developing a strategic perspective and having technical or professional expertise.

Other surveys focused on the qualities of men and women have revealed that women tend to have more
balanced brains, whereas men tend to have more specialized brains; in other words, women tend to have
less specialized brains, with talents distributed over larger areas. At the same time, men are narrow-fo-
cused, tend to pay attention to what they are good at, and miss other details around them; on the other
hand, women are multiple-focused and able to notice and think about many things (Sundaresan, 2010).
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6. SHAPING THE MANAGER'S PERSONALITY

All these influences and conditionalities forge a complex personality whose multitude of features
intermingle to support fundamental managerial abilities. In his attempt to understand the position
of a manager, Mintzberg (1990) identified 10 managerial roles, organized in 3 main categories,
which crystallize a great number of related attributes.

The first category highlights the interpersonal role of a manager who is perceived as a figure-
head, a leader, and a liaison. The fulcrum personality of the manager should induce employees
to feel a feeling of stability, comfort, trustworthiness, and reassurance that every challenge will
be tackled appropriately. Although the sense of hierarchy must be present in every employee, the
manager s sociability, friendliness, and approachability should make the workers feel more confi-
dent and freer to approach him for different kinds of problems. The communication and listening
skills, along with emotional intelligence, particularly empathy, play a decisive role in connecting
the employee to the manager and helping the latter to understand the way the employees’ issues,
be they personal or professional, can negatively affect professional performance. Moreover, the
manager s optimism, patience, tact, and emotional balance should reassure employees, boost their
self-confidence and morale with the final aim of improving productivity. Thus, the manager turns
into a guide, a motivator, a leader whose energy and coaching skills inspire employees and help
them to grow professionally. Also, in the context of globalization, companies have become mul-
ticultural micro-work environments wherein managers need to be highly tolerant, open-minded,
and receptive to all challenges arising from cultural differences. In this complex background,
the manager must be able to choose the right people for the right roles and define efficient teams.
Motivating teams and stimulating cooperation are essential as the manager needs to permanently
keep the team spirit and cohesion alive. At the same time, delegating authority and empowering
employees can stimulate responsibility and raise awareness that they are valuable parts in an
intricate mechanism and that their performance influences the entire working of the system. Thus,
horizontally, the manager becomes the ‘red thread” which connects everybody and everything
within the company, and vertically, the ‘top point™ that all the hope and trust of the employees
converge on. Ultimately, the manager needs to continuously update their knowledge about the
business environment, complete their external contact list, and maintain good communication
with other companies.

Yet, Mintzberg goes beyond suggesting how managers should provide information according
to their interpersonal management role and suggests ways in which they should process infor-
mation owing to their informational management role. In his role of monitor, disseminator, and
spokesperson, the manager is responsible for the way information is processed and disseminated
both inside and outside the company. Relying on comprehensive knowledge about their company
or industry, managers need to have an overview perspective of the business environment and to
stay up to date with the evolution of the field. They must be permanently alert and attentive to
every minute change in the business environment, and using their flexibility and adaptability
skills, they must think and react promptly. The monitoring activity must be directed not only
externally, towards the business environment, but also internally, towards the activity of various
teams created within the company. As information is power, processing and disseminating it is
as vital as acquiring it, so managers have to make sure the receiver gets the right information on
time. Whether the information is sent inside or outside the company, managers need to make the
most of their verbal, written and nonverbal communication skills, particularly since they become
the interface between their company and other business partners.
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According to Mintzberg, the last category of roles, named decisional management roles, brings
together four more functions of the manager - entrepreneur, disturbance handler, resource allocator
and negotiator - which altogether facilitate the skillful implementation of the complex knowledge
gained by the manager. The successful exercise of these roles requires a combination of business
expertise and general knowledge, backed by a sharp mind, able to grasp and find solutions to the
most complex circumstances. A high level of perceptiveness expressed by means of analytical
and synthetical thinking is also needed to define the company objectives and strategy. Respon-
sibility and moderation come to give a helping hand in allocating and managing the company
resources. In order to carry out the four functions of management - planning, organizing, leading
and controlling, managers also need to be meticulous, disciplined, perseverant, but also creative
and intuitive. Keeping an open mind and proving a keen sense of justice, they must be able to
properly settle potential disagreements or conflicts. In addition, they have to be prepared for the
unexpected and, in extreme situations, maintain calmness, balance and presence of spirit. As a
growing business and connecting with other companies is of the utmost importance, and managers
need excellent negotiation and decision-making skills. Just as importantly, because the business
world is unpredictable, managers need to have a high tolerance to uncertainty and ambiguity,
along with some proven stress, time, and risk management skills.

A more contemporary approach addresses the human personality characteristics and their relation
with job responsibilities in a more synthetic way, reducing the large number of human traits to only
5 that are considered vital in fulfilling professional duties. Established in 1949 by D. W. Fiske and
developed by researchers like Norman (1967), Smith (1967), Goldberg (1981), McCrae and Costa
(1987), and (Yunus et al., 2018), this theory chrystallizes five broad personality traits - openness,
extraversion, agreeableness, conscientiousness and neuroticism, hence the Big Five Personality
Traits. Openness involves broad-mindedness generated by a permanent curiosity and thirst for
learning new things, a receptiveness to the ever-changing reality, and adaptability to the unpre-
dictable. Extraversion represents the willingness to embrace the world and to create relationships
with the people around based on abilities like communication, enthusiasm, and sociability. Very
much related to the previous two traits, agreeableness relies on qualities like altruism, kindness,
patience, and empathy. Conscientiousness identifies task and goal-directed, planful and organized
behavior, such as thinking before acting, following norms and rules, delaying gratification, pri-
oritizing tasks, which all depend on traits like self-discipline, reliability, ambition, thoroughness
and efficiency (Ulgen et al., 2016). Finally, neuroticism defines the manager's level of emotional
balance and resilience to stress and mood swings, along with his degree of irritability and anxiety.
While the first four traits must be activated to the highest level in managers, neuroticism must
keep a low profile as it may be regarded as a stain on the managers' character.

7. CONCLUSION

The role of manager appears to be a professional "armour’ which covers an ordinary human being
with their associated determinations and conditionalities. Thrown into this world with a complex
genetic baggage that connects them with invisible ties to their ancestors, all human beings are
subjected to a universal mechanism that assigns them the role of bearers of cultural values. By
passing on these cultural values, they become and reassert the type of individual they originated
from. Although the genetic endowment plays the role of a “thruster’ in every human's life, sur-
prisingly, only 5% of the human DNA accounts for the genes, while 95% represents the intricate
system of ‘on/off switches" intended to regulate the influence of various environmental factors
on the unique genetic network. Therefore, the environment as a whole generates spectacularly
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different genetic variations in people with identical genetic baggage, a fact which confirms the
tight interactions between biology and environment (Sapolsky, 2023).

As aresult, the interplay of additional elements like family and social environment, education,
gender, climate, and natural environment forges the genetic legacy and shapes an exclusive per-
sonality. Although the great “puppeteer” of the manager's personality remains the genetic inher-
itance, the KSAOs (knowledge, skills, abilities, and other characteristics) needed to efficiently
fulfil a managerial position are at the same time strongly influenced by all the above-mentioned
elements, particularly the education and social environment.

The concept of determinism does not rule out free will because human beings still have the free-
dom to make choices in life, but based on or within the limits of the qualities or flaws that they
are endowed with. Managers, like all humans, have the right to decide among several courses of
action, but owing to the special abilities that they were born with, they will most probably choose
the course that will enable them to accomplish their mission in this world.

Anchored to the past by the strong bindings of the genetic legacy, the manager embraces and
makes the most of this inherited potential, which acts like a ‘trampoline’ in life. With this ace up
his sleeve, the manager confidently looks toward the future, unwittingly allowing other factors
to exert a more or less significant influence on his identity during his entire life. The outcome is a
manager s personality that reveals itself gradually as a layered, multilevel ‘structure” whose facets
are defined and polished by a tangled fusion of predetermined elements.
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