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Having researched productivity in companies I confidently say that about a third of 
people are not fully productive. The main reasons relate to how communication and 
culture don’t help everybody to operate effectively as individuals or teams. This is more 
pronounced among the introverts in many businesses. But between a third and a half of 
most teams are introverts. 
 
Fortunately, communication and culture are both things that leaders control. Unlocking 
the power of your quieter team members helps the whole team create more resilient 
solutions and helps individuals to work more effectively together. Steps to improve the 
situation include: 
 

Understand what introversion is (and isn’t) 

Introversion is about energy and processing; it is not about people being shy and doesn’t 
even mean somebody is quiet. 

•   Energy – I call it people energy. How do you feel when surrounded by lots of people? 
Introverts tend to be de-energised when with groups of people and recover on their own. 
The more people in the group and the less well they know them, the more an introvert 
will feel de-energised, it’s the opposite for an extrovert. The introvert will recover their 
energy, by spending time on their own. There is some scientific background to this, as 
technically the introvert isn’t “de-energised”, but that’s how they describe it. Dopamine is 
a chemical produced by the body and released as we are stimulated (e.g. by being in a 
group of people), introverts are more sensitive to dopamine and will thus become 
stimulated more quickly and then become tired. 

•   Processing – Have you ever met people who seem to think by talking, or perhaps you 
know people who think and then talk? Internal processing is an introvert thing and they 
tend to think to talk. Ask an introvert a question and they’ll stop, consider the answer and 
probably give you a more detailed and considered opinion. That’s not better, or worse, 
than the extrovert’s immediate reply. Extroverts talk to think, their immediate answer is 
part of their thinking things through. It may sometimes be confusing as they can come 
out with contradictory statements as they talk to think. 

Give the gift of time to your introverts 

As introverts are internal processors the main way you can help them is to make it OK to 
take their time. Taking time for the whole team can mean the everybody things through 
things in more detail. In many companies the fast speaking extroverts are rewarded 
(consciously or unconsciously), which starts to create a culture where fast is good and 
slower more considered opinions are not viewed as good. 

It’s not that introverts are slow; they will think in more detail before coming to an answer. 
This can happen in one on one discussions and in larger meetings. 
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#ZipIt: Checking the impulse to jump in and answer questions for others can be hard but 
does pay off. We all hate being talked over but imagine the frustration if it happens to you 
more often than not. Internal processing can leave a short gap in a conversation, 
extroverts tend to dislike gaps and fill them. To the introvert this can feel like their view 
isn’t wanted. If there’s no answer, probe gently, ask the question another way or simply 
allow the gap; just don’t jump in and answer the question.  

#Writeit: In meetings a good technique to get more balanced answers is to get everybody 
to consider their responses without influencing each other. Keeping everybody quiet for a 
minute or two, while they write their answers can create many more views. Tis time also 
allows the internal processors to contribute and then they’re more likely to engage. You 
could use the written output in different ways, get everybody to read their thoughts out, 
get people to arrange their words onto the wall (using post it notes) and in virtual team 
meetings using polls, chat boxes or other written methods rather than just calling out. 

#Holdback: Holding back the louder, external processing voices will allow the quieter 
members some space to think and engage. This can be done by stopping (politely) those 
who speak a lot in the meetings, cutting their talking time down, telling everybody you 
expect them to speak (but for a specific maximum time), or lining up the quieter ones to 
answer. Tell a quieter person the question you’d like them to answer, in a minute; then 
get another question answered by one of the extraverts and return to the introvert who 
has now been given some processing time and will be more ready to answer. 

#Givethegiftoftime: All of the above actions above will help, but the big one that many 
forget is to get the agenda, meeting notes, questions, data etc published earlier. Giving 
the team more time to think through their answers will give you better answers, a more 
engaged team and more productive individuals. 

Other common team issues. 

I’ve got an extravert in my team as well, how can I get them to fit in?. The energy of the 
extravert is often one that gets people talking and creates a “creative buzz” in the 
meeting. As long as this energy isn’t overdone it’s very powerful for the whole team. 
Ensure your extravert knows they know their expertise is valued, get them to answer 
specific questions in meetings which play to their expertise. In virtual meetings you may 
need to work harder to ensure that they don’t take over as it’s harder to break into a 
discussion remotely than in person. However their energy is useful for the whole team. 

I have somebody who never says anything, how do I get them involved? They may be 
introverted, in which case giving the gift of time will help. It may be that they are shy, or 
lack confidence. Helping people (especially introverts or unconfident people) to develop 
internal confidence, rather than simply telling them they’ve done well (external 
confidence) can be very effective. For a detailed and reflective person your general 
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statement about their brilliance doesn’t get full accepted. Help them develop their internal 
confidence but helping them realise: 

1. what the component parts of a good job are 
2. then what good performance looks like for those component parts 
3. then how they’re doing against those individual parts. This allows them to reflect in 

more detail, suiting their way of thinking and they will believe in your comments 
far more than the simple “you’re doing well” type of statement. 

Creating teamwork is hard at the moment, the extraverts are more valuable. I agree, 
extraverts play an especially important role in the team, as do quieter extraverts. A 
team needs all the components to become effective. Working with the strengths of 
each team member will build a good team, focusing on traditional views of loud and 
fast reactions are better may give the appearance of a good team but it’s not as 
effective. When working remotely with teams communication, focus and coordination 
are more important. That will mean more meetings and using remote working project 
management tools which help keep everybody focused on their roles and deliverables. 

More resources to help you Activate Your Introverts 

Jon Baker has published the following books which you’ll find useful. They are available 
on Amazon and you can get more information at Jon-Baker.me 

 

For practical ideas on running meetings that make 
things happen and engage your whole team.  
 
This short book is available in paperback or on kindle 

 
 

For improving your networking results, especially if 
you’re introverted. 
 
This easy to read book with practical steps is available 
in paperback. 
 

 

For practical ideas on introversion, activating introverts 
and improving productivity in your team, visit  
https://IntrovertInBusiness.co.uk 

 


