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Adapting to varying
communication styles
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positive resolutions
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“Communication is the thread that
enables leaders to create a culture of trust
within their organization. Once trust is

established, leaders can achieve their
goals more effectively and efficiently with
the full faith and support of their team.”
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Leaders in all walks of life want to be trusted – however, we can all think of some leaders who naturally excel at creating trust within their ranks, and others who never feel at ease with it, no matter how long they’ve been in a “leadership” role. 

In the modern workforce, communication is a pillar of trust, allowing for an intentional connection between leaders and those acting under their leadership. Communication is the thread that allows leaders to create cultures of trust within their organization, and it is important at all levels  - from organizational, to team, to the interpersonal (one on one) level.  Years ago, managers led through force; however, as the American and global workforces continue to evolve, we’ve seen a specialization among workers that requires collaboration, which in turn requires trust and communication.  

According to Peter Drucker, renowned management consultant and author, “The… secret to effectiveness [in business] is to understand the people you work with so that you can make use of their strengths.” That understanding comes from trust and effective communication with those around you.


.

What the data tells
us...

* Perception of effective communication with
senior management has one of the strongest
effects on an organization’s trust climate.

* When communication channels begin to
deteriorate, misunderstandings abound and a
climate of mistrust sets in.

* Managers’ ability to listen, communicate
clearly, and lead have the strongest effect on
employees’ organizational commitment.

* To promote and build positive trust
relationships, leadership must communicate as
honestly and directly as possible (especially
during uncertain times).

Source: Association for Talent

Development = °
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The DISC Assessment

DISC is:

* Needs-motivated, observable behavior and
emotions

* Comprised of both inherent and learned
characteristics of individuals

DISC is not:
* A measure of your intelligence, or a predictor of

your future success or failure
* A determination of your ability to lead others

Source: HRD Press
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DISC in a team setting

Teamwork and collaboration boil down to:

O@@ How well members communicate with
N N oneanother

K o) How each person adapts to differing
personalities

@:{? How well they operate as a unit
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A high performing team is:

Diverse in their capabilities

Aligned in their intention to achieve
the same goals
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Dominant
(Somewhat
Guarded)

Supportive

(Somewhat Open)

Inspiring
(Very Open)

Behavior Styles — Are you
open or guarded?

Guarded Behaviors

Objective, making decisions based
on evidence

Disciplined about how their time is
used by others

Takes time to get to know in
business or unfamiliar social
situations

Open Behaviors

Subjective, making decisions based
on feelings

Flexible about how their time is
used by others

Easy to get to know in a business
or unfamiliar social setting

Source: HRD Press
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Dominant

(Very Direct)

Inspiring
(Somewhat Direct)

Supportive

(Somewhat
Indirect)

Behavior Styles — Are you direct or
indirect?

Direct Behaviors

Approaches risk, decisions, and
change quickly and with
spontaneity

More likely to introduce self in a
social setting

Initial eye contact is typically
sustained

Tends to bend or break established
rules and policies

Indirect Behaviors

Approaches risk, decisions, and
change slowly and with caution
More likely to wait for others to
introduce themselves in a social
setting

Initial eye contact may be
intermittent

Tends to follow established rules
and policies

Source: HRD Press
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Communication
Across Styles

Improving communication is at the core of the
DISC profile, can take many forms including:

* Verbal (tone of voice, word choice, method
of communication)

» Non-Verbal (facial expressions, eye contact,
body language)

Most misunderstandings in our professional
and personal lives can be attributed to a
breakdown or disconnect in communication.
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Communication: Observable Characteristics

Dominant

Inspiring

Wants facts and highlights
Blunt, forceful tone

Steady eye contact

May interrupt/sound impatient

Wants as much information as possible
Private, with little sharing of feelings
Reflective, and often needs to be “right”
Little voice inflect, and few facial expressions

Enjoys involvement and connection with people
Expresses opinions readily

Likes change and innovation

Lots of voice inflection, hand and body movement

Asks more than tells

Exhibits patience, and has a less forceful tone
Concerned with stability

Logical, needs time to think things through

Sources: HRD Press and Extended DISC.org



Communication: Tips for Each DISC Style

High “D” Style

Provide concise data; touch on
high points

Be direct and use action-
oriented tone

Remove emotional message;
reduce small talk

Stay focused on tasks and
results

High “I” Style

Interact and participate with
them

Let them verbalize thoughts and
feelings

Vary the routine; avoid requiring
long-term repetitiveness
Redirect conversation to focus
on results

High “S” Style

Draw out opinions/ideas

Relax, allow time for discussions
Show how your idea minimizes
risk

Give explanations, reasons and
timelines

Disagree with the facts, not the
person

Provide the ‘why’ and ‘how’
Allow time to find the best or
‘correct’ answer

Use data and facts; explain
carefully; document in writing

Sources: HRD Press and Extended DISC.org



Chat Box Discussion:

What have you learned about the team you
work with so far?

How can you be more effective in
communicating with your team members?




Be proactive (step in when needed)

Conflict

Resolution
Skills for
\WEREER Be patient and keep going

Observe (body language, facial expressions, and tone of voice)

Be fair and impartial

Listen and avoid assumptions

Source: MindTools
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By using the following approach, managers will likely be able to stop conflict before it gets out of hand.

Be Proactive
Leaving someone out of an email chain, delivering an inappropriate personal remark, or triggering a flash argument... conflict often starts with small disagreements that escalate fast. So if you spot conflict, avoid leaving it to team members or HR to resolve – instead, take action! This shows that you treat conflict seriously and won't condone destructive behavior.

Observe
Signs of conflict can be subtle, but you can detect them by being aware of the interactions within your team. Things to look out for include:
Body language, such as crossed arms or leaning away from people.
Facial expressions, such as frowning or gazing down.
Tone of voice, such as a cutting, disparaging or dismissive way of speaking.
The better you know your individual team members, the more easily you'll pick up on cues and spot tensions that may be lurking under the surface. As well as the details of the conflict, keep in mind that you may need to consider if competing values  are contributing to the tension.

​Be Fair and Impartial
Even if you agree with one or more individuals in a conflicting team, make sure that you remain objective.
Give everyone the time and opportunity to present their own perspective on events and to respond to any criticism. It's vital that all parties are able to state their case and are listened to.

Step in When Needed
Be sure not to allow certain individuals to dominate the conversation or bully more reserved colleagues. If one person is constantly talking over others, keep your questions directed at the person being interrupted.
If people still attempt to interrupt, politely ask them to wait until their co-worker has finished before inviting their point of view.

Avoid Assumptions
When facilitating a conflict discussion, avoid stating as facts things that you only think you know or may have heard. For example, it's best to use phrases like, "As far as I'm aware," or, "As I understand it."
This also allows for the possibility that your understanding is wrong or incomplete. And it creates an opportunity for the conflicting parties to restate their cases and clarify misunderstandings.

Be Patient
Resolving team conflict can take time. Especially with volatile, arrogant or domineering personalities . It can also be a challenge to engage introverted  or uncommunicative employees.




Resolving Direct Conflict on Your Team

When situations get out of hand, you may need to step in as a direct facilitator in
order to resolve conflict on your team.

— Speak to involved team members individually
- Bring relevant parties together and moderate
- Ask the wider team for ideas and perspective
- Create a reconciliation plan and ask those involved to commit to it

s O

- Follow up and hold relevant parties accountable }
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1. Speak to Team Members Individually
Start by having an informal one-on-one with each team member involved in the conflict. This way you can hear people's concerns in a safe, confidential setting. In these meetings:
Avoid making assumptions and let people open up in their own time.
Reassure the employees that the discussion is confidential.
Ask each party the same questions to remain impartial.
2. Bring People Together
Once you've got a better understanding of the conflict and everyone's perspectives, it's time to bring the relevant parties together and act as a moderator.
Set some ground rules before getting the conversation underway. Encourage team members to listen to one another, respect each other's points of view, and not interrupt or make personal comments. During the conversation:
Moderate to keep the tone of the conversation calm and non-threatening.
Encourage active listening  so people really understand where the other person is coming from.
Encourage individuals to share ideas. What do they want or need? What would they be prepared to commit to? Encourage them to brainstorm some solutions.
Ask them about situations where they've worked well together in the past. See if they can build on those positive experiences.
If the discussion becomes heated, pause it and reconvene when everyone's had a chance to calm down. Be alert for any passive-aggressive behavior .
Read our article Managing Emotion in Your Team  for more tips for measured talks.
3. Ask the Wider Team for Ideas
When a conflict affects the whole team, provided it's not sensitive or confidential, you can ask for everyone's perspective.
Talking things out helps you and your team to consider different assumptions, beliefs and decision-making approaches. This can also be a part of creating a "psychologically safe " environment, where people feel comfortable sharing ideas and concerns, thus preventing future conflicts.
4. Draw up a Plan
Ask the parties to detail agreed-on actions for reconciliation. And get each to commit to this strategy. You can draw up a timetable for actions, ticking them off as and when they are achieved. Hold all relevant parties accountable.
5. Follow up
Ensure that issues have been resolved properly by following up on the situation. For example, people may still feel aggrieved but not want to drag things out. You can use one-on-ones to prevent old disagreements from resurfacing. And try an anonymous team survey  to get feedback and reveal any lingering frustrations.



E - Are you building trust in
=2 your workplace?

As a current (or prospective) people leader, it is

T ‘ A 2 |mportant to assess your personal behaviors and create
W\M’@ o "> v an awareness of the daily practices that encourage

‘ 59500 trust on your team. Ask yourself:

| _,; Aml listening to my team and seeking their ideas
e»and opinions?

* “Am | setting and communicating consistent

- expectations regarding team and individual
._\ . performance?
D %/ fﬁ:; - -
0 z » Are my career goals or personal agenda(s) interfering

0 ~ with.my commitment to my employee’s success?

i
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~» Do | set a good example and conduct myself in a
manner that is consistent with my values?
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Best practices for
building trust across
communication styles:

Be honest and supportive

Listen with the intent of hearing, not
responding

Be consistent and transparent in your
actions and decision-making

Model the behavior you want to see
in your team

Build accountability into your team
culture

Source: Great Place to Work
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5 ways leaders at all levels can create a culture of trust in the workplace
1. Be honest and supportive
Even when it's difficult, tell the truth and not just what you think people want to hear. Understand what employees need to know and communicate facts while being considerate of their effort and sensitivity to their feelings. 
Showing support and understanding for your team members, even when they make mistakes, goes a long way in building trust as a leader.
2. Listen
Actively listen and check for understanding by paraphrasing what you've heard. Use a variety of feedback tools to ensure everyone has the chance for their voice to be heard. 
You must engage in dialogue with employees, giving them the opportunity to ask questions, get answers, and voice concerns. Then, apply what your internal stakeholders share for future actions.
3. Be consistent
Consistently doing what you say you'll do builds trust over time – it can't be something you occasionally do. Keeping commitments must be the essence of your behavior, in all relationships, day after day and year after year.
4. Model the behavior you seek
Nothing speaks more loudly about an organization's culture than the leader's behavior, which influences employee action and has the potential to drive their results. 
If you say teamwork is essential, reinforce the point by collaborating across teams and functions. Give credit when people do great work and you'll set the stage for an appreciative culture.
5. Build in accountability
When you and other leaders acknowledge your mistakes as well as successes, employees see you as credible and will follow your lead. 
You can encourage honest dialogue and foster accountability by building in processes that become part of the culture. For example, evaluate every project (positives, negatives, things to change) or a status report and next steps in each meeting agenda (tracking deadlines and milestones).
You build and maintain trusting relationships and a culture of trust in your workplace one step at a time through every action you take and every interaction you have with your coworkers and employees. 
Trust may be fragile, but it can grow strong over time with the deliberate efforts above. Check out the many benefits trust brings to a workplace.
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