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INTRODUCTION


Easy question: Is accurate, effective, open communication important in managing others?

Answer: You bet!

It’s almost impossible to be productive in the workplace without being an effective communicator. The very definition of managing is to get things done through other people. If you cannot accurately communicate what needs to be done, how do you expect to get it accomplished? In addition, even if you can accurately communicate directives, you may do so in such a way that it causes hard feelings or turns off other people. In either case, the job may not get done at all, may not get done on time, may not get done correctly, or may be subtly sabotaged.

Information is an asset. It is as valuable as real estate or manufacturing equipment. Good communication is the key to acquiring, processing, and capitalizing on that asset. Today’s business environment is changing at a frantic pace, reorganizations, down-sizings, mergers, acquisitions, new products, global markets, increasing regulations—all put tremendous pressure on our abilities to communicate new information, procedures, and processes. Good communication skills are a basic necessity for people at all levels of today’s organizations.

Harder question: How well do you communicate with others? Are you a highly effective, powerful communicator; moderately effective; or (heaven forbid!) an ineffective communicator who is often misunderstood?

Answer: (You’ll have to evaluate your own skills. Are you getting results? Are you frustrated by communications at work? Are you satisfied with your communication skills? Even if you rated yourself moderately high or very high, there is always room for improvement and the best communicators are always honing their skills.)

All of us, at times, are misunderstood by another person or we misunderstand the other person’s message. We use words or phrases that are misinterpreted. Sometimes we create mistrust by what we say, the words we use, or the way we say it. However, the important thing to keep in mind is that these problems happen much more frequently and with much greater severity to poor communicators than to good communicators. Even if you now believe that you are not a good communicator, this book will provide you with the crucial skills to become a much better communicator. That even goes for those of you who are already pretty effective at communications. Everyone can learn to communicate better.

Hardest question: How do you become a powerful, dynamic communicator? How do you communicate precisely what you need to have done in a way that insures that the results will match your expectations? How do you avoid misunderstandings, mistrust, and disinterest?

Answer: Read on.
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INTERPERSONAL COMMUNICATION

The most immutable barrier in nature is between one man’s thoughts and another’s.

—WILLIAM JAMES

Almost every problem, every conflict, every mistake, and every misunderstanding has at its most basic level a communication problem. William James saw the communication barrier as “immutable.” We believe that while communication problems may never be completely eliminated, they can be reduced and often avoided.

We live in a world filled with other people. We live together, work together, and play together. In our personal lives, we need each other for security, comfort, friendship, and love. In our working environment, we need each other in order to achieve our goals and objectives. None of these goals can be achieved without communication. Communication is the basic thread that ties us together. Through communication we make known our needs, our wants, our ideas, and our feelings. The better we are at communicating, the more effective we are at achieving our hopes and dreams.

This section will lead you through an interpersonal communication model that will help you understand your own style of communication and the styles that others use. Once you understand how people prefer to communicate, you can adapt your own communications in ways that will enhance understanding and build rapport.
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FUTURE PERFECT
COMMUNICATION

It is a luxury to be understood.

—RALPH WALDO EMERSON

When Star Trek’s Mr. Spock wants a perfect transfer of information between himself and another Vulcan, he does a mind-meld. By touching skulls, information flows from one mind to another in a faultless process—free of errors, emotional content, and personal perspectives. Unfortunately mind-melding is not available to us. We have to use a much more flawed technique involving the three “Vs” of communication: verbal, vocal, and visual elements.

This chapter discusses the general communication process, including the most common places it breaks down and how you can avoid problems as you work to communicate. For simplicity and practicality, we show the communication process only from your perspective. That is the only part of the process you can, and need to, control. Of course, in successful relationships, both parties participate meaningfully in the entire two-way process. Figure 1-A presents a model of the communication process. The communication process has five basic elements: two people—the speaker and the listener; two processes—sending and receiving; and one message.
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1-A A general model of the communication process

The problem faced in any communication is how to get ideas from one person’s head to another. Since we haven’t figured out how to use Mr. Spock’s mind-meld method of direct transfer, we are stuck with the problem of using an imperfect system that contains considerable opportunity for misunderstandings.

The speaker starts with what he wants to say—the message. To send the message, he translates it into words and actions. Literally, he selects words that he thinks will convey his meaning and he throws in a variety of gestures, facial expressions, etc., that he believes will help transmit the message.

The message to be communicated is carried by the three “V elements”—verbal, vocal, and visual. The words we use make up the verbal element. The vocal element includes the tone and intensity of our voice and other vocal qualities that are often referred to as the “music we play with our voice.” The visual element incorporates everything that the listener can see.

It might surprise you to learn that the most powerful element of communication is the visual. Dynamic visual, nonverbal communication grabs and holds onto the listener’s attention.

Old story: An old codger and a young whippersnapper are on a mule trip. The youngster is having trouble getting his mule across a creek and asks the oldster for help. The wily veteran grabs a big stick and whacks the mule across the head. The mule trots meekly across the creek. The tenderfoot looks amazed and the old guy just says, “First you gotta get their attention.”

Effective communication begins with getting the listener’s attention through strong visual, nonverbal elements and then uses powerful vocal and verbal elements to transmit the message.

The listener “receives” the message through a series of filters: his past experiences, his perception of the speaker, his emotional involvement with the message, his understanding of the verbal content, his level of attention, etc. In a sense, he translates the message into his own words, creating his own version of what he thinks the speaker was saying.

COMMON PROBLEM AREAS

 

Problems arise in three major areas: sending, the environment, and receiving.

SENDING: As speakers, we don’t send our messages perfectly. The words we choose may be ambiguous; our tone of voice may not reflect our true feelings; our gestures may not convey the importance of the message.

ENVIRONMENT: There might be too much “noise” in the environment. The message might be presented in the midst of many distractions or to a listener whose mind is wandering.

RECEIVING: The message can be garbled during reception. A word or a facial expression might be misinterpreted or a previous experience might cause the message to be translated in a way different from its intent.

While communication can break down in several places, people who understand these problem areas have more control of the process and have fewer communication glitches.

PROBLEMS IN SENDING

 

Let’s consider the communication involved in a sales situation. This is represented in figure 1-B. The speaker is the salesperson and the listener is the customer. Imagine that you are the computer salesperson. As part of your sales communication, you tell the customer that the computer you recommend has 2.5 megabytes of RAM. The actual message in your head is that this computer has enough working memory to handle all the programs the customer needs to run. Your customer doesn’t understand computer terminology and he doesn’t receive the message you are trying to send. This is an example of how the verbal element of communication can throw the message off-track.
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1-B A communication model for selling

Communication can also be derailed by sending inappropriate visual and vocal messages. Most speakers don’t understand that the words they use are a secondary element in communication. As a matter of fact, the words used are the least important element of communication. Studies show that listeners generally attend first to the visual and then to the vocal elements of a message, finally focusing on the meaning of the words themselves.

Assume that you are a company president thinking about moving your account to a new bank. The vice-president in charge of new accounts for the bank you are considering is sitting with a messy pile of papers in front of him. His tie is stained and askew. He sits up nervously as you walk in; his handshake is timid and his palms are sweaty. He makes very little eye contact and his eyes dart around the room frequently. His voice is squeaky and he says “uh” a lot. He mumbles. His words are: “Our bank is the best in the county. Our record for return on investment is second to none. We would really like to do business with you.”

We dare you to ignore the visual information and concentrate only on the meaning of his words. The visual element is that most powerful first impression, and people respond to it before, and in spite of, the words that are spoken. The vocal elements are then processed before the actual words are heard and translated.

If the vocal sounds are bothersome or detract in any way from the meaning of the words, people will react and understand less of what was intended. Imagine a vacation-travel salesperson who spoke in a monotone, or an investment counselor who said, “Like . . .” or “you know . . .” every other sentence. What if a newscaster’s voice was so soft and hypnotizing that you were lulled by it? What if a speaker had a heavy regional or foreign accent? You do notice. You do respond. Sounds are recognized before you even get to the meaning of the words spoken.

Since visual and vocal elements are noticed before the actual words, you need to make sure that your appearance and vocal tone work in harmony with your message. Look for inconsistencies—a strong message delivered in a weak tone or with soft, flabby words; or a logical, fact-filled message presented in an emotional tone with ambiguous words.

“NOISE” IN THE ENVIRONMENT

 

During the message-sending process itself, numerous barriers to communication can arise. These barriers are “noise” in the communication process. Noise creates distortions of the message and prevents it from being understood the way it was intended.

Noise can come from many sources. Environmental noise such as ringing telephones, honking horns, and messy, chaotic surroundings can prevent your message from being received clearly. Another environmental factor is time—is the message being delivered at an inappropriate time? A Friday afternoon prior to a holiday weekend is not a good time to deliver a complicated, fact-filled report on a new marketing plan. Speakers who want their messages to be received clearly and accurately will remove as much environmental noise as possible. They try to present their message in a calm, distraction-free environment at a time when the listener can devote his or her full attention to the message.

RECEPTION PROBLEMS

 

Often it is hard to determine the listener’s ability to receive a message. The listener may be inattentive or bored. If you’re presenting a message to someone who has just won the state’s multimillion dollar lottery, chances are good that you will be dealing with a distracted listener. The ability of a listener to receive your message is affected by his emotional state, preexisting commitments, financial pressures, and judgments he may already have formed about you and your message. Before presenting your message, you need to make sure that you have the listener’s attention.

Another way of thinking about communication is to compare it to a radio station. A sender and a receiver are required to transmit the message. A powerful station can send a message to a high-quality receiver and the message comes through loud and clear. A weak station trying to get a message over a range of mountains to a 1940 vacuum-tube radio doesn’t have much of a chance.

There are three requirements to getting your message through clearly:

MAKE SURE YOU ARE A POWERFUL STATION: Your words need to present your message clearly; your vocal tone needs to match and strengthen your words; and your visual appearance and gestures need to be consistent with your words and vocal tone.

CLEAR THE ENVIRONMENT: Anywhere along the process, “noise”—or static—can drown out the message. Don’t try to transmit over a mountain range. Eliminate distractions, excess noise, and messy, chaotic surroundings. Present your message at a time when it can be received. A radio station that wants to reach business commuters plays its message during the rush hour, not at 3:00 A.M.

MAKE SURE THE LISTENER’S RADIO IS ON. Get your listener’s attention. Find out what frequency he’s tuned to and transmit on that frequency. If he’s interested in facts and figures and you’re giving him emotional high drama, you’re transmitting on the wrong frequency.

Any time you hear people saying, “I didn’t understand what you meant . . . I thought you said . . . You never told me . . . I didn’t hear that . . .,” you know there was a failure in one of these areas and your message did not get through. We commonly call this a communication breakdown. However, you can get around or avoid many of these breakdowns. You can project a clear verbal, vocal, and visual signal in a way that gives your listener a better chance to receive it precisely as it was sent. The powerful communication processes presented in this book will help you develop the skills needed to filter out the noise, gain the attention of your listener, and present your message in its clearest, most powerful form. It will also help you establish a feedback process that will allow you to adjust your signal and correct errors received by your listener.

By using noise-free verbal and nonverbal skills during the sending and the feedback processes, you minimize communication barriers and establish an effective, efficient communication climate—a climate that establishes, maintains, and enhances mutual trust and credibility.

In the following chapters, we present specific verbal, vocal, and visual communication skills: questioning, listening, vocal intonations, image, body language, and feedback. You can then use these skills to send, listen, and give feedback to others as you apply the techniques of effective communication. But, before we get into the specific techniques for improving the three “Vs,” it’s important to understand the differences in personal communication styles. The next two chapters will give you a complete understanding of how people differ in their communication styles and how to adapt your communication effectively with each style.
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PERSONAL
COMMUNICATION
STYLES

She speaks Russian . . . he speaks English.

She wants to go to the ballet . . . he wants to go to a ball game.

They struggle to communicate and then give up in frustration. She doesn’t understand him; he doesn’t understand her. They don’t speak the same language.

The same type of conflict happens to us almost every day. While most of the people around us speak the same language, many of us are speaking in different “styles.”

Style? What do you mean by “style”?

In the last chapter we saw the overview of the communication process and learned about the three V-elements—verbal, vocal, and visual. These elements can be combined into different “style languages.” Just as Spanish, French, and Italian use the same alphabet but come up with different languages, people combine the same V-elements into different communication patterns we call “style.”

Because we can combine these elements into different patterns . . . different style languages . . . we often experience communication breakdowns. Misunderstandings happen because we don’t understand that different people have different styles of communication. In effect, we are speaking different languages just like the language-crossed couple at the beginning of this chapter.

THE FOUR-TYPE MODEL

 

Throughout the ages philosophers and scientists have been fascinated with communication and communication breakdowns. They knew that much of the problem was caused by the basic differences in people. The earliest recorded efforts to understand those differences were found in astrology, where it was believed that the alignment of the heavens influenced behavior. Astrologers defined twelve signs, or types of people, that corresponded to the four elements of earth, air, fire, and water.

In ancient Greece, the physician Hippocrates studied the human psyche as well as the body and developed his concept of the four temperaments—choleric, phlegmatic, sanguine, and melancholy. He believed that temperament was shaped by body fluids—blood, phlegm, and black and yellow bile.

In the 1920s, Dr. Carl Jung was the first to scientifically study personality types. He described the four behavior styles as intuitor, thinker, feeler, and sensor.

This basic, four-type model spans all cultures—east and west, north and south. For instance, contemporary Japan still studies behavior and physical composition. A recent best-seller, Advice on How to Form a Good Combination of Blood Types by Toshitaka Nomi, claimed 100,000 documented cases of cross-referencing personalities with the four blood types. Nomi indicated that 40 percent of Japan’s population has type-A blood, which he associates with the conscientious, hard-working behavior expected of engineers and technicians. He hypothesizes that this explains Japan’s emphasis on high-technology excellence.

Today there are more than a dozen varied models of behavioral differences. They all have one common thread—the grouping of behavior into four categories. We are presenting a very simple model which has been validated with hundreds of thousands of people. It is a powerful guide you can use to improve communication and morale, build better work groups, and develop better relationships with coworkers, supervisors, customers, vendors, and others.

The personality model you will learn is simple, practical, easy-to-use and remember . . . and extremely accurate. Because it focuses on patterns of observable, external behaviors which people show to the world, you can easily learn and apply the model. The differences we see on the outside give us some real clues as to what’s going on inside someone’s head. You’ll be able to pick up on the differences in people and use those differences to make any situation work for you.

TWO SIMPLE QUESTIONS

 

The four styles are based on two dimensions of behavior:

INDIRECTNESS VERSUS DIRECTNESS: this dimension describes the person’s observable behavior. Directness means the tendency to move forward or act outwardly by expressing thoughts, feelings, or expectations in order to influence others.

SUPPORTING VERSUS CONTROLLING: this dimension explains the motivating goal behind our observable actions. People who are supporting tend to put relationships with others as their chief priority while the priority for people who are controlling is accomplishment of the task at hand.

In order to better understand a person’s style, we need to ask two simple questions:

Is the person more direct or more indirect?

Is the person more supporting or more controlling?

Once we can answer those two questions, we will understand the dominant style of that person and we will know what style language to use in our communication.

DIRECT OR INDIRECT?

 

Direct people come on strong, take the social initiative, and create a powerful first impression. They tend to be assertive, fast-paced people who make swift decisions and take risks. They can easily become impatient with others who do not keep up with their pace. As active people who talk a lot, they appear confident and sometimes dominant. Direct people tend to express opinions readily and make emphatic statements. Such individuals try to shape their environment and relationships directly. “Tell McCullough that I want to talk to him ASAP!” barks a Direct person while a more Indirect one asks his secretary to find out if McCullough wouldn’t mind coming to his office when convenient.

Direct people are faster paced, more assertive, and more competitive. At worst, these tendencies sometimes transform into hastiness, combativeness, or lower awareness of others’ needs. More outspoken, talkative, and dominant, Direct people are extroverts who focus their attention on interests in their environment. In other words—action! They tend to work and play faster. When at a social gathering, they’re the ones who introduce themselves as a natural way of seeking to influence others in their surroundings.

They prefer to make rapid decisions, becoming impatient when things don’t move fast enough or don’t go their way. Checking for errors is something other people can do. It’s too time-consuming for Direct people. Instead of checking, they busily rush into new areas where the more Indirect may fear to tread. In fact, they often rush into so many new areas that their time seems to evaporate into thin air. That’s one reason why they have difficulty consistently being prompt—because something comes up at the office or somewhere else. Meanwhile, their more punctual, Indirect friends learn to busy themselves with time-killers, such as projects or magazines, while waiting for their more easily sidetracked companions.

Direct people may enjoy risks and want results now, or yesterday. Risks are a way of life with them. Not only are they less worried about rocking the boat, they’ll often tip it over and splash around in the hot water they find themselves in. They crave excitement, so they do as much as possible to get it.

Directness is measured on the horizontal axis in figure 2-A. Typical Direct people are:

[image: Images] Fast-paced, assertive, take charge—Wall Street bulls

[image: Images] Forceful, type-A personalities who confront conflict, change, risk, and decision-making head-on

[image: Images] Outspoken communicators who often dominate business meetings

[image: Images] Competitive, impatient, and confrontational; they bulldoze their way through life, often arguing for the sake of arguing

[image: Images] Confident; they maintain strong eye contact and have firm handshakes

[image: Images] People who thrive on accomplishment and are not overly concerned with rules and policies

[image: Images] Inclined to think, “It is easier to beg forgiveness than to seek permission.”

[image: Images] In terms of the verbal, vocal, and visual elements, direct people tend to speak quickly in loud, aggressive tones and present a bold visual appearance.

On the opposite side of the Directness spectrum, Indirect people are more quiet and reserved. They may be seen as more easygoing, or at least more self-contained in keeping their views to themselves. Indirect people ask questions and listen more than they talk. They typically do not share their opinions or concerns. When asked to take a stand, they may make tentative statements or none at all. They often appear more objective, quiet, and indecisive. When taken to an extreme, these positive traits can be viewed as negative ones—wishy-washy, tight-lipped, unassertive behaviors. Indirect people are also less confronting, less demanding, less assertive, and less socially competitive than their Direct counterparts. They allow others to take the social initiative. For instance, when they want to go to the movies or a restaurant, they might think to themselves, “Gee, I’d like to see that new adventure movie.” Then when their spouse or date suggests the latest western, they go along without mentioning their own interests.

They tend to be more risk-conscious—moving slowly, meditating on their decisions, and avoiding big changes. As a result, they often avoid taking bold chances or spontaneous actions. After all, what’s the best way to keep from failing? One way is to do nothing until you’re satisfied it will be an improvement. In other words, do only sure things. Those sure things result in a higher success ratio, so they are more natural for Indirect people.

When Indirect people flop, they tend to take the setback personally. They are likely to internalize or privately reassess it, often wondering if there’s something wrong with them. “How could I have been so stupid?” the Indirect person asks himself after a setback. Just give a hint that something is going wrong, and reserved folks may engage in self-criticism for days. By contrast, the Direct type seldom has extra time to spend looking back and reflecting on such considerations.

Indirect people tend to move at a slower or more measured pace than Directs. They speak and respond more slowly since they are more cautious or stability-focused when considering change. If their behavior becomes too measured, detractors (usually Direct people) can view this as dragging their feet, or even lacking interest.

Predictability is more important to Indirect people, so they tend to consider the pros and cons, attend to details, and fact-find. Caught in a gray area with no clear-cut guidelines, they usually ask for clarification or permission before they take action. They seek to meet their needs by accommodating the requirements of their environment. Generally they operate according to established formats and rules, so when you make an appointment with an Indirect person, you can expect him to show up on time, or possibly to wait for you!

Indirect people tend to communicate by asking or observing instead of stating or showing. Their questions clarify, support, or seek more information. They prefer qualified statements and speak more tentatively, often taking a roundabout or step-by-step approach. “According to some sources,” or “Perhaps another way of looking at this situation might be to consider . . .,” are common ways Indirects start a comment. If they don’t like something, they respond subtly. “Well, your other suit does look good,” is an Indirect’s way of telling you she hates your suit. They reserve the right to express their opinions or keep them to themselves. But they can also act like impregnable rocks when they don’t want to be cracked.

Typical Indirect people are:

[image: Images] Cautious in their approach to risk, decision-making, and change—Wall Street bears

[image: Images] Slow-paced, low-key, and often even meek

[image: Images] Tentative, reserved communicators who hesitate to contribute in meetings. They often preface their statements with qualifications such as “I’m not sure if . . .” or “According to my sources . . .”

[image: Images] Conflict avoiders. They are diplomatic, patient, and cooperative. On unimportant issues, they will conform rather than argue. When they have strong convictions about an issue, however, they will stand their ground.

[image: Images] Low-profile, reserved, and gentle. Handshakes are gentle and they speak at a slower pace and lower volume than direct people.

[image: Images] Slow to take the initiative at social gatherings

[image: Images] In terms of the verbal, vocal, and visual elements, indirect people tend to speak slowly and cautiously, making indirect qualified statements and are generally conservative and reserved in their visual appearance.
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2-A Using verbal, vocal, and visual indicators to identify directness

SUPPORTING OR CONTROLLING?

 

We’ve found that the other dimension of behavior, besides that of Directness/Indirectness, is that people tend to be either Supporting or Controlling. While the degree of directness or indirectness describes people’s observable behavior—how others see and hear us behaving—the second behavioral scale explains the internal goals motivating our daily actions. This dimension is concerned with why we do the things we do in the way we do them. When combined, the two scales show how inclined we are to reveal our thoughts and feelings plus the degree to which we tend to support other people’s expressions of their thoughts and feelings.

SUPPORTING BEHAVIORS

Supporting people are motivated by their relationships and feelings. They want to get to know people and they tend to make decisions based on feelings, experiences, and relationships.

Supporting people are emotionally open and show it by displaying a wide range of verbal, vocal, and visual elements. They talk with their bodies, using more vocal inflections, making continual eye contact, and communicating in terms of feelings more than the Controlling types. Other visual clues are animated facial expressions, much hand and body movement, a flexible time perspective, and immediate nonverbal feedback. Supporting people also like to tell, or listen to, stories and anecdotes and to make personal contact. They are comfortable with emotions and openly express their joy, sadness, confusion, and other feelings.

Supporting people respond to passing interests, their own and others’, even though this may take them away from the business or subject at hand. They like to make conversations enjoyable, so they often willingly stray from the subject to discuss personal experiences and interests. As long as it’s in the ball park, they figure it’s probably relevant. A Supporting person might say, “That reminds me of the time Uncle Jed got stuck on the Garden State Parkway for five hours . . .” And exaggeration of details just adds interest by fully depicting personal experiences.

Supporting types are also more accepting about time usage. Their time perspective is organized around the needs of people first and tasks second, so they’re more flexible about how others use their time than the Controlling types. “I’m sorry I’m late,” explains a Supporting person, “but my son was crying this morning because Jason broke his science project. So I had to write a note to his teacher and cheer him up before I dropped him off at school.”

Supporting behaviors, when carried to an extreme, might drive some people up the wall. For example, self-disclosure can be seen as neediness, digression as inattention, animation as melodrama, acquiescence as weakness, and friendliness as patronizing. Too much of any behavior can become a liability if taken to its extreme.

The level of supporting behavior is measured on the vertical axis in figure 2-B. Typically supporting people:

[image: Images] Are emotionally open, with animated facial expressions and physical gestures

[image: Images] Feel comfortable expressing joy, sadness, confusion, and other emotions quickly and unabashedly to virtually anyone
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2-B Using verbal, vocal, and visual indicators to identify supportingness

[image: Images] Maintain a closer physical proximity; they tend to be huggers, hand shakers, and touchers

[image: Images] Are informal and prefer relaxed, warm relationships

[image: Images] Enjoy loose, amusing conversations, frequently tell stories and anecdotes, often about personally embarrassing incidents

[image: Images] Prefer unstructured time and are seldom disturbed when other people waste their time

[image: Images] Are feeling-oriented decision makers. They value their hunches and the feelings of others.

CONTROLLING BEHAVIORS

If Supporting types seem like an open book, Controlling ones tend to be more poker-faced. Controlling types like to play their cards close to the vest in order to increase their probability of getting the upper hand and decreasing the probability of appearing foolish. Controlling types are motivated by the task at hand and want to accomplish their goals. They usually like to keep their distance, both physically and mentally. They don’t touch you and you don’t touch them. People often comment, once they get to know a Controlling person, “He’s a really great guy; but it’s awfully hard to break through the thick shell.”

Controlling people tend to stand farther away from you, even when shaking hands, than Supporting types. They have a strong sense of personal space and territory and hate it when someone invades it—for instance, by taking something from their desk, using personal items without permission, or calling meetings requiring their time without asking for their input.

Controlling people generally have a restricted range of verbal, vocal, and visual expression. Their faces don’t often give their thoughts away, they display limited or controlled hand and body movement, and adhere to a more time-disciplined agenda. They push for facts and details, focus on the issues and tasks at hand, and keep their personal feelings private. They aren’t natural touchers, and they tend to respond stiffly if anyone touches them. Unlike their Supporting counterparts, they give less wide-ranging nonverbal feedback.

By contrast with Supporting people, Controlling types typically place higher priority on getting things done. They prefer working with things or through people rather than with them or for them. Typical comments from a Controlling person include, “I can’t talk now, Frank,” or “I have a two o’clock deadline to meet,” or “I’ll let you know when I have time to do that,” or “I’ll get back to you later after I’ve had more time to think about it.”

The more Controlling types like structure since they know what to expect and have more control over the results within a structured environment. When negatively motivated, they can be viewed as coercive, restrictive, or overbearing. They prefer to stick with an agenda, at least if it’s their own. As more naturally independent, motivated workers, they prefer to have control of the conditions surrounding their tasks—either in terms of input and output (Directness) or the process itself (Indirectness). These more self-contained people make use of either key talent or key procedures to meet their own goals. Thus, they view the planning and supervision processes as ways of reaching goals. Direct individuals attempt to control the people around them while the Indirect types prefer to exercise control on their environments.

Because time equals money to Controlling types, they’re more disciplined about how other people use their time. In part, this explains their tendency not to show, discuss, or willingly listen to thoughts and feelings like Supporting people do. Controlling people are more matter-of-fact, with more fixed expectations of people and situations. Just as facts place second for Supporting types, feelings take the back seat for those who are Controlling. You might say that people who are Supporting experience life by tuning in to the concerns or feeling states (of themselves and others) and then reacting to them. By contrast, people who are Controlling focus on the tasks or ideas in question and respond primarily to those stimuli.

Controlling types like to know where a conversation is going. Idle, nondirected chit-chat is not for them. If Supporting types stray from the subject, people who prefer the Controlling style find a way to bring them back on track. They usually need clarity before they move on to the next topic. If you get off the subject, they’re likely to ask, “Can you sum that up for me?” or “What is the key point you’re trying to make?”

Because of their different priorities, Controlling types often perceive Supporting ones as time-wasters or wishy-washy. And Supporting types may view these Controlling types as cold, unsympathetic, or self-involved. As a result, misunderstandings can quickly grow out of proportion when we don’t discern and respond to the source of the differences—the inner motivating needs that drive our personal styles of behavior.

The range of behaviors between supporting and controlling are represented on the figure 2-B vertical axis with the top being supporting behaviors and the bottom repesenting controlling behaviors.

Typical Controlling people are:

[image: Images] Emotionally reserved—often called poker faces.

[image: Images] More rigid, physically, and less expressive than Supporting people. Tend to keep physically distant from others.

[image: Images] Guarded physically, mentally, and emotionally. Seldom boisterous or rowdy.

[image: Images] Task-oriented; they dislike digressions from their agendas.

[image: Images] Fact-oriented decision makers. They want to see statistics and other hard evidence.

[image: Images] People who prefer working alone and put little value on opinions and feelings.

[image: Images] More comfortable operating in an intellectual mode.

[image: Images] Champions of time management. They are the efficiency experts of the world who create and follow rigid plans and schedules.

WHICH STYLE ARE YOU?

 

As you read the above descriptions of each dimension, you undoubtedly did what everyone does: you compared yourself to the characteristics being described. Now, review the descriptions to determine where you stand on the two axes of figure 2-C. Answer the questions:

Are you more direct or more indirect?

Are you more supporting or more controlling?

Next, think of a “difficult” person with whom you would like to communicate better. Determine that person’s position on the two axes and mark on those places. More often than not, you will find that people with whom you have conflicts have different personal styles from yours.

[image: Images]

2-C Summary of behavioral characteristics

In determining your personal style or that of someone else, look for overall patterns. How do you act most of the time? Which descriptions of yourself did you identify with first before you started thinking, “Yes, but . . . ?”

People are not simple; they are infinitely complex. Even though everyone has one dominant personal style, they also possess some characteristics from all the styles. You may do some things in an indirect way and others in a direct way; in some situations you are supporting and in others controlling. The more comfortable you feel, however, the more you are acting in accordance with your dominant style.

FOUR BEHAVIORAL STYLES

 

The two dimensions, when combined graphically as in figure 2-C, form four quadrants. These quadrants and their unique combinations of behaviors identify four styles of relating to the world, four “style languages.” Figure 2-C shows the placement of the Socializer, Director, Thinker, and Relater.

Knowing which personal style best describes you and the other people you need to communicate with is an important second step in analyzing and improving your communication skills. The next chapter will give you a description of each type and show you how each type has a different way of perceiving the world, behaving, and communicating. Once you have a better understanding of each style, chapter 4 will help you understand how best to “send” your message to each style, as well as how your intended “receiver” is likely to interpret it based on his or her personal communication style.
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THE FOUR
STYLES

If a person is worth knowing at all, he is worth knowing well.

—ALEXANDER SMITH, NINETEENTH-CENTURY SCOTTISH POET

Each of the four types has a different way of seeing the world and communicating with other people. Once you understand the basic differences of each type, you will be able to communicate more effectively. You will be able to speak the four different style languages.

THE SOCIALIZER

 

Socializers are direct and supportive. Interacting Socializers are friendly, enthusiastic, and like to be where the action is. They thrive on admiration, acknowledgment, compliments, and applause. They want to have fun and enjoy life. Energetic and fast-paced Socializers tend to place more priority on relationships than on tasks. They influence others in an optimistic, friendly way and focus on positive outcomes. The friendly, out-going, fast-paced Socializer can also, however, be viewed as manipulative, impetuous, and excitable when displaying behavior inappropriate to the situation.

Socializers are seldom concerned with facts and details and try to avoid them as much as possible. This disregard for details sometimes prompts Socializers to exaggerate and generalize facts and figures. It also gives them a built-in excuse when they are wrong on something. They can always say, “I didn’t have all the facts!”

The Socializers are idea people who have the ability to get others caught up in their dreams. With great persuasion, they influence others and shape their environments by building alliances to accomplish their results. Then they seek nods and comments of approval and recognition for those results. If compliments don’t come, Socializers may invent their own! They are stimulating, talkative, and communicative.

Socializers are generally very open with their ideas and feelings. They are sometimes seen as “wearing their hearts on their sleeves.” They are animated, interactive storytellers who have no qualms about “creative exaggeration.” They love an audience and thrive on involvement with people. They tend to work quickly and enthusiastically with others. They are risk-takers and base many of their actions and decisions on intuition. Their greatest irritations are doing boring tasks, being alone, and not having access to a telephone.

Socializers are true entertainers. They love an audience and thrive on involvement with people. They tend to work quickly and enthusiastically with others. They are stimulating, talkative, and gregarious.

The primary strengths of Socializers are their enthusiasm, persuasiveness, and delightful sociability. Their primary weaknesses are getting involved in too many things, being impatient, and having a short attention span, which causes them to become bored easily. Socializers may be public relations specialists, talk show hosts, trial attorneys, social directors on cruise ships, or hotel personnel. They gravitate toward glamorous, high-profile careers.

In the business environment, they like other people to be risk-takers and to act quickly and decisively. In a social environment, they like others to be uninhibited, spontaneous, and entertaining.

Certain environmental and proxemic clues indicate the presence of Socializers (proxemics is the study of personal space and the movement of people in it and will be discussed in detail in a later chapter). Socializers design and use their space in a disorganized and cluttered manner; however, they know if something is missing. Their office walls may contain awards, stimulating posters or notes, and motivational, personal slogans. Their office decor is open, airy, and friendly, and the seating arrangement indicates warmth, support, and a willingness to make contact with others.

Socializers like contact and often move to an alternative seating arrangement when talking with visitors. Socializers are touchers and don’t mind a slap on the back or a warm handshake. They don’t mind people getting close to them, so there is little danger of alienating Socializers by standing too close or playing with something on their desks.
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