


In this article, we describe each of the five decision-making styles in detail. This

information is intended to be neither exhaustive nor definitive, and most executives will

exhibit only some of the traits we list. Nevertheless, knowing the general characteristics of

the different styles can help you better tailor your presentations and arguments to your

audience. Unfortunately, many people fail in this regard. In our experience, more than half
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categorizations are based on secondary sources, including media accounts.





Managers can use similarities to create bonds with a recent hire, the head of another

department, or even a new boss. Informal conversations during the workday create an

ideal opportunity to discover at least one common area of enjoyment, be it a hobby, a

college basketball team, or reruns of Seinfeld. The important thing is to establish the bond

early because it creates a presumption of goodwill and trustworthiness in every subsequent



the judgments, including psychological ones, that are made about people and their abilities.

Idea in Practice

This table shows examples of styles of talking (including the assumptions behind

each style) and unintended consequences a company may suffer because of

misinterpreted stylistic differences.



Every utterance functions on two levels. We’re all familiar with the first one: Language

communicates ideas. The second level is mostly invisible to us, but it plays a powerful role

in communication. As a form of social behavior, language also negotiates relationships.

Through ways of speaking, we signal—and create—the relative status of speakers and

their level of rapport. If you say, “Sit down!” you are signaling that you have higher status





The trick is to work with, not against, the flow of the vast underground river of

informal communication that exists in every organization. Of course, you can’t

ridicule a rumor into oblivion if it’s true or at least reasonable. If that’s the case,

there is little you can do but admit the substance of the rumor, put it in

perspective, and move on.

Sharing Knowledge

Much of the intellectual capital of an organization is not written down anywhere

but resides in people’s minds. Communicating this know-how across an

organization and beyond typically occurs informally, through the sharing of stories.

Knowledge-sharing narratives are unusual in that they lack a hero or even a

detectable plot. They are more about problems, and how and why they got—or,

more likely, didn’t get—resolved. They include a description of the problem, the



commitment of their followers.



facing an overbearing competitor? Shut down when feeling excluded? Knowing

your danger zones, you can anticipate your vulnerabilities and improve your

responses.

3. With an honest, nonjudgmental friend, rehearse clear, neutral, and temperate

responses. Get out everything you’re thinking (emotions and all), then refine your

phrasing until it expresses your message—in an honest but nonthreatening way.

Eliminate emotionally charged behaviors. Write down your phrasing to remember

it later.

Managing Stressful Conversations

Preparation isn’t enough. During a stressful conversation, use these gambits:



Naturally Jeremy got the wrong idea about where David was heading; he remained his

usual cocky, superior self. Sensing this, David felt he had to take off the velvet gloves. The

conversation quickly became brutally honest, and David did almost all the talking. When

the monologue was over, Jeremy stared icily at the floor. He got up in stiff silence and left.

David was relieved. From his point of view, the interaction had been painful but swift.
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