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How to Use This Guide

This guide is organized around four DiSC personality styles — D (Dominance), i (Influence), S (Steadiness),

and C (Conscientiousness) — and three learning stages for each. Whether you are new to DiSC or have

been using it for years, each stage gives you something concrete to work with.

The Three Stages
Stage 1 — Awareness. The goal here is understanding: what a style fundamentally is, how it

communicates, what drives it, and what it looks like under pressure. This stage is written to be accessible —

no jargon, no theory for theory's sake. Read it like a smart friend explaining something useful.

Stage 2 — Application. This stage gets tactical. You'll find specific language to use (and avoid), conflict

navigation guides, feedback frameworks, and cross-style friction maps. Come back to this section before a

hard conversation. It's a playbook.

Stage 3 — Mastery. For practitioners, coaches, and managers who want to go deeper. This stage covers

blended profiles, leadership patterns, coaching frameworks, and organizational design. The tone shifts here

— it's written for someone who already knows the basics and wants the nuance that takes years to see.

The Exercises
Each style has nine exercises — three per stage. Each exercise includes a name, what it builds,

step-by-step instructions, a real-world scenario, and a self-evaluation prompt. They're designed to be used,

not just read. Pick one that fits where you are right now. A complete Master Exercise Index appears at the

end of this guide.

How to Navigate
You can read front to back or jump directly to the style most relevant to a conversation you're having this

week. The Quick Reference Cards near the end are designed to be printed and kept at your desk. The

Cross-Style Friction Matrix is the page to open when two styles are in conflict and you're not sure how to

bridge them.

A note on language: DiSC describes tendencies, not identities. No style is better than any other. People are

blends. The descriptions here are drawn from the center of each style — your job is to use them as starting
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points, not cages.
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D
Dominance

Driven. Direct. Decisive.

Results-focused · Bold · Competitive

The D style is the person in the room who already knows what needs to happen and is

impatient for everyone else to arrive at the same conclusion. Understanding them

changes everything.
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STAGE 1

AWARENESS I understand what this style is.

What Drives the D Style
At the core of every D style is a fundamental need for control, challenge, and results. Their deepest fear is

not failure in the conventional sense — it is irrelevance, powerlessness, being outpaced. They see the world

as a series of problems to solve, challenges to overcome, terrain to win. Their internal monologue is fast and

always looking forward.

D styles are energized by opposition. The challenge that drains other styles is the thing that brings a D alive.

They are not comfortable in stillness. A D in a slow meeting, a D waiting on someone else's approval, a D

being told to be patient — watch what happens. The foot starts tapping. The eyes start scanning. Their

energy has to go somewhere.

How They Communicate
D styles communicate with bullet-point precision. They want the bottom line first, the supporting detail

second, and anything emotional or tangential removed entirely. They process quickly — often finishing your

thought before you have — and their patience for preamble is very short. Pace is fast. Tone is direct,

sometimes blunt. Priority is always the what and the so-what over the how-are-we-feeling-about-it.

How to Recognize the D Style
Direct eye contact. Leans forward. Quick to pivot topics. Uses language like "the bottom line," "let's just,"

"the point is," "what do we need to do." Often takes up physical space — speaks at volume, uses large

gestures, may stand when others are sitting. Quick to challenge assumptions. May interrupt not from

rudeness but because they've already processed and are ready to move.

Under Pressure
When a D style feels out of control — overruled, ignored, slowed down — they double down. The mild

directness becomes confrontational. The questioning becomes aggressive. They may become dismissive

("you're overthinking this") or start steamrolling objections to reassert the forward momentum they need.

They can become impulsive — making fast, sometimes bad decisions just to feel agency again.

The stress signal to watch for is a sudden hardening. A D under healthy pressure is forceful. A D under too

much pressure is controlling. The difference is whether they are still listening to input or have closed the
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door entirely.

Common Misconceptions
"They're rude." Not necessarily — they're efficient. Their directness feels like aggression to styles that need

warmth before content, but to the D, they're giving you the gift of clarity. Softening the message is what feels

unkind to them.

"They don't care about people." Wrong. D styles care deeply — they express care through action and

result, not words and sentiment. A D who makes the hard call to protect the team's outcome is showing love.

It just doesn't look the way you expect it to.

What It Feels Like to Be This Style
Being high D can feel like carrying a sense of urgency that others do not share. You often feel like the only

person in the room who sees what needs to happen, and you are frustrated by how long it takes everyone

else to arrive. You can be three decisions ahead while someone is still asking clarifying questions about the

first one. Your strength is clarity and pace. The work is learning to stay in the room long enough for others to

catch up — not because they are slower, but because they process differently, and their processing often

produces things you missed.

Stage 1 Exercises — Awareness

The Speed Check

BUILDS: Self-awareness about your default pace and its effect on others.

STEPS:

For one week, keep a brief log after every significant conversation.

Write: How long did this take? Did I let them finish their thoughts?

Did I solve their problem before they asked me to?

At the end of the week, look for a pattern.

SCENARIO:

Preparing for a one-on-one where someone has been pulling back from you.

HOW YOU KNOW IT WORKED:

You notice a pattern you had not consciously tracked before.
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The Stress Signal Spotter

BUILDS: Recognizing your own escalation cycle before it costs you.

STEPS:

After any meeting where you felt frustrated or dismissed, write three things:

1. What was the specific trigger?

2. How did your behavior visibly change?

3. What did the other people in the room seem to experience?

SCENARIO:

A project meeting is moving too slowly. You find yourself cutting people off.

HOW YOU KNOW IT WORKED:

If you can name your trigger before you act on it in the following week, the exercise worked.

The Other Side of the Table

BUILDS: Perspective-taking — understanding how you land when you are in full D mode.

STEPS:

Identify someone who works closely with a strong D-style person (not necessarily you).

Ask them: what is it like? What do you do to be effective with them?

What do they wish that person understood about how they communicate?

Write down what you hear. Read it back the next morning.

SCENARIO:

Understanding your impact before a difficult feedback conversation.

HOW YOU KNOW IT WORKED:

Something they describe sounds like you — and you did not know it before.
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STAGE 2

APPLICATION I can work with this style effectively.

Adapting Your Communication for a D
When you are communicating with a D style, lead with the bottom line. Not the context, not the preamble,

not the relationship check-in. The point first, everything else in service of it. They will ask for more if they

want it — do not assume they need it upfront.

Key principles:

• Lead with your recommendation, not your analysis. "I think we should do X. Here's why."

• Be brief. Every extra word is inefficiency to a D.

• Give them autonomy wherever possible — frame things as choices, not mandates.

• Show confidence. D styles lose respect for people who hedge constantly.

• If you disagree, say so directly. They would rather have a clean argument than a quiet resistance.

• Never waste their time. If you can do the meeting in 15 minutes, do it in 15 and thank them.

What to Say — and What to Avoid

Say:

• "Here is the quick version — I can give you more if you want it."

• "I know you are busy. Issue: X. My recommendation: Y. I need a decision by Z."

• "I disagree. Here is why." (They respect directness.)

• "What would you need to see to greenlight this?"

Avoid:

• "I just wanted to touch base and see how you were feeling about..."

• Long preambles before the actual ask.

• "I think maybe possibly we should consider..." — hedge language is noise to a D.

• Emotional framing without practical context attached.

Navigating Conflict with a D
Do not avoid the conflict. Do not accommodate without your real position on the table. Do not match their

volume if they escalate. Stay calm, stay factual, stay direct. "I hear you. Here is where I see it differently." D
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styles usually respect someone who holds their ground more than someone who folds. After a conflict, they

often move on faster than you expect — they do not hold grudges. They have already moved to the next

thing.

Giving and Receiving Feedback
Giving feedback to a D: Keep it brief, specific, and forward-looking. Lead with impact: "Here is what this

behavior is costing you / the team / the outcome." They respond to consequence-framing. Skip the long

narrative setup. They are already three paragraphs ahead of you.

Receiving feedback from a D: It will be blunt. They will say the thing most people would soften or skip. Try

to hear the substance underneath the delivery. They are not trying to harm you — they just edit out the

softness. If you need them to slow down, say so: "I want to hear this — can you give me a moment to

process."

Cross-Style Friction Points
D with S: The D wants to move; the S wants to be careful. The D reads S caution as passive resistance.

The S reads D urgency as disregard for people. Bridge: D names the destination clearly and acknowledges

what is not changing. S names the specific concern instead of going quiet.

D with C: The D wants to decide; the C wants to verify. The D reads C analysis as stalling. The C reads D

speed as recklessness. Bridge: Agree on a decision deadline and a minimum-sufficient-data standard

before the conversation starts.

D with i: Both are fast-paced, but D wants results and i wants connection. The D reads i enthusiasm as

unfocused. The i reads D directness as dismissive. Bridge: i leads with a clear outcome; D acknowledges

the relationship stakes.

D with D: War of wills. Both need to win. Bridge: Redirect the competition toward a shared external goal.

"We both want X — let's argue about how, not whether."

Practical Scripts
One-on-one: "I will keep this to 15 minutes. Here is the issue: [X]. My recommendation: [Y]. What do you

need from me to make that call?"

Disagreement: "I have a different read on this. Can I give you the short version?"

High-stakes ask: "I need to ask for something and I want to be direct. [The ask]. Here is why it makes

sense for the outcome we both care about."



Bryan Jodon 11 DiSC Communication Deep Dive

Casual rapport: "How is [the project / thing they care about] going?" Then listen. D styles appreciate when

someone acknowledges their territory without making it soft.

Stage 2 Exercises — Application

The Style Rewrite

BUILDS: Translating your natural communication into each DiSC style.

STEPS:

Take a proposal or request you need to make.

Write it first the way you would naturally write it.

Rewrite it for an S: add warmth, slow down, explain impact on people.

Rewrite it for a C: add data, remove assertions, add your sources.

Rewrite it for an i: lead with connection, add energy and vision.

SCENARIO:

Presenting a budget proposal or project plan to a mixed-style team.

HOW YOU KNOW IT WORKED:

If each version feels substantively different — not just cosmetically — the exercise worked.

The Pause Protocol

BUILDS: Interruption awareness and space-giving.

STEPS:

In your next three meetings, place a small mark on paper every time you are about to interrupt or finish

someone's sentence.

At the end of the meeting, count the marks.

The following week, try to reduce the count by half.

Note what you hear when you actually let them finish.

SCENARIO:

Working with S or C style colleagues who need space to complete their thought.

HOW YOU KNOW IT WORKED:

Someone tells you something you did not anticipate — because you let them finish.
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The Clean Fight

BUILDS: Conflict recalibration — holding your position with grace.

STEPS:

Recall a conflict from the past three months where it did not go well.

Rewrite it: what if you had stated your position clearly, asked for theirs,

found one thing you agreed on, and proposed a path forward without requiring them to admit they were wrong?

Write both versions side by side. What is different?

SCENARIO:

A disagreement with a peer or report where you steamrolled or the other person shut down.

HOW YOU KNOW IT WORKED:

If the rewrite feels uncomfortable because it requires leaving the other person with dignity even when you are

right — you have found the growth edge.
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STAGE 3

MASTERY I use DiSC fluidly and coach others in it.

Nuance Within the D Style
Not all D styles are the same. The DiSC model identifies twelve distinct sub-styles, and D blends look

meaningfully different from each other.

DC style (the Strategist): Even more precise and skeptical than a pure D. Combines results-drive with

analytical rigor — they do not just want to move fast, they want to move fast and be right. May appear

exacting or cold. They need logic, not just momentum.

Di style (the Driver): More charismatic and enrolling than pure D. Leads through energy and vision as

much as authority. More socially aware, better at bringing people along. Still results-focused — just more

willing to use charm to get there.

High-intensity D (dot far from center): This person lives in D all the time. Very direct, very competitive,

very low tolerance for inefficiency or emotional detours. Can be domineering without meaning to be. Needs

active coaching on the relationship cost.

Low-intensity D (dot near center): The quiet D. Has D-style drivers but expresses them with restraint. May

surprise people with bluntness when something genuinely matters to them. Often mistaken for a C or a calm

i.

D Styles in Leadership
Natural strengths: decisive action, big-picture vision, moving through obstacles and bureaucracy, raising the

bar for what the team believes is possible. D leaders create forward momentum in organizations that have

stalled.

Growth edges: listening before deciding, acknowledging the emotional dimension of team dynamics,

patience with different processing speeds. D leaders often create cultures where speed is valued over

accuracy — producing short-term wins and long-term fragility. The best D leaders learn to slow down

strategically: to understand that patience in the right moment creates more speed overall.

Coaching a D Style
• Lead with results. "Here is what this growth edge would unlock for you." They grow toward what is

valuable, not what is correct.

• Use challenge. D styles grow toward difficulty. Frame coaching goals as challenges, not improvements.
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• Be direct about blind spots. They do not need gentle framing — they need accurate framing.

• Watch for the "I already know this" defense. D styles can intellectually accept feedback and behaviorally

reject it. Ask them to show you, not just tell you.

• Help them see the relationship cost. They are often not paying attention to the signal. Bring data: "Here

is what I have observed from your team."

Designing for D Styles at Scale
In teams and organizations: keep meetings short, purposeful, and decision-oriented. Give D-style members

defined scope with real autonomy — they will perform best when they can drive within a lane, not when they

are managed by consensus. In hiring, D styles thrive in roles with clear success metrics, meaningful

pressure, and independence from bureaucratic friction.

In culture design, give D voices a legitimate channel for challenge that does not dominate. Unchecked D

energy in a leadership team can silence the styles that notice risk, carry relationships, and ensure quality.

The goal is not to suppress D energy — it is to channel it so the whole team benefits.

The Philosophical Contribution
The D style does something most of us are too cautious to do: it moves. It makes the call when everyone

else is still in the meeting. In organizations that suffer from analysis paralysis, bureaucratic inertia, or conflict

avoidance — a well-developed D style is oxygen. They remind us that not deciding is also a decision, and

usually a more costly one. When a D style has done the inner work — when they have learned to listen

before deciding, to carry their people rather than just their results — they become the kind of leader that

organizations are built on.

Stage 3 Exercises — Mastery
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The Developmental Audit

BUILDS: Identifying D-style growth edges with precision, not generality.

STEPS:

Think of a D-style person you coach or manage.

Map their behaviors against: decisions they make alone that should involve others,

feedback moments they routinely avoid, and relationships where they have created damage they are not

tracking.

Write a specific coaching agenda based on what you find — three concrete areas, not vague themes.

SCENARIO:

Preparing for a coaching session with a D-style direct report who is technically strong but is leaving a trail.

HOW YOU KNOW IT WORKED:

If you have three specific, concrete growth areas — not vague — the exercise worked.

The Style Climate Scan

BUILDS: Reading D energy in team dynamics and its systemic effect.

STEPS:

In your next team meeting, observe the D-style members specifically.

Who defers to them? Who pushes back? What goes unsaid when they speak?

What decisions get made in the room versus in the D's head before the meeting?

Write a one-paragraph assessment of how D energy is shaping the culture.

SCENARIO:

A team health assessment before a coaching intervention or leadership development program.

HOW YOU KNOW IT WORKED:

If you can name something that was invisible before the meeting — a dynamic, a silence, a pattern — the

exercise worked.
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The D-to-Non-D Bridge

BUILDS: Facilitating cross-style repair and ongoing communication design.

STEPS:

Identify a persistent friction point between a D-style and a non-D-style on your team.

Design a three-step conversation protocol: what the D needs to acknowledge specifically,

what the non-D needs to say more directly, and what a shared success metric looks like.

Facilitate the conversation. Debrief with both parties separately afterward.

SCENARIO:

A team whose output is suffering because of unresolved interpersonal friction between a D and an S or C.

HOW YOU KNOW IT WORKED:

If both people leave the conversation with something concrete to do differently — not just feelings processed

— the exercise worked.
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i
Influence

Enthusiastic. Expressive. Collaborative.

Optimistic · Persuasive · Energetic · Social

The i style is the person who makes everyone feel like the most important person in the

room. Working with them well means understanding what is underneath the warmth.
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STAGE 1

AWARENESS I understand what this style is.

What Drives the i Style
i styles are driven by connection, enthusiasm, and a genuine belief that relationships are the most important

thing about life — and work. Their deepest fear is rejection: not just social rejection, but becoming invisible,

irrelevant, unliked. They see the world as a place full of possibility and people to connect with. They move

toward energy, novelty, and engagement the way plants move toward light.

The i style is fundamentally optimistic. They believe things will work out, that people are basically good, and

that enthusiasm is contagious enough to make things happen. This is often true — and it is also the source

of their blind spots.

How They Communicate
i styles communicate in stories. They give context, share how they feel, bring color. They use humor,

animation, and enthusiasm. They often process out loud — meaning they are still figuring out what they

think while they are saying it. Pace is fast. Tone is warm and expressive. They prioritize connection before

content: they need to feel safe relationally before they can fully engage practically.

How to Recognize the i Style
Animated facial expressions. High energy. Talks about people rather than systems. Jumps from idea to idea

and expects you to follow. Uses phrases like "honestly," "I feel like," "you know what I mean," "the thing is."

Tends to be louder and more physically expressive. Often deflects discomfort with humor. Will ask how you

are doing — and mean it.

Under Pressure
When an i style is stressed, they become scattered, impulsive, or overly emotional. They may overpromise

to maintain harmony — saying yes when they mean maybe. They may avoid difficult conversations entirely,

convincing themselves that things will work out on their own. When they feel truly rejected or dismissed, they

can oscillate between withdrawal and sudden emotional outbursts that surprise people who thought

everything was fine.

The stress signal to watch for is the sudden laugh that covers discomfort, or the pivot to a new topic when

the current one gets hard. i styles do not go quiet — they redirect.
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Common Misconceptions
"They are superficial." Not true. i styles have deep feeling — they just process it out loud and move on

quickly, which can look like they did not go deep. Give them space to return to something important and you

will often find they have been sitting with it quietly.

"They cannot focus." Often untrue. They can focus deeply on things connected to people, meaning, and

possibility. Their low tolerance is for tasks that feel disconnected from human value — not for intellectual or

creative complexity.

What It Feels Like to Be This Style
Being high i can feel like living in full color while others are watching in grayscale. You find meaning in

connection; you carry the relational energy of rooms. The challenge is that this caring can become

exhausting — for you and for others — if it is not grounded in follow-through and honest limits. Your strength

is warmth and inspiration. The work is learning that not every silence needs filling, not every person needs to

love you, and that following through is how you earn the trust that your warmth opens the door to.

Stage 1 Exercises — Awareness

The Commitment Audit

BUILDS: Awareness of the gap between enthusiasm and actual capacity.

STEPS:

After your next major meeting or brainstorm, write down every specific commitment you made.

Next to each one, write: realistic, maybe, or no.

Look at the ratio. That ratio is a data point about your default setting.

SCENARIO:

After a team brainstorm where you generated ideas and volunteered for most of them.

HOW YOU KNOW IT WORKED:

If the list of what you committed to is longer than what you have capacity for, you have found the pattern.
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The Silence Map

BUILDS: Awareness of space-filling — and what becomes available when you stop.

STEPS:

For one week, every time you feel the urge to fill silence in a conversation, pause for five full seconds instead.

Note what happens. Does the other person fill it? Does something better emerge?

Write down one thing you heard each day that you might have talked over.

SCENARIO:

In any conversation where the pace naturally slows and you feel the pull to accelerate it.

HOW YOU KNOW IT WORKED:

If someone tells you something you would not have heard if you had kept talking — the exercise worked.

The Approval Tracker

BUILDS: Self-awareness about approval-seeking and its effect on decisions.

STEPS:

At the end of each day for a week, answer three questions:

Who did I seek validation from today?

Did I get it, and how did that affect my decisions or behavior?

What would I have done differently if I had already felt okay before the conversation?

SCENARIO:

Before working on a people-pleasing pattern that is getting in the way of direct leadership.

HOW YOU KNOW IT WORKED:

If you can name one decision you made for approval rather than conviction, the exercise worked.
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STAGE 2

APPLICATION I can work with this style effectively.

Adapting Your Communication for an i
Connect personally before you get to business. This is not small talk — for an i style, it is the foundation that

makes everything else work. Two genuine minutes of human interest before the agenda will pay for itself

three times over in the quality of the conversation that follows.

Key principles:

• Frame ideas in terms of people and impact: "Here is how this helps the team."

• Show enthusiasm for their ideas before you redirect them — do not lead with the problems.

• Be expressive. Match their energy enough to signal that you are present and engaged.

• Do not dive straight into data or process. Give them the human context first.

• Give them visibility. i styles are energized by recognition — name their contribution publicly.

What to Say — and What to Avoid

Say:

• "I love this idea — can I build on it?"

• "Here is how I see this affecting the people involved..."

• "I wanted to check in — how are you feeling about how things are going?"

• "I think you would be great at leading this."

Avoid:

• "Let's skip the small talk and get to it."

• "Just send me a list."

• Flat, data-heavy communication without any human framing.

• "That is not realistic." — Give them a how to redirect, not just a no.

Navigating Conflict with an i
i styles avoid conflict, so the conflict is often invisible until it is large. Watch for passive indicators: sudden

silence, over-agreeableness, humor used as deflection, or the pivot to a new topic when this one gets

uncomfortable. Name the tension directly but warmly: "I want to make sure we are actually good — is there
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something I missed?" Give them space to be honest without feeling exposed. Do not bring an audience.

Giving and Receiving Feedback
Giving feedback to an i: Warm up first. They need to feel safe with you before they can receive criticism.

Lead with genuine appreciation. Frame feedback in terms of impact on people and relationships — the

dimension they care most about. "The effect this had on the team was X." Keep it specific and do not pile on

— one insight per conversation.

Receiving feedback from an i: They may react emotionally at first — do not mistake the initial response for

the final position. They usually come around. Follow up a few days later; the i will often have integrated the

feedback deeply and be ready for a more grounded conversation than the one in the room.

Cross-Style Friction Points
i with D: i needs acknowledgment; D needs efficiency. i reads D directness as dismissive; D reads i

enthusiasm as unfocused. Bridge: i leads with the specific outcome they want; D acknowledges the

relationship dimension of the decision.

i with C: i wants to move by feel; C wants to verify first. i reads C skepticism as negativity. C reads i

enthusiasm as imprecision. Bridge: i gives C the specific data they need to feel safe; C expresses genuine

appreciation before the analysis.

i with S: Natural allies who care about people. Friction arises around pace (i moves faster) and

follow-through (i may not deliver what they promised S). Bridge: Explicit agreements, written if the

relationship can bear it without feeling formal.

i with i: Electric until someone has to do the work. The risk is a loop of enthusiasm with no execution.

Bridge: A shared accountability structure with external constraint.

Practical Scripts
One-on-one: "Before we get to the agenda — how are you actually doing?" And mean it.

Disagreement: "I hear you, and I genuinely want to get this right together. Can I share where I see it

differently?"

High-stakes ask: "I know this is a big ask. I believe in this and I believe in your ability to run it — here is

what I am seeing."

Casual rapport: "Tell me what has been exciting lately." Then listen — really listen.
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Stage 2 Exercises — Application

The Follow-Through Map

BUILDS: Closing the gap between enthusiasm and delivery.

STEPS:

Write down everything you have agreed to do in the last two weeks.

Check off what is complete. Circle what is pending.

For each pending item, write two sentences: what is the blocker? What is the smallest next action?

Do the smallest next action before you close the document.

SCENARIO:

Preparing for a check-in with a colleague who is waiting on something from you.

HOW YOU KNOW IT WORKED:

If even one person receives something you had forgotten you promised, the exercise worked.

The Direct Line

BUILDS: Engaging with conflict instead of redirecting around it.

STEPS:

Identify one difficult conversation you have been avoiding.

Write: what do you need to say? What are you afraid will happen if you say it?

What is the actual cost of NOT saying it?

Schedule the conversation. Give yourself a deadline of 48 hours.

SCENARIO:

A colleague whose behavior is affecting you and you have said nothing for weeks.

HOW YOU KNOW IT WORKED:

If you have the conversation — the exercise worked. Full stop.
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The Structural Anchor

BUILDS: Building execution discipline through external structure.

STEPS:

Pick one goal that matters to you. Write it down with: a specific outcome, a deadline,

one person who knows about it and will ask you about it,

and a weekly five-minute check-in with yourself.

Use this format for every major commitment for one month.

SCENARIO:

Any project where you have historically started strong and lost momentum.

HOW YOU KNOW IT WORKED:

If you are still actively working on it in week three, the exercise worked.
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STAGE 3

MASTERY I use DiSC fluidly and coach others in it.

Nuance Within the i Style
iD style (the Driver): More action-oriented, more competitive than pure i. Enthusiastic but wants results.

Can be charismatic to the point of steamrolling — the warmth is real but the pace leaves people behind.

iS style (the Collaborator): Warmer and more supportive than pure i. The energy is softened by S

patience. Excellent listener. May struggle even more with conflict and direct confrontation than a pure i.

High-intensity i: Highly expressive, potentially overwhelming. May dominate rooms without realizing it.

Their enthusiasm crowds out other voices not through malice but through sheer presence. Needs active

coaching on volume management.

Low-intensity i: Socially warm but more reserved. The enthusiasm is internal — expressed quietly, often

through written communication. Frequently underestimated.

i Styles in Leadership
Natural strengths: enrolling others, building culture, making people feel genuinely seen. i leaders are often

why a team stays through hard times — they create the relational glue that holds groups together when the

work gets difficult.

Growth edges: follow-through, making decisions under uncertainty without social consensus, confronting

performance issues directly and specifically. i leaders can build incredibly human workplaces and become

blind spots for accountability. The best i leaders develop the capacity for direct confrontation without losing

the warmth that makes them worth following.

Coaching an i Style
• Acknowledge their vision and energy before addressing the gap — always. Skipping this step closes

the door.

• Help them distinguish between connection and approval. "You can be warm and still hold people

accountable."

• Use storytelling. Tell them about someone who grew this way and what it opened up.

• Give them a concrete follow-through system — they often need structural support, not just motivation.

• Watch for people-pleasing as avoidance. When an i is agreeing too fast, they may be shutting down.
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Designing for i Styles at Scale
Build in public recognition structures that are genuine — not performative. Create real visibility for their

contributions. Give them roles that involve people, persuasion, and energy, and pair them with C or S styles

who carry the execution quality. In team design, i energy generates momentum; C and S energy converts it

into durability.

The Philosophical Contribution
The i style does something rare: it makes people feel seen. In organizations obsessed with output and

efficiency, the i reminds everyone that humans need to feel connected to their work and to each other. The i

style is often the reason a team holds together when the work gets hard. They carry the relational culture —

the memory of why the work matters and who we are doing it with. That is not a soft contribution. It is

load-bearing.

Stage 3 Exercises — Mastery

The Enthusiasm Ecology

BUILDS: Understanding how i energy lands in team dynamics.

STEPS:

Observe a team meeting with at least one strong i-style member.

Track: who generates energy, who receives it, what ideas get developed versus dropped.

How does the i's presence affect others' willingness to contribute?

Write a one-paragraph observation focused on systemic effect, not individual behavior.

SCENARIO:

Assessing a team before a communication or culture intervention.

HOW YOU KNOW IT WORKED:

If you can identify one way the i energy is landing differently than its source intends, the exercise worked.
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The Accountability Script

BUILDS: Coaching an i style toward follow-through without losing the relationship.

STEPS:

Draft a coaching conversation for a high-i person who repeatedly misses commitments.

The script must: lead with genuine warmth,

name the pattern without attacking character,

tie the behavior to impact on relationships (which they care about most),

and offer a concrete structural support — not just encouragement.

SCENARIO:

Coaching a high-potential employee whose execution is inconsistent despite strong interpersonal skills.

HOW YOU KNOW IT WORKED:

If the script contains actual language you would use — not just concepts — the exercise worked.

The Vision-to-System Bridge

BUILDS: Translating i inspiration into operational structure.

STEPS:

Take a vision or initiative an i-style leader has created.

Break it into five implementation milestones with owners and deadlines.

Present the operational structure to the i leader using their language:

"This is how we make your vision real."

Notice whether they feel energized or constrained by the structure.

SCENARIO:

Working with an i-style executive who generates ideas faster than the organization can absorb.

HOW YOU KNOW IT WORKED:

If the i leader feels energized rather than managed by the structure, the exercise worked.
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S
Steadiness

Calm. Patient. Supportive.

Empathetic · Consistent · Loyal · Patient

The S style is the thread that holds teams together. They often do not know how much

they contribute until someone points it out. This section is partly that pointing.
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STAGE 1

AWARENESS I understand what this style is.

What Drives the S Style
S styles are driven by a fundamental need for stability, sincerity, and belonging. They fear sudden change,

conflict, and loss of security — not because they are weak, but because their energy is invested in the

relationships and systems they have built with care over time. They see the world as a place where

consistency and loyalty matter most. Their inner world is thoughtful, feeling, and deeply attuned to others.

The S style is the most reliably present style in any room. They remember what was said in the last

conversation. They notice who is struggling. They are doing the invisible work of holding the social fabric

together — and they rarely ask for credit for it.

How They Communicate
S styles communicate carefully and warmly. They listen more than they speak, take time to think before

responding, and choose words with consideration for how they will land. They rarely say exactly what they

mean in conflict — they will soften, hedge, or go quiet rather than risk a relationship. Pace is measured.

Tone is warm and sincere. They need context and trust before opening up fully.

How to Recognize the S Style
Patient body language. Steady eye contact. Listens without interrupting. Often physically still and calm.

Uses phrases like "I just want to make sure everyone is okay," "whatever works best for the group," "I do not

want to rock the boat." May take longer to respond under pressure. Tends to remember personal details

about colleagues that others have long forgotten.

Under Pressure
When overwhelmed, S styles withdraw or go passive. They may agree with things they do not believe in

order to avoid conflict. They become emotionally unavailable — not dramatically, just quietly less present.

Under sustained pressure, the suppressed frustration can surface suddenly and disproportionately,

surprising people who thought everything was fine.

The stress signal to watch for is the careful, too-smooth answer. When an S sounds like they are reading

from a script — agreeing pleasantly, offering no friction, asking no questions — they have likely already

moved inward.
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Common Misconceptions
"They are pushovers." Often wrong. An S with a developed sense of self will hold their ground — they just

do it quietly and indirectly. The push-back is invisible until it has been building for a long time, and then it

arrives all at once.

"They do not want to lead." Also wrong. S styles lead beautifully when they feel safe and supported —

through influence, care, and steady presence rather than authority. Some of the most effective leaders of all

time have been S styles.

What It Feels Like to Be This Style
Being high S can feel like being the ground everyone else stands on — always giving stability, always

absorbing the disruptions others create. You are often the person people come to when they are hurting,

because you are safe. The risk is that you can give so much that you lose track of what you actually want,

what you actually believe, and what you are actually feeling. Your strength is loyalty and care. The work is

learning that your voice matters, your preferences are valid, and speaking up for yourself is not aggression

— it is a gift to the people who need to know you.

Stage 1 Exercises — Awareness

The Preference Excavation

BUILDS: Making contact with your own wants and opinions before deflecting.

STEPS:

For one week, every time someone asks "what do you want?" or "what do you think?",

resist the first instinct to say "whatever works for you."

Write down what you actually want or think before you answer.

Then decide whether to share it. Notice the gap between what you wrote and what you said.

SCENARIO:

Any group decision: where to eat, which approach to take, how to handle a situation.

HOW YOU KNOW IT WORKED:

If you surprise yourself with how clear a preference you had once you stopped deflecting, the exercise worked.
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The Resentment Tracker

BUILDS: Awareness of suppressed conflict before it becomes corrosive.

STEPS:

Write down three things from the past month that bothered you but that you said nothing about.

For each: why did you stay quiet? What did you do with the feeling?

What would have happened if you had said it at the time?

Look for the pattern across all three answers.

SCENARIO:

Before working on assertiveness in coaching or self-development work.

HOW YOU KNOW IT WORKED:

If you can name what makes you go quiet — the specific trigger — the exercise worked.

The Stability Signal Scan

BUILDS: Understanding your own change response — what stabilizes you, what disrupts you.

STEPS:

Think of a significant change from the past year — organizational, relational, or personal.

Write: what was your first reaction? What did you do with it?

How long did it take to feel okay? What helped? What made it harder?

Identify your three most reliable stabilizing behaviors.

SCENARIO:

Preparing to coach an S style through an upcoming organizational change.

HOW YOU KNOW IT WORKED:

If you can name your own stabilizing patterns — what you instinctively reach for — the exercise worked.
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STAGE 2

APPLICATION I can work with this style effectively.

Adapting Your Communication for an S
More than any other style, the S needs to feel safe with you before they can fully engage. Build the

relationship before you get to business — not as a technique but as a genuine investment. Every piece of

real communication with an S builds on the foundation you have already laid.

Key principles:

• Move at their pace. Do not rush. They process more slowly and need space to think.

• Give advance notice of changes. Sudden shifts feel destabilizing — not just uncomfortable, but

threatening to what they have built.

• Be consistent. S styles are loyal to people who show up the same way every time.

• Never pressure them for a response in the moment. Give them time and follow up.

• Acknowledge their contributions explicitly. They often go unrecognized because they do not

self-promote.

What to Say — and What to Avoid

Say:

• "I wanted to give you some time to think about this before we decide."

• "What do you think? I genuinely want your read on this."

• "I really appreciate the way you handled [specific thing]."

• "Nothing is changing about [important anchor]. Here is what is changing, and here is why."

Avoid:

• "We need to decide right now."

• Sudden announcements without context, warning, or explanation of what stays the same.

• "Why are you being so sensitive about this?"

• Anything that signals their concerns are not valid — even inadvertently.

Navigating Conflict with an S
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Name the tension gently and early. S styles avoid conflict — but the avoided conflict does not go away, it

accumulates. The most dangerous friction with an S is the kind that seems fine on the surface for months,

then surfaces with enough weight to do serious relational damage. Check in specifically and early: "I want to

make sure we are actually aligned — is there anything about this that feels off?"

Giving and Receiving Feedback
Giving feedback to an S: Be warm, be specific, and make it clear the relationship is not at risk. "I want to

share some feedback because I think it will help you — and I want you to know this does not change how

much I value what you bring." Go slowly. Let them respond. Consider giving them the topic in advance so

they can think before the meeting.

Receiving feedback from an S: They may go quiet, agree quickly, or seem to take it harder than expected.

Check in afterward: "I want to make sure you felt heard — how did it land?" They will often have more to say

once they have processed. Do not mistake their quiet for agreement.

Cross-Style Friction Points
S with D: S wants care; D wants motion. D reads S caution as passive resistance; S reads D urgency as

disregard. Bridge: D explains the why and names what is not changing; S names the specific concern

instead of going silent.

S with i: Usually natural allies. Friction: i moves faster, may overpromise. S absorbs the gap silently and

builds resentment. Bridge: Explicit expectations, direct check-ins on whether commitments were met.

S with C: Both value quality and care. C focuses on accuracy; S focuses on relationships. C may seem

cold; S may seem imprecise. Bridge: C acknowledges the relational dimension; S names specific concerns

rather than vague unease.

S with S: Beautiful harmony and dangerous avoidance. Nothing hard ever gets said. Bridge: Explicit norms

that make disagreement safe — agreed in advance, before anyone needs them.

Practical Scripts
One-on-one: "I want to check in — how are you actually doing with how things are going?"

Disagreement: "I want to be honest about something. I've been sitting with [concern] and I think I need to

name it."

High-stakes ask: "I want to ask you something and I want to give you time to think about it — no pressure

for an answer today."

Casual rapport: Ask about something specific they mentioned last time. Remember. Ask the follow-up.
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Stage 2 Exercises — Application

The Direct Statement

BUILDS: Assertive communication — saying the thing clearly, once.

STEPS:

This week, in one conversation where you would normally soften or hedge,

practice giving one direct statement: "My concern is X." "I prefer Y." "I am not comfortable with Z."

Just one. Do not dress it up.

Note what happens to the conversation after you say it.

SCENARIO:

Any workplace conversation where your instinct is to qualify or soften your real opinion.

HOW YOU KNOW IT WORKED:

If you said the thing clearly and the relationship survived — which it will — the exercise worked.

The Advance Notice Request

BUILDS: Advocating for your own process needs.

STEPS:

Identify someone in your work life who regularly introduces changes without notice.

Write a script where you ask directly for more lead time.

"When decisions are coming that affect my work, it helps me a lot to have a day or two to prepare."

Practice it out loud. Then say it.

SCENARIO:

Working with a D or i style manager who moves fast and assumes everyone can keep up.

HOW YOU KNOW IT WORKED:

If you asked for what you needed — even if it was uncomfortable — the exercise worked.
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The Conflict Ladder

BUILDS: Graduated conflict engagement — building the muscle through exposure.

STEPS:

List three tensions you are currently avoiding at work, ranked from least to most difficult.

Commit to addressing the easiest one this week.

Write what you will say. Practice it out loud. Then do it.

Debrief with yourself afterward. Repeat with the second one the following week.

SCENARIO:

Building sustainable assertiveness through graduated, low-stakes practice.

HOW YOU KNOW IT WORKED:

If you have the first conversation, the exercise worked. The rest follows.
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STAGE 3

MASTERY I use DiSC fluidly and coach others in it.

Nuance Within the S Style
SC style (the Supporter): More precise and quality-focused than pure S. The S warmth is paired with C

accuracy. This person gives care and expects rigor — they are deeply thorough and may struggle even

more with conflict.

Si style (the Connector): More expressive and socially outward than pure S. The warmth is more visible.

More comfortable in groups. May overpromise like the i style.

High-intensity S: Exceptionally patient, deeply loyal, deeply uncomfortable with change or conflict. May

suppress needs until they become resentments that arrive without warning and with disproportionate force.

Low-intensity S: Has S qualities but expresses them with more assertiveness. May look like a mellowed D

or i. Still prioritizes relationships but does not go quiet in conflict — will engage, just warmly.

S Styles in Leadership
Natural strengths: creating psychologically safe teams, consistent and reliable presence, developing others

with genuine care. S leaders build the kind of loyalty that survives organizational hardship.

Growth edges: making hard calls quickly, holding people accountable, pushing through conflict rather than

around it. S leaders often build teams that love them and struggle to perform because difficult conversations

never happen. The best S leaders learn that accountability is an act of care — that letting underperformance

slide is not kindness, it is avoidance.

Coaching an S Style
• Spend real time building trust before offering challenge. The trust is the work, not the preamble to it.

• Help them distinguish between harmony and truth. "Keeping the peace is not the same as building

peace."

• Use specific, relational examples. S styles respond to concrete stories more than abstract principles.

• Work slowly. They process in layers — what they say in session one is often different from what

emerges in session four.

• Celebrate the moments they assert themselves. These are significant for high-S people and easily

overlooked by coaches.
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Designing for S Styles at Scale
S styles need stability structures: clear roles, predictable rhythms, and communication norms that give them

time to process. In change management, the most important thing you can do for S-heavy teams is be

explicit about what is not changing — anchor the familiar before you introduce the new.

In culture design, create explicit norms that make it safe to disagree. Without them, S-heavy cultures

develop a harmony that is really suppression in a pleasant disguise — everyone seems fine, and no one is

saying the important things.

The Philosophical Contribution
The S style carries something organizations desperately need and rarely value enough: continuity. In a

world obsessed with change and disruption, the S holds the thread. They remember who has been through

what together. They know the history, the context, the relationships that the org chart cannot show. Without

S energy, teams become transactional. Work becomes a series of transactions between people who never

quite build the trust to do the hard things together. The S makes work human.

Stage 3 Exercises — Mastery

The Silent Voice Discovery

BUILDS: Surfacing S perspectives that group dynamics suppress.

STEPS:

In your next team meeting, pay close attention to who is not speaking.

After the meeting, check in with one of them privately.

"I noticed you were quiet in there — what were you thinking?"

With their permission, share what you find with the group in the next meeting.

SCENARIO:

Facilitating more inclusive team discussions where quieter voices carry important information.

HOW YOU KNOW IT WORKED:

If something valuable surfaces that the group had missed — a risk, a concern, a better path — the exercise

worked.
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The Accountability Framework for S Coaches

BUILDS: Coaching S styles toward necessary confrontation.

STEPS:

Write a coaching plan for a high-S leader who avoids difficult performance conversations.

The plan must include: how to help them separate warmth from avoidance,

a specific script for delivering hard feedback with care intact,

and a practice regime: three real conversations in three weeks, with debrief after each one.

SCENARIO:

Developing an S-style manager who is well-liked but is not yet holding the team to account.

HOW YOU KNOW IT WORKED:

If the plan is concrete enough that someone could execute it without you, the exercise worked.

The Change Architecture

BUILDS: Designing communication that works with S-style processing.

STEPS:

Take an upcoming organizational change.

Redesign the communication plan specifically for S styles:

What advance notice will you give? How will you name what is staying the same?

What space will you create for concerns to be heard without judgment?

Write the actual communication — not the plan, the actual words.

SCENARIO:

Leading a team through a process change, restructure, or shift in leadership.

HOW YOU KNOW IT WORKED:

If an S-style colleague reads it and says "this actually makes me feel better," the exercise worked.
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C
Conscientiousness

Analytical. Precise. Thorough.

Detail-oriented · Logical · Careful · Systematic

The C style sees what others miss. Their gift is rigor. Their work is learning that accuracy

in service of people is different from accuracy in service of being right.
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STAGE 1

AWARENESS I understand what this style is.

What Drives the C Style
C styles are driven by accuracy, quality, and the need to do things right. Their deepest fear is being wrong

— and by extension, being criticized for imprecision, error, or insufficient rigor. They see the world as a

complex system that rewards careful thinking and punishes sloppiness. They are often the person who sees

what everyone else missed — and genuinely cannot understand why the others did not see it.

The C style is not pessimistic — they are accurate. The concerns they raise are usually valid. The risk they

identify is usually real. The question is not whether they are right; it is whether the timing, framing, and

frequency of their observations creates the conditions for good work or stops it.

How They Communicate
C styles communicate with precision. They think before they speak, use specific language, and often provide

more context than the listener asked for — not because they are rambling, but because the full context is

necessary to the accuracy of the message. They can come across as detached; they are not — they are

focused. Pace is measured and deliberate. Tone is controlled, often flat.

How to Recognize the C Style
Careful word choice. Asks clarifying questions. Takes notes. Presents data to support points. Uses

qualifiers: "it depends," "technically," "in most cases," "generally speaking." May go quiet when a

conversation moves faster than they are comfortable with. Tends to read the background materials before a

meeting rather than winging it.

Under Pressure
When pushed, C styles withdraw into analysis. They may shut down emotionally and retreat to their data.

They become more rigid, more insistent on process, more perfectionistic. Under extreme pressure, they can

become highly critical — of themselves and of others — as the fear of being wrong expands to encompass

everything in the environment.

The stress signal to watch for is the sudden increase in qualifications. A C under healthy pressure is precise.

A C under too much pressure qualifies every statement until nothing is committed to.
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Common Misconceptions
"They are cold and unemotional." Wrong. C styles have deep emotions — they just do not display them

without trust and context. They are private feelers. A C who trusts you will show you more than you expect.

"They cannot make decisions." Also wrong. They make excellent decisions when given appropriate data

and sufficient time. The issue arises when others rush them to decide before they have the confidence in the

information that they need to commit.

What It Feels Like to Be This Style
Being high C can feel like living in a world where most people are operating with incomplete information and

are not especially bothered by it. You see the holes, the risks, the errors — and it can feel like you are the

only adult in the room. The challenge is that this hyper-vigilance for error can make you hard to work with

and hard to satisfy, including yourself. Your strength is rigor and reliability. The work is learning that done

and imperfect is often more valuable than perfect and late, and that people who act on incomplete

information are not reckless — they are operating in the real world with you.

Stage 1 Exercises — Awareness

The Certainty Inventory

BUILDS: Awareness of when you are waiting for impossible certainty.

STEPS:

Write down three decisions you have been delaying.

For each: what additional information would make you feel confident?

Is that information actually obtainable within a reasonable timeframe?

What is the cost of waiting for it? What is the cost of acting without it?

SCENARIO:

Before working on decisiveness under ambiguity in coaching.

HOW YOU KNOW IT WORKED:

If you discover that you are waiting for certainty that does not exist, the exercise worked.
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The Critical Voice Log

BUILDS: Self-awareness about the inner critic and its real cost.

STEPS:

For three days, write down every time the critical voice fires — at yourself or at others' work.

Note the trigger. Note whether the criticism was accurate, helpful, or just vigilance for its own sake.

Look for the ratio of useful-to-unnecessary criticism.

SCENARIO:

Before beginning coaching work on perfectionism patterns.

HOW YOU KNOW IT WORKED:

If you catch at least three instances where the critical thought cost more than it was worth, the exercise

worked.

The Emotion Decode

BUILDS: Understanding the gap between your intention and your impact.

STEPS:

After five conversations this week, ask yourself: what emotional signal did I send?

What did I intend? Would the other person describe the conversation the way I would?

Where might there be a gap between my tone and my meaning?

SCENARIO:

Preparing to work on warmth and accessibility with a C-style coach or through self-reflection.

HOW YOU KNOW IT WORKED:

If you notice a gap between your intention and your impact — even once — the exercise worked.
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STAGE 2

APPLICATION I can work with this style effectively.

Adapting Your Communication for a C
Prepare. When you come to a C with vague assertions and no data, you are asking them to take you on faith

— and they do not do that. Come with specifics, with sources, with a clear acknowledgment of what you do

not know. Epistemic honesty is more credible to a C than false confidence.

Key principles:

• Be precise. Do not say "pretty soon" when you mean "by Thursday at 3pm."

• Give them time to process. Do not rush to a decision in the meeting if you can avoid it.

• Give context for changes: the why, the how, what was considered.

• Allow them to push back analytically. This is how they engage, not how they fight.

• Acknowledge what you do not know. C styles respect intellectual honesty over confident bluffing.

What to Say — and What to Avoid

Say:

• "Here is the data: [specific data]. My interpretation is [interpretation]."

• "I want to think this through carefully with you."

• "What questions do you have that would help you feel confident about this?"

• "What is your concern with this approach?" — and then actually listen.

Avoid:

• "I have a gut feeling about this."

• "Trust me, it will work out."

• "Let's just figure it out as we go."

• "Why do you need to overthink everything?" — this question will permanently damage the relationship.

Navigating Conflict with a C
Expect a methodical argument. They will bring data. Do not try to win emotionally — it will not work, and it

will lose you credibility. Meet them in the logic: "Here is my read of the data. Here is where I think we are

making different assumptions." The conflict often resolves around identifying which assumption is wrong, not
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which person is wrong.

Giving and Receiving Feedback
Giving feedback to a C: Be specific, be factual, and be prepared to support your point. C styles will engage

critically with feedback — this is not defensiveness, it is analysis. Frame feedback as information: "Here is

what I have observed. Here is the pattern I see. Here is why I think it is costing you." Allow them to respond

with their own data.

Receiving feedback from a C: They may question your evidence, correct your framing, or go quiet to

process. None of these are resistance — they are analytical engagement. Give them space to sit with the

feedback. C styles often integrate it very deeply; the processing just takes longer than you expect.

Cross-Style Friction Points
C with D: C wants enough data to be confident; D wants to decide now. C reads D as reckless; D reads C

as stalling. Bridge: Agree on a decision timeline and minimum sufficient data standard upfront — before the

stakes are high.

C with i: C reads i enthusiasm as imprecision; i reads C analysis as negativity. Bridge: i leads with a specific

goal; C shares their analysis as support rather than challenge.

C with S: Both care about quality. C focuses on accuracy; S focuses on relationships. Bridge: C leads with

acknowledgment of the relational dimension; S leads with specific concerns rather than vague unease.

C with C: Extraordinary precision, potential for paralysis or competing standards. Bridge: External constraint

— a deadline, a client need, a third-party perspective — to force movement.

Practical Scripts
One-on-one: "I want to understand your full perspective before I share mine."

Disagreement: "I see it differently — can I walk through my reasoning and then hear where yours

diverges?"

High-stakes ask: "I know this needs more analysis than I have been able to give it. Here is what I know,

what I do not, and what I am asking for."

Casual rapport: "I read something about [topic they care about] — have you come across [specific thing]?"

They will have thoughts.
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Stage 2 Exercises — Application

The Minimum Viable Analysis

BUILDS: Making sound decisions without complete information.

STEPS:

Take a current decision that has been sitting for too long.

Set a 30-minute timer.

Write: what I know, what I do not know, what the cost of being wrong is, and what I recommend with current

data.

Commit to that recommendation. Revisit in one week.

SCENARIO:

Any organizational or personal decision with a soft deadline that has become permanent pending.

HOW YOU KNOW IT WORKED:

If you made the call and it did not collapse, the exercise worked.

The Warm Opener

BUILDS: Relational accessibility — connection before content.

STEPS:

In five conversations this week, lead with something personal before something analytical.

It does not have to be significant: "How was your weekend?" or "How did [thing] go?"

Note the difference in how the conversation develops.

Note especially whether information comes to you that it would not have otherwise.

SCENARIO:

Working with i or S style colleagues who need warmth before they can fully engage.

HOW YOU KNOW IT WORKED:

If at least one conversation goes somewhere it would not have without the opener, the exercise worked.
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The Feedback Reformatter

BUILDS: Giving critical observations in a form others can actually receive.

STEPS:

Take a critical observation you have about a colleague's work.

Rewrite it three ways: as pure analysis, as appreciation-then-gap, and in terms of what the colleague cares

about.

Practice delivering the third version out loud before the real conversation.

Note the response difference.

SCENARIO:

Giving feedback to an i or S style colleague whose reception of your feedback has been poor.

HOW YOU KNOW IT WORKED:

If the colleague responds with "thank you" rather than defensiveness, the exercise worked.
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STAGE 3

MASTERY I use DiSC fluidly and coach others in it.

Nuance Within the C Style
CD style (the Analyst): More decisive and action-oriented than pure C. Still precise, but willing to make the

call when the analysis is done. May seem demanding of accuracy in others. Can appear cold or exacting.

CS style (the Quality Champion): More relational and patient than pure C. The accuracy drive is softened

by genuine care for people. Excellent quality delivered in service of others. May struggle more with conflict

than pure C.

High-intensity C: Exceptionally precise. May become perfectionist to a fault — hard to satisfy and

sometimes hard to work with. Brilliant, but needs explicit coaching on the "good enough for now" concept.

Low-intensity C: Has C qualities but holds them more lightly. Makes decisions with somewhat less data.

May be mistaken for another style in casual settings but will reveal the C precision when the work matters.

C Styles in Leadership
Natural strengths: quality standards, strategic thinking, principled decision-making, depth of analysis that

others cannot match. C leaders build organizations that do not make the same mistake twice.

Growth edges: speed of decision, emotional attunement, communicating vision in human rather than just

logical terms. C leaders can create cultures where fear of being wrong stifles innovation and risk-taking. The

best C leaders learn to separate their standards from their identity — to care deeply about quality without

making every imperfection a crisis.

Coaching a C Style
• Lead with respect for their precision. Never be vague about your methodology or sources.

• Help them distinguish between high standards and perfectionism. "What would good enough to move

look like here?"

• Use thought experiments. C styles engage deeply with hypotheticals and appreciate the intellectual

rigor.

• Challenge worst-case assumptions with data: "What is the actual probability of that outcome?"

• Watch for the inner critic as the primary obstacle. C styles can be harder on themselves than anyone

else would be.
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Designing for C Styles at Scale
C styles need clear standards, defined processes, and autonomy within them. Ambiguity is costly to C-heavy

teams — not because they cannot handle complexity, but because uncertainty about what "good" looks like

creates constant background anxiety that consumes energy better spent on the work.

In culture design, create explicit permission to experiment — defined scope, clear what-we-are-testing

questions, and a no-fault exit clause. Without this structure, C-heavy teams will avoid innovation entirely

rather than risk a visible failure.

The Philosophical Contribution
The C style does something essential: it tells the truth. In cultures where positive spin is the norm, where

everyone is performing confidence about plans that are not ready and results that are not as good as

announced — the C is the person who says "the data does not actually support that conclusion." They

protect organizations from self-deception, from groupthink, from the confident charge off the cliff. Without C

energy, teams make beautiful plans and execute them badly. The C keeps the standards honest — and that

is a gift, even when it does not feel like one.

Stage 3 Exercises — Mastery

The Standards Audit

BUILDS: Distinguishing functional standards from perfectionistic ones.

STEPS:

Map the quality standards you hold for a particular type of deliverable.

For each standard, write: what is the cost of meeting it? What is the actual risk if we do not?

Which standards are load-bearing? Which are optional?

Revise the list. Present the revised list to a C-style colleague and discuss.

SCENARIO:

Helping a C-style leader or team member unlock their own productivity.

HOW YOU KNOW IT WORKED:

If the revised list is shorter than the original and nothing important fell off, the exercise worked.



Bryan Jodon 49 DiSC Communication Deep Dive

The Innovation Permission Structure

BUILDS: Creating conditions for C-heavy teams to experiment without triggering paralysis.

STEPS:

Design a team experiment with: a defined scope, a clear question you are testing,

an agreed-upon standard for "this is working," and an explicit no-fault exit clause.

Present it to the team using that exact structure.

Run the experiment. Debrief on what the structure made possible.

SCENARIO:

Helping a C-heavy team try something new without the fear of visible failure shutting down the attempt.

HOW YOU KNOW IT WORKED:

If the team runs the experiment, the exercise worked.

The Depth Coach

BUILDS: Translating analytical rigor into accessible leadership communication.

STEPS:

Ask a C-style leader to take a complex analysis and explain it to you as if you are a new employee on day one.

Listen without prompting. Then debrief:

What did they include that they should not have? What did they leave out that matters?

Have them try again with the second version. Compare.

SCENARIO:

Developing a technically brilliant C-style leader who is not yet accessible to the people they lead.

HOW YOU KNOW IT WORKED:

If the second version is something they could use in an actual meeting, the exercise worked.
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Cross-Style Friction Matrix

Every pairing of DiSC styles has a characteristic friction point — a default pattern that emerges when two

styles are under pressure together. The table below maps each pairing, names the friction, and offers a

practical bridge. Use this page before a difficult conversation or as a team reference during conflict

resolution.

Pair The Friction The Bridge

D + i Both fast-paced and outgoing — but D wants results while i wants connection. D reads i enthusiasm as unfocused. i reads D directness as cold.i leads with a clear outcome; D acknowledges the relationship dimension.

D + S D wants to move; S wants to be careful. D reads S caution as resistance. S reads D urgency as disregard for people.D names what is not changing and explains the why. S names the specific concern directly instead of going quiet.

D + C D wants the decision; C wants the data. D reads C analysis as stalling. C reads D speed as recklessness.Agree on a decision deadline and a minimum data standard before the conversation starts.

D + D War of wills. Both need to win. Neither will back down gracefully. The work gets lost in the power dynamic.Redirect competition toward a shared external goal. "We both want X — let's argue about how, not whether."

i + S Natural allies who both care about people. Friction: i moves faster, may overpromise. S absorbs the gap and builds quiet resentment.Explicit agreements and direct check-ins on whether commitments were actually met.

i + C i wants to move by feel; C wants to verify first. i reads C skepticism as negativity. C reads i enthusiasm as imprecision.i leads with a specific outcome; C shares analysis as support rather than challenge. C leads with appreciation.

i + i Electric and generative — until someone has to execute. Risk is a loop of enthusiasm with no delivery.A shared accountability structure with external constraint and a single responsible owner per commitment.

S + C Both value quality and care. C focuses on accuracy; S focuses on relationships. C may read S as imprecise; S may read C as cold.C acknowledges the relational dimension before analysis. S names specific concerns rather than vague unease.

S + S Beautiful harmony and dangerous avoidance. Nothing difficult ever gets said. The team is pleasant and cannot perform.Explicit norms that make disagreement safe — agreed in advance, before anyone needs them.

C + C Extraordinary precision, potential for competing standards or analysis paralysis. Neither will commit to imperfect data.External constraint: a deadline, a client need, or a third-party opinion to force movement.
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Quick Reference Cards

One card per style. Print and keep at your desk. Use before a conversation, meeting, or coaching session.

D Dominance

TRAITS

• Results-focused, direct, decisive

• Competitive, fast-paced

• Questions and challenges assumptions

SAY

• "Here is the bottom line:"

• "What do you need to decide?"

• "I disagree — here is why."

AVOID

• Long preambles

• Hedging language

• Emotional framing without context

UNDER STRESS

• Becomes controlling

• More blunt, may steamroll

• Impulsive decisions to regain agency

i Influence

TRAITS

• Enthusiastic, expressive, optimistic

• Connection-focused, social

• Moves on stories and feeling

SAY

• "How are you actually doing?"

• "I think you would be great at this."

• "Here is how this affects the team."

AVOID

• "Skip the small talk."

• Data without human context

• Flat, monotone delivery

UNDER STRESS

• Scattered, overpromises

• Avoids conflict entirely

• Emotional outburst after long suppression
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S Steadiness

TRAITS

• Calm, patient, deeply loyal

• Listens more than speaks

• Prioritizes relationships and stability

SAY

• "Take your time — no rush."

• "I appreciate specifically how you..."

• "Here is what is not changing."

AVOID

• "We need to decide right now."

• Sudden changes without context

• "Why are you so sensitive?"

UNDER STRESS

• Goes quiet, goes passive

• Agrees with things they do not believe

• Sudden disproportionate reaction after

suppression

C Conscientiousness

TRAITS

• Analytical, precise, thorough

• Detail-oriented, logical

• Needs accuracy before committing

SAY

• "Here is the data. My read is..."

• "What questions would help you feel confident?"

• "I do not know — and here is what I do know."

AVOID

• "Just trust me."

• "Let's figure it out as we go."

• Vague timelines or unspecified expectations

UNDER STRESS

• Withdraws into analysis

• Becomes rigid and perfectionistic

• Highly self-critical, highly critical of others
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Master Exercise Index

36 exercises across all four styles and three learning stages. Listed here for quick reference and planning.

# Style Stage Exercise Name

1 D Awareness The Speed Check

2 D Awareness The Stress Signal Spotter

3 D Awareness The Other Side of the Table

4 D Application The Style Rewrite

5 D Application The Pause Protocol

6 D Application The Clean Fight

7 D Mastery The Developmental Audit

8 D Mastery The Style Climate Scan

9 D Mastery The D-to-Non-D Bridge

10 i Awareness The Commitment Audit

11 i Awareness The Silence Map

12 i Awareness The Approval Tracker

13 i Application The Follow-Through Map

14 i Application The Direct Line

15 i Application The Structural Anchor

16 i Mastery The Enthusiasm Ecology

17 i Mastery The Accountability Script

18 i Mastery The Vision-to-System Bridge

19 S Awareness The Preference Excavation

20 S Awareness The Resentment Tracker

21 S Awareness The Stability Signal Scan
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# Style Stage Exercise Name

22 S Application The Direct Statement

23 S Application The Advance Notice Request

24 S Application The Conflict Ladder

25 S Mastery The Silent Voice Discovery

26 S Mastery The Accountability Framework for S Coaches

27 S Mastery The Change Architecture

28 C Awareness The Certainty Inventory

29 C Awareness The Critical Voice Log

30 C Awareness The Emotion Decode

31 C Application The Minimum Viable Analysis

32 C Application The Warm Opener

33 C Application The Feedback Reformatter

34 C Mastery The Standards Audit

35 C Mastery The Innovation Permission Structure

36 C Mastery The Depth Coach
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