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Today’s Agenda

❏ Welcome, connection and context (9:00)

❏ Our experiences with trust-building (9:10)

❏ 5 Ways of Being and 5 Communication Styles to Build Trust (9:20)

❏ The 5 Styles of Communication in Action (9:30)

❏ Your Turn (9:45)

❏ Bringing this Back to Your Team (9:55)

❏ After party (more Q&A) (10:00)
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Goals for Our Trust-Building Work

● Learn how what we DO and what 
we SAY can build or undermine trust

● Understand our own trust-building 
strengths and growth areas

● Learn how to use active listening and 
empathy to understand the 
trust-building preferences of others

● Develop practical trust-building 
skills and actions we can use 
everyday 
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Change Moves at the Speed of Trust

Change
_________________

Trust
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Silent reflection

Think of a trusted person in your life (family 
member, coach, mentor, friend, guardian, 
colleague, boss, etc.)

What did they do to build trust with you?
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Understanding Each Trust-building Communication Style 
Future (Vision): Paints a 
compelling, inspirational picture of 
possibility. Oriented toward big 
ideas and long-term goals.

Strength: Use it to motivate, align 
around a North Star, or create 
energy for change.

Shadow: Can feel vague, 
unrealistic, or ungrounded if not 
backed by a plan or credibility.
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Understanding Each Trust-building Communication Style 
Data: Grounded in facts, logic, 
structure, and metrics. Necessary 
when more certainty needed.

Strength: Use it to build credibility, 
support recommendations, or explain 
complex issues with clarity.

Shadow: Can feel cold, technical, or 
disconnected from people if not 
paired with context or connection. 
Can seem manipulative or biased if 
methods or assumptions aren't 
transparent or agreed.
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Understanding Each Trust-building Communication Style 
Personal (Relatable Storytelling): 
Uses story, emotion, and personal 
experience to create connection. 
Makes abstract ideas feel real, 
human, and relevant.
Strength: Use it to build trust, 
connect across roles or silos, and 
make the message stick.
Shadow: Can feel unprofessional or 
off-topic if not well-framed or 
aligned to the moment.
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Understanding Each Trust-building Communication Style 
Action (Directive): Clear and decisive, 
focused on results. Moves quickly from 
idea to execution. Speaks in next steps, 
outcomes, and accountability.

Strength: Use it when there’s urgency, 
ambiguity, or a need to make decisions 
and drive momentum.

Shadow: Can come across as pushy, 
impatient, or dismissive of input.
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Understanding Each Trust-building Communication Style 
Inclusive (Collaborative): Engages 
others, listens, builds consensus. 
Fosters connection and belonging. 
Uses questions and open frames.

Strength: Use it to build alignment, 
foster trust, and bring diverse voices 
into the conversation.

Shadow: Can slow things down or 
appear indecisive if overused.
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Communication Styles Matter: Research Foundations
1. Psychological Safety (trust fuels learning, engagement, and performance). Edmondson, Amy. The Fearless 
Organization: Creating Psychological Safety in the Workplace for Learning, Innovation, and Growth (2018).

2. Motivational Interviewing & Active Listening (people are more engaged when they feel understood). Miller, 
William R. & Rollnick, Stephen. Motivational Interviewing: Helping People Change (2012)

3. Emotional Intelligence (effective leaders adapt to others). Goleman, Daniel. Emotional Intelligence (1995). 
Goleman, Daniel. Primal Leadership (2002).

4. Conversational Intelligence (the quality of conversations shapes relationships and results). Glaser, Judith E. 
Conversational Intelligence (2013).

5. Appreciative Inquiry (questions shape attention and action). Cooperrider, David L. & Whitney, Diana. 
Appreciative Inquiry: A Positive Revolution in Change (2005).

6. Adaptive Leadership (different situations require different leadership responses). Heifetz, Ronald A., Grashow, 
Alexander, & Linsky, Marty. The Practice of Adaptive Leadership (2009).

7. Indigenous Leadership & Deep Listening (relationships precede solutions). Kovach, Margaret. Indigenous 
Methodologies: Characteristics, Conversations, and Contexts (2009). Wilson, Shawn. Research Is Ceremony: 
Indigenous Research Methods (2008).
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The Communication Styles in Practice … Written and Verbal 
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How the Communication Styles Show Up in Conversation

Copyright © 2011-Present SMALLIFY LLC. All Rights Reserved. www.smallify.it

http://www.smallify.it


1. Identify your GLOWS: strengths in your current role (“My GLOWS are …”)
2. Identify your GROWS: growth areas (“My GROWS are …”)
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The questions we ask often reveal 
our preferred ways of understanding … 
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Role Play: Tell Me About Your Organization
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Role Play: Tell me about your ESE … 
Prepare a point about your ESE for each style:

❏ Personal (eg, how you came to this work)   
❏ Future (eg, the impact you want to make)
❏ Data (eg, # of participants in your program)
❏ Action (eg, the specifics of your program)

For Inclusive, think of what your listener may 
want to know and questions to ask them:

❏ Inclusive (“What would you like to know 
about our program?” “What are your 
priorities?”) + just listening actively 

Copyright © 2011-Present SMALLIFY LLC. All Rights Reserved. www.smallify.it

http://www.smallify.it


❏ Tell your partner(s) about your ESE in one minute 

❏ Focus on one communication style (extra credit if you 
add in another style)

❏ At the end, go around and share one thing you heard 
from the others stories and they style they used (e.g., “I 
like how you used data to tell us that you have 50 
participants in your program”)

Breakout: Talk about your ESE
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Practical ways to get better at each communication style

● Future (read an article on future trends and tell someone)

● Data (find a fact about your work and share it with someone)

● Action (write very short emails with numbers or bullet points)

● Personal (tell a story about your day at dinner)

● Inclusion (pause to ask someone what they think) 
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Tool #1: Planning for Trust

● Whom do you need to build trust with?

● What’s your desired outcome? (your win)

● What do they need? What motivates 
them? (their win)

● What trust-building communication 
styles might engage them? (what’s your 
hunch)

● Prepare at least one talking point for each 
communication style (e.g., for inclusion, 
list what you think they might need and a 
question you want to ask them). 
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Tool #2: 
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Tool #3: An Exercise You Can Do with Your Team

● Have a discussion about when each communication style (action, data, future, 
inclusion, or personal) is (1) most effective and (2) least effective 

(e.g., “The action style is most effective in emergency situations or when you’ve 
got to get things done to meet a deadline; it’s least effective when you don’t have 
formal authority, strong relationships or when collaboration and diverse points of 
view are needed”)

● Share your trust-building strengths and growth areas with your team and (a) 
what you will commit to the team and (b) what you will need from the team

● What are your team’s strengths? Where are there gaps to fill? What styles are 
most needed in the current environment? (have a growth mindset about it) 
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About Dave Viotti Dave Viotti is the founder and CEO of SMALLIFY, a global innovation 
capacity-building community based in Silicon Valley and practiced around 
the world. Dave has delivered SMALLIFY Labs and workshops to 30,000 
leaders in over 1,000 organizations around the world in the corporate, 
start-up, government, and non-profit sectors. 

Dave serves on the faculty of the Executive Leadership Program at U.C. 
Berkeley’s Haas School of Business and the IT Leadership Academy for the 
State of California. He was on the founding teams for Fuse Corps, the Civic 
Accelerator at Points of Light, the Collaborative Solutions Lab with the 
federal government at the Presidio Institute, the Westly Prize for innovation 
in California, and the IT Leadership Program for the State of Hawai‘i. Dave is 
a Gallup-Certified CliftonStrengths Coach.

Career highlights include: U.S. Chief Learning Officer and Corporate Counsel 
at Sun Microsystems, intellectual property lawyer at Faegre & Benson, 
Assistant Producer of CNN’s Burden of Proof, Executive Director of the Junior 
Statesmen Foundation, and Henry Luce Scholar at the Legislative Council in 
Hong Kong. Dave received undergraduate and law degrees from 
Georgetown University and a master’s degree in International Relations from 
Oxford University as an Allbritton Scholar. 

Dave is a long-time practitioner of improv comedy and a devoted 
chowhound and chef. Dave travels and works around the world (in person or 
remotely) to support clients and partners who are building positive futures 
for ALL. A dual Italian and American citizen, Dave’s basecamps are 
Honolulu, Los Angeles, and Modena, Italy.



THANK YOU!
www.smallify.it

daveviotti@gmail.com
LinkedIn: Dave Viotti

@viottidave (Instagram)
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