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COMMUNICATION THAT WORKS
Using DISC to Strengthen Housing Authority Boards
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HOUSING AUTHORITY BOARD PARTICIPANT WORKBOOK

Participant Name:  __________________________________________________________
Housing Authority or Organization:  __________________________________________________________
Workshop Date:  __________________________________________________________
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How to Use This Workbook
Follow the presentation, capture your own observations, and leave with one clear next step.
Workshop Outcomes
☐  Recognize the four DISC communication styles.
☐  Adapt a message for different board members.
☐  Keep board and staff communication within governance roles.
☐  Handle disagreement without damaging trust.
☐  Choose one communication practice to strengthen.

	Time
	Conversation

	0–10
	Communication as governance

	10–20
	Where boards get stuck

	20–40
	DISC basics

	40–55
	DISC in the boardroom

	55–68
	Board and Executive Director

	68–80
	Conflict practice

	80–90
	Board commitments
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Opening Reflection and Temperature Check
Strong Board Communication
Think of the best board you have served on or worked with. What made its communication effective?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Rate the Board You Know Best
	Statement
	1
	2
	3
	4
	5

	Commissioners receive useful information before decisions.
	☐
	☐
	☐
	☐
	☐

	Board members listen even when they disagree.
	☐
	☐
	☐
	☐
	☐

	Questions come before assumptions.
	☐
	☐
	☐
	☐
	☐

	The Board and Executive Director understand their roles.
	☐
	☐
	☐
	☐
	☐

	Different viewpoints can surface without personal conflict.
	☐
	☐
	☐
	☐
	☐



What would move your board up one point?
________________________________________________________________________________
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Seven Communication Traps

	Select
	Trap
	What It Can Look Like

	☐
	Information overload
	Important material gets buried in a large packet.

	☐
	Information gaps
	Commissioners feel surprised or lack context.

	☐
	Different preferences
	Board members want different levels of detail or discussion.

	☐
	Individual direction to staff
	A commissioner bypasses the Executive Director.

	☐
	Avoided conversations
	A concern grows because no one addresses it.

	☐
	Disagreement feels personal
	A challenge to an idea becomes a judgment of a person.

	☐
	Email and text tone
	Sensitive debate moves outside the board process.



Which trap most affects your board, and what does it cost the board?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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DISC Quick Reference
DISC describes observable communication preferences. It does not measure intelligence, competence, values, or worth.
	D
Dominance
	Results, action, challenge
“What’s the bottom line?”
Contribution: Drives decisions and challenges assumptions
Adapt: Lead with the result, options, risk, and decision.



	I
Influence
	People, enthusiasm, interaction
“Let’s talk this through.”
Contribution: Builds relationships and creates energy
Adapt: Connect the issue to people and impact.



	S
Steadiness
	Stability, cooperation, support
“How will this affect everyone?”
Contribution: Builds consensus and steadies the room
Adapt: Give context, processing time, and an implementation plan.



	C
Conscientiousness
	Accuracy, quality, evidence
“What does the data show?”
Contribution: Tests assumptions and protects compliance
Adapt: Bring documentation, rationale, and time for questions.
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Communicating With Each DISC Style

	Style
	Lead With
	Give Them
	Watch For
	Useful Opening

	D
	Bottom line
	Options and timing
	Excess detail
	Here is the decision we need.

	I
	People and opportunity
	Conversation and impact
	Drifting from the issue
	Here is who this affects.

	S
	Context and stability
	Time and predictability
	Abrupt change
	Here is how the change will unfold.

	C
	Facts and rationale
	Evidence and assumptions
	Unsupported conclusions
	Here are the data and supporting documents.



My Communication Reflection
The style or styles I most recognize in myself:
________________________________________________________________________________
________________________________________________________________________________
A style I need to adapt to more intentionally:
________________________________________________________________________________
________________________________________________________________________________
Under Pressure
	Style
	Pressure Response
	My Adaptation

	D
	Pushes harder or interrupts
	Pause before responding.

	I
	Talks more or loses focus
	Return to the question.

	S
	Withdraws or agrees too quickly
	State the concern clearly.

	C
	Adds analysis or delays commitment
	Name the information needed to decide.
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Boardroom Scenario 75 New Affordable Homes

	SCENARIO
	The Executive Director recommends acquiring a property that would add 75 affordable housing units. The Board must decide whether to authorize staff to begin due diligence.

	Style
	Likely Questions
	What Helps

	D
	What is the opportunity, risk, recommendation, and deadline?
	Options and timeline

	I
	Who supports this, and how will the community respond?
	People, partnerships, and public message

	S
	How will this affect residents, staff, and capacity?
	Implementation and support plan

	C
	What are the financial model, assumptions, and requirements?
	Data and due diligence documents



How could the board packet address all four perspectives?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Which perspective might your board overlook?
________________________________________________________________________________
________________________________________________________________________________
	D
	I
	S
	C


Clear Communication Follows Clear Authority

	GOVERNANCE LANE
	BOARD   ›   EXECUTIVE DIRECTOR OR CEO   ›   STAFF


Individual commissioners may ask for information through agreed channels. Individual commissioners do not direct staff.
Question or Direction
	Commissioner Statement
	Question
	Direction

	Could you help me understand the maintenance backlog?
	☐
	☐

	Move the north property to the top of the list this week.
	☐
	☐

	Where can I find the procurement threshold?
	☐
	☐

	Ask finance to issue this purchase order today.
	☐
	☐



What words or behaviors turn a question into direction?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Where does your board need clearer communication boundaries?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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The Board Chair and Executive Director Set the Tone
☐  The meeting purpose is clear.
☐  The agenda identifies the decisions the board must make.
☐  Sensitive issues surface early enough for preparation.
☐  The Chair and Executive Director agree on who communicates next steps.
☐  Commissioners receive material information consistently.
☐  Performance concerns follow the board’s governance process.
Our Communication Rhythm
What should the Chair and Executive Director discuss before each board meeting?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
How will the full board receive important information consistently?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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Conflict Scenario Questions Become Personal

	CASE
	During several meetings, one commissioner repeatedly questions operational decisions. The Executive Director becomes defensive. Other commissioners stop participating.


What is the actual communication problem?
________________________________________________________________________________
________________________________________________________________________________
What DISC behaviors might be contributing?
________________________________________________________________________________
________________________________________________________________________________
What should the Board Chair do?
________________________________________________________________________________
________________________________________________________________________________
What should the Executive Director do?
________________________________________________________________________________
________________________________________________________________________________
What should the board do together?
________________________________________________________________________________
________________________________________________________________________________
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Difficult Conversations
	Step
	Purpose
	Guiding Question

	1  Describe
	Use observable facts without assigning motives.
	What happened?

	2  Clarify
	Identify what still needs to be understood.
	What do we need to understand?

	3  Discuss
	Hear relevant perspectives and maintain roles.
	Whose perspective needs to be heard?

	4  Decide
	Name the action, owner, boundary, or decision.
	What happens next?



Reframe the Message
	Instead of
	Try

	You clearly didn’t think this through.
	Help me understand the factors behind this recommendation.

	This makes absolutely no sense.
	I’m not comfortable yet. Could we review the assumptions?



Write a difficult statement you have heard, then reframe it:
________________________________________________________________________________
________________________________________________________________________________
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Board Communication Agreements
☐  We disagree with ideas without attacking people.
☐  We ask questions before making assumptions.
☐  We listen to understand the concern.
☐  Commissioners receive important information at the same time.
☐  Individual commissioners do not direct staff.
☐  We raise concerns through appropriate governance channels.
☐  We address difficult issues before they grow.
☐  We respect the board’s final decision.
An additional agreement our board needs:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
The one agreement that could make the biggest difference:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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A Communication Ready Board Meeting

	Before
	During
	After

	☐ Purpose is clear
	☐ Chair protects the process
	☐ Decision is communicated

	☐ Decision is identified
	☐ Questions stay respectful
	☐ Assignments are confirmed

	☐ Packet arrives on time
	☐ Different lenses surface
	☐ Minutes reflect the action

	☐ Questions route early
	☐ Next steps are explicit
	☐ Follow-up stays in the governance lane



Our Meeting Practice
Which before, during, or after practice would improve your board meetings most?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Who needs to help put it in place?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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My natural communication tendency is:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
Under pressure, I tend to:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
A style I need to communicate with more effectively is:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
At my next board meeting, I will:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
One conversation I need to approach differently is:
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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The 30 Day Board Challenge

	Week
	Board Practice
	Notes

	1
	Select one communication agreement
	

	2
	Use it during a board meeting
	

	3
	Ask what improved and what did not
	

	4
	Keep, revise, or replace the practice
	



Action Plan
	Action
	Who Needs to Be Involved
	By When

	
	
	

	
	
	

	
	
	



How will the board know the practice helped?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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Final Takeaway and Notes
	REMEMBER
	Different styles can strengthen the board when members share expectations, respect governance boundaries, disagree constructively, and adapt their communication.



________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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