EARCOS Conference

Communicating Handout

To go with the presentation by Dr. Candy Fresacher

Questions at:  c.fresacher@kabsi.at

Although we do it every day, and hours at a time, good communication does not take place often enough.  It is very often bad communication practices that mean extra work needs to be done, work is done incorrectly, or even that people do not much like working with other people.  Improving communication skills will help to improve not only the working environment and the process of production, but also should improve your relationships with others.

To start, here are some examples of the communication process.  Generally speaking, there are four basic components to this process:  someone who sends the message, the way in which the message is sent, the message itself, and someone who receives it.  
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Use this space to think of a time when what you said was not understood properly.

Analyse with a partner why each of your statements may have been misunderstood.

But the above diagram shows that it is not necessarily as easy as it sounds.

Communication is much more complex.[image: image2.wmf] 
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  This diagram shows us some of the complexity of the process.  We see that the sender of the message is a complicated individual with an individual viewpoint and individual surroundings and the receiver as well.  The message may be interpreted in a number of different ways and therefore be more problematic than either person anticipated.  These may be reasons that misunderstandings occur.

There are various forms of communication possible in an office environment and with each of these forms, incorrect communication can mean difficulties.  The types of communication possible include various written forms of communication such as letters, reports, memos, bulletins, email, and text messages.  Oral communication forms can include face-to-face conversations, telephoning, meetings and presentations.  Our body language also communicates, and other visual impulses such as PowerPoint presentations or graphs and charts can be complicated or simple to understand.

Choice of Communication

How we choose to communicate will depend on the following: 

•Urgency



•Accuracy



•Written record

•Legality/Evidence


•Confidentiality


•Security

•Credibility



•Complexity



•Legibility

•Status of recipient


•Nature of message


•Feelings

•Protocol



•Convenience



•Speed 

•Cost




 Available technology


 Image

Barriers to Oral Communication

•Accent and words

Since it is more than likely when speaking English that you will not be speaking to a native English language speaker, the difference in accents may lead to problems with understanding your partner.  Different language speakers have different problems with the pronunciation of various letters and with different intonation in English leading to difficult ties in understanding.

•Tone and body messages

Remember that any message is not made up of just words.  Body language makes up 55 percent of the message and tone 38 percent.  The words chosen only give 7 percent of any message.  

•Physical surroundings

Often the physical surroundings of a conversation may have an effect on what you are trying to say.  If it is too noisy, too hot or too cold, if the chairs you are sitting in are uncomfortable, if the office is cluttered or sterile, if the walls are painted pink or green, all these factors will influence how your message is received.

•Psychological surroundings

You may be able to influence your physical surroundings, but it may be impossible to tell if the receiver of your message is worried about something else, if he/she is thinking about what happened last night or last week, or next week and therefore not paying attention to what you may have to say.  Moods, emotions, feelings – both your own and those of the person who is receiving the message can and do affect what is understood or not understood.

Solutions to Difficulties with Oral Communication

Finding solutions to the above problems can be made easier if both the sender and receiver keep some simple guidelines in mind.
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Speaker

–be aware

–get feedback

–be flexible

–watch language

–check cultural context

Barriers to effective written communication

Incorrect medium choice

While emails and text messages are used more and more frequently today, sometimes it is more appropriate or more efficient to use a fax or letter form.  When might this be necessary?

Incorrect language use

Grammar, spelling and punctuation can make a difference in whether a message is understood or not.  The sentences:  “Eats, shoots and leaves” means something different depending on where the comma is place or left out.  Or, put the correct punctuation here:  We always have been we are and I hope that we always shall be detested in France (Duke of Wellington).

The words whether or weather, or personal and personnel sound the same but have two different meanings.  And if you use the wrong verb tense when speaking or writing, your partner might think an action has already happened when you want to say that it should happen.  If a patient in a hospital “was in pain” or “has been in pain” will mean a difference in treatment – why?

Not enough thought before writing

Writing is a difficult skill and needs more time than people give it these days.

Wrong length for message

If you are used to using text messages you may know that sometimes what you want to say is not clear.  Using short forms and jargon may lead to a message being misunderstood.  That means it must be repeated and this wastes time and is inefficient.

No instant feedback

Written messages offer no instant feedback when the message is not understood.  Because tone and gestures are so important to any message, it is essential that the written message be very clear because it is without these other elements of communication.  The receiver of the message cannot know more than what the words on the paper have to say.

Solutions to barriers in written communication

Think and rethink before sending message

Re-read what you have written before you send it and perhaps have someone check it to be sure it is written correctly and says what you really want to say.  Emails very often are written without any thought at all, but they are then a written record that can be re-read and shown to others.

Be aware of conventions of written forms

Each written form of communication in English has certain rules about how it is written, whether it is an email, letter, fax, or report.  The conventions help the reader to understand more quickly and easily the message given.

Use computer and people assistance to be sure message is understandable

As stated above, other people and computer programs can help with your writing.  Make sure you have a word program that looks at spelling and offers suggestions for grammar problems.

Try using online dictionaries, but use them with care, being sure to look at all options available before making the final choice.

Use 3 c’s:  be clear, be concise, be courteous!

Body Language

Watch inappropriate clothing, watch inappropriate smell, inappropriate business environment, and be aware of inappropriate gestures, touching and distance requirements.

List here some typical gestures of your country that people in other countries might not understand.  Which gestures do you think are universal?

Visual Communication

With the ability of most people to use PowerPoint and Excel and therefore to produce graphs, charts and presentations easily, mistakes can still be made that make communication unclear.  Some of the problem areas in making and using diagrams and PowerPoint are:

•The graphics are too complicated or there is too much movement in the PowerPoint.

•Choice of color, pictures, etc. may be  incorrect for ease in reading message.

•Use large font size so all can read – even at the back of the room.

•Too much text distracts audience from listening to you.

•Be aware of various technical problems that might occur and have backup technology.

All of these points mean that it is important before giving a presentation that uses visuals to:

check font settings, check technical equipment, proof-read and practice, make sure visuals help send the message and do not detract from it.

The Emotionally Intelligent Communication 

Emotional intelligence, while not a form of communication itself, deals with interpersonal skills which rely on communication abilities.  Daniel Goleman breaks up the social skills into two parts:  empathy and dealing with relationships.  In addition emotional intelligence deals with the intra-personal skills of self-awareness, management of emotions and self motivation which will not be discussed here.

Empathy

Empathy means knowing what others are feeling.  Once someone is more in touch with how they feel themselves, it becomes easier to know how others are feeling.  Generally men are less good at recognizing different feelings in the faces of others when shown emotional portraits, but empathy is also a skill that can be learned.  Once a person knows how the other is feeling, it does not mean that it is necessary to let those feelings dominate the relationship.  What becomes important is how one reacts to the acknowledged feelings.

There are a number of ways to improve the empathetic level of a relationship.  They include:

Self disclosure
Although risky, if you want people to open up to you and tell you something about their emotions, you must be the first to do so.  If you explain what or how you are feeling, it is likely that your partner will do the same.  This is not always accepted behaviour in the business world.  If, as in Austria, a certain distance exists between people in a business situation with the formal and informal “you”, it will be harder to cross the line to another level of understanding between people.  However, if it is something you feel will make your overall understanding of the other person better, it might be worth a try.

Assertiveness

Assertiveness means putting forward and defending one’s own rights.  Assertiveness is one method of reacting to communicative exchange.  Two other methods are aggressive reactions or passive reactions.  When aggressive, the person reacting only hears his/her own voice and opinions and does not listen to the other.  When passive, the person accepts whatever the partner has to say without defending him/herself, mainly feeling it is not worth the effort to argue.  The assertive person is able to decide when the best opportunity allows for an expression of one’s own opinions because s/he is aware that everyone has a right to a personal opinion and has a right to express that opinion, while at the same time, listening to the opinions of others.

Ways to become more assertive include:  using “I” statements, using repetition, choosing the right time and place for a discussion and using an understanding of the other’s feelings to come up with the best solution to the problem.

Dynamic listening

It is said that for any hour of conversation, the partner really listens only 25% of the time.  And of the 25%, only 25% of that will be remembered for longer than 3-5 days.  This means that very often our message is not heard.  The partner is thinking of other things.  As we talk at an average of 125 words a minute and our brains can comprehend about 500 words a minute, there is spare time for thought while someone is talking.  

To show that you are listening, you can:  take notes, show active listening by body language:  including leaning forward, nodding your head, or you can also make comments, including:  yes, I see.  You might also repeat what the other says to make sure you have understood it correctly, asking if that is indeed what the other person meant.  Being heard is important in all aspects of life.  A complaining parent may be satisfied if someone actually listens to the complaint.  A teenager may be happy to hear that the parent has at least heard what s/he has to say, even if the outcome remains the same.
Interpersonal Relationships

The social element of our lives is the one that gives it richness and satisfaction.  It is very often not the salary a job offers but the social atmosphere in a company that makes it a good place to work and influences whether the individual wants to stay in that company.  Deepening relationships at the workplace can add value to one’s life and increased skills in interpersonal relationships can also be useful in life outside the workplace as well.

Once again, assertiveness, or respect for the other’s position and well as a realisation that one’s own position is to be respected is key.  Other aspects of dealing with others include:

Political awareness
Political awareness does not only have to do with government politics, there are office politics as well.  Being aware of who are the people in your surroundings who are the decision makers and who are the trouble makers is important information that one needs in order to survive.  If you end up with the trouble makers, although you are not one yourself, it could be you lose your job when they do.  If you surround yourself with the decision makers, it could very well be that you help in the decision-making process.  In any case, you may pick up tips that will help you in other situations.

Ability to negotiate
The ability to negotiate has to do with your ability to be assertive and therefore get your point across without being seen as aggressive.  Aggressiveness has a certain negativity that suggests no understanding of the partner.  Negotiating means finding out exactly what you want and what your opposite is likely to want and finding solutions.  This could require a lot of planning and flexibility, but it certainly requires finding rapport with your opposite.  It is also important to have alternatives available and possibilities for compromise.

Ability to cooperate
Cooperating with partners is essential but not always easy.  Again, an assertive and positive attitude is a good way to start.  Humour greases the wheels and helps with any relationship.  Recognition that working in a team can be useful and bring better ideas is a first step in seeing the importance of cooperation.  Since knowledge is power, some people will feel the need to withhold vital information that could be used to solve problems in an attempt to be found important or valuable.  Spreading knowledge is a part of cooperation and vital to finding good solutions to complex problems.
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Look at the squares above.  How many do you see?  Once you have decided how many you see, find a partner and see if, through cooperation, you find more together than you found by yourself.  

Understanding and using networking
Networking means being involved in a community that will help you with your career and help you in putting forward your own positions and opinions.  Knowing which organisations to belong to, which events to attend and who to speak to at those events so that you are noticed and promoted requires a certain amount of self-confidence as well as planning.  

Relationships exist over time and therefore thinking about what is wanted from the relationship and how, not only how the person is important to you, but how you can also meet the needs of the other person are considerations that should be made.  This may include deciding how much information about one’s feelings, thoughts and ideas are to be exchanged.  Being aware of the limits to a relationship as well as the expectations of the other (as well as yours (your own)) may very well help you not be disappointed.  Remember that in communication it is often not the words we use but our gestures and tone that lead the other to have a certain opinion.  Be sure that your communication style expresses who you are and be aware that the communication style of the other may be different from how they really feel.  Perceptions are important but not necessarily the truth.  Daniel Goleman has a new book which only deals with the social environment we live in.  Research has shown that much of what we feel is transmitted from others without any words at all.  We can also influence the atmosphere in the office without saying one word.  So be sure what you are “saying” is positive and cooperative.

Negotiating

How do you think the following items will affect a negotiation?  Discuss each point in detail.

Preparation:


Techniques:


Language:

.   Planning


.  Rapport

.   Research


.  Parameters


Simplicity

.   Objectives


.  Listen!


Clarity

.   Limits


.  Attitude

.   Strategy


.  Approach





   Flexibility





   Review





   Agreement





   Confirmation

Talk about negotiations you have had in your private as well as business life.  Long ago (or maybe not so long ago) did you negotiate with your parents about your allowance or deadlines or grades?  What was important to make sure you had a successful negotiation?  What would be necessary for such a negotiation to be successful?  We negotiate all the time and whether we are successful or not depends on how we conduct our negotiations.  Some of what we do is through instinct but much can be learned in order for both people to feel that the outcome is a win/win situation.

A BATNA, from the Harvard Negotiation Project, is a best alternative to what we want in a negotiation.  How can this be of help?  If we know that there is a second job waiting for us elsewhere, we are in a better position to negotiate.  So the better the alternative to the negotiation, the stronger a position you will have.  It is not necessary to use this knowledge in your argumentation, but it is important for you to feel the effects of the alternative on your style of negotiation.

Remember always to prepare in advance, to think of what compromises you might make, to find the right time to have the discussion and to make sure your partner feels comfortable.  During the negotiation, be sure to listen to your partner’s ideas to see where you agree and disagree and address the concerns of the partner.  In actual fact, the best negotiations bring about a WIN/WIN situation where each person feels they have received the best part of the deal.  Normally we are in a long-term relationship with our partners and that should also be taken into account.  But even in a flea market with bargaining for a cheaper price – negotiating with feeling can make each partner feel respected and good about the eventual outcome.

Personal Selling Approaches

The Selling Process:  a three step approach (taken from the IATA Module 7)

Step 1.  A Positive Sales Attitude
To be positive requires enthusiasm, a belief in our abilities and a genuine desire to meet our customer’s expectations.  We have to sell ourselves and our agency.  Therefore every person needs to be handled in a positive, caring way.  Avoid negative expressions.

Step 2.  Product Knowledge
Know your product well – how can this be done?

Step 3.  A Structured Selling Approach
This approach works best for a one-on-one selling platform.

a. Greet customer:  make customer feel at ease, be friendly and enthusiastic.  Assume the customer is interested in your product and maintain your customer’s interest through various strategies including:  questioning needs, wants and expectations, mutual interest, name dropping, startling statements, story, exhibit, gift, compliment, statistics, analogy, demonstration.

b. Gather essential information:  use questions to find out exactly what your customer wants.  Include open questions starting with when, where, why, what, which and how; closed questions to be answered with yes or no; leading questions which ask for agreement to reinforce previous statements; and feedback questions to make sure you have understood client.  Be sure to listen to your customer.

c. Present recommendations:  translate the features and characteristics of the product into BENEFITS – showing your customer how the product fits in with their needs.  Price can only be mentioned when related to value – a price means nothing unless it is linked to the benefits the customer will receive when purchasing it.

d. Objections and counter-arguments:  expect objections and turn them into sales aids – clues to show you what exactly the client wants.  Do not side-step objection, say “I’m glad you brought that up” and repeat it to be sure you understood correctly.  Listen carefully.  Do not make customer feel silly, stupid or uninformed. Deal with objection and close the sale.

e. Close the sale:  recognise when the customer is ready to buy.  There are body language signs as well as vocal signs, do not miss them and go on too long.  Close with courtesy and professionalism.
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Receiver


–concentrate


–give feedback


–note key points


–evaluate


–stay alert


–listen effectively
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