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DEVELOPING EFFECTIVE TEAMS PART 1: COMMUNICATION

COURSE DESCRIPTION

This one day class will help participants improve their communication and feedback strategies. After this class,
participants will be able to identify communication styles; use nonverbal and verbal communication effectively;
listen actively; deliver a message in the most optimal way; and determine when various communication
methods and strategies should be used.

LEARNING OBJECTIVES

m/ Use nonverbal cues to communicate with and better understand others.
m/ Apply technigues to improve listening skills.
m/ Discuss strategies for improving your verbal skills.

m/ Examine the importance of a clear thought process.

JoB OUTCOMES

m/ Communicates ideas and facts verbally in a clear and organized way.
m/ Adjusts style, tone and level of verbal communication to fit the audience and situations.

m/ Listens to others and shows understanding of what they are saying.

m/ Anticipates the implications of words and actions inside and outside of the work group.




COMMUNICATION

THE IMPORTANCE OF COMMUNICATION

Accomplishing almost any important task requires the
cooperation of other people. Either coworkers or employees are
needed to do the work itself, or they have the power (by their
resistance) to interfere with the effects of the actions of others.
Therefore, it is easy to see that effective communication skills
are important in the workplace.

Communication is a presentation of a preferred way of knowing or understanding the world. All communication is
relational — it speaks into relationships among people, things, and ideas. Communication steps out of the
present and points somewhere else, referring to objects, people, or ideas not actually in the interaction, such as
things in the future, the past, or the history of a relationship or drawn from the imagination of the speaker and the
audience. Communication builds on and assumes certain ways of looking at the world as preferred by your culture,
your relationships, or yourself. It also involves sharing viewpoints, vocabulary, and meaning, or it would not be

possible at all.

COMMUNICATION: THE TWO-WAY
PROCESS OF A SENDER TRANSMITTING
A MESSAGE TO A RECEIVER WITH
MUTUAL UNDERSTANDING.




COMMUNICATION

ONE-WAY AND TWO-WAY COMMUNICATION

In ONE-WAY COMMUNICATION, information is transferred from the sender to the receiver, in only one direction.
The receiver doesn’t have an opportunity to give feedback to the sender. This form of communication is frequently
used when the sender wants to give factual information or to persuade or manipulate their audience in order to
gain their cooperation.

TWO-WAY COMMUNICATION is a process by which two people or groups are able to communicate with each other
in a reciprocal way. In this process, the sender expresses an idea, which is received and understood by the
receiver, who then processes the message or idea and returns with a message that is then received by the initial
speaker (the sender). This process allows both sides to communicate, give feedback, and understand each other.

ONE-WAY VERSUS TWO-WAY COMMUNICATION

ONE-WAY COMMUNICATION Two-WAY COMMUNICATION
e Fast e More accurate
2 e Satisfying to the sender e Easy to understand
S . More orderly e Stresses the importance of feedback
e Frustrating to the receiver/ lack of feedback e Time consuming
o I Hard to understand e Can be frustrating to the sender
S e Less accurate e Less orderly




COMMUNICATION

«‘9’ SMALL GROUP ACTIVITY - PET PEEVES AND PREFERENCES

What are your communication pet peeves? What are your communication preferences? Write your
answers in the space provided below. Be prepared to share with the class/group.

COMMUNICATION PET PEEVES:

COMMUNICATION PREFERENCES:




COMMUNICATION STYLES

Communication is a key element of our lives. We constantly send out signals revealing our communication style.
For example, the words we choose, the speed and rhythm of our speech, and our body language all reveal our
communication style. Many personality clashes and bad chemistry in professional relationships can be attributed
to differences in communication style. By understanding your communication style and evaluating how it meshes
with others, you can increase your ability to relate to and work effectively with others.

The four major communication styles are based on information from the “The Platinum Rule,” by Tony Alessandra,
and Michael J. O’Connor.

SUPPORTER - RELATER ANALYZER - THINKER PROMOTER - SOCIALIZER CONTROLLER - DIRECTOR

(@) INDIVIDUAL ACTIVITY - WHAT IS YOUR COMMUNICATION STYLE?

'éfg‘*
Complete the assessment provided by your instructor. Then follow the instructions for Qi&
scoring your answers. N/




UNDERSTANDING THE COMMUNICATION STYLES

a CONTROLLER/DIRECTOR — THE RESULTS ORIENTED COMMANDER

Controller-directors are the results oriented commanders. They prefer the take charge, competitive, and efficient
approach and tend to be good at delegating work and giving orders. Controller-directors are decisive risk takers
and like to be where the action is. They value a job well done. Watch out though, controller-directors are often
viewed as poor listeners, controlling, inflexible, and impatient.

When communicating with controller-directors, be assertive, but respectful. Be physically, mentally and
emotionally centered before a discussion. Maintain a formal, business-like relationship. Focus on the task, rather
than personal feelings. Emphasize efficiency, productivity, and the bottom line. Do your homework — do not arrive
unprepared. Compliment their leadership and efficiency.

e PROMOTER/SOCIALIZER — THE CELEBRATION ORIENTED ENTERTAINER

The promoter-socializer is the celebration oriented entertainer. Promoter-socializers are highly persuasive, love
people, and tend to be rather talkative. They value relationships and are open about self. They are full of new
ideas, enjoy brainstorming, and asks for others opinions. They are flexible, spontaneous, and easily bored with
routine. However, the promoter-socializer tends to exaggerate and disregard facts and details when confronted
with them.

When communicating with promoter-socializers, use lots of acknowledgment for their ideas. Do not rush the
conversation — allow enough time for them to talk about their concerns. Use animation, hand gestures, and vocal
variety to keep them interested. Keep things moving quickly as they are easily bored. Confirm all agreements in
writing with clear guideposts. Avoid arguments — it is impossible to win! Compliment their accomplishments.




UNDERSTANDING THE COMMUNICATION STYLES

e SUPPORTER/RELATER — THE RELATIONSHIP ORIENTED HARMONIZER

The supporter-relater is known as the relationship oriented harmonizer. Supporter-relaters are easy-going, friendly,
sensitive souls who focus on the good in people and value acceptance of others. They are excellent listeners and
team players who prefer to build a strong network of supportive people to help do work. Be careful though,
supporter-relaters can be viewed as oversensitive, unassertive, and fear change and risk.

When communicating with a supporter-relater, be friendly and sincere. Spend time engaging them at a personal
level before getting to the bottom line. Try small talk, allowing time to let them discuss their feelings. Encourage
expression of differing opinions, as they tend to have trouble with assertiveness. Help them balance tangible gain
with their concern for relationships. Compliment their team player skills and relationships.

o ANALYZER/THINKER — THE IDEA ORIENTED ASSESSOR

The analyzer-thinker is considered the idea oriented assessor. Analyzer-thinkers are excellent problem solvers who
value accuracy, details, and being right. They plan thoroughly before deciding to act, and are highly organized and
reliable individuals who prefer to work independently. Analyzer-thinkers be careful though, you can be viewed as
closed-off, overly-cautious, picky, and inflexible.

When communicating with analyzer-thinkers, always address their needs for efficiency, thoroughness, organization,
and accuracy. Come prepared to any discussion, and be systematic in your presentation. Be sure to allow time to
evaluate and analyze the risks of a situation, and allow time for questions. Don’t rush the process. Compliment their
efficiency and accuracy.




BASIC COMMUNICATION SKILLS

Communication is one of the basic building blocks of all relationships. Your communication skills are essential to
being successful, especially in the workplace. Without communication, relationships would not grow and work
would not get accomplished. The skills we are going to discuss will help you enhance your ability to effectively
communicate with others. These basic communication skills include the following:

Nonverbal

Active

Listening
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NONVERBAL COMMUNICATION

How WE COMMUNICATE

% of what we communicate is based on vocabulary. I'TS HOW YOU LOOKED WHEN

= YOU SAID IT, NOT WHAT YOU =

% of what we communicate is based on voice inflections. ACTUALLY SAID

% of what we communicate is based on nonverbal behavior.

THE IMPORTANCE OF NONVERBAL COMMUNICATION

Definition of Nonverbal Communication: communication without the use of spoken language.

Nonverbal communication is inseparable from talk in normal interaction and carries messages over and beyond
the words you speak. Although individuals seem to rely primarily on the verbal aspects of communication, nonver-
bal cues (e.g. gestures, speaking volume, speaking rate, tone of voice, posture, etc.) are also important in
communication. Nonverbal cues can either confirm or contradict a verbal message. These cues convey both
intentional and unintentional messages. Nonverbal cues are interpreted by the message receiver, almost
automatically — something learned through experience over time. Nonverbal cues are a necessary part of a spo-
ken message, though they can be misinterpreted, since the message receiver “decodes” them by making assump-
tions about what the cues mean.

For example, consider the message delivered when someone says, “I like you,” in a voice raised in anger with his/
her hands clinched into fists. Contrast that scenario to one in which the same person says, “I like you,” in a warm
and friendly manner, followed by a pat on your back. When the message that is sent nonverbally is inconsistent
with the message that is spoken, people tend to believe the nonverbal message. Therefore, to communicate
effectively it is important that the nonverbal message is consistent with the verbal message.

11



NONVERBAL COMMUNICATION CUES

Nonverbal communication may come from several sources — including our own assumptions about what someone
“should be doing” when communicating a particular message or feeling.

FACIAL EXPRESSION BoODY POSTURE
m/ Eye contact m/ Slumping or upright, flexible or stiff
Smiling or frowning m/ Leaning toward or away
m/ Forehead and eyebrows wrinkling m/ Distance from speaker/listener
m/ Standing or sitting
BREATHING
m/ Fast or slow ARMS AND HANDS
m/ Open/crossed arms
VOICE

Hands tensed or relaxed
m/ Pitch, volume, tone and word speed

Hand signals/gestures
m/ Pauses and silence

The critical characteristic of nonverbal cues is that they are “encoded” and “decoded” almost automatically. By
habit, we use certain nonverbal cues when we speak — and we interpret others’ cues — without really thinking
about them. This is fine when we are communicating a positive message in a friendly environment, but it may
cause unnecessary conflict and communication problems when the message is negative or when the environment
is unfriendly.

Some workplace communication has to occur in a less-than-friendly environment, or must be about a less-than-
positive topic. In these situations, listeners pay more attention to our nonverbal cues than our verbal message and
that can lead to miscommunication and other problems.

12



NONVERBAL COMMUNICATION CUES

(@) SMALL GROUP ACTIVITY - NONVERBAL COMMUNICATION -

Brainstorm the possible meanings of the list of nonverbal cues. The instructor may assign each
group a few of the cues to work on.

|7y

NONVERBAL CUE POSSIBLE MEANINGS

Crossed arms

Wrinkling the forehead

Poor eye contact

Tapping fingers

Leaning back in chair

Mouth in a tight line

Rolling eyes

Heavy sigh

Prolonged silence
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THINKING

— DEALING WITH A GIVEN SITUATION.
UNDERSTAND, KNOW OR REMEMBER.

THINKING: TO EMPLOY ONE'S MIND RATIONALLY AND OBJECTIVELY IN EVALUATING OR
TO HAVE OR FORM IN THE MIND IN ORDER TO [

Effective communication starts with a clear thought process. Listed below are some strategies for improving your

thinking skills and delivering a message in the most optimal way.

a THINK BEFORE YOU SPEAK
m/ Words can create or destroy.
m/ Words can clarify or confuse.
m/ Words can help or hinder.

m/ Words can inspire or demotivate.

e THINK ABOUT YOUR WORDS
m/ Words stay with us forever.

m/ Words can change over time.
m/ Word choice is impactful.
m/ Choose wisely.

e THINK ABOUT PERSPECTIVES
m/ We all see things differently.

|Z|/ The true value of other perspectives lies within seeing more of a situation and being able to make a

better judgment for ourselves.

“Think twice before you speak,
because your words and
influence will plant the seed of
either success or failure in the

mind of another.”
- Napoleon Hill
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THINKING

c@’ SMALL GROUP ACTIVITY - THINK ABOUT PERSPECTIVES

Take a look at the picture below. What do you see?

15



THINKING - HOW TO DELIVER THE MESSAGE

When sending a media message, you should give careful consideration to selecting the media. Media are the
various forms of transmitted messages.

FACTORS TO CONSIDER WHEN SELECTING THE MOST EFFECTIVE MESSAGE MEDIA

m/ Time constraints

m/ Complexity and/or sensitivity of the issue
m/ Need for a record

m/ Need for verbal/non-verbal feedback

m/ Capabilities of the receiver — personal and/or technology

(@) CLASS DISCUSSION: DELIVERING MESSAGES

What are the different methods we can use to deliver these messages?
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THINKING - HOW TO DELIVER THE MESSAGE

Q@’ CLASS ACTIVITY: MEDIA SELECTION EXERCISE

Using the different types of media we discussed, select the most appropriate media type for each
message below.

0 Ralph wants to discuss the team’s progress with the team members.

Ralph wants to confirm this afternoon’s appointment with Sarah.

John needs to send the minutes from yesterday’s meeting to the rest of the team.

John needs to get some input and ask some difficult questions about a project that
he is working on with a co-worker.

Sarah needs to provide her supervisor with the production figures for the month.

17



VERBAL COMMUNICATION

VERBAL COMMUNICATION: THE FORM, WHEREIN WE EXPRESS OUR INNER SELF THROUGH
— THE POWER OF LANGUAGE. IT IS SIMPLY THE ACT OF TRANSFERRING INFORMATION FROM
ONE PERSON TO ANOTHER.

How you communicate with others verbally plays a defining role that impacts both your personal and professional

life. Listed below are some strategies for improving your verbal communication skills:

° BE CAREFUL HOW YOU SAY IT
m/ Word Choice - It’s not just how you say it, but what you say that matters.
m/ Vocabulary - If you are not sure of a word’s meaning, don’t use it.

m/ Jargon - To use jargon effectively, you must know your audience.

e BE CLEAR AND CONCISE
m/ Brief in format, comprehensive in scope.
m/ Prepare adequately, know your subject.

m/ Stick to the point and limit distractions.

o BE AWARE OF YOUR TONE
M/Vary your tone to keep your audience engaged.
m/Avoid monotone.

o HAVE THE COURAGE TO SAY WHAT YOU THINK
m/ Speak with confidence and be your authentic self.

m/ Make worthwhile contributions in your conversations.

18



ACTIVE LISTENING

Active listening requires more than merely going through the motions of the listening process. Active listening
means being an active, engaged, critical, and relationally aware listener who recognizes and overcomes the many
obstacles to listening encountered in everyday communication.

Listening is the communication activity in which people engage most frequently. As frequently as people engage
in listening, its significance in daily life is not always given a lot of consideration. Since listening is so pervasive,
people may tend to take this essential communication activity for granted.

Active listening skills play a fundamental role in relationship development and maintenance. Those relationships
in which both individuals engage in active listening tend to be successful, long-lasting, and positive, while
relationships in which one or both partners fail to engage in active listening tend to struggle and provide less
satisfaction and enjoyment. Active listening is an essential component of every action that takes place within
relationships at all stages of development.
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ACTIVE LISTENING

THE IMPORTANCE OF ACTIVE LISTENING

Many people use the terms hearing and listening interchangeably. Although connected, they are not the same.
HEARING is the act of receiving the sound that occurs when a noise is made.

LISTENING is the active process of receiving, attending to, interpreting, and responding to an activity.
Listening is an activity because it requires a great deal of work and energy to accomplish it.

Effective communicators know when to stop talking and when to start listening. Active listening can be the key to
solving problems, reducing conflict, avoiding misunderstandings, and avoiding unpleasantness. When active
listening skills are used properly, we have fewer communication glitches and our working relationships improve.
It becomes easier to achieve higher productivity and higher morale.

THE MOST IMPORTANT THING IN

COMMUNICATION IS HEARING

WHAT ISN'T SAID.

- PETER F. DRUCKER
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FOUR STEPS OF ACTIVE LISTENING

There are four key elements to active listening.

o RECEIVE THE MESSAGE. When receiving the message, give the speaker your undivided attention and
acknowledge the message. Don’t worry about what you are going to say next, just listen.

m/ Stop talking

Relax (put aside distracting thoughts)
m/ Remove distractions (side conversations, other work, etc.)
m/ Give the speaker space

|Z|/ Don’t interrupt
m/ Use good body language

o SHOW THAT YOU ARE LISTENING. When the speaker is sending the message, it’s important to show them that
you are listening. Your body language and gestures are a good method for doing so.

Nod

Smile

Have open posture

Encourage the speaker to continue with small comments (yes, uh huh, go on)

o DEFER JUDGMENT. Interrupting the speaker with counter arguments or comments limits your understanding of
the message and frustrates the speaker. It's a waste of time.

Try to put yourself in the speakers shoes
Listen carefully for emotional content
Watch your own emotions and don’t let them control you

o CoNFIRM UNDERSTANDING. Once you have received the message, you should reflect on what was said and ask
questions.

Summarize and paraphrase the speakers message

Repeat the message you heard to make sure you got it right
m/ Repeat both facts and emotional content
m/ Ask questions for clarification

21



ACTIVE LISTENING

A .’
(@} GROUP ACTIVITY: GOOD AND POOR LISTENERS

In your small groups, answer the following questions. Be prepared to share your answers with the class.
v

Think about your friends, family members, or co-workers you consider “good” listeners. What behaviors
do these people demonstrate when interacting with others?

Think about your friends, family members, or co-workers you consider “poor” listeners. What behaviors
to these people demonstrate when interacting with others?

22



ACTIVE LISTENING

IMPORTANCE OF PARAPHRASING

Most people assume that what they (the receiver) understand from a statement is what the sender intended. If
you want to improve your communication skills you need to make sure that you understand the sender’s ideas,
information, or suggestions.

— PARAPHRASE: A SUMMARY OF THE CONTENT OF A PERSON'S STATEMENT, QUESTION, ETC. r—

A paraphrase is a way of revealing your understanding of the other person’s point of view. Additionally, if you let
the other person know you understand his/her views, he/she may be more willing to understand your views.

The proper use of paraphrasing can also help you ensure that your messages are communicated effectively, as well
as to check for understanding. Effective paraphrasing comes from an attitude and desire to know what the other
person means, so communicate the meaning the sender’s words convey to you.

Examples: “If I heard you correctly, you...”
“Let me see if I'm with you. Are you saying...?”
“What | think you just said was...”

23



ACTIVE LISTENING

(@) SMALL GROUP ACTIVITY: ACTIVE LISTENING AND PARAPHRASING
With a partner, identify a speaker and a listener, then follow the instructions below.

(1) Speaker: Talk about something important that has happened to you recently. You may choose any
topic, however, please do not discuss politics or religion.

(2) Listener: Pay complete attention to the speaker and understand what is being communicated. Use
the active listening skills we discussed.

(3) Do this for 2 minutes, then switch roles.

24



BUILDING RELATIONSHIPS

BUILD POSITIVE WORK RELATIONSHIPS

Good communication with team members results in positive work relationships. This requires mutual
understanding and acknowledging each other’s strengths and weaknesses. While we often have positive work
relationships with team members who are also our friends, a positive work relationship does not require close
friendship. We can be “professionally friendly” without being friends.

FREE INFORMATION

When we communicate with someone, we will invariably give others free information about ourselves. Free
information is information that is not specifically requested, but is volunteered by the speaker. Excellent
communicators freely disclose information about themselves, and they show an active interest in getting to know
others through two-way communication, self-disclosure, and two-way feedback. This self-disclosure typically
includes your perceptions, assumptions, and what you need or want from the other person.

25



BUILDING RELATIONSHIPS

NETWORKING

A Harvard University study revealed that the reason a person gets a job, keeps a job or gets a promotion is only
15% based on their technical skills or knowledge. The other 85% is based on their people skills. Networking is a
powerful professional development tool that can create opportunities for gaining valuable knowledge, meeting the
“right” people and potential advancement.

TIPS FOR NETWORKING:

ENUNCIATE YOUR NAME: This is one of the most important aspects of networking because if someone
doesn’t’ know your name, they can’t contact you. Say your name clearly. If you have a difficult name, put an
association with it to help the person you’re connecting with remember you.

REMEMBER OTHER PEOPLE’S NAMES: This is key to creating a strong network. When you are introduced to
someone, quickly add their name into the conversation. For example, “It’s great to meet you, Susan.” If you
didn’t hear or remember the person’s name, ask again and actively listen.

STOP TALKING ABOUT YOURSELF: You should only talk about yourself for 30% of the conversation, the other
70% should be actively trying to learn about others. The best way to do this is to ask open-ended questions,
which encourage conversation.

BE INCLUSIVE: No one should ever get the cold shoulder when trying to enter into a conversation. Bring
others into the conversation in a welcoming manner. For example, “Doug, how have you been? Have you
met Mary? We were just discussing her recent trip to the Grand Canyon.”

26



DEVELOPING EFFECTIVE TEAMS

(@) CLASS DISCUSSION

How does communication affect our ability to work with others? Identify the positives and negatives, and
give real-life examples to illustrate your point.
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NOTES
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NOTES
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