Day 1–Module 5

COMMUNICATING WITH EMPLOYEES & STAFF

Understanding Participants’ Needs

Success and excellence as a supervisor requires communication. New supervisors make predictable mistakes including:

· Not communicating until they feel comfortable in their position and with their team

· Communicating before they have all the facts

· Communicating the message one time and expecting their team to know it

In this module you will help new supervisors avoid the above-listed mistakes in order to become clear, powerful communicators.



Module Introduction

One fun way to introduce this module is to get four 8.5 X 11-inch sheets of paper. Get three volunteers to help you. Ask them to come to the front of the room, spread apart arms-length, parallel to the front room wall, and hand them a piece of paper. Tell them that you will be giving them some directions and they should do the best that they can in following them because they may ask no questions. Then add, “Oh, I almost forgot, you also need to close your eyes because I’ll be following along and I don’t want you copying my work!” 

Your general directions will be to fold the paper, tear out a notch, and then fold and tear a notch again, and so forth.

An example: “Please fold the paper in half and tear off the top right corner. (Many will fold the paper from the bottom to the top; consider folding yours side to side.) Tear off the top right corner and just drop the piece on the floor. Now please fold the paper in half again and tear off the top left corner (just drop the piece on the floor). Next please fold in half and tear a notch in the bottom right center.” Continue this until it is physically impossible to fold and tear anymore. Ask participants to open eyes and unfold paper and hold it up. Rarely will you have any two alike.

Make any relevant point from this including:

Communication is two-way; requires more than a basic understanding of words; includes predictable actions; can be learned; and so forth. 
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Objectives

· To break communication into components that are easily understood by participants 

· To gain knowledge of different learning (the receiving of communication) preferences

Teaching Tips

While discussing the three components of communication (listening, thinking, and speaking), let participants share what makes us effective in each. Consider using one flip chart per component to collect participants’ ideas on how we can be most effective when listening, thinking, or speaking.  

For the impact of nonverbal communication try, this example:

Verbal: I didn’t say he stole the money (say in monotone voice with no pause or pace).

Vocal: Emphasize the underlined word as you repeat this sentence over and over. This should prove that vocal intonation is an important part of communication. Remember to NOT use body language in this example.

I didn’t say he stole the money.

I didn’t say he stole the money.

I didn’t say he stole the money.

I didn’t say he stole the money.

I didn’t say he stole the money.

I didn’t say he stole the money.

I didn’t say he stole the money.
Visual: Say two or three of the above variations of “I didn’t say he stole the money” using your body at the same time. An example is the first one (while emphasizing “I,” point to yourself). 
Now make the point that there have been studies conducted in nontechnical communication, and it has been determined that of 100 percent communication approximately 7 percent is the words that we use, 38 percent is intonation, and 55 percent is from body language. Make any appropriate points based on this information. An example is that using the telephone to discuss important issues with our employees removes part of the communication—the body. This could have a negative effect on the understanding and clarity between them. E-mail would become even more of a challenge.

Overheads/PowerPoint

· Yes

Transition

Let’s take a look a visual of the communication cycle.
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Objective

· To help participants realize that there are many factors that support or interfere with clarity in communication

Thinking Behind the Page

Many people are visual and this should help anyone who is to “see” the cycle of communication as we prepare them for the page 5–4. 

Teaching Tips

· Talk through the communication picture in order. 

First, the sender has a thought that he or she wants to communicate, then, he or she comprises the message and sends it to the other person. (Quick quiz for the group. . . . What are the three ways the sender sends the message? Answer = verbal, intonation, and body language).  

Second, the receiver hears it then decodes it based on verbal, intonation, and body language. The sender also compares it to his or her knowledge, experience, attitude, and feelings. A response is prepared, encoded, and sent.

Third, original sender goes through similar receiving process. This process repeats itself over and over. 

Overheads/PowerPoint

· Yes

Transition

Now that we have a visual of the communication cycle let’s look at what we can control—three steps to clear communication . . .  
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Objectives

· To teach simple techniques for clear communication

· To help participants recognize learning preferences in others and themselves 

Thinking Behind the Page

On the previous page participants “saw” the picture of commitment. Now we want to focus on what we can control. By focusing our energies on the components we can control, we become more successful communicators.

Activities

Ask: 

“What are the important components of our speech? 
Speak, Summarize, Confirm
“With a partner (or at tables) make a quick list of acceptable/successful ways to summarize in communication.”

“Once we 1. Speak, and 2. Summarize, we 3. Confirm to ensure that the message was understood. Give some ideas of how to do that without offending the other person?” You should expect to hear comments like:

· I’m not sure if I was clear, would you recap the main points/steps?

· I want to be clear. Will you please tell me what you heard me say so far?

· What have I covered so far?

In the boxes at bottom of page, have participants answer the questions. When they are finished tell them that the answers are for their own personal knowledge.

Transition

Next, let’s look at the quality of speaking.
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Objective

· Further the three steps to clear communication through one of the two qualities of effective communicators . . . speaking 

Thinking Behind the Page

Participants have often not broken down speaking into key measurable, repeatable actions.

Activities

Assign one of the three key actions to tabletop teams. Let them present/debrief to the entire room and then open the floor for additional discussion. 

Overheads/PowerPoint

· Yes
Transition

Since speaking is one of the key qualities of effective communicators, let’s look at ways that you can master your message.
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Objective

· To clarify “why” we communicate and the goal of communication 

Thinking Behind the Page

This page is a prelude to the next page (5–7). If participants are reminded of “why” we communicate and the goals of communication they are more likely to want to know how to do it better. They will learn that on page 5–7. 

Teaching Tips

· Ask questions in the workbook and solicit answers from the room. 

PowerPoint

· Yes

Transition

We’ve talked about speaking, and you’ve seen ideas in the workbook that make sense. In fact, I’ll bet many of us have been to a class that clearly described how to make presentation. The breakdown always occurs in the application of the ideas. On the next page I’m going to show you a simple formula for applying the quality of speaking. . . .  
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Objective

· To teach participants how to make their point in a powerful and persuasive way. 

Thinking Behind the Page

Many people are in the habit of rambling or making their point more than once in the same conversation. This often reduces effectiveness rather than enhancing it. On this page we’ll practice the formula for 90 seconds. This will help all participants get to the point quickly. 

Teaching Tips

· Talk participants through the formula. 

· Give an example of the magic formula so they can “hear it.” This should be well rehearsed and have a powerful ending. Here are two examples:

1. When I was 21 my dad was back in the hospital. He had been diagnosed with bone cancer nearly one year earlier and had been in and out of the hospital ever since. As I entered the room, my dad, a man I knew as 6’2” and 230 pounds lie before me throwing up blood in a kidney shaped pan. His skin was jaundiced and his weight was now about 140 pounds. Moments after I arrived he begged my brother and I to bring him a gun so he could kill himself—he was in that much pain. As I looked at him I had an overwhelming urge to tell him that I loved him. You see, in my family we didn’t say things like that, it was just understood. We weren’t rich, but we weren’t poor either. There was limited food on the table, clothes in the closet, and two parents in the home. Still, we didn’t tell each other we loved one another . . . it was just understood. As I looked at my dad I told him, “Dad, I love you.” He said, “I love you too son.” My dad died that night. (Point) If you love someone, tell them. (Benefit) You’ll never live to regret it or wish you had said it. 

2. We were driving during rush hour in Atlanta, Georgia, on highway I-85. If you’re not familiar with Atlanta, that means we were driving an average of four MPH. Stop and go, stop and go, stop and go. My son was in the back of our conversion van and at the age of seven was acting appropriately. He was out of his seat, jumping around, playing with toys on the floor. I don’t know why—probably intuition—but I knew that he needed to be in a seatbelt. “Son, get in a seat and put on your seatbelt.” He acted as if he didn’t hear, so I told him again . . . “Put on your seatbelt!” He did. No more than 15 seconds later there was a loud “bang!” and we were pushed forward into another car which was then pushed into the car in front of it. As we hit the car in front of us I saw the person in the back seat, who didn’t have on a seatbelt, get thrown first backward into the rear window and then forward as they hit the car in front of them. My son wasn’t hurt because of his seatbelt, but he could have been. (Point) Make passengers wear a seatbelt. (Benefit) You’ll protect people from injury!

NOTE: Be firm in making the “point.” You are not trying to make the point; you don’t hope to make the point; you don’t want the point to be lost. Either just make the point firmly or do it with the preface “The point is . . . ” This makes for powerful communication.

· At the end of this page, after practice, ask this question, “How can we use this formula if we have several points to make?” You should look for an answer indicating that you could use the formula once for each point. “How could you use the formula for a longer presentation, say 15–30 minutes?” Look for an answer that indicates appropriate use (perhaps stringing several magic formulas together for the entire presentation). Then say, “Dale Carnegie wrote the book How to Win Friends and Influence People. How many of you have heard of it? It is a famous book, and there have been many copies sold. You might find it interesting to know that the entire book was basically written by stringing together magic formulas—it can work for your communication, too!”

Activities

Participants should choose a topic that they need to communicate and build a magic formula on paper. After they have completed this, have them work with a partner and read their formula. Partners should give them feedback on how to improve. Now ask them to find a new partner. When you say “go” ask one partner to begin stating their magic formula as if they were talking to the actual person or group that it was written for. Tell them to be forceful because there will be many people talking at the same time. Challenge them to focus and not let another participant “over talk” them! Call out “10 seconds left” at the 70-second mark and at 90 seconds say “time” and begin to clap. Participants will learn to get to the point when time is short. Each speaker should get feedback from his or her partner. Next, have them reverse roles with their partner and repeat the process.

PowerPoint

· Yes

Transition

We’ve learned to make our point in an effective way. Now let’s learn to say “no.” 
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Objective

· Gain techniques to say “no” while maintaining relationships, trust, and credibility

Thinking Behind the Page

Part of being a powerful communicator is learning to say “no.” Some supervisors and leaders mistakenly think that saying “no” bluntly is the best way to go. That’s not necessarily true. In emergency or wartime situations this could be true. In nonwar and nonemergency situations it just might be better to say “no” in a way that is more accepted by your team. Either way you gain credibility by saying “no” quickly and appropriately to unnecessary requests.

Teaching Tips

To say “no:”      
Cushion–A way of letting people know that you heard what they have said.  Example: “I see, so you want to have Monday off?” Not agreeing that they can have Monday off, just letting them know that you heard the request.




Decline–Tell them “no” in appropriate terms.

· “That won’t be possible”

· “I won’t be able to help you.”

· “I won’t let you have Monday off.”

Alternatives–Follow the decline (whenever possible) with an alternative.
· “How else do you think you might take care of this?”

· “How else can I help you with this?”

· “Who else would be able to help you?”

· If “pushed” 
This four-step approach is a proven way to manage team members who take 

advantage of their position. You may feel pushed to address the situation. 

· Box

Ask the group the question, and solicit answers.

· Four Steps:
Acknowledge the need: “I can understand why you might need Monday off.”

Decline early: “Wow. We’re going to need you here . . . what will you be able to work out?”

Describe your limited resources: “With two people out of the office anyway, we just can’t afford for you not to be here.”

Suggest alternatives: “Who else may be able to help?” “What else do you think you can do?” “What if I have someone else answer your calls so you can focus on these issues?” “What if you take off Wednesday?” 

Transition

By now you have tools to build your people power; to help you make the transition to your supervisory responsibilities; to know the process of managing time and people; and ways to communicate with your employees and staff. Let’s look at what we’ve covered..
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Check Yourself!

TIP: If you are short on time, assign this as homework, and briefly debrief on day 2.

1. The three components of communication are listening, thinking, and speaking. Explain the role of each in communicating as a supervisor.

(There is no specific right answer here. Just listen for the points that you made and/or covered during the morning of this first day.)

2. List the primary goals of communication.

a. Inform

b. Request

c. Persuade

d. Build relationships

3. Using the “magic formula,” write a sample point in one sentence.

(Use the leader guide information here). Require that participants NOT say “The point I’m trying to make” or “The point I’d like to make.” After giving their incident or evidence, they have made their point! This part of the magic formula is a chance to crystallize it.

4. Practice saying “no” with a partner. Each of you should practice saying it in two different ways. (Debrief by asking for good examples from partners).
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END DAY ONE PROFESSIONAL DEVELOPMENT PROGRAM

TIP: If you are short on time, have participants do this as homework and briefly discuss on day 2.

Tell participants that changing habits requires effort. It also requires changing or stopping a previous habit. In order to carry today’s learning forward, participants need to set goals in the areas already covered.

Turn to page 5–10 and, for each category, please make a commitment of something that you will start doing and . . . something you will stop doing.

Close the day with a reminder look at PowerPoint Slide #106. Remind supervisory participants that this is the focus—this is the picture of what they support. Then, ask them to pack their belongings and to get out two post-it notes. On one sticky note, write “LB.” This stands for “liked best.” Ask participants, “What did you like best about our class today?” On the second sticky note ask them to write “NT.” This stands for “next time.” Ask, “What would you have me do differently tomorrow that we didn’t do today?” Have them post the post-it notes on the door as they leave.

Preparation for next day:

Take the post-it notes and group by LB and NT. Look them over. For the LBs commit to continuing them on day 2. For the NTs ask yourself, “Can I do this to meet participant needs and still meet my mission in teaching the class? If the answer is yes, look for places to build into day 2. For the beginning of day 2, read all the NTs and address whether you will or will not change. Next, read all the LBs and tell them that they will see more. Note: If you have offsetting post-it notes be sure to make the point. Example: You have two post-it notes that say the pace is too slow and three that say the pace is a little too fast. It could easily be an indication that the pace for the group as a whole is just right. 

Objectives of this module are to:





Grasp the principles of communication;


Know the two qualities of effective communicators;


Learn the magic communication formula; and


Know the basics of saying “no.”








Upon completion you will be able to:





Use the magic communication formula;


Say “no” when appropriate.; and


Recognize the signals that you send when communicating.
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