| SESSION 4
COMMUNICATION SKILLS: ONE-ON-ONE WITH MEMBERS

OVERVIEW

In this session we work on communication. The better our communication skills, the more
comfortable we will feel using any supervisory style. (Much of what we discuss and practice in
this session in a context of working one-on-one with members is also relevant to working with
teams and groups - the subject of tomorrow moring's session.) During the first half of the
afternoon, we will use two rounds of role plays to practice communication skills. Round One
will focus on supportive communication behaviors such as active listening; Round Two will
emphasize directive behaviors such as persuading and making proposais.

in the real world, supporting and directing communication behaviors are mixed together.
Knowing how to balance supportive and directive techniques is critical to being a successful
supervisor. Performance feedback is a good example. One of the most important functions a
supervisor performs is to monitor the work members are doing, affirm good performance, and
correct problems that may interfere with accomplishing tasks. In the second half of the
session, we will present a model for giving performance feedback and use the model to
practice (with a colleague) a performance feedback situation that is real for you back home.

The session will close by providing a chance to reflect on how the training process is going for
you. .

OBJECTIVES

By the end of the session, you will be able to:

» ldentify and practice supportive and directive techniques for helping members develop and
get things done.

» Use a model to clarify preparation for and delivery of performance feedback to members.

VENUE  Home Groups
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Supervisory
Communication Behaviors

It has been said that management or supervision is a performing art. It is not what you
think or intend, but what you do and say that is important. Whether it is using situational
supervision techniques, providing performance feedback, engaging in problem-solving
discussions, or managing conflict situations, you have several basic categories of
communication or influence behaviors at your disposal. How you select and use these
behaviors will determine how effective you will be (in terms of achieving your desired
result) as a supervisor, colieague or team member.

There are different ways to categorize communication behaviors; for purposes of this
workshop, we offer the following three basic categories, along with some illustrative
examples.

Directive (Assertive/Persuading) Behavior includes:

@ Proposing: ideas, suggestions, recommendations, or asking questions that
suggest a proposal

@ Persuading: the use of reasoning, logic, and marshalling experience and facts
to influence others ,

@ Stating expectations: needs, demands, standards or prescriptions

® Evaluating: positive or negative judgements, personal and intuitive
assessments

@® Using incentives and pressure: specifying the ways and means you control
what the other wants or needs (sometimes as the "boss," these need not be
explicit. Note, however, that incentives are not always tied to your positional
authority. Sometimes, withholding a desired relationship can be a powerful
incentive to influence other people).
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Supportive (Cooperative or Bridging) Behavior includes:

Involving: soliciting views, ideas, and information from others and encouraging
participation

Listening: paraphrasing, summarizing, reflecting feelings, giving one's
interpretation of other's position

NOTE: "Listehing" is not waiting your turn to talk; it is "seeking to understand
before being understood."

Disclosing: admitting mistakes, revealing uncertainty, making oneself
vulnerable, asking for help.

Finding Common Ground: highlighting common values, beliefs, ideas or
needs.

Visioning: using positive metaphors or word pictures (using aftracting,
emotional language) to convey a desired outcome.

Disengaging (Avoiding) Behavior includes:

Developed for NCPC by RDMorgan, 1995

Postponing to a future time, focusing on process or methods, changing the
subject or taking a break

Backing down, dismissing differences, discarding own objectives, or
withdrawing from the situation

Using humor, war stories or digression to lighten the mood or deflect
immediate engagement of an issue or personalities.

While disengaging can seem like a non-behavior or avoidance, it can. be
useful to postpone a conversation to a more appropriate time or place (e.g.,
to give you or the other person a chance to "regroup” or prepare for a useful
discussion rather than a confrontation).

gy
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Criteria for

Effective Feedback

1o N « B I
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Feedback should be descriptive rather than valuative.
It should focus on feelings generated in you.
Feedback should be specific rather than general.

It is best received when it deals with behaviors the person can
do something about.

It is best received when asked for.

Timing is important.

Feedback is best heard as soon after the event as possible.
it should never be "dumped" on a person.

Feedback is best heard in a quiet, private setting.
Feedback is best received when:

e mutual trust exists between both people

* both people are "in it together" to deal with problems and/or
issues

e careful listening occurs
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DESC

The Script Model

The DESC Script, developed by Bower and Bower in Asserting Yourself (1976), is a

feedback method for constructively bringing an issue to a member’s attention and initiating the
problem-solving process.

An important aspect of the DESC script is that it focuses on the member's behavior and not
the member generally. It allows the supervisor to depersonalize the discussion, to separate
the member from the problem, and engage the member as an equal partner in finding a
solution — essentially, it aligns the member and the supervisor as allies in finding resolution.
To begin this process, the supervisor writes or carefully thinks through four steps in planning
how to approach the member. The supervisor:

Describes what the member is doing that creates problems;

Expresses why that behavior is a problem for the supervisor or for the project;

Specifies what s/he wants the member to do instead; and outlines positive and negative...
Consequences for either succeeding or failing to change the problem behavior.

By writing out or thinking out what you want to say to a member, you are likely to be clearer,
more forceful, and less judgmental in describing the problem in question. Writing out the script
doesn't mean you sit down with the member in question and read it to him or her. It does
mean you have thought through the presentation of the issues carefully before meeting with
the member.

The following paragraphs describe each of the four steps of the script in greater detail:

Describe

A good description covers the facts about the issue, not the supervisor's assumptions
about what these facts mean. Supervisors in general tend to assume what someone’s
intentions will be and jump into feedback discussions which sound blameful or
judgmental. By writing out a description of what the person is doing, the supervisor can
review the language for things like “loaded” words that may trigger anger in one or both
parties — and the discussion becomes a much more positive one. The description should
also be specific so the member can clearly understand what behavior is at issue.

Express

Expressing the impact or consequences of the member's behavior is critical because it
relates directly to motivation: members will be more motivated to explore ways to change
when they understand other people's perceptions of their actions. The most important
reason a behavior becomes a problem is when it interferes with the person getting
her/his work done. Other reasons for involving a member in a discussion of a behavior
are: a) the behavior keeps others from getting their work done; b) the behavior breaks
the rules/policy/law; c) it creates interpersonal problems among the work group; d) it
damages the status or credibility of members within the organization; or e) it creates a
negative image of the project/organization.




Too often, supervisors assume that the causes of problems are obvious to the member
in question, when in reality, supervisors usually have broader information and
perspective about the project’s needs than the member does. Another thing supervisors
may assume is that they share the same values with members about work and how it
ought to be done. In expressing the problem, the supervisor opens up the opportunity for
learning more about the member's perceptions and motivations. Besides expressing
negative effects of a behavior, it is helpful to point out the positive goals that are being
interfered with or delayed by the problem behavior.

Specify

Specifying means deciding with the member exactly what steps you will take to address
the situation at hand; it also means that you (the supervisor) decide what you, yourself,
want to stop doing, start doing, or continue doing relative to the behavior. Sometimes it's
simply easier for a supervisor to identify changes in his or her own behavior to preempt
a problem than to hope for the member to change. When specifying the outcome wanted
from the feedback, the supervisor should allow and actively encourage the member to
suggest the means to achieving the end result. (The more motivated the member is, the
less the supervisor should have to define the means to the end.) During the specifying
step, it's helpful to explain what the desired goal is but also to state the bottom line so
the member is clear on just how far the supervisor is willing to compromise.

Clarify Consequences

Identifying consequences can really motivate people to change, and it's good to start
with the positive ones. In situations where it's the first time feedback on a particular issue
is being given, it may not be necessary to state conseguences. In general, though, by
explaining the advantages a change in behavior will have, the supervisor essentially
answers the member’'s unspoken question, “What'’s in it for me?” If, over time, the
behavior does not change, or if the problem is a very serious one, then it's appropriate to
state the negative consequences that will occur as a result. It's very important that the
supervisor does not state a consequence that he or she would not be willing to carry out.
idle threats do not motivate the member, and they damage the supervisor's credibility.
When discussing negative consequences, the supervisor. should strive for a calm and
matter-of-fact manner.

Delivering the Feedback

By writing out or thinking out the four steps above, the supervisor clarifies the issues and has
a chance to carefully consider how s/he wants to phrase certain points. How the supervisor
delivers the message also influences the member’s reactions and willingness to be involved
productively as a partner in finding a solution. Keep in mind that it's important to describe,
express, and specify (steps 1-3), before soliciting a response from the member — for three
reasons. First, you will be better able to skillfully guide the discussion and keep it on track.
Second, you will be able to explain the issue clearly and fully so that the member has enough
information to become involved. And finally, you prepare yourself to become a better listener.
Until you've fully expressed yourself, it may be hard to really listen to what the member has to
contribute. Since the goal of feedback is establishing a two-way street, be sure all your
own roadblocks to listening are down by stating your important points early and fully.

Excerpted from Assertive Supervision, Building Involved Teamwork, by Susan Drury.

4-7






Journal Reflection

« |
Artistic Inage @ ——

Session 4 - Communication Skills

Using symbols from nature -- either literal or imaginary — create a symbolic illustration
of what communication means to you. You can use plants, animals, bodies of water,
the elements ... whatever you come up with!
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Journal Reflection

Structured Reflection Questions

Session 4 - Communication Skills

1 During this session, | learned or got further clarification on the following things about
communication which | thought | already knew:

2 During this session, | learned the following things for the first time:

3 From this session, the following questions, thoughts, or concerns remain:

4 What resources here, at my program, or elsewhere do | have to get the answers?

5 Three important communication skills | will commit to using at my program are:
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Journal Reflection

Hmmmmm.....Reflection Sheet =

Session 4 - Communication Skills

s« When | think of communication, | think of...

% In communication, | value...

% Therefore, in my communications within my AmeriCorps program, 1 will...
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