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Barriers to Listening
Often listeners, under the guise of being helpful, make suggestions to the speaker instead of simply listening.  Although well-intentioned, these actions actually shift the responsibility for resolving the conflict away from the speaker to the listener.  The speaker may feel frustrated, defensive and unwilling to continue.  Communication is blocked.
Be alert to phrases that are barriers to listening.  Remove them from your speaking style.  Remember:  collaborative listening is NOT a conversation.  JUST LISTEN WELL.

	Recognize Yourself?

	
	
	
	

	MORALIZING, PREACHING, OUGHTS
	ADVISING, MAKING SUGGESTIONS

	
	Being the Judge
	
	Taking Charge

	
	That’s not right.
	
	Why don’t you just ignore it?

	
	You shouldn’t act that way.
	
	Try doing this …

	
	You ought to know better than that.
	
	Speak up.  Complain.

	
	
	
	

	LECTURING, LOGICAL ARGUMENTS
	JUDGING, DISAGREEING, BLAMING

	
	Influencing with Facts or Opinions
	
	Giving a Negative Spin

	
	You’re in charge; it is your problem.
	
	I can’t believe you did that.

	
	Look at it this way.
	
	I totally disagree with you.

	
	When I had the job, I did…
	
	I told you that would happen.

	
	
	
	

	THREATENING, PROMISING
	WITHDRAWING, HUMORING

	
	Giving Consequences
	
	Distracting Away from Their Feeling

	
	Calm down then I’ll listen.
	
	It’s not so bad, right?

	
	Do that again and you’re out.
	
	Let’s get your mind off of it.

	
	Just do this and I’ll do that.
	
	Hey, it could have been worse.

	
	
	
	

	PRAISING, AGREEING
	REASSURING, CONSOLING

	
	Giving a Positive Spin
	
	Talking People out of Their Feeling

	
	You’re definitely right.
	
	Everybody makes mistakes.

	
	That’s great.
	
	You’ll do better next time.

	
	I would have done the same.
	
	I used to feel that way too.

	
	
	
	


Productive Listening Phrases
ENCOURAGING
Can you tell me more?

CLARIFYING
Can you help me understand this?

SUMMARIZING
I hear you saying …

ACKNOWLEDGING
I can see you seem (emotion)

SOLICITING
How can you resolve this?

VALIDATING
I can appreciate why you feel that way

PRAISING
Thank you for your work

WHY DO WE ASK QUESTIONS?

We ask questions to:




 and exchange information


Discover the 

 story


Demonstrate our 






 a situation


Add accountability




 outcomes


Creates realistic solutions


Clarify consequences
NEUTRAL QUESTIONING
A neutral questioning style enhances the flow of information between people, improving cooperation and productivity.  This phrasing and tone used in questioning is critical.  Below are samples of unproductive questioning styles that block communication.

Do you recognize yourself?

Unproductive Questioning Styles

	Type
	Definition
	Examples

	
	
	

	Leading
	Phrasing that suggests a desired response
	You’re the manager right?

	
	
	

	Closed
	Phrasing that requires a yes/no response
	Did you finish the report?

	
	
	

	Prosecutorial
	Phrasing/tone that implies blame
	So you knew the report was inaccurate earlier?

	
	
	

	Judgmental
	Phrasing/tone that suggests disapproval
	Couldn’t you have mentioned it sooner?


FUNNEL QUESTIONING STRATEGY
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Beginning:  open, broad, and general

Middle:  focused, seeking options

End:  Detailed reality-testing

This strategy is a good approach to fully capture and organize all the information on a given topic.  Take time to develop a list of questions or points of information needed prior to the session.  A new “funnel” should be started for each new topic or issue that arises with a discussion.

THE FUNNEL STRATEGY – AN EXAMPLE
Imagine talking with one of two marketing specialists that are working to bring a new product to the marketplace.  The line of questioning might be similar to the one below.  Don’t forget to ask the logical follow-up questions!

Beginning:
How are you doing, John?


How would you define your task?


Have you talked with Jim?


Have you worked together on other projects?

Middle:
What would your perfect plan look like?


Why is this your favored approach?


What other ideas do you have?


What obstacles do you see?

End:
What resources would be needed?


Is there budget for that?


Who will have primary responsibility?


What if this doesn’t work?

QUESTIONING CHECKLIST
Take a moment to review this checklist and the techniques for the Funnel Strategy before your next meeting.  Remember your purpose is to gather information, strive for clarity, and assist the participants in finding a solution that is acceptable to them.

	DO
	DON’T

	Use Active Listening
	Presume Answers

	Develop a Strategy
	Forget Natural Follow-up

	Move through Funnel
	Ignore Responses

	Get Necessary Clarification
	Probe for Irrelevant Details

	Rephrase Questions if Needed
	Interrupt/Answer for Speaker

	Ask if There’s More to Say
	Be Impatient


COMMON COLLABORATION-BUILDING QUESTIONS
Beginning:
Can you tell me about this situation?


What has the situation meant for you?


How do you generally do that?


What happened?  What happened next?


Is anyone else impacted/involved with this?


Who have you talked with about this?


When did this situation begin?


When you said…, what did you mean?


Now that you have additional information, what do you think?


How do you think this should be handled?

Middle:
If you could make a perfect solution, what would it be?


How did you reach that conclusion?


Is that possible?  Why isn’t that possible?


What other options are there, if any?


What are you personally willing to do?


Can you do more?


If “x” occurs, what would you be willing to do?


How can you work together in the future?

End:
When can this be implemented?  By whom?


Do you see any obstacles to this?


Who should be informed?


What if this doesn’t work?


What would signal success?


How should that be tracked, if at all?

REFRAMING STATEMENTS




Key Points to Remember:

· The purpose is to empower and find common ground
· Summarize both feelings and information briefly

· Use neutral language, if possible

· Ask for corrections or clarifications

SOME GUIDELINES FOR FRAMING AND REFRAMING ISSUES

Frame issues as questions or problem statements.

How can you do …?  


What can be done?

Frame issues in terms of situation or relationship of parties?


Let’s talk about your negative attitude.  BECOMES

Let’s talk about your standards for evaluating projects.

Frame issues openly; avoid yes or no responses.


Let’s talk about a 5% raise.  BECOMES



Let’s talk about compensation and incentives.

Separate issues from people.


Let’s examine John’s manipulation of the sick day policy.  BECOMES

Let’s explore making the sick day policy more effective.

Frame issues as a joint endeavor.


How can management make the policy fairer for employees?  BECOMES

How can we offer input to all on the policy?
Frame issues in terms of future relationships.


Can we look at who missed the last meeting?  BECOMES

Can we look at making a realistic meeting schedule for the future?

OPTION-GENERATING STRATEGIES
Option-generating and negotiation are part of the dialogue when people are trying to resolve an issue.  If participants are having difficulty expanding their horizon of possible options, the techniques below can help them to identify their true needs, reach a compromise, or understand that the issue cannot be resolved.  The strategies are listed in order from the least to most intrusive.
Brainstorm


Ask the participant to create a list of solutions possible, or not-without criticism or judgment.  Then review and prioritize the list.

Separate Positions from Interests


Use questioning to discover the underlying needs that are the foundation for the participant’s position (often the most convenient or obvious way to resolve the issue).

Ask Hypothetical Questions


These questions allow the person to explore a range of possible solutions with commitment.  The question is best phrased by stating first what the person will receive and then what s/he will offer up.  Example:  If your workweek is shortened, are you willing to work longer hours?

Be the Agent of Reality


Most people don’t consider the ramifications of remaining in conflict.  Ask the person what is the outcome if the dispute is not resolved.  Be careful of pressuring or intimidating the person.  The goal is for the person to see resolution as a preferable choice.

Withdraw


Issues like fruit need to be ripe before they can be removed.  Sometimes it’s best to allow parties time in conflict so they can begin to desire a resolution.  Offer an opportunity to resume at a later date.

ADDITIONAL NEGOTIATION TECHNIQUES
These additional techniques are useful in starting or continuing dialogue.
More/Less:
Participants make individual requests.  “What I need more of is…” and “What I need less of is…”

Ogres:
Participant shares his/her “worse-case” scenario; if the issue can’t be managed more efficiently.

Puzzlements: 
Participant makes a statement that starts with “What puzzles me about … is …”, then works towards understanding.

Three Bags Full: 
Participant makes graded statements.  “What is easy for me to say is …”, “What is uncomfortable for me to say is …”, and “What I am afraid to say is …”.
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