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Welcome!  Our presentation will begin promptly at 9 a.m.

Good morning!  Once again I thank you for joining me today for our discussion on Communication.  I hope you find the talk enjoyable and informative.  My hope is that it helps hone your PI skills and potentially your communication skills as well.  I’ll just try to do my best.
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Frequently Asked Questions 

Q: Can I get a copy of the slides? 
Yes.  Please download the slides at this link on our website:  
www.advisausa.com/Webinars.aspx  

 

Q: Will a recording of this webinar be made available?  
Not at this time. 

 

Presenter
Presentation Notes
We’re frequently asked regarding these PI Friday’s sessions, “Can we get a copy of the presentation in written or audio format?”.  Unfortunately, for copyright reasons, we need to screen who is in attendance and make sure that we’re only hosting people who have gone through the 3-day analyst training course.  That precludes our ability to make copies of PI Friday’s available on line.  If you are interested in a copy of the slides we’ll be using, you can access them from this page of our website: www.advisausa.com/Webinars.aspx.  For those of you who are interested, I hope you find this outline helpful refreshing your knowledge on what we’re about to discuss today.
Poll 1.  “I believe my overall communication skills are:”
Excellent; Good ; Fair; or Poor

And our format for PI Fridays follows a certain predictable pattern.  I’ll be talking for about 20 minutes.  We’ll have several polls, the first of which, about your opinion of your own personal communication skills, is going up now.  For each of these polls, other than the one that comes at the end where we ask you to evaluate the session, we’re going to be looking for you to respond relatively quickly - so we can let you know what we discover from your answers. 
 Also, if you have any questions that you’d like me to respond to, you should now see a box on your screen in which you may frame them.  You’re welcome to begin plying me with these questions at any time during the talk.  These can be general P. I. questions or questions specifically about communications. You can plug them in now or as they come up during our time together.  Regardless, I’ll try to answer all of them or as many as I can in the time before 10 am.  And you’re always welcome to call or email me after the session if there are more issues you’d like to discuss.  I am here to serve you. 
Let’s take a look at the results of our first poll.  You’ve graded yourselves as … (capture the numbers to refer to again later) 
Now, to our topic, Communication!




Communication is (at least) a Two-Way Street 
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We should evaluate our 
communication capabilities 
from all three perspectives:  

• giving 
• getting 
• sharing 
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The first poll that you just responded to is, truth be told, kind of a trick question.  That’s because most of us think about communication from our own perspective as the communicator.  Here’s what I mean.
 
In my youthful Highest A naïveté, I was convinced I was an excellent communicator.  And I was – from the perspective of the transmitter – the one sending out a communication.  I think that one of my greatest skills has been my ability to synthesize and transmit information in a linear, relatively pristine fashion.  I can say and write things in a way that people can generally understand.  So, in my youth, I would have given myself a grade above excellent, probably Outstanding!  Because, that was my perspective on communication.
 
Having a more accurate and unfortunately, from the ego’s point of view, discouraging perspective of a little more age and perhaps maturity, I’d have to grade myself as somewhere between fair and poor overall.  I might be great as a transmitter, but I’m pretty awful as a receiver.  And I’m even worse translating between the two.  I have problems receiving information easily, making the other person feel heard and making sure the proper communication has taken place.  
 
Because communication has to go beyond simply providing information clearly or receiving information easily to include actually making sure information is translated in a way that assures that it’s shared; if we’re going to grade ourselves, we should evaluate or grade our communication capabilities from all three perspectives – giving, getting and sharing.  It’s no wonder communication is so difficult to execute successfully.
 
The first step to improving our own communication is trying to understand ourselves and our own tendencies.



 
Self  

Awareness 

Self  

Management  

Engaging  

Others  

Achieving  

Business Results  
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The Connection 
Circle 
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What you’re looking at is a terrific slide that was created by Fredricka Joyner, a business partner of ours at Advisa.  The visual demonstrates that in order to achieve business results we have to first be able to engage others; and in order to be able to engage others, we need to have as much self-understanding as possible.  Improving self-understanding is the starting point for improving our own ability to communicate.  Understanding each layer gets us closer to better communications.
 
And, as PI analysts, we all know that our own PI profile is a great starting point for gaining self-understanding.





Transmission: 
the High Drives 

Highest A B C D 

Style Goal-directed People-directed Connection-directed Information-
directed 

linear Response-oriented Process-oriented Detail-oriented 

Fact-based; 
blunt 

Feelings-based; 
empathic 

Beginning-to-end; 
relaxed 

Eliminate risk 
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Our strongest drive has the greatest impact on how we transmit information.  In this session, I’m going to stick to the basics of whatever our highest and lowest drives are – obviously, there’s more to be found in terms of our other high and low drives and the combinations of all of the above; and if you have specific questions you can raise them during Q & A at the end of the session.
 
For those of us like myself, who are highest As, our transmission of information tends to be goal directed, linear and fact based; sometimes crossing the border into bluntness.  Our transmissions of information tend to make sense and be understood, but they can also give offense and shut out feedback from others.  The reality that most highest As (and I certainly fall into this category) aren’t particularly perceptive of non-verbal communication doesn’t help.  In short, Highest As tend to be good transmitters.  But, sometimes their approach can get in the way of their being understood.
 
Highest Bs take a different approach.  Their communication tends to be people oriented and upbeat.  They look for a response from others so tend to involve others more in the communication process.  Feelings are critical to what is communicated and how; and they use their empathy to get a sense of how the other person is responding to their ideas.  Highest Bs tend to be very good at picking up the non-verbal communications of others.  The downside is that can tend to transmit in circles – because they’re looking for the responses of others to help direct them to a place where connections can be made.  The good news, however, is that they try to make sure the other person has received the communication and that the appropriate translation is taking place between the transmitter and the receiver.
 
And, as you all know, there is a third way – the way of the Highest C.  Highest Cs are transmitting with two primary thoughts in mind:  they want to make a connection to the person who is receiving the information and they want to lay out the process from beginning to end for the receiver to get their bearings.  High Cs aren’t going to be rushed.  Nor are they going to convey a sense of pressure to their audience.  This is an easy-going, occasionally meandering style of communication that takes its time to get where it is going.  Low Cs can be driven crazy by the slowness of it all and the linearity it takes is sometimes more temporal than logical.
 
And for those of you who are Highest Ds, we’re saving the best for last.  Highest Ds communicate with information in mind – either to give it or get it.  In some ways, High D communication resembles that of the High A – because it’s fact based.  But, it’s generally in significantly more detail and focused on the rightness or wrongness of things rather than on the objective.  High Ds are communicating to minimize risk – to make sure that the one they’re communicating with has got all the information needed or that they’re receiving all the information that they need.  While their receptors aren’t particularly strong at picking up empathy or feelings (especially when they’re low Bs) because high Ds do want to do and say the right thing they tend to be more sensitive than their Highest A brethren.  High Ds will give you the facts, they sometimes just might give you more than you were asking for.
 
So, as we communicate with others, we want to consider our own highest drives and think about how what we’re going to say might land on people.  The more you can think about the highest drives of the people you’re talking to and try to alter your communications so they’re best able to hear and understand you, the better off you’re going to be in assuring that what you want to get said gets heard in the way you want it to by the person you’re communicating with.




Transmission: 
the Low Drives 

Lowest A B C D 

Style Self-effacing Minimalist Hurried uninhibited 

Conflict-avoiding Data only Now Little information 

Hints As needed Changing topics Against grain 
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Our lowest drive also has a lot to say about how we transmit information. Whatever a person’s highest drive is determines the direction communication takes; the lowest drive will steer it clear of those areas the person least wants to approach.  This creates additional areas where we want to be self-aware in order to self-manage.
 
For those of us who are lowest As, our communication tends to be self-effacing in ways that minimize the likelihood of rocking the boat or creating conflict with others.  If there are any possibilities conflict might occur, it would be the tendency of the low A to “hint” at it rather than confront it.  Because lowest As can take the long way around communications in order to avoid getting into a conflict oriented situation, it can sometimes make their getting to the point challenging.
 
For lowest Bs, the tendency is to take a minimalist view on communication.  They can prefer holding their communication to yeps and nopes - communicating verbally on an as needed basis.  And from the lowest B perspective, they might not think you need a whole lot of communication unless and until you ask for it.  For lowest Bs, there’s always a concern that there just aren’t enough communication transmissions with enough information – and those transmissions are only about transmitting data – steering clear of emotions.  The lowest B perspective can be when it comes to work, people should check their feelings at the door.  Work should be about things that are real and tangible.  Feelings don’t qualify.  Thus, lowest Bs both have to typically communicate much more that what they’re comfortable with while being aware that for others feelings are not only important to bring to work, but can be essential.  
 
For lowest Cs, they want communications to occur quickly.  Boredom and monotony are the things to be avoided and it’s no different with communications.  Low Cs want to give them quickly, get them quickly and get on with whatever they’re driven to get on with.  The desire to avoid boredom also drives conversations with lowest Cs to bounce from topic to topic like stones skipping across a pond.  Regardless of the highest drive, it tends to leave High Cs especially confused having not finished a discussion on anything.
 
For Lowest Ds, there are additional potential pitfalls.  Lowest Ds have a limited capacity for giving or getting detailed information in their communications.  Their communication also tends to be uninhibited and freewheeling. This can be disconcerting to both Low As and high Ds.  
Lowest Ds also tend to be comfortable going against the status quo or the “usual way” of saying or doing things – another thing that can get in the way of being heard clearly by others.
 
When we look at our own communications, we need to be aware of our own highest and lowest drives and the impact that has on how we’re likely to say things; and, how, as a result, we’re likely to be heard by those we’re communicating with.
 
Before going into the receiving end of communication, let’s do another quick poll – this one about how much we think about those we’re communicating with when we do communicate.
 
Poll 2.  When I communicate with other people, I:
Always think about their profiles and how they might hear what I say
More often than not think about their profiles and how they might hear what I say
Occasionally think about their profiles and how they might hear what I say
I just tell it as I see it and let the chips fall where they may
 
Let’s try to answer this one somewhat quickly so we can get the results back to you.  While I’d like to say I’d check #1 – that I always think about the profiles of the people I’m talking to, if I did, I’d be fibbing.  I do believe I try to take into account the nature of the people with whom I’m communicating most of the time.  Even given that reality, it doesn’t mean that what I say doesn’t frequently land on people the wrong way.  The best I think I can say is that I’m much better at considering the perspective of others than I used to be.  I may not get an A in communication, but I think I should get at least a B+ for effort – if you’re a lenient grader.
 
OK, let’s see where everyone sits.  We’ll give you a couple more seconds… Let’s get over 85% responding... OK, here’s what we’ve got.  Very interesting.
 
Now let’s start to look at the receiving side of the equation of communication.



Receiving: 
the High Drives 

Highest A B C D 

Style Wants facts Wants feelings Wants to connect Wants information 

Argumentative Conciliatory Relaxed Worried 

Confrontational Compromising Closure Clarity 
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When we receive information, we are well served to be conscious of how the people giving information to us might interpret our response to that information.  The more we can be aware of how we receive the information, the more likely the information gets truly shared.
 
As I mentioned at the beginning, this is where the grades of many highest As, especially me, tend to drop off.  Highest As want to gather facts from communications in order to draw their own conclusions.  That’s well and good.  The problem comes in when highest As make those providing information “prove” to them that what they’re saying makes sense – asking tough questions sometimes in a confrontational manner.  Highest As don’t just accept information.  They have to understand it first and that can make it difficult for the person doing the communicating – especially if they’re not highest A – to participate.  Sometimes the one communicating can feel as though their communication itself is being attacked – because the highest A is asking tough questions so they can make sure they understand what they’re hearing.
 
Highest Bs work hard at making the receiving part of communication easy on the provider.  They try to hear the feelings of the person communicating in ways that make the communicator feel comfortable and at ease.  They tend to be positive along the way with both verbal and non-verbal feedback.  High Bs don’t look for or need real clarity in their communications.  They need to feel they’re on the same general wavelength with their communication partner.
 
Highest Cs also make the provider of communication comfortable.  Their approach in taking in information is relaxed and easy going – trying to make a personal connection in the process.  The highest C is looking for a communication to have a start and a finish and to hit all the stops along the way.  They want the communication thread to knit through all of its intended stops before its over.
 
Highest Ds can seem to have some of the same attributes as highest As when receiving information, though they’re generally projected in a somewhat softer manner.  Highest Ds are likely to be questioning the provider of information to be sure that they’re clear with what’s being communicated – that the communication has been buttoned up, that certainty has been provided.  They want their worries to be mitigated with whatever information has been transferred.  Because of their concern about doing or saying the wrong thing, they are seen as more sensitive than the highest As when they are questioning.
 
We should realize that our highest drives impact how we receive information because they impact the one who communicates in positive or negative ways based on who they are. 




Lowest A B C D 

Styles Attentive Impassive Impatient Disinterested 

Non-questioning Non-responsive Accelerating Contrary 

Agreeable Little feedback Multi-tasking Moving off-topic 
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Receiving: 
the Low Drives 
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Our lowest drives impact how we receive information as well and also impact the translation of communications.
 
When lowest As receive information, they tend to be attentive, non-questioning and generally agreeable.  Low As are good receivers of information but may not ask the questions that are necessary for them to fully understand what’s being communicated.
 
For lowest Bs, the challenges lie around their impassive approach to receiving information.  They tend to avoid giving non-verbal feedback which can be particularly frustrating to High Bs.  The high Bs want to know the answer to the question, “Are you hearing me?” through the non-verbals of the receiver.
 
A lowest Cs impatience, multi-tasking and desire to accelerate the speed of the conversation while listening all can get in the way of the transmitter of information feeling as though they’re being heard.  The lowest Cs busyness makes them appear to not be listening.
 
Lowest Ds have issues because they can only take in so much information before giving off signals of being disinterested.  They also tend to take up contrarian positions just for arguments sake and move off-topic without a whole lot of warning.  These can all make transmitters feel unheard.
 
Being aware of and managing our lowest drives helps to assure that the person transmitting information to us feels heard.
 
When we communicate with other people, it helps to consider our own profiles and the profiles of the people we’re communicating with to minimize the amount of information that’s lost in translation.




Translation – perhaps the biggest challenge 
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Both the transmission and 
receipt are clouded – even 
with the best intentions – 
by the static of the moods, 
feelings, predispositions, 
emotions and more, of the 
parties involved in the 
communications. 
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Presentation Notes
Going all the way back to our first poll, about grading our own communications, translation of communication is the area that impacts my own grade the most negatively.  I think I’m pretty good, as I’ve shared, in getting my point across – the transmission part.  I’m naturally pretty bad and have to work assiduously to get a passing grade in receiving information.  When it comes to the overall translation – that is, assuring that the information that was to be passed was not only passed but received and understood in a positive fashion – that is the area where it seems I have no alternative but to be regularly befuddled.  I don’t think I’m alone here though.  I think this is the area where communication between people tends to fall apart the most.
 
We all have a style of transmission.  The more self-aware we are, the more likely we minimize distortion to the receiver.  We all have a style of receiving information too.  The more aware we are of the profile of the person or people communicating to us, the better able we are to direct our own responses to their communications so that they can feel heard.  But both the transmission and receipt are clouded – even with the best intentions – by the static of the moods, feelings, predispositions, emotions and more of the parties involved in the communications.
 
The reality of our business lives is that we all feel far too hurried, rushed and inundated with work to spend a whole lot of time confirming that what we intended to communicate was heard in the way we meant it to be.  I wonder, however, if we invested that time in assuring communications were satisfactorily received, that we’d find, in retrospect, that our investment more than paid for itself.
 
Before my final remarks and taking questions, let’s put up the same poll we put up at the start of today’s session and see if our grades on ourselves have changed.
 
Poll 3.
I believe my overall communication skills are:
Excellent
Good 
Fair
Poor
 
Communication is an endlessly fascinating topic, to me at least.  We can diagram it.  We can understand it in retrospect.  We can plan it.  But, even when we do all of that as well as we can, it still frequently doesn’t work very effectively.  Communication is a constant challenge within organizations because keeping people aligned to work is necessary for confidence and productivity – and alignment requires lots and lots of communication.
 
Let’s see if our self administered grades have changed at all after my uplifting conversation about the potential pitfalls of communications.  Let’s try to get up about 85%...  A few more.  OK.  Interesting.  Here’s what we’ve got.
 
Someone, who also happened to be a lowest B, once told me that as a leader, “If you’re not sick and tired of communicating at the end of every single day, you obviously haven’t communicated enough.”  While I agree with the sentiment, that’s simply relating to the transmission side of communication.  Likely, we’d all be well served to transmit communicates more.  But more transmission isn’t all that’s required.  We need to be self-aware regarding our own transmissions and receptions.  And we’ve got to take into account how all the people around us receive what we’re saying.  And finally, and this is the most difficult part of the puzzle, there’s that translation piece – we need to be thinking about how the communication lands on people and find a way to assure that what we intended to say was heard.
 
That’s a lot of work, isn’t it?  But no-one ever said management and leadership was easy.  Communication is one very important tool in our tool box.  Hopefully you’ve gotten a little insight today on how you might sharpen it.  Thank you for listening.



PI FanFest – User Group Meeting 

9 a.m. to 3 p.m. ET  

October 28th - Frankenmuth, MI  

 

Don't miss this opportunity to sharpen your 
leadership and management skills face-to-face 

with other PI users and ADVISA PI experts.  

Register online at advisausa.com 
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While we’ve got our final poll up for you to evaluate today’s session, let me thank all of you who attended our user group meeting here in Carmel this past Wednesday and invite you all to attend the user group session we’ve got in Frankenmuth Michigan at the Bavarian Inn Lodge starting at 9am on October 28th.  This will include an entirely different line-up of client presenters than the session that took place in Carmel so if you’re interested, please go to our web-site and register.
 
Poll.
How would you best describe today’s PI Friday’s with Bob?     
Loved it!  Looking forward to the next one and will recommend it to others.
It was pretty good.  I’ll probably be back.
Not very helpful.  I might listen again.  
Didn’t like it.  Won’t be back.
Feel free to post additional comments in your comment box so we can gain from your experience.
 
Our next session of PI Friday’s with Bob will be at 9 am on Friday November 4th, a slight change from the last Friday of the month format because of the Michigan User Group meeting.  The topic of conversation with be “M Score, Response Level and Energy”.  Please mark your calendars and I’ll look forward to speaking with you again then.
 
Now, let’s get to your questions.




Questions for Bob 
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