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			​What I mean

			When I share my thoughts and insights about communication, I recognise that it is directed at the general population. I will do what I can to be inclusive. However, I recognise that some content (e.g. in the chapters ‘Let’s talk about listening’ or ‘Let’s talk about how we speak to people’) may not be relevant for some people. 

			When I refer to team leaders, I include those who are emerging or are in a middle leadership role that is predominantly transactional. A transactional leader focuses on achieving goals and fulfilling objectives. These individuals often rely on their proven skills. Their roles are operational by nature, the emphasis being the completion of tasks. The term team leader is interchangeable with managers, supervisors and coordinators. 

			A senior leader or executive is a role that is transformational. A transformational leader is focused on the big picture of the organisation and the role of the people in it. Taking risks and inspiring others to share in their vision is based on building relationships. 

		


			​Introduction

			It's All About It! will help you understand that communication is about a person's behaviour, not about the person. What do I mean by this? 

			People are people. Some days are great and others could be better. Even a friendly person might say something thoughtless or engage in behaviour that is not appropriate. For example, when chatting with a colleague, Jimmy made a condescending comment about how that colleague shared insights with the team. Despite Jimmy being aware of how much time the colleague invested in the project, the comment was shrugged off with, ‘I’m only joking’. Another individual, a passionate football player in the women’s league, was pleased about making the local football team. Consumed by what lay ahead, that worker’s day-to-day work suffered because of constant mind wandering, internet surfing and chit-chat about her potential football career. 

			We accept that letting people know about the situation you are experiencing may help them to understand when you are not yourself. For example, a colleague at work had just split up from their partner of 22 years. The emotions and frustrations were evident in their day-to-day being, doing and relating. The positive aspect of this scenario is that they told coworkers of the marriage break-up and, despite being devastated, intended to turn up to work every day in the best way possible given the circumstances, and invited coworkers to be patient for a little while.

			Nothing about these situations is about the person, but everything has to do with the person's behaviour.

			This book is divided into two parts. The first part (chapters one to six) examines communication and the importance of it!. The second part (chapters seven to nine) offers a toolkit that may help readers review their thinking, renew their approaches and regenerate action.

			Introduction and chapter one

			These two chapters focus on understanding the core theme of the book, which is to understand situations by removing the personal element that involves a person or personality and instead directing our focus to the person’s behaviour. 

			Chapters two to six

			These chapters explore the basic elements of communication and include the art of listening, questioning and feedback, as well as our choice and delivery of appropriate language. The chapters also introduce the concept of literacy and cultural intelligence. Understanding the language used and its delivery impacts how the message is received. In addition, I propose a model for communication that highlights the role of presence and the degree of skill required to support how information is conveyed between the sender and the receiver. Let’s not forget what happens when there’s a disconnect between sender and receiver. The chapter on conflict is a reminder that focusing on the it! and not the person makes the communication process a little easier. 

			Chapters seven and eight

			Chapter seven has communication planning templates that have proven to be practical and effective. In chapter eight you’ll find activities where you can apply what you have learned. 

			Chapter nine

			In this chapter is a summary of the key ideas presented in the book. Here, I implore you to always defer to it! when navigating conversations.

			I’ve written this book to be a simple read, reinforced with some quality tools to help your understanding of a situation before you act and to give you the courage to step up and in, and have conversations about … well, it!. 

			I encourage you to think about it! like this:

			
					Be curious, not furious.

					Be responsive, not reactive.

					Be doing, not stewing.
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			Chapter One

			​Let’s talk about communication

			You cannot not communicate. Every behaviour is a kind of communication. Because behaviour does not have a counterpart (there is no anti-behaviour), it is impossible not to communicate. ~ Paul Watzlawick, 2017

			. . .

			I refer to personal behaviour as it! because it! is what communication is all about, not the person. When we reframe our focus from the person to the behaviour, all that remains is the situation we must deal with. 

			I want to make it clear that focusing on behaviour instead of the person does not exonerate individuals from their responsibility. Individuals are still held accountable for their thoughts, words and actions. The emphasis here is that by focusing on behaviour (not the person) we strengthen opportunities for promoting personal and professional growth.

			So, to understand it! (the personal behaviour), let’s talk about communication.

			​What is communication?

			Communication has existed since time immemorial. Critical for connection and understanding, both verbal and nonverbal, communication has been integral to sharing thoughts, words and feelings. Communication includes the words we choose and how we deliver them. Our facial expressions provide insight into how we feel. 

			Imagine if you share an idea with a work colleague and they roll their eyes at you. How would you feel? Or what about if, in your work role, you share with your team leader a concern about a situation in the team and they brush you off dismissively? How would you feel? Intention and impact are critical in this space. We must ensure that what we say and how we say something complements our intention if our message is to be understood. Equally, we must receive messages respectfully and honour the messenger even if we don’t like the person delivering the message.

			​Communication in personal relationships

			Quality dialogue is the key to successful communication in personal relationships. When we converse with others clearly and coherently, we learn about people’s way of being, doing and relating. Understanding their why, their passions and their approach often provides insight into their reasons for doing what they do. Challenges occur when there is no clarity, coherence or if there is misalignment with goals—messages are misunderstood and relationships break down.

			Setting clear boundaries and expectations goes a long way toward establishing mutual understanding about the relationship. For example, it’s important to let people know that trust is critical to you in a relationship and, if breached, it can be a deal breaker. Equally, letting someone know that being yelled at is unacceptable also sets the parameters in a relationship.

			​Communication in the workplace

			Human communication underpins every decision in the workplace. Quality communication is essential, whether this involves engaging in a consultation process to move the business along, establishing a positive workplace culture, and designing processes, procedures and policies. 

			Digital communication is another aspect that commands attention. Understanding and adapting to various digital platforms and practices is critical to communication. Being able to write an email effectively, share ideas on social media or prepare presentations requires knowledge of how it! can be used to ensure that our intention is aligned with our impact.

			​Focus on behaviour, not the person

			Have you ever heard someone described as an idiot when their actions were immature? Or have you ever reacted with an expletive when driving because someone has cut in front of you? For all you know, that person is on their way to an emergency, hasn’t seen you or is having issues with their car. I’m not saying that cutting in front of someone is acceptable. What I am suggesting is that it is helpful to consider the behaviour of the person—what I refer to as it!—and not the person. We call this approach to communication behaviour-centric.

			​Let’s talk about human behaviour

			A person can be defined as any entity with the moral right to self-determination.1  The moral right refers to making life choices without harm to others. Making life choices is inherent in values, personality and character.

			Because people can make self-determined life choices there is no doubt that human behaviour is complex. When we talk about human behaviour, we refer to how humans interact with one another or larger groups, interactions formed by those different life choices. Our behaviours are governed by our beliefs and values, mindset, perspectives, current and past experiences, and personal or professional pressures that are internal and external.2

			Gabriella Philippou3 is a psychotherapist, counsellor and trainer who writes copious articles on human behaviour. Gabriella explains that people’s behaviour reflects their response to situations or environments. The factors that impact how a person responds to a situation are dependent on how well they know themselves and how well they can receive the type of message and choice of words conveyed to them. For example, someone under tremendous pressure at work due to unsuccessfully dealing with a problematic team leader becomes withdrawn and scared to share ideas about improving the organisation. Equally, a person with a forward-thinking team leader may be very optimistic in their approach and engage in risk-taking behaviour to develop products for the organisation more efficiently.

			In other cases, such responsive behaviours are observable as overt actions. There are conscious actions, such as when we instinctively hug or kiss people we love when we meet and greet them at the airport. This action lets them know how valuable they are to us. Then there are subconscious actions, things we do but are unaware of. For example, I know a middle-level manager who has a subconscious habit of tapping their fingers when they’re thinking—even as they’re talking—and coworkers have sometimes inferred this to mean that they are becoming irritated, but they’re not. Finger tapping helps them to focus, to think. 

			All this tells us that behaviour and personal matters are interconnected, embedded in the life experiences and identity of each person, all of which impact why we communicate the way we do, whether delivering it or responding to it. 

			Let’s face it, communication can be complex, which is why it is helpful to understand the why of a person’s behaviour, emotional intelligence, presence and communication skills. Let me explain what I mean.

			The why of behaviour and it!

			The why of behaviour is relevant to communication processes and the rationale for it!—the focus on the behaviour of the person and not the person. 

			To effectively communicate, we need to understand who we are speaking with. Simon Sinek4 talks about understanding people’s why. Understanding why is essential for anyone in a position of management. This is because people often behave in a way that is a response to specific

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					How does your learning help you to understand it!?

					This chapter looked at the nature of communication in personal relationships and in the workplace, the why of human behaviour, emotional intelligence, presence and bias, and developing an awareness of mindsets and being curious. Of these, which do you identify as strengths and which do you regard as being areas for improvement? 

					In what quadrant of the PCS matrix do you perceive yourself to be located? 

					Are you present in conversations with individuals and teams? 

					How adequate is your communication capacity?

					Why is it important to focus on understanding one’s behaviour in the workplace?

					How can the PCS matrix assist you in understanding the it!—an individual’s behaviour at work?

					How do you turn up?

					How do others see you turn up?

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Be curious, not furious.

					Be responsive, not reactive.

					Be doing, not stewing.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					What is the difference between hearing and listening?

					What are DeVito’s stages of listening? How can they be used to align with the listening matrix? 

					Why is listening critical to the role of an emerging or middle manager?

					What are some listening strategies that you can use? 

					Which listening types do you use more than others?

					How does your learning help you to understand it!

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
					Be curious, not furious.

					Be responsive, not reactive.

					Be doing, not stewing.

			

			
			
			
			
			
			
			
			
			
			
					Views: questions are along the lines of ‘What do you think about it?’

					Feelings: ask questions like ‘How do you feel about it?’

					Facts: these questions will be something like ‘What is it?’ and ‘Why?’ 

			

			
			
			
			
			
			
			
			
				
					
					
					
				
				
					
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
					

				
			

			
			
			
			
			
				
					
					
					
				
				
					
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
					

				
			

			
				
					
					
					
				
				
					
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
					

				
			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					How old are you?	

					Do you have a mental disability?

					Are you pregnant?

					What ethnicity are you?

					Who do you vote for?

					What is your sexual orientation?

			

			
			
			
			
			
					Why is the art of questioning critical to the role of an emerging/middle manager?

					How applicable to you in your context are closed and open questions, and questions for competitive and cooperative conversations? 

					Can you use the Socratic and Why, What if, How questioning methods of inquiry with your team or organisation? 

					What do you need to consider when delivering your questions effectively?

					How does your learning help you understand it!?

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					What are the facts?

					How do I know the facts to be true? (self-reflection)

					How do I check-in with self?

					What do I need to clarify?

					How will I proceed with a plan of action given what I know about me and the other person?

			

			
			
			
			
			
			
			
					Specific. Be clear about what you must say and provide examples.

					Positive–negative. Identify the type of feedback you need to provide and consider how it may be received by the recipient.

					Actively listen. Be present as the person speaks and summarise their key points.

					Constructive. Provide feedback that provides insight into the behaviour and its consequences, as well as what needs to happen for it to change.

					Tailored approach. Know the people with whom you are communicating. Be respectful and considerate, and honour their dignity and your own throughout the process.

			

			
			
			
					The employee called in sick on Friday at 6.00 a.m. 

					The employee went surfing.

					A photograph was uploaded to Facebook proving it. 

			

			
			
			
			
			
			
			
			
			
			
					What observable behaviours will help support your concern or celebration?

					What is the impact of the behaviour on yourself and others?

					Celebrate what is done well and consider the options for change.

					Use the art of questioning and listening to be curious and not furious

					Honour dignity at all times—the conversation is always about personal or professional growth.

					Ensure you regularly check in to see how the person is doing.

			

			
			
					Consider you—what is your reason for speaking with the person? 

					How well do you know yourself so the conversation comes from a genuine desire to improve?

					Choose an environment where you will not be interrupted. Ensure that the seating arrangements are as open as possible.

					Be open to seeing the situation differently.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					What are your thoughts about the situation that occurred yesterday?

					I was hoping you could help me understand why the decision was not followed up with the procedure we discussed.

					What might be the options available to the students in the program?

					What should we consider to ensure that the process is effective?

			

			
			
			
			
			
			
			
			
					Why is behaviour-centric feedback essential to the role of an emerging/middle manager?

					What are some of the ways you can use the feedback loop in conversations? 

					Which of the feedback models works for you? Why?

					How does learning about feedback help you to understand it!?

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
				
					
					
				
				
					
							
							
						
							
							
						
					

					
							
							
						
							
							
						
					

					
							
							
						
							
							
						
					

					
							
							
						
							
							
						
					

				
			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Why is the art of speaking a critical skill for an emerging/middle manager?

					Which of the four components of tone do you need to focus on when talking to others?

					Are you confident in your ability to choose the right words to facilitate engagement and connection? What do you need to change to improve?

					Which of the strategies for active listening come easily to you, and do you use them often? Which ones could you work on to improve active listening? 

					How does your learning help you understand it!?

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Be curious, not furious.

					Be responsive, not reactive.

					Be doing, not stewing.

			

			
			
			
			
			
			
			
			
			
			
					Intrapersonal conflict refers to conflict with self, resulting from the emotions, values and choices one needs to make. For example, someone has difficulty accepting an invitation to a former partner’s party, or another may find it challenging to have a friendship with the family of an ex-partner. These types of conflict test our values, beliefs and mindsets. 

					Interpersonal conflicts occur between two or more people. The disagreements vary from personal to professional matters. For example, a dispute between two coworkers about how a particular task needs to be completed, or a situation where a manager struggles to implement change within their team can also reflect salient interpersonal conflict. 

					Intragroup conflict occurs within a group. Intergroup conflict is between two or more teams or groups. Both these types of conflict, common in workplaces, can be sourced in competition, limited resources and personality clashes. Competing teams may have different perspectives about a specific solution to a problem, which causes them to focus on people instead of it!.  

					Organisational and international conflict occurs when a large number of people are disconnected. The degree of disconnect can be linked to policies, practices, ideology and territorial matters. Common to all is a disconnect in values, opinions and approaches. What is pertinent in understanding conflict is that any level of conflict requires skill to manage it. This includes selecting appropriate strategies and resources to mitigate a mutually beneficial and effective resolution.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Be curious, not furious.

					Be responsive, not reactive.

					Be doing, not stewing.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
					Why is managing conflict critical for an emerging/middle manager?

					How might you use the problem identification matrix when determining a potential conflict?

					How does your learning help you understand it!?

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Seek input from the respective stakeholders about what must be discussed at the meeting. This may be done verbally or in writing. Be sure to capture everything.

					Collate all ideas and categorise them. Consider whether the agenda items can be quickly addressed away from the meeting. Only place items on the list that are pertinent and require that all members of the team know about them.

			

			
			
					Formulate the agenda, paying attention to the time required for each agenda item and who will speak to each item.

					Consider all stakeholders.

					Determine time and place. 

					Establish a structure for the meeting and ensure all stakeholders are informed.

			

			
			
					Review the meeting structure before you begin.

					Use a timer to keep those presenting a topic in check.

					Take minutes.

			

			
			
					Send minutes to all stakeholders.

			

			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
		


			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Do you need to engage in regular reflection?

					Do you need to become more self-aware about how you turn up for yourself and others?

					Do you need to listen more than hear?

					Do you need to ask the right question?

					Do you need to evaluate your choice of words, tone and the overall delivery of your message before you begin to speak?

					Do you need to think about what conflict looks, feels and sounds like for you? What strategies might you consider to ensure that you engage in healthy conflict?
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