November. 2004

A Word from the Editor... What'’s in this Issue...

Tools, Tips, Tidbits Conversations are full of feelings. If you want to * E"'at?s’ Pa.rmts &.w°°den EB P
. : . ¢ Leading with Feelings p1

and a Forum for have better conversations, handling the emotional | | g o™ 0 o ent
continuing undercurrents flowing through them is a critical COnversaﬁan 8 p2
conversation... conversational survival skill. This issue focuses on | o Leading with EI p3
the feelings dimension for emotionally intelligent | « Emotional Radars-Limbic Tangos p 3
conversations. Building on the work of emotional | « Once more - with Feeling p4
guru, Daniel Goleman, we look at the practices | e Finding your Feelings p4
that contribute to more emotionally intelligent | e Practical Mood Management p5
conversations. We also review our new leadership | e Tool: Positions of Perception p5
learning program Personal Mastery: Leading with | ¢ Conversational Converts pb6
Emotional Intelligence. Bill Cropper, November 2004 | ® CC Can Come to You p6

Pirates, Parrots and Wooden Legs...

Try this: Vﬂ./hat’.s your In our Conversational Coaching Clinics, we introduce the metaphor of the parrot-on-your-
parrot saying right shoulder. It stands for the inner dialogue we carry on constantly with ourselves - what

now? Is it something we’re thinking or feeling but probably not saying.
like: This parrot idea

is interesting... Is it
squawking: What are
they going on about?
I don’t have a parrot
on my shoulder Tuning in to that inner voice is the crucial first step in controlling thoughts that fuel bad
talking to me all the feelings and overcoming blocks to empathetic listening. Left alone, our parrot tells us to
time... That’s your judge, feel insulted, strike-back or any number of other thoughts, setting off an emotional
parrot talking... chain-reaction that floods us with negative feelings and leads us to say and do things we
often regret later when our ‘better judgement’ kicks-in.

“Tune in to what your parrot’s telling you,” we say. It's often what’s
left unsaid that contributes most to a conversational crisis - feelings
and thoughts we don’t share with others in the conversation but
need to, to establish new or better understandings.

Pirates and parrots make a pretty pair — eh m’ hearties? So let's take this a bit further. A
key idea behind emotional intelligence is what's called ‘emotional hijacks’.
Our brains are wired-up to feel first and think second - summed up when we
say things like: “I didn’t think — it just came out that way.” Under the
influence of strong feelings we feel helpless to control, we act in ways
we find unfathomable. That's an emotional hijack.

Pirates were the original high-seas hijackers. You can’t prevent your
feelings firing an emotional broadside — we’re brain-wired that way. But
you can stop your feelings from pirating-away your better judgement
by paying attention to the parrot and naming the thoughts and feelings
that escalate emotional take-overs.

So where do the wooden legs come in? Apart from propping up pirates, wooden legs
symbolise the things we tell ourselves that let us off the Captain Hook (sorry, couldn’t
resist) in terms of tempering our emotional patterns of conversational behaviour. For
example: “I'm no good at reading feelings” or “I can’t help the feelings | have”.

‘Motivation’ and . . .
e Leading with Feelings...
from the same Latin
root word - ‘motere’ -
meaning ‘to move’.
Sounds like the
Romans got it right. For many of us, the word emotion conjures up feelings of being weak, undisciplined or

Feelings motivate us vulnerable? But feelings motivate us to action. Good feelings lead to good work. Bad

What do you do about facing up to feelings? Do you work hard to ‘stay rational’? Tense-
up, withdraw or steer-away from feelings conversations altogether? Even if you know what
you feel, maybe you still feel uncomfortable dealing with emotions at work.
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to take action. feelings distract us and lead to poor work.
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“A leader, by most
accepted under-
standings, has a
healthy ego, is a
model of confidence
and stands as a
paragon of strength.
Showing weakness or
emotion is considered
a mistake. In fact,
however, exhibiting
honest vulnerability is
the key to making
connections with
other people.” Phil

Harkins, Powerful
Conversations p. 24

“Managing relationships

skilfully, boils down to
handling other people’s
emotions” Daniel Goleman
The New Leaders p. 65

Emotional intelligence
is what helps some of
us cope better than
others with
frustration, control
disruptive outbursts,
redirect negative
urges and get along
well with others.

Daniel Goleman’s books
are highly recommended
reading:

Emotional Intelligence:
Why it can matter more

than IQ Bloomsbury
Publishing, London, 1996

Working with Emotional
Intelligence Bloomsbury
Publishing, London, 1998
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Leading with Feelings (cont’d)

As you talk to one of your team about how the project’s going, you
notice a tone in their voice or facial gesture that gives away the
fact they’re having trouble with another team member.

There are feelings here. And it's the leader’s job to find out how
they’re getting in the way of the job — and help them deal with it.
This is human kindness. It's also practical business sense too.

People can'’t focus and do good work if they're distracted by strong emotions. It's at the
feelings level where many performance problems lay. But to do something you've got to
connect with them first. And this takes emotional intelligence.

Of course, many managers blacklist emotions. They’re in the too hard’ (or should we say
‘too soft’?) basket. “Feelings have nothing to do with bottom line business results”, they
say. “All they do is get in the way of rational business practice”. But now there’s a growing
recognition that feelings are at the heart of healthy organisations.

Leaders exert a powerful emotional pull on the feelings of people they lead. They can
inspire performance, focus and extra effort or they can demoralise. The equation is
simple: bad moods equal bad work; good moods lead to good work.

And how do leaders influence this equation? Through conversations. Having more
emotionally intelligent conversations is an indispensable leadership tool! People look to
their leaders to set the emotional tone of conversations. If their conversations don'’t
connect the right way with people, coordination breaks down, team relationships suffer,
mistakes multiply and productivity plummets.

So it looks as though no matter how rational and non-feeling we'd like to be - feelings play
a key role in better work. Leaders who maintain feelings are best kept away from work, or
ignore them, do so at their peril.

Emotionally Intelligent Conversations 2
We've all witnessed emotional intelligence in action.

There’s the manager we all envy who just seems to get along so
naturally with everyone. There’s the teacher who builds strong
bonds effortlessly with pupils and gets them fired up with
learning enthusiasm. There’s the waiter who confidently handles
difficult diners that'd make us tear our hair out.

What these people have in common is Emotional Intelligence. It's the ability to recognise
our own feelings and moods and know how to control them. The ability to read other
people’s feelings accurately. And it's the ability to use all this to get positive outcomes in
our conversations and relationships with others.

Daniel Goleman, who has popularised the idea of emotional intelligence in a series of
books, says it's made up of a set of four major dimensions:

1. Self-Awareness — being fully mindful of what | feel in the moment and using that to
guide how | choose to behave or respond.

2. Self-Management — how well | can control or regulate my emotions to keep them in
balance — and not be at the whim of my feelings - especially negatives ones.

3. Social Awareness — includes the most powerful of emotionally intelligent practices —
empathy. Reading and relating to others’ feelings without being hijacked by them

4. Relationship Management — building enduring, positive relationships and using the
other El dimensions to persuade, lead, negotiate, collaborate and network.

Feelings are at the heart of most conversations. In bad ones, the most common cause of
difficulty can be traced to a lack of emotional intelligence. Conversations get cluttered with
misunderstandings, irritation, anger, innuendo, put-downs and other forms of negativity,
which left unchecked, eventually poison our relationships. With emotional intelligence, we
can communicate our feelings clearly, have connective conversations, sense feelings in
others and respond to them with empathy.
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“®

was
very engaging - a good
balance between
practice & experience.
It meets a real need in
our organisation in
terms of leaders
understanding and

managing themselves
Jeff Hughes Education
Queensland

Fersanal \kasiarys
seadine Wit
Emaotiarxeal
Intelligence

e Rockhampton Nov 29-30
e Brisbane Dec 7-8
e Cairns Feb 17-18
e Mackay Feb 24-25
e Townsville Mar 17-18
e Brisbane  Mar 22-23
o Mt Isa Apr 12-13

“Empathy involves a
shift from my
observing how you
seem on the outside
to my imagining what
it feels like to be you
on the inside,
wrapped in your skin
with your set of
experiences and
background and
looking at the world
through your eyes.”
Stone, Patton & Heen

Difficult Conversations pp.
183-184

Empathy is your
emotional guidance
system or social
radar. We’re all
equipped brain-wise
with the same basic
system...
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[EADING, . FMOTIONAL

Leading with Emotional Intelligence...

New research shows that what sets a successful leader apart from the rest of the pack is
their level of emotional intelligence and personal mastery - the ability to ‘tune into
themselves’ and be more aware of the impact they have on the people around them.

Conversations are the playing field where leaders most visibly exercise their personal
mastery and emotional intelligence (or lack of it!), so we put together a practical, 2-day
clinic to give leaders down-to-earth insights into how to apply these two critical practices.

FersonaL MasteryY

Based on a blend of two modules from our Learning-
Centred Leadership Series, Personal Mastery: Leading
with Emotional Intelligence capitalises on the close
connection between personal mastery - one of the 5
Learning Disciplines popularised by Peter Senge - and the ideas of
Daniel Goleman, formulator of the idea of emotional intelligence.

INTELLIGENCE

'

Hervey Bay was the venue for our first program — attracting so many
managers we had to run a second clinic the following week — with further
sessions in Brisbane and Mackay. Participants included principals,
leaders, directors and executives from Education, State Development, Communities,
Health, Emergency Services, Wide Bay Water, Hervey Bay City and Isis Shire Councils.
Andrew Cole, Dept of State Development and Innovation wrote to say: “I highly
recommend Leading with El. It was very useful and lots of fun. | learned heaps on how to
improve and there was lots of positive energy - challenging without being offensive”

Personal Mastery: Leading with Emotional Intelligence complements and extends our
Conversational Coaching Clinics and Dealing with Difficult Discussions Master Class,
which have proved very popular with leaders from all sorts of backgrounds.

For an e-Brochure on the program and dates in your region, contact us on Tel: 4068 7591
or email coachingclinics@thechangeforum.com. And if you have 10 or more people
interested in developing their skills in these areas, why not conduct Leading with El in-
house as part of your leadership learning development initiatives?

Emotional Radars and Limbic Tangos

Empathy. The word makes many managers go green. They see
it as weak, being nice, giving in, backing down or taking a softly-
softly approach. But empathy makes connective conversations
possible.

With empathy, leaders can say and do what’s appropriate to
match the feelings and moods of others around them. Leaders lacking in empathy often
act in ways that antagonise, upset people and make things worse.

Empathy is being able to see where someone else is coming from (even if | don’t agree
with it) - to read other people’s thoughts and emotions, see things the way they see them
and sense how they feel about it. In many ways, it's a badge of our basic humanity.

I's your emotional radar - and we’re all equipped with the same system. As Daniel
Goleman says, it has a neuro-anatomical basis. “Empathy stems from neurons (in the
amygdala of our brain) that read another person’s face and
voice for emotion and continually attune us to how someone
else feels as we speak with them.” (The New Leaders p. 60).

This emotional radar scans the feelings of whoever we're
with, which explains how feelings can be contagious — how
we can pick-up and take on another person’s emotions.

We’re designed to continually scan each other's emotions
and attune then to each other. It explains how we can feel
sad or glad when someone else does - how we can get a sense in a good conversation of
really being on the same wave-length with each other. We are!

Scientists call this process fimbic resonance’ — but we like to think of it as a dance.

Anyone care for a limbic tango?
he'®
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Even if we try to
contain them or shut
them out, feelings
have a sneaky way of
leaking back into the
discussion....

Acknowledgement is a
simple, emotionally
intelligent strategy to
add to your
conversational toolkit

“When it comes to
understanding our
own emotions, where
most of us are is lost”

Stone, Patton & Heen,
Difficult Conversations p. 91

Contact The Change
Forum for information
on conducting Leading
with Emotional
Intelligence in-house
for your team
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Once more - with Feeling...

Feelings are a fact of life. Even in the most rational conversations, they're never very far
from the surface. If we try to contain them or shut them out, they have a sneaky way of
leaking back into the discussion.

Everyone has feelings to express. But it’s all too easy sometimes to get pre-occupied with
expressing our own feelings and neglect the need to acknowledge other’s. Here’s a useful
insight: until feelings get acknowledged, they'll just keep surfacing themselves in your
discussions — often in ways that cause more trouble and friction.

Have you ever thought why some people repeat themselves over and over again?

Feelings need No - it's not normally to irritate you. When people

Acknowledgment repeat themselves they're effectively saying: “/ still
| Express don’t feel understood”. And, usually, it's the
FEELINGS Aml feelings area where people feel they've not been

UNDERSTOOD? heard the most.
‘Acknowledging’ is any positive indication you
| ACKNOWLEDGE give to the other person that you're genuinely
Feelings trying to connect with the emotions behind what they're

saying. Imagine someone says: “You lied to me”...

You could say... “I was telling the truth, | just got my facts confused.” Or you could say:
“You must feel I've let you down.” Which is more emotionally intelligent?

The first response is all about you. There’s no acknowledgement. Instead, you've paid
attention to your own feelings of indignation at being accused — and gone straight into a
justification story. You feel good. You've defended yourself. But it does nothing for the
other person.

Feelings crave acknowledgement. Demonstrate you've really heard so that people feel
understood — first — before you go into your story. In the second
example, you'’re genuinely trying to connect with how they feel.

Finding your Feelings

Emotionally intelligent conversations are connective conversations. At
the core of every connective conversation are feelings — if only we can
find them — and that’s difficult for many of us.

Some people deny they have feelings; others feel overwhelmed by them, even if they
don’'t know what those feelings are. “If a person is perpetually oblivious to his own
feelings, he will also be tuned out to how others feel.” (The New Leaders p.38)

Of course everybody has feelings. Emotions percolate through every aspect of our lives.
Your feelings are real. For example, when our anger response is triggered, this registers
not just mentally — but also in our body chemistry and behaviour.

Some of us think we know how we feel about things. The reality is many of us don't.
Feelings are more complex than most of us like to imagine. They conceal themselves from
us by disguising themselves as singular, primal emotions: fear, anger, frustration, love,
resentment, etc. We're often blinded to our true feelings by one strong emotional label.
Saying / feel angry’ is a surface level feeling - there are deeper level feelings behind it.

And feelings rarely come in single packs - wherever you think there’s one feeling, you can
almost always find a whole bundle. By keeping your feelings out of the conversation,

you’re keeping a profoundly meaningful part of yourself out of it too.

But managers who come to work constantly cranky or get exasperated at the drop of a hat
can create a toxic climate - people feel down, concentration lapses, mistakes increase and
work is likely to be less productive than when they feel good and work at their best.

o
0p°
o

o

Feelings are Contagious...

In The New Leaders, Goleman cites Yale University findings that
‘emotions may spread like viruses’ amongst working groups. Buoyant
moods boost performance.

he'®
hegnm
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“Engaging in a difficult
conversation without
talking about feelings is
like staging an opera
without the music.
You'’ll get the plot but
miss the point... Our
failure to acknowledge
and discuss feelings
derails a startling
number of difficult
conversations.” Stone,

Patton & Heen, Difficult
Conversations p. 13 & 86

Canversatiaral
Nool Fealuie...
Highlighting a tool from

our Clinic for improving
your conversations...

If you’d like a full
copy of this tool...
contact us at The

Change Forum

Don’t just listen -
talk...

To have connective
conversations, there
are times when you
just have to take a
back seat - shut up,
listen and let other
people have their say
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5 Tips for Practical Mood Management...

Mood management means controlling our feelings and expressing them appropriately.
Here are some critical mood management practices to think about:

X Name your feelings: Emotionally intelligent people can name their feelings. They
know the triggers that activate them and the thoughts that fuel them - and through this
process of naming - they can control them.

X Thought-changing: Emotionally unaware people don’t control their feelings — their
feelings control them. Thoughts fuel feelings so one effective technique is to change
or stop escalating the thoughts that give rise to negative feelings.

X Expressing feelings: Be honest with yourself and others about what you're feeling.
State them simply without blame (eg. Not ‘You make me feel incompetent’ just ‘I feel
incompetent’.)

X Feelings are not facts: We all tend to think what we feel is fact. If we present feelings
like this, it creates resentment and argument. After all, the other person is confusing
their feelings with fact too!

X Don’t vent: We confuse describing feelings thoughtfully while we're in full control with
expressing our feelings while we’re being out of control and over-emotional. The idea
is to speak about your feelings - not let your feelings speak through you.

Conversational Tool: Positions of Perception

In our Conversational Coaching Clinics people learn how to get a lot of conversational
mileage from a simple tool called Positions of Perception.

There are 3 perceptual positions. First Position (‘') is about my thinking, feelings, views
and ideas. Second Position is my best guess about how ‘others’ see or feel things. Third
Position is where we try to describe things from a neutral, third-party position.

In most discussions, our natural tendency is to speak from the ‘I’ viewpoint all the time.
We always run the risk of ‘getting stuck in 1° position’ - never switching to 2" position to
see through someone else’s’ eyes, or 3" where we try to take a
more ‘bird’s eye view'.

While you can mirror back words people use, ask how they feel
or check whether you heard it right by repeating it back as a
question — the most useful tool for emotionally intelligent,
connective conversations is using 2nd position statements.

Real listening is interactive. Don’t just respond with affirmative
grunts, head-nods or the occasional ‘that’s interesting” or I
understand”. Use a second position response to check whether you've really tuned into
what the other person’s telling you (eg. “Sounds as if you're really frustrated.”) This shows
you’re moving towards them. You've picked up on their real meaning or feelings. And you
can usually tell if you're warm or cold on this by their non-verbal response.

Driving Conversations: What Gear are You in

If conversations were like cars, most of us would be driving around
in 1% gear most of the time. In conversations, first gear is what /
have to say, expect or feel. ‘I’ statements like this, are essential to
get your point or your feelings across — to assert yourself positively.

Just as 1% gear in your car is critical to gathering momentum and powering up over short
distances, first position in conversations is good for pretty much the same reason. But
staying in 1% puts a lot of strain on the engine — and the same goes for conversations. If
we think a conversation is only about what we have fo say or how we feel, we can'’t
maintain momentum and energy — and the other person feels relegated to the back-seat.

= So how do you move your conversation out of 1°%?

2 gear, conversationally speaking, is my best guess at how "you" think or feel. ‘You’
statements like this give others a turn in the conversational driver’'s seat — you’re taking
other people into account and staying connected with them. The energy is likely to go up
and move your conversation forward as more people feel included and contribute.

he'®
hegnm
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iiixat You kave 1o
IAY e

If you haven’t attended
Conversational
Coaching and you

get a chance - do it!”
Manfred Boldy - Manager,
Development & Environment

Services, Whitsunday Shire
Council

Bates far
Upcaming
Canversatianal
€gaching Clinics:

Dec 2-3
Dec 9-10
Mar 14-15
Apr 7-8

¢ Hervey Bay
e Brisbane

¢ Mackay

e Hervey Bay

Bealing with Difficuit
Discussians

e Brisbane Mar 1-2
e Mackay Mar 8-9
e Townsville Apr 14-15
e Mtilsa May 31-Jun 1

Next iSSue ..

Please contribute
your thoughts...

Extend your
conversational
competency with
personalised or small
group coaching in the
workplace - powerful
learning support that's
also very cost-
effective!

Kiaye infoynmatian?
To register or find out
more about how
Conversational

Coaching can help you
contact...
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Conversational Converts - Feedback from the field...

Our Conversational Coaching Clinics may not be a ‘road to Damascus’ experience, but
people find them personally up-lifting or enlightening and they do attract converts to the
cause of crafting more constructive conversations.

“Powerful, positive, enlightening”, says Deb Small from
Maroochy Shire. “Conversational Coaching enlightens people.”
agrees Alison Jones, a councillor with Mackay City Council. “Tops”,
Manfred Boldy from Whitsunday Shire Council chimes in: “It’s like
being ‘branded’ with a brain-tattoo (probably a parrot?)”.

Conversational coaching converts don’'t come only from councils.
“The clinic lifted me to a higher awareness of successful
communication”, Werner Baumeister, Food and Beverage Manager at Cairns Holiday Inn,
concludes. “._.it influenced me in ways I never thought possible”, adds Dennis Wyatt from
Q-Health. “It makes you look at conversations and yourself in another light”, echoes
Yvonne Davison, another Q-Health participant. “One of the most personally challenging
courses I've attended. In addition to some self-awareness revelations, | learnt how to
better facilitate meetings and participated in some very powerful practical exercises’,
Jenny Banham from Dept of Public Works recalls.

Coming back down to earth for a moment, Penny Putney from Church of Christ Care had
high praise for our clinics: “I've done lots of work over the past 15 years in the area of
communication and conflict management. Conversational Coaching has given me more
practical applications in a common sense way than any other training”. And Liam Dee
from the Australian Institute of Marine Science may not exactly be a disciple of discussion,
but he did admit that “the course was the topic of conversation at dinners all weekend!”

Since our last E-News, we've conducted
in-house clinics for a number of
organisations, including Cairns City
Council, Queensland Transport and the
new Qld Department of Child Safety,
who recently ran our 2-day Master Class
on Dealing with Difficult Discussions for
staff in their Bundaberg area office.

Next Issue...
In Issue #5 of CC-E-News we'll talk about:

=) Change conversations...they’re often
the key to effective transformations!

If you have any conversational moments
you'd like to case study, email or Fax your
situation in 100 words or less...

Conversational Coaching can Come to You

Conversational Coaching In-house Clinics offer excellent teambuilding
advantages for workgroups or management teams of 10 or more —
enhancing shared understanding of conversational tools, strengthening
relationships and increasing ‘real-time’, back-at-work application of
learning in your workgroup or management team. And we can tailor the
program to focus on your group’s priority improvement areas or key learning needs...

For individual managers or teams keen to fast-track their
leadership and conversational capabilities, we provide
personalised, by-the-hour coaching services — typically, a
series of 2-3-hour coaching sessions every 3-4 weeks, with
optional small-group coaching and on-line email/phone support
over the coaching period.

To talk over options for in-house programs or personalised coaching, contact Bill

Cropper — Tel: 07-4068 7591 Email: coaching@thechangeforum.com

The Change Forum
Team Technologies Forum Pty Ltd ABN 52 074 816 470

BILL Cropper CECILY Cropper
Coaching & Consulting Services Administration/Coordination

Tel: 07-4068 7591 Mob: 0429-687 513 Fax: 07-4068 7555
E-Mail: coachingclinics@thechangeforum.com
Web: http://www.thechangeforum.com
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