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“Broadly speaking, the short words are the best, and the old words best of all.”

Winston S Churchill

Process

· Thought: information is in the mind of the sender as a concept, idea, information or feelings

· Encoding: the message is sent to the receiver in words or symbols

· Decoding: the receiver translates and understands the message

There are two aspects of the communication:

· Content, the actual message itself

· Context, the way it is delivered – intonation and body language
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It is just as important to consider how the listener receives the message as it is in the delivery of the message itself
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Barriers

· Culture – past experiences change the message meaning

· Noise – environmental noise prevent clear communication

· Ourselves – the sender focuses on the self and does not put him/herself in the shoes of the receiver. Caused by defensiveness, superiority and ego

· Perception by the receiver of the sender’s inter-personal skill

· Message – semantics distract from the message onto the words

· Environment – external stimuli distract from the message

· Smothering – it is not automatic that people somehow “know” or that a message is unimportant

· Stress changes perceptions with reference to receiver’s psychological references (beliefs, values, knowledge, experiences, goals)
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Listening

“Courage is what it takes to stand up and speak, courage is also what it takes to sit down and listen.” (Winston S Churchill)

Active listening is important because the brain can listen at a higher words per minute rate than can be spoken. This can lead to mind drift. Important techniques in listening are:

· Spend more time listening than talking

· Do not finish the speaker’s sentence or otherwise dominate the conversation

· Do not answer questions with questions

· Be aware of bias

· Do not become preoccupied with your own thoughts or be otherwise distracted

· Plan responses after the sender has finished, not during

· Provide feedback by summarising and not through incessant interruption

· Look at all relevant facts by asking open questions. Do not ask two questions at once

· Keep the conversation to what the speaker says not on what interests them

· Take brief notes to concentrate on what’s being said
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Feedback

Perhaps the most important point of communication: it is the test to ensure that the message has been received. 5 categories:

· Evaluative: judge the worth of a statement

· Interpretive: paraphrase to explain a statement’s meaning

· Supportive: assist or bolster the other communicator

· Probing: gain additional information, continue the discussion or clarify a point

· Understanding: discover completely the meaning of a message
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Non-verbal

Do not get hung up by this. Some NLP practitioners say that 7% of all communication is the content, 38% is the words used and 55% is body language. If this were the case, why can’t you understand Serbo-Croat?

· Eye-contact: always maintain it to help the flow. It conveys interest

· Facial expression: smile, it warms the conversation and the relationship

· Gesture, otherwise you appear to be stiff and boring

· Posture – when standing, lean slightly forward, always look face-to-face and never downwards (suggests disinterest)

· Proximity – look for signals of discomfort and space invasion. Avoid leg swinging, rocking, tapping and gaze aversion

· Vocal: tone, pitch, rhythm, loudness, inflection. Monotone suggests boring.
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The communication continuum



The more people are involved in decision-making the more motivated they will be.
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The gentle art of persuasion
There are several techniques that can be used to persuade people to do or say things (much of this is based on scientific research sponsored by the advertising industry):

Universal goals
This is covered by the psychological and sociological approaches – to understand what it is that motivates people and to set goals that are consistent with this. These motives are:
1. Goal of affiliation. As social beings, people like to be liked and will do almost anything to avoid rejection and reciprocation is a reflection of this. People seek approval from those in authority and society at large for that which is done, thought and believed. Through affiliation, influencers give people something to follow and be part of

2. Goal accuracy. People who don’t care don’t get on in life so to achieve goals people will always seek the best course of action, whether this be influencing the boss, making friends, finances or existentialism. Influencers appeal to people’s need to be right by providing the “correct” way of doing things or a way where little thought is needed. Note that we think that others must be right, increasing that desire to be “right”
3. Goal of maintaining positive self-concept. It takes a while to build up one’s image of self and place in the world – self-esteem, believing in that which we believe in, honour past commitments. Influencers invoke that sense of self-consistency, for example by asking for a small request before asking for a big one, where the second request cannot be turned down after the first is agreed to because it will appear inconsistent.
Swearing
The argument here is that light swearing at the beginning or end of a statement illustrates passion by the leader – if the leader doesn’t believe why should anyone else? There is a counter to this, as it may appear unprofessional and so lead to a loss of credibility. “Damn” would appear to be a reasonable swear word to use. As second reason is that it shows the leader to be human, which may be important.

Loudest voice – majority opinion
A team member repeating a view is more likely to be seen by the others as representative of the group. If 3 people state the same view, it can be said to be representative, but if one person states it 3 times, its seen as only marginally less representative. Repetitiveness breads familiarity but it breeds attraction, not contempt.

Don’t take no for an answer

There are 4 techniques for asking people to do something:
· Why not: when someone refuses a request, retort “why not” and once the objection obstacle is overcome, the request is more likely to be agreed to.
· Door-in-the-face: make a large request that is easily turned down to be followed by a much smaller one that is more reasonable and easily accepted

· Foot-in-the-door: the opposite of door-in-the-face

· Placebo information: someone is given a reason for a request but not a good one and this tends to be accepted

The first of these tends to work best.

If requests are repeated, the likelihood of acceptance increases as it gives a sense of urgency and better target’s people’s guilt and / or sympathy.

Cognitive dissonance: avoid inconsistent thinking as it causes mental anguish so we avoid it; the dissonance arises where there is no longer an objection to doing something.

Note that the ability to overcome objections requires wit!
The influence of fleeting attraction
People with a shared history or emotional connection are easier to persuade than strangers. But exactly when people become “friends” is important. People tend to like others when there is only a slight similarity with themselves – even to the extent of same names. This “fleeting attraction” can be used to persuade; in fact where people are not perceived as similar, they are difficult to persuade.

Caffeine makes us easier to persuade
Experiments have demonstrated that people are more easily persuaded having taken this drug. Even people’s views of controversial issues can be persuaded otherwise, and where there is a related controversial issue (say euthanasia and abortion) opinions about the second subject can be changed.

The reason for this is that without the drug we are less focused on the issue so we prefer not to think too hard unless it’s unavoidable; with the drug, the incoming messages are processed more thoroughly, potentially leading to greater persuasion.
The right ear advantage
Some very basic research suggests that people are more likely to agree to a request if this is made through the right ear since language is processed through the left half of the brain, which is fed by the right ear. It is through that most people hold the phone to the right ear, but what if they need to write?

Balanced arguments are more persuasive

Usually there are two sides to an argument, but in the heat this is usually forgotten since people will not draw attention to weaknesses in their argument for fear of their point being undermined. However, tests have shown that two-sided arguments are more persuasive than one-sided ones. This improves the change of persuasion from the point of view of the argument but also it increases the credibility of the influencer. However:

· Sympathetic audiences are more likely to be persuaded by one-sided arguments (preaching to the converted), however tests have shown that this is not the case
· Low educational level: people are not necessarily persuaded by one-sided arguments – dumbing down doesn’t work

· Advertising messages: people are not persuaded whether or not a two-sided argument is used. We know its advertising so the two-sided argument is filtered

It doesn’t matter when the second side of the argument is presented – beginning, middle or end; as long as they are refuted, people are persuaded and if you take a hard line stance, people will filter this. 
Thoughts versus emotion
“Feel” and “think” are words that are used interchangeably but grammatically they have different meanings, for example:
	Think
	Feel

	(Cognitive)
	(Affective)

	
	

	Useful / useless
	Pleasant / unpleasant

	Harmful / beneficial
	Comforting / scary


People are more persuaded by what sort of people they are – thinking, cognitive people are persuaded by thinking, cognitive words and feeling, affective people are persuaded by feeling, affective words, so it’s important to understand the type of your target audience.

However there is a sexual bias if you don’t know a person’s type as women “feel” and men “think” when assessing the terms in which a message is couched, so thinking or feeling “happy”. Also the type of message can determine persuasiveness: if the subject matter is cognitive, then cognitive words persuade or if the matter is affective then affective words persuade. Sometimes the “need” of a person can make the difference, so if they “need” to hear cognitive messages, they are persuaded more easily by them.

Note that emotional or affective words are not necessarily irrational.
Fast talking
Speaking quickly is often associated with confidence, intelligence, objectivity and superior knowledge and slow speaking indicates the opposite. However whilst speed may increase credibility it may not increase persuasion: counter-attitudinal arguments tend to be more persuasive with faster talk (ie the audience is hostile to the message) but when pro-attitudinal, slow talk is more persuasive. The reason for the former is because slower talk requires the hostile audience to come up with counter arguments whereas with faster talk, there isn’t the time, so more persuasion.
The sleeper effect
Work on the effect of propaganda films during WW2 found that attitudes were not changed immediately but changes were seen after about 9 weeks – hence the “sleeper effect”. But it tends to work under only 2 circumstances:
1. Big initial impact: the persuasive message has one and if not powerful enough our minds block it until the next time that the message comes round

2. Message discounting: if the message source cannot be trusted, the message is discounted

Therefore people are persuaded until they see that the source of the message cannot be trusted, but the discounting is not carried out thoroughly. After time, people forget the discounting and the persuasiveness of the message becomes to the fore. Therefore, publish the source first, then message after! 
Face-to-face or email?
Intuitively, face-to-face wins, and with sexual stereotypes, males prefer email as it overcomes competitive tendencies & task orientation and women face-to-face because they are more relationship-minded. However, we react differently to friends compared to strangers,

“Oneness” refers to the idea of connectivity identity. The more close you are to someone, the more that helping that person feels like helping yourself – altruism.
Where men have low levels of oneness, use email and for women with high levels, use face-to-face, of course there are exceptions to this. However, when communication is between the sexes, it is different again, so as a rule of thumb, use email when there is a competitive but not co-operative relationship and face-to-face where there is a competitive but co-operative relationship.
The influence of positive framing
Emphasising the positive can be more persuasive than highlighting the negative. It’s said that people pay more attention to frightening messages (as indicated by anti-smoking) however in many circumstances, focus on the positive can be persuasive. 

It’s unclear why this should be (dislike of bullying, but it could be because we like the positive).

The illusion of truth
This approach states that repetition of a message is persuasive, and scientific studies support this simplistic technique: repeated statements are true.
Also, statements that are easy to understand are true as familiarity breeds liking. Familiar things need less processing by the brain, so it’s easier to create the illusion of truth through unconscious signals (cognitive fluency).
The opposite is true: people are not persuaded by arguments that are difficult to process, because people have to pay attention.

After repeating 3-5 times, people will believe but more than that and the effect is lost and may even reverse, so introduce subtle variations.

In groups, this is the same argument as the loudest voice is the most persuasive and repeated statements are processed as true statements (whether or not they are).

By extension, when we recall an idea from memory, it is, in effect, a repeated statement and if it is only half remembered, not all of the truth will have been recalled (so effectively a less than perfect representation of the truth is recalled). And the more quickly such ideas are recalled, and the more simple they are, the higher the persuasiveness.

9 successful propaganda techniques
Based on Michael Moore’s film “Fahrenheit 9/11:
	Technique
	Psychology
	Application
	Explanation

	
	
	
	

	Omission
	Don't present the whole truth, to allow people to jump to conclusions
	Failure to show footage of aircraft hitting the World Trade Centre
	To show would have invoked anger and retribution; by showing the after effects, invokes sorrow

	Contextualisation
	By juxtapositioning the emotion from one event determines how you feel about the next.
	Make Bush look foolish
	1st scene: sorrow from 9/11 event; 2nd scene: show Bush happy & confident

	Ingroup / outgroup manipulations
	Prefer people like us over people who aren't
	Saudi's are an "outgroup" as is Bush
	Bush shown as close to Bin Laden family by repeated association & family close to Osama by association - connection is association

	Cynicism
	Selfish motivations attributed to others, altruistic to ourselves and cynical about why people do what they do. Suspicions are raised about people simply by asking questions about them
	Bush acts in self-interest rather than in US interests
	Bush shown reading to children for several minutes after being told of 9/11 indicating his confusion, lack of care etc when really he was just waiting to be told what to do next

	Traps
	Either way you go, you're screwed
	Bush presented as bumbling but also master of manipulation
	Bush primping his hair before addressing the nation is manipulative; countless examples of "the fool"

	Modelling the convert communicator
	People are always copying others (human nature) and this happens in politics when people change their views
	A person represented in the film who lost her son in Iraq u-turns here attitude towards it by 180.
	In fact, there was no such u-turn as she supported the Democrats all the time

	Pacing and distraction
	Distraction keeps us from thinking
	It’s difficult to process some parts of the film, but in others its only too clear
	"Weaker" arguments are "flown by" with loud music but stronger arguments are not so treated

	Associations
	Pavlov's dog scenario
	Film shows the Taliban visiting Texas, so by association, they were invited by Bush
	Taliban not invited by Bush but to discuss oil under the Clinton administration

	Numeric deceptions
	Statistics sound good so people like them, are happy to believe and won't check
	Bush on vacation for 42% of the first 229 days in office
	But that statistics relates to the days that he was not in Washington


Persuasion: the third person effect
People think that they are less influenced than others by persuasive messages, however the fact is that they are just as influenced – the third person effect. Many studies have shown that this is a robust effect and it becomes even stronger when the message is negative or if people don’t agree with it. This means that people are more influenced by messages that are of little or no interest to them.

Third person effect is unusual as it goes against the general finding that we overestimate other people’s similarity to ourselves: the false consensus effect. Conversely, instead of thinking that people are similar to us, we think that they are different. Two facets of human nature support this exception:

1. Illusion of invulnerability: people prefer to believe that they are less vulnerable than others to negative influences such as unwanted persuasion. One way to do this is to assume that messages work on others

2. Poor self-knowledge: often, we don’t even know what’s going on in our own minds and that our intuitions about the way our mind works is scrambled & subject to bias, such as the illusion of invulnerability.

Although this is not comfortable, it’s better than sticking our heads in the sand and pretend that influence attempts don’t affect us. By acknowledging our lack of insight into our mind’s processes, defences against persuasive messages can be raised.

20 steps to a strong message
The most important points for crafting a persuasive message, based on science:
1. Multiple, strong arguments: although multiple arguments are persuasive, they need to be balanced rather than one-sided
2. Relevance: persuasive arguments are personally relevant to the audience otherwise the switch off and don’t process it

3. Universal goals: affiliation, accuracy, positive self-concept

4. Likeability: ingratiate yourself with the audience and do this by praising the audience with perceived similarity, even if fleeting

5. Authority: people defer to experts to save time trying to work out the pros and cons themselves

6. Attractiveness: physical attractiveness of the source must be relevant

7. Match message and medium: if the message is difficult to understand, write it: if easy, use video

8. Avoid forewarning: by saying “I will try and persuade you”, people will generate counter arguments, reducing the chance of persuasion
9. Go slow: sympathetic audiences need slow and careful messages that are relevant and strong. Talk fast to unsympathetic ones
10. Repetition gives the illusion of truth whether or not it is true in fact
11. Social proof: despite their protestations of individuality, people seek conformity – they want to be in the majority
12. Attention: if people don’t pay attention, they cannot think about your arguments, cannot be persuaded and attitudes cannot be changed. Sharpen attention with caffeine!
13. Minimise distraction: with a strong message, seek attention; distract the audience if the argument is weak
14. Positively framed: arguments positively framed can be more persuasive
15. Disguise: persuasive messages don’t appear to intend to persuade or influence as they can sidestep psychological reactance
16. Psychologically tailored: messages should match the psychological preferences of the audience – think Vs feel. Some people prefer to think harder than others
17. Go with the flow: persuasion strongest when message & audience head in the same direction. Thoughts coming into the audience’s mind more readily are likely to be more persuasive
18. Confidence, both for messenger & audience. Audience needs to be confident about attitude change & their thoughts are boosted by a credible source & when they feel happy – make the audience laugh
19. Be powerful: powerful orators influence the audience & making the audience feel powerful enough increases their confidence in attitude change 
20. Avoid targeting strong beliefs: strong attitudes & beliefs are difficult to change so don’t directly approach long-standing ideas to which people are committed as they will resist & reject. Approach strong beliefs indirectly.
Many of these factors interact with each other and understanding the approach to take with the strength of argument is critical. Incorporate as many factors as possible to maximise the effect.
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How to win friends and influence people

Further work on persuasion is summarised in this synopsis of the book by Dale Carnegie, “how to win friends and influence people”, the main points of which are:

· Don’t criticise, complain or condemn

· Give honest and sincere appreciation

· Arouse in the other person an eager want

· Become genuinely interested in others

· Smile

· Remember that a person’s name is to that person the sweetest and most important sound in any language

· Be a good listener. Encourage others to talk about themselves

· Talk in terms of the other person’s interests

· Make the other person feel important – and do it sincerely

· Try honestly to see things from the other person’s point of view

· Be sympathetic with the other person’s ideas and desires

· Appeal to the nobler ideas

· Dramatise your ideas

· Throw down a challenge
· Begin with praise and honest appreciation

· Call attention to people’s mistakes indirectly

· Talk about your own mistakes before criticising the other person

· Ask questions instead of giving direct orders

· Let the other person save face

· Praise the slightest improvement and praise every improvement. Be “hearty in your approbation and lavish in your praise

· Give the other person a fine reputation to live up to

· Use encouragement. Make the fault seen easy to correct

· Make the other person happy about doing the thing that you suggest
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Six common techniques of influence
1. Liking: it’s easier to persuade someone if they like you and this can be achieved through flattery and seeking  similarities in building attraction

2. Social proof: people like to follow, so in influencing suggest that everyone is moving in the same way. A similar technique is used in acquisition of SME’s
3. Consistency: if people make commitments out loud or in writing, they are more likely to keep them. Influencers seek such public statement

4. Scarcity: people want what they cannot have or which may be running short, so advertise limited-time offers even when the coffers are full

5. Authority: people are influenced by experts and influencers will flaunt that knowledge in establishing their expertise.

6. Reciprocity: Give something to get something – people that feel indebted are more likely to agree to what you want, even if the initial grant is something simple like a compliment.
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Communication in the form of asking questions
Please see the document
Mentoring
Arrangement can be formal or informal, but best if informal and “develops”. The mentee should be inexperienced, driven and smart.

· Invite them to sit in whilst you do things – interviews, important meetings, strategy phone calls etc. Afterwards, talk to them, explaining why you did or said particular thinks

· Talk to them about the dilemmas that you face in your work. Explain your options and the various factors you have to consider and why you decided what you decided. Over time, this helps them to hone their own instincts.

· Talk to the directly about their goals and actively look for ways that you can help to move towards those goals. If they’re not sure what their goals should be, help them talk through the options and figure out where they want to go

· Give them greater and greater responsibilities, especially things they are no sure they can handle and talk them through it. Help them figure out  how to tackle it, and afterwards talk over how it went.

· If you can, give them an intern to manage. Talk with the regularly about the management challenges that arise and how to handle them – everything from how to feel comfortable exerting authority to addressing careless work to what to say to the intern that turns up in flip-flops

· Give honest and direct feedback. Tell them where they are doing well and where they could do better. Having this kind of objective assessment from someone who has their best interests at heart can be hugely valuable.

· Give them the confidence to take on more by making sure you tell them how great they are,. Early in their career, outstanding people tend to think they’re merely average. Help them recognise when they’re capable of more

· When the time is right, promote them or help them find the next step in their career, even if it means losing them.
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Area of authority for team members


	Leader defines limits


	Asks teams for decision





		Leader suggest problem, gets


		Suggestions, makes decision
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				Leader “sells” decision





				Leader makes decision &


					announces it
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