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about this book

If youre not communicating, youre not managing.

Most people can communicate very well. But you may not
recognise the skills that you use. And that means you could find it
hard to develop these skills or to transfer them from one situation
to another. You may have no problem holding conversations in
the staft restaurant, the gym or the pub. Carrying those skills into
interviews, presentations, reports and meetings is another matter.

What is communication? Many people think that it’'s about
giving information. Ifs not. Communication is about communing.
Scientists think that language - or rather, the languages of speech,
body movement, gesture - grew initially out of grooming.
Chimps and other primates groom each other to establish and
maintain relationships within the group. As groups became larger,
and group relationships became more complicated, there simply
wasn't enough time to do all the grooming that was necessary. So
a form of shorthand was invented: language. Chimps pick fleas
off each other; humans hold conversations .

This view of communication helps understanding of why it so
often goes wrong. You can't communicate once and imagine that
the job is done. Communication, like grooming, is a continuous
activity; we need to do it continuously. Conversations at work
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are never merely about facts and figures; they always include the
relationship .

There is a difference between humans and the other primates,
of course. People communicate, not only to groom, but also to
persuade. And the currency of persuasion is ideas. It's ideas that
make things happen. You't can't do your work effectively unless
you can express your ideas and persuade others to listen to them.
Youll do your work even better if you can encourage others to
give you their ideas.

This book will help you communicate to get results. It will
help you express your ideas and enquire into the ideas of others.
It begins with conversation, and extends step by step through the
more complex varieties of conversation that you will engage in at
work: interviews, presentations and written documents.

Throughout, I've used models to help increase your understanding.
Models simplify reality; good models simplify helpfully. In the
thick of it, when life gets complicated, when people act
unpredictably and when conversations get heated, models help
people see more clearly and act more rationally. The models in
this book help me; I hope they will help you.

I'd like you to think of this book as a gateway to other ways of
learning and developing your skills. At the very end, I offer some
suggestions for further development.
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the process of
communication

‘Lets face it, it all comes down to communication.” How many
times have you heard - or spoken - those words as you catalogue
the woes that afflict your organisation?

The ability to communicate clearly has never been more
important. Working patterns are becoming more flexible and less
predictable. The command and control structures of our parents’
generation have given way to matrix management and
networking, to outsourcing and partnership, to knowledge
management and business intelligence. Managers now need to
communicate effectively with a far wider range of people than
before. And more quickly, too: today market information is in
the recycling bin tomorrow.

And yet, communication remains a major problem in
organisations. In survey after survey, managers have rated failures
in communication as the most important problem in their
companies .

Communication can, of course, still be remarkably effective.
The MD efforts to communicate the latest corporate change
programme may fall at the first hurdle; but rumours of imminent
Jjob losses can spread like wildfire. If only formal communication
could achieve half the success of gossip and chat!
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what is communication”?

[ often ask this question at the start of training programmes and
seminars. After a little thought, most people come up with a
definition that is about transmitting and receiving information. A
little more thought might produce the word exchange. This is
more satisfactory, but it still assumes that communication is about
moving something: about conveying, or sending, or delivering,
some commodity called ‘ information” .

In fact, the word has quite a different root meaning. It
derives from the Latin communis, meaning ‘ common , or
‘shared’. It belongs to the family of words that includes
communion, communism and community. Until you have shared
information with another person, you haven’'t communicated it.
And until they have understood it, the way you understand it,
you haven't shared it with them.

Communication is the process of creating shared

understanding .

how people understand
Another definition: communication is displaying the shape of a
person’s thinking.

Different people understand the same information differently .
One person might recognise the words and pictures immediately;
to another, they might be in a foreign language (double Dutch,
pethaps, or ‘all Greek’). Every communication problem is a
problem of understanding .

Understanding is recognition. ‘Ah!’ you exclaim when you've
understood something, ‘I see!’ People talk a lot about looking
when describing the way they understand. You may have a
different perspective on a problem from a colleague; you may
misunderstand each other because you are both approaching the
issue from different angles. If you disagree with someone, you
may say that you are looking at it differently.
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People understand information that they recognise. I
understand that the vehicle approaching me is a bus, because I've
seen one before. I understand a tune because I've heard it - or
tunes like it - before. I understand I'm eating chicken paprika
because I recognise the taste. Similarly, I will understand what
you are telling me if it fits a mental pattern that I already have.

Understanding, then, is fitting what you’re looking at into
your mental patterns. If you want to communicate well, you
must make the shape of your thinking visible. How could you do
that? You could draw pictures or patterns on paper. You might
ask the other person to imagine a pattern and then fit your
information into that. It would certainly help if you simplified the
information, so that the shape of your thinking isn't obscured by
detail.

managing information

Your success as a manager increasingly depends on your ability to
manage information.

We think of information as ‘stuff’ that comes in ‘bits’ . Those
bits are ‘out there’: you can see them, measure them, and
count them. Understanding is thought of as the process of
“printing’ this information on the mind. We imagine the mind
to be like a computer hard disk. It has a certain capacity, a fixed
amount of available space for incoming information. Too much
input and you suffer from ‘information overload’ . If information
overload persists, the system might ‘crash’ .

Now, most people know that this isn’ t how information
actually works. Every time people communicate, information
takes on a different meaning. That's what information is like.
Children have enormous fun playing with the way information
can alter in the telling. Chinese Whispers and Charades are both
games that delightfully exploit people’s capacity to misunderstand
each other.



