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Communication is not the process by which managers and business leaders understand each other. That traditional view is doomed to failure: we continually misunderstand each other. 

Pierre Casse puts forward a new ideal model in which communication is the process by which human beings create each other- they learn from one another and take advantage of communication breakdown. A three- step approach and quiz-kit is suggested which will improve interaction with others. Also, four mind-sets and four communication styles are demonstrated. The article concludes with guidelines and golden rules on creative communication.

The core misunderstanding 

It is amazing that most managers and leaders in the public and private sectors are still defining communication as the process by which people understand each other. It is shocking to see that most business schools are still organizing management training programmes based on the assumption that human beings can indeed see the same things and interpret reality more or less in the same way. Let's face it: nature has made us in such a way that we often cannot understand each other. In other words, I may not see what you see and my mental constructions about the world are probably different from yours. 

We must keep in mind that words, in themselves, are meaningless. The intentions of a word are inside the person. Therefore, different people have different interpretations of what the same word means. So we use the same words, but the message they are trying to convey may be entirely opposite. 

A. Korzybski brilliantly illustrated the implications of the traditional way of communicating.1 He stated three basic rules that every manager should always have in mind: 

· The map is not the territory. 

· The map never represents the entire territory. 

· There are different maps for the same territory. 

Of course we can, in some cases, get quite close to each other (which, at times, can be extremely important). However, having a totally common understanding seems to be impossible, but that, fortunately is not indispensable for our survival and development. We are still alive today as a species despite the fact that we have been misunderstanding each other across space and time. The ability of men and women; individuals, groups, organizations and nations to completely misunderstand each other is very real and indeed, scary. 

Practical implications for business leaders: 

1. Keep in mind that pure communication (understanding each other 100%) is impossible. 

2. Do not be afraid of repeating yourself, using concrete illustration and metaphors to minimize the natural misunderstanding which occurs between you and the people you are communicating with. 

3. Be careful when people tell you that they have understood you. It may not be true. Check and crosscheck. 

Misunderstanding as an opportunity 

Managing communication should be based on being able to transform a handicap (misunderstanding each other) into an opportunity. Effective leaders are the people who can define and manage communication in a new way. They are the men and women who can interpret communication as a creative act, which gives us the ability to influence and transform each other. If what you say has a meaningful influence on my thinking, feeling and behaviour, then we are indeed communicating! 

According to this new paradigm, communication is the process by which human beings create each other!: To put it differently, it seems that effective communication is also defined as a three-step process, i.e.:

· I say something which has an impact on you. 

· You process your own ideas related to what I just said (you make it meaningful for you). 

· You react and, by so doing, have an effect on me. 

Communication benchmarking is one way to learn from each other and take full advantage of the communication breakdowns that we experience all day long. 

Guidelines for the business leaders 

1. Always be aware of the fact that effective speakers are not always listened to carefully (because the listeners are processing their own ideas around the speaker's message instead of really listening to him or her). 

2. The role of the leader is to create an environment which is conducive to creative communication: people who misunderstand each other do not necessarily get upset but, on the contrary, take full advantage of the confrontation between different 'maps' to be more effective. 

3. Creative communication is an opportunity to borrow from others, to expand our mental constructions - thanks to the meeting of minds - and to invent new unexpected ways to see things and define the world or reality. 

Understanding the new communication model 

We are able to create others (and to be created by others) because we construct things differently in our minds. It is critical if we want to improve our communication effectiveness, to enhance our understanding of our own as well as other mindsets. The following self-assessment exercise can be used to determine how we basically construct things in our minds and how our assumptions influence our communication. We '1l suggest the following three-step approach as a way to improve interaction with others: 

· The reader should go through the exercise himself or herself. 

· People that the reader knows should also go through the same exercise - a spouse, a team member or a friend. 

· The key differences between the people who went through the self- assessment exercise should be identified, probed and used for self- 

· Awareness and development - the idea is to acknowledge some basic differences in the construction of realities and enrich ourselves by being exposed to other ways of seeing, thinking and behaving. 

Please select in each pair of attributes the one which is most typical of your personality. No pair is an either-or proposal. Make your choice as spontaneously as possible. There is no wrong answer. 

1. I like action. 

2. I deal with problems in a systematic way. 

3. I like to attend well-organized group meetings. 

4. Deadlines are important for me. 

5. I cannot stand hesitation. 

6. I believe that new ideas have to be tested before being used. 

7. I want to set up my own objectives. 

8. When I start something I go through until the end. 

9. I look forward to receiving feedback on my performance. 

10. I find the step-by-step approach very effective. 

11. Planning is the key to success. 

12. I become impatient with long deliberations. 

13. I believe that teams are more effective than individuals. 

14. I value experience very much. 

15. I enjoy working with people. 

16. I like to handle several projects at the same time.

17. I enjoy the stimulation of interaction with others. 

18. I learn by doing. 

19. I basically try to understand other people's emotions. 

20. I perceive myself as decisive. 

21. I think I am good at reading people. 

22. I search for challenging tasks. 

23. I am sensitive to others' needs. 

24. I like to achieve. 

25. I listen to people.

26. I like variety. 

27. I enjoy innovation very much. 

28. I am impatient with long, slow assignments. 

29. I am more interested in the future than in the past.

30. I usually make decisions without thinking too much. 

31. I am always looking for new possibilities. 

32. I like to get things done. 

33. I do challenge people around me. 

34. I am impulsive. 

35. I like creative problem solving. 

36. I usually jump from one task to another. 

37. I dream and project all the time. 

38. I dislike wasting my time. 

39. People say that I am a fast thinker. 

40. I like brief, to the point statements. 

41. I am cool under pressure. 

42. Cooperation is a key word for me. 

43. I use logical methods to test alternatives. 

44. I can predict how others may react to a certain action. 

45. I believe my head rules my heart

46. I am able to assess the climate of a group. 

47. Analysis should always precede action. 

48. I can express my feelings openly. 

49. I rely on observation and data to make decisions. 

50. I perceive myself as a communicator. 

51. I like to focus on one issue at a time. 

52. I enjoy learning about others. 

53. Facts speak for themselves. 

54. I strongly believe that people need each other to get work done. 

55. Key decisions have to be made in a cautious way. 

56. I always question myself.

57. Emotions create problems. 

58. I do not like details. 

59. I have a tendency to start things and not finish them. 

60. I believe in the scientific approach. 

61. I like to design new projects. 

62. I accept differences in people. 

63. I enjoy reading very much. 

64. I like to organize. 

65. I use my imagination as much as possible. 

66. I enjoy doing what I am good at. 

67. My mind never stops working. 

68. I am patient with details. 

69. I like to be liked by others. 

70. I can put two and two together very quickly. 

71. I try out my new ideas on people. 

72. Good relationships are essential. 

73. Communicating with people is an end in itself. 

74. I like to be intellectually stimulated. 

75. Talking and working with people is a creative act. 

76. Self-actualisation is a key word for me. 

77. I enjoy playing with ideas. 

78. I learn by interacting with others. 

79. I find abstractions interesting and enjoyable. 

80. I feel confidence in myself.

Scoring 

Circle the items you have selected and add them up: one mark for each item chosen. The maximum mark is 20 per value orientation and your total for the four value orientations should be 40. 

	Value orientation 1
	1
	4
	5
	7
	9
	

	
	12
	14
	16
	18
	20
	

	
	22
	24
	26
	28
	30
	

	
	32
	34
	36
	38
	40
	

	Total
	

	Value orientation 2
	2
	3
	6
	8
	10
	

	
	11
	41
	43
	45
	47
	

	
	49
	51
	53
	55
	57
	

	
	60
	62
	64
	66
	68
	

	Total
	

	Value orientation 3
	13
	15
	17
	19
	21
	

	
	23
	25
	42
	44
	46
	

	
	48
	50
	52
	54
	69
	

	
	72
	73
	75
	78
	80
	

	Total
	

	Value orientation 4
	27
	29
	31
	33
	35
	

	
	37
	39
	56
	58
	59
	

	
	61
	63
	65
	67
	70
	

	
	71
	74
	76
	77
	79
	

	Total
	


The model can be summarized as follows: 

Scores 

· For a score between 1 and 7: The mental construction is somewhat underdeveloped and underused. 

· For a score between 8 and 15: The mental construction is well developed and used. 

· For a score between 16 and 20: The mental construction is overdeveloped and overused. 

Communication implications 

A weak score (between 1 and 7) indicates a difficulty to interact with people who are strong in the same category. Natural misunderstanding will occur, communication breakdown will take place, and people with opposite mindsets will have a tendency to pass negative value judgements on each other and mutually reject each other. 

An average score (between 8 and 15) generally shows a certain degree of flexibility and adaptability. People with an equally dispersed profile (10, 10, 10 and 10) are quite good at adjusting themselves to different people, situations and requirements. The problem is that sometimes they are too 4 good at switching around and can then be perceived by other people as being unpredictable. 

Strong mindset (a score between 16 and 20) is generally characterized by a need to impose their values, beliefs and assumptions on others. People whose scores indicate a heavy orientation in this direction can be trapped into only one way of looking at things. They are very often biased and rigid. They lack flexibility and have difficulties practising empathy. 

A general comment is that people who share the same mindset. (The dominant one, that is, since everybody has the four basic orientations more or less developed and used) get along together very well. They almost automatically click. 

Four communication styles

	Styles
	Content
	Process

	Action
	They talk about:
· Results

· Objectives

· Performance

· Productivity

· Efficiency

· Moving ahead
	· Responsibility

· Feedback

· Experiences

· Challenges

· Achievements

· Change

· Decisions
	They are:
· Pragmatic (down to earth)

· Direct (to the point)

· Impatient 

· Decisive

· Quick (jump from one idea to another)

· Energetic (challenge others)

	Process
	They talk about:
· Facts

· Procedures

· Planning 

· Organising

· Controlling

· Testing
	· Trying out

· Analysis

· Observations

· Proof

· Details
	They are:
· Systematic (step-by-step)

· Logical

· Factual

· Verbose

· Unemotional

· Cautious

· Patient


	Styles
	Content
	Process

	People
	They talk about:
· People

· Needs

· Motivations

· Teamwork

· Communications

· Feelings

· Team spirit

· Understanding
	· Self-development

· Sensitivity

· Awareness

· Cooperation

· Beliefs

· Expectations

· Relations
	They are:
· Spontaneous

· Empathetic

· Warm

· Subjective

· Emotional

· Perceptive

· Sensitive

	Idea
	They talk about:
· Concepts
· Innovation
· Creativity
· Opportunities
· Possibilities
· Grand designs
· Issues
· Inter-dependences
	· What’s new in the field
· Alternatives
· New ways
· New methods
· Improving
· Problems
· Potential
	They are:
· Imaginative

· Charismatic

· Difficult to understand

· Ego-centred

· Unrealistic

· Creative

· Full of ideas

· Provocative

	
	
	
	
	


Four value orientations: one mindset 

The four value orientations, which have been selected to create the model, can be described as follows: 

Value orientation 1: action 

The action oriented mindset is fundamentally geared to changing things, improving existing situations, translating ideas into actions, being effective, getting things done, moving ahead and achieving good results. 

Value orientation 2: process 

The process-oriented mindset is characterized by the need to know, be factual, understand, organize, structure up strategies, tactics, establish, rules, regulations, systems and manage. 

Value orientation 3: people 

The people oriented mindset is characterized by men and women, who care about people, have a strong drive towards people's needs, rights, communication, understanding each other, teamwork, ethics, synergy, feelings and emotions. 

Value orientation 4: ideas 

The idea oriented people handle the world in terms of concepts, abstractions, theories and models. They value imagination, innovation and creativity very much. They are future oriented. 

Four mindsets: four communication styles.

The four mental constructions dramatically influence the communication behaviours of each type of person. The following gives a synopsis of the four value orientations and how each one's respective mental programming affects their communication styles. 

Managing creative communication 

People involved in creative communication should manage the process of influencing each other (our definition of communication) in three phases, i.e.: 

Phase 1. Matching first the dominant value orientation of the person we are talking to so that we get his or her attention (using the other's way to look at the world facilitates the first step toward communication since the information we present is packaged in a way that is familiar to the listener). 

Phase 2. Mismatching, that is, using any channel whatsoever, even disregarding the other party's way to define reality, just so that the exchange will be as creative as possible. 

Phase 3. Matching again at the end of the communication so that its outcome is consolidated and any misunderstanding is minimized. The main objective here is to make implementation as effective and speedy as possible. 

Most people have a hard time with the first phase, either because they do not know what the dominant value orientation of the other party is or because they are not able to adjust on the spot to the other's main communication channel.

The first challenge can be handled through either some proper homework to define the other person's main value orientation (know the person you are going to meet) or through close observation during the interaction, the use of intuition as well as the trial and error technique. The second challenge can be tackled through the implementation of some practical guidelines such as the ones presented hereunder: 

Guidelines on matching other communication styles 

A          Communicating with an action (A) oriented person 

· Focus on the results first (present the conclusion right at the outset). 

· State your best recommendation (do not offer many alternatives). 

· Be as brief as possible. 

· Emphasize the practicality of your ideas. 

· Use visual aids. 

B          Communicating with a process (PR) oriented person 

· Be precise (state the facts). 

· Organize your presentation in a logical order: 

· Background, 

· Present situation, 

· Outcome. 

· Break down your recommendation. 

· Include options (consider alternatives) with pros and cons. 

· Do not rush a process-oriented person. 

· Outline your proposal (1, 2, 3, etc.) 

C          Communicating with a people (PE) oriented person 

· Allow for small talk (do not start discussion right away). 

· Stress the relationship between your proposal and the people concerned. 

· Show how the idea worked well in the past. 

· Indicate support from well-respected people. 

· Use an informal writing style. 

D          Communicating with an idea (I) oriented person 

· Allow enough time for discussion. 

· Do not get impatient when he or she goes off on tangents. 

· In your opening, try to relate the discussed topic to a broader concept or idea; in other words be conceptual. 

· Stress the uniqueness of the idea or topic at hand. 

· Emphasize future value or relate the impact of the idea on the future. 

· When writing to an idea-oriented person, try to stress the key concepts, which underline your proposal or recommendation right at the outset. Start off with an overall statement and work toward the objective. 

A final word on creative communication 

Communication is much more than sharing information and understanding each other. It is indeed a creative act based on the invention of new knowledge. By getting together and by interacting, individuals produce something, which provides the added meaning we need in order to prosper and face the challenges, which are constantly growing in today's world. We create new arenas for interaction (or at least contribute to their making) through the transformation of information into knowledge. That process requires the meetings of several minds and the management of communication. 

Creative communicators are people who apparently can behave according to three golden rules: 

· Never get upset over any communication breakdown. Always turn a misunderstanding into an opportunity to change and grow. 

· Borrow from others (benchmark) and keep in mind that other ways of seeing things are mind expansion opportunities. 

· Learn how to build on others' ideas, perceptions and assumptions. Challenge them so that new frameworks will emerge from confrontations with old mental constructions. 

Try very hard when they communicate not to use the expression 'yes, but ...' which is counter-productive. Then use instead the words 'yes, and ...' which are conducive to mental innovation. 
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