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Daphne Scott: Welcome to the Super Fantastic Leadership Show podcast with your hosts
Daphne Scott and…

Katie Hendricks: Katie Hendricks!

Daphne: This is the leadership podcast devoted to support you in leading at the highest levels of
effectiveness with the greatest levels of fun.

Katie: Imagine those two going together: effectiveness and fun.

Daphne: I know. That's what this show is all about, Katie. Katie and I had a conversation before
we recorded this episode. We had the word influence in our original introduction, and I felt it
sounded a little manipulative. It didn't really resonate with me.

Katie: Well, also influence really does get into, "Can I shape this a little bit differently to meet
my ends and get my way?" rather than "Can I join with you to co-create something that's
satisfying for both of us?"

Daphne: Katie, you just hit it perfectly. This is amazing. I'm blown away in this moment on the
show; I just want to tell you. That fits in perfectly with what our topic is today, which is
listening.

Katie: So many people go, "Oh yeah, listening. That's so old school."

Daphne: "Been there, done that."

Katie: "You know, active listening. Yeah, yeah. Heard that."

Daphne: "I'll just say back to you what you said to me, and that's what you meant, right?"

Katie: "I'll just parrot back to you, and then we'll move on to the real agenda, once we get
through this listening thing." I think people don't realize the amazing impact of genuine
conscious listening. When you're listening, it's actually such a gift for opening and connecting. I
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realize that when I'm listening, it's often the only thing that needs to happen in order to join with
somebody.

When we're in leadership and when we're in any kind of a situation where we have people in an
organization, we have people together, there's going to be jockeying for who gets to be in charge.
"I want to get my point of view heard," or "Is there room for me?" or "Everybody
misunderstands me." When genuine listening is present, it actually jump-starts everybody's
effectiveness.

Daphne: Yeah, I think that's the big point here. We're talking about listening from a perspective
of connecting, not just, "Yeah, I hear you." Hearing is always happening. Even when I sleep I
can hear, which is really strange. We're talking about listening from the perspective of really
connecting. As I was researching a little bit for our topic today, I came across…

There actually is an International Listening Association. There's a whole association. They have
a website and everything. I was quite impressed that there's a group of people and researchers out
there in the world who are really interested in this topic. They had a description on their website,
which I thought was so great. "When I listen, it is a way of valuing and knowing the other
person's perspective."

Katie: That's so valuable that you say that, because very often, what keeps people from actually
connecting and joining and then being able to work together effectively is that somebody feels
their point of view has not been heard, so they'll persist with their point of view and actually can
sabotage the whole endeavor because they haven't been heard. They'll just stick to their point of
view and will not budge.

Daphne: I'd like to say a phrase of how I pretend that I'm listening. What I do is I show polite
interest outwardly while inwardly clinging to my point of view and rehearsing my rebuttal.

Katie: That's a very common what we call "below the line" listening skill. It looks like I'm
listening to you, but I'm just waiting for you to shut your mouth so I can speak. Very often,
people associate listening with having to give up something about their own perspective, that
somehow there's some kind of scarcity of listening capacity, and if I actually hear your point of
view, it means I agree with you.

Daphne: What you were saying earlier about being in an organization, being in leadership… We
did our previous episode on context, which I encourage everyone to go back and listen to. We
talked about all of the contextual pieces of being in a leadership role. Now, if I have all that
going on and I'm trying to listen to you and we're all jockeying for position and I have to try to
be right about mine because I'm the leader and I have the title, my listening capacity and giving
up my point of view… If I hear your perspective, now I lose.

Katie: It's as if there's only one channel, and if somebody is occupying it, everybody has to get
off. Then that point of view gets lost, rather than we're creating more bandwidth, and the more I
listen to everybody's point of view, the more bandwidth it makes accessible for everybody. You
know, more possibilities, and especially more creative possibilities.
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Daphne: Which is another big part of what we're most interested in for this show and for our
listeners: being able to access more of that creativity and innovation on teams and in leadership.
The leader isn't burdened, if you will…

Katie: Right. Having to be the only one who's coming up with ideas and everybody else is the
worker bees. That creativity can be generated in all kinds of different ways, particularly in that
open space of listening. I think the key to listening is getting genuinely curious. Rather than I'm
waiting to hear something you say that agrees with me, or I'm waiting for something you're
saying that I can jump on, or I'm listening for whether you are using your grammar correctly or
whether you really know your stuff, you know, all of those things we call listening filters…

Everybody has listening filters. It's what you do with what you're hearing, you know, how you
interpret it and what your history is that has brought you to have that particular point of view.
Curiosity gives you this open space of being willing to discover and really being willing to take
in what that other person is saying, almost as if you've never heard it before.

Daphne: Which can be a really vulnerable space as a leader. It can be really vulnerable to be
like, "Oh, I'm going to go with reckless abandon here and pretend I know nothing, even though
I've been given this really big title and I'm running a company and it was my idea to start the
company in the first place."

This is really the skill, accessing that curiosity. Let's define that a little bit more for our listeners.
We won't talk about it in this way necessarily, but I'd like to throw this in there, because I think
it's valuable. It was helpful for me, and we talked about it today earlier: the non-judgment that
comes. Curiosity really holds a space of being open.

Katie: I was just thinking as you were saying that, Daphne, that it would be as if you had a circle
of chairs, and you're sitting on one chair, which is your point of view. If you go sit on another
chair to sample somebody else's point of view, it doesn't make your chair go away. You're just
simply opening up more possibilities in the whole, like in the whole of your department or the
whole of your organization or the whole of the project. You're opening up a different doorway,
which can allow more resources to come in.

If you only have one person's point of view, you're not going to have enough resources to meet
all of the creative challenges that are coming up for people now. When you're curious, it doesn't
mean you have to make your mind disappear or go stupid. You're simply setting aside your point
of view in favor of, "Hmm, what is it that this person is really wanting to contribute?"

Daphne: Yeah, and the wonder of that. I thought about what you said about giving up the chair
and what you said about one person's point of view… They've shown this time and time again,
for you left-brainers out there, people who need research to make this podcast really matter to
you. They've shown again and again that teams of people see reality more clearly. They tend to
make better choices because they do have all of these different points of view. That's not me
talking; that's science.
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Katie: That's Daphne talking science at you.

Daphne: Coming at you with some science. But teams of people do tend to see reality more
clearly. They make better decisions than just the expert. Now there may be a time when you
want just the expert. You know, I imagine maybe a surgeon with a knife; I want just him in there.

Katie: Yeah, that expert for sure. But someone who says, "Have you considered…?" and "What
about the…?" and "Oh, I just had an idea about how this and this could go together." That comes
out of the safety a leader can provide of genuinely listening to people. So here are some of the
things I hate about the way our society has oriented toward listening currently.

Daphne: Okay, I want to hear what you hate.

Katie: I hate interrupting. If you look on, particularly, many, many talk shows, interrupting is
considered a debate tactic, and people talking over each other. I hate that, because then one
person gets louder. They get more forceful. You can't hear what the other person had to say, and
it doesn't give you any new material; it just amps up the adrenaline.

Daphne: I've noticed another thing I also hate. Here it comes, listeners. I also hate ping-ponging
in a room where people… It's maybe another form of interrupting, but no one is really listening.
It's just ping-ponging around and there's no…

Katie: Sometimes that can be like word games and puns. It's funny, but it also takes you out of
the deep opening of discovery that real listening, deep listening, can provide. The number one
thing that I find conscious listening provides is a sense of welcoming. Your expression is
welcome here. You're not going to have to edit. You're not going to have to check to make sure
you have enough status in order to say something.

I'd like in a moment to go into what I consider the three levels of listening that really make a big
difference. When you do those, when you've practiced them, even if you do them awkwardly, the
other person receives that as an invitation. "Oh, you actually would like to hear from me." Then
people will contribute. Withholding is a really big problem in organizations.

Daphne: I find withholding to be the thing that creates gossip in organizations. You know,
you're my boss, and I didn't express myself because I don't feel like I'm going to be listened to,
so what I do is I get out of the meeting, I go to the backroom over the water cooler, and I talk to
Jill about it instead of expressing my opinion to you.

Katie: It's one of the key skills people don't give enough attention to, because I think they get it
confused with doing therapy with each other. I'm going to sound like I'm going to now talk about
your feelings, or something like that. Actually, listening for feelings is one of the levels of
conscious listening.

The first one, which sounds like it's stupid as a stick, is listening for what the person is actually
saying so that you reflect to them that you heard them accurately. It can sound like, "Oh, okay,
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so what I hear you saying was that you really don't like it when people toss the conversation back
and forth without actually letting the other person finish."

Daphne: That's great. I think this is where the whole idea of active listening got a little muddled.
You didn't just say, "What I hear you say is you don't like ping-ponging." You really got to the
essence of what I was wanting to express, which is a skill.

Katie: It's definitely a skill. It's a skill you can practice. Even if I just said, "What I heard you
saying is you don't like it when people ping-pong. I'm not even sure what you mean by that.
Could you tell me more about that?" that's an active listening skill. You don't have to understand
what the person is saying; you just have to hear them.

That could actually bring in more of them revealing what's going on, when you say, "Yeah, this
is what I heard, but I'm not familiar with that term. What is that?" A reflection that there's
somebody present over here who is interested in what you have to say.

The things I'm doing that I really want to recommend you do is that you turn your body toward
the person who's speaking, that you put things down so you're not multitasking while you're
listening. You're not also texting or taking notes. I truly have seen people doing this when they're
listening. You're not looking over the person's shoulder to the person you want to have a
conversation with after you finish with this person if they would just hurry up. You're actually
turning your body toward.

Here's another thing that makes a really big difference: I'm breathing. I'm opening my breathing.
Even if I get stuck or you carry on a long time and I don't get a chance to reflect back to you
right away, I'm still breathing. I'm here and I'm breathing and I'm not interrupting. If you did just
those three things in a meeting, it would change the face of meetings on the planet.

Daphne: Listeners, did you hear that? Avoiding the interruptions, really listening, breathing.

Katie: Breathing is really a key.

Daphne: This is really a key. I think we're going to do some episodes on fear, and I think
breathing will be part of that. Let's just give the listeners a little bit of the importance of that.

Katie: The importance of breathing?

Daphne: Conscious breathing.

Katie: Conscious breathing. People think, "Oh, well, I breathe. What's the big deal with
breathing?" Well, there's some really important stuff about breathing with listening. The most
important one is that if you're breathing fewer than 12 breaths a minute, you turn off your
anxiety mechanisms, so you're actually able to listen.
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If I slow down my breathing… That can be a challenge if you're in a meeting and you have
something you really have a lot of passion about. There's something going on or there's a big
strategic decision that's going to be made or some people want to make a different decision.

Daphne: You want to disagree.

Katie: There's a disagreement going on in the room. People amp up their breathing. Even if you
don't hear it in yourself, if you get it going fast, you're going to get anxious, and if you get
anxious, the other person looks like your enemy. If I slow down my breathing, instead of looking
like my enemy, the other people in the room look like my allies, and then we can actually work
together. I can do all of that magically by shifting my breathing.

What we're talking about is easy belly breathing and letting your spine move easily as you're
breathing, not slouching in your chair but really perching on your chair, or getting up and
moving around a little bit so you're not getting stuck in one position.

Daphne: Just to own, we're a bit anti-chair.

Katie: Yeah, we're a bit anti-chair. We're actually sitting on balls here as we're speaking to you.
We don't have chairs in our house. We have these weird other things called Swoppers that look
like a giant mushroom on a spring that allow you to really move and breathe easily and support
you through the day rather than de-energizing you.

All of this has to do with listening and the power of the number one skill in listening, of really
generating curiosity and reflecting back to the person what you heard. You can even put it in the
way of, "I just want to check to make sure we're both on the same page here as we're moving
forward. I thought I heard you saying that way back on page one of the proposal you had a
question about number one. I didn't hear us actually get to that, so I want to make sure we've
responded to what you were saying about number one."

Daphne: As our listeners are hearing this, I want to bring forth the amount of attention that
process can require and this possible belief (I've lived this in organizations like this) that, "We
just don't have time. We don't have time to get everyone's opinion. We don't have time to listen
to everybody." This is another big place that listening gets skipped over.

Katie: Yes, because if I'm really listening to other people on the team or other people in the
meeting or even just another colleague, we join our intelligence, so we literally are both working
in the same territory. We're both in the same zip code. I've seen the consequences of people not
listening.

Like Engineering thinks this is the plan, whereas Marketing thinks we have a totally different
plan. Engineering goes off and completes this whole thing and brings it back, and Marketing
says, "Wait a minute. This isn't what we had. This isn't what we agreed to." And you have three
weeks gone. You don't get to market on time. It has real measurable bottom-line implications if
you're not listening.
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Daphne: You just hit it right on the head. So these what can be perceived as "soft skills…" You
know, "We have to run the business here; we don't have time to talk about listening. Leadership
development is great, but we don't really have time to spend on it." They do have bottom-line
impact.

Katie: They have tremendous bottom-line impact. When you get a kind of alignment and
synergy that allows you to create much more together than any of you could do on your own.
Now the second level of listening is a little bit "woo-woo."

Daphne: Here it comes.

Katie: But it's really, really important. It is the skill of listening for the other person's feelings.

Daphne: What?

Katie: What? Feelings? There's actually research now that being present to other people's
feelings has the most impact on the bottom line of any of our skills. When people's feelings are
acknowledged, their aliveness is acknowledged. There's no difference between your feelings and
other parts of your intelligence. If you have to cut off your feelings and put them somewhere,
you're making yourself dumber.

Daphne: Yeah, this is the big piece of this. I want to take a break. We're going to come back
with what I'm calling advanced skills of listening. We're going to talk about feelings and we're
going to talk about the body and other things you're "listening" for when you're in
communication.

Katie: That have a huge impact.

Daphne: Okay, we're back. We were talking about listening. We're talking about it and doing it.
I feel like we're listening.

Katie: Yeah, I love listening to you. I always feel sparked by what you're saying. That's one of
the really cool things that can happen when you're listening: your creativity gets sparked.

Daphne: Yes, and I obviously love listening to you. We probably wouldn't be doing this show
together if we didn't enjoy each other. We were going to get into some of what we're going to
call "advanced skills." The reason we're calling them advanced is they take some practice. I think
that's one thing I want our listeners to know is that over many years you've built an incredible…

By the way, if you get a chance to see Katie Hendricks facilitate, she has a ridiculous skill level
of listening. I highly recommend that you come to the courses she teaches and facilitates so you
can really appreciate her skill at listening. But it takes practice.

Katie: It does take practice, but here's the thing. If you're intending to listen, even if you're
awkward and not very skilled at it, you'll have a positive impact on your relationships with others
and on your ability to listen to yourself, because they're really the same skills. We were talking
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about the skill of listening to another person's feelings. Here's the thing about that. If a person is
having a feeling, it's there in the space. It's present, and your brain is picking it up.

Research is really clear on that now, that emotions are contagious, that we pick them up from
others. So if you're acknowledging them, you can do that in a way that doesn't have the other
person come forward with their whole life story or what the issue is. I can just reflect back, "It
sounds like you're feeling a little bit of anxiety about that and maybe the stress level is up." You
can translate it in a way that it doesn't sound like, "It looks like you're really sad about that."
Sometimes just acknowledging, "It sounds like there's some distress about that for you."

Daphne: And I think that's the fear. We talk about bringing up feelings in organizations, and
then the fear that comes around talking about feelings is that people will dive into some big story
from their past or that we'll offend someone or we'll trigger them in some way.

Katie: Right, that someone will blow up. I'm just thinking about one of the big businesses we
had done some consulting for. The second-in-command was notorious for banging his shoe on
the table.

Daphne: His shoe?

Katie: His shoe on the table during meetings. He would actually take his shoe off and bang it
and would yell at people. Nobody ever would say to him, "Hey…"

Daphne: "Stop taking your shoe off."

Katie: Not only, "Stop taking your shoe off," but "You sound really angry." When someone is
angry, there's always something under that they're scared about.

Daphne: Yeah, we could talk about that, you know, kind of jacket emotions and where we go
with our feelings.

Katie: This is a huge subject about how much emotional repression is negatively affecting
business effectiveness. Just the acknowledgement. Even just taking a breath and acknowledging
inside you that you're aware the other person is feeling. That has communication value, even if
you're not saying it out loud. If you're listening inside yourself and giving attention to that and
acknowledging with your breathing and with your look to the other person, that begins to open
up the space for people to feel what they're feeling. I'm hugely passionate about this.

The third level, which is really, really exciting, is listening for what the person really wants. See,
this is a skill that you can be a detective, because even if the person sounds really argumentative
or they really want to get their point of view across, you can be listening for, "Oh, what I'm
hearing is that you really want us to be producing the best product we possibly can, and you are
really passionate about that."
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If you get it, the other person is going to nod. Their face will relax. They get off the push, push
of their communication, and there's an open space for collaborating rather than the tug-of-war
between who gets to have the one point of view.

Daphne: Right, the one chair that's left. Musical chairs. You're going to miss out.

Katie: Yeah, or King of the Mountain. Everybody just gets knocked off.

Daphne: I want to hit one thing. Pretty much what we've been hitting at is listening, and we're in
an interaction. We're in a room together. But let's talk about email.

Katie: Oh wow. Yes, email.

Daphne: So Katie fires off an email to me. I make a huge assumption. Email has been blamed
for having no emotional intelligence, which I don't know is entirely true.

Katie: I don't find that true, because what I'm doing in my emails is doing my best to have my
emails reflect something that is measurable or something that's unarguable. I only use my emails
for communicating about information. Like, "Here's the agreement I want to make. Here's the
agenda I think we ought to cover. I understood that you were going to send me this bid by 5:00.
Since it's now after 5:00, I want to find out, should I expect it tomorrow?" I do my best to stay
away from any kind of overtly emotional communication. I save that for either on the phone or in
person, because there's no resonance in email.

Daphne: Right, it's the resonance that's missing, not the emotional intelligence.

Katie: Yeah, you have no way of interpreting. If I type, "Oh, great email…"

Daphne: Which people do all the time. Guilty.

Katie: Like, "Oh, they're being sarcastic," or "Oh…"

Daphne: Or "My grammar is awesome."

Katie: Or "They really liked my point of view," or "They totally agree with me and we don't
have to discuss it anymore." So I think if you have a relationship with somebody, emails are a lot
easier, and if you don't, using email as a form of emotional currency I don't think is very
effective.

Daphne: I would agree. I see that create more issues than it does solve. My rule or kind of how I
play it is if I get an email and I have any confusion, I never respond back to it. I pick up the
phone.

Katie: What a great idea. I'd feel like, "Oh, you're calling me to clarify. Oh wow." I feel like I'm
important and that you think my point of view is important and that you're taking the time to
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clarify. So here's the thing about listening. If you clarify up front, you save tremendous time
down the line.

Daphne: Which is important. We started on this whole part about, "I don't have enough time to
listen." Well, guess what?

Katie: Yeah, it's your front-end investment. You know, doing a lot of seminars where I'm
meeting people for the first time, the very first skill I practice with them and that I've practiced
for years is really listening. So the person will bring up something, and it might be from left
field.

I do my best to clarify so that I'm understanding first what it is they're saying, so just listening for
accuracy, and then what their point of view is, I get curious about that, and then what it is they
really want. I find when I focus on what it is they really want… Like, "I just want to understand
what we're supposed to do in this exercise so I can do it successfully." "Oh, okay."

Daphne: "Oh, you want to be successful."

Katie: "Okay, so you didn't understand point number two. Okay, got it. Great, thank you."

Daphne: And I can speak for myself sitting in meetings. Someone will make a comment or ask a
question, and I feel that defensiveness part of me that's just like, "Where did that come from?"

Katie: "What do you mean you didn't get it the first time?"

Daphne: Exactly. But when you step into being in that true listener mode and wanting to truly
connect with that person, the curiosity comes forth. Actually, we're naturally curious. At least in
my experience I'm naturally curious. I don't have to work at it too hard. It's more a matter of
staying present, using the breath, and being open to that other person's point of view.

Katie: Great summary.

Daphne: Actually, we are coming close to the end of our time. How wonderful. And there are
obviously other parts of listening. Body language is very important.

Katie: Body language. We could go into a whole other session on body language, but just as a
brief summary for you, let your body get open when you're listening. If you have your arms
folded or you have your head tilted or you're looking down instead of looking at the person who's
speaking, you're not really opening up the listening channels for either you or them.

Daphne: That's great. So that was kind of our "now what" wrap-up. I think the three things you
mentioned and articulated so eloquently, Katie, as usual… Really coming back to listening. And
you don't have to get it right.
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Katie: No, you don't have to get it right. If you'll be generous with yourself, the other person is
going to pick that up, and they really will be so grateful that you're willing to listen to them. So
get curious, get your body open, and keep breathing.

Daphne: There you go. Those are your three "now whats." Please post your comments to today's
show. Ask questions. We love that. We want to interact with you. Katie is doing a happy dance.
Another successful podcast recorded. At least we hope it's successful. But we do want to hear
your comments and questions that you have. We'll be addressing those on future shows and in
our responses to all of you. So please log on and do that. We love connecting with people. You
can hear us on iTunes and subscribe to our podcast.

Katie: Thank you so much, and thanks, Daphne.

Daphne: Thank you, Katie. Thank you, listeners.


