What we can expect of each other as Vincentians
As Vincentians there is no higher
responsibility than to provide a high
quality and caring environment for those
we assist and our co-workers.
It only takes one person to make a
difference, either positive or negative.
When we choose to work within the St
Vincent de Paul Society, we are
choosing to commit to and be
accountable for demonstrating these
core values and behaviours:

COLLABORATION
• Willingly share information, knowledge

and skills with each other
• Appreciate each other`s strengths and

what they contribute to the team.
• Demonstrate a “can do” approach.
• Recognise, praise and thank our

colleagues.

“People may not remember exactly what
you did, or what you said, but they will
always remember how you made them
feel.” Thomas L. Garthwaite

RESPECT
• Respect religious and cultural diversity

as well those with special needs.
• Address conflict directly and in a way

that focuses on early resolution.
• Take the time to really listen.
• Remember that body language is a

powerful communicator.
• Be empathetic, polite and use basic

manners in our interactions with others.
• Take ownership and accountability for

our areas of responsibility

• Be a team player
• Promote confidence

OPENNESS
• Communicate honestly and openly.
• Explain things in a way people can

understand.
• Give and receive constructive feedback

in a timely manner and turn it into an
opportunity to improve.
• Speak up when we observe

inappropriate behaviour or practice.

EMPOWERMENT
• Proactively seek opportunities for

continued learning, as well as
professional and personal growth.
• Explain the rationale behind decisions

to foster better understanding.
• Embrace change and innovation by

contributing, being open to new ideas.
• Share complements and work stories

within the team

• Own our mistakes and acknowledge

when we are wrong.
• State how we feel so others can

understand our concern
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HOW DO I MANAGE DIFFERENCES?
Picture yourself in a situation where your wishes differ from that of another person. For
each of the following 30 statements, circle either A or B as the one which best describes
how you would respond.
Sometimes neither the A nor B statement is typical of your response but try to choose
the one that would seem most likely to be your instinctive response in that situation.
Only you will see the finished exercise.
1. A There are times when I let others take responsibility for solving the problem.
B Rather than negotiate the things on which we disagree, I try to stress those things upon
which we both agree.
2. A I try to find a compromise solution.
B I attempt to deal with all of the other person’s and my concerns.
3. A I am usually firm in pursuing my goals.
B I might try to soothe the other's feelings and preserve our relationship.
4. A I try to find a compromise solution.
B I sometimes sacrifice my own wishes for the wishes of the other person.
5. A I consistently seek the other's help in working out a solution.
B I try to do what is necessary to avoid useless tensions.
6. A I try to avoid creating unpleasantness for myself.
B I try to win my position.
7

A I try to postpone the issue until I have had some time to think it over.
B I give up some points in exchange for others.

8. A I am usually firm in pursuing my goals.
B I attempt to get all concerns and issues immediately out in the open.
9. A I feel that the differences are not always worth worrying about.
B I make some effort to get my way.
10. A I am firm in pursuing my goals.
B I try to find a compromise solution.
11. A I attempt to get all concerns and issues immediately out in the open.
B I might try to soothe the other's feelings and preserve our relationship.
12. A I sometimes avoid taking positions which could create controversy.
B I will let the other person have some of their positions if they let me have some of mine.
13. A I propose a middle ground.
B I press to get my points made.
4 How do I manage differences Thomas-Kilman model
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14. A I tell others my ideas and ask them for theirs.
B I try to show others the logic and benefits of my position.
15. A I might try and soothe the other's feelings and preserve our relationship.
B I try to do what is necessary to avoid tensions.
16. A I try not to hurt the other's feelings.
B I try to convince the other person of the merits of my position.
17. A I am usually firm in pursuing my goals.
B I try to do what is necessary to avoid useless tensions.
18. A If it makes the other person happy, I might let them maintain their views.
B I will let them have some of their positions if they let me have some of mine.
19 A I attempt to get all concerns and issues immediately out in the open.
B I try to postpone the issue until I have had time to think it over.
20. A I attempt to immediately work through our differences.
B I try to find a fair combination of gains and losses for both of us.
21. A In approaching negotiations, I try to be considerate of the other person's wishes.
B I always lean toward a direct discussion of the problem.
22. A I try to find a position that is intermediate between theirs and mine.
B I assert my wishes.
23. A I am very often concerned with satisfying all our wishes.
B There are times when I let others take responsibility for solving the problem.
24. A If the other's position seems very important to them, I would try to meet their
wishes.
B I try to get them to settle for a compromise solution.
25. A I try to show others the logic and benefits of my position.
B In approaching negotiations, I try to be considerate of the other person's wishes.
26. A I propose a middle ground.
B I am nearly always concerned with satisfying all our wishes.
27. A I sometimes avoid taking positions which could create controversy.
B If it makes the other person happy, I might let him maintain his views.
28. A I am usually firm in pursuing my goals.
B I usually seek the other's help in working out a solution.
29. A I propose a middle ground.
B I feel that the differences are not always worth worrying about.
30. A I try not to hurt the other's feelings.
B I always share the problem with the other person so that we can work it out.

4 How do I manage differences Thomas-Kilman model
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Your scores on the 5 styles for handling conflict
No set of scores will ever describe you perfectly. They provide a way to talk about your
most preferred and least preferred style for handling conflict. You do not always
approach things in exactly the same way; but neither do you try something different
each time.
Transfer your score from the 30 questions to this sheet by circling the A or the B letters
below that you circled on each question. Then add up each column to get a score for
each style.
Competing
(forcing

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30

Cooperating
(problem
solving)

Compromising
(sharing)

B

A

Avoiding
(withdrawal)

Accommodating
(smoothing)

A

B

A

B
B

A
A
B
B
A
B
A

B
A
A

B
A
B
A

B
B

B
B
A

A

A
B

B
A

B
B
A
A
B

A
B

B
A

B

A
A

B
B

A
B

A
B

A
A

A

B

B
A

B

B
Competing

A
A

Cooperating

A
Compromising

Totals:
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Avoiding

Accommodating

Source: Kenneth Thomas & Ralph Kilmann (1976).

Explaining and using the Thomas Kilmann model

Conflict
Management
Style

When To Use

Requires Skills of…

Competing

Unpopular decisions need to be made

Assertiveness

Vital issues need to be handled

Debating

Issue is too important to compromise

Active listening

You need to gain commitment

Caring confrontation

The working relationship is really
important

Empathy

Both parties have equal power

Negotiating

The issue is of moderate importance

Making concessions

Delegating

Good judgement
(to ensure the style
isn’t considered weak
/ ineffective)

Collaborating

Compromising

Avoiding

A win is impossible
Conflict is trivial
Someone else can better solve it
Accommodating

Issue is of low importance to you

Selflessness

To reduce tension, to buy time

Ability to yield

4 How do I manage differences Thomas-Kilman model
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Understanding Someone's Entire Message
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For many of us, listening is the communication skill we use
the most. Yet, many people listen poorly, and they rarely
think to improve this important skill.
Poor listeners "hear" what's being said, but they rarely "listen" to the whole message.
They get distracted by their own thoughts or by what's going on around them, and they
formulate their responses before the person they're talking to has finished speaking.
Because of this, they miss crucial information.
Good listeners, on the other hand, enjoy better relationships, because they fully understand
what other people are saying. Their team members are also more productive, because they
feel that they can discuss problems easily, and talk through solutions.
You can learn to be a better listener. Test your skills below, and then find out how you can
improve.

How Good Are Your Listening Skills?
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Evaluate each statement as you actually are, rather than as you think you should be. When
you've finished, click "Calculate My Total" to add up your score, and use the table that
follows to think about next steps.
This is the print out of online questions. Next page has the same questions with a key for self scoring.
14 Statements to Answer
1

2

I repeat points back during a conversation to clarify
my understanding of what the other person is
saying.
When people speak to me about sensitive subjects,
I make an effort to put them at ease.

4

I feel uncomfortable with silence during
conversations.

5

As I listen, I compare the other person's viewpoint
with my own.
To get people to elaborate on their point, I ask open
questions (ones that can't be answered with "yes" or
"no").

7

When someone is speaking to me, I nod and say
things like "OK" and "uh-huh" occasionally.

8

I play "devil's advocate" to prompt responses from
the other person.

9

10

I catch myself asking leading questions to
encourage the other person to agree with my
viewpoint.
I interrupt people.

11

When people speak to me, I stay completely still so
that I don't distract them.

12

I try to read the other person's body language as I
listen.

13

If the other person is struggling to explain
something, I jump in with my own suggestions.

14

Very
Often

To be more productive, I respond to emails and
instant messages while I'm speaking to people on
the phone.

3

6

Not at All Rarely Sometimes Often

If I'm busy, I let others talk to me as long as they're
quick.

https://www.mindtools.com/pages/article/listeningquiz.htm
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How Good are your Listening Skills? Hand scoring guide.
Evaluate each statement as you actually are, rather than as you think you should be. When finished, add
up the totals according the number in the square you selected and refer to 'Score Interpretation'.
Not at
all

1. To be more productive, I respond to
emails and instant messages while
I'm speaking to people on the phone.

Rarely

Sometimes

Often

Very
Often

5

4

3

2

1











2. I repeat points back during a
conversation to clarify my
understanding of what the other
person is saying.
3. When people speak to me about
sensitive subjects, I make an effort to
put them at ease.

1

2

3

4

5
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3

4

5











4. I feel uncomfortable with silence
during conversations.

5

4

3

2
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5. As I listen, I compare the other
person's viewpoint with my own.
6. To get people to elaborate on their
point, I ask open questions (ones that
can't be answered with "yes" or "no").
7. When someone is speaking to me, I
nod and say things like "OK" and "uhhuh" occasionally.
8. I play "devil's advocate" to prompt
responses from the other person.
9. I catch myself asking leading
questions to encourage the other
person to agree with my viewpoint.
10. I interrupt people.

11. When people speak to me, I stay
completely still so that I don't distract
them.
12. I try to read the other person's body.
language as I listen
13. If the other person is struggling to
explain something, I jump in with my
own suggestions.
14. If I'm busy, I let others talk to me as
long as they're quick.
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Calculate My Total =

Score Interpretation
Score Comment
14-29 You need to improve your listening skills. The people around you probably feel that you don't pay
attention to them when they talk to you, and they may feel that you don't understand them.
You can boost your listening skills with some simple steps. (Read below to get started.)
30-49Your listening skills are OK, but you can definitely improve them further.
Use the tools that we suggest below to develop your listening skills. Pay special attention to the
advice on empathic listening – this is great for taking your listening skills to the next level. (Read
below to get started.)
5070

You have good listening skills. People know that they can approach you if they need someone to
listen, and they trust that you'll give them your full attention. They also know that you'll give them
space to talk freely, without interrupting or talking too much about yourself.
But don't stop here – read our guidance below to see if you can develop your skills even further.
You may also want to help others develop their listening skills through coaching or mentoring
. (Read below to get started.)

Preparing to Listen
(Questions 1, 3, 14)
Good preparation is essential for effective listening. Without it, it's hard to listen to people
successfully.
Before you have an important conversation, remove anything that may distract you from it,
so that you can focus, and so that you can show the other person that she has your full
attention. Switch off your cell phone, turn off instant messaging and email alerts, put your
work away, close your meeting room door, and do what you can to make sure that you won't
be interrupted.
If you know that you won't be able to offer the other person your full attention – for example,
if you're working on an urgent task – schedule a better time to speak. However, make sure
https://www.mindtools.com/pages/article/listeningquiz.htm
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if you're working on an urgent task – schedule a better time to speak. However, make sure
that the other person knows that the conversation is important to you.
Also, do what you can to make the other person feel at ease. Use open body language ,
and a friendly tone.
If he indicates that he wants to speak about a sensitive subject, and if this is appropriate,
remind him that the conversation is in confidence, and that he can be honest with you.
(If you're a manager, there may be some things that you cannot keep confidential. If your
conversation is beginning to encroach on these, make this clear to the other person.)

Active Listening
(Questions 5, 7, 8, 9, 10, 11, 12)
When you listen actively , you not only make a conscious effort to hear the other person's
words, but, more importantly, you try to understand their whole message.
To do this, learn how to read people's body language
"hidden" nonverbal messages.

and tone, so that you can identify

Also, don't interrupt people, and don't allow yourself to become distracted by your own
thoughts or opinions. Instead, focus completely on what the other person is saying. Nod or
say "OK" occasionally to acknowledge that you're listening.
If you don't understand something, wait for people to finish what they're saying before you
ask for clarification.
Above all, don't formulate a response until people have communicated their whole message,
and avoid any judgment or criticism until it's your turn to speak. If you argue or "play devil's
advocate" while you listen, you may discourage them from opening up to you.

Tip:
It can be difficult not to formulate a response while the other person is talking. This is
because we typically think much faster than other people can speak, so our brains are often
"whirring away" while they are talking. You'll need to concentrate hard to stay focused on the
person who's speaking, and this can take a lot of effort.

Empathic Listening
(Questions 2, 4, 6, 13)
When you demonstrate empathy , you recognize other people's emotions, and you do
what you can to understand their perspectives. As such, it really helps you take active
listening to the next level.
To listen empathically , put yourself "in other people's shoes," and try to see things from

https://www.mindtools.com/pages/article/listeningquiz.htm
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To listen empathically , put yourself "in other people's shoes," and try to see things from
their point of view. Then, summarize what they say, in your own words, to show them that
you understand their perspectives.
Also, ask open questions to help people articulate themselves fully, and avoid using
leading questions that "put words in people's mouths." This gives them the opportunity to
add further detail, and to talk about their feelings.
Importantly, don't fear moments of silence when you listen. Instead, embrace pauses as a
way to give people time to finish their point, and to allow them to reflect on what they have
said.

Key Points
When you have good listening skills, you not only "hear" what's being said, but you listen to
the whole message as well. Because of this, you help others express themselves fully.
When you need to listen, make sure that you're prepared, and ensure that things in your
environment will not distract you. Also, do what you can to put people at ease.
Next, use active listening techniques so that you give people your full attention, and so that
you can understand the nonverbal elements of their message.
Then, take your listening skills to the next level with empathic listening. When appropriate,
embrace silence, and make an effort to see things from other people's perspectives.
This site teaches you the skills you need for a happy and successful career; and this is just
one of many tools and resources that you'll find here at Mind Tools. Subscribe to our free
newsletter, or join the Mind Tools Club and really supercharge your career!


© Mind Tools Ltd, 1996-2016. All rights reserved. "Mind Tools" is a registered trademark of Mind Tools Ltd.

Source: https://www.mindtools.com/pages/article/listening-quiz.htm
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Listening Attentively
Listening to others is an important Vincentian leadership skill as highlighted in the
Rule.

The Rule 1.8 listening to them and respecting their wishes.
The Rule 1.11 listening and understanding with their hearts, beyond
both words and appearances.
Listening fits within the role of Presidents as Servant Leaders

The Rule 3.11 Presidents ‘provide an encouraging atmosphere in which
the talents, capabilities and spiritual charisms of the members are
identified, developed and put to the service of the poor or to the St
Vincent de Paul Society.’

Attentive Listening
The most common problem in communication is listening! Take a look at the
Chinese symbol for listening, below. The left side of the symbol represents an ear.
The right side represents eyes and undivided attention and finally the heart.
To listen, we must use both ears, watch and maintain eye contact, give undivided
attention and be empathetic. In other words, we must engage in attentive listening.

. “Whoever

answers before listening is both foolish and shameful.” -Proverbs 18:13

4 Listen Attentively
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Attentive listening Practices
1: Seek to understand before seeking to be understood
You might recall this is one of the ten
characteristics of a Servant Leader. When we
seek to understand rather than be understood,
listening will come easily. However, more often
than not, when we enter into conversations our
goal is to be better understood. But we cannot be
understood until we first understand.
It is often a wise person who says little or nothing
at the beginning of a conversation…they realise
they need to collect the information before they
can say anything.

2: Be non-judgemental
Empathetic listening demonstrates a high degree
of emotional intelligence.
Think about the conversations you may have had with your children about drugs, sex
and rock ‘n’ roll. Research has found that typically, children don’t speak to their
parents about these issues because they already know what the adults have to say!
If the children know their parents’ judgement, there is no need for the child to ask the
parent about certain topics. Then, communication will break down!
If we are to speak to others about issues that are important to them we need to avoid
sharing our judgement until we have learned their judgement.

3: Give your undivided attention to the speaker
Crucially important is dedicating your undivided attention to the speaker if you are to
succeed as an attentive listener. Be aware of maintaining eye contact and holding
your body in an open and attentive manner (avoid crossing your arms and legs as
this could be perceived as you being closed and unapproachable).

4: Use silence effectively
Silence can be powerful for an active and empathetic listener and may reveal more
than simply asking questions.
If you find silence painful, be aware that it is usually more painful for the you than the
person speaking – silence is golden when used to gather information as a listener.
The word LISTEN contains the same letters as the word SILENT.
4 Listen Attentively
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Consider this…
Listening to others is an important leadership skill

1. Think about a time you felt someone was listening to you
fully. What did they do that made you think you were being
heard?

2. What aspects of listening are you good at?

3. What are some of your behaviours you are aware of that
might keep you from listening fully?

4. How do you show you are giving someone undivided
attention?

4 Consider this…Listen Attentively
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Assertive Communication Technique
Step 1 Observations
State what you saw, heard or otherwise experienced without judgment or evaluation.
Begin by stating your observations with a phrase like,

“This morning, when you ........................”

Step 2 Feeling(s)
State your feelings, choosing language that does not imply blame.
Words like sad, mad, glad and scared are easy-to-remember examples.
Continue by saying,

“I felt ........................”

Step 3 Need
State your need.
Continue with,

“because I ........................”

Step 4 Request
Make a request for the future.
After stating your observations, feelings, and need(s), make an attempt to
negotiate how things might happen differently in the future. Perhaps you
might begin by saying,

“It would be very helpful to me in the future, if when this
happens, we ........................”

*Based on the Non-Violent Communication model created by Marshall Rosenberg.

4 Assertive Communication
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Assertive Communication
Worksheet

Give it a try….
Consider a matter you would like to raise with someone in your life currently.
Jot down a few notes you would like to express that uses these steps.

Step 1 Observations
State what you saw, heard or otherwise experienced without judgment or evaluation.

“Yesterday/last week, when you ........................”

Step 2 Feeling(s)
State your feelings, choosing language that does not imply blame.
Words like sad, mad, glad and scared are easy-to-remember examples.

“I felt ........................”

Step 3 Need
State your need.

“because I ........................”

Step 4 Request
Make a request for the future.

“It would be very helpful to me in the future, if when this
happens, we ........................”

4 Assertive Communication
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Managing Conflict in Meetings
Gaining benefits from conflict
Conflict is not always something you need to avoid. Working through differences and
managing conflict will improve outcomes. A healthy discussion includes a range of views.
However, conflict in meetings has the potential to damage cohesion and morale.
Here are some suggested approaches for managing conflict that might arise in meetings.

1. Reduce the opportunity for conflict
1. Prepare well and chair the meeting strongly.
A well-structured meeting offers less chance for others to pursue their own agenda.
Role model complete attentiveness when chairperson to the meeting.
2. Send the agenda in advance, asking for comments from participants in advance.
3. Follow the agenda.
4. Confirm people’s agreement to the meeting’s goals at the onset.
If you get off track, check in with participants about the meeting’s goals.
5. Refer to the articles on ‘Running Effective Meetings’ in the Section 2 of this Kit for
more details on preparation and effective chairing.
6. Review your meeting regularly. Refer to page 5 for a checklist on ‘Running Effective
Meetings’ in the Section 2 of this Kit.
7. If there is a chronic problem consider discussing ‘meeting rules’, such as, ‘only one
person speaks at a time’, ‘everyone will be invited to contribute’, etc...
8. Remind people to turn off phones and other distractions.
9. Anything else?

2. Spot potential conflict early
Enable people to express disagreement as soon as possible so that issues can be resolved
and the discussion can proceed on a positive basis.
Be alert to body language.
How do you know someone is…?
Frustrated?
-

Disagrees with what you are saying?

-

Bored?

What are other body language messages that people give?

4 Managing Conflict in Meetings
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Some signs might be:
-

Making facial expressions of amazement,
disagreement, shaking of head, rolling of eyes

-

Fidgeting

-

Actively looking at others to see if anyone else
is also disagreeing with the speaker

-

Whispering or writing notes to another person

-

Staring in a possibly intimidating way at the
speaker or target of confrontation

3. Depersonalise your response
Phrase issues so you focus on what the person doesn’t like rather than the person.
Here’s how Steve, the chairperson, manages Bob’s objection.
Bob: “I see your reasons for inviting Sally to lead that meeting, but she let us down by being
late and not being well prepared last time and I don’t want to risk it.”
Steve, chairperson: “So what you’re saying is that you see reasons for inviting Sally lead
the meeting, but your previous experience makes you cautious.”
From here, the discussion can move into an objective discussion of how to minimise the risk
of Sally not being prepared or being late.

4. Take things ‘off line’
There are times when you cannot resolve a situation in a meeting – particularly if it involves a
sensitive or personal issue. In this case, acknowledge the disagreement and arrange a
specific meeting to address the issue later on.

5. Remove or reduce the perceived threat
1. Clear up unknowns – because the unknown is often treated as a threat. For example,
invite all present to talk about the advantages and disadvantages of something. This
helps to demystify topics and get different perspectives tabled.
2. A key cause of conflict is when people may perceive that they or things they hold dear,
are threatened. Asking questions to understand their concerns is essential.
What are some behaviours people might exhibit when they feel they are under threat?
What actions might you take if you think someone in a meeting or in a conversation is
feeling that they are under threat?
4 Managing Conflict in Meetings
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6. Ask strategic questions
A question can switch the meetings’ focus from ‘conflict’ to ‘research’. Encourage people to
provide information, rather than state that they are angry or disagree with something.
Develop questions to get people to clearly state their problems and issues. By doing this, you
will move people to more rational thinking, focus the group energy and encourage learning
and problem solving.
Ask for specific examples and perhaps suggestions for how the disagreeable idea could be
changed to make it acceptable to them. In some cases, the alterations required may be
small.
Ask questions that will make a difference:
1. Create motion
Ask dynamic questions that ensure momentum. Eg: ‘What needs to be changed?’
2. Avoid "Why?"
Most "why" questions force you to defend an existing decision or rationalise the
present. "Why" questions can create resistance to change.
3. Avoid "yes" or "no" answers
These close down conversation and leave the person being asked in a passive state.
4. Empower
These express a confidence that people are able to contribute to the solution.
Eg.’What would you like to do to make our Parish aware that the work the Society
does embraces social justice?’
5. Create options
Let others create the path for change. Try: ‘What would it take for you to change on
this issue?’

The two Catholic Parishes in Joyville are amalgamating. The Central Council
President is suggesting that the two Conferences combine to join one. You will
be bringing this up for discussion at the Regional Council meeting in that town
next week and members of both Conferences will be present.
Using the suggestions of Strategic Questions above, write down some
possible questions you might ask the group at the meeting?

4 Managing Conflict in Meetings
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Suggestion for
handling conflict
in a meeting …
•

Everyone starts with blank A4 paper and a pen

•

Ask all participants to anonymously summarise on paper what they
have heard so far in the meeting
eg: name the issue, list the solutions, identify the actions

•

Put all responses into a ‘hat’ or bucket, and draw out a response

•

Read the summary you have drawn out and discuss as a group:

•

1.

The parts that are accurate

2.

The parts that are not accurate and therefore need to be
corrected

Keep drawing out responses one at a time until all opinions have
been read, discussed and clarified

The above steps will help to create an opportunity for you to correct
any misunderstandings as they happen.

4 Managing Conflict in Meetings
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Healthy Conversations
Dealing with Difference and Tension
Here are some suggestions to get the most out of differences in thoughts and opinions.
The suggestions provide an effective way to collaboratively discuss what each other is
thinking.
The following key statements are guides to help keep a conversation or meeting flowing
in a healthy, productive, courteous manner:

Commonality of Purpose
This brings both of you into a position of agreement, from which you can begin to
explore your areas of disagreement:

“What I heard you say that I can appreciate (or agree with) is …….”
OR “From what I heard you say, I think we both agree………….”

The next comment
This begins to point out potential areas of disagreement:

“What I heard you say that challenged my own thinking is …………….”
OR “What I heard you say that is different to my thinking is………….”

The moving forward comment
Having acknowledged the points on which you are challenged, or perhaps even
disagree, this final statement invites further conversation:

“To better understand your perspective I’d like to ask you …………….”
OR “I want to better understand where you are coming from, so can you tell
me…..…..”

Reference: Adapted from Ken Homer, World Café host and Webmaster, The World Café, San Francisco: BerrettKoehler, 2005. 169.
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Dealing with Difference and Tension

Give it a try….
Role-playing happens when two or more people act out roles in a particular scenario. It
is used here to practice using this method of communication.
Participants are free to embellish the roles as they wish.
Begin by deciding who will play each part and begin your conversation. Use the
Healthy Conversations: Dealing with Difference and Tension suggested method.

Hint: Avoid getting too caught up in the issue. Focus on listening to the other’s
perspective and practicing the method. This is play!

Role Play 1: Recruitment
John and Lisa are discussing a new approach to recruitment for their parish
conference. They have tried the ‘pulpit push’ and bulletin notices and only recruited one
new member. Lisa is convinced there are many people ‘out there’, including younger
people, who want to help and would be great members. She wants to advertise on
SEEK volunteer because a parish in a nearby region did so and recruited 3 new
members (2 of them under age 35!) from the exercise. John is reluctant because he is
concerned that members from the ‘general public’ may not be on board with the
Catholic ethos of the Society.
Role play as if you are John using the method described to discuss this with Lisa.

Role Play 2: Christmas Hampers
Leila and Ravi are discussing the Christmas hampers for their conference. Leila
suggests giving gifts cards this year so people can choose what they like. Ravi feels
that the people they assist appreciate that they don’t have to shop and everything is
ready for them for Christmas.
Role play as if you are Leila using the method described to discuss this with Ravi.

After you ‘play’, de-brief
Check in with your partner.
1. Did you feel like you were heard by the other
person? Did they state what your position was?
2. Give honest feedback and suggestions on how
it may have been more effective.
3. What did you learn from doing this exercise?

4. What was most difficult for you?
4 Healthy Conversations
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The Ladder of
Inference
How assumptions can cause
miscommunication

Yvonne F. Brown
JAD Communications International

The Ladder of Inference
The Ladder of Inference comes from Peter Senge’s book “the Fifth Discipline Field
book” and is based on our commitment to our beliefs once made.
We live in a world of beliefs we self-generate based on conclusions made and inferred
from what we observe, plus our past experiences. Our ability to achieve results is eroded
by feelings that are:
Our beliefs are the truth
The truth is obvious
Our beliefs are based on true data
The data we select are the real data
For example: You are working on a project and need help and information from Mary.
Unable to reach her, you send her an email. When she does not respond, you leave her a
voice mail or two, or three. You remember that the last time we worked together Mary
and you had some disagreements. So you conclude that she is avoiding your
communications. As the days roll by, you convince yourself that Mary is trying to
sabotage you. In fact (you think to yourself) as you recall, she never liked you. You
decide then and there that the next time she needs something from you for her projects
you won’t give it to her. Soon you start looking for examples of how she is trying to get
you and make you look bad. You decide that you can’t stand her either and might even
bad mouth her and try to sabotage her. The next time you see Mary, you give her a dirty
look and soon other team mates notice the communication breakdown between us.
You started with real observable data the way a video recorder would record it. Email
and voice mail was not returned.
You added meanings and made assumptions based on the meaning added to that
data/fact.
You drew conclusions and made decisions based on your assumptions.
Then you took action based on those conclusions and assumptions.
Going forward each time you interact with Mary, you seek evidence to support your
conclusions and assumptions, as you constantly leap up the ladder of inference. Each
time you do that, the reflexive loop gets tighter and tighter as you convince yourself that
Mary is out to get you, when in fact, you are creating the reality to support your decision.
See below for a few pictures that demonstrate the Ladder of Inference. I have made them
larger for readability.

www.YvonneFBrown.com

Page 2

Source: The Fifth Discipline by Peter Senge, 1994
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How perceptions impact out beliefs
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Other examples:

Remember that the walk up the ladder starts from the bottom rung
www.YvonneFBrown.com
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There are ways to prevent yourself from leaping up the ladder of inference.
Using the Ladder of Inference
You can't live your life without adding meaning or drawing conclusions. It would be an
inefficient, tedious way to live. However, you can improve your communications
through reflection, and by using the ladder of inference in three ways:
Becoming more aware of your own thinking and reasoning (reflection);
Making your thinking and reasoning more visible to others (advocacy);
Inquiring into others' thinking and reasoning (inquiry).
Once Mary and you understand the concepts behind the "ladder of inference," you have a
safe way to stop a conversation in its tracks and ask several questions:
What is the observable data behind that statement?
Does everyone agree on what the data is?
Can you run me through your reasoning?
How did we get from that data to these abstract assumptions?
When you said "[your inference]," did you mean "[my interpretation of it]"?
You can ask for data in an open-ended way: "Mary, why haven’t you returned my calls or
answered my emails?"
You can test your assumptions: "Mary, are you upset with me?"
Or you can simply test the observable data: "You haven’t returned my calls or emails
Mary." To which she might reply: "Yeah, I’ve been on vacation and I’m buried right
now. What do you need?"
Note that you don't say, "Mary, I think you've moved way up the ladder of inference.
Here's what you need to do to get down." The point of this method is not to nail Mary (or
even to diagnose Mary), but to make your thinking processes visible, to see what the
differences are in your perceptions and what we have in common. (You might say, "I
notice I'm moving up the ladder of inference, and maybe we all are. What's the data
here?")
Embedded into team practice, this ladder is a very healthy tool. You can get a feeling of
accomplishment when showing others the links to your reasoning. While they may not
agree with you, they can see how you reached your conclusions. In the end, you might
even surprise yourself as you see how you got there, once you trace your steps up the
ladder.

References: The Fifth Discipline, by Peter Senge, 1994
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Embodied-Self Listening
Embodied self listening is about listening with your head, heart and body.
It is about listening to understand, not listening to tell.
It’s related to theories of multiple intelligences and emotional intelligence.
It aims to assist people to attentively "respond" to other people and situations,
rather than "react" to them.

How am I FEELING about what I just heard?
Fearful? Joyful? Grateful? Excited? Angry? Sad?
Hopeful? Bored? Resistant? Scared? Open?

How am I in my BODY about it?
Tense? Relaxed? Exhausted? Dancing? Asleep? Tight? Energized?
Free? Nervous? Unsettled?

How am I THINKING about it?
I totally agree!
This person is nothing like me!
I cannot imagine what that experience would be like!
Wow, this idea is very exciting!
This idea will never work!

When you are in your next meeting, and you are listening to the conversation, ask
yourself the above three questions. Once you are clear on your answers to these
questions, you will be better able to respond to the conversation rather than react.
Reference: http://depaulvaluesleadershipspringl1.pbworks.com/w/file/106583520/Method.EmbodiedSelf%20Listening.doc
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Self-Care
Self-care means doing things that support your physical, mental and emotional
health and well-being. It means taking proper care of yourself and treating yourself
kindly.
As a Leader, it also means taking care of others and ensuring they take the
necessary steps to care for themselves.
Managing conflict is stressful, so make sure you are aware of the following burnout
symptoms:
•
•
•

Lower levels of happiness
Low self esteem
Feelings of resentment

Please note that these symptoms may be associated with other conditions (including
depression) and you should consult a doctor if you or others experience the above.

60 Ways to nurture myself

Physical

Emotional

Mental

Spiritual

Take a walk

Deep breathe and
think, ‘I am calm and
peaceful’

Say an affirmation

Connect with nature

Ride a bike

Share feelings about
an experience with a
friend

Express your thoughts
and feelings in a
journal

Meditate

Exercise at the gym

Sing or make sounds

Make a ‘to do’ list

Pray

Stretch and move to
music

Hug someone, ask for
a hug

Write a poem

Talk to your guardian
angel

Practice yoga
postures

Pat your dog or cat

Write a letter

Listen to a guided
meditation tape

4 Self Care
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Take a course in Tai
Talk to someone by
Listen to music
Chi, water aerobics, or pretending they are
Pilates exercises
facing you in an empty
chair

Write about your
spiritual purpose

Sit in the sun for 15
minutes

Telephone a long
distance friend of
relative

Email a friend

Visualize yourself in a
peaceful place

Change one thing to
improve your diet

Notice what you are
feeling several times a
day

List things you will do
to improve your life

Do something of
service for another or
for your community

Watch birds and
animals interact in
nature

Write a letter to
someone who has
hurt you, but do not
send it

Update negative
beliefs that limit your
life

Join a church group

Go swimming

Feel your fear and
take a positive risk for
change

Journal write daily
about your reactions,
thoughts, and feelings
for a month

Learn about a religion
different from your
own

Sit in a garden or park

Smile at a stranger
and send them
thoughts of peace,
acceptance and joy

List your traits, needs
and wants

Study with a spiritual
teacher

Take a nap

Affirm yourself daily
with self-nurturing

Make a list of shortterm and long-term
goals

Study ancient esoteric
wisdom teachings

Get a massage

Watch children play,
talk to your inner child
in a loving, joyful way

Preview your day
upon awakening.
Review upon retiring

Practice unconditional
love and forgiveness
with self and others

Eat healthy for one
day

Acknowledge yourself
for accomplishments
you are proud of

Work on your family
tree

Practice a daily quiet
time, a routine to
connect spiritually

Circle at least five ways you will provide self-care for yourself and others
experiencing stress as a result of conflict
4 Self Care
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Conflict
1. Four tips on Managing Conflict (3 minutes)
https://www.youtube.com/watch?v=QJiJ95mHftE&list=PLopii4g34KYfHu05QUM4oD
6Pynn3ImcHW
2. Leadership and Conflict within Organisations (3 minutes)
https://www.youtube.com/watch?v=cMrl20AkMtI&list=PLopii4g34KYfHu05QUM4oD6
Pynn3ImcHW&index=4

3. Ladder of Inference (3.33 minutes)
https://www.youtube.com/watch?v=K9nFhs5W8o8
http://www.groupharmonics.com - Award-winning author Ed Muzio describes Chris Argyris'
"Ladder of Inference" model and how you can use it to avoid making incorrect judgments. The
Ladder of Inference causes us to move from data within our perception to beliefs and actions
based upon our assumptions.

4. The ladder of inference (6.39 minutes)
https://www.youtube.com/watch?v=XA94chykm-c
Cheryl Williams explains the ladder of Inference.

5. Don't Judge too Quickly - Understanding Each Other (2.27 minutes)
https://www.youtube.com/watch?v=Cs_RaCege08
Each of us uses our personal filters to choose facts, attach meaning and come to
conclusions. Using the Ladder of Inference we can deconstruct our and other conclusions and
better understand each other.
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