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[bookmark: _Toc51168581]Welcome
Welcome to Session 3 of Farming With My Team. 
In this session we will explore the essential role of communication in leadership including developing trust, influencing others and the fundamentals of listening and asking the right questions.
Activity: Communication on farm
How does communication happen on farm? Who do you communicate with? What do you communicate about? How do you communicate? What communication methods do you use?
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The communication process and barriers to communication
The communication process between sender and receiver is shown below. Encoding and decoding refers to how the brain makes sense of what and how it wants to transmit information and how it makes sense of the information it receives – what it understands by the words it hears and reads.

Sender
Receiver
Encode message
Decode message
Email
Chat
Meeting
Phone call

Noise









Noise refers to anything that acts as a barrier to communication. Barriers can be grouped into four types (Agarwal 2010):
· Physical -such as background noise, distance, physical barriers , light quality, hearing, eyesight, accents
· Language – the extent to which the sender and receiver share a common language and share the same meanings attached to words, terms and acronyms
· Organisational – channels of communication, rules, politics – anything organisationally that can slow down or obstruct communication
· Social or psychological – such as metal health, emotions, feelings, attitudes, resistance to change
What are some of the barriers to effective communication that you are aware of on-farm?
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In the late 1980s Jim Kouzes and Barry Posner, academics in the US published a seminal work on leadership, The Leadership Challenge. One of the things they discussed were five practices of exemplary leadership.

In ‘modelling the way’, the authors argued that every leader sets an example, for better or for worse. In other words, every leader communicates what is acceptable or unacceptable on farm and they do this by virtue of the position they hold.
The key behaviours for modelling the way are:
· Take control of the example you set – by behaving  in ways that reflect the shared values of the workplace
· Model the behaviour you expect of others
· Words and deeds must be consistent ( it can’t be do as I say and not as I do)
· Set an example in the simpler things in the workplace
· Be visible
· Ask questions to get people to think about values and what they mean
· Spend time supporting people
Their summary of this principle was:
Workers first follow the person (think ‘dairy farmer’), then the plan.
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Activity: does trust matter?
Is trust important on-farm? Trust between who?







What characterises a farm that has low levels of trust?







What characterises a farm that has high levels of trust?
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Trust is built incrementally over time. When a team comes together for the first time or a new worker joins a team the new team or worker starts making small deposits in their ‘trust’ bank. 
The very first impression and conversation begins to establish trust (or not). 
Trust deepens or conversely evaporates as the stakes in the relationship rise and the relationship faces stresses and strains. Reina et al (2017) maintain there are three dimensions of the capacity for an individual or team to develop trust which they call the three Cs - each of which has several underlying behaviours. 
We have added an additional ‘C’ to the model based on the work of Patrick Sweeney (Matthews 2016), which is ‘caring’ – a genuine and heartfelt commitment to doing the right thing for workers.



· Acknowledge people's abilities and skills
· Allow people to make decisions
· Evolve others and seek their input
· Help people learn skills

Trust of Capability
Building the capacity for Trust






· Manage expectations
· Establish boundaries
· Delegate appropriately
· Keep agreements
· Be consistent

Trust of Character








· Share information
· Tell the truth
· Admit mistakes
· Give and receive constructive feedback
· Maintain confidentiality
· Speak with good purpose

Trust of 
Communication









· Show empathy
· Share the risks
· Unite in the face of challenges
· Show utmost respect
Trust of Caring
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Influence is one of the four core leadership skills along with communication, learning agility and self-awareness.
Recall from Session 1 that we explored leadership and vision and the need for farm leaders to communicate to their farm workers what the vision for their farm is. The vision for the farm gives rise to short, medium and long term goals that the farm leader and their team work towards. Farm leaders influence their farm workers towards achieving these goals.
According to the Center for Creative Leadership, there are three key ways that farm leaders can influence their workers.


Activity: How do you influence?
Think of a goal that you are trying to achieve on-farm. In groups discuss how you currently influence behaviours and thinking on-farm to achieve that goal. What works for you and what doesn’t? What can you differently to be more effective in influencing your dairy workers?
Influencing using logic









Influencing using emotion








Influencing using cooperation
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Listening is an important and often undervalued leadership skill. It is essential for:
· Understanding others
· Checking to see if others have understood you
· Building trust
· Developing an inclusive culture
· Influencing others
· Giving and receiving feedback
· Resolving conflict
· Managing performance


When we listen to someone we must listen with the intent to understand. Keep in mind the following (Kuhnke 2015):
	Face the speaker
	Leaning forward slightly demonstrates that you are paying attention.

	Maintain eye contact
	Look at the other person when they speak – it shows you are engaged in the conversation.

	Minimise distractions
	This includes machinery, noises, other devices.

	Don’t pass judgement
	Don’t make judgements about what the person is saying while they are saying it. This can shut you mind from hearing what is truly being said.

	Respond with genuine interest
	Acknowledging verbally and with your body language that you are listening.

	Let the other person make their point
	Don’t interrupt and don’t make assumptions about what they are saying.

	Actively engage in conversation
	Paraphrase what is being said, ask questions to clarify meaning; summarise the conversation to test your understanding and to ensure a common understanding.



Activity: Barriers to listening
What are some of the reasons why we find it difficult to listen on-farm?






What are some of the barriers you put up that block truly listening to your workers? What can you do to remove these barriers?
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The skill of questioning is essential for gathering and clarifying information and checking that people have understood. Below is a summary of different questioning types.
Open and Closed Questions
· Closed questions elicit one word answers and do not open up a conversation. They are good for confirming information – “What is your name?”
· Open questions allow the respondent to provide more information and usually begin with words such as “How…”, “Why…”, “Describe…”, “Explain…”, “Tell me about…”
Funnel Questions 
Funnel questions start out generally and then drill down to more specific information. They are good for getting to the root cause when trying to understand something.
“So you want to hire another worker?”
“Why do you think you need another person?”
“How long have you thought you needed someone?”
“What changed around this time?”
Probing Questions 
Probing questions are asked when you are digging deeper for more accurate detail or need to draw information out of people.
“When exactly do you need this?”
“What was the reading on the gauge at the moment the engine cut out?”
Leading Questions 
These are questions that have inbuilt bias on behalf of the speaker in an effort to lead the respondent to give a particular answer. Leading questions should be used with caution.
“Michael is very good at his job – don’t you think?”
“Given that staff morale is not good why are we bringing in this change?”







Activity: Asking the right question
With a partner role play the following scenarios and use the questioning skills discussed to elicit the information you need. One person plays the farm leader, the other the farm worker. Use one or more of the following scenarios or make up your own. Use the space to plan your questions.
Scenario 1
The farm worker announces they are leaving early. You want to understand why.






Scenario 2
You discover that the milking machine hasn’t been cleaned as required. You approach the farm worker to find out why.






Scenario 3
Your lead dairy worker wants to hire a new farm worker. You want to discover the reasons for this.
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Your Action Journal is a chronological personal record of your reflections as you move through this course and what actions you will commit to, to improve as a leader. A Journal is another mode of self-reflection and is a vehicle to promote self-awareness and self-improvement.
At the end of each session you will be encouraged to reflect on what was covered and decide what actions you will take to lead more effectively.

[bookmark: _Toc51168591]Communication self-assessment survey
If communication is the glue that holds everything together on-farm, then it is important to know if you are communicating effectively.
This activity is asking you to undertake a self-assessment survey of your communication skills to identify your communication strengths and weaknesses.
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Model the way


Inspire a shared vision


Challenge the process


Enabling others to act


Encourage the heart



Appealing to logic


 Where influnce is via a rational or logical argument - an appeal to the mind


Appealing to emotions


Where influence is connected to an individual's goals and values and what is important to them - an appeal to the heart


Appealing to cooperation


Where influence is through collaborating and working together - an appeal to extending a hand to another
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