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ABSTRACT
.

The model developed here has been.designed t help
educators become bette listeners and thereby better leader8, e

model is broken down i tO an active and a post-active phase. The \,
active,,phase covers the,period of time during which active verbal >--.,;,

interdourse is in progress. 'Concentrative' listening, the first skill .
in the active phase, is tOat skill,thrOugh.which the listpner focuses
and maintains his attention on the verba' input: The cond_skill,
appreciative liStening, is a humanistic component in which the
listener attempts to comprehend the -e..rbalizer's,perception' of his
communication. The post-actiye phase begins when the speaker has.
-completed his verbalization. Included in thIsThase.are three'
listening compOrents: (1) analytic (the liteper classifies material
received as either relevant or irrelevant) ,, (41 critical (the '-

listener appraises each relevant piece of infOrmation received), and
(3) creative (the listener. synthesizes and evaluateswh4 he'has
received). Several diagrams of the listening \model are ihcluded.
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Int roduct ion°.

re

Undoubtedly the skill which any school administrator' uses most

)1f
is unfortunately that skill whichlich is rarelY,effectively exercised or

consciou0.y improved:'listening. Mfrst of us are not aware that this

essential ability can be quite Significantly sharpened to the extent

that any educational leader could Very conceiyably improve not only

ies'abil4y to listen but also,. as a result, his ability to speak and
.

to raise pertinent questions; and, most important of a.340 his ability

to effectively fulfill the educationalleadership role needed.by his .

social organization. Adequate fulfillMent of this role is clearly

pivotal to good communiciation.

To date, most of the research on listening has focused on the
i.

physiological and Psychqlogical processes involved in message recep-

4on and on scattered, iinconnecred listening skills. However,

.effective listening is not merelya simple skill or a simple process.

It is an additive series of abilities which occur/n(Ct(71ily.during the

o

actual facetoface verbal exchange, but also a ter.the termination

of this exchange: LiRtening, to a,large extent, is then a form of

hinkin" over innef recordings. of past communication'.

.There are five basic 'listening skill.%of which wc.feol the ecica
.

.

tional leader should be aware. It is our strong conviction,thrat with

the- assistnnce of any of
o
Several,! now existent evnivative Loots.and

instructional devies, any administrator who cae:-4 to take

%ill hr' ohIa to trap rove 1 ri y , o r ttl.l. o 1 iv AI) i I Lit` z: titOrtd.iy.

i :, of lect as a school. 1 k2i1,101- 1c
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five skills,:yesubmit the following definitionsand model. It must

he noted that the nature of a' modely.schematfc or paradigm is not meant

to be all-encolupassing,bet limply to point out the main features of a
FA

relationship or set of. relationships. This particular listening model

is broken down into two major 400-divisicbs: (1) the active phase and

2) the post-active phase.

THE ACTIVE PHASE: THE REALM OF COMPREHENSION

The active phase iiwolves the period of active verbal intercourse.

It is our contention that during this phase, the educatondl leader

should attempt to mentally'"recore or "store"-communication input in

the form cif message comprehension. By comP\rehension we do not require
, . .

. .

that the listener mentally retain the message in its'original verbal

form, but rather that he'retain the ideas which the words initially

conveyed. We therefore Maintain that words are simjly the vehicles

for ideas aftd thatthey_are in add cf themselves of little value.
.

00
There is an objective or neutral component operating here in

.

which the listener should attempt to absorb as.much of what is being

said a- possible.; Th primary caution is to,avoid "maskine, "turning

eff",'so "blocking" any part of the commingelion because of value

judgement.. ego-involve;e.L, or listener-bias. "Thinking ahead" of

the verbalizer is also contrary to.optimum "recording" or !'storing."

1,1pli1'it in the active phase is the listen,r's ability to com-

:,,,t coa,,PL-;, and yclings !Icing verbalived to him. In

t le 11.,..7 din.;r1E1 b,),,0 P. w aitot7 the pro(!,..: 1!tnt,11 inimt
4

j ir,mt"' Ii7ited to t-h,

14.1.10 ;-; be .iblo t:1 111
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tegrate the ideas and concepts in the verbal input into his (AM ex-

periential and cognitive base. For example, an esoteric discussion

of nuclear physic is-"lost" to the layman. n otl-;ec words the input

is' not within his realm. of comprehension and this realm, therefore,

0 acts as an 'input limiting faetor." .

Narrowly defined, the model is effecti!VelY set into motion when-..

clear comprehenSion exists. Inadequate comprehension at this. first

stage may result injnadequate output at the completion of the model.
4

Therefote, clarifying questions are an important "Pre-modeT" coMpon-.

ent. In other words, *if the listener fails to undersLand the ideas

,

being verbalized, he should ask clarifying questions in order to more

nearly approximate the totality Of. the input. Generally, then, the

v -
more comprehensivg the input", the more accurate the output.

CONCENTRATIVE LISTENING

Concentrative listening, the first skill in the active phase,As

that skill. by which the listener may focus his attention and maintain

that attention upon they verbal input. It is the listener's abilityieo

,concentrate on what is being said. Concentrative listening, then, is

necesshxy to retain and enhance.- message comprehension,.

j,, -

APPRECIATIVE LISTEN

Appreciative listeuing may be comliderea as a sub set of concen-

trativ/! listeoing'insof,Tr empathy widi what the speaker is sayin

, \

is d,PenA,!'nt upon Lh,.! sustaim!d att.,!ntiou oi7'"coriccut.rative"

abiliLy And his 1.-im of corTrehom:fon. Apveciative-list.enAm,,,'then,

compoa:,!It in. wHich s Lo



th;,. verbalizer's perception of his communication, in addition to simply
le

concentrating on what the new -age mearm.

For example, if a parent approached an educational leader in order

to complain about his studen's grades, an effective listener would be

one who attempts not only to cognitively comprehend the message but also

to understand the parent's affective frame of reference. What does the

parent think he means? What is his viewpoint?

Befoce leaving the discussion of the active phase of this model,

we should affirm our belief that the listening abilitir.s specified in

'this phase should become, necessary behavioral parameters for quaiifi-
.

cation of an educator.in the role of an educational Leader: The

bility to absorb and comprehend input from community representatives,

_, arents, teachers, and students is vital to the listener's role as an

1.ftertive educational leader.

THE POST-AC TIVE PHASE

The second major sub-division of our model s What we have termed

the "post-active" 1pase. inc!luded ip this phase are three listening com-
.

ponents: 1) analytic listening, 2) critical listening and, 3) creative

liStening. The writers suggmsL that thin post-active phase is set .into

iaotioa at the coniRl.etion of the verbal exchange and the active listening

pros.;s. taAother, words, the bctive phase of thin model suggests that

li.;!_epet- wait 'Oil the spe.lker has comrl,.red hi.-? verbalization be-

tor.. lho listener prc..e0(1,; into-the roAr-a tiee According to

oi, , i h.- r !'yo ,11. owt tii rtipt?.; hitt

; .; LI: spi,1:,-1- voiit, t eilt Ire .

ok.c ! ! I 1: 6-.;rh,r- ol



-5-'

irrelevant.

to B6fore proceeding we must-mite that the post-active phas.e is not

purely contemplative and meditative in nature iftsofar as it must be

done in solitude; rather, these Components are initiated at. the com-

pletion of the verbal exchange, whether' during.a pause in the 'conver-

sation or after the conmunicators have physically parZed company. 'Tire

lk
essence of MP-post-active porcess is a reflection. On the totality of

,

'.inpuCduriAg..,the f9regoing active process.

The post7active phase, composed of the analytical, critical,

creative. sequence asautes a systems approach,orientaiftion updoc.closer

inspection. Each component funCtions both independently an inter-

dependently.- They are independent insofar as each. type. of listening

. .. .

is focused upon a untque outcpme, and interdependent due to each
1

component's dependence, upon the proper and segue tial functioning of
.

,

the preceding componeA(s). More simply, the output of one compon:',
1 ,

'ent is th
If

input of. the next. The stimulugNfor analytical listening

Must come at. the qpmpletion of the active: process. The stimiluS for

critical listening is the output of analytic-H, stening, The stimulus -

for creative istening is the output of critical listening. .Each Qom-

ponent is sequential, interdependent and y' L. a senSe, independPf.t
9

in terms of its own unique output
/

°

ANAIXTIC LifiTEN.M;

,.

''he analytic listening component m.n.y be opetationaLly detined A'..1

.
.

es, . .
a or sifting procs2m.; which th.c input. QC portTons thez7eot

.

phane Mo.y ho (71m,:sifie.d 'al.; either rel,...w.onl

h( !.0, -the 1iutuner. we rcalth.!I Imre wi.vh
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resp; fO'the determination of relevancy or irrelevancy is impossible,

,

we submit, however, that'thePistener who effectively uses the analytic.

listening skill' is one 'vika "non-sUbjectively" or "neUtrally"'distingu-
y.

Ishes,between relevant. and irrelevant portions of the tot.711 verbhI

input'. Vitile we, must acknowledge that values. aild valuing; are operating

.

here, n effective listener is not .one who :will discard as irrelevant,

any pot.ion of the total verbal InpUt with whits he is not inggreement.
,--

.. .

nerLfore.,_personal.:.hias and egwinvolvement will not shunt to the
.

.
.

. .

s.

. . .k

.

irrelovailt portion as a.-defens ce mechanism certain ideas which should

.,,., ., -:

bear diiectly upon the total L-ievant nput.' .

In addition to the obvioUs task of discarding social niceties

and amenities,.it is incumbent upon the listener to consciously attempt

to ''refrain from discarding'as irrelevant any input portions which may
a.

.:''.appear as either alien o'threatening. The output, then, of the anply-

tic Itgvenlag sill is'the uniVerSe.of total relevant'input portions'

.("tzrith:T4.,pect to tdpics, issues,.ot queSLons.
.

ft should, be noted.that.implicit in ourpode is the understanding

that there-maybevic 'input" into the process on:.the part of the
..,

... 4,
..

1:istenor' during the
;.

analytic component of the model. Decidipg Whtt is
:. .

J. -..

-... 7
,"relevant" input is predicated upon the question "rely- ant .to what?"

t,

our: .c.a*se the ilknAw6r would be "to topicS,issiies, or questions.

. .

Thee items may be either.eKtrinsic,.i.a., presented verb.ally. by the
.-...

. .

"'''pr',4n..speal,-.ing-or intrinsic, i.e/ .',. developed by. the. listener as haVin..

N'a:ring upon comments .made or impli In other words, t eTC inay

!.)e li,-:t..Nler.itiput as woll as verbalizer jpput...i This

ro 'o1 top i i.);St r 5 ; ; or (11.1.0:q OW; t c ) C h I ,.

Verb I i I ip
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CRITICAL LISTENING.

.
At Lhe'completion of the analytic skill, the second, or critical,

listening component is triggered. An operational definition ot's,rtti-

cal listening would include the listeners appraisal of each relevant

.-portion. of total relevant input gleaned from the previous analytic

phase. Although critical listening is largely a subjective-process. of
, , 4 '.

..

. .

. .

.andand weighing, there is a quantitative as well as .a qualita7

five aspect- operating here., How relevant, were the speaker's comments'.

to this issue or that question? What degree of relevance does this .

,

.partieular comment have Lo the question at hand.Or could it be applied

more postively"to another parameter? It should:be'noted that the

topic an the. 'total relevant inpUt are suPplid to the critical phase

for processing. This proceSsing involves selection dut of ,the total.

rele nt input.; portionsfof inputPwhich bear relevancy to a particular

topic, issue, or question, and-weighing therelevancy of a Selected

relevant input portion with respect'to a topic. in other words, what

portjonS'of the relevant input relate to which topics and how closely

does it correlate with,tha-topic:: We submit, then, for further clari-c,

. e . iP C
ficq

47

tion the. following diagram and example which schematically repro-
.-

.

- ,

4,4cents what. occurs within th0 critsiCal listening. skill_ See Figure:, 1:,
.

k

1

INPUT
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..

4

},
TOTAL RELEVANT INPUT '

1

.,..'7
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Following th. total relevant input contributed by the analytic
4

listening skill the, listener then assigns certain portions of the

univel-se of total rele4ant, input to Copies. which have been lated or-
.

st:

implied in the vprbalization (I.) By doing so the.11stener can then
t

focus upon each topic and its Concomitant input(s) in order to more

effectiiely weigh the degree of correlstion which the listener finds

ex stem Caween those relevant input 'portions and the topic (11.)

The primary correlation to be drawn ia'the.degree.of relationship

whichexists between theeopic and any parti&dar input pertions(s),.

e.g. how relevant are al and a2 with respeor to Al A resultant

incidental correlation is that which exists between nib verbal input

portions themselves, e.g. the co relation'which exists between al

and a
2.

A concerete exaltle wou d be an event in which an individual
. 4

%

expressed several concerns.or 4as related to the.issue of busing.

.
Once these input portions have been as:Agned to,the topic of busing,

by a listener, he must then determine the degree of relevance exist-

inp, between the speaker's ideas and the tol,ic of busing, e.g. how

r..,levanc with respect to th....'topic A ithe idea :JO How releyant

with respect to the topic A is the idea a2? Then, incidentally what

is the correlation of a1 to Naturi'illy, the grit/Pr thp relevancy

which exists between the speaker-'s ideas on busing (a
1
and 41 ), the

rreater Will be the 6:relation between these ideas and the, topic of

fnu; inr,

in !;tvinoly, the c;.iticni euriponent receives its input

coi.i,111,,,It in ;ho form or uni.:er, of totli role- ,

y'lt port cart. Lino t t 01. i

, tit! it,r I1 :toil/1- win)
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respect to their degreet relevance (or "correlating ") with those

;topics, issues, or qut?stions. Th!2outplit, then, assumes the cWaracter

of the concept illustrated in the precediilg'diagram. (Figure 1).

CREATIVE LISTENING

The third component of the post- active phase is the_qeative .

listening skill. This skill may be operationally defined-s a, two ,

stage process: synthesis and evaluation. The synthesis proCess is
4

sparked by. the output of the critical listening skill. Once the

correlation has been established between relevant input portions

and the topic(s), these relevant input portions are then synthesized

to yield a mean relevant input factor.. For example, consid'r the

following illustration:

Eal , al, ... etc.

a
.5, ./4

where: a mean relevant input factor,
2: = 'the sum of
al, a2, etc.'= selected relevant Input portions

. n i total number of selected releVant input portions

Once the mean iriput, factor (a) has been synthesized by-tt!c listener,

004

it is then correlated with the original topic (A). The'following diaglam

lb
will illustrate this relationship:

Fil:mre

100Z r

a. F A = 1 A : a: (i 114. "SYNI'il.i..!-; I 7)1:4)ut; ")

= cocrctltilla

a --.. mean relvalit iapol t:-tor
A oriinal tcyi

n.h

.
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. . .
.

.

'The. Occoud.stageof,the creative listening skiLl: is the evaluation.
rt. . , .

,

.

, .

by the listc.Iner of -this synthesis produc..,..4,,.is.at thi.s_poinx that. te

. , II, ,

effective listener has the opportunity tooincorporate the mean relevant
Mi - -

o
. . ,

input into hiS original conception' of .the, topic. In,other words, his
/.:

particular perception ofthe topic, issue, or-questionimay besubIectto
. , , -._.

-..-i

change
.

as-a result of this incorporation. clarification, we submit
...:1"

i

. .. Lthe following illustration: (
I

. , .-,

'..,

Figure-3' !

\SYNTHESIS EVALUA'FION'

PRODUCT PRODUCT
(Topic-Input. dimer)., (Topie,-Input dier)

"''

heOetted'line in the synthesis product, mplies that the listener,

..haS the .opportunrty at this -point to allow his original perception of

r

the topic 'to be altered by what he'hasheard,, Afi a result of this in-

\`
corporation he will gain new insight and sensitivity to the topic at

t

hand. 'We, therefore, 'submit that an,educ tional -leader will welcome

change or alteration in his.percepton of the,,topic(s);.whereas an .

\
administrator who is. no more than an educational manager not allow

.f'
"

his perceptions to be changed. The edugatin,.\,1 eader, in his open-

. . .

mindedness, will allow, the evolution of the stm he,Sis product into E0

more cleAirable evaluation prQiucl!-:.- other tancl, the educational

- mana:;e4-,lin his closed-mindednes, may very w11 ailoW the sny.thesis

d LO i dequately evilivc into the evalmitioh product dspite the

.

.
. .

,, tact. t.11:it: have ;..,re,!', 1 y improved li i .; I i1 ton idly: s',:..i 1 ishe may
4 . . ... .

c4.

e
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MODEL OUTPUT

'The 'output of tho;offective,listening mod4 then, is synonymous

with the output of the creative, listening component. This outp6t con--

! sistsi of evaluative productsein the form Of ".topic-input dimers," a
4

dimee being, any 'theoretical construct consisting of two parts. -In

<e

addition, we must state that certain common ground exists 'between
,

efttive 1--itening and response'as.the output of 'effective listening

may 641 be the input for effective response.
.4;

The following illustration is presented for clarificationof the

relationship between the outputldf, this listening model and response

11F-7 formation

fi
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S

Pistening rlolel stops with the formation

ot the topic-input di +ors. This is the deplrture point between listening

Jnd active response ti It would seem that the listener must, and

does, go to.completion,of our model it effective listening is to occur

whether or dot a response is forthcoming; however, the dimers or Jul-

products of the listening process mayld provide' fertile ground for the

'conceptualization necessaty for response. Response which is-not based

upon all. of these components could only result in effective, premature

respaw;o in the form of statements or questions. Furthermore, we feel

that well-directed and formulated questions are predicated upon effective

listening or upon the additive process involved in these five skills.

The response process, however, is a further extension of this model and

shonLd be treated elsewhere. Finally, to derive the maximum benefit

fro7a the use of this listening model, the ed ationalNadeti needs more

than the mechanical ability to perform t listening skills - he must

open-minded and recepti.ve to fresh, even occasionally' alien, ideas.


