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. : _ The model developed here has been.designe&\ka\help
educators become better  listeners and thereby better 1eadersw‘ﬁmg
model is broken down ihto an active and a post-active phase. The .
activggphase covers the.period of time during which active verbal ">
interdourse is in progress. Concentrative listening, the first skill . =

~in the active phase, is that skill _through which the listener focuses
and majintains his attention on the verba% input. The sSecond -skill,
appreciative listening, is a humanistic component in which the
listener attempts to comprxehend the rbalizer's- perception of his
communication. The post-active phase begins when the speaker has.
completed his verbalization. Included in this phase.are three
Yistening components: (1) analytic (the listeper classifies material

.. received as either relevant or irrelevant),\(%g critical (the :
listener appraises eac¢h relevant piece of information received), and
(3) creative (the listener. synthesizes and evaluates whag he has ~
recetved). Several diagrams of -the listening\model are included.
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Uudoubtedly the skill which any school administrator uses most

-, . ) . : .8 o
' is unfortunately that skill Which is rarvely .effectively exercised or
i listening. M®St of us are not aware that this

»
o

consciously improved
¢ S o _
cssential ability can be quite significantly sharpened to the extent

' c B t .
. that any education¢I leader could very conceivably improve not only
but also, as a result, his ability to speak and :

.

his"ability to listen
to. raise pertinent questions; and, most important of al&a his ability

.

: L ) : . " )
to effectively fulfill the educational- leadership role needed.by his
social organization. Adequate fulfillment of this role is clearly

.
.

’

' _
pivotal to good communication.

. . . ’
. . 1
To date, most of thF research on listening has focused on the

!

o~

J--

(4

physiological and psychqlogical processes involved in message recep-

tjon and on .scattered, linconnecred listening skills. However,
. - N . ’ .

| y simple skill or a simpie process.
. ‘ . ' . .

only ,during the

R

.effective listening is not merely a
.- . ~ . . ’- 3 . . .
It is an additive series of abilities which occur ot

.actual face-to-face verbal exchange, but alsbva ter .the termination

4

! .
- of this exchange: Listening,
. ¢

to a Jarge extent, is then a form of

1 thinking over inner recordings. of past communication®
. D N - ) . )
_There are five basic flistening skills;df which wo.feel the aduga—

2
tivnal leader should be aware. It is our strony conviction, that with
g
Lools . and

N

4

s s ' ) . " .
the assistiince of any of sevara¥ now existent evaluative
instructional devices, any adnfiistrator who caves to take thegtims

o B

- . N h . . s
of thebe, five abiliticg and theroliy .

» \ .
rove any,or all
N 3 . O
. . / -
b' .
doseriho thoee

will be wble to imp
’ 'l:()‘. ot

! -~ . . ‘
fncrease vis effectivencss as a school leader.
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. five skills, we submit the following definitions and model. Lt must

v

be¢ noted that the nature of a'mode;flschematic or paradigm is not meant

to be all—uncomp?§;ing,.but Simply to point cut the main fearurés of a

-

3 . . r
relationship or set of. relationships. This particular listening model

is broken down into two major s"Ldivisicbs: (1) the active phase and

2) the bo;tfactive phase.

. TH‘S ACTIVE PHASE: THE REALM OF COMPREHENSION

The active phase iuvolves the period of active verbal intercourse.
It is our contention that during this phase, the educatonal leauer
. should attempt to mentally'"recordh or "store" communication input in

the fcrm of message comprehension. By comgfehensiou we do not require

“that the liqtener mentally retain the message in 1ts original verbal

form, but rather that he‘retainwthe ideas which the words inicially

| éonwe}ed. We therefore maintain that words are éiﬂrly the vehicles

for ideas and thdt thex_pre in audd ¢fi themselves of little value.
. Sl o . )
There is an objective or neutral component operating here in

v

. L4
which the listener should attempt to absorb as much of what is being

said a- possible? The primary caution is to-avoid "masking”, “turning

off", ‘or "blocking” \any part of the commuqibq:ion because of value

’ LI

»

judzeament, ego-involvencX:, or listener-bias. "Thinking a2hcad" of

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

laplicit in the active phase is the listenor's ability to com-
: - .

pecheot Ddeas, coneepts, and teclings being verbalized to hine  Iu

. Cthe Plow diagran on pooe BN we denots the process of Mtetal fapat
_ S N X
t - . » . hd I3 . s 3 . . ' I3 .
reohrdee " Thds Mroaad dnput™ in tisited to the Hienerts abilirey
. 2 '
. .
Q ool cntane wal ot b hetar il Py Tdateaed raeda be o able to ine

a




/ o _3- ’ 2 -
\ S . .
. .
‘ S A _ -
) 2 P, . s s N
tegrafe the ideas and concepts in the verbal input into his own ex- .
- : . » @ o

> ) - . . . R . . oLl .
periential and cognitive base. For example, an esoteric discussion
, ’ . . .

N . . . . ’ N
of nucleat physicé,is-"logt” to the layman. fin othec words the input

. . . . ‘
. - is’ not within his realw of comprehension and \this realm, therefore,
N ‘e N . . . . = !
o acts as an '"input limiting factor." . RN

N

» -

clear comprehension exists. Inadequate comprehensiqn at this first .’

L4

. stage may result inhiﬁadequatq output at the completion of the model.

Q
Thercfore, clarifying questions are an important "pre-model" compon- °

ent. In other words, ‘if the listener fails to undersiand the ideas

s
~ L * x

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

. LN

® . e e

Vo L

b

. .+ nearly approximate the totality of the input.wiGenefally, th%n:‘the

o N 4

3 . ) : R :
more comprehensive the input,;%he more accurate the output.

CONCENTRATIVE LISTENING

° 9 s
e / . . . ~

‘Concentrative 1isténing, the first skill in the active phase,is

) . r3 o .
that skill by which the listener may focus his attention and maintain

- A
’ E . -

o

that :attention upon the. verbal input. Tt is the listener's ability’ps
s . i . . . . . ) CTep -

concentrate on what is being said. Concentrative listening, then, is
. . ) - . . X ' - .

‘ necessiry to retain and enhance. message comprehension.

2 . : °

- “ -

: ~ APPRECIATIVE LISTEN/BN’(‘. :
N ) . t e / 0
A

m e
. -
° “ . .

Appfeciative listeuninyg may be considered

as a suhget of concen-
® . . .

L. %
Y :
» \

trative listening insofar ds empathy wiph what the spealer is saying

.t . . N

1

IR . - . .. . - Sy I .
abitity :-\n-.l his vealm of comproehensian., Appreciative listeond we, then,
{5 o tnmapistic componret in wihieh the Hatener ateriis Lo cosprehend
. 3 o o !
. - : ~ = S .
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Narrowly defined, the model is effectively set into motion when "

is dependont apon the ldsténer's sustained attention or "concentrative'

b,
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& 'this phase should become necessary behavioral parameters for qualifi-

"

/
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tie verbalizer's percéption of his communication in addition to

-

concentrating on what the message mears,

( v

Al

4

simply

For example, if 4 parent approached au educatiﬁnal leader in order

to.complain about his student's grades, an éffgctive listener would be

e who attempts not only to cognitively comprehend tiic message but also

to understand the parentis affective frame of reference. What does the

parent’ thipk he means? What is his viewpoint?

Before leaving the discussion of rhe active phase of this model,
\ .

we should affirm our belief that the listening abilities specified in

cation of an educator. in the role of an educational leader. The

Lf%ertive educatfonal leadc;.

a

-

THE POST-ACTIVE PHASE

2

.

$bility to absorb and comﬁrehend input from community representatives, -

(,,

Laredts,,teachers, and studeats is vital to the listener's role as an

The second mujnf sub-dlvision of our model }s bhét we have’ﬁgrmed

\

%

the "post-active" phase. Inéluded ip this phase are three listcningicbm-

porents: 1) gnalytic listening, 2) critical listening and,'3) creative

‘ 7

9

listening. The writers suguest that this post-active phase is set.into

»

-

. o .
rotion at the completion of the verbal exchunge and the

tnﬂbther,wqrds; the detive phase of this model suggests that

active listeniag

\ . s n -" . . .
tihe listener walt unt il the speaker has comgloered his vevbalization he-

tore the Tisteney proceeds

thein, Vi

HICESPERRTETSES BN
.

[ O P N S TR
.

wira b tows the

. (AR EXL)
[, oy

e

I3

.

thic mea e ar

. R
SPe e

edey

tooverbative th

ent ire esntee

H

[

-

into the post-actlire state, According to
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¥ Before proceeding we must- note that the post-active phage is not -
: - EE L R SN

purely contemplative and meditative in nature insofar as it must be ; S

o : : S - - . o .
done in solitude; rather, these tomponents are initiated at. the com- N

L . . ’ - . ) L [ N
"-.. pletion of the verbal exchange, whether during. a pause in che conver:. - .
b ‘sation or after the comnmunicatots have physically pharted coppany. "The
' . ) B . . L ) o \ . g X s
. ) . “a e . . \ . ) :
. esgence oﬁ E%§'post~actiye porcess is a reflection,dv the totality of
- ’ o R . SN\
. in twd. Y ~'th f . cti . 'S“ \ s
. .input-durindg;the foregoing active process. . A 4
,‘”" ' / . . o ) e ‘ ¢ ¥ - . : - . RN LI
The post-active phase, composed of the .analytical, critical, = 0 o
. C . ' l'v. . o i . . o SO
creative. sequence assumes a systems approach orientdtion uporn.closer . '
_ . N . e “ o ! . - . . o 1
inspection. Each component functions both indepengently-agx\lnter~ . ¢
- . '! i . ’ . o B . . . . . ° - - 2
dependently.- They are Qndependent insofar -as each type of listening . . .. -~ ..-
. . . . o, 4 ) . e *a . . o . -
is focused upon a hniiQe outcame, and intefdependgnt‘due to  each . o ’
N . ' . % . . . - o e '. ! .
. cdﬁponent's dependence upon the proper and seqdéu&ifl functioning of " 4.
‘the preceding component(s). More simply, the output of one compon=" .
'-\ . . . . M " : . . ]
va . . . ) .. ot '.h. . .. ¢
'ent‘isvth7/idput of..¢he next. The stimulus\for analytical listening . . . i
© must come at. the gpmpletion of the active process, The stimdlus for ) t
4 : - - . “ . ’ L - » . ~ . " P {
— « (2

e cfigical listening is the output of andlytic. Listenidg, The stimulus -
' & e : R : PR . R
o for creatiﬁe‘?istening,is the cutput of critical listening.™ Each com-

N

3, ne

"' ponent is sequential, ‘interdependent and y-t,.in a sense, independ&Ht .
' - L S R : . | . R W S
& 1in terms of its own unique outputd .. “. : ' '

- P Ct
° . [

i
B ' : R - ~
- . . - . . 3 . .

S © 0 ANALYTIC LL1STENING I - e R

5 I e BT
v — R
° : ‘ .o . A
' o S -{ ..'- L ’ oy b 3 . - . V *
. The analytit listening component way be opebdtionally detined aw 5
. . o . o o | L - » ] R
a sorting or sifting process in which the Input ob portions theveot & o ' oo
) : ' ’ ) . g . JE ) P 5
* ' ’ .’ ) > . b - 'l . “ t - ’ "v b. .." P A _ " ¥ 5
from the wctive phase may ba classifiod as either relevant or iviele- Lo
: . ’ - CE & . .
L . . . s . ; y

- , C ee
Q vant iy - the listener. Sty we realize, thet pare objectivity wish ' 5
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“,.- b * ) __6_ 5 . .‘.
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- -. . . v
. respect to‘the determination of relevancy or irrelevancy is impéssible,
’ we subait, however, that”the-kisteneg who effectively uses the analytic
. - : B . . . h;
e Ii{?:ﬂing skill is one Who "non-subjeetively" or "neutrally"'distingu-
‘o 2 - ! ' “ ¢ . B ¢ . . . . f]
' ishes between relevant and irrelevant portions cof the total verbal
s - N . . i
pinput. - While we must acknowledge that values ?Fd valuing are operating
oo i ' . ' - o
N ’ . g ! . » .bn .. . 3 1] N - . 3 '
here, an effective listener is not -one who 'will discard as irrelevadt .
] * ", o L ’ C . o . R .
any portion of the total vérbel input with whigli he is not 1n}égreement.
' s " o ) . - o i ’ ' . ) .- .
Theretore, personalibias and egor involvement will not shunt to the
° . . -k . .
. ,. - ’ ’ N » . ) b - ’ IA B B b
_‘irrclovaant portions as a.defense mechanism certain ideas which should
e a_ ’ o : ’ o~ T
bear divectly upon the tatal réievgnt ut. L L.
. : - i
"t ) T . .
- .“'\;- H . A . . ! . . ’ - —!.
et i In addition to the obvious task of discarding social niceties
" and amenities,. it is incumbent upon the listener to consciously attegpt'
2 -
= . - N “ < 3 - - . 3 . - i .
rrelevant any input portions which may

.

-t o U appear-as either aligm or threaten

!
ERS

. to vefrain from discarding’ as i
L

4 K . . .
ing. The output, then, of the analy-
“ tic 1¥%¥pening skill is the universe .«of total relevant *input portions
N A ! ‘, R . ' . . L T
- VL : . C .

.0r questions. - - . SR

1 . .
. A x

Pyith rdgpect to topics, issues,

¢ listener darihg the analytic compo

| c\..,i' ‘1.. ) o . .
o T . . '_
,U‘iu;f[t-shpuld"be notedthat . implicit in our mode is the understanding

into the process on’ the part of the
. : H R o

L
Y

e . [N . y . : .
nent of the model. Decidipg whit is
? ) A & i}

*

irel ant to what?"

evant’ input is predicated upon the question

Eye

efither extrinsic, ‘i.e., presented vetbally by the

W

, Thicse items may be
. ! 1 S, T T

e 3

1 rsreners dput as woll as verbalizer dnput.., This Listenced ﬁ.l\})(fr‘:_’
. : Ch s

3)'.’. N .
: . iy - wl'x"icch f:um;_\/r‘(: i

e form ol topies,” ipsues; or quast toas, to

M .

B’

’

.
&
3
=
{
=
-

'

Srssigned,

vamey Feom phe verbal frpub mriveby

. ; s ) o . /\. e - =
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. Cr le -

~ that thera-may. bélfc%pic input"
Ce S A . - C e et .o , . d

e

*persdn apeaking-or intrinsic, i.e.y developed by. ghe listener as haviog,

gore e fog upon comments made or imgl;pg_ﬁﬂLn other words,. there may
. , 3 . . ~ . : v i L . . K .(_
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© CRITICAL LISTENING

N E ..
: .

At the'comp}etion of ‘the analytic skill, theISecond, or critical,‘
1isteninw chmponent is triggered. " An operatlonal deflnltlon of erdi-

- - . X o

cal llstcnlno would include the llsttner s appr alsal of each relevant

« >

T . portion of total felevant input gleaned from the previous analytic B S

N . . K - . - . R

L ' phaso AlthOugh critical 1istening is largely‘a'subjective processfof

assxgnment and welghlng, there is a quantitatlve as well as a quallta:

. o

_ . - tive aspect operating here.: How relevantgwere the speakerle comments
. --,‘" . ‘ ° . '. ‘ ) ) . ' :’- ‘ _' | » ) ‘ V %
‘ - to this issue or that question? What degree of relevance does . this

«

. .
,partlcular comment have oty) the questlon at hand or could it be applled

. et

. mdre postlvely to another parameter7 It shOuld be - noted that the h e

.tggig§.and the ‘total relevant inpht are gupplied to the critical phase

- B to . . . . : . “ . ".. Rl . . !
;Eopiprocessiug. This processing inVolveS'selection dut of _the total .(

- . = X . - 1

're?\Vunt input, portlons of anutthlch bear relevancy to a partlcular : . I

Co

toch, ;%Sue, or queotlon, and’ welghlng the- rclevancy of a selected . _— t

' relevawt input pontion with respect’ to a toplc. In other. words, what

.
+ A Y

e portlons of the relevant anut relarc to which tdplcs and how closel)

does-it'correlate‘withche~topic2 WG submlt then, . for furthtr Cldrlwx"

- R . : . ?
e, fjcatlon th( fOLlOWng dlagram and ex ample whlch &dhematlcally rnprt—\
o - ~§::fo what OLLUlS w1th1n thé CrltlLal l]btbnlng skill.. Sqe Figufeﬁli :
PRI . a .o ! a
\ N . .
-, :iﬁggute'lf. e ST P S -
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Following the total'rulcvant input contributed by the analytic
(3 . ’ . . .

-

. listening skill the listener then assigns certain portions of the
universe of tutal reltevant input to toplces which have been gtated or-
. S ’ . -
implied in the werbalization (L.) By doing so the-19stener can then
. . * .- »~ . . I . '._ ~
focus upoa each topic and its éoncomitant input(s) in order to more

cf[ectiﬁely weigh the degree of correlag}on which the lxstener finds

[

© ex stent b\tween those relevant iqput ‘portions and the topic (I1. )

[ 3

The Erimagx corfblation tp be drawn ts ‘the. degree of relationshlp

- .

~which‘cxlsts betwegn the” topic and any particular ‘input pfrtions(s);.'

S R - how reLLvant are 41 and a, with respeo; to A’ A resultant

-

incidental correlatiop {s that which exists between the verbal input

portions themselves, e.g. the cotrrelation ‘which exists between ay
N . . . P

‘and ag A concerete exnézle would be an evént in which an individual

prreqqed several Cconcerns . or lﬁtds related'to the, issue of busing.

. * .

Onco these input portions have beca assigned to, the top1L of busing‘

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

e ! . N . ’
ing between the speaker's ideas and the touvic of busing, e.g. how

. . - '

ralevant with respect to the'topic A i:\thc idea nl? How releyant

with respect to the topic A is the idea 52? Then, iIncidentally what
. . . ‘
is the correlation of 3, tO 32_’.’ Natur?xlly. the grq*f the relevancy

-

" whiclh ¢xists between the speaker’s ideas on busin (a, and a, ), the
1 t UNN 14 1 i)

freater will be the épurelation between these ideas and the, topic of
\ -’
- . )
Dbas ing (.‘\).~ , : . "o .

» M
in summary, the eritical listening component recetves its {oput
. - , . . - ’ . ) .
fren e analytic coopoaear in fhe forsn of 7 unicerse of total rele-
" Pad - N .
- . e - - . “
Vet Fapot o nort jone. reenetpargtons are thep assisned to tonices,
o

o gjeestier s e cndmegaeent beoworohed by ghe Tisreast with

O

[ERJf:; ;= -t , .a‘ . .
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~ . A .

™ . respect to their degree of relevance (or "correlation®) with those ¢

LN ~

The output, then, assumes the character

.tuplcs, issues, or qudstions,
- . . . . L
of the concept illustrated in the preceding’diagram. (Figure 1). | -~
. , A . . . .

< R . . - : . <

v : . CREATIVE LISTENING

The third component of the post—active phase is the~q§eative .
listening skill. This skill may bé'operationally‘definedQBS a, two .

stage process: synthesis and evaluation. The synthesis proéeés is
" ) ) & . - -
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‘portioné are then synthesized

-*

to yield a mean rélevant input facter. For example, consid~r the

. . . ’
following illustration:

£l

_Z_ﬂ. al, ....efl::_‘ ' ’ .~

: ‘ A |

. - a

where:  a = mean relevant input factor.,
¥ = Ythe sum of ...." : _
al, a2, ... etc.'= gselected relevant input portions
. ., n = total number of selected relevant input portions

. Al

Once the mean igput. factor (;) has been synthesized by'LQc Jistcuer,;’

it is theu correlated with the original topic (A). The following dtagtam

will illustrate this relationship: . .
| \ /4
Fiyure 2 ) ’
100% r | o
—
) ¢ . ' I . o anrat i 0T YITagNI T - .
a. F A = ) Ay Gihe "sSYNTHESTS Probuies'™)
SRS DU . - : 3 v
vhere: o= correlntioan : . ‘ -
G = mean relevant fapuet roctor
Ao« original rtopic . . ',’
R v '
. - \ . e
. A a, th Pilris pretact e
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’ “The mv(ond stage.of- thu eredtive listoning skidd is the evaluation

. % . 9 3 } . N ‘ . ’ [}

e ' by the listencr of this synthesis produck. . It is.at this p01mt that the
S o . ’ : e RN

-~ l
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ik . The-dotted” line in the syntliésis proddctﬁimplieswthat the—listencr_
: . . has the opportunity at this -point to allow his original percepfion of °
the topic ‘to be altered by what hefhas\ﬁeardnf Ag a result of this'id;

'corboxation he will gain néw insight and sensitivity to the topic at
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"The outpuL of the ,effective listening modgl; tth, is synonymous - .-

. with the output af the' crcative listening c&mpouent. This output con- - ’
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Hsteniag model stops with the formarion
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1t the topic-input difwers. This is the departure point between listening
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maiion. It would seem that the listener must, and

-

Jud active response to

does, go to eompletion: of our model it eifective listening is to occur
whethor or noira response is forthcoming; however, the‘dimgrs or end-
products of the listening process wagld brovide'fertile ground for the
conceptualization necessatry for response. Response which is not based
upon all of these components gould only result in cffvct&ve, premature
respounse in the form of statements or questions. Furthermore, we feel
that well-directed and formulated questions are predicatad upon effective
listening or upon the additive process injolved in these five skills.

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

shonld be treated elsewherce. Finally, to derive the maximum benefit

. . . . . B
from the use of this listeuing model, the edpeational ader necds more

than che mechanical ability to perfarm thefe listening skills - he must

b open-minded and receptive to fresh, even occeasionally aliev, ideas.
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