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"In all affairs it's a healthy thing now and then to hang a 
question mark on the things you have long taken for 
granted.” 

Bertrand Russell 
1872-1970, Author and Mathematician  
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The Intention of This Discussion  
The intention for this discussion is to distinguish the 
nature of effective communication and establish the role 
“Authentic Listening” has in consistently generating 
extraordinary business performance. We also intend to cause 
a breakthrough in your capacity to listen powerfully and 
authentically. 

Today’s discussion is an excerpt from a three-day course 
called Mastering Performance In Business, that is itself part of 
the process we utilize in creating empathic, high-performance 
organizational business cultures where effective leadership is 
a natural self-expression. 
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The Presentation Design Used In This Discussion  
The presentation design in a typical program is intended to leave 
you informed (an information transfer). The presentation design 
in this discussion is intended to open up a new world for you, in 
this case, a new possibility in communication and effective 
business performance. In order to accomplish this, we have had 
to create a somewhat unusual form of presentation. 

On our slides we have written out in precise language what 
experience and testing have demonstrated that we must make 
available in order to deliver on our intention. A good deal of 
thought and testing has gone into the way things are stated.  

On most of our slides, instead of having bullet points that you 
read to yourself while I comment on them, I will read aloud each 
word on the slides while you read those same words to yourself 
silently. I do request that you read to yourself at the same time 
you are listening to what is being read.  

3 
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A 44% Increase In Comprehension Efficiency 

As this chart illustrates, when listening to text being read out loud while 
simultaneously reading it to yourself, there is a 44% increase in comprehension 
over reading to yourself only. And, in this study this increase was produced by a 
computer generated voice that speaks with no understanding of what is being 
read, as contrasted with the way it will be read to you in this discussion. 4 
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Traditional education, also known as linear or informative education 
such as most undergrad and graduate education, business schools 
and the like, is fundamentally designed to be a knowledge transfer. 
It is a valuable form of education that provides access to various 
fields of interest such as medicine, finance, engineering, etc.  

Informative education is intended to cause a change, and may also, 
in some cases, lead to a transformation (a creation of something 
new), but that is rarely the intention nor is it, by any means, 
guaranteed. 

In contrast, transformational education is the process of 
discovering something for oneself such that a new world opens 
up and as a result, new possibilities for being and new ways of 
acting naturally arise.  

Our work is fundamentally designed to cause a powerful 
transformation in the area of effective individual, group and 
organizational performance in business.  

Transformational Education vs Linear Education 

5 
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Write down your current top three issues, concerns, problems or 
challenges in your job/business (the short version). 
On a scale from 1 (low) to 10 (high), how critical do you think 
communication (speaking and listening) is in the success of your 
whole business? 

What percentage of the breakdowns that you experience in your 
bus iness wou ld you say are a func t ion o f e i ther 
miscommunication, a lack of communication or ineffective 
communication? 

How much time and money do you suppose those communication 
breakdowns are costing you? 

How would you rate the current level of effectiveness of 
communication in your company on a scale of 1 (low) to 5 (high)? 
Write down a number.  

Share all those responses with your partner. 

 

What’s So Now 
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What, if anything, are you and/or your company currently 
doing to cause breakthroughs in communication, that is, 
actively working (practicing) to cause a fundamental shift in 
people’s capacity to speak effectively and, more importantly, 
listen effectively? 

Given how critical communication is in the success of your 
business, causing breakthroughs in the success of your 
company (and alleviating your concerns) might begin with 
having a breakthrough in peoples’ communication. 

Communication and Performance 

7 



© Copyright 2016.         Coriolis Consulting Group.  All rights reserved.  Confidential and Proprietary. 
!

If you were a tennis player and recognized that a particular 
aspect of your game, your serve for example, was limiting your 
success, what might you do about it? 

•  Find a master tennis coach and take lessons. 
•  Be coachable (take on what the coach says even if at first it 

is unfamiliar or uncomfortable or you don’t agree with it). 
•  Practice until you “discover” this new serve such that it 

becomes a natural self-expression for you. 

Today we’re going to do just that with regard to the topic of 
effective communication. 

Note: This material is not being presented as the “truth” about 
communication or the “right” way that you should now 
communicate. Rather, this discussion is designed to allow you to 
look at communication from a new perspective and see what 
you discover for yourself.  

How To Get the Most Out of This Discussion 

8 
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There are these two young fish swimming along, and they 
happen to meet an older fish swimming the other way, who 
nods at them and says, “Morning, boys. How’s the water?” 

And the two young fish swim on for a bit, and then eventually 
one of them looks over at the other and goes, “What the heck 
is water?” 

David Foster Wallace 
(1962 – 2008) American Author, College Professor 
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1.  What would you do with something that actually exists but 
you are unaware that it exists? 

2.  What might happen if you dealt with something as though 
it were real when in fact it is not real? 

3.  How do you know what is real? What is your test for 
reality? 

4.  As a human being, what is your connection to reality? 

The Warm-Up For Engaging In Some New Thinking 

10 
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A human being’s connection to reality is through language. 

Everything that we are conscious of occurs or shows up for us in 
language. Your awareness of your self arises in the abstract 
language that comes with being human. No language, no self-
awareness. We are linguistic beings. 
And, while it is valid that you may be able to experience 
something without language, such as, a sensation in your 
abdomen or the light from the sun, what you experience won’t 
have any meaningfulness for you without a substrate of 
language with which to interpret it. 

What does our abstract language allow us to do? 

First and foremost, human abstract language allows us to 
create. It provides us with the capacity to create symbols for 
things, both the tangible and intangible.  

Our Connection To Ourselves, Others and the World 

11 
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This capacity to give names to things provides us with the ability 
to quickly and powerfully interact with one another in a variety of 
situations, though this can quickly break down when one 
person’s meaning for a particular symbol is different than 
another person’s meaning for the same symbol. 

Language allows us to create worlds of meaning and then live 
inside those worlds. However, since we have been inculturated 
to think of language as merely representational in nature, few 
people recognize the power their words have to create, and are 
therefore often not responsible for what their words generate in 
the world. 

Language is used here in the broadest sense. It includes not 
only spoken & written communication, but also body language, 
facial expressions, tone of voice, pictures and drawings, music, 
how people dress, and any other actions that have symbolic 
intent. 

Our Connection To Ourselves, Others and the World 

12 
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We could examine human performance from various perspectives 
such as physiology, sociology, psychology, theology, history, etc. 
and probably most of us are familiar with these perspectives and 
can see that each one allows a distinct view or access to human 
performance the others do not. 

While each of these perspectives are useful, in our work we 
examine human performance in business from the following three 
perspectives: 

Ontology is the study of being, the study of existence. Or as we use 
it, what it means to be human or what it means to exist as a human 
being. 

Phenomenology is the study of how we perceive the world, others 
and ourselves. It is the study of how the world actually occurs for us 
versus our theories about the world. 

Neuroscience is the study of how the brain works.  

A New Access To Human Performance 

13 
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•  Say your name, company and title or role 

•  Say what you are mainly accountable for 

•  Say something you are proud of about yourself 
professionally 

14 
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What do you think of when you hear the word listening? 

While we generally think of listening as a verb, for the 
purpose of this discussion we are going to consider 
listening as a noun. 

“Listening” as we will be using it is a “term of art.” 

15 

“Listening” 
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What we mean by “listening” refers to the phenomenon 
“the conversation you are having with yourself.” The 
conversation you are having with yourself is always there.  

For the most part you are not present to it; that is, you are 
not aware of it as an ongoing, never ending, conversation 
with yourself. 

Aware of it or not, it shapes how you see the world and what 
you see, including your view of other people and even of 
yourself.  

Observing/paying attention to the conversation you are 
having with yourself provides an access to where you are 
being functionally constrained. 

Our “Listening” 

16 
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If you can recognize the conversation with yourself as 
exactly that, a conversation with yourself, and not the truth 
or the way it really is, then you are left with a choice.  

A choice to see the circumstances or the people you are 
interacting with the way your “internal conversation” shapes 
“it” or “them,” or to generate seeing “it” or “them” another 
way.  

You have a choice as to whether you listen to that little voice 
in your head or listen to the world “out here.” 

Our “Listening” 

18 
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Human performance can be dealt with either from a third-
person perspective or from a first-person perspective. 

While most of us are familiar with the terms “third-person” and 
“first-person,” few of us have an in-depth grasp of each as a 
distinct phenomenon. (Even fewer of us recognize their 
importance in determining the quality of our performance.)   

So, to leave you with a clearer picture of what each of these 
perspectives actually is, we will often use the metaphor “in the 
stands” for the “third-person perspective,” and the metaphor 
“on the court” for the “first-person perspective.” 

The metaphors “in the stands” and “on the court” can be 
thought of as relating to a tennis match happening in a 
stadium where there are players on the court, and fans and 
commentators in the stands. 

Two Distinct Perspectives On Performance 

19 
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The way in which performance occurs on the court is very different 
than the way performance occurs in the stands. 

A critical difference between the on the court perspective and the in 
the stands perspective on performance is that the actual actions of 
performance obviously only happen on the court. 

What is available from the stands is performance as it is observed, 
described and commented on, figured out, and explained. This 
contrasts sharply with performance as it is lived and experienced 
real-time on the court. 

Note that when in the stands, almost everyone thinks (actually takes 
for granted) that they are gaining access to what is actually 
happening on the court.  

However, what is actually happening on the court as it happens for 
those on the court is very different from what is happening on the 
court as it happens for those in the stands. 

 

Two Distinct Perspectives On Performance 
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When You Are 
On The Court 

When You Are In 
The Stands 

Are you “On The Court” or “In The Stands”? 

You have a 
third-person 
perspective. 

Your 
experience is 
conceptual. You have a  

first-person 
perspective. 

Your  
experience is 

as-lived. 

The actual actions of performance obviously 
only happen on the court. 
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“It ain’t what you don’t know that gets you into trouble. It’s 
what you know for sure that just ain’t so.” 

Mark Twain 
(1835 – 1910) American Author and Humorist 

22 
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Superstitions and Theories 
Throughout history, human beings’ performance has been 
profoundly influenced by their superstitions. And, it still is. 

Webster’s Dictionary defines superstition in part as: “any 
blindly held belief or notion.” 

We could also refer to what we call superstitions as “strongly 
held beliefs” or our theories about life and how it works. 
Though we certainly don’t relate to them merely as strongly 
held beliefs or theories, but rather as the truth or the way it 
really is. In fact, we will often hold on to a strongly held belief 
even when we have direct experience of something that is 
inconsistent with that belief. 

Consider that you and I have theories about lots of things in 
life. A couple of those things we have theories about is how 
communication works and what causes performance. 

 
23 
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Mostly we tend to admire good speakers as the reason why 
they’re effective in communication.  

We ourselves will often put a great deal of time and effort into 
what we’re going to say in a conversation, sometimes going 
over it again and again in our heads to make sure we get it 
right. 

But consider that most of the power in communication 
actually lies with the listener.  

It is not what the speaker says that ultimately makes the 
difference, but rather what the listener is left with. 

I assert that a breakthrough in communication always begins 
on the listening side. 

Causing a Breakthrough in Communication 

24 
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Think of a topic that you really care about or is important to 
you.  

Share that with your partner. 

If you were talking to someone about that topic and they were 
listening in a “stingy” way, what might that “stingy” way of 
listening look like? 

We might refer to this type of listening as “pretentious 
listening” because we are only pretending to listen to what the 
other person is saying. In reality, we are up to something else 
(even though we are often unconscious of this fact and think 
that we are actually listening to them). 

This is the normal way most people listen most of the time, 
though they are generally unaware of it. 

Distinct Ways of Listening 

25 
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With your partner: 

Speaker: You are going to tell your partner all about the topic  
you care about and no matter what your partner does, your 
job is to keep talking about that topic. 

Listener: You are going to practice an exaggerated form of 
“stingy” listening. Make it overtly clear that you are not 
listening to them. 

“Stingy” Listening 

26 
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If you were talking to someone about that topic and they were 
listening in a “generous” way, what might that “generous” 
way of listening look like? 

We are going to call this type of generous listening “Authentic 
Listening.”  

This kind of listening includes no evaluations or judgments 
about what the speaker is saying, or the way the speaker is 
saying it, and that includes that you are neither agreeing nor 
disagreeing, rather you are re-creating where you are, what is 
so where the speaker is. All of your focus is on what the 
speaker is saying. You are authentically hearing what they 
are saying. 

 

“Generous” Listening 
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With the same partner: 

Speaker: You are again going to tell your partner about the 
same topic. 

Listener: You are now going to practice “authentic listening.” 
Create for yourself that you are really interested in what the 
speaker is talking about and be “generous” in how you listen. 

Put all your focus on the other person and what they are 
saying. If you notice your focus wonders, gently bring it back 
to what the speaker is saying. 

Authentic Listening 
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While most people work on what they are going to say in a 
conversation, hardly anyone does the work to invent how they 
themselves will listen or do the work to determine what others are 
already listening for. 

We unknowingly walk into a conversation with our own particular way 
of listening and simply get what we get (and then sometimes blame 
the speaker for what we did or didn’t get or even argue with them 
about what they actually said).  

As we have seen in the “stingy listening” exercise, the listening is 
critical to the effectiveness of a conversation. 

If your intention for a conversation is to accomplish something specific, 
it is vital that you create a way of listening that is consistent with that 
accomplishment and also be attentive to where others are listening 
from. 

You create a way of listening by creating and establishing a future-
based context for the conversation. 

Inventing Ways of Listening 
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In the next 8 minute video, Neuroscientist V.S. Ramachandran 
outlines the fascinating functions of mirror neurons.  

Only recently discovered, these neurons allow us to learn 
complex social behaviors, some of which formed the 
foundations of human civilization as we know it. 

 

30 
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Authentic listening is the kind of listening that leaves the speaker 
“complete.”  

By leaving the speaker “complete,” in part we mean that the 
speaker has said everything they have to say, and has nothing else 
to say about what they said. But this is an incomplete and shallow 
understanding of what is meant by leaving the speaker “complete.” 

Authentic listening leaves the speaker with the experience that he 
or she has actually been “gotten,” not just listened to, or even 
understood. 

That is, a listening that leaves the speaker with the experience that 
where you the listener are, there is an exact duplication of what 
exists where the speaker is. 

Authentic Listening 
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By leaving the speaker “complete,” we mean that whatever was 
there in the speaker that required the speaker to say what they said 
has now been satisfied.  The grip it had on them is gone, along with 
the force behind it. And while it hasn’t necessarily ceased to exist 
altogether, it is no longer a factor, they are complete with it. This 
leaves an emptiness in which they can engage in a new 
conversation. 
This kind of listening includes no evaluations or judgments about 
what the speaker is saying, or the way the speaker is saying it, and 
that includes that you are neither agreeing nor disagreeing, rather 
you are re-creating where you are, what is so where the speaker is. 
This kind of listening requires you to be authentically committed to 
re-creating another’s reality as the reality, not a reality, but the 
reality. To do so you can’t be listening from what’s real “for them.”  
You have to leave the “for them” out of your listening. Remember 
you are neither agreeing nor disagreeing, rather you are re-
creating another. 

Authentic Listening 

32 



© Copyright 2016.         Coriolis Consulting Group.  All rights reserved.  Confidential and Proprietary. 
!

What gets people stuck with their strongly held views, opinions, 
positions, rationalizations, justifications, judgments, and anything 
else that they are stuck with is the experience of “not being 
gotten.”  

And, you will just add to their experience of “not being gotten” if 
your listening includes any even subtle sense of resistance to what 
they are expressing, like some opinion in your listening that you 
have about the person speaking, or your being “I already know 
what you are saying,” or adding anything in your listening to what 
they are saying.   

By adding anything in your listening to what they are saying, we 
mean things like:  assuming meanings to what they say beyond just 
what they say, drawing conclusions about what they are saying, 
extrapolating beyond what they are saying, worrying about or 
disapproving or judging or listening for whether you agree or 
disagree with something they say, or making something out of the 
way they say what they say.  

“Being Gotten” 
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In short, you have to get what is being said without adding or 
subtracting anything from what is being said. 

You may leave the speaker with the experience of being heard and 
even of being understood, but that has a different impact on the 
speaker than the experience of actually “being gotten.” The point is 
to leave the speaker with the experience of having “been gotten.”  
This is distinct from leaving the speaker with the experience of 
being agreed with. Until they are gotten you are likely to find them 
repeating what they have said, even if they have to say it under 
their breath. 

“Being Gotten” 
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The point is to listen with, so to say, nothing between you and the 
speaker, so that what comes from the speaker, when it gets to 
where you are, hasn’t been distorted by anything between you and 
the speaker. And, to complete the point, to listen so that when it 
does get to you, that it does not have to go through any labyrinth of 
your evaluations or judgments before it lands for you. 

Authentic listening is the way masters listen.  

If you are authentically committed to re-creating where you are 
what exists where the speaker is, you will find that the speaker is 
left with the experience of “having been gotten.” And, that will 
leave some emptiness where the speaker is. 

 

Authentic Listening 
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The kind of listening that leaves the speaker with the experience of 
having been gotten requires that you be completely authentic.  No 
matter how clever you are, you can’t get away with pretending to 
listen in this way. 

Recent neuroscience research has uncovered what neuroscientists 
call “mirror neurons.”   

As an example of the way mirror neurons function, let’s say I am 
watching you ski. The patterns in the region of my brain where the 
mirror neurons are, specifically mirror the actual patterns of activity 
that are in your brain that generate your skiing – albeit in my brain 
at a lower energy level than that pattern of activity in the neurons of 
your brain. If I also have some experience skiing, the energy level 
of the mirror neuron pattern in my brain will be much higher than if I 
have never been on skis. 

You Can’t Fake Authentic Listening 
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Like when observing a skier, as the person speaking observes you, 
the mirror neurons in their brain mirror your actual patterns of 
activity as a listener – your facial expressions and your posture, and 
your patterns of movement, and what you say in the dialogue with 
them – that is, who you are being as a listener. Mirror neurons 
record way more detail than what we’ve said, and way more than 
anyone could pay conscious attention to.   

The pattern in the speaker’s mirror neurons of who you are being as 
a listener is compared with the speaker’s various stored patterns of 
being when they have been a listener. It is the result of this 
comparison that leaves the speaker with the experience of who you 
are being as a listener. 

This means that you can’t get away with pretending the kind of 
listening that leaves people with the experience of being gotten.  
You have to be authentic in your listening. 

Mirror Neurons 
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The speaker has also pretended to listen authentically in the past.  
No matter how clever you are, the mirror neurons in the speaker’s 
brain are recording details of the way you are being as you listen 
that will be a match for the details of the speaker’s stored patterns 
of pretended authenticity, and this will leave the speaker with the 
experience of being listened to but “not gotten.” They may not 
consciously figure out that you are not re-creating them, but their 
brain will leave them with that experience. 
By contrast, the person you are listening to also has stored patterns 
of the kind of authentic listening we have been speaking about. For 
example, if in the past someone they care very much about 
expressed their love for them, you can bet that they as the listener 
re-created what was there for the person who expressed their love 
for them. Even if they haven’t had that experience since they were 
a child, the pattern still exists in their brain to be compared with 
what shows up from a listener in their mirror neurons. 

Mirror Neurons 
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The point is that when you are listening authentically, everything 
about you that the speaker picks up through their senses, whether 
any of it is noticed consciously by them or not, forms a pattern in 
their brain’s mirror neurons. 

When in the speaker’s brain that pattern is compared to the stored 
patterns of their own authentic listening, it leaves them with the 
experience of having “been gotten.” 

 

Mirror Neurons 
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To listen authentically is to listen with no evaluations or judgments 
about what the speaker is saying, letting the speaker say 
everything they have to say until they have nothing else to say 
about what they were saying. And, listening without even any 
subtle resistance to what they are expressing – like some opinion in 
your listening that you have about the person speaking, or adding 
anything in your listening to what they are saying, or your being “I 
already know what you are saying,” and with no listening from it’s 
merely what’s real “for them.” 

That is, listening so as to leave the speaker not only heard and 
understood, but with the experience that he or she has actually 
been “gotten” and is complete. 

Remember that you are neither agreeing nor disagreeing, rather 
you are recreating where you are, what is so where the speaker is. 

Summarizing What It Is To Listen Authentically 
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The power of authentic listening is not limited to being able to leave 
the people you are listening to complete and with some emptiness 
where something was stuck.   
Listening to re-create also leaves you with a perspective to add to 
your own that may well give you a better grasp of the situation with 
which you are dealing – and in addition, probably with some useful, 
if not critical, information that would not have been available to you 
employing our usual default listening.  
People who would otherwise be good leaders fail as leaders when 
they lack access to the wisdom of the people they are leading. 
At the very least you have some access to what causes the people 
you are listening to to have the views, opinions, positions, 
rationalizations, justifications, and judgments that they have had.   
What you gain from others with this kind of listening leaves you 
more aware of the reality with which you will need to deal. 

A Critical Contribution of Authentic Listening 
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1.  Language is a human being’s connection to reality. We are 
linguistic beings. Every time we speak we create a world of 
meaning for ourselves and anyone who hears us. 

2.  On the Court vs In the Stands: Being “out here” vs being 
“in here” looking “out there.” Being in the world versus 
being in your theories or stories about the world leaves you 
producing high-performance as a natural self-expression. 

3.  Stingy Listening vs Generous Listening: Being aware 
that your listening has a powerful impact on a person’s 
speaking. How you listen has the power to either increase 
their aliveness or diminish their aliveness. 

4.  Authentic Listening: Listening “out here” on the court. 
Giving your full attention to what the speaker is saying.  

Discussion Review 
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Share with your partner: 

What you have discovered for yourself in this discussion and 
what you see might now be possible in your business that 
wasn’t possible before. 

Partner: Practice authentic listening. Put all of your attention 
on what your partner is sharing. Do not speak until you are 
asked to “switch.” Give your partner the space to discover 
something beyond whatever they see initially. 

What You Got Today 
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MASTERING PERFORMANCE 
IN BUSINESS 

The Access To Uniquely Extraordinary Performance 

“We think we live in the world. We think we live in a set of 
circumstances, but we don’t. We live in our conversations about 
the world and our conversations about the circumstances.   
When we’re in a conversation about fear and terror, about revenge 
and anger and retribution, jealously and envy and comparison, 
then that is the world we inhabit.  
If we’re in a conversation about possibility, a conversation about 
gratitude and appreciation for the things in front of us, then that’s 
the world we inhabit.” 

Lynne Twist 
The Soul Of Money 


