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1.3: Examine how the leadership quality of influencing
others through communication is an art.

Leadership is the process of influencing others to achieve
goals through verbal and nonverbal messages. Leading is
different from managing. A manager coordinates and facil-
itates to keep things organized and accomplish a task.
Leadership involves more opportunities and expectations
to influence the behavior of others. o

14: Describe the five fundamental principles to effectively
increase communication and leadership skills.

Five communication principles are fundamental to enhanc-
ing leadership and business and professional communica-
tion skills. We refer to these principles throughout the book
as a way of organizing the skills and applications of human
communication. '

* Leaders are aware of their communication with them-
selves and others, Being mindful of your communication
is important to help you improve your communication.

¢ Leaders effectively use and interpret verbal messages.
Words are powerful and influence our thoughts, our
actions, and our relationships with others.

¢ Leaders effectively use and interpret nonverbal mes-
sages. Unspoken cues provide important information
about our emotions, feelings, and attitudes.

* Leaders listen and respond thoughtfully to others,
Being able to interpret accurately the messages of -
others enhances comprehension and relational y
empathy.

hapter 2 :

 Leaders appropriately adaf)t messages to others. It is
important to adapt messages to others to enhance both
understanding and empathy. j

~ SHARED WRITING: YOUR LEAI

What are your best leadership attributes, and what leadership skills: ;
should you work to enhance? Make a list of your strongest leader:
ship attributes, as if you were being considered for a leadership role

in a business or professional setting. Make a second list of the lead-.
ership skills and competencies you'd like to enhance. Note the role:.
and function of communication in your two lists. "

> A minimum number of characters is required
to post and earn points. After posting, your
response can be viewed by your class and
instructor, and you can participate in the
class discussion.

Ochbaracters | 140 minimum

Chapter 1 Quiz: Communicating and Leading at Work

Being Aware of How You
ommunicate at Work

- Analyze how being aware of the social skills of
the self and of others helps to adapt effectively
-to the communication skills of others

2 ’-Evvaluate the different motivational
approaches followed in organizations

zﬁiltl,lough you may not recognize the name Indra Nooyi,
you re I?robably familiar with many of the products she is
POI_ISIble for producing, including Pepsi, Gatorade, and
§.“Nooyi is CEO of PepsiCo, which is responsible for
g é 1}z;zducts as well as Tropicana, Frito Lay, Gatorade,
e ot er ea’ts products. Fortune magazine has listed her
»one of the “50 Most Powerful Women” and Forbes maga-

ine hasyllisted her as one of the “World’s 100 Most Power-

| Women,”

Peps

2.3 Recognize the need to be aware of
organizational culture for effective -
communication

2.4 Express the need to remain ethical in all
forms of roles in an organization

Although Nooyi considers herself a normal person,
who juggles being a corporate leader with being a
mother, a wife, a daughter, and a daughter-in-law, much
of her success is grounded in her awareness of who she
is as a person and her awareness of others, which was
cultivated through her relationship with her paternal.
grandfather who taught her to be a thoughtful and mind-
ful person. My grandfather “taught me to be a lifelong
student. Don’t ever think you’ve arrived, and remember

13




14 Chapter 2

that what you don’t know is so much more than what
you do?
Being aware of the many factors that influence how

she communicates with others and how others communi-

cate with her has allowed Nooyi to be more open to new
ideas allowing her to learn and grow as a person. Through
this self-awareness, she has become a more effective leader.
Nooyi’s keen self-awareness of others and the organiza-
tional culture at PepsiCo has allowed her to attract and
retain her best employees. She invests time in developing
the people who work for her. “We look at a 10- to 15-year
development plan for our high-potential people,” says
Nooyi. “This looks at their children, their schools, their
spouse’s job, aging parents—anything that affects where
they will be comfortable working. That way we can build
opportunities to develop their careers in tandem with their
personal lives.”2

Another example of Nooyi’s awareness of others is
when she wrote to the parents of 29 of her senior execu-
tives’ parents to inform them of what a great job they did in

raising their child. She informed the parents of how much -
their now-grown child had contributed to the success of.

PepsiCo. In these personal letters, she considered each sen-
ior executive a gift. According to Nooyi, this letter-writing
activity “unleashed emotions that were unbelievable, cre-
ating an emotional bond among executives, their parents,
and me.”? '

Leading Questions

1. Nooyi attributes much of her success to being ground-
ed and knowing who she is as a person and as a leader.
How do you see self-awareness being related to leader-
ship effectiveness?

2. Within the past five years, have you become a more
self-aware person? If so, how has this influenced how
you communicate with others?

3. What do you think motivated Nooyi to send thank you
letters to her senior executives’ parents? Why not send
the letter to the senior executives?

- The first principle that guides the communication
and leadership skills in the workplace is to become aware
of your communication with yourself and others. There are
a number of factors that influence how you communi-
cate at work including your approach to leading others,
the assumptions you have about what motivates people
to do a good job, the culture of the organization where
you work, and your understanding of how power
works in your organization. Having an understanding
of how these factors influence workplace communica-
tion is the first step in your becoming aware of how you
communicate with others and how others communicate
with you. Figure 2.1 illustrates where Principle One fits
into our model of Communication Principles and Skills
for Leadership. ‘

Figure 2.1: Communication Principles and Skills for
Leadership ‘

2.1: Be Aware of
Leadership Approaches

2.1 Analyze how being aware of one’s own social
skills and those of others helps to adapt effectively
to the communication skills of others.

Some people have a gift for leadership, meaning that.it
comes naturally to them. Others have to work at develop-
ing their leadership abilities. What do you think? Are peo-
ple born with the ability to lead, or is leadership something
that people learn and acquire? Your becoming aware of
these approaches will enable you not only to develop a
more complex answer to this oversimplified question but
also will give you invaluable insight into your own leader-
ship abilities and potential.

2.1.1: The Trait Approach

The question of whether leaders are born to lead is the
focus of the trait approach to leadership. The trait approach
to leadership suggests that there are certain psychological
and communication traits as well as physical attributes
that make leaders effective. Over the course of several
years of study, leadership researchers have identified intel-
ligence, confidence, extroversion, social skills (including
communication skills), administrative skills, enthusiasm,
and even physical height as some of the traits effective
leaders typically possess.* One research study found that
across several cultures, the most admired qualities of a
leader are honesty, being forward-looking, competence,
and being inspirational.’

2.1.2: The Functional Approach

The functional approach to leadership suggests that lead-
ers exist to perform essential functions or behaviors that

R

help an organization to achieve its goals. Rather than
identifying personality characteristics or other traits,
the functional approach to leadership divides the essen-
tial leadership behaviors into two categorfes: (1) task
functions and (2) process functions. The two types of

" functions are similar to the content and relational

dimensions of communication. Task functions are those
leadership behaviors that help the team get the work
done, such as delegating duties, facilitating meetings,
and making sure all employees are trained. Process
functions are those behaviors that leaders engage in to
maintain a harmonious climate by appropriately man-
aging conflict and rewarding work teams when goals
are reached.

2.1.3: The Styles Approach

A leadership style is a preferred way of behaving to
influence others. The styles approach to leadership sug-
gests that leaders choose one of three primary styles
when attempting to get work done: (1) authoritarian,
(2) democratic, or (3) laissez faire. What differentiates
the three styles are the strategies that leaders use to
influence others.® )

* Authoritarian leaders influence by giving orders and
seeking to control others. Perhaps you've been in a
group and wondered, “Who put her in charge?” Or,
maybe you were appreciative of the person who
stepped up and started leading by telling other people
what to do in order to get the work done.

* Democratic leaders consult with others before issuing
orders. This type of leader seeks to join in the process
of influencing without bulldozing the group into
action. Sometimes formal votes are taken, but the
leader or leaders will gauge the reaction of the group
through dialogue and by reading nonverbal cues.
Research suggests that a democratic leadership style
usually results in increased trust and greater cohesive-

- ness and consensus than a dictatorial leadership
approach does.”

* Laissez-faire leaders take a hands-off, laid-back
approach to influencing others. Laissez-faire is a
French phrase that implies noninterference. This
leadership style is based on the assumption that the
less direction provided by the leader, the better. In
many ways this type of leader shies away from
actively influencing the group. He or she influences
only when pushed to lead. ’

2.1.4: The Situational Approach

Although most groups prefer a democratic leadership
“style, leadersv sometimes need to be more assertive.
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During a crisis, people need a quick-thinking, decisive
leader who can orchestrate what needs to be done. Dur-
ing more routine situations, the leader may just need to
back off and let others do their thing. At other times a
leader may need to play a more active role in gathering
ideas-and information from people. Because leadership
style is not a one-size-fits-all concept, a skilled leader

adapts to the situation. The situational leadership approach E

views leadership as an interactive process that links a
particular style of leadership with such factors as cul-
ture, time limitations, group member personalities, and
the work the group needs to do.

[

The situational leadership caﬁproach was exemplified by Mayor Rudy
Giuliani; who adapted quickly to respond to the dire situation in
New York City following the 9/11 attacks in 2001.

2.1.5: The Transformational
Leadership Approach

To transform something is to change it from what it is
now to something new and different. Transformational
leadership is the process of influencing people to see the
future in new ways.® The transformational leader influ-
ences members of the organization by giving them a
glimpse of the future, energizing or realigning the cul-
ture, or giving the organization a new structure.” The
leader influences by helping team members see all of
the possibilities within the team, including those that
may not yet be visible.!? A transformational leadership
approach has been linked to enhanced creativity, espe-
cially among a diverse workforce.!! Entrepreneur Mark
Zuckerberg, founder of Facebook, transformed the way
people make social connections using the Internet. Jeff
Bezos, CEO of Amazon, forever changed the way peo-
ple buy not only books but just about everything else.
Both leaders helped to transform the people they lead
by building a shared vision, challenging existing ways
of thinking, and thinking holistically, from a systems
perspective.
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Recap

Leadership Approaches

Trait Effective leaders possess certain traits or
characteristics that contnbute to their
effeotlveness

Leaders influsnce others by performing two
primary functions:
o Task functions, which help acoomphsh the
work, .
. Process ‘funictions, which help establish a
positive climate.

Functional .

Styles Leaders tend to act in one of three primary

styles: -

* Authoritarian leaders direct and control
others.

* Democratic leaders solicit input from others
and seek to lead by involving others in the
decisions. )

* | aissez-faire leaders intentionally influence
others only when asked or directed by
others to lead. .

Leadership is an interactive process in which a
. |eader.adapts his or.her. approach based on..
=+’ 'the needs of the group..: ‘ v
-7 eMore structured tasks and h|gh stress
. sitUations call for more directive leadership.
oL ess structured tasks and situations in -
.. which: positive interpersonal relatlonsh|ps
" are important call for more democra‘uc
leadership. :

Situational ,

Transformational A leader influences others by:
* Developing a shared vision.
e Using listening and relationship-building
skills to create a climate of trust.

2.2: Be Aware of |
Leadership Assumptions

2.2 Evaluate the different motivational approaches
followed in organizations.

A large part of leadership involves motivating others. In
order for you to lead in an effective manner, you need to

be aware of the assumptions you possess about what

motivates people to do their very best work. For example,
some leaders assume money motivates people to per-
form, so they lead others by developing reward systems
based on financial bonuses for a job well done. Other
leaders believe it’s not the money that motivates but how
you treat people. Being aware of your assumptions gives
you additional insight into how you lead and communi-
cate with others. Researchers have identified three sets of
leadership assumptions that influence how leaders

approach motivation: classical, human relations, and
human resources.

2.2.1: Classical Approach Assumptions

The classical approach to motivation is based on the prinei-
ple of reward and punishment. Put simply, leaders assume
workers are motivated to work hard when they are
rewarded for good work and not rewarded for poor work.
The classical approach to organizations also assumes that
there is one best way for a team or organization to perform
a given task. The leader’s job is to influence the workers to
behave in ways that help them produce goods or services
in the most efficient and effective way possible. Fredrick
Taylor’s 1911 book The Principles of Scientific Management

was influential in helping leaders structure work so that it

could be done in effective and efficient ways.!2

Under the classical approach, work is organized to
minimize wasted motions. Employees are rewarded for
completing work in an effective and efficient manner. Many
fast-food restaurants organize and motivate their work
teams using the classical approach. When you place your
order for a hamburger, the people who make your meal

don’t typically huddle and say, “Well, what's the best way

to make this hamburger?” The manager or the organization
has already decided this for them. The procedure has been
established, and the team members’ job is to produce the
hamburger as fast as possible, following this procedure. An
organization or team that operates with a classical approach

to leadership has identified a-clear leader who is expected

to keep things running like clockwork, and team members
have accepted that they’re fulfilling the role that is needed.
Work is organized like an assembly line in which each per-
son has been trained to do his or her part in producing
whatever it is that the team is creating.

Communication between manager and employees at a fast-food
restaurant chain is focused on completing specific tasks in an efficient
manner. '

2.2.2: Human Relations Assumptions

The human relations approach to motivation is based on the
assumption that people are influenced not just by power
and position but also by how they are treated at work. You

an't just tell people what to do and expect that they will

do it. People are motivated by leaders who pay attention to
 them and to their needs. Google is well known for offering

its employees a menu of perks or benefits including free
food, on-site haircuts and dry cleaning, and a fully

: equipped gym with swim-in-place pool.

One breakthrough large-scale research project had a
major impact on our understanding of motivation in the
workplace. Research conducted by Elton Mayo and Friz
Roethlisberger at the Hawthorne plant of the Western Elec-
tric Company between 1927 and 1932 revealed what
became known simply as the Hawthorne effect. 13 These

studies found evidence that the way people are treated has
an 1mpact on their work. When trying to test whether
changes in working conditions (such as improvements in
the workroom lighting) had an effect on work productivity,
the Hawthorne researchers found that just paying atten-
tion to workers and asking for their input on the working
conditions influenced work output and work climate. In
other words, it’s not just directing people to do a job that
influences the amount and quality of work that gets accom-
plished. People are motivated by their own desire for rec-
ognition and their need to feel positive about what they are
doing. The research also documented the important role of
commuhication in establishing a positive work climate,
such as leaders listening to employees’ concerns and ask-
ing for their input. '

Leaders Communicating
@ Work

' Being Aware of How Others See Us'

Dan Rosensvvéig, president and chief executive of Chegg, s a
powerful person. He is in charge of a large online textbook
rental compény with hundreds of people who report to him,
yet he wants to increase his awareness of how he can be a
better leader and a better person. He realizes that other peo-
ple have ins\ightsvabom him of which he's often unaware. To
increase his awareness of how others view him, he often asks
his employees a simple question:

“If you had my job, other than giving yourself more vacation and
a raise, what's the first thing that you would do that you don’t
think we're doing yet?” | try to make It comfortable when you do
the review process by asking people: What do you need more
of from me? What do you need less of from me? What Is it that
I'm doing that you would like me to stop doing completely?
And what is it that I'm not doing enough of that you'd like some
more of? From there, It becomes a much more comfortable
conversation.

To learn how others view you, consider asking a trusted
friend or colleague “What are things that | should be doing that
you don’t think I'm doing?” or “What is something you think |
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need to know, but don't know about the way | communicate
with others?” No, we're not suggesting that you ask such
questions of everyone indiscriminately. But asking people you
trust and who know you, such as a close friend, :for percep-
tions about yourself that you may not be aware of can increase
your self-awareness. With a better perception of how others
see you, you can work on the skills that can enhance the qual-
ity of relationshipsvyou have with others.

"~ How can you apply Rosensweig's question to enhance your
own work effectiveness and increase your awareness of your
communication skill?

The response entered here will appear in
the performance dashboard and can be
viewed by your instructor.

2.2.3: Human Resources Assumptions

The human resources approach to motivation assumes that in
order to empower people to participate in the work of the
organization or team, you have to give them more control
over work processes. Leaders motivate others by making
employees partners at work and giving them more decision-
making and problem-solving responsibilities. To compare
and contrast, the human relations approach assumes that
people are motivated by leaders taking care of them and
paying attention to their needs. The human resources
approach assumes that people are motivated when leaders
empower them to problem solve and make decisions.

. Herb Kellehert, co-founder of Southwest Airlines, is
probably the best example of a leader who motivated oth-
ers through the human resources approach.-He has often
been quoted as saying that the best way to motivate people
is to give them the tools, support, and conditions they need
to solve problems and then get out of their way. 15 “'ve
never had control and I never wanted it,” says Kelleher. .

“If you create an environment where people truly part1c1— ‘
pate, you don’t need control. They know what needs to be
done and they do it.”

2.3: Be Aware of
Organizational Culture

2.3 Recognize the need to be aware of organizational
culture for effective communication.

Organizationai culture is the learned pattern of beliefs, val-
ues, assumptions, rules, and norms that are shared by the
people in an organization. Organizational culture includes
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what it feels like to be in an organization, whether the
organization maintains a rigid, do-it-by-the-book approach
or is a more relaxed, informal place to work. The culture of
an organization also affects all aspects of how the work is
accomplished. Your shopping experience at Walmart, for
example, is probably different from your shopping experi-
ence at an upscale department store like Nordstrom. Both
sell shirts, socks, and shoes, but what it feels like to shop at
each place is distinctive and different from the experience
at the other retail establishment. The stores have a different
organizational culture in terms of how employees interact
with customers. You are met at Wal-Mart by a greeter who
shoves a shopping cart your way; at Nordstrom you
receive more individual attention (and pay higher prices).

Organizational culture influences the way you do
your work. How closely you adhere to deadlines, how
quickly you respond to email messages, and how you
observe unwritten rules (such as whether it’s acceptable to
hang out in the coffee room when the supervisor is there)
may influence whether you get a pay raise or not, or even
whether you'll keep your job. To be aware of more than
just surface features of organizational culture, it's impor-
tant to understand how organizational culture is devel-
oped and evolves.

Communication Ethics
@ Work

Social Media and the 24/7
Employee'®

Justine Sacco, a communications executive, went from being
an unknown citizen to a racist pariah after she tweeted “Going
to Africa. Hope | don't get AIDS. Just kidding. I'm whitel” after
boarding an international flight to South Africa. Having no
awareness that her tweet had gone viral, she learned upon
arriving in South Africa that she was the most hated woman on
the planet and unemployed. )

The level of outrage toward Sacco surprised some report-
ers. Reporter Joe Flint for the Los Angeles Times mentioned,
“The level of outrage toward Sacco on the Internet had some
media pundits wondering if the mob mentality that emerged
was as disturbing as her tweet.”'” One blogger wrote, “On a
late-December Friday night, an online lynch-mob destroyed
the reputation, career, and life of a young woman and private
citizen, and did so without the benefit of the doubt or hearing
her side of the story."'8

Although Sacco's example is egregious, it does raise
some interesting questions:

e Should people’s personal twests, that some consider
offensive, negatively impact their professional career?

¢ Do some types of careers give people more permission to
tweet inflammatory tweets than other types of careers
without the threat of losing their job? For example, does a

small hotel manager face the same scrutiny as a global
communication executive? :

» Should employees be considered 24/7 working profes-
sionals when using social media?

2.3.1: Organizational Culture is
Communicated Both Explicitly and
Implicitly

Sometimes organizational culture is explicitly spelled out
in written policies and verbal directives; in other
instances, the culture is conveyed indirectly through the
example set by others. Maybe you’ve worked in an organ-
ization that had explicit rules prescribing when you
should arrive at work and take breaks; perhaps you had
to punch a time clock, swipe an ID card, or log into a com-
puter to let your manager know you were reporting to
work on time. Yet in another organization, rules were
more relaxed—you didn’t have to report in at a precise
time and you could come and go as you liked as long as
the work got done. These are examples of implicit rules.
Although the rules are not documented, there is an
assumption that you are aware of the standards and
expectations and that you will follow them. Often new
employees follow the example set by others.

2.3.2: Organizational Culture
Includes Multiple Factors

There is not just one factor that contributes to what it
feels like to be in an organization, but many factors. The
forces that contribute to the organizational culture
include what you see, what you read, and what you hear
when you visit an organization. What should you observe
to get a sense of organizational culture? Here are a few of
the factors that simultaneously shape and reflect organi-
zational culture:

e WRITTEN RULES AND POLICIES: As we’ve noted,
sometimes organizational culture is explicitly
expressed in written polices. These rules and policies
may be found on a website or in a handbook or pre-
sented during orientation sessions. But if you only
looked at the written policies, you'd miss a lot of the
forces that shape the culture. It's often more informal
communication channels that give you the most
important clues about organizational culture.

* STORIES: “Hey, did you hear what happened to Marcie
last night?” Not only will such an opening line get your
attention, but the story itself can offer clues to the culture
of an organization. The stories and gossip that circulate
in an organization reveal information about the values
and expectations of the organization. Are supervisors
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valued or made fun of? Are staff members respected?
Do people express genuine warmth for others, or are
suspicion and mistrust embedded in the tales that are
told? Listening to the stories and how they are expressed
(whether with playful humor or mean spirits) can help
you identify organizational culture. ‘

METAPHORS: Noting the metaphors—the compari-
sons or analogies that are used to describe the organi-
zation—can provide clues about organizational
culture. “We're all like family here,” says your new co-
worker. That metaphor sends a different message than
someone saying “Welcome to the crazy house.”

e CEREMONIES: Noting organizational rituals and
what. gets celebrated and rewarded can give you
insights into what is valued. If employees get awards
for perfect attendance or for achieving high work out-
put, then those achievements are clearly valued by the
organization. If people get recognition for working
ten, twenty, or thirty years at the organization, then
you know that longevity is valued and rewarded. Do
colleagues frequently go out to lunch together to cele-
brate birthdays? What gets celebrated and the behav-
iors that are spotlighted provide significant clues
about organizational culture.

 ARTIFACTS AND DECOR: Do people have cubicles

or private offices? Is there matching furniture, or do
people have a hodgepodge of chairs and desks in

their workspace? The attention given to what the

physical space in the organization looks like is
another clue that helps decode the organizational cul-
ture. Fine art on the office walls rather than tattered
and torn posters suggests that top management wants
to create an inviting work experience. For example,
Facebook’s corporate offices in Palo Alto, California,
reflect an organizational culture that promotes coop-
eration. Rather than working in offices, Facebook staff

Physical space in an organization often defines the organizational
culture, such as the open floor plan of the Facebook corporate offices
in Palo Alto, California. ‘ :
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members work in large open spaces or in conference
rooms, which are called aquariums because they are
glassed cubes within a room. One reporter described
it this way: “No cubicles, no offices, no walls, just a
rolling tundra of office furniture.”*” The appearance
of an organization can give you insight into whether
it’s an austere, serious work environment or a place
where people are encouraged to have fun and be
innovative.

2.3.3: Using Organizational Culture
to Lead

Leaders influence the culture of an organization by the
symbols they use—both verbal symbols (what leaders say)
as well as nonverbal symbols (what leaders do). Organiza-
tional culture expert Edgar Schein has identified five ways
leaders communicate organizational culture through the
symbols they use:

1. what they focus on and pay attention to;
. how they react to major events and crises;
. their actions as role models, coaches, or teachers;

the criteria they use to reward others; and
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the criteria used to recruit, promote, and “excommu-
nicate” others from the group.?’

Each of these ways of transmitting culture to an
organization involves using symbols to communicate
which behaviors in an organization should increase or
decrease. As business expert Stanley Davis has noted,
“Caring for the culture cannot be delegated. It can be
shared but not left for someone else to do. The leader is
the fountainhead. . . . If the leader is a great person then
inspiting ideas will permeate the corporation’s culture.”?!
As we’ve emphasized, leadership is not always embodied
in one person—many people influence others through
communication. So many people within an organization
who influence or lead have the potential to influence the
organizational culture.

Career Corner

Assessing Your Cultural Fit

Before considering an organization, make sure you're
aware of the organization’s culture and if you're a good
cultural fit. To conduct your own audit, see if you can assess
the cultural factors listed by reviewing the organization’s
website, visiting the reception area, observing employees
from the parking lot, talking to people who work at the
organization, and reviewing annual reports and other
printed materials. '
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(%) Environment

» Office equipment and furniture
« Cleanliness of facility

» Signage and branding

' Decorations

Lighting

Emplpyee dress and grooming

(3¢ Communication

» Employee greetings

» Use of formal or informal communication

s Use of humor

» Use of metaphors

» Consistent use of ‘vision, mission, and valuey
» Upward or dovwnward

() Ceremonies and events

» Regular staff events

. Celebmﬁop of birthdays; holiday parties, and quarterly éc;,lebmtiuns for
reaching goals : .

(%) Rules and Policies ‘

« Literal policy enforcement

» Number of rules and policies

» Mention of stgndard operating procedures {SOP)
» Signage of rules |

« Amount of 'im'zﬁng fomising o1 pcilicy‘

@ Rewards

» Award criteria: qumt’ity!qualiﬁ
» Types of awards
» Frequency of awards

2.4: Be Aware of
Organizational Power

2.4  Express the need to remain ethical in all forms of
roles in an organization,

Power i.s the ability to influence others’ behavior. You have
power if you can get others to do what you want. Although

status (prestige and importance) and power (ability to
influence) sometimes go hand in hand, a leader may have
status and still not be able to influence how others behave.
You could, for example, be the designated leader but not be
perceived as having much influence on the team because
your ideas aren’t valued, or you may have no resources to
back up what you say and do. Because leadership is the
process of influencing others through communication, it’s
important to be aware of the sources of power and the fac-
tors that enhance someone’s ability to influence others.2? .

2.4.1: Types of Organizational Power

One way to become aware of the organizational power that
others possess is by identifying the five sources of power:
legitimate power, referent power, expert power, reward power,
and coercive power. (See Table 2.1) These power bases,
explain why certain people have power and why others
d'on’t.23 Even though we have categorized power into five
different types, don’t get the idea that individuals in an

. organization have just one type. In reality, employees typi-

cally have more than one source of power.

Table 2.1: Types of Organizational Power

Power that arises from

others -

Legitimate . i
: The president of your
power being e}ected, appointed, university or colleée
or orgialned tolead or make ¢ The appointed chair of a
declsions for a group or a team
team * The elected president of
N a group
Referent Power that arises from * Afriend i
rent oV at A friend you wi ith
power being -well liked - ‘ “ona COnswlmitt‘egrk il
»Expert Eower that arises from hav- e An architect on ateam
power Ing information and being choosing the design for
}(nowledgeable about a new library
Issues or ideas
" Reward waer that arises fromhav- .« ;
vard. Powe ises - . * A boss who can g
power ing the ability to bestow raise ﬁ e
gifts, money, recognition, or ‘s A schoo! orinci
) 5 A 0ol principal who:
other rewards valued by can loosen th’éiohool :
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~ One of the first fhings to be aware of when managing

power differences is the power basis. Say you're having a
power struggle with your boss over when a pfoject
should be completed. It would be politically prudent to
note the power bases that your boss has but that you
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don’t possess: legitimate power on the basis of a manage-
ment position, coercive power to fire you, and reward
power to give you a raise.

2.4.2: Abuse of Organizational
Power: Sexual Harassment

Whenever there are power differences, there is always

the potential for abuse. One form of abuse due to organ-

izational power is sexual harassment. According to
Susan Webb, who runs a consulting firm that special-
izes in human relations issues, sexual harassment is
“deliberate and/or repeated sexual or sex-based behav-
ior that is not welcome, not asked for, and not returned”
(p- 12).2* Sex-based behavior is expressed through both -
verbal and nonverbal messages in face-to-face commu-
nication. To lead others more effectively, you need to be
aware of how sexual harassment is experienced and
how to avoid it.

+ To better understand how others experience sexual har-
assment, we examine three components of Webb's definition
of sexual harassment. The first step is to be able to recognize
when the verbal and nonverbal messages and behaviors in
question are sexual or sex based in nature. This type of com-
munication can be placed on a continuum from least to most
severe. Examples of least severe include telling sexual jokes
or making sexual innuendos, flirting, or asking someone out
on a date. Examples of most most severe include forced fon-
dling, attempted or actual rape, and sexual assault.

The second step is observing that the verbal and non-
verbal messages are deliberate and/or repeated. Some mes-
sages are so graphic that the first time they are conveyed,
they are considered sexual harassment. Other messages are

¢ i
more subtle and can be considered sexual harassment only -

if they are repeated—for-example, brushing up against
someone in the break room. According to Webb, “the more
-severe the behavior is, the fewer times it needs to be repeated
before reasonable people define it as harassment; the less
severe it is, the more times it needs to be repeated” (p. 13).2
Third, sexual harassment is not welcome, not asked

for, and not returned. Webb mentions that “the less severe
the behavior is, the more responsibility the receiver has to
speak up; the more severe it is, the less responsibility the

_ receiver has to speak up” (p. 14).% In other words, if an

employee is being harassed with sexual jokes or innuen-
does or is in the room when others are viewing pornogra-
phy on the Internet, then it’s the employee’s responsibility
to inform the others of how the behavior is affecting him or
her. If the behavior is severe, such as fondling or sexual
assault, then the employee should immediately discuss the
situation with a supervisor, whose responsibility it is to
manage the situation.

Also, there are two major classifications of sexual har-
assment: quid pro quo harassment and hostile environment
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harassment. Quid pro quo sexual harassment is actual or
threatened use of rewards or punishment to gain sexual
compliance from a subordinate.”’ (Quid pro quo is a Latin
phrase that roughly translates as “something for something
else.”) An example of quid pro quo sexual harassment in the

'workplace would be a manager threatening not to promote

an employee unless the employee has sex with the manager.
It's sex or no promotion—something for something else.
Hostile environment sexual harassment is unwelcome conduct
of a sexual nature that interferes with a person’s ability to
perform a job or gain an education and that creates a hostile,
intimidating, or offensive working environment.”® Exam-
ples of hostile environment sexual harassment in the work-
place include constant use of lewd remarks and offensive
language that demeans a person’s sex.

#Technology and
Communication @ Work

Sexual Harassment on the Internet
Employees today need to be aware of not only what is said
and done in the physical office, but what is being said and
done in the virtual office as well.

Sexual harassment on the Internst can occur in a number
of ways.2® Two common forms include the following:

e Aharasser sends unwanted, abusive, threatening, or obscene
messages to a victim via email or instant messaging.

¢ A victim is subject to unwanted, abusive, threatening, or
obscene messages and/or comments on Internet forums,
blogs, and discussion boards. .

Types of Internet Sexual Harassment

(®) Gender Harassment

Unwelcome verbal and visual commeits and remarks that insult individuals
because of their gender or that use stimuli known or intended to provide

negative emotions.

(¥) Vexbal Gender Harassment

Offensive sexual messages aimed toward a victim that are initiated by a
harasser: gender-humiliating comments, rape threats; and sexual remarks
that are unwelcome; and are neither invited nor consensual: Verbal
harassment can be either passive or active, depending on wihiether the
harasser targets a specific victim (active) or targets potentia! recéivas
(passive). ‘

Y

® Gi‘aphic Gender Harassment

"The infentional sending of erotic, pornographic, lewd, and lascivions images
and digital recordings by. & harasser to specific or potential victims. Graphic
harassment often occurs via email, instant messaging, redirected/automatic

. linking, and pOp-ups.
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@) Unwanted Sexnal Attention

A harasser uses direct personal comnmmnication to harass a victim.
Additionally, the harasser uses personal con
direét!y relating to sex and/or sexvality, which are unw:
by the victim. These messages often refer to the victing'
the victim's sex {ife- refer 6 intimate subjects; ﬁnpbse 8
sounds; or insinuate or offer sex-related activities.

Once you know what sexual
to avoid it. Here are a few

avoiding sexually harassing another person at work,
* AVOID SEXUAL MESSAGES AND BEHAVIORS,

Sexual jokes, inappropriate touching, and sexual teas-
ing are to be avoided. We often assume that others are

like us and that they share our attity
ues—and our sense of humor. In th
Place, this assumption is inaccurate,

degrading.

* AVOID SEX-BASED MESSAGES. Sex-based mes-
sages are not Necessarily sexual in nature byt are based

on the person’s sex. Here are a few examples:

“This is man’s work. What are you doing here?”

“You should be home having more babies,”

anted or unwelcome
5 sew organy; refer to
ex-related itnages or

harassment js, j’ important
communication strategies for

des, beliefs, val-
e diverse work-

What one person
takes as joking, another may find offensive and

[To a stay-at-home dad] “Why aren’t

like other 8uys? You need to bring home the bacon,
raise kids.” '

MIunication to convey messages

“You're here only because of
gram.”

your behavior as harag
does, and the individ

ten to them repeatedly.

the affirmative action pro-

* STOP COMMUNICATING HARASSING MEs. -
SAGES. Suppose that although you do not perceive
Sment, another person clearly -

ual takes responsibility and -
informs you of how he or she feels. To ignore t*:'é
i t

* BE AWARE OF OTHER’S BEHAVIORS, Although

people should be upfront and
find your messages sexually h
can be as assertive as they nee
tions. Some may feel threatene

inform you when the

y

arassing, not everyone
d to be in certain situa-
d; others may not want

to be pegged as being uptight or not a team player.

Because of peer pressure, the
discomfort. Some may even

Y may not express their
say “It doesn’t bother

me.” But how they’re behaving reveals that they are

rms may be crossed, or
such as tapping a foot.)

bothered. (For example, their 4
they may be using an adaptor,

.

ach to motivation assumes
o humf: :rensgcl)lvr::: ;Sf;fe to participe.lte in the woil;
e Ol'der’ ation or team, you have to give them mob
o Paer rk processes. Leaders motivate others by
contro overlwcc'ees partners at work and giving.v them more
makil"g eifk(l')r}\,g anI::l problem-solving responsibilities.
decision-

izational
Recognize the need to be aware of organ

: e 3 . 13 n'

# culture for effective communicatio

i attern of beliefs, val-

Ol’ganizaﬁon‘:ﬂ C;J 1?11;251,5 :131:12?1:: t};lat are shared by jche
e ass'umphon a’nization, including written rules, ston'es,
e o o onies, and artifacts. Culture is a recursive
metapho;ZrC:iZI;ple kleaders create or‘ganization]'cf\lli ec:l’;\:;
D tori etaphors, ceremo. ) an
th:;ugtz glseel:j;ls}ffef: irrlliz;::;lizepthese messages,e ortg}:\sl;
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Sh.anflg e S1a ays embodied in one person——jma?y peolzan
S onme ahw sythrough the sharing of stories and me 1
o ox by errticipating in ceremonies. S0 many peophe
pk}or‘s y b}:)f aanization who influence or lead have the
:)V;::Ill?iaalllo ir:gﬂuence the organizational culture.

i ical i s of
2.4: Express the need to remain ethical in all form
; roles in an organization.
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Summary: Being Aware of How You Communicate at Work

Analyze how being aware of one’s own social different léadership behaviors depending on the situation.
it skills and those of others helps to adapt effectively T
\ to the communication skills of others,
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Chapter 2 Quiz: Being Aware of How You Com

at Work
2.2: Evaluate the different motivational approaches

followed in organizations,

The classical approach to motivation i

which are external and observable, ciple of reward and punishment,

The functional approach and the

leadership are similar in that they foc

s based on the prin-

Put simply, leaders
styles approach to

a goal. With the styles
approach, leaders are recognized for having a style that
they tend to uge ina consistent- manner. .

The situational and the transform
to leadership are different in that situ

You can’t just tell People what to do and e

ational approaches  wilj do it. People are motiva

ational leaders use




