~ Establishing a Framework for

ousiness Communication

() VALUE OF COMMUNICATION

We communicate to satisfy needs in both our work and
private lives. Each of us wants to be heard, appreci-
ated, and wanted. We also want to accomplish tasks and
achieve goals. Generally people communicate for three
basic purposes: to inform, to persuade, and to entertain.
However, in the professional workplace some of these
purposes have greater importance. Informing and per-
Suading are comimon purposes of communication in the
workplace; entertainment is less so. In addition, estab-
lishing and maintaining our credibility and positive rela-
tionships with others are also important purposes in an
organizational setting.

What is communication? Communica-

tion is the process of exchanging and inter- Abilities in Writing
preting information and meaning between ﬂlld SpPakil][] are

or among individuals through a system of
symbols, signs, and behavior. In ideal situ-

ations, the goal is to reach mutual under- of career success.

standing. Studies indicate that managers

typically spend 60% to 80% of their time

involved in communication. In your career activities, you
will communicate in a wide variety of ways, including

¢ |istening and contributing to decision making and
problem solving while attending meetings;

e writing various types of messages to inform and
persuade others about your ideas and the services
and products your organization provides;

e presenting information and persuasive messages
to large and small groups in face-to-face and virtual
environments;

¢ explaining and clarifying management procedures
and work assignments;

e coordinating the work of various employees,
departments, and other work groups;

e evaluating and counseling employees;

e promoting the company's products, services,
and image using a variety of channels in various
contexts.

THE COMMUNICATION PROCESS

Effective business communication is essential to success
in today’s work environments. Recent surveys of execu-
tives demonstrate that abilities in writing and speaking
are major determinants of career success in
many fields.! Although essential to personal
and professional success, effective busi-
ness communication does not occur auto-

mﬂjﬂr dﬁtﬁfminams matically. Your own experiences likely have

taught you that a message is not interpreted
correctly just because you transmitted it.
An effective communicator anticipates pos-
sible breakdowns in the communication
process—the unlimited ways the message can be mis-
understood. This mind-set provides the concentration to
plan and design the initial message effectively and to be
prepared to intervene at the appropriate time to ensure
that the message received is on target.

Consider the transactional process model of com-
munication presented in Figure 1.1. These seemingly
simple steps actually represent a very complex process.

A number of communication process models exist.
The transactional model is useful, though, because it
illustrates the complexity of the communication pro-
cess and reveals some of the challenges to effective
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interferences also called
barriers; numerous factors that
hinder the communication
process

organizational

communication the

movement of information within

the company structure °

formal communication
network anetwork of
communication flow typified by
the formal organization chart;
dictated by the technical, political,
and economic environment of the
organization ® mental distrac-
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Interruptions or distractions can create barriers to understanding.

communication that might enierge in a communication
encounter.

According to the transactional process model, two
parties involved in a communication encounter are
potentially both communicating at the same time, par-
tiu!larly if the encounter is face-to-face. That’s be;ause
in face-to-face communication situations, parties to the
encounter are contimlous]y intcrpreting each others
1191‘1\?81‘1);1[ signals. Some scholars say more than 90%
of the information in a face-to-face encounter may be
sent nonverbally, But even in a cellphone conversation
silences and tone of voice may be interpreted in vuriou;
ways. Even a written message may provide information
about the writer that he or she did not intend to convey.

In an ideal communication situation, one party
would be able to encode his or her message in such a
way that the receiving party would understand it exactly
as intended. However, this goal can be cha]]enging for a
variety of reasons, or what are called interferences or
barriers to effective communication. For example,

® differences in educa-
tional level, experience,
culture, and other char-
acteristics of the sender
and the receiver increase
the complexity of encod-
ing and decoding a
message;

physical interferences
in the channel, includ-
ing a noisy environ-
ment, interruptions,
and uncomfortable sur-
roundings, can occur;

tions, such as being
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Preoccupied with other matters and developing a
response, rather than listening, create barriers to
understanding.

Because of these barriers and because both parties to a
communication encounter may be Scnding information
both orally and nonverbally simultaneously, it can be very
challcnging to ensure that the information is received as
intended. For this reason, it is particularly important to
check for understanding rather than assume that it has
taken place, particularly when communicating important
messages to audiences that are less familiar to us,

You can surely compile a list of other barriers that
affect your ability to communicate with friends, instruc-
tors, coworkers, supervisors, and others. By being
aware of them, you can concentrate on removing these
interferences,

COMMUNICATING WITHIN
ORGANIZATIONS

To be successful, organizations must create an envi-

ronment that energizes and encourages employees to
accomplish tasks by promoting genuine openness and
effective communication. -

Organizational communication is communication
that occurs with an organizational context. Regardless of
your career or level within an organization, your ability
to communicate will affect not only the success of the
organization but also your personal success and advance-
ment within that organization.

1-3a Communication Flow in
Organizations

Communication occurs in a variety of ways within an
organization. Some communication flows are planned
and structured; others are not. Some communication
flows can be formally depicted, whereas some defy
description,

FORMAL AND INFORMAL COMMUNICATION
NETWORKS

Communication within an organization involves hoth
formal and informal networks,

* Formal communication network. This channel
is typified by the formal organization chart, which
is created by management to define individual
and group relationships and to specify lines of
responsibility. Essentially, the formal system is

dictated by the managerial, technical, cultural,
and structural environment of the organization.
Within this system, people are required to behave
and to communicate in certain ways simply to get
work done.

e Informal communication network. This net-
work, which is commonly called “the grapevine,”
continuously develops as people interact within
the formal system to accommodate their social and
psychological needs. Because the informal network
undergoes continual changes and does not paral-
lel the organizational chart, it cannot be depicted
accurately by any graphic means,

The Formal Communication Network When employ-
ees rely almost entirely on the formal communica-
tion system as a guide to behavior, the system might
be identified as a bureaucracy. Procedures manuals,
job descriptions, organization charts, and other written
materials dictate the required behavior. Communication
channels are followed strictly, and red tape is abundant.
Procedures are generally followed exactly; terms such as
rules and policies serve as sufficient reasons for actions.
Even the most formal organizations, however, cannot
function long before an informal communication system
emerges. As people operate within the organized system,
they interact on a person-to-person basis and create an
environment conducive to meeting their personal emo-
tions, prejudices, likes, and dislikes.

In a workplace, employees are generally expected
to satisfy a formal system of arriving at work on time,
fulfilling their job duties, working well with others, and
addressing their supervisor’s requests. However, some
employees may not openly accept these expectations and
may arrive at work late and spend an undue amount of
time “around the water cooler.” If these informal prac-
tices become more widely spread, the purposes of the
group may move from a focus on completing tasks to that
of socializing with others or speculating about organiza-
tional events or activities. Obviously, the informal system
benefits people because it meets their needs, but it also
may affect the overall communication of the group in

important ways.

The Informal Communication Network As people talk
casually during breaks, text one another, or chat online,
the focus usually shifts from topic to topic. One of the
usual topics is work—job, company, supervisor, fellow
employees. Even though the formal system includes
definite communication channels, the grapevine tends to
develop and operate within all organizations. Consider
these points related to the accuracy and value of grape-

vine communication:

Master-L/Shutterstock.com
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The office grapevine carries informal messages.

® Asacommunication network, the grapevine has a
reputation for being speedy but inaccurate. In the
absence of alarms, the grapevine might be the most
effective way to let occupants know that the build-
ing is on fire. It certainly beats sending an email.

o Although the grapevine often is thought of as a
channel for inaccurate communication, in reality
it is no more or less accurate than other channels.
Even formal communication can become inaccurate
and filtered as it passes from level to level in the
organizational hierarchy.

® The inaccuracy of the grapevine has more to do with
the message input than with the output. For exam-
ple, the grapevine is noted as a carrier of rumors,
primarily because it carries informal messages. If
the input is a rumor, and nothing more, the output
obviously will be inaccurate. But the output might
be an accurate description of the original rumor.

® In a business office, news about promotions, per-
sonnel changes, company policy changes, and
annual salary adjustments often is communicated
through the grapevine long before being con-
veyed through formal channels. The process works
similarly in colleges, where information about
instructors typically is not officially published but is
known by students, often through word-of-mouth.
How best to prepare for examinations, instructor
attitudes on attendance and homework, and even
faculty personnel changes are messages that travel
over the grapevine,
informal communication
network anetwork of
communication flow that
continuously develops as people
interact within the formal system
to accommodate their social and
psychological needs

® A misconception
about the grapevine
is that the message
passes from person to
person until it finally
reaches a person who
can't pass it on—the
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end of the line. Actually, the grapevine works as a
network channel. Typically, one person tells two or
three others, who each tell two or three others, who
each tell two or three others, and so on. Thus, the
message might spread to a huge number of people
in a short time, especially now that the grapevine
includes digital forms of communication, such as
social networking sites and Twitter,

® The grapevine has no single, consistent source,
Messages might originate anywhere and follow

various routes,

Due at least in part to widespread c‘lownsizing and corpo-
rate scandals during the last few years, employees in many
organizations are (1e11]anding that they be better informed.
Some companies have implemented new formal ways,
such as newsletters and intranets, as well
ways, including blogs and Twitter, for sharing informa-
tion with their internal constituents, Company openness
with employees about management decisions and finan-
cial issues means conveying more information through
the formal system rather than risking its miscommunica-
tion through informal channels. Online eyewear retailer
Warby Parker, for example, grew from a small start-up
to a 300-employee company in just three ye
to keep the lines of communic

add notes from meetings,

key lessons from the past or present, or team updates.
The transparent company culture extends to each of its
employees submitting weekly “happiness ratings” (on a
0 to 10 scale) and participating in quarterly, one-on-one,
“360 reviews” in which brutal honesty is encouraged.?

An informal communication network will emerge
from even the most carefully designed formal system,
Managers who ignore this fact are attempting to manage
blindfolded. Instead of denying or condemnin g the grape-
vine, the effective manager will learn to use the informal
communication network, The grapevine, for instance, can
be useful in counteracting rumors and false information.

downward
communication atype

of communication that flows
from supervisor to employee,
from policy makers to operating
personnel, or from top to bottom
on the organization chart

upward communication
a type of communication that is
generally a response to requests
from supervisors

DIRECTIONS OF
COMMUNICATION
FLOW

The direction in which
communication flows in an
organization can be down-
ward, upward, or horizon-
tal, as shown in F igure
1-2. Because these three
terms are used frequenﬂy
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as informal

ars. In order
ation open, the company
has an “Ask Anything” segment of its weekly meetings,
in which employees can ask anything. The Warby Parker
Wiki enables employees to

in communication discussions, they deserve clarification.
Although the concept of flow seems simple, direction has
meaning for those participating in the organizational com-
munication process.

Downward Communication The communication that
flows from supervisor to employee, from policy makers to
operating personnel, or from top to bottom on the orga-
nization chart is called downward communication. A
simple policy statement from the top of the organization
might grow into a formal plan for operation at lower lev-
els. Teaching people how to perform their specific tasks
is an element of downward communication. Another
clement is orientation to a company’s rules, practices,
procedures, history, and goals. Employees learn about
the quality of their job performance through downward
communication.

Downward communication normally involves both
written and spoken methods and makes use of the fol-
lowing assumptions:

DOWNWARD COMMUNICATION

» People at high levels in the organization usually
have greater knowledge of the organization’s
mission and goals than do people at lower levels.

» Both spoken and written messages tend to
become larger as they move downward through
organizational levels. This expansion results
from attempts to prevent distortion and is more
noticeable in written messages.

» Spoken messages are subject to greater changes
in meaning than are written messages.

When a supervisor sends a message to a subordinate
employee who then asks a question or nods in agreement,
the employee has given signs of feedback. Feedback
can flow both downward and upward in organizational
communication through traditional as well as informal
channels,

Upward Communication The information that flows
from the front lines of an organization to the top is
upward communication. When management requests
information from lower organizational levels, the result-
ing information becomes feedback to that request.
Employees talk to supervisors about themselves, their
fellow employees, their work and methods of doing it,
customer needs and perceptions, and their own percep;
tions of the organization. These comments are coni-
monly feedback to the downward flow transmitted in

A(I{NWA FLOW OF INFORMATION WITHIN AN ORGANIZATION

UPWARD COMMUNICATION

Progress reports (spoken and written)
» Results/accomplishments

= Problems/clarifications Work assignments

HORIZONTAL OR
LATERAL COMMUNICATION

UPWARD COMMUNICATION

P Upward communication is primarily feedbackto *
requests and actions of supervisors.

» Upward communication can be misleading -
because lower-level employees often tell their
superiors what they think their superiors want. to
hear. Therefore, their messages might contradict
their true observations and perceptions.

) Upward communication frequently involves risk
to an employee and is dependent on trust in the
supervisor.

P Employees will reject superficial attempts by
management to obtain feedback.

| DOWNWARD COMMUNICATION |

Policies and procedures
Organizational goals and strategies

Employee development
¢ Job role/responsibility

« Performance appraisal
(formal and informal)

¢ Constructive criticism
¢ Deserved praise and recognition

Coordination of interrelated activities
Problem-solving efforts

UPWARD COMMUNICATION

Ideas/suggestions
Feelings/attitudes

both spoken and written forms by group meetings,
emails, procedures or operations manuals, comp.any
news releases, the company intranet, and the grupe\rmef.
Although necessary and valuable, upward communi-
cation involves risks. The following factors are important
to consider when upward communication is inv()lved:.
When effectively used, upward communicatmnl
keeps management informed about th(?‘fee[ings of
lower-level employees, taps the expertise of employees,
helps management identify both difficult and pote.n—
tially promotable employees, and paves the way for even
more effective downward communication. Upward com-
munication is key to keeping employees engaged and

informed and is especially eritical in tapping the power
of younger employees who expect to collaborate rather

o ]
than to be supervised.
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horizontal (or lateral)
communication nate their activities to

Horizontal Communication Horizontal, or lateral,
communication describes interactions between orga-
nizational units on the same hierarchical level. These
interactions reveal one of the major shortcomings of
organizational charts: they do not recognize the role of
horizontal communication when thcy depict auth()rity
relationships by placing one box higher than another and
define role functions by placing titles in those boxes. Yet
management should realize that horizontal communica-
tion is the primary means of achieving coordination in
a functional organizational
structure. Units  coordi-

interactions between
organizational units on the same
hierarchical level

internal messages
messages intended for recipients
within the organization

external messages
messages directed to recipients
outside the organization

accomplish task goals just
as adjacent workers in a
production  line  coordi-
nate their activities. So for
horizontal communication
to be maximally effective,
the peop[e in any system
or organization should be
available to one another.

Many companies realize that the traditional hier-
archy organized around functional units is inadequate
for competing in increasingly competitive global mar-
kets. T hey value work teams that integrate work-flow
processes rather than specialists in a single function or
product. Such work teams can break down communica-
tion barriers between isolated functional departments,
and communication patterns take on varying forms to
accommodate team activities.

1-3b Levels of Communication

Communication can involve sending messages to both large
and small audiences. Internal messages are intended for
recipients within the organization. External messages
are directed to recipients outside the organization. When
c-onsidering the intended audience, communication can
be described as taking place on five levels: intrapersonal,
interpersonal, group, organizational, and public. Figure 1.3
depicts the five audience levels. An effective communicator
has a clearly defined purpose for each message and selected
strategies for targeting his or her intended audience.

LT LEVELS OF COMMUNICATION

COMMUNICATION LEVELS

INTRAPERSONAL

* Communication within oneself

¢ Not considered by some to be true communication as
it does not involve a separate sender and receiver

verbal and/or nonverbal communication.

INTERPERSONAL

EXAMPLES

Individual considers how others respond to his or her

¢&9 CONTEXTUAL FORCES

INFLUENCING BUSINESS
COMMUNICATION

All communication occurs within a context, which is the

situation or setting. Context can influence the content,
the quality, and the effectiveness of a communication
event. The effective communicator will recognize the
importance of context, identify the contextual elements
that will influence communication, and adjust messages
in response. Four important contextual forces influence
the communication process today and help determine
and define the nature of the communication that should
occur, as shown in Figure 1.4. These forces are legal and
ethical constraints, diversity challenges, changing tech-
nology, and team environment.

1-4a Legal and Ethical Constraints

Legal and ethical constraints act as contextual or envi-
ronmental forces on communication because they set
boundaries in which communication rightfully occurs.
International, federal, state, and local laws affect the
way that various business activities are conducted. For
instance, laws specify that certain information must be
stated in messages that reply to credit applications and
those dealing with the collection of outstanding debts.
Furthermore, one’s own ethical standards will often
influence what a person is willing to say in a message.
For example, a system of ethies built on honesty might

Fotoluminate LLC/Shutterstock.com

right and wrong behavior, provides further boundaries
for professional activity.

The press is full of examples of unethical conduct in
business and political communities, but unethical behav-
jor is not relegated to the papers—it has far-reaching
consequences. Those affected by decisions, the stake-
holders, can include people inside and outside the
organization. Employees and stockholders are obvious
losers when a company fails. Competitors in the same
industry also suffer because their strategies are based
on what they perceive about their competition. Beyond
that, financial markets as a whole suffer due to erosion of
public confidence.

Business leaders, government officials, and citizens
frequently express concern about the apparent erosion
of ethical values in society.
Even for those who want
to do the right thing, mat-

context a situation or setting in

which communication occurs

ters of ethics are seldom

require that the message provide full disclosure rather
than a shrouding of the truth. Legal responsibilities, then,
are the starting point for appropriate business communi-
cation. One’s ethical belief system, or personal sense of

(IR FACTORS INFLUENCING BUSINESS COMMUNICATION :

stakeholders peopleinside
and outside the organization who
are affected by decisions

e () icati “hvee q : ¢ g i ~.
Communication between two people Supervisor and subordinate, two coworkers clear-cut decisions of right

¢ Task goal to acc ish work confronti >
ask gos ccomplish work confronting them versus wrong, and they

* Maintenance goal to feel better about themselves
and each other because of their interaction
GROUP

¢ Communication among more than two pcnple

often contain ambiguous

Work group, project team, department meeting
* Goal of achieving greater output than individual

efforts could produce
ORGANIZATIONAL

.} * Groups combined in such a way that large tasks may  Company, organization LEGAL AND ETHICAL CHANGING DIVERSITY TEAM

| ' ‘({C f‘lﬂ'“f;”‘l.’“’flrd CONSTRAINTS TECHNOLOGY CHALLENGES ENVIRONMENT
l‘ ' o8 ") P U_‘?‘ ing adequate structure for groups to  International Laws e Accuracy and Security ¢ Cultural Differences ¢ Trust

; achieve their purposes ¢ Domestic Laws Issues * Language Barriers * Team Roles

l‘ PUBLIC ¢ Codes of Ethics ¢ Telecommunications * Gender Issues * Shared Goals and
i * The organization reaching out to its public to achieve ~ Media advertisement, website communication, annual * Stakeholder Interests * Software Applications * Education Levels Expectations

L its goals report * Ethical Frameworks  “High-Touch” Issues * Age Factors * Synergy

| e Personal Values ¢ Telecommuting ¢ Nonverbal Differences  * Group Reward

* Goal of reaching many with the same message

e Databases ¢ Distributed Leadership
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elements. In addition, the pressure appears to be felt
most strongly by lower-level managers, often recent
business school graduates who are the least experienced
at doing their jobs.

THE FOUNDATION FOR LEGAL AND ETHICAL
BEHAVIOR

Although ethics is a common point of discussion, many
find defining ethics challenging, Most people immedi-
ately associate ethics with standards and rules of con-
duct, morals, right and wrong, values, and honesty. Dr.
Albert Schweitzer defined ethics as “the name we give
to our concern for good behavior. We feel an obligation
to consider not only our own personal well-being, but
also that of others and of human society as a whole.™ In
other words, ethics refers to the principles of right and
wrong that guide you in making decisions that consider
the impact of your actions on others as well as yourself.
Although the recorded accounts of legal and ethical
misconduct would seem to indicate that businesses are
dishonest and unscrupulous, keep in mind that millions of
business transactions are made daily on the basis of Lion-
esty and concern for others, Why should a business make
ethical decisions? What difference will it make? Johan
Karlstrom, global chief executive officer of construction
glant Skanska, gave a powerful reply to these questions;

When you understand that profits and a strong
values base go together then you have a com-
pany that employees are so proud of. We want
our team to feel that they're doing something
that has a higher meaning, that they feel like
“I'm part of something bigger, part of a bigger
puzzle driving society in a positive direction.”s

CAUSES OF ILLEGAL AND UNETHICAL
BEHAVIOR

Understanding the major causes of illegal and unethical
behavior in the workplace will help you become sensi-
tive to signa]s of‘escalating pressure to compromise your
values. Unethical corporate behavior can have a number
of causes:
¢ Excessive emphasis on profits. Business manag-
ers are often judged and paid on their ability to
increase business profits, This emphasis on profits
might send a message
ethics the principles of right that the end justifies the

and wrong that guide one in means.

making decisions that consider * Misplaced corporate
the impact of one’s actions on

others as well as on the decision loyalty. A misplaced
maker sense of corporate

loyalty might cause
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an employee to do what seems to be in the best
interest of the company, even if the act is illegal or
unethical.

¢ Obsession with personal advancement. Employees
who wish to outperform their peers or are working
for the next promotion might feel that they cannot
afford to fail. They might do whatever it takes to
achieve the objectives assigned to them.

® Expectation of not getting caught. Thinking that the
end justifies the means, employees often believe
illegal or unethical activity will never be discovered.
Unfortunately, a great deal of improper behavior
escapes detection in the business world. Believing
no one will ever find out, employees are tempted to
lie, steal, and perform other illegal acts.

¢ Unethical tone set by top management. If top man-
agers are not perceived as highly ethical, lower-level
managers might be less ethical as a result. Employ-
ees have little incentive to act legally and ethically
if their superiors do not set an example and encour-
age and reward such behavior. The saying“The
speed of the leader is the speed of the pack”illus-
trates the importance of leading by example.

® Uncertainty about whether an action is wrong. Many
times, company personnel are placed in situations
in which the line between right and wrong is not
clearly defined. When caught in this gray area, the
perplexed employee asks, “How far is too far?”

® Unwillingness to take a stand for what is right.
Often employees know what is right or wrong but
are not willing to take the risk of challenging a
wrong action. They might lack the confidence or
skill needed to confront others with sensitive legal
or ethical issues. They might remain silent and then
Justify their unwillingness to act.

FRAMEWORK FOR ANALYZING ETHICAL
DILEMMAS

Determining whether an action is ethical can be difficult.
Learning to analyze a dilemma from both legal and ethi-
cal perspectives will help you find a solution that con-
forms to your own personal values. Figure 1.5 shows the
four conclusions you might reach when considering the
advisability of a particular behavior.

Dimension 1: Behavior that is illegal and unethical
When considering some actions, you will reach the con-
clusion that they are both illegal and unethical. The law
specitically outlines the “black” area—those alternatives
that are clearly wrong—and your employer will expect you
to become an expert in the laws that affect your particular

area. When you encounter an unfamiliar area, you must
investigate any possible legal implications. Obviously,

DIMENSION 2
Behavior that is illegal
yet ethical

DIMENSION 1
Behavior that is illegal
and unethical

DIMENSION 4
Behavior that is both
legal and ethical

DIMENSION 3
Behavior that is legal
yet unethical

i
o
£
2

4
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Dimension 2: Behavior that is illegal yet ethical
Occasionally, a businessperson will decide that. even
though a specific action is illegal, there is a justlﬁablle
reason to break the law. A case in point is a law passed in
Vermont that makes it illegal for a pharmaceutical com-
pany to give any gift valued at more than $25 to doctors
or their personnel.® Those supporting the law charge

obeying the law is in the best interest of 11.1] con\corned:
you as an individual, your company, and soc1frty. (.olntmc-
tual agreements between two parties also off(:r_gqu.ancc
for legal decision making. Frequently, your own m(h\.ﬂdual
sense of right and wrong will also confirm that the 1llega?l
action is wrong for you personally. In such situations, deci-

sions about appropriate behavior are obvious.

ETHICAL DILEMMAS ...

Identifying ethical issues in typical workplace situations can be d.ifficult, and

coworkers and superiors might apply pressure for seemingly logical reasons.

To illustrate, examine each of the following workplace situations for a pos-

sible ethical dilemma:

b In order to achieve profit expectations, a stockbroker hides the financial
risk of an investment product from potential clients.

P To prevent an adverse effect on stock prices, corporate officers deliber-
ately withhold information concerning a possible corporate takeover.

P To protect the organization, management decides not to publicize a
design flaw in an automobile that could lead to possible injury and even _
death to consumers, because the announcement might result in legal action.

iRy e

b A supervisor takes advantage of his position and threatens an employee with dismissal if she does not acquies
to his inappropriate requests and language use, .

» Angry because of an unfavorable performance appraisal of a colleague, an em ployee leaks conflqentlal informa-
tion to the colleague that creates distrust among others in the department and results in a lawsuit.

; . ; e g
Your fundamental morals and values provide the foundation for making ethical decisions. However, as the p;revllou
examples imply, even seemingly minor concessions in day-to-day decisions can gradually weaken an individua
’

ethical foundation.
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experiences within their own society. Culture could be
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that the giving of freebies drives up medical costs by described as “the way of life” of a people and includes a

4. Does the action pass the light-of-day test? That is, if photo of American television personality Kendall Jen-
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encouraging doctors to prescribe new, more expensive
brand-name drugs. The law’s opponents contend that
the gifts do not influence doctors and are merely educa-
tional tools for new products. Although a pharmaceuti-
cal firm and its employees might see nothing wrong with
providing gifts worth in excess of $25, they would be well
advised to consider the penalty of $10,000 per violation
before acting on their personal ethics. A better course of
action would be to act within the law, possibly while lob-
bying for a change in the law.

Dimension 3: Behavior that is legal yet unethical If
you determine that a behavior is legal and complies with
relevant contractual agreements and company policy,
your next step is to consult your compauy’s or profes—
sion’s code of ethics. This written document summa-
rizes the company’s or profession’s standards of ethical
conduct. Some companies refer to this document as a
credo. If the behavior does not violate the code of etli-
ics, then put it to the test of your own personal integ-
rity. You may at times reject a legal action because it
does not “feel right.” Most Americans were appalled
to learn that the marketing of sub-prime loans pack-
aged as reputable securities has been blamed for caus-
ing the “Great Recession.” Although they might have
acted legally, their profiting at the expense of company
employees, stockholders, and the public hardly seemed
ethical. You might be faced with situations in which you
reject a behavior that is legal because you would not be
proud to have your family and community know that you
engaged in it.

Dimension 4: Behavior that is both legal and ethical
Decisions in this dimension are easy to make. Such actions
comply with the law, company policies, and your profes-
sional and personal codes of ethics.

The Pagano Model offers a straightforward method
for determining whether a proposed
action is advisable.” For this sys-
tem to work, you must answer the
following  six questions
honestly:

1. Is the proposed action
legal? (This is the core
starting point.)

2. What are the benefits
and costs to the peo-
ple involved?

©Philip Date/Shutterstock.com

3. Would you want this
action to be a universal
standard, appropriate
for everyone?
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your action appeared on television or others learned
about it, would you be proud?

5. Does the action pass the Golden Rule test? That i,
would you want the same to happen to you?

6. Does the action pass the ventilation test? Ask the opin-
ion of a wise friend with no investment in the outcome.
Does this friend believe the action is ethical?

1-4b Diversity Challenges

Diversity in the workplace is another force influencing
communication. Differences between the sender and
the receiver in areas such as culture, age, gender, and
education require sensitivity on the part of both parties
so that the intended message is the one that is received.

Understanding how to communicate effectively
with people from other cultures has become more
iutegra] to the work environment as many us compa-
nies are increasingly conducting business with inter-
national companies or becoming multinational. Even
when a person can communicate, it may differ in other
countries. For example, France’s administrative court
recently ruled that tech workers’ right to health and rest
was not sufficiently protected by existing laws. What
this means is that a tech worker in France can choose
to not check his work email during his legally mandated
rest period and not face retribution.’ For Americans,
who may dare not even think of “unplugging,” cultural
differences might require adjustments to communica-
tion expectations.

When addressing cultural differences, successful
communication must often span barriers of language and
differing worldviews resulting from societal and religious
beliefs and practices. When a person fails to consider
these factors, communication suffers, and the result is
often embarrassing and poten-
tially costly. To be success-
ful on an international scale,
managers need to be aware of
cultural differences and be
willing to work to ensure

that effective commu-
nication occurs despite
these barriers,

Cultural blunders
aren’t limited to inter-
national communication

situations, however, If
April 2014, the magazine
Marie Claire tweeted 2

ner wearing cornrows with the message “Kendall Jenner
takes bold braids to a new epic level.” Twitter followers
interprcted the message to insinuate that Jenner had
invented the braided hairstyle, and a flurry of responses
ensued reminding the magazine that African Americans
and others have worn the hairstyle for centuries.® This
example shows how much “homework” is involved in
maintaining good relations with customers or clients
from other cultures, and the danger of instantaneous
messaging. The potential barrier of language is obvious
in international situations; however, successful commu-
nicators know that much more is involved when inter-
acting across cultures, genders, ages, abilities, and other
differences, regardless of national boundaries.

COMMUNICATION OPPORTUNITIES AND
CHALLENGES IN DIVERSITY

As world markets continue to expand, US employees at
home and abroad will be doing business with more peo-
ple from other countries. You might find yourself working
abroad for a large American company, an international
company with a plant in the United States, or a company
with an ethnically diverse workforce. Regardless of the
workplace, your diversity skills—that is, your ability to
communicate effectively with both men and women of
all ages, cultures, and minority groups—will affect your
success in today’s culturally diverse global economy.

\V()rkpluce: diversity can lead to misunderstandings
and miscommunications, but it also poses opportunities
to improve both workers and organizations. Employees
must be prepared to communicate effectively with work-
ers of different nationalities, genders, races, ages, abili-
ties, and other characteristics.

Being a part of a diverse workforce will require you
to communicate with everyone and to support colleagues
in reaching their fullest potential and contributing to the
company’s goals. To lessen miscommunication, which
inevitably occurs, increasing numbers of companies have
undertaken diversity initiatives and are providing diver-
sity training seminars to help workers understand and
appreciate gender and age differences and the cultures

of coworkers.

CULTURE AND COMMUNICATION

The way messages are decoded and encoded is not just a
function of the experiences, beliefs, and assumptions of
the person sending or receiving those messages but also
is shaped by the society in which he or sh‘e lives. :
People learn patterns of behavior h'on? their c‘ul_
ture. The culture of a people is the product of their living

vast array of behaviors and beliefs. These patterns affect
how people perceive the world, what they value, and
how they act. Differing patterns can also create barriers

to communication.

BARRIERS TO INTERCULTURAL

COMMUNICATION

Because cultures give different definitions of such basics
of interaction as values and norms, people raised in two
different cultures can clash in various ways.

e Ethnocentrism. Problems occur between people of
different cultures primarily because people tend to
assume that their own cultural norms are the right
way to do things. They wrongly believe that the
specific patterns of behavior desired in their own
cultures are universally valued. This belief, known as
ethnocentrism, is certainly natural; but learning
about other cultures and developing sensitivity will
help minimize ethnocentric reactions when dealing

with other cultures.

e Stereotypes. We often form a mental picture of the
main characteristics of another group, creating pre-
formed ideas of what people in this group are like.
These pictures, called stereotypes, influence the
way we interact with members of the other group.
When we observe a behavior that conforms to the
stereotype, the validity of the preconceived notion
is reinforced. We often view the other person as a
representative of a class of people rather than as an
individual. People of all cultures have stereotypes
about other cultural groups they have encountered.
These stereotypes can interfere with communica-
tion when people interact on the basis of the imag-
ined representative and not the real individual.

perceives time and
its use is called
chronemics. In the
United States, we
have a saying that
“time is money.”
Canadians, like some
northern Europe-
ans who are also
concerned about
punctuality, make
appointments, keep
them, and complete
them, and waste no
time in the process. In
some other cultures,
time is the cheapest

Interpretation of time. The study of how a culture

diversity skills the ability
to communicate effectively with
both men and women of all ages,
cultures, and minority groups

ethnocentrism the assumption
that one's own cultural norms are
the right way to do things

stereotypes mental pictures
that one group forms of the main |
characteristics of another group,
creating preformed ideas of what
people in this group are like

chronemics the study of howa
culture perceives time and its use
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Proxemics the study of

Although Americans and some Europeans believe “time is money,” other cultures
are less concerned about economy of time. Above, the Prague Orloj astronomical
dock, installed in 1410, is the oldest still-working clock in the world,

commodity and an inexhaustible resource; time
répresents a person’s span on Earth, which is only
part of eternity. To these cultures, engaging in long,
casual conversations prior to serious discussions

or negotiations is time well spent in establishing
and nurturing relationships. On the other hand, the
time-efficient American businessperson is likely to
fret about wasting precious time.

® Personal space requirements. Space Operates as a
language just as time does. The study of cultural
Space requirements is known as proxemics. In all
cultures, the distance between people functions
in communication as “personal space” or “personal
territory.” In the United States, for example, for
intimate conversations with close friends and rela-
tives, individuals are willing to stay within about a
foot and a half of each other; for casual conversa-
tions, up to two or three feet; for job interviews
and personal business, four to twelve feet; and for
public occasions, more than twelve feet. However,
in many cultures outside the United States, closer
personal contact is accepted, or greater distance
might be the norm.

® Bodylanguage. The
study of body language

cultural meanings—the familiar North Ameri-
can symbol for “okay” means zero in France,
money in Japan, and an expression of vulgar-
ity in Brazil, Similarly, eye contact, posture,
and facial expressions carry different mean-
ings throughout the world.

® Translation limitations. Words in one lan-
guage do not always have an equivalent
meaning in other languages, and the concepts
the words describe are often different as well.
Translators can be helpful, but keep in mind
that a translator is working with a second lan-
guage and must listen to one language, men-
tally cast the words into another language,
and then speak them. This process is difficult
and opens the possibility that the translator
will fall victim to one or more cultural barri-
ers. Even if you cannot speak or write another
language fluently, people from other cultures
will appreciate simple efforts to learn a few
common phrases,

DEVELOPING CULTURAL INTELLIGENCE

One way to improve your ability to communicate with
those from other cultures is to develop your cultural
intelligence. Cultural intelligence can be defined as “a
person’s capability to adapt as he or she interacts with
others from different cultural regions.”® There are three
elements of cultural intelligence:

® Cognitive knowledge: The possession of a wide-
ranging information base about a variety of people
and their cultural customs,

® Motivation: Healthy self-efficacy, persistence, goals,
value questioning, and integration.

Behavioral adaptability: The capacity to interact in a
wide range of situations, environments, and diverse
groups.

The Glohal Literacy Competence (GLC) Model offers a
road map to begin to conceptualize the stages of cultural
intelligence development (see Figures 1.6 and 1.7). The
GLC assumes that ascending to a higher level of global
ﬁmctioning is not only possible but is required for excel-
lence in a cross-cultural environment. To do so requires
a commitment to personal growth, openness, and con-
tinuous learning about other cultures and customs.

ATHI[:TMH GLOBAL LEADERSHIP COMPETENCY MODEL
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is known as kinesics,
Body language is not

telecommuting also called
cultural space requirements

teleworking; working at home
or other remote locations and
sending and receiving work from
the company office electronically

for example, collaboration
(to facilitate working in
groups and teleconferenc-
ing) or sophisticated corpo-
rate directories, sales and
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il 1-4c Changing Technology
kinesics tl?e sFudy oL b.ody universal, but instead is
language, which is not universal, | df e
but instead is learned from one’s earned from one's cul-
culture ture. Even the most basic

gestures have varying

Electronic tools create opportunities that range from

new kinds of communications to improved quality
of the messages themselves. Electronjc tools, such as

itical in busi intelligence,
It's critical in business to develop a cultural g

15

CHAPTER 1: Establishing a Framework for Business Communication

14 PART ONE: Communication Foundations




- FIGURE 1.7 LEVELS OF GLOBAL COMMUNICATION COMPETENCE

LR e

LEVEL DESCRIPTION

Awareness This is the novice stage; with exposure come vague impressions, They are brief sensations of
which people are barely conscious. At this level. there is little or no sense-making, but a dawning
awareness of something different and possibly interesting, strange, [rightening, or annoying,

Understanding At this stage individuals begin to exhibit some conscious effort to learn why people are the way
they are and why people do what they do. They display interest in those who are different from
themselves. Sanchez et al. (2000) refer to this as the “transition stage.” This is a stage whereby
the individual collects information through reading, observation, and real experiences as well as
by asking questions to learn more about the new cultural phenomenon.

Appreciation Individuals begin to take a “leap of faith” and experience a genuine tolerance of different points
of view, Through understanding the basic differences as well as arcas where one thinks, acts,
and reacts similarly, a positive feeling towards the “new” cultural phenomenon begins to form.
Individuals not only put up with the “new” culture but also display a genuine appreciation of
and, in some cases, preference for certain aspects of the “new” culture.

Acceptance In this stage, the possibility of interaction between cultures increases appreciably. People are
more sophisticated both in terms of recognizing commonalities and in terms of effectively
dealing with differences. At this stage, there is the willingness to acquire new patterns of
behavior and attitudes. This is a departure from the ethnocentric notion that “my way is the
best way and the only way.”

Internalization At this stage, the individual goes beyond making sense of information and actually embarks
on a deliberate internalization process, with profound positive feelings for the once unknown
cultural phenomenon. At this stage, there is a clear sense of self-understanding leading to
readiness to act and interact with the locals/mationals in a natural, appropriate, and cu]turu]ly
effective manner.

Adaptation Cultural competence becomes a way of life. It is internalized, to the degree that it is out of
one’s cansciousness, thus becomes effortless and second nature. Individuals at this level display
and possess (1) The capacity for gathering kn()\\f[e(lge about different cultures, (2) drive or
motivation, and (3) behavioral adaptability—the capacity to act effectively based upon their
kno\vledge and motivation.

Source: C. 0. Chin, J. Gu, and S. Tubbs, (2001). Developing global leadership competencies. Journal of Leadership Studies, 7(4):
20-35.

social media a group of
Internet-based applications that
allow the creation and exchange
of user-generated content

customer l'elntionship management tools, and project
management, to advance productivity.

Intranets are also being used as corporate cul-
ture-change platforms, For example, large numbers of
employees discussing key issues in an intranet forum
application could lead to new ideas in management, pro-
ductivity, quality, and other corporate issues. When part
of an intranet is made accessible to customers and others
outside the business, that segment becomes part of an
extranet, or a network between organizations.

A related development is the growing use of social
media in organizations.
Social media is “a group
of Internet-based applica-
tions that build on the ide-
ological and technological
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foundations of Web 2.0, and that allow the creation
and exchange of user-generated content.” Social media
depends on mobile and Web-based technologies to cre-
ate highly interactive platforms through which individu-
als and communities share, co-create, discuss, and modify
user-generated content. It introduces substantial and per-
vasive changes to communication between organizations,
communities, and individuals, In a business context,
social media provides opportunities to engage in mar-
keting research, communication, sales promotions/dis-
counts, and relationship development/loyalty programs,
Although many benefits are provided through the
use of technology in organizations, challenges or risks
also must be recognized. Knowing how to “tunnel”
through the vast amounts of irrelevant information avail-
able on the “digital highway™ to find what you want can

LEGAL AND ETHICAL IMPLICATIONS OF TECHNOLOGY

In addition to its many benefits, technology poses some challenges
for the business communicator. For instance, technology raises issues
of ownership, as in the case of difficulties that arise in protecting

the copyright of documents transmitted over the Internet. Tech nol:
ogy poses dilemmas over access, that is, who has the right to certain
stored information pertaining to an individual or a company.

Technology threatens our individual privacy, our right to be left : =

alone, free from surveillance or interference from other individuals or ,
organizations. Common invasions of privacy caused by technology include

P monitoring your Internet use, infiltrating your information, and sending advertising based on your browsing

history;

P monitoring the exact tim(e employees spend on a specific task and between tasks and the exact numl.aer andd
length of breaks, and supervisors’ or coworkers’ reading of another employee’s email and computer files; an

P spreading of spyware and various computer “bugs” through the Internet.!!

be overwhelming. The experience can also be expen-
sive in terms of human time spent and charges incurred
for online time. Locating information from electronic
sources requires that you know the search procedures
and methods for constructing an effective search strat-
egy. There are also possible legal liabilities that can arise
from improper use of technological resources.

Effective use of various communication technologies
helps ensure timely, targeted messages and responses
and helps build interpersonal relationships. This respon-
siveness leads to positive interactions with colleagues and

strong customer commitment.

1-4d Team Environment

As firms around the world face problems of decreasing
productivity, faltering product quality, and worker dis-
satisfaction, work teams are seen as a way to help firms
remain globally competitive. Decentralized decision
making enables teams of people to communicate in a
peer-to-peer fashion, rather than following traditional
lines of authority, and new technologies give employees
the ability to communicate easily and openly with one
another and with those outside the firm,

Although worker involvement in the management
process has long been the hallmark of Japanese business,
many businesses in the United States and elsewhere are
emp’()wering self-directed work teams to accomplisl\l
various assignments.'? The list of companies using self-
directed work teams is diverse, including Hunt-Wesson,
Federal Express, Kraft Foods, Inc., Hewlett-Packard,
Southwest Airlines, Toyota, Motorola, General Electric,

aud C()l‘llillg.

WORKTEAM DEFINED

The terms team, work team, group, work group, cross-
functional team, and self-directed team are often used
interchangeably.'® Whatever the title, a team is a small
number of people with complementary skills who work
together for a common purpose. Team members set
their own g()als, in cooperation with management, and
plan how to achieve those goals and how their work is‘
to be accomplished. The central organizing element of
a team is that it has a common purpose and measui-
able goals for which the team can be held accountable,
independent of its individual members. Employees in
a sell-directed work team handle a wide array of func-
tions and work with a minimum of direct supervision.!
Some major strengths of teams are as follows:'

¢ Teams make workers happier by causing them to

feel that they are shaping their own jobs.

e Teams increase efficiency by eliminating layers
of managers whose job was once to pass orders
downward.

® Teams enable a company to draw on the skills and
imagination of a whole workforce.

A key element in team success is the concept of synergy,
defined as a situation in
which the whole is greater
than the sum of the parts.
Teams provide a depth of
expertise that is unavailable
at the individual level. Teams

with complementary skills who
work together for a common
purpose

open lines of communication of the parts
that then lead to increased
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team asmall number of people

synergy asituation in which
the whole is greater than the sum
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T_otrmpro_ve group (_:ommunication, time needs to be set aside to assess the quality of
Interaction. Questions to pose about the group process might include the following:

Is the group dealing
with conflict in a
positive way?

What in the
group process is
going well?

What roles are members
playing? For instance,
is one person dominating
while others contribute
little or nothing?

iStockphoto.com/Laflor

interaction among employees and between employees and
management. The result is that teams help companies reach
their goals of delivering higher-quality products and services
faster and with more cost-effectiveness.

COMMUNICATION DIFFERENCES IN WORK
TEAMS

In the past, most businesses were operated in a hierar-
chical fashion, with most decisions made at the top and
communication following a top-down/bottom-up pat-
tern. Communication patterns are different in successful

team environments as compared with traditional organi-
zational structures:

® Trust building is the primary factor that changes the
organization’s communication patterns.

¢ Open meetings are an important method for
enhancing communication, as they educate employ-
ees about the business while building bridges of
understanding and trust.

Shared leadership, which involves more direct and
effective communication between management
and its internal customers, is common.

Listening, problem solving, conflict resolution,
negotiation, and consensus become important fac-
tors in group communication.

Information flows vertically up to management and
down to workers, as well as horizontally among
team members, other teams, and supervisors,

Communication is perhaps the single most important
aspect of successful teamwork. Open lines of com-
munication increase interaction between employees
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What are
our common
goals?

What about the
group process could
be improved?

and management. All affected parties should be kept
informed as projects progress.

MAXIMIZING WORK TEAM EFFECTIVENESS

Grouping emp]oyecs into a team structure does not
mean that they will automatically function as a team. A
group must go through a developmental process to begin
to function as a team. Members need training in such
areas as problem solving, goal setting, and conflict reso-
lution. Teams must be encouraged to establish the “three
Rs"—roles, rules, and relationships.’

The self-directed work team can become the basic
organizational building block to best ensure success in
dynamic global competition. Skills for successful par-
ticipation in team environments are somewhat different
from those necessary for success in old-style organiza-
tions. Today successful business communicators and
team members must possess the ability to

® give and take constructive criticism, actively listen,
clearly impart one’s views to others, and provide
meaningful feedback;

® break down emational barriers, such as insecurity or
condescension;

® promote team functioning by removing process
barriers, such as rigid policies and procedures;

® understand the feelings and needs of coworkers so
members feel comfortable stating their opinions
and discussing the strengths and weaknesses of the
team;

® overcome cultural barriers, such as stereotyped
roles and responsibilities, that can separate workers
from management;"’

CS OF DEFENSIVE AND

SRR SRR T TR

DEFENSIVE

1. Evaluation. To pass judgment on another.,

2. Control. To try to do something to another; to try
to change behavior or attitudes of others.

3. Strategy. To manipulate another, to engage in multiple
or ambiguous motivations.

4. Neutrality. To express a lack of concern for the other;
the clinical, person-as-object-of-study attitude.

5. Superiority. To communicate that you are superior in
position, wealth, intelligence, and so on, to arouse

feelings of inadequacy in others,

. Certainty. To seem to know the answers and be
dogmatic wanting to win an argument rather than solve
a problem; seeing one’s ideas as truths to be defended.

>

SUPPORTIVE
1.

w0

SUPPORTIVE COMMUNICATION CLIMATES

R R

. Problem orientation. To convey a desire to collaborate in

. Spontaneity. To express naturalness, free of deception;
. Empathy. To respect the other person and show it; to

. Equality. To be willing to enter into participative planning

. Provisionalism. To be willing to experiment with your own

Description. N(mjudgnmntal. To ask questions,
present feelings, refrain from asking the other to

change his or her behavior,

solving a mutual problem or defining it; to allow the other to

set his or her goals.

straightforwardness; uncomplicated motives.

identify with his or her problems; to share his or her feelings.

with mutual trust and respect; to attach little importance to
differences of worth, status, and so on.

behavior; to investigate issues rather than taking sides; to
solve problems, not debate.

Source: Jack Gibb. (1961). Defensive communication, Journal of Communication, 11: 141-48.

o apply leadership skills in a dynamic group setting
that results in team success. In dynamic team leader-
ship, referred to as distributed leadership, the role of
leader can alternate among members, and more than
one leadership style can be active at any given time.'®

Gender, cultural, and age differences among members
of a team can present barriers to team communication.
Knowing what behaviors can limit the group process is
imperative to maximizing results. Team members might
need awareness training to assist in recognizing behav-
iors that may hinder team performance and in over-
coming barriers that,can limit the effectiveness of their
communication.

VIRTUAL TEAMS

The convergence of the last three develop ments—globaliza-
tion and increased reliance on technology and teams has
resulted in the increased use of a special kind of team—the
virtual team. A virtual team is defined as “a group of geo-
graphically, organizationally and/or time dispersed workers
brought together by information and telecommunication
technologies to accomplish one or more organizational
tasks.™® Members of virtual teams communicate electroni-

cally and may never meet face-to-face.

As with most technology-enabled developments,
both advantages and disadvantages can result from vir-
tual team use. Advantages include increased productivity,
extended market opportunities, and improved knowl-
edge transfer among employees across an organization.

Common disadvantages include reduced commu-
nication effectiveness caused by more limited access
to various communication media, poor leadership, and
incompetent team members. These disadvantages can be
overcome through effective virtual team training, proper
goal setting, team building, and successful coordination.
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