CMN 2148 ORGANISATIONAL COMMUNICATION


Chapter 1- Competency based approach
We have to change the way we interact. To be more successful we have to evaluate our environment and the interactions we have with people.

Key Terms
Important

· Information society- more and more companies are providing services, established to offer different services (rely on the ability to communicate well with the consumers). Knowledge is meaningful information (what is a good fit for your own situation), we need to be aware of how to construct reality together. 
· Organizational excellence- management is responsible, employees are productive and consumers are satisfied. Communication plays a very important role for achieving this
· Communication competency- Looking at whether people have the ability to work well together or not.  Good encoding and decoding abilities.  You need to be able to properly explain to the other person what you think and your intentions. Looking if the personal has the ability to speak to the right person at the right time (is it the right thing to say, is it the right person, is it the right context?).  We need to understand the environment and the people in which we interact with. MICRO LEVEL: how this person communicated with his or her immediate supervisor. MESO LEVEL: relationship with people whom you do not interact on a daily basis (or do not have to, in other teams) MACRO LEVEL:  : relationship of one person with a different department (with people beyond their direct department). 
· Competency components <- encoding and decoding abilities.
· Knowledge- persons ability to understand the organizational environment, circumstances, processes and relationships. Acquire this thru exploration. Keep in mind different cultural background for example. Read, listen, and ask questions, you will then be able to understand things you did not know before. Theoretical knowledge, need to know what empirical research tells you.
· Sensitivity- to be able to properly understand emotions and feelings of other people. Think about interpersonal communication. Requires to consider the fact that each individual is different, avoid stereotypes, you must be more open. Empathy is an important thing.
· Skills- a person’s ability to properly analyze organizations problems and apply these to solve the issue. Encourages you to apply your knowledge competencies. 
· Values- persons ability to take responsibility. Improve by engaging in discussions with people (keep open door policy, have a suggestions box). Stay open to what people want. Do not treat people as object- take responsibility for your actions. 

Basic human communication

· Human communication process- a meaning making process. Where they talk and construct realities together. Both parties will know there are other possibilities about thinking about the same situation.  
· Sources and receivers
· Encoding and Decoding- writing the email, reading the email is decoding
· Message – what you are saying
· Channel- the email is the channel
· Noise- could be anything that might affect the persons understanding of the message. Technical problem with the email, emotional context when reading the email. 
· Field of experience- easier to talk to someone when someone shares the same values and experiences. If there are differences, communication will be more difficult.
· Communication context- looking at role, status, and different relationship you have with the person. Look at the environment and the context; it will be dependent on how you frame your communication. 
· Effect- the way your communications partner reacts will effect your own communication. In larger groups, focus on people who are interesting and responding positively. 
· Shared realities- keep in mind that we construct realities together. We might both have different opinions, but we must create a third culture. 
· Organization- working together to work together to achieve a common goal. There is an element of dependency (social entities where people work together)
· Organizational Communication- a process in which organizations are created. Focus on how people communicate to create an environment. 

Definitions of organizational communication

· Organizational Communication as Process- look into patterns of communication, top down, bottom up or horizontal. Ongoing interactions between departments and different people: how do they plan, recruit, train and develop (looking at the actual process). 
· Organizational Communication as People- how people obtain and share information. Not look at structural issues or planning, just see how often people talk to each other, how sensitive they are (see which competencies people in the organization has). 
· Organizational Communication as Message- how messages are created and disseminated. Read policies for example, all of the documents available (the actual content of the message). See if an organization is careful in creating messages. 
· Organizational Communication as Meaning- how do people construct realities together. Not only about people say, but how employee’s interact (not only the message, but the way it responded to). 
· Organizational Communication as Purpose- any communication that is used to purposeful activities. 

Chapter 2- Theoretical perspectives for organizational communication

What is a functional approach?
What messages do, and how they move thru the organization. 
Individuals and people are not important here

· Organizational communication system- what you need from a system to survive
· Communication Inputs (from the external environment), Throughput (what you must change, utilize information to your advantage), and Output (feedback given back to the environments, actions taken)
· Open and Closed systems- open: organizations who have a learning or organic culture, they will welcome any feedback that will make them better (they will have an information center because they believe in change). Closed: stays within the status quo, not open to criticism and change (can only keep this system if you have a very loyal environment). 
· Message Functions 
· Organizing, Relationship, and Change functions
· Message Structures- who is the focus? 
· Networks and Channels- will tell you something about the organization, email and such is impersonal and more formal for example.
· Direction (top down, bottom up, or horizontal), Load (information overload or underload), and Distortion (anything that effects peoples understanding of the message itself)

What is the meaning-centered approach?
Focus on people, how they communicate or construct meaning together

· Communication as Organizing and Decision-making
·  Communication as Influence,- how do people use they knowledge and attempt to pursue it. 
[Identity, and Identification (sense of belongingness)]
· Communication as Socialization- tell your influence, what is important, what people understand what the organization as standing for
[Anticipatory, Encounter, Metamorphosis]
· Communication Rules
· Structuration
· Communication as Power, Culture
· Communication Climate

Emerging perspectives 

· Postmodernism and organizational communication
· Deconstruction
· Critical theory and organizational communication
· Hegemony 
· Feminist theory and organizational communication
· Institution and organizational communication
· Global cultures and organizational communication
· Technology and organizational communication

A few images of communication 
(First reading from course pack, however not on exam). The logic in using images to explain how your organization works 

· The machine metaphor: classical perspective, organization as a closed system
· The organic metaphor: organizations as living system, dependent on their environment 
· The brain metaphor: encourage employee to see the organization as a whole, have to consider the organization as one unit, reflection is the key word 
· The culture metaphor: ideological view of an organization, culture comes in layers (like an onion), there are obvious things but there are a lot of things that are not obviously visible (hidden realities and agendas) 
· The political metaphor: organization with a lot of power dimensions, how people use and abuse their power 
· The psychic prison metaphor: a mentality 
· The flux and transformation metaphor: organizations are like an evolving system; change constantly based on the feedback that is received, what customers want. 
· The domination metaphor: neutral activities might have a not so neutral objective (orientation to tell people not to do) 

Chapter 3- Communication implications of major organizational theories 

Major classical theories
Efficiency and productivity. Very formal communication, channel is usually face to face and documentations and written communications is common. 

· Theory of Classical Management (Fayol), 
· Theory of Bureaucracy (Weber), and 
· Theory of Scientific Management (Taylor)

The theory of classical management (Fayol)
Father of administrative management. Downside: very cookie cutter.   

· 5 Elements of management (what managers should do): Planning (if managers have the ability to look in the future and make decisions in the present, they have good conceptual skills), organizing (arrange resources and employees whom are also your resources), commanding (a persona ability to assign tasks to employees, need to know what your employees are capable of, realistic goals in terms to resources and time frame), coordinating (ability to coordinate your different tasks, multitasking) and controlling (creates rules and regulations, boundaries). 
·  6 Principles of management (how managers should apply these elements): Scaler chain (vertical hierarchy to maintain maximum efficiency), unity of command (organizations should avoid from having too many bosses and supervisors otherwise people will get confused, make sure there is one person giving out instructions), unity of direction (if you have similar activities and projects, there should only be one person in charge), division of labor (need to have high specialization, narrow scope of responsibility), order, and span of control (supervisors or first time managers should not be supervising more than 20 people as it is the maximum manageable number of people).
· Principles of organizational Power , Rewards, attitudes: first to talk about job security, managers need to acknowledge that people have different intentions however employees should focus more on organizational goals


Weber’s theory of bureaucracy (main components)
If you have all of these elements in place, you will have an ideal organization, structure and planning

1. Clearly defined hierarchy of control: vertical hierarchy  
2. Division of labor: specialized tasks
3. Centralization of Decision making and power OR Vertical coordination of authority: if you are a manager, you have to make decisions for the organization
4. Explicit set of rules: file keeping, written documentations of broken rules and regulations, employees will know in advance what to expect
5. Thorough training in a field of specialization: hire people by looking people into their skills however it is the organizations responsibility to well train their employees, you should also not elect people but appoint them. If people are doing well and not breaking rules and regulations, you must not fire them. Talked about an ideal type of authority: legitimate authority, charismatic authority (some people succeed as managers because they have charisma, however it is not an ideal form since it is not stable), rational legal authority (need to understand your organization well and create rules and regulations based on your understanding)
6. A job as one’s primary activity
7. Written documentation/file keeping

Taylor’s scientific management (time and motion)
Engineer, came up with his own operation and mostly about training. Need to hire the best employees for the job then train them by people who are high performers, watch them.

Theory arose out of frustration with:
· Poor apprenticeship programs
· Flawed reward system
Characteristics of Scientific Management
· One best way to do every job
· Careful selection and proper fit of the worker 
· Monitoring and training 
· Time and motion 

Human relations/behavior approach (family metaphor)
How to utilize the employee’s to achieve the organizational goals, and fair to the employees. Performance will increase when you achieve the psychological contracts with the employees. Encouraged organizations to go beyond their concerns for production. 

· The Hawthorn Studies
· McGregor’s Theory X and Y
· Participative management (Likert’s System IV)

The Hawthorne studies
These researchers were more classical theorists, however they got completely different results, which contributed, to human relations. 

· A series of research investigations in the late 1920s and early 1930s that served as a springboard to the human relations movement. 
· Studies included 4 phases: 
· the illumination studies: changed the lighting by reducing it and making it higher. Performance was exactly the same. Social interaction is what helped with people’s productivity. 
· the relay assembly test room studies: maintain constant standards throughout 
· the interview program: asked employee’s what effected their efficiency, employee’s talked about the social aspect and this was the factor that defined their productivity
· the bank wiring room studies: concluded that the most important thing you can go is acknowledge peoples presence, and the people around them

Maslow's Hierarchy of Needs Theory
· Physiological, safety, social, esteem, and self-actualization needs: you are acknowledging peoples needs in the workplace. 

McGregor’s Theory X and Y
· Managers can have different kinds of assumptions about workers that will influence managerial behavior.
· When want a better performance, how have to change the way you think about people. 
· Theory x assumptions are more pessimistic and theory y assumptions are more optimistic
· If you have optimistic assumptions, employees will think you are respecting them and will be more willing to work harder

Likert’s system IV
How different organizations can take different forms. System IV is the best organizational form. 

· Exploitive Authoritative: managers will make all the decisions, highly centralized, no room for any human interactions, threats and manipulations are used, turnover will be high 
· Benevolent Authoritative: use ego boosting economistic goals as a tool to encourage people to do better, turnover is higher however productivity is not so low 
· Consultative Organization: decision making where decision making is not only on the top, more horizontal organizations, by consulting employees their motivations will be better, turnover lower and productivity higher as employees feel like they matter. 
· Participative Organization: democratic organizational structure thru faire and reasonable tactics. Where people like their job and want to stay here, the only motivation to stay is not the money. As an employee you know that you do exist. 

Integrated perspectives: process and environmental approaches 
Balanced concern for production and people

· Decision-making approach:  how people technologies are processes work together, organizational behavior is a system of complex networks. Improve the quality of the process itself by seeing how decisions are made. 
· Bounded theory: as humans we are not perfectly rational, when we make decisions and ask people to do something, we only have limited information to do so. Within that limited framework, you must make decisions and therefore must stay open to the possibility of things changing in the future, as more information is known. Stay open to feedback. 
· Socio-technical integration: use your infrastructure, economic resources and people together, looking at how you can work within your boundaries and utilize them effectively and maintain a smooth flow
· Contingency theory: things change; there is no on best way. The best approach to do anything, carefully evaluate everything and then ask yourself what you should do within the given situation to gain an outcome that is better than what you have now. Sometimes you will succeed if you are democratic as sometimes you will succeed if you are autocratic
· Cultural Approaches: looking at the culture itself, need to know about the people’s values and assumptions. What people prefer (according to the culture in the organization). You can also try creating  a third culture, a middle ground where you can maintain your standards and make everyone else happy as well.
· Systems theory: looking at an organization as a system, you need to understand the system itself. Technical physical and human aspect itself, how to people manage their relationships.
· Learning Organizations: where people know you value learning. Learn from feedback and what other people do. Constantly evaluate your environment. How can you do better?

The learning organization 
Not on exam, just for your knowledge

Five Disciplines:
1. Personal Mastery: looking at people’s ability to develop their skills. How willing people are at learning other skills.
2. Building a Shared Vision: easily create a learning organization if people agree. Dependent on how clear the employees know how much you value a learning organization and sell them to this idea. 
3. Mental Models: clear idea on how people view themselves and the world. They should be positive and willing to change. 
4. Team Learning: people are able to share their knowledge with other people. Social interdependence and interaction is dependent on a learning organization. Have formal in informal arrangements where people can learn.
5. Systems Thinking: look at every single thing to what for example is creating the problem. 

Cultural approaches 

Peter and Waterman’s themes for organizational excellence
Excellent organizations are action-oriented organizations. 
· A bias for action: be able to react quickly to the problem
· Close relations to the customer: most of the decisions were based on who the clientele was. 
· Autonomy and entrepreneurship: employees were encouraged to try different things, as long as it was part of a process. A lot of tolerance for mistakes. 
· Productivity through people: people were more encourages,
· Hands-on, value-driven
· Stick to the knitting: stay focused and do your best. Keep in mind, you can just improve, and refine your system to get better. 
· Simple forms, lean staff
· Simultaneous loose-tight properties: you need to have a balance, see what you are good at and a concern of what you can change as well and innovate. 
The Fragmented Perspective
·  Organizational Cultures Are Complicated: not everything is obvious
·  Organizational Cultures Are Emergent: cultures can change, people affect the organizational culture usually sit on top on the organization. 
·  Organizational Cultures Are Not Unitary: many disagreements can create a subculture of the group that does not agree. Also acknowledging that subcultures might not be in harmony, they might not be linear. 
·  Organizational Cultures Are Often Ambiguous: multi-faceting and fragmented cultures. 
SCHEINS MODEL OF CULTURE: 
THE ONION MODEL
· According to Shein (1992), Culture is . . 
“a pattern of shared basic assumptions that the group learned as it solved its problems of external adaptation and internal integration, that has worked well enough to be considered valid, and, therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems” (p.12).
· artifacts are the first level of culture (very easy to understand), values are the second level of culture (harder to understand, but with time it is easier to grasp), third element is basic assumptions (how we view ourselves and others). 
· You values will affect your assumptions and your assumptions will affect your behavior 

Chapter 4- Values and Ethical Communication Behavior

Values in relation to work
Subjective preferences to something, our individual values in terms of organizations might not be consistent, managers might want to do something that we do not believe it (therefore we must decide what to do). Organizations do not have values, individuals do. To understand organizations values, you have to see how individuals working in a certain organization and their beliefs.  

· Value - Concept that refers to the relative worth of a quality or object.
· If you value technology, you think change is good for example
· Individual and organizational values: individual systems, beliefs and preferences with that you want in life (career, prestige). In relation to work, values will impact your success in the company. 
· Value orientations, value congruence: where do values come from? Values are also learned. Value congruence: a consistency or inconsistency between your values and organizational values. Employers have to do the same thing when employing someone.  
· Terminal values: stand for you end goals, what exactly you are looking for. What you want for your future or career goals. You will place a certain value on those terminal goals.
· Instrumental Values: giving a contextual picture
· Work values that affect behavior- very strong effect on our work related behavior
· Locus of Control: Person’s ability to take responsibility for his or her actions. People who have high control on themselves, they will honestly evaluate the situation and determine if they were the cause (accountable and responsible). Low locus of control people blame on external factors. 
· Self-esteem: a positive self image. People who have a positive self-esteem are confident they can do what they need to do, but also want recognition from this. 
· Tolerance of ambiguity: a person’s ability to work under uncertain situations. People who have a high tolerance of ambiguity place a lot of value on uncertain circumstances, they will be more willing to be creative to find a solution, will put more energy in their work and be more responsible. 
· Social judgment: the importance that we place on social consensus. People who place more sensitivity on other are more valuable to the organization. 
· Risk taking: people who are willing to learn more, people who are creative and innovative. Those people need to know that management tolerated mistakes and do not have to fear their job. 

Ethics and the source of ethics
Religious beliefs, social beliefs, learn these from family members. There is an ethical triangle 1- Am I doing the right thing or not (each job there is a standard way of performing) 2- Am I proceeding with good intentions? 3- Am I respecting people who are involved?

· Ethics - Moral principles that guide judgments about good and bad, right and wrong, not just effectiveness or efficiency. 
· Ethics are learned through a variety of channels:
· Reflections of social values (as expressed through the media, for example) reinforce cultural beliefs of right and wrong that were first addressed through the following three channels:
· Family groups
· Educational institutions
· Religious beliefs

Hofstede’s five cultural dimensions
His research is widely cited people he translated his questionnaire in many languages.
· Hofstede questioned over 116,000 IBM employees in 40 countries about their work-related values.
· He discovered four basic dimensions along which work-related values differed across cultures: if you don’t know, ask questions
· Power distance: there are a lot of cultures that have different types of tolerance of unequal distribution of power (collectivist culture -> high tolerance for unequal distribution of power, individualist culture -> people do not have tolerance for unequal distribution of power (prefer more flat organization structures)). 
· Uncertainty avoidance: tolerance for uncertainty. A lot of tolerance for uncertainty: people will still work together when there is uncertainty, no tolerance for uncertainty: people need to know exactly what they are doing and how to do it because they fear not doing it right. 
· Masculinity/femininity: masculine cultures: preferences for materialistic possessions, clear-cut with what women and what men can do. Femininity: ethics of caring, care more about people (more horizontal communication style) 
· Individualism/collectivism: individualistic: very “I” oriented. People think about themselves as autonomous individuals. Collectivism: think about the “we”, they think in terms of what everyone else will think about it. 
· Time Orientation: How people view time, open (future oriented) vs. passive (traditionalist/past oriented) societies. If you want to succeed, you have look at both the past and the future. 
 
Ethics in relation to work
Very important for the exam

· Philosophical approaches are: You are looking at how people approach decision making
· Utilitarian Philosophy: egoism, or a consequence driven approach. What do they need to do? Look at different alternatives and options. Consequences based results (what benefits the greatest amount of people and harms the least amount of people). For example, if lying protects the majority it is ethical. If majority is benefiting, and by doing something you can project the majority and minimize harm, this is the best thing to do. Whatever you are planning to do, what are the results of the decision? 
· Deontological Philosophy: Ultimately, you have to do the right thing (lying is always wrong). Theory of duty, asking yourself what is your duty. You are doing the right thing according to code of ethics.
· Theory of Rights: Looking at the legislation. Canadian charter of rights is the cornerstone to these legislations. Looking at law.
· Theory of Justice (the theory of “fair rules”): just because there is a law, you must not just comply with it, sometimes you might not find evidence in legislations. People believe in fair rules and fair regulations, you are going to look into your own organizations and the find of problems you have, based on those realistic realities, you will base your rules and regulations based upon the data. The outcome must be fair to all employees. For compensation for example, you have to talk about the process, involve the employees in the decision making approach. Must be neutral and impartial; give everyone a chance to base their concerns (interactive justice). 
· Relativism or cultural relativism: there is no one best culture. 

Theory of justice (or “fair rules”)

· Establish standard rules that are equity-based and transparent, and that apply to everyone
· Three guiding principles:
· Be equitable (outcomes)
· Be fair (process)
· Be impartial

Cultural relativism
Evaluate the behaviour in terms of a person’s culture. Do not go with an obvious value and standardize, in different situations you have to take a different approach in how to do things. 

· No single right way because all individuals and cultures are different and no culture is any better or any worse than another
· What is unethical and even illegal in some cultures is accepted and indeed expected ways of behaving => must look at the circumstances
· Evaluating Ethical communication Behavior: seeing if the behavior is acceptable or not. 
· Habit of search: if you have the ability to explore the situation, willingly explore. Do not jump into conclusions (even if it happened in the past). Have a habit where you will purposely explore the situation before you come to a conclusion.
· Habit of justice: habit of presenting the situation in which everyone is clear. Using neutral language, nothing is giving the person that you are bias. Even when creating policies, people exactly know how you are going to approach it. Clarity and openness.
· Habit of public vs. private motivation: how you will present sensitive information. Determining the information that people need to know. You need to inform people but at the same time protecting someone’s privacy. 
· Habit of respect for dissent: ability to present your viewpoint and encourage the other person to present what he or she wants to say even if you do not agree with it. 
· Whistle-blowing: exposing unethical behavior to somewhere outside the organization like the media (it is illegal in Canada). 
· Influences on ethical organizational communication?
· Individual values, organizational values, legislation, organizational standards, culture values

What is an “ethical code” and how can it help
A formal statement that summarizes what an organization values. Will give an idea to what an organization wants. Might have to right a different code of ethics for different departments within a larger organization. No surprises for anyone.

· A code of ethics is a formal statement of an organization’s primary values and the ethical rules it expects its employees to follow
· Codes of ethics are designed to perform one or more of the following four functions: CPRS (best)
· Increase public confidence: reasonable and ethical code of ethics, your customers will find that you are a ethical company, will effect your consumer market and relationship with stakeholders
· Decrease government regulation
· Improve internal operations by providing consistent standards of both ethical and legal conduct
· Assist managers in responding to issues arising from unethical or illegal behaviour

Resolving ethical dilemmas?
Promise keeping, respect, health and safety whatever you think is important 

· Universalistic approach: feel that fair and universal rules for everyone are the best approach. Usually used by an individualistic society. 
· Particularistic approach: feel that they have to pay attention to their specific obligations to certain situations. Usually used by a collectivist society. 
· Compromise approach: in order to get something we value, we have to give something that we value. Generally not recommended however in cross culture circumstances you cannot always avoid this approach. 
· Reconciliatory approach: convergence of the global norms. 

Discussion questions 

· Describe an organization with which you are familiar, then outline the following: 
· [bookmark: _GoBack]How that organization’s values influence decision-making and problem-solving processes
· How individual, organizational, and professional values have affected behavior in that organization, and 
· How individual, organizational, and professional values have affected the organization’s effectiveness.
· Describe a time when your own individual behavior was influenced by the informal communication and culture of an organization.

Chapter 5- Individuals in Organizations 
Intrapersonal and Interpersonal. Building our communications competencies include listening skills (very important). 

The five-factor model of personality 
Basic models in organizations behaviors, how as individuals we are all different. When we interact with environments, we learn and change our behavior. 

· Five basic but general dimensions that describe personality: Relatively stable set of attributes that influence the way we react. The higher they are on the scale, the easier it is to talk to them
· Extraversion: people easily share information; they will be more open or more flexible. If people are shyer or respond, you cannot predict the way these people will respond therefore you will be more reserved.
· Emotional stability: to what extent you feel people are stable and confident. A person has the ability to understand and control his or her emotions and also has the ability to understand and control other people’s emotions as well. To be emotionally stable, you must be empathetic, have motivations, and have social skills. Must keep in mind that when you are talking to people, you are talking to an individual and not an object. 
· Agreeableness: Tolerant and cooperative.  
· Conscientiousness: “a person is dependable”, you are looking at responsible attitude. Person’s ability to take responsibility and be accountable for their actions (as opposed to careless and impulsive; they will not think about their actions)
· Openness to experience: a person’s attitude, if they are more curious, or duller. People who are more curious and want to explore and more proactive. 
· 1- What the person in reality is, 2-and what a person thinks he or she, 3- What a person exhibits what he or she is 

Few Other Key Facets of Personality
Emotional dispositions, people with positive facticity will have a more positive approach with others. 

· Positive and negative affectivity
· Proactive personality: proactive individuals have a habit to search, they will always be willing to find opportunities to apply things that they think they can do; they are action-oriented individuals.  
· General self-efficacy: confidence he or she can perform in challenging situations, your ability to perform in unexpected situations.  
· Locus of control: a person’s ability to take responsibility. People who have more control on them, are called internals (before blaming outside circumstances, they will look at the real situation before blaming others). 
· Self-monitoring: self-adaptability, able to observe his or her behavior and regulate his or her behavior. People whom are high self-monitoring constantly evaluate themselves and accept feedback to improve behavior. Low self-monitoring people do not take criticism well.  
· Competitiveness: competing with others and competing with you are two different things. You should never compete with other people, because you are your own individuals. All you need to do is compete with yourself, but trying to improve upon who you were yesterday.  
· Type A versus B: Type A- sense of urgency, very time and goal oriented, very focused and have an obsession to meet deadlines.  Type B- more spontaneous, and relaxed.
· Need for achievement, power, and/or affiliation: what kind of preferences individuals have, will have an influenced on work related behavior. People will work harder than those who do not have a strong need for power and achievements. 
· Cultural influences: in different cultures, there are different ways in which people behave, how we communicate, and how we manage relationships
Jungian Preferences (negotiation temperament) 
· Extroversion versus introversion: personal source of energy. Extroverts: people talk first before they make their opinion, easier to change this type of person’s opinion. Source of energy is the externals. Introverts: they will reflect before forming an opinion. Source of energy is themselves. 
· Sensing versus intuiting: manner of taking in information. Sensors need more concrete and objective facts. Intuits: more abstract and intuitive, are able to accept imaginable details even if more followed with hard facts.   
· Thinking versus feeling: how people process in their head and their heart. Cognition is always involved. Thinkers: think with their head. More detached and critical. Feelers: think with their heart. Always involved, more empathetic, they will be more understanding. 
· Judging versus perceiving: how people structure their interactions: Judging: more planned structure to organize their communication. Perceivers: more flexible when it comes to communication organization. 

Individuals in the Organizations

· The Proactive Employee: ability to search for information and what is available, to show you are capable of more than what you were hired for, always ready to improve and adjust themselves. Interpersonally effective, they will take initiative and seek opportunities where they can apply. Organizational experiences also affects if a person will be proactive or not (if they do not offer experience to grow, you are less likely to be a proactive employee)
· What affects our communication competencies: our experiences, interpersonal needs, and self-perception of our competencies. We must remember to work on our competencies, ask for feedback, and honestly reflect if we have that positive competency or not. 

Key Terms

Intrapersonal experiences: 
· Motivation: what the person values will affect their behavior. Performances will be better if they feel satisfied. 
· Hierarchy of needs
· Motivation-hygiene theory: two sets of motivators; changes in one element will not automatically affect the other element. You need to know what people want, what their motives are, whether they have a positive image of the job or not. 
· Rewards (Skinner): behavior can be defined in terms of the relationships between what people do and what people get. Thru rewards or acknowledgement for positive behavior.  
· Social information processing theory: people must have enough information at their disposal for what they have to do. 
· Communication apprehension: organizations have to make sure people are able to understand the information that is given. If there is too much information, must ensure they are getting aid to process to information 
· Leadership and conflict management preferences: understand what people prefer in leadership styles; either democratic processes or want to be told what to do. Try to see if it possible to accommodate everyone. 
Interpersonal experiences: 
· Communication networks: how often people interact with each other. How effective people communicate with their immediate co-workers. Communication between supervisors and employee’s. All these levels will tell you how effective and positive these communication exchanges are.  
· Work force diversity: when you have more diversity, it will make it harder to maintain relationships. 
· Increasing interpersonal effectiveness
· Valuing diversity: diversity exists. 
· Active listening: when you are listening, you must ensure you are just listening. 
· Descriptive messages
· Message ownership: just talk for yourself, “I think” “I believe”. Avoid generalizations. 
· Descriptive language: explain, express your opinion in detail, make sure there is enough information available for the person to understand.

Active listening

Myths
· Listening and hearing are the same: hearing is more physical or physiological. Listening is psychological, there are different styles too (active listening is the best style as there is no judgment made because you are just focused on what the person is saying) 
· Listening and hearing physiological processes
· Everyone listening to the same message receives the same message: everyone listening to a message will take that information differently. The decoding process is different per person. Message should be according to the frame of preferences according to who you are talking to; you have to accommodate and adjust your message according to who is involved. 
Mistakes
· Labeling communicators and subjects as uninteresting or unimportant: anything that people want to talk about is important to someone else.  
· Emotionally resisting messages: sometimes we do not listen carefully or let people finish because you feel it is not something you like. Should not resist, pay attention to the whole message. If you are not clear, ask. 
· Criticizing personal style: don’t like the way people talk. If you feel that someone is going into too many details, you must understand that people have different styles. 
· Failing to identify listening distractions: identify what are the distractions, if you feel you can not concentrate, change the location for example. 
· Faking attention: if you are not interested, say it. 
· Misusing thought speed and speech speed differential: the time we take to process information and time we take to speak is different. We must utilize that time different to pay attention and think about what is being said. When someone is saying something, concentrate on what they are saying and not how you will phrase your response. 

Barriers and positive approaches to diversity

· Inaccurate perceptions and beliefs: What effects our communication and relationships. Change inaccurate perceptions. Even if it something familiar, you must consider the things that are different. 
· Personalize knowledge and perceptions to deal
·  Stereotypes and prejudices: We cannot label, however you can use those categories to form an opinion for your initial approach, then the real situation will mold the reality of who the person is. Prejudices are far worse than stereotyping. 
· Tolerate ambiguity (always expect the unexpected), develop mindfulness (be conscious of differences and ask questions about things you do not understand), and avoid negative judgment (do not think your own culture is the best (values), there is no ultimate way)  
· Stylistic differences in personal communication: different communication styles (direct and indirect). With time and experiences, you will be more effective with communicating. 
· Show respect, develop flexibility, adapt (to the situation) 

Chapter Six- Groups in Organizations 
We need groups, to be able to combine talents.  When working with people, we can make a quality decision, innovative solutions (can better test the ideas by sharing with your group members). There is also an element of less stress: we are working together. The validity of the argument will strengthen as a group, trying to influence an opinion a group helps. Motivational element, you are not alone. Interaction process skills: set of different skills, ability to understand different skills and attribute. 

The nature of the Group
1- Size of a group is very important, and it depends on the task itself (the size of the group will effect the quality).  2- membership diversity; see how homogenous the group is and determine if you want differences in ideas. More operational and predictable situations, a homogenous group is okay. If you are looking at a difficult situation you might want a more diverse group. 3. Collective morns: talk about work related values, make it clear. 4- Roles: assigned roles or emergent roles 

· A group is a unit of several people that increasingly form a team with a spirit of cooperation, positive interdependence, and commonly understood procedures. All members influence each other through social interactions.
· Positive interdependence 
· Collective goal, have to collaborate with others to get desires results
· Promote interaction, wanting to hear others opinions
· An aggregate is a collection of individuals who are present at the same time and place but do not form a unit or have a common degree of similarity.
· Do not have the attributes mentioned above


Types of Groups
Not important for exam. 

· Pseudogroups
· Primary work teams, asked to work together 
· Traditional groups/work teams
· Groups to which individuals are assigned when working at a new organization 
· Effective groups
· Groups that understand what group entail. They understand what they work for, and passionate
· High-performance groups
· Out perform what is expected from a group
· Exceed all expectation of an effective group

Key Terms
Teams have a higher level of commitment than groups

Small-group experiences are part of organizational life
· Primary work teams 
· Individual is assigned upon entry. Work on an ongoing basis, they will have a desire to contribute because they want to make their team is doing better than other teams. 
· Long-standing teams
· Relatively permanent group of individuals and work longer together to establish a specific task. 
· Well defined organizational responsibilities 
· Department culture, long term norm and responsibilities
· Problem: can limit creativity because they get used to a certain way of doing things and impose their own micro level culture
· Project teams
· Temporary teams
· Expect people to come together for a specific period of time, one the goal is achieved, individuals will disband
· Focus on individual technical abilities 
· Problem: trust building is very difficult
· You can meet your market demands more efficiently
· Possible to be members to this type of team and other teams at the same time
· Prefab groups
· Designed and rigidly structured for quick replacements 
· Limited experience
· Fast food chain employees 
· Jobs are rigidly defined and explained
· Self-managing teams
· Ideal types of teams
· People have that high level of commitment and motivations
· High level of technical skills 
· You do not need direct supervision, have a trust in people and that they are responsible
· Need to make sure they have commitment, knowledge and motivation 
· People are in the position to contribute because they will have a strong focus on goal accomplishments 
· Directional groups
· Responsible for making decision for others
· Formally charged with responsibility to make guidelines 
· Quality teams
· Temporary teams, as project teams
· Identify problems, research what the problem is (not to fix it but investigate it)
· Then make a quality 
· Task force groups
· Have special abilities
· They are planners, if you feel there is an issue in your organization, ask people to work as a task force to study and investigate and create a plan on what needs to be done to resolve the issue
· The do not implement
· Research and development 
· Conceptualize based on the information
· Steering committees
· Specializes abilities
· Implement the plan that task forces create
· How they will implement the changes
· Focus groups
· Collection of individuals who are more knowledgeable on a issue
· They will give you an opinion
· Inviting individuals who are knowledgeable to discuss and give valuable information 
· Not responsible for any recommendation they make at the end 
· Use focus group for policy making decisions, you will have options 
· Ideal for contingency planning
· Geographically diverse groups
· Teams where people are supposed to work together thru a formal job sharing, linked together thru technology
· Traditional groups connect thru technology
· Social support groups
· Organization structure
· More after 2007
· To work successfully in a service based job, you need people skills 
· Team-based organization
· Work is structures around projects and not around jobs 
· Evaluate the nature of the work itself 
· Not around key people 
· Workplace democracy
· Practices and principles that emphasized peoples emotions and feelings
· How you can connect organizational goals and employee goals
· Make sure both organizations and people understand what the other wants

Group Theories

· Recurring-phase theories specify the issues that dominate group interaction that recur again and again (e.g., work-related issues and conflicts, power, affection etc)
· Sequential-stage theories specify the typical order of the phases of group development. (e.g., Tuckman’s (1965) five stages: forming (leader will form a team, explain the project and talk about the logic as to why you formed the group), storming (people already know they will be part of a group, they might find it difficult to work together for many reasons, conflict can arise all the time, people will tell each other how they are different.), norming (We have to norm, create group norms, and learn how to integrate your differences. Must teach people in understanding differences in perspectives), performing (do the task at hand), adjourning (once task it done, they will celebrate or disband))
· Find guidelines
· ** Tuckman’s five stages: first to talk about a chronological order people go thru before they work on what you want them to work on
· Create an environment where people will expect the unexpected, things can go wrong, there might be a delay. 

Key Terms
Direction of communication, quality of communication

· Group norms
· Looking at a groups definition or right and wrong (values and individual perceptions). There are unwritten (implicit) and written group norms.
· Group communication roles 
· Task roles: each group member know they have a specific responsibility or role they have to do. People will talk about the task itself and what they expect people to do
· Maintenance roles: how people communicate to establish relationships 
· Self-centered roles: how people communicate and tell people what they want and what their self-interests are. Some people are very assertive; some people are not very vocal. To manage this, you need to make sure there is open communication between group members. Clarify intolerance. Tell what find of treatment you want. 

Creating effective groups
If you do most of this, you will have a focused group. Conceptualization must be realistic. 

As groups exist for a reason
· Establish clear, operational, relevant group goals: know employees or groups members, know what kind of skills they have, keep SMART (specific, measurable, reasonable,) in mind and GRIP (gain, relationship goals, I goals, process goals: prioritize what goals are important to you, what is important to the person will tell you how they will react)
· Establish effective two-way communication: create an environment where people learn to promote interaction within the group. 
· Distribute leadership, power and participation equally: ask people to take turns, people will not say one person is controlling the whole thing
· Situational decision-making procedures: group members need to know that things might happen that they could not predict earlier. Things will change when people work together.
· Engage in controversy: in a constructive way, especially in a homogenous group to test the idea better. 
· Face and resolve conflicts in constructive ways: keep in mind you cannot resolve all of the conflicts. You will find managing is better than resolving it. If the conflict is helping with more creativity and more dialogue, you must manage. 
· Encourage positive participation behaviors: Encourage people to be more people oriented, prepare themselves better. Sensitivity

Chapter 8- Participating in Organizations: Developing Critical Organizational Communication Competencies
Not just decision making itself. Everything you do as an employee to manage your role properly. In terms of decision-making: process of examining all the options and picking the best alternative. In decision making you are just examining the alternatives, you need two sets of skills 1- processing skills 2- good fact finding skills. In problem solving the basic aim to see the missing gaps and resolving those. 


Influences on decision-making and problem solving

· Organizational culture
· Collective mental programming of people
· How people make decision (written and unwritten rules, collected expectations of what is right and wrong)
· Ex: family oriented orientation it will be brainstorming; in bureaucratic oriented organizations (or close cultures) the people on top will make the decisions. 
· Nature of the problem
· Complicated and ill structured problems, you will want to involve a lot of people and utilizing their brains and testing the theories together (people do not agree on what the problem is or people do not know what they want to achieve, there is a lot of ambiguity with these types of problems)
· Routine issues are easily resolved with one person
· Competencies and skills
· The person responsible for making decisions, the quality of the decision will be better if they have good skills and competencies 
· Evaluate your members to make sure they have valuable skills and competencies for the best decision making process. 
· Procession issues
· When people work on making a decision, during that process, what are certain issues that can effect the quality of the decision
· Role ambiguity 
· Time constraints 
· Interpersonal issues: when people can not get along with each other or work with people who can not cooperate with other people
· Selected technique/methods
· What king of approach you are using will have an effect on the quality of the decision
· If you know that the problem itself is very simple, you do not have to go with group oriented decision making, however in difficult problems (beyond your expertise and comfort zone) it is important to involve other people

Decision-making methods

· Individual made decisions
· A leader or a person in authority will make a decision and announce his or her decisions 
· No collaboration 
· No sharing of others concerns
· Leader-made decisions
· Delegate strategies
· Make sure your people are knowledgeable and have something important to say
· He or she will involve other people and ask their opinions, but in the end they have the final say, the decision making authorities remain with the leader
· Leader will be held responsible for the decision 
· Majority-rule decisions
· Worst strategy usually, but used in time constraints 
· Want to make sure that the people you are asking have the ability to vote properly on the topic
· Powerful-minority decisions
· Ideal classic situations
· No consultations in people in the operational level
· Consultation will few powerful individuals (can also be employee’s that are the managers favorite and not someone who holds a powerful post)
· Consensus
· Brainstorming
· Not just getting peoples opinions, but utilizing these opinions.

Problem-solving processes
You need to remember that you are making decisions are the future so you never know how things will turn out. Must remain flexible, and have back up plans 

· Standard agenda
· Scientific approach of logical model
· No matter how complicated the problem is, you will go thru the same procedures. Identify what the issue is, gather the information (consult other stakeholders), make your decision  
· Will be able to generate different options based on the information
· Take the most risk free alternative 
· Linear approach 
· * Criticism: do not use this approach with everything; you can not use this when you have to make a decision on the spot. 
· You will always have a backup plan when this option is not working, you are not going for a quick fix
· Brainstorming
· Recent trend after 2000
· People believe in the quantity of ideas (instead of quality)
· Giving everyone a change to everything to have a say
· Encouraging idea generation 
· Focus group discussions
· People will have the confidence that you heard from what people had to say, the decision will come from the group
· Delphi technique
· Linear, but a more organized strategy to get everyone opinions
· Need a lot of time
· You will create a survey or questionnaire, wanting to know how people will react
· Mail it to employee’s,
· Evaluate the response, then make another questionnaire (more refined) and mail those to those same employee’s
· Evaluate that questionnaire 
· This is used because you want to satisfy your employee’s 
· Nominal group process
· Same as Delphi technique, however without questionnaires
· Select employee’s from the different departments (diverse opinions)
· Ask people to write down their opinions and ideas, it is anonymous (as opposed to brainstorming)
· Once collected, you will write all the ideas on a flip chart
· Openly ask everyone what they think of the different ideas
· Making a decision based on what everyone think is the best options with the least risk
· Experientially-based processes
· When you do not have an option to involve people 

Barriers to effective decision-making and problem solving

· Organizational
· No commitment, lack of resources, lack of time, culture, withholding information, management style
· Task
· Not adequate description of what the problem is
· Make sure people agree that this is a problem 
· Determine how complicated or simple the problem is
· Procedural
· Issues while you are working on a problem
· Agree on the procedures first 
· Interpersonal
· When people do not get along with each other
· Poor leadership
· Group think (people think that they have spent a lot of time spent together and therefore create their own culture and diminish creativity) 

Increasing decision making and problem solving effectiveness

· Interaction process skills
· Respect, not treating people as object, basic do’s and don’t of human communication 
· Fact-finding and evaluation skills
· What will help you discover the reality,  asking good questions, brainstorming sessions (how you manage those) and how you keep peoples focus on the discussion itself (and not stray off topic)
· Information criteria and information flow
· How you can evaluate the quality of information 
· Had a change to talk to people, in the field or otherwise 
· Look at relevant information and sufficient information (just the right amount of information, not too much however not too little)
· Credibility of the information 

Interviews and presentations in organizations

· Informational interview: gathering information for problem solving and decision making, structured questions (more direct questions and not go beyond what you have prepared) semi-structured (conversation with a purpose, go beyond your structure as well, flexible in how you will apply the structure you have) unstructured (you do not have any questions beforehand)  - Semi-structures is usually the most valuable 
· Employment interview: Exchange between and employer and an employee based on structured questions. The decision-making goes both ways, the employee is also deciding if they want the job they are interviewing for. 
· Performance-appraisal interview: exchange between a supervisor and an employee, rating skills, anything to evaluate the performance.  Not just evaluating employees, but keep in mind you need enough information for constructive feedback. 
· Complaint interview: Making a complaint and taking about that complaint
· Counseling interview: Those who are seeking advice and those who are in a position to give advice
· Exit interview: Wanting to leave the job, address issues as to why they want to leave to utilize that information for the future and keep employee’s longer
· Media interview: Releasing any story, structured conversation between one spokesperson and media professionals 
· Presentational speaking: Used to persuade
· Training/educational presentations: Professionals helping people improve their organizational skills. In the service industry, people need more soft skills (more people in the service industry than any other in Canada)
· Informational and persuasive presentations:  Informational are to provide the most current information about something. Show technical reports. Check point meetings, supervisor will review goals and targets. Persuasive presentations used for sales professional to give them information on how to persuade their clients. Persuasion is not telling someone to think the way you think (convincing them), however just giving them information to make them understand where you are coming from

Communication Technology in Organizations
Decide when it’s a good time to use technology in communication strategies 

· Two Theories are important: 
· The media richness model: you will use a certain medium based on the level of ambiguity, for example video conference for more ambiguous situations and email or memo for simple situations 
· If you know you will be in a continuous relationship with someone, it is better to have a rich medium
· Amount/availability of instant feedback
· Number of cues
· Variety of languages used/use of natural language
· Potential for expressing emotions and feelings
· Dual Capacity Model: educational model to tell people to be more realistic. 
· Medium’s Data-carrying capacity: to what extent a medium will transfer the message as it is. 
· Medium’s Symbol-carrying capacity: Looking at organizations cultures, see what the organizations see’s as acceptable or not.
· Asynchronous & Synchronous setting: pre recorded information or live information. 

Discussion Questions

· Describe a problem-solving situation that you have observed and apply one of the problem-solving processes to that situation.
· Describe an organization with which you are familiar. Discuss the influence of culture and communication competencies on how that organization makes decisions and solves problems.
· Describe the most important factors in interviews and presentations.

Video Notes: Group Think
Groupthink is a psychological phenomenon that occurs within a group of people, in which the desire for harmony or conformity in the group results in an incorrect or deviant decision-making outcome. Group members try to minimize conflict and reach a consensus decision without critical evaluation of alternative ideas or viewpoints, and by isolating themselves from outside influences.

· Decision making is subject to human error
· For example: the challenger accident
· Group think is a mode of thinking where group members make rash decisions that cloud their judgment 
· Brought by group cohesiveness 
· Strong feelings of solidarity that effects their moral and creates norms 
· Tendency to strive for an agreement (at the core of group think)
· Group with restrained access to outside information
· History of recent setbacks, budgetary stresses
· Group interactions that lead to unsuccessful group decisions:
· Thinking that if things worked in the past, they will continue working in the future
· Symptoms of group think (8):
· Group members develop an illusion of invulnerability 
· Members think groups are immune to error
· Ex: Pearl Harbor, to ignore warnings of Washington that attacks from Japan are imminent 
· Inherent morality in group
· Rationalization
· Focusing on past success as a guarantee on future success
· Allow us to downplay all information that conflicts with past experiences
· Stereotypes of outsiders
· “They” feeling towards outsider groups
· May come to perceive that outsiders are overly critical 
· “They” are out to get them
· The group becomes less receptive to valid criticism from outside credit sources: isolate themselves
· Self Censorship
· Imposed on them by the group itself: stems from the willingness do devaluate our thoughts if they conflict with the groups thinking
· Direct pressures 
· Pressures to confirm to group consensus or else will be ridiculed 
· Direct pressure from group to conform: arguments against the group are disloyal 
· Mind guards
· Pressured by mind guards: mind guard protects the group from exposure to ideal that might threaten group assumptions
· Discourage others from showing their true doubts and ideas
· Suppressions of documents
· Illusion of unanimity 
· Group norm is one of agreement and not of discord
· Any thread to the atmosphere of agreement is discounted
· Members are encourages to moved the group further ahead towards the decision 
· Group has high regards for agreement
· Losses alternatives
· Important strategies: (Ex: cold war and missiles in Cuba)
· Usual rules and protocol were suspended for a more open discussion
· Avoid insulation of the group, people were group in to provide different thoughts 
· Critical evaluator 
· Avoid being directive
· Deliberatively absent to avoid his leadership role to sway groups to a certain consensus 

Video Notes: Performance resources 

Five conflict positions
How much we are trying to satisfy our assertiveness (our own particular wants) and cooperativeness (wants of others) 
1. Avoid: not assertive or cooperative. We make little or no attempts to satisfy our own needs. When both parties are avoiding, you are in a stale state and both sides experience anger and frustration
2. Accommodating: Only cooperative and not assertive. Satisfying the other persons concern, on the other hand we are making little or no real attempt to satisfy our own concerns.
3. Competing: Highly assertive and not cooperative. We frame the conflict solely in terms of our own concerns. We show little concern to the other party.  If both parties are interested in only protecting their own satisfactions, it makes it difficult to satisfy concerns. 
· When we engage in avoidance and accommodation, we might start engaging in competing conflict positions. 
· When you have taken a position and things have escalated, we need to understand that we have flexibility to steer conflict to constructive outcomes. 
4. Compromise: moderately assertive and moderately cooperative. We agree to give up of half of want we want to get to get the other half. 
· Although competing, compromising, and accommodating, they only satisfy part of people’s needs
5. Collaborating: Highly assertive and highly cooperative. Willing to look past peoples positions. We must engage in active listening and talk to one another honestly and openly. We are highly assertive with regards to our own concerns. It also means we have to be highly cooperative with the concerns of the other party. Collaborating succeeds because it defines conflict as a mutual problem to establish resolutions for all. Both parties need to revisit the process in order for continued success. 

Video Notes

Skill exercise #1: Constructive confrontation
· Didn’t take sides
· Didn’t get emotional 
· Gave himself the opportunity to analyze the conflict before intervening
· Stayed focused on the behavior of the employee’s and remained calm and objective
· State reason why conflict occurred
· Set down some ground rules: defined his own roles and the roles of his two employee’s 
· Don’t offer judgment: took the time to explore how the people felt about the situations, critical to solving conflict. 
· Encourage open communication: gave each person the opportunity to state their case and give their opinions 
· Kevin (manager) helped identify the facts and explained how continued conflict would be unacceptable
· Suggested alternative: Kevin brought up that a change was necessary
· Presented challenges: helped them see what they needed to change so solve their differences
· Develop a course of action: that would solve the issue and prevent it’s reoccurrence
· Obtain a specific agreement: to meet again and see if the conflict has been revolved

Skill exercise #3: constructive confrontation 
· He must get to the root of the matter to figure out a lasting solution

Skill exercise #4: behavior modification
· Bring about a lasting change and how someone’s does his or her job
· Works best tin conflicts that need long term solutions
· Try to alternate a persons behavior in order to comply to the needs of the business
· Describe the unsuitable behavior
· Identified the issue
· Listen actively: To understand where the other person is coming from
· Restate points of view
· Discover similarities and differences: from companies viewpoint and the individual viewpoint and found common ground to find a solution that would suit both the individual and the business
· Ask suggestions: Make the individual part of the solution
· Agree to remedial steps: agree on which actions are going to take place
· Summarize the agreement: and scheduling a fallow up meeting

Chapter Seven- Leadership and Management Communication
Leaders are not extraordinary people, however they can do extraordinary things. Leaders get things done thru an influential process. There is a difference between leaders and managers. 

Difference between management and leadership
Leader, communication and change are all interconnected

Management
(Order & consistency)
· Rationalization
· Planning
· Budgeting
· Organizing
· Controlling
· Problem-solving

Leadership
(Change & movement)
· Vision-building
· Influencing 
· Strategizing
· Coaching/leading
· Communicating
· Motivating/inspiring
· Delegating/supporting

History of Leadership Theory
Do not memorize all the history; just remember there are different theoretical evolutions. 

· The Trait Era: late 1800s to mid 1940s
· If people have certain personality attributes, they are going to be a good leader. People are born with these traits, leaders can not be made.
· Behavioral Era: Mid-1940s to early 1970s	
· Leaders can be made: offering training and educational programs. Showing people what they need to learn, prepare people to become better leaders. Learning is the most important element, leadership is defined my learned behaviors and skills. 
· The Contingency Era: Early 1960s to present
· Rational Planning Models (E.G., MBO, MBR, SWOT, PPBS)
· Even if you are no 100% confident in the situation, you can still fallow the logic models to survive in the situation
· Emergent Influences (because of the contingence in the other two theories)
· People can only succeed as leaders if they pay attention to a particular situation within the context
· Never a definite decision, just pay attention


Leadership Styles

· Authoritarian (autocratic): “My way or the highway”, these leaders will decide everything on their own. Task oriented leaders. 
· Participative (democratic): Leaders believe in democratic values, listen to what other people have to say. Shared dialogue between subordinates and leaders. 
· Delegative (Laissez-faire): Leaders will empower employees (not just listen to them). You will delegate them to be the leader. 
· Machiavellian (unethical): Thinking and assuming that people who are not in powerful positions are untrustworthy and inferior. 
· Charismatic (inspirational): 
· Transactional (result-oriented): Leaders work in a give and take relationship. Rules, regulations dominate this leadership style. Consequences are clear. This leadership style succeeds because you are not working with surprises; the employees know what is acceptable or unacceptable. 
· Transformational (vision-builders): Vision leaders. You are not just telling people what to do; you want people to think what they are best at (people are capable of changing themselves). Creating an environment in which people want to change themselves. Encourage every person to utilize the things he/she is good at. 
· Developmental (constructive): Use developmental approach. Devise a plan in which employees can follow to improve themselves. Not just identify what people are good at, show them how they can construct and use those skills.
· Strategic (future-oriented): Go beyond what is happening and what happened in the pact. Looks at future goals, aspirations that employees have for the future.  More proactive leaders. 
· Global (empathetic): People who have more global mindset and cross cultural consideration. Making sure they have multi-cultural sensitivity. Believe that there is no best way or style. 
· ** Gender and culture has the most important influence on your leadership style. 

Blake and Mouton’s Managerial Grid
On exam **

· Impoverished management/leadership: Low concern for people and low concern for tasks.  
· Middle-of-the-road management/ leadership: A balance in a more compromised sense. 
· Country-club management/leadership: People show a high concern for people but low concern for the task. 
· Task management/leadership: High concern for the task and low concern about people
· Team management/leadership: Ideal collaboration. Sincere concern for people and productivity. You are feeding into peoples needs however you also focus on getting things done on time. 

· Situational approaches: There are options in leadership styles. Must base it on the situation.
· Distributed action theories: tells leaders (especially assigned leaders) to monitor the employees and see who is capable of doing what and assigning appropriate responsibilities and tasks. 
· Hersey and Blanchard’ theory: There are four leadership styles: Sell, participate, delegate, and tell. Before decide which to do, you must look at three factors: Knowledge (no need to tell, it is better to delegate), commitment and motivation.  
· Interaction analysis theory: Look at the organization and see the people who dominate the conversation (those are the one’s you should assign the leadership roles because communication skills are directly linked to leadership success). 
· Fiedler’s situational theory: As a leader, you will have two different leadership orientation: task oriented or relationship oriented. 
· Transformational approaches
· Empowerment: give people autonomy and freedom to do their tasks and jobs. Do not tell them how to do their work, just tell them what you need to get done.
· Dispersed leadership: Assigning leadership tasks to everyone, know that no one is inferior. 
· Super leadership: Leader others to lead themselves. 

Power bases
The possession on a controlling influence, give your control 

· Legitimate power: come thru the title you hold in your authority hierarchy. 
· Reward power: ability to control resources, for example approved pay raises and employee of the month. 
· Coercive power: based on sanctions and punishment, you can make the decision in which penalties will be applied. 
· Referent power: people create positive relationships with others. With the respect that people have towards you, you will be able to influence the people around you. Networking gives you a lot on control.
· Expert/information power: educating yourself, the more knowledge and education you have, people will be influenced by you because of the knowledge you hold. 

Leadership attributes in brief

· Set directions: good conceptual skills, you will create a vision and turn that vision into action. 
· Demonstrate personal character: walk the talk, be a live example of desired personal charateristics 
· Mobilize individual commitment: Motivate the employee
· Build organizational capability: know your resources, and everything people are dependent on. You know your boundaries. 

10 Unnatural Traits of a Leader/Administrator

· Refuse to be a prisoner of experience
· Expose your vulnerabilities
· Acknowledge your shadow side
· Develop a right-versus-right decision-making mentality
· Create teams that create discomfort
· Trust others before they earn it
· Coach and teach rather than lead and inspire
· Connect instead of create
· Give up some control
· Challenge the conventional wisdom

Chapter 10- Strategic Organizational Communication: Professional Applications of Organizational Communication
Communication process or transaction process in which there is strategic purpose. It is intentionally planned

Strategic organizational communication
Guided by data

· The organization and its environment
· Stakeholders: people who have an interest in the organization and can effect the success of the organization (employees, investors) 
· Multiple publics: generally larger masses 
· Environmental scanning: tactic organizations will use to prepare their communication method. Use surveys or other techniques to learn and understand what people know about your organization. 

Strategic management
Future oriented approach: look at what you want and the consequences 

· SWOT:  if you want to introduce a new concept, before implementation you want to make sure you know the environmental pressures that will go against your decision. How many opportunities are there?
· MBO: talk about your objectives with the people whom you are dependent on. 
· Innovator Vs. Defender strategy: as a company, you must ask yourself what kind of relationship you want to build with your stakeholders. Innovators always invite creative thinking. Defender strategy looks at how to maintain the status quo, companies do not look at change drastically. 
· Lead, Lag, Match: how socially responsible you want to be, lead (be better than the other people in the market), lag (do the bear minimum), and match (do exactly what your competitor is doing). 

Strategic management communication
How people design and create message purposefully

· Public relations: maintain relationships, create your message purposefully 
· Internal communications: planned and formalized communication prepared and disseminated by communication professionals to internal organizations members
· Media relations: working with the media on behalf of the organization
· Crisis communication: communication response in emergency situations designed to minimize harm to the organization and assist in understanding the responsibility to the emergency
· Crisis management: use of public relations to minimize harm to the organization in emergency situations that could cause damage
· Marketing: Strategic organization communication that is directed at bringing about an exchange between an organization and a customer
· Integrated marketing communications

Discussion Questions

· Distinguish between strategic organizational communication and other forms of organizational communication. What special skills might be required to fulfill professional responsibilities in the field of strategic organizational communication?
· Describe the relationship between the development of competitive strategy and the communication functions of public relations and marketing. What are some communications activities public relations and marketing professionals might use to help carry out overall business strategy?
· Give examples of ethical issues that a public relations or marketing professional might face. What possible behavior choices or solutions are available to the professional, and what are their implications?
· Describe some strategic educational activities that a communication professional might use to help an organization improve adaptability, coping processes, and problem solving. Which activities do you deem most valuable and why?

Chapter 11- Organizational Change and Communication 
Types of organizations changes, barriers, and main approaches to change anything that has to do with an organization. 

Organizational Change?  

· Types/forms of Change
· Planned: something happened because of someone’s planned effort, these are proactive changes Vs. Unplanned: these are more reactive changes, something happened and you have to do something about it
· Radical: have to plan carefully V. Incremental: evolutionary changes, managing incremental changes is not that difficult as it is just refining 
· Three important points about organizational change:
· Structural interrelationship: In order to make a change happen, a particular change will affect a lot of things: relationship, processes, technology is all connected. No matter how specific the focus is, it will affect someone elsewhere within the organizational boundary. 
· Involves technical/structural and people factors.
· Requires learning: you need to train people, give them time to gain experience 
· Issues in the Change Process
· Diagnosis: it is a challenge since companies to make a decision on how to perform the diagnosis (professional or include employees). In terms of culture change, you should have a shared diagnosis. Technology changes on the other hand, the diagnosis can be made without involving people 
· Resistance: when you are implementing you change initiative, you need to take into account people’s resistance. Active resistance and passive resistance, any behavior that shows unwillingness to change
· Evaluation and institutionalization: to encourage people (in early support of acceptance) you need constant support, empowerment, however it is difficult to provide these. 

Barriers to Change
Forces and pressures to get organizations to change can come from anywhere: legal requirements, technological change, external forces push an organization to consider changes (beyond organizational boundaries), employee dissatisfaction. If you want to survive for a long period of time you need to consider how your society changes, and make those changes within the organizations (respecting your environment)

· Organizational silence: must create an organizations culture in where knowledge sharing is appreciated, have a very egalitarian organizations structure avoids organizations silence
· Knowledge/information deficits: lack or information and lack on involvement, some people did not even know what the change was about and the rational behind it. Make sure you are over communicating change and why the changes are taking place. The more mediums you use, the more you can inform everyone you can. 
· Risk perception: fears of the unknown, people don’t know how the change will affect their role and status. Mostly a problem in managers, 
· Uncertainty 
· Resistance: identify what kind of reactions people have 
· Organizational trust: people do not feel there is enough openness between group members, team members, and organizational members. People might not support change when they do not trust the ones initiating the change
· Structural change: changing the chain of command, people do not want to lose power (technological change is much easier to implement) 
** You can solve all of these problems with communication

Why people resist change
Resistance is not something negative, sometimes they resist for pragmatic decisions, and they believe the change is a mistake. Most of the time, people have a logical reasoning behind their resistance

· Fear of the unknown.
· Lack of good information.
· Unclear goals and unrealistic expectations: do not give enough information or support to make that change possible
· Lack of resources, training, management support
· Lack of ownership: expect to change people without including them in the process. Make sure the people who are targeted by the change are involved in the strategy for change
· Inconsistent actions by the top managers: your verbal and non-verbal communication should be consistent (do not be a hypocrite and exemplify how you want people to act)
· Fear for loss of power.
· Bad timing, poor interpersonal relationships.
· No reason to change, Habit.

Common Change Strategies Used in Organizations

· Force-coercion strategy: tell people how to do things 
· Rational persuasion strategy: more democratic and delegated. Persuading people, informing the person why changes must be made. 
· Shared power strategy: working together, exploring what is causing the problem and how to implement change to solve the problem. 

The leadership of development and change
Change is known: introducing something new, however the change is not new to the industry, innovation: something that is not common; there is no best practice or example readily available 

· Organizational development 
· Human resource development: only focusing on your employees, preparing your employees to be more capable resources
· Purchase model: consulting model, asking someone who is an outsider, and ask him or her how to solve your problem. 
· Doctor-patient model: ask a consultant (outsiders) to diagnose your issue
· Process model: ideal consulting model, believes that outsiders can not identify accurately the problem, therefore there is a shared diagnosis between the organization and the consultant  
· Communication strategy
· Communication plan: more comprehensive, looking into everything, a general strategy 

The cyclical nature of the change process

· Data collection: know the answer to what is happening
· Data evaluation: evaluate the quality of your data, compare the information to see what kind of information you have is credible and valuable
· Establish communication plan and strategy: what are you going to plan, how many options you have available, which one is the best option to implement
· Planning and implementing evaluation for solutions
· Evaluating results

Chapter 12- Application of organizational communication

Career choices in organizational communication
Need to see if you will be a good fit or not for that job

· Internal communication careers
· External communication careers
· Sales careers
· Human services careers
· Careers in education
· Research and information management careers
· Management
· External Consultant
· Professional and combination options 
· Protean careers 
· Bourdaryless careers
· Team-based careers [usually in Networked, and Cellular organizations]
























