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		Introduction

								

	
				There is a strong and enduring relationship between leadership and communication. While these are two distinct fields of academic study, there is significant overlap between and among the two disciplines that call us to explore how they work together and how they inform and shape practices and behaviors that involve communication and leadership experiences. Scholars suggest that leadership should be grounded in an ethic of care and that communication practices and behaviors shape the praxis of leadership (Fritz, 2012). Praxis, in this way, refers to theory informed action. Therefore, coupling communication and leadership together is essential to be a successful leader. Coupling these terms and experiences together is two-fold. First, to say Communicative Leadership, one refers to leadership as a communicative function (Fritz, 2012). In fact, it would be difficult to lead without communication. Even without verbal communication, we have seen clear examples of leading through nonverbal communication, such as taking a knee during the national anthem or using illustrators or emblems in military or paramilitary operations. Second, to say “Leadership Communication” one refers to communication as leadership itself. It is the one who communicates, verbally or nonverbally, who has the potential to impact others and outcomes. Either way, there is an undeniable and inescapable relationship that we have between communication and leadership. This book explores this relationship and provides insight into using skills from both parts of the couplet to exemplify how leadership depends upon communication and how communication provides optimum leadership development and experience.
 The intended audience for this open education resource is for students studying basic leadership and communication principles. Specifically at Plymouth State University, this is written for CM 2915, Communication and Leadership, which is a hybrid course covering basic principles of human communication and basic principles of leadership. However, this open education resource can also be used in other courses and other disciplines, such as in leadership studies or in certain business and professional communication courses. It is rare that leadership or business courses go into detail about the principles and processes of communication, often that content requires the taking of additional courses specific to human communication. This reader integrates content from both of these realms of research, human communication and leadership studies. I use this open education resources intentionally to explicitly connect basic principles of communication and leadership practices. In CM 2915, we use an open education resource on interpersonal communication and this reader. If you are external to Plymouth State University, feel free to use this open education resource in any way that makes sense to you and your particular course or circumstance.
 Conventions in this OER include the same structures in each chapter such as: learning outcomes, thought-provoking questions, and chapter outlines.
 Here is a summary for each subsequent chapter:
 Chapter 1 – Leadership (and) Communication, this chapter defines leadership, communication, and offers a summary of basic principles of human communication, its models, processes, and functions.
 Chapter 2 – Speaking of Leadership, this chapter introduces leadership approaches and styles.
 Chapter 3 – Leadership Ethics, this chapter explores leadership ethics through exploring current literature and public trade applications.
 Chapter 4 – Communication Ethics, this chapter explores communication ethics through active communication ethics scholars and providing the background of philosophical ethics through the ages
 Chapter 5 – Leadership Communication Skills, this chapter explores effective communication in leadership by providing resources around leadership communication skills
 Chapter 6 – Working in Small Groups and Teams, this chapter explores how to build teams and employ effective communication practices in teams
 Chapter 7 – Leadership, Conflict, and Communication, this chapter explores effective leadership communication strategies in the context of conflict
 Chapter 8 – Leadership Communication Resources, this chapter offers a database of additional resources
  
 Finally, this is not a traditional book on leadership studies, styles, approaches, theories, or experiences. The intention for this book is to bring together communication and leadership in a way that integrates and interweaves the disciplines together in a unity of praxis for the student who wants to know how to lead through a communication lens. I have learned that leadership is all about effective, purposeful, transparent, authentic/genuine, and ethical communication. While a leader must be able to communicate well, leading is not really about the self. Leading is really about the other or others. This is why recognizing that leading is serving others, we begin from the other and not the self. Keeping this in mind, developing effective communication skills within a leadership mindset provides the optimum opportunity to lead “care-fully” (fully in a mindset of care toward the other) and successfully.
 
	

			
			


		
	
		
			
	
		

		Leadership (and) Communication

								

	
				The main questions underpinning this chapter are, what exactly is leadership and how does communication work to impact it? At the end of reading this chapter, you will have learned the following:
 Learning Outcomes for this chapter will
 
 1. reinforce basic knowledge of the fundamentals of human communication, its functions, processes, and models
 2. develop a basic understanding of leadership definitions
 3. synthesize the relationship between leadership and communication
 Thought-Provoking Questions
 1. Have you ever thought about what a leader actually does and how did they know how to do it?
 2. What is the difference between a manager and a leader and what does that difference mean in the physical work they do?
 3. How do you become a leader, or are leaders just born?
 Chapter Outline Snapshot
 	Definitions of Leadership and Communication
 	Communication Functions, Styles, Models, Processes
 	YouTube TedX Talks Links
 	Why is this meaningful?
 
  
 Definitions:
 Leadership:
 Leadership is a skill that an individual, or a group, or an organization have to influence in a broad sense (having vision or mission-focused creativity) or, in a particular sense, guide other individuals, small groups, teams, or organizations in a particular way. But this is general and only my short answer. The fact is that definitions of leadership are variable and often contested. For now, we will go with this sentiment. In the next chapter, we will expand on it.
 Communication:
 “Most people think they are great communicators. However, very few people are “naturally” good. Communication takes time, skill, and practice. To be a great communicator, you must also be a great listener. It requires proficiency and competence. Think about someone you know that is not a good communicator. Why is that person not good? Do they say things that are inappropriate, rude, or hostile?” (Wrench et al., p. 3).
 Poor Communication Habits: (Think about the people you know. Do any of them ever demonstrate poor communication habits?)
 Conversational Narcissist – The person who always turns the conversation back around to them and what they have experienced.
 Aggressive Listener/Interruptor – The person who either interrupts others when they speak, or only listen to find fault or critique with others.
 Multitasker/Distracted Communicator – The person who divides their attentions among multiple tasks while listening and speaking.
  
 To improve communication behaviors, we first have to understand the needs for communicating with others. According to Wrench et al.  (2020), :
 Physical – communicating with others is good for our health! (p. 4)
 Identity – communication helps us discover who we are as an individual (p. 5)
 Social – communication helps us to establish/build our relationships (p. 5)
 Practical – communication helps us to navigate our daily tasks/life (p. 5)
 Can you imagine what life would be like if we never communicated with another being? If you have not watched the film, Castaway (2000) (with Tom Hanks), you should. You will see what happens to a human being when they do not talk with another human being.
 Another definition that Wrench et al (2020) advance is, “a process by which we share ideas or information with other people” (p. 6-7). The rest of this section comes from the textbook, Interpersonal Communication: A Mindful Approach (2020), by Jason S. Wrench, Narissra M. Punyanunt-Carter, and Katherine S. Thweat.
 Principles of Communication:
 	Communication is Symbolic – This means that communication arises from symbols and representations. For example, the words are arbitrary combinations of linguistic symbols (letters) that we write, speak, translate into codes, etc. Additionally, we do not need to use linguistic symbols directly to communicate, though they are usually part of the interpreting or decoding process, as we often use images, shapes, and other kinds of nonverbal communication to transfer a message.
 	Communication Is Shared Meaning – Since linguistic symbols and what they relate comes from a shared understanding and agreement, we need others to create such an elaborate system of message sharing. Language and meaning always evolves through individuals negotiating the meaning together.
 	Communication Involves Intentionality – There is some kind of intention for particular communication exchanges. This does not mean that the intent that creates the message will be the same once the message is received, but it does point to some level of intentionality underscores the creation of a message.
 	Communication has Dimensions – All communication holds implicit and explicit dimensions such as content and relationship. While we might not explicitly state a relationship, the choices made in the communication exchange reflects the kind of relationship between communicants and interlocutors.
 	Communication is a Process – There is a specific process that occurs in a communicated message. The models below discusses the various processes. These processes can become very complex.
 	Communication is Culturally Determined – Culture and cultural value inform and shape how people communicate.
 	Communication Occurs in Context – Since individuals exist and live within narratives that are filled with tradition, enculturation, experiences, and sensibilities, all communication is situated within narratival neighborhoods (Schrag, XXXX).
 	Communication is Purposeful – There is a purpose for communicative messages, it might be to a particular end or it might be to open possibilities. Since human egos drive human communication, the ego acknowledges a purposeful existence.
 
 Communication Styles – There are various styles of communication and while we might have engaged each of these styles at one time or another, we likely also have a preferred style or styles, or a personal preference for communication.
 Passive
 Aggressive
 Assertive
 Manipulative
 Collaborative
 Competitive
 Models of Communication – there are three main types of communication models
 Linear/active
 Interactive
 Transaction
 	Linear or Action Models – This is where communication is seen as a one directional transmission. 
 	Interaction Models – This is where there is increased focus on feedback being multidirectional.
 	Transaction Models – This is where individuals act as both sender and receiver simultaneously; it is more complex and accounts for environment more than other models. There are also other aspects involved in the transactional models that make these models more complex and dynamic than the other models.
  	Cues – public, private, behavioral
 	Context – social (rules and norms that govern how folks communicate); Cultural (cultural and co-cultural identities that bring people together); relational (the bond between people)
 	Noise: 	Physical – in environment (a fan or a car horn)
 	Physiological – body’s response (internal: hunger, headache, hearing loss; external: cold/hot, color, comfort)
 	Psychological – emotional state, thoughts, perceptions, etc.
 	Semantic – meanings in words
 
 
 
 
 
 In each model there are encoders (people to create the messages) and decoders (people who interpret the messages).
 Transaction Models depict communication as complex, continuous, and dynamic (and a simultaneous shared experience).
 A significant aspect of the human communicative experience is our perception. Our perceptions may complicate the encoding and decoding.
 –Perception involves: Attending, Organizing, and Interpreting. These actions occur dynamically (and not in this particular order). But, a lot can go wrong in the process of understanding our perceptions.
 WHAT IMPACTS OUR PERCEPTIONS?
 Personal Experiences
 Personal Involvement
 Our Expectations – about what we see or think we see.
 Assumptions that we make about utterances or nonverbal communication.
 Relational Satisfaction – This refers to where we are in our personal relationships.
 The Physical Environment (lighting, noise, familiarity)
 –Verbal and Nonverbal Communication – As human beings we communicate more often nonverbally than we do verbally. This is because nonverbal communication is often overlooked unless we can watch ourselves in a mirror as we are communicating. The fact is that we focus more of being effective and efficient verbal communicators and we pay less attention to what we communicate nonverbally. There will be video links to nonberbal communication videos below for additional information.
 Nonverbal Codes
 •Haptics – communication through touch
 •Vocalics – communication through voice and utterances
 •Kinesics – communication through our bodies
 •Proxemics – communication through space
 •Chronemics – communication through time
 •Olfactics – communication through scent (aroma, smell)
 •Physical Appearance – communication though ornamentation and bodily appearance
 Verbal Rules
 Words matter. Words lead us to meaning, they reflect our attitudes about something, they do exist in abstraction though, so they need us to apply them in context, and much of there meaning is denotative (dictionary definition) and connotative, (expanded understands based upon subjective experiences).
 
 Communication and its Impact on Leadership
 
 Communication is essential for leadership to occur. If this is true, then it is also true that effective leadership occurs when communication is effective. Understanding the relationship between leading and communicating informs how our leadership and communication skills develop.
 
 Conclusion
 So, what is at stake? Everything.
 Paula Tompkins (2011), Professor Emerita at St. Cloud State University, argues that “Practicing ethics involves discerning ethical issues and making decisions about how to act. Ethical discernment is the ability to recognize ethical issues and make ethical distinctions in order to formulate judgments about what is good, right, or virtuous. In ethical decision-making, an individual uses those judgments to guide her decisions about how to act ethically” (p. 5). Professor Tompkins understands ethics as practical philosophy and suggests that “communication ethics rests on the idea that individual acts and episodes of communication are important; they are not trivial” (p.6).
 Because Tompkins identifies communication as ephemeral, rhetorical, and transactional, with dimensions of content, relationship, authenticity—there involves a constituent process of communicative engagement—and all of these aspects suggest that what, how, and why we communicate matters. For Tompkins, all communicative gestures, transactions, and even unintentional acts/behaviors have ethical dimensions. Therefore, we cannot continue to communicate on a daily basis without thinking about our communicative practices and what impacts they have on ourselves, others, and society as a whole.
 Let’s unpack her description of communication which will help us to see why all communicative gestures have ethical dimensions.
 Communication is:
 	Ephemeral – because communication, especially when spoken, vaporizes once it is said. Even written communication vaporizes its possibility of meaning and simultaneously it is irrevocable – it is stated in some fashion and then it cannot be taken back or taken away. Its possibility is no longer present in existence but the message, its meaning, its impact is eternally present while not being tangible. Sometimes we try to explain or clarify, but in most situations, the original “saidness” is never forgotten; it remains in its absence as everpresent.
 	Rhetorical – communication has the power to manipulate, persuade, and impact other people, entities, environments. Because of the rhetoricality of communication, there is also an inherent responsibility to the other that is undeniable and inescapable.
 	Transactional – communication is between people, between people and environments, between people and entities/organizations. This means there is a transactional, interdependence that occurs naturally in human communication.
 
 Communication has dimensions of:
 	Content – the message (logos)
 	Relationship – people (pathos)
 	Authenticity – ethics (ethos)
 
 Some philosophers create very specific criteria for what makes something ethical or an ethical matter. For Tompkins, the act and event of communication is inherently always-already ethical. There is no avoiding ethics in communication. We will hear more about this in a later chapter.
  
 YouTube TedX Talks Links
 Simon Sinek:
 –Five Fundamentals of Leadership
 –How to Master the Art of Leadership
 Drew Dudley:
 –Lollypop Moments
 The last word. Why is this meaningful? The more we know about communication and how it works, we begin to see the value of effective communication to leadership and its actions and experiences. Generally, all communication has the potential to impact others, either positively or negatively. Knowing this we can avoid certain communicative environments or commitments. So, the stakes are lower. But in leadership, there is no hiding and the buck stops with you as the leader. Everything you do and say absolutely WILL impact others. This can be scary to think about but you need to think about it and practice effective leadership communication so that the impact you bring to others is more positive than it is negative.
 
	

			
			


		
	
		
			
	
		

		Speaking of Leadership

								

	
				Leadership definitions can be diverse and either too simple (and incomplete) or too complex (and lack clarity). Like the communication discipline that is interdisciplinary and multidisciplinary, the field of leadership studies is also interdisciplinary and multidisciplinary with an emphasis on organizational leadership, leading within organizations, and human nature (Blanchard, 2019). This opening statement seems to beg the question, more specifically, explain and define something using the same terms and therefore, not providing any real explanation (“begging the question” is the most misused logical fallacy in public discourse. Most people using the term use it incorrectly. What it really refers to is circular reasoning, for example I said, “…with an emphasis on organizational leadership, leading within organizations…” I really did not provide clarity around what organizational leadership really is, I just reused the same words. This is a good example of begging the question!). For this reason, this chapter starts with providing clear and specific definitions. In this chapter we cover, definition of key terms, descriptions of leadership approaches and styles, a sampling of leadership theories, and dispelling of some myths associated with leadership and leadership studies as a field of study.
 Learning Outcomes : After reading this chapter, you will
 
 1. be familiar with various definitions of leadership and other key terms
 2. identify characteristics of different leadership approaches and styles
 3. describe coordinates of at least two different theories of leadership
 4. assess myths around leadership as a field and in practice
 Thought-Provoking Questions
 1. Are effective leaders born or can leadership be learned?
 2. What is the difference between leading people and managing people?
 3. Does an effective leader need to hold a “position” or title of leadership?
 4. Have you ever wondered, no matter what style of or approach to leadership one uses, what is it about a leader that makes them stand out from other leaders?
 Chapter Outline
 This chapter covers this content:
 Definitions of key terms used in this text around leadership
 Descriptions of leadership approaches and styles
 A sampling of leadership theories
 A look at myths around leadership in practice and leadership as a field of study
  
 Definitions 
 Interdisciplinary – this refers to more than one branch of knowledge or discipline. According to the Merriam-Webster dictionary, when some is interdisciplinary, it involves two or more academic, scientific, artistic, or philosophical fields of knowledge coming together to share information and synthesize the information which enables them to do something else using the synthesis of information.
 Multidisciplinary – this refers to more than one discipline working on a task or a problem but they stay within their own boundaries. They might share information with other disciplines the the collaboration ends there.
 Leadership – the ability to influence a group of people toward a positive end; the ability to have a vision for an organization and lead the organization to flourish and thrive. There are literally hundreds or thousands of definitions, dating back to before Plato’s time. We will leave this definition open and hermeneutically inclined so that we do not limit the evolution of our understanding of it.
 Approach – for the purpose of this chapter, approach refers to the way in which someone does something. This “way” involves the attitude, perspective and point of view that someone has about doing something.
 Style – for the purpose of this chapter, style refers to the particularities and specific ways of the doing of things that occur. Often we use or exchange “approach” and “style” as meaning the same thing. While they are slightly different, they both refer to the way in which someone does something. Approach includes more of an understanding of the “why” or point of view about something and style denotes more about the preference and specific ways of the doing.
 Theory – this refers to a system of ideas that attempt to provide an explanation of some kind of phenomenon. Theories are generated from gathering data and using rational thinking to build an understanding of the “why” of phenomenon. Theories allow us to make predictions and teach us how and why things are as they are, or as they seem to be. This is a simplistic definition of theory. There are, of course, other and various definitions of it. You will gain more insight around what a theory is in your Communication Theory course.
 
 Organization – this refers to a group of people coming together to work toward some kind of purpose. This is a general, very simple  definition. Organizations are systems of people that can be simple or complex. With the advancing future of A.I., tying organizations to human systems will soon be outdated.
 Leadership Approaches and Styles
 (This list is in no particular order)
 It should be noted that many resources in leadership studies will provide a list of types of leadership styles and approaches. These lists will vary while maintaining some of the same leadership labels. This list includes only some of the labels/styles. Perhaps these are the most common styles identified in the literature.
 Transformational – Transformational Leadership involves leaders and followers engaging in a mutual process of “raising one another to higher levels of morality and motivation” (Chin & Trimble, 2015, p. 119). They model high values and have a shared vision with the organizational members. These kinds of leaders also have a vision that is shared across the organization where they allow others to act and thrive. Some scholars suggest they “encourage the heart” (Chin and Trimble, 2015, p. 120). Transformational Leaders emphasize vision, change, and innovation. Here is a webpage on Transformational Leadership from Western Governor’s University.
 Transactional – Transactional Leadership emphasize operations, organization, and the decision-making process. Often guided by a  system of rewards and benefits for employees. Here is more on Transactional Leadership from St. Thomas University.
 
 Servant – Servant Leadership begins with a strong desire to serve others so that they (others) can evolve into their own sense of leadership by enhancing their skills and abilities. This approach emphasizes collaboration, trust, empathy, and leading
 by example. The servant leader focuses on serving others, kindness, and compassion which will build trust, unity, and community. These attributes usually build strong bonds within the organization (Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta, 2017). Here is more on Servant Leadership from the Robert K. Greenleaf Center for Servant Leadership.
 Autocratic – Autocratic Leadership is described as authoritarian leaders who have power and authority over others. Typically there is less or no shared decision-making. Interestingly, studies show that while this is a common style of leadership,  it does not produce high  quality of work motivation and is not preferred by most employees (Chin & Trimble, 2015). Additionally, autocratic leaders more often demand respect and compliance of followers. Here is an expanded discussion on Autocratic Leadership with examples from Western Governors University.
 Collaborative – Collaborative Leadership emphasizes cooperation over competition. Some of the adjectives that accompany this style include harmony, cooperation, collectivism, and community. Interpersonal relations are key to this style of leadership and leaders will create experiences and infrastructure that build interpersonal relationships (Chin & Trimble, 2015). Here is more on Collaborative Leadership from Northeastern University.
 Democratic – Democratic Leadership emphasizes gaining consensus and has a commitment to goals, strategy, and tactics, much like the democratic process we see in our political system (Chin & Trimble, 2015). The democratic leader also takes on what the people
 they are leading want to do instead of having a direction or vision themselves (Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta 2017). Here is more on Democratic Leadership from St. Thomas University.
 
 Laissez-Faire – Laissez-Faire Leadership is more laid back than most of the other leadership styles or approaches. This means they trust their followers and usually do not micro manage people or processes. By not giving instructions or orders, they allow their their people to use their own individual creativity and resources to meet a goal. The challenge might be that you would not want a leader and their followers to all be laissez-faire. Here is more on Laissez-Faire Leadership from Western Governor’s University.
 
 Bureaucratic – Bureaucratic Leadership relies on establishing rules, practices, and procedures. These structures are strictly followed by the bureaucratic leader. Here is an article on Bureaucratic Leadership.
 Charismatic – Charismatic Leadership involves charm and interpersonal connections/building, it relies on persuasion to motivate others. While the definition of culture varies across cultures and genders, it is said to be “the power to inspire devotion and commitment … [and] produce power through infectious qualities of … influence, involving a leader’s aura, dynamism, and persuasiveness” (Chin & Trimble, 2015, p. 72). Here is a webpage on Charismatic Leadership from western governor’s University.
 Ethical – Ethical Leadership emphasizes finding an answer to the question, how do good people do bad things (Chin & Trimble, 2015, p. 128). Some literature defines ethical leadership through the lens of virtue, thus coining the term virtue (or Virtuous Leadership) (Chin & Trimble, 2015). To be virtuous, one must have the five Socratic virtues (five virtues advances by Socrates): wisdom, courage, temperance, justice, and reverence (Chin & Trimble, 2015, p. 129). More on Ethical Leadership from Western Governor’s University here.
 Diversity – Diversity Leadership focuses on who leaders are and what they bring to the table (what are their experiences?). This also includes their identity and experiences from their identities. Having varied perspectives from experience as well as acknowledging differences in social groups. More on Diverse (not Diversity) Leadership from Indeed.com.
 
 Affiliative – Affiliative Leadership focuses on putting people first before any other goal. Sometimes this is combined into a type of situational leadership ((Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta 2017). More on Affiliative Leadership from MasterClass.
 Coaching – Coaching Leadership refers to aleader’s awareness of the strengths and weaknesses of individual team members. This way the leader can mentor, help, assist each individual to achieve their growth potential. More on Coaching Leadership from Performance Consultants here.
 Global – Global Leadership, related to Diversity Leadership but not interchangeable with it, is having a worldwide, international, intercultural, cross-cultural perspective that guides one’s perspectives and decisions. More on Global Leadership from Arizona State University.
 Situational – Situational Leadership focuses on the adaptability of leaders in what they do across various contexts and situations. Some literature suggests there are four types of situational leadership, they a re: directing, coaching, supporting, and delegating (Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta 2017). As you see in the list above, some literature disconnects situational from these four types, such as with the coaching style. More on Situational Leadership from St. Thomas University here.
 Leadership Theories
 There are different kinds of leadership theories that have emerged from a variety of disciplines. The disciplines that have contributed to the literature on leadership theories include business, management, psychology, communication (includes both rhetoric and media disciplinary fields, and philosophy-this is not an exhaustive list of disciplines). The kinds of theories are:
 Behavioral Theories – these theories focus on behaviors of people leading others rather than any natural attributes a person has that the literature identifies as a leadership disposition, skill, or characteristic. Examples of a Behavioral Theory in leadership include the Theory of Self-Efficacy and the Theory of Reasoned Action.
 Contingency Theories – these theories focus on the idea that the success of any leader is dependent upon the particular situation or context. Examples of a Contingency Theory of Leadership include Fiedler’s Contingency Theory and the Situational Leadership Theory.
 
 Management Theories – these theories focus on supervision, organization of tasks/transaction, and the overall group output. Examples of Management Theories of leadership include the Scientific Management Theory and the Principles of Administrative Management Theory.
 
 Participative Theories – these theories focus on gaining full participation of individuals throughout the organization in sharing information and making decisions. Examples of Participative Theories include Participatory Management Theory (can also overlap as a Management Theory) and Democratic Leadership Theory.
 
 Relationship Theories – these theories focus on the kind of interactions and relationships one has with others involving attention to inclusiveness, empowerment, purposefulness, ethics and having a process-oriented mindset. Examples of Relationship Theories include Human Relations Theory of Management (also overlaps as a Management Theory) and Process Leadership Theory.
 
 Situational Theories – these theories focus on particular situation and its context and being able to adapt the leadership style you use to each situation as it exists. Examples of Situational Theories include Goleman’s Model of Situational Leadership (emphasizes emotional intelligence) and the  Normative Decision Theory. 
 
 Trait Theories – these theories focus on identifying innate characteristics that one is born with indicating they would make a good leader. Examples of Trait Theories include Charismatic Leadership and Dialogic Administration Leadership.
 
  
 Myths About Leadership
 Here are some myths you might have heard about leadership:
 1. Leaders are born, not made.
 2. You have to be outgoing or an extrovert to be a good leader.
 3. A shy person or an introvert will not make a good leader.
 4. You need to be in a position of leadership to lead.
 5. If you are promoted to “boss” then you can lead.
 There are many other myths about leaders. I thought we might consider just a few before continuing with this course reader. Here are some truths about each of these myths.
 1. Leadership is a skill, it can be learned. Some people might be born with an aptitude for certain leadership skills, but everyone has to work on something. No human being is perfect. Also, since there are different ways to lead, each individual will have a different skill set around leadership. Leaders are developed (Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta 2017).
 2. Extroverts can sometimes get in their own way because of the nature of being outgoing (especially if they can’t read the room or have a lower level of social/emotional intelligence). They also might have to work harder at listening to others! You do not need to be outgoing to be a leader, in fact, some of the most introverted or shy individuals have made exceptional leaders. Bill Gates and Albert Einstein are excellent examples of introverts (https://www.insperity.com/blog/leadership-myths/).
 3. Introverts make exceptional leaders. This is because they are often quiet and listen well. Listening is probably one of the most important qualities a successful leader will have (https://www.insperity.com/blog/leadership-myths/).
 4. According to Entrepreneur.com, “While it is true that leaders often hold positions of authority and are responsible for making important decisions, leadership is not limited to those in formal leadership positions. Leadership can be demonstrated by anyone who takes the initiative, inspires others and creates positive change, regardless of their official role or title” (https://www.entrepreneur.com/leadership/6-myths-about-leadership-that-may-be-holding-you-back/447455).
 5. This myth is tied to the one above it. However, because someone gets promoted, that does not mean they are leaders. It simply means they were promoted. According to FranklinCovey, “A job title does not a leader make”. Leadership skills can be developed by anyone in any position within an organization. Bosses who are not leaders, beware. (https://www.franklincovey.co.uk/blog/2022/04/29/10-leadership-myths-vs-realities/)
  
 Conclusion
 Leadership is a complex indicator, skill, practice, and idea. All of the theories involve some kind of communication component or element. Leadership depends upon communication. In The Listening Leader (2017), Emilio Galli Zugaro states,
 “Communicative leadership is the corporate translation of empathy and active listening. It describes the ability of a company to become a truly communicating organisation with an empathetic and outside-in culture which is able to listen to all internal and external stakeholders in order to drive decision-making processes and therefore ensure a constant transformation and adaption process…
 [Also] This transformation process improves the strategy of the company by involving stakeholders and securing their support. This support translates into the license to operate for the company. Communicative leadership is applied by the Listening Leader” (6).
 Communicative leadership makes the relationship between leading and communicating explicit and mutually reciprocal. Using effective and supportive communicative practices assures meaningful leadership practices.
 Now that we understand a little more about leadership in general, we will take a deeper dive into leadership ethics in the next chapter.
 
	

			
			


		
	
		
			
	
		

		Leadership Ethics

								

	
				Leadership Ethics is a couplet that announces and reveals moral accountability for leaders. The literature around leadership ethics is growing since it has often been taken for granted that a leader would be ethical. We know this is not always the case. This chapter highlights the importance of ethical thinking, ethical discernment, and ethical/moral reasoning when leading others. We often like to say we are ethical, but what do we really mean by that quality? If we haven’t taken the time to think about how to think and reason ethically, now is a good time to start to contemplate how to do it and how much time we need to put into this kind of practice.
 To start us thinking about leadership ethics, we can look at Harvard University’s blog on it here. The six main principles of leadership ethics, according to Harvard University are:
 1. respect
 2. accountability
 3. service
 4. honesty
 5. justice
 6. community
 We will talk more about these principles later in this chapter.
 Learning Outcomes After reading this chapter you will
 1. understand the importance of ethical discernment and ethical decision-making in leadership practices
 2. recognize the relationship between communication, ethical thinking, and leadership practices
 3. apply the six ethical leadership principles from Harvard University
 4. synthesize and apply at least three different kinds of ethical thinking systems
 Thought-Provoking Questions
 1. In your own leadership experience, how did you make decisions when you saw no “good” or “constructive” outcome?
 2. Since ethics involves other people, how do we make decisions involving other people from an objective perspective (or at least as objective as possible)?
 3. How often do you stop, wait, reflect about your actions from an already established ethical framework?
 Chapter Outline
 In this chapter, we first read about communication since it is an inescapable function in the process of leading others. In this way, we explore characteristics and dimensions of communication as well as its intersection with ethics in discernment and general moral reasoning. Then, we introduce four ethical lenses, virtue ethics, deontological ethics, consequentialist ethics, and dialogic ethics. This chapter should be read in tandem with the next chapter on communication ethics. We then connect to what we mean by the couplet, leadership ethics. At then end of this chapter, we consider how to apply Harvard’s six principles of leadership ethics and directly connect them to communication ethics.
 *The following information comes from the Open Education resource used in CM4905, CMS Seniors.
 *Paula Tompkins (2011), Professor Emerita at St. Cloud State University, argues that “Practicing ethics involves discerning ethical issues and making decisions about how to act. Ethical discernment is the ability to recognize ethical issues and make ethical distinctions in order to formulate judgments about what is good, right, or virtuous. In ethical decision-making, an individual uses those judgments to guide her decisions about how to act ethically” (p. 5). Professor Tompkins (2011) understands ethics as practical philosophy and suggests that “communication ethics rests on the idea that individual acts and episodes of communication are important; they are not trivial” (p.6).
 Because Tompkins (2011) identifies communication as ephemeral, rhetorical, and transactional, with dimensions of content, relationship, authenticity—there involves a constituent process of communicative engagement—and all of these aspects suggest that what, how, and why we communicate matters. For Tompkins, all communicative gestures, transactions, and even unintentional acts/behaviors have ethical dimensions. Therefore, we cannot continue to communicate on a daily basis without thinking about our communicative practices and what impacts they have on ourselves, others, and society as a whole.
 Let’s unpack her description of communication which will help us to see why all communicative gestures have ethical dimensions.
 According to Tompkins (2011), communication is:
 	Ephemeral – because communication, especially when spoken, vaporizes once it is said. Even written communication vaporizes its possibility of meaning and simultaneously it is irrevocable because the written form exists and it is consumed or read by others. When communication is exchanged in some fashion, it cannot be taken back or taken away. We might try to fix the message, restate them message, address the message in some way but even so, it still existed for others to experience. Even if it is no longer present in existence, it was still delivered in some way and the message, its meaning, and its impact is eternally present. The echo of the message still exists in memories and in thoughts. So, even if we try to explain or clarify, the original “saidness” is never forgotten; it remains in its absence as everpresent.
 	Rhetorical – communication has the power to manipulate, persuade, and impact other people, entities, and environments. Because of the rhetoricality of communication, there is also an inherent responsibility to the other that is undeniable and inescapable. We must understand that everything communicated has the possibility of impacting others.
 	Transactional – communication is between people, between people and environments, between people and entities/organizations. This means there is a transactional, interdependence that occurs naturally in human communication.
 
 Communication has dimensions of:
 	Content – the message (logos)
 	Relationship – people (pathos)
 	Authenticity – ethics (ethos)
 
 You might recognize these dimensions as being first acknowledged and developed by Aristotle (384BC-322BC) in his rhetorical triangle, a key part in his rhetorical theory. Logos has to do with the logic of a message. Pathos has to do with the emotional appeal of the argument (and may be the strongest persuasive element). Ethos has to do with the credibility of the speaker/message creator and it originates from the Greek word for ethics.
 Some philosophers create very specific criteria for what makes something ethical or an ethical matter. For Tompkins, the act and event of communication is inherently always-already ethical. There is no avoiding ethics in communication.
 Ethical issues can blow us off course. In order to not get blown off course, you have to know where you stand and what your particular “course” or path is, how it looks, and what it means. We know that as young children and as emerging adults, peer pressure holds some level of influence for many people. While we like to think that we make our own decisions and that we are not influenced by those around us, that simply is not true to the same extent for every person. We have studied the influence of media upon our decisions, choices, and experiences to some extent just by virtue of being a Communication and Media Studies student so we know that influences from media, others, and our environments are real, subtle, and sometimes not positive. Keeping this in mind, getting to know who we are individually without the influence of others can be helpful in understanding our individual moral compass and our ethical positioning and preferences in decision-making. This course is designed to enable us to learn about ourselves, be honest with ourselves, and begin to understand who we are as human beings embedded in a culture with other human beings. Learning about ourselves will help us to understand how we make decisions where we are right now in our lives outside of a judgmental framework. Once we know who we are and where we are, only then can we decide if we like what we see and if it matches our ideal vision. This is the first step of understanding our “course” which is then the first step of staying on course and not being blown off course.
 Traditionally, ethical decision-making has been discussed through three broad lenses. These lenses are very traditional and could be familiar to you if you have already taken an ethics course in a philosophy curriculum. Some of these lenses also have sub lenses attached to them. You might have heard about some of these lenses in other courses. These lenses are: virtue ethics, deontological ethics, and consequentialist ethics. These three lenses emerge from the domain of philosophy (understanding ethics as being a branch of philosophy) and have been the hallmarks of Western philosophy since the early Greek influences (such as Plato and Aristotle and others before their lifetimes). There is another lens that sometimes is not part of the traditional discussion on ethical lenses and it will be highlighted in this course. This lens emerged from the communication discipline though it does have explicit roots in and ties to Aristotle’s virtue ethics; while being obviously different in focus, we call this dialogic ethics. When you hear the couplet, communication ethics, in scholarly books, articles, discussions, the speaker is most often specifically referring to dialogic ethics. It is important to have some understanding of the other ethical lenses because often, dialogic reasoning may involve or overlap with virtue, deontological, or consequentialist influences. It is also helpful to understand the differences between each type of lens because these differences impact ethical reasoning and decision making outcomes.
 According to Neher and Sandin (2007), these lenses can be grouped in the following ways:
 Virtue Ethics – Bases decisions on character (Here is a snapshot of how virtue ethics is described)
 A virtue ethic suggests a behavior is based upon one’s character and having an understanding of what a “virtuous” person would do in a given situation. Therefore, we ask questions such as: “what would another person do” if we believe that person to be virtuous. This does not mean that virtue ethics is ONLY about doing. Rather, a virtue ethic underscores being which is tied to character. Here is a short tutorial on virtue ethics. So, in a discussion about virtue ethics, you will find people listing qualities of a human being related to the kind of person they see as being virtuous, good, ideal, or someone who is perceived to be this way. Throughout history, many people published lists of qualities that make up a good character. From Plato and Aristotle, through the great Roman orators, and onward through each historical period. Neher and Sandin (2007) provide examples of these lists including one from Benjamin Franklin:
 
 	Temperance
 	Silence
 	Order (to be organized)
 	Resolution (fulfill obligations)
 	Frugality (not wasteful)
 	Industrious
 	Sincerity
 	Justice
 	Moderation
 	Cleanliness
 	Tranquility
 	Chastity
 	Humility
 
 Aristotle also wrote the book, Nicomachean Ethics, which was a book that was compiled from his lectures he gave at the Lyceum (his school). There is speculation about to whom he named this after, either his son or his father, both named Nicomachus. This book focuses on how people should live. According to Neher and Sandin (2007), the following is a list of virtues that he proposed people (mostly geared toward men) abide by:
 	Courage
 	Self-control
 	Generosity
 	Magnificence (difficult to translate, maybe means public-spirited)
 	High-mindedness (having a sense of honor)
 	Appropriate desires (ambition)
 	Gentleness
 	Friendliness
 	Truthfulness
 	Wittiness and Tact
 	Humility
 	Sense of justice, honesty, righteousness (around others)
 
 
 Deontological Ethics – Bases decisions on a universal code, list, or duty
 Deontological ethics is an ethical lens that follows a universal code, law, or framework that does not change based upon context, environment, individuals, etc. The word, universal (meaning the same every time) refers to every given case without exceptions. Therefore, someone who believes in a deontological approach to ethics would argue that there is a set of rules that everyone in every situation must live by. Here is a short video to help explain this perspective.
 The key to this deontological ethics is situated in the notion of having a universal guide for our actions. Neher and Sandin (2007) provide three examples of deontological frames: duty ethics, natural law, and divine command.
 Duty Ethics – Immanuel Kant’s perspective of the duty ethic states that in every case, there is one action, regardless of the consequences and regardless of the context/situation, that is ethical.
 Natural Law – This perspective asserts that whatever is consistent with the workings of natural order (biology for example) is the correct behavior. The measure in this case involves evaluating behavior based upon what is natural according to the biological condition, regardless of social constructions of appropriate behavior or context/situation. In other words, if the condition or behavior occurs naturally in nature, then the condition or behavior is ethical. An example of this is that scientists confirm that homosexual and bisexual activity is found in hundreds of other species in the animal kingdom. Since they are in the natural world, they should be deemed ethical behavior. You can do a Google search and see hundreds of examples.
 Divine Command – This perspective judges and guides behavior based upon sacred/original/divine law set forth by a universal Being, such as God. This is often set forth under religious commands. The ten commandments is one example.For deontology, we, instead, focus on duty ethics. Therefore, in determining appropriate behavior, we seek the universal behavior that we deem correct all of the time.Immanuel Kant (1724-1804) situated our duty as: To act only according to that maxim whereby you can, at the same time, will that it should become a universal law without contradiction (Kant, Groundwork for the Metaphysics of Morals). So your actions should not make or create any kind of contradiction and that the action can occur the same in every given situation.Kant’s examples of his ethical system of categorical imperatives include: 	Lies or deception are always wrong.
 	Stealing is never acceptable.
 	Suicide is always wrong
 	One should not be lazy.
 	Charity should not be engaged for impure reasons.
 	Cruelty to animals is never permissible.
 
 The key to the Kantian categorical imperative (evaluating behavior through ethical reasoning) is to look for the universality of the law that which is associated with the behavior. If an action violates one of the duties, the action is never morally permissible.
 Consequentialist Ethics – Bases decisions on consequences
 Consequentialist ethics involves focusing on the consequences/outcome of an action or a decision, instead of the character of a person (virtue ethics) or universal application of a set of rules (deontological ethics). According to Neher and Sandin (2007), there are multiple kinds of consequentialisms. In general, act consequentialism and rule consequentialism are essential distinctions to understand before moving forward to think about the kinds of consequentialisms that inform ethical decision-making. For the purpose of this course, we are only concerned with act consequentialism. Act consequentialism evaluates individual actions related to consequences. We will focus on act consequentialism under the label of utilitarianism and egalitarianism.
 Utilitarianism  involves the idea that actions should be guided or evaluated by the notion, the greatest benefit to the greatest number of people. This is very general, but here is a video that can explain in more detail.
 There are many newly emerging nuances under consequentialisms that blend with the principle of utility but for our purposes in this course, we will focus only on the outcomes and how we reason about and through them. Questions of motive, ego, and telos (the aim or ends) can be side considerations and help us reason through making judgments about behavior or impending behavior.
 According to Neher and Sandin (2007), Jeremy Bentham (1748-1832) developed an elaborate system for calculating quantities of pleasure in terms of their duration, intensity, certainty, remoteness or nearness in time/space/place. This was a quantitative, objective methodology.  He then determined the number of people who benefited or who were harmed by the action. Every person counted as one person. The counting had to be impartial. Additionally, you could not consider only what made your family happy but instead, you had to consider happiness of all people effected by the action. This sound objectively sound but with human beings involved, this was difficult to actually do without making certain guesses and judgments that diminished the objectiveness.
 Utilitarianism asserts “the greatest good for the greatest number” (Neher and Sandin, 2007, p.60). Rightness or wrongness is determined by totaling the positive and negative outcomes of an action. The action that resulted in the highest number of positives/goods, is the right thing to do.
 Dialogic Ethics – Bases decisions on relationships (usually interpersonal relationships)
 Dialogic ethics privileges relationships, not character (virtue ethics), duty or universal law/rule (deontological ethics), or consequences (utilitarian or egalitarian ethics). Dialogical ethics occur within dialogue. It is a system in which ethics can be judged by the attitudes and behaviors demonstrated by each participant in a communication transaction. Key to the definition of dialogic ethics is the willingness and ability of each participant to suspend self-interest in favor of experiencing the views, beliefs, and convictions of the other. More will be said about dialogic ethics in the next chapter on Communication Ethics.
 Leadership Ethics
 Leadership Ethics refers to leadership with a systematic operating system that is grounded in moral behavior that is guided by thinking ethically and engaging in self-reflection and moral reasoning. The ethical leader is skilled at moral reasoning and moral discernment. Since leadership necessarily impacts all kinds of individuals from new employees to long-time employees and people with all kinds of worldviews and approaches to problem-solving, the leader needs to be able to discern ethical issues and engage in a moral reasoning framework that takes into account others (and not just the self or ego). Additionally, leadership has a certain degree of power and the power differential across organizations is real. Some people have power (and voice) and other people do not. This is why it is imperative that ALL leadership styles and approaches have some kind of competence around ethical discernment and the ability to reason using ethical lenses or systems.
 There is actually no one way to think about or frame leadership ethics. After thinking about the various ethical systems discussed above, it is helpful to create a list that can begin to design a system of leadership ethics as a starting place for ethical leadership or leading ethically. This list is meant to open our discussion around what Leadership Ethics might look like. The following characteristics should be the ground from which leadership action and practices occur.
 Emulate Trustworthiness
 Conduct Business in Fairness around Goal Setting and Work Flow
 
 Being Accountable (Taking responsibility for the good and the bad/successes and failures)
 
 Demonstrate Inclusiveness in Decision-Making 
 Being Honest in Communication, Transactions, and Other Organizational Behaviors
 
 Seeking Equitable Practices and Outcomes
 
 Being Respectful in all Communicative Actions
 Engage in Effective and Active Listening
 Seek Means to Enable Others to Reach their Fuller Potential
 From this list, can you distill a framework for a system of leadership ethics?
 Applying the six principles of leadership ethics laid out by Harvard University.
 We can connect Harvard University’s six principles directly to communication ethics especially in application. This means that we can have a pragmatic understanding of ethics in leadership and  and ethics in general. While all people should have some kind of ethical framework or moral compass that guides their interactions with others, leaders have a heavier burden to develop their own ethical and moral frameworks because they are required to act, to engage, to necessarily impact others directly as part of their jobs/positions. Frankly, even is one is a leading from within the masses (and does not have a formal position of leadership), everyone should be aware of these principles because most of our individual actions will have some kind of impact on others, on organizational cultures,  and on our environments.
 Let’s take a few minutes and think about how each principle is tied to leadership and communication ethics:
 Respect – showing someone respect or treating someone or something with respect is demonstrated by our communication behaviors and our use of language. As human beings, we can control this aspect of our engagement. Therefore it is imperative that we understand how we communicate information impacts others and our environments. Especially for leaders, our word choices and our nonverbal communication should be informed, matching/consistent, and supportive, even when delivery a message that is deemed negative (such as when you have to remove someone from a project or demote someone’s position or role). Jack Gibb’s (1982) supportive-defensive communication paradigm can help leadership choose supportive language for situations like this.
 Defensive Communication Strategies                                               Supportive Communication Strategies
 	Evaluation “Why did you do this?”
 “How could you have done this?” “You always interrupt me”
 	Description “It seems that the process might have taken too long to do, and many people left before it was their turn to speak. Let’s create opportunity…”
 
 	Control “I know how to handle this, so this is how it will be done”
 “I think I have a better handle on the real issues, so we will do this….”
 	Problem Orientation “I think we have a problem here and we need to think about how it can be addressed effectively”
 
 	Strategy “I do not believe you have the best interests of NH in mind when you propose this bill, so how  can you suggest this is the only solution?”
 	Spontaneity “To be honest, there are other issues connected to this one issue that we need to consider; we should be open to discuss these other matters as well”
 
 	Neutrality “I don’t really care about that 3% of NH Population” or “I do not care about that” or “Whatever…it doesn’t matter”
 	Empathy “We should find a solution that supports all of NH citizens” or “I recognize that this matter is important to you, so how can we include this consideration in our proposition?”
 
 	Superiority “Since I am your boss, I will take 15 minutes but you all need to be brief – 3 minutes or under.”
 	Equality “Let’s all stay under 3 minutes to state our positions”
 
 	Certainty “Your evidence is incorrect – so how can your  policy really address the matter?
 	Provisionalism “In my opinion, I see it another way. Perhaps we can explore the issue from a different vantage point to see how others understand the matter?”
 
  
 Accountability – a leader (frankly, we all should do this) must be able to say, “I was wrong and this is why” or “this is my error and I need to find a way to change the situation” or “I am sorry I did not listen to others, that was a mistake I made”. Leaders must take accountability for our decisions and actions. Too many leaders fail to share their vulnerability and this does not help situations especially when there should be a course correction. A leader does not have to be perfect, they need to know when they are wrong, admit it, and learn from it. This takes humility and authenticity.
  Service – some leaders have a sense of elitism because they think they know everything. But this is upside down. Leaders do not need to know everything (nobody can!). This elitist mindset should be turned around and leaders need to start seeing themselves as serving others instead of being served because of their elitist mindset. A service mindset involves serving others, helping them to achieve their fullest potential and treating them as we would want to be treated. A good example of this can be from the Market Basket labor dispute a few years back. A struggle between two cousins almost cause the supermarket chain to go under. The feuding cousins were complete opposites, one wanted to live like an elitist and be served by all of the chain’s employees so he would earn higher profits and the other cousin wanted to serve the people, employees, venders, and customers. His communication with all of the stakeholders was humble, caring, inclusive, and supportive. The Market Basket chain is thriving today because the cousin with a servant mindset won the dispute and bought his cousin out of the company. Read more about Market Basket here. While it is Wikipedia, the information on this page is historically accurate. You can also go to Salem State University and download this article, “Market Basket: The Study of a Company’s Conflict and Resolution”.
 Honesty – honesty in leaders is cherished. Leaders build relationships by being truthful, not hiding or omitting information, and not being afraid to reveal something that others may not like. People respect honesty even if the message is difficult. Honesty is built through language used and actions that match our language. Leaders who share information, good and bad, and whose actions match what they say can build relationships with those they lead more easily than leaders who do not communicate enough information that is truthful and real. Being able to not only say but show the information is key to demonstrating honesty.
 Justice – justice expands beyond issues of the law. In this case, justice refers to treating people fairly, and modeling how employees should treat others, especially when working in teams or with stakeholders. This means actions and decisions should be equitable and everyone should feel they have a voice and a place (a seat at the table). Going back to the Market Basket example, employees were treated equitably and every one, from part time warehouse workers to managers, to vendors, had opportunity to voice opinions and ideas and receive public respect and welcoming.
 Community – leaders have the responsibility to lead, to shape, to fuel, to inspire others. This builds a sense of community; a gestalt environment that is bigger than the sum of all of the parts. Leaders bring people together through a dialogic space that invites, welcomes, supports, and cares for those involved. This is an unconditional invitation that is shared through a framework of care for the organization, the practices in the organization, and the other, all others. Leading with invitational dialogic openness creates a community of home where people feel heard and valued. These people will also want to stay and they motivated to make their community/home a better place to be.
 These six principles rely on communication ethics centered around dialogue, mutual respect, openness, and willingness to share and co-create with others guided by hermeneutic humility and a mindset centered around care of, for, and about the other.
 
 Conclusion
 Leadership Ethics should be a concern for all leaders of every kind, any style, and approach. Anyone making decisions that necessarily impact other people should be familiar with multiple ways of thinking and discerning ethically. They should have experience with  some kind of ethical framework from which to make decisions. These are not the only ethical lenses people can use. There will be more discussion in the next chapter around ethical thinking and it is hoped that you will end up having a more textured understanding of ethical discernment for the leader. While some scholars pull out ethical leadership as a separate leadership type, I see ethical leadership as a skill that ALL leaders of every style and approach should develop.
 Questions:
 1. What are your thoughts about how I see the relationship between leadership and ethics? Give some reasons and examples to support your answer.
 2. Why should leaders have a care or feel responsibility toward others? If you disagree with this, explain your position.
  
  
 
	

			
			


		
	
		
			
	
		

		Communication Ethics

								

	
				This chapter introduces you to communication ethics in general and provides a more detailed explanation of dialogic ethics which is a cornerstone for developing skills in leadership ethics and practices. There has been a lot written about communication ethics especially in the last 25 years. There are good reasons to think about communication ethics, here are some:
 •People do not always agree because there are varying perspectives about how to live in the world… with others
 •People do not always agree because often there are competing goods and scarce resources
 •People do not always agree because of free will and egoic drives
 •People do not always agree because they see the world through their own “rose-colored glasses” (and not the glasses of others)
 •People do not always agree because they think of themselves first and negate perspectives of others (or make assumptions about them based upon flawed perceptions)
 
 Having an orientation around communications, it is helpful to understand the following: Communication ethics
 •is perspective-laden
 •holds no consensus on an “agreed-upon understanding of the good”
 •does not advocate for one answer
 •responds to the demands of the historical moment
 •is not one thing (this is why the couplet is “communication ethics and not communication ethic)
 
 
 For these reasons, it is good to have familiarity of communication ethics especially differentiated from the previous ethical lenses  we discussed in the previous chapter.
 Learning Outcomes – after reading this chapter, the student will
 
 1. develop a general understanding of the field of inquiry labeled Communication Ethics
 2. differentiate between different dialogic philosophers/scholars
 3. apply basic principles of communication ethics to specific situations/ethical dilemmas within leadership contexts
 Thought-Provoking Questions
 1. Understanding that dialogue can sometimes be messy or uncomfortable, do you find it difficult to stay in dialogue with an individual with whom you have strong different opinions?
 2. Even if you do not care about the specific disagreement or the specific individual you have contention with, why should you stay in dialogue and continue to feel uncomfortable or challenged?
 3. Consider this question, what are your relationships like, their quality, with people to whom you have rich and authentic dialogue? Do you think dialogue plays a role in that or those relationships?
 Chapter Outline – this chapter includes discussions around the following
 
  1. A basic introduction to Communication Ethics in the Communication Academic Discipline
 2. A focused explanation of the dialogic philosophies of Martin Buber and Emmanuel Levinas
 3. Two examples of communication ethics application within particular contexts
  
 Basic Introduction
 The National Communication Association (NCA) is the national organization that binds together communication and media studies scholars. Originally the American Speech Association (way back in the early 20th century), NCA provides support, professional development, and resources for teaching and scholarship in the area of communication and media. The NCA has divisions of focus and one particular division is the Communication Ethics Division. This is how they describe the focus of the division:
 “The purpose of the Division is to promote research and teaching relating to ethical issues and standards in all aspects of human communication and to encourage educational programs that examine communication ethics. General membership in the Communication Ethics Division is open to any member of NCA who is interested in promoting the Division’s purpose.”
 You can read more about NCA here. You can read more about the Communication Ethics Division here.
 Communication ethics is a couplet that denotes diverse orientations, perspectives, and challenges. What people value can often be in contention with what other people value. The subject matter within this couplet, communication ethics, constitutes multiple perspectives and does not dictate a straightforward answer, one way or another.  It is however, concerned with “the good” and “the right” that might be different for different people. Communication ethics act as guideposts, moving from one unique position to the next, a standpoint of sorts, like a lighthouse, as one navigates a world of narrative and virtue contention in dark and muddy terrain. Communication ethics perspectives provides support for one to respond to the demands and questions they face situated within particular contexts and shadows.
 Through the ages, philosophers, thinkers, and practitioners have navigated their terrain using well-reasoned frameworks to guide their discernment, thinking, and reasoning in order to make decisions and take actions that they recognize will impact other people and other environments. So, there is no one way to think and decide ethically. You might choose one approach to making a decision but you will have a variety of approaches to choose from. Finally, with the advancements in AI, the ways in which we make ethical discernment and decisions has to change and expand how we think ethically. It has to. AI is a game changer but we are not there yet.
 Dialogic Philosophies
 The following discussion of dialogic ethics is taken again from the CMS Seniors Open Education Resource. You can access it directly here.
 Dialogical ethics concerns itself with the relationship between people; it does not have to be concerned about virtue, duties, or consequences, although sometimes those elements are also considered as a result of engaging in dialogue with others. However, the relationship is always central and it is a driving element to making decisions. This emphasis builds what some scholars (Neher and Sandin, 2007) refer to as a firewall which is designed to ensure fair play when one encounters the other. It is too easy to manipulate and take advantage of the other in a deceptive manner (language creates this potential). Dialogue creates a “safe zone” for people to communicate.
 Dialogic ethics emerged from philosophers such as Martin Buber (1878-1965) and Emmanuel Levinas (1906-1995).  When it comes to communication, Martin Buber distinguishes between I-It and I-Thou. 
 I-It experiences are often describe as communication that objectifies the other or manipulates the other in some fashion. I-It can also be closer are communication experiences that can be described as phatic communication (for example, small talk with people you know or you do not know-we sometimes do this when we are waiting in line at a grocery store and we engage in communication with people about the weather or the delay at the check-out counter), technical communication (for example, giving someone directions to go somewhere or providing instructions to someone who is trying to make something), or some forms of negative communication like gossip (for example, hurtful communication about another person, behind their back, that can either be true or not true).
 Dialogic ethics require the shedding of one’s personal needs and desires in order to communicate ethically with another. In dialogic engagement, we experience the I-Thou. Here is a video that explains the difference between the I-It and I-Thou.
 In the I-Thou, there is reciprocity toward the other. So, for example, in my communication with you, me as the faculty member in the CMS department and you as a CMS major (student), I recognize that I am a faculty member because there are students here AND you are one of them. I recognize and honor our relationship. I cannot be a faculty member/teacher if we do not have students. You, as well, cannot be a student without a teacher and you could not be a student here in the CMS department at PSU if we did not exist. Our relationship is reciprocal. This distinction in reciprocity grounded Buber’s teaching philosophy.
 In his book, I and Thou, Martin Buber (1970) wrote about “the Between” on the “narrow ridge” as essential qualities of dialogue. He describes these as places between extremes in communication. By avoiding the extremes of positions (For example, the radical left and the radical right in politics), there is a better chance of having authentic and genuine dialogue that is capable of finding common ground, or as Buber would say, a common center from which  dialogue can grow. This is important to keep dialogue ongoing and constructive.
 In Between Man and Man, Buber (1978) reveals the first time he understood about genuine dialogue. In this moment, he was in the barn with his horse at his grandparent’s farm. He said while he was combing the mane on his horse, that there he met her eye to eye and communicated without words. He said once he realized he was connecting with her genuinely and dialogically, and that he no longer noticed the separateness between beings, they were one. The moment he again felt the separateness, that genuine moment was over. But while he was in it, he no longer was aware of anything external in their environment. He said these moments of authentic dialogue happen rarely between human beings but that we ought to be so preoccupied with the other that they can happen more often. He doesn’t negate technical dialogue or monologue because there is absolutely a place for them in human communication, but he advocates that we should not forget or turn away from the other by not being open to those serendipitous moments of genuine dialogue.
 Emmanuel Levinas believed that all communication is an act of violence since we impose our language, thoughts, actions on others in the process of communication. When he said communication is an act of violence, he was referring to the interruption that we are when we impose our thoughts, ideas, and positions on others because they then have an obligation to respond. This is unavoidable. But, because of this perspective, Levinas advocated for each person to be thy brother’s keeper, observe, reflect, and select the language most appropriate toward the other and invite the other to respond. In some cases, one must wait for the other to respond and in this waiting, one bears witness to other.
 Levinas believed in ethics as a first philosophy and that ethics begins first and foremost in person to person contact.  We should become preoccupied with the Other. Our motto should be, I am my Brother’s Keeper. At the same time, we cannot impose this sentiment of brother’s keeper on others, it cannot be demanded from the other.
 Here is a video of an interview with Emmanuel Levinas which does not totally get into his dialogic ethical theory but it gives you a treat to hear him speak himself in general terms related to our relation to the other (and in French, there are English subtitles). The notion of transcendence becomes important in this interview.
 For Levinas, ethical dialogue creates common ground where there is no power imbalance; there is no recognition of power, period. He advocates for us to engage response-ability by putting self-interests aside and respond to the other.
 Dialogic Ethics:
 	Provides for us a method in which to engage others
 	Helps us comprehend why some of our relationships go wrong or succeed
 	Helps us comprehend larger scale societal marginalization
 	Provides ways to resolve conflicts
 
 While easy to understand, it is not so easy to behave in this way. There is also no guarantee a similar response from the other will come (especially with Levinas).
 These are some ways for us to consider how to engage in dialogic ethics and practices:
 	Set aside or suspend our own positions;
 	Openly listen to others and their needs/opinions;
 	Understand where the other is coming from;
 	Share your position and be willing to let your position shift/alter/be reshaped by the other as dialogue emerges;
 	Engage in mutual respect for the other and the opinions of the other;
 	Do not make demands on the other;
 	Be open in the dialogical/conversational process;
 	Provide unconditional positive regard to the other;
 	Empower the other through voice;
 	Through dialogue, find mutually agreed upon common ground (even if it is a sliver of ground)
 
 Some challenges of dialogic ethics involve unwillingness to set self-interests aside, unwillingness to relinquish control and allow others a voice of difference; unwillingness to accept the no demand rule; and unwillingness to be open to the other.
 When we develop a communication ethics disposition, we take the high road, the road less traveled; we do this because of care we  have toward other.
 Applications of Communication Ethics
 Here are two applications for decision-making using a communication ethics lens:
 Application 1
 People Involved:
 
 Jenna – Company manager hired 30 days ago
 George – CEO who hired Jenna
 Jason – employee of 4 years
 Lucy – employee of 12 years
 Frank – employee of 6 months
 Sandy – newest employee
 
 Sandy is now at work for a week and enjoying her job. The most important thing to her is to have a job with flexibility and Company X gave her this. More specifically, Sandy has two children, 6 months and 2 years. She can’t afford childcare if she works full-time, so she has flex hours (works 25 hours a week and sets the hours to her convenience) which enable her to have family watch her children so she does not have to pay the high costs at a for-profit daycare.
 As other employees notice her flexibility in her schedule, they start to grumble. Lucy is angry because she says that Sandy gets easier cases/clients to work with because she has flex hours. This leaves the more complex clients for Lucy, the most experienced. Lucy feels it is unfair that Sandy gets to pick and choose her hours while she (Lucy) is stuck with working 9-5, five days a week. Lucy puts in a request to Jenna to work four days a week in the office and have a floating day each week where she can work from home. Jenna receives Lucy’s request in writing and asks Lucy for a meeting. In the meeting Jenna asks Lucy why she needs to change her hours and Lucy responds, “It doesn’t matter why. That is my personal business.” Jenna tells Lucy she will consider the request and let her know later in the week.
 Jason requests to work half days so he can train for a marathon. He is an avid runner and says that this keeps him healthy and mentally fresh in his job. He says he can make up his work from home at night and on weekends. Jenna, tells Jason she will consider his request and let him know later in the week.
 Frank sends an email to Jenna claiming he will be filing a lawsuit against the company because he was hired 6 months ago and did not have the option to negotiate a flex schedule like Sandy did. He says he will not file the suit if he can make his schedule more flexible so that he can take courses in a graduate program. Jenna again tells Frank she will get back to him.
 Jenna meets with George and asks him what she should do. George says, “Well Jenna, this is why I hired you. You are on your own with these requests.”
 What should Jenna do with each request? Use the framework of dialogic ethics above to discern the issues involved and then take specific action.
 
 (Adapted from Neher, W. W., & Sandin, P. J. (2007) Communicating ethically: Character, duties, consequences, and relationships. Allyn & Bacon.)
 Application 2
 Is Lying on your Resume Ethical (and what does it mean to lie on your resume?)
 Graduation is months away, and Nicole still doesn’t have a job. Thousands of dollars in college loans are backing up and payments are due soon. Furthermore, her mother was recently laid off, and her parents are in need of some supplemental income. Stress and pressure, then, is building as Nicole remains jobless.
 Fortunately, she just received a request from a marketing firm to send in her resume. However, Nicole’s resume is not quite up to the standard that this job expects. She has had an internship in marketing before, even excelled in the subject at school, but she doesn’t have the proper list of real-world experience her employers will desire. When pondering the issue, she realizes that she could exaggerate her responsibilities from her internship. Although she was typically filing and making coffee, she could say that she “wrote” a report she had in truth transcribed. When she staffed the front desk, she could claim she was doing “client intake.” And even though she quit after a quarter due to boredom, she could say she worked there for six months.
 Nicole knows she’s competent and capable of doing the job well; it’s just that her employers might not recognize it based solely on her resume. Since she is buried in debt and her family is in need, is it all right for Nicole to simply alter or embellish some facts?
 1. Consider this from a communication ethics perspective. What action would you take?
 
 2. Compare now, consider this from one of the other ethical lenses in the previous chapter. Are your action steps the same or different? How so?
 This is adapted from Santa Clara University, Markkula Center for Applied Ethics.
 Another Kind of Application
 This application involves communication ethics from a phenomenological sense of semioethics. From the work of Ronald C. Arnett (2017), in his article, “Communicative ethics: The phenomenological sense of semioethics” he frames semioethics as a “critical response to the ongoing expansion of global communication production processes” (p. 80).  This suggests that semioethics is a “reflective encounter to taken-for-granted assumptions about communicative progress” (p. 80). This reflective encounter is a form of thoughtful questioning that using critical thinking to the unreflective acceptance of process and procedures that have the capacity to observe ill-fate in a communicative system (p. 80-1). In this reflective encounter there is dialogic potential that is otherwise overlooked. Arnett suggests that this is an “envisioning [of] the “not yet” and heralds the most potential for dialogic engagement (p. 96). He states there are four major aspects that emerge:
 	Originative signs of responsibility – this is a reminder of the face of the other and it occurs in present moment awareness
 	An a priori sense – a felt-sense toward responsibility for, to, and about the Other; a contemplative awakening
 	Discerning signs – understanding that awareness of the face of the other allows for an illumination of one’s responsibility to, for, and about the other; this is the awakening of the “derivative I” that illuminates how one is ethical and stands for the other. This is an enchantment toward the other
 	Unending responsibility – having an unending curiosity lending itself to an awakening dialogic potential (p. 97)
 
 Understanding communication ethics through a semioethics lens expands the potential for recognizing responsibility between oneself and others in a sense-perceptive way. This expands our awareness in a more responsive and aesthetical-ethical way, much like Soren Kierkegaard’s aesthetical-ethical commitment to others. Read Arnett’s (2017) essay for more details.
 Conclusion
 This chapter dove deeper into communication ethics by providing some context and detail around ethical thinking coming from a communication perspective. Dialogic ethics is only one form of communication ethics. Depending upon communication practices and preferences, there may be other ways of applying communication ethics other than through dialogue. One way might be always using feedforward messaging that focuses on transparency, and not on dialogue. Perhaps another way would be to emphasize a framework for a feedback loop that is not dynamically dialogic but still uses other people’s feedback to make decisions. There are endless ways in which we might employ a communication ethic differently across all situations. Can you think of any other ways a communication ethic might work? The next chapter discusses Leadership Communication Skills, what they are and how to develop them.
 
	

			
			


		
	
		
			
	
		

		Leadership Communication Skills

								

	
				Doing a Google search for “leadership skills” will bring you to boundless websites that might talk about or list similar skill sets around effective leadership. Often these lists do not provide informed backdrop of why leaders should use the tactic or how the tactics work to be effective. What I want to do here is to identify the necessary skills one needs to be an effective leader through the use of effective and informed communication choices and strategies. Many of these skills can be tied to the content in previous chapters around basic communication principles, practices, models, and choices. By doing this, we can see the why and how better, as well as project more clearly the outcome of a given situation.
 Learning Outcomes – After reading this chapter, you will be able to
 1. identify necessary skills to be an effective leader through using effective and informed communication practices
 2. reflect on specific past experiences where you observed leaders who did not have at least one of the skills in this chapter, and consider the outcome
 3. apply the skills identified in this chapter to past or current situations and project outcomes
 4. identify a plan to develop your leadership skills
 Thought-Provoking Questions
 1. Reflecting on a situation when things did not work out the way you anticipated or preferred, what led to the outcome form a communication perspective? What skill would have aided the situation if used?
 2. Are there times when you engage in those negative listening practices we discussed previously in this reader? Recall a situation when listening ineffectively led to a less desired outcome. How could this have changed using effective listening?
 3. How important is it for a leader to model effective leadership communication skills in everyday business. What can you see the outcomes would be if a leader did not engage in effective leadership communication?
 Chapter Outline – This chapter identifies and discusses the following skills in Leadership Communication
 1. Effective Listening
 2. Self-Reflection and Self-Awareness
 3. Reading the Room
 4. Using Effective and Appropriate Language
 5. Motivate Others to Transformation
  
 Leadership Communication Skills
 Listening – refresh your memory on listening, how it is different from merely hearing a sound, and what are the pitfalls we fall into when we engage in negative listening patterns?
 -what is said and what is not said?
 -what specific language is used? (and how does that impact meaning?)
 -what is said and how is it said?
 -How do others listen? How do you listen? Is there any aggressive listening, pseudo listening, or selective listening occurring?
 -What can you do to become a more effective listener?
 Effective listening helps with interpersonal conflict whether you as the leader are involved or not. Effective listening can help you avoid a conflict emerging or it can assist with mitigating the conflict situation. Effective listening can also assist with a leader’s goal setting, whether for a strategic plan, 5 year vision, or other daily goal setting.
 Self-Awareness – this is part of social and emotional intelligence. Daniel Goleman indicates there are five components of Emotional Intelligence (EI), they are: self-awareness, self-regulation (self-management), motivation, empathy, and social skills. These are the five original domains in EI developed in 1998 by Goleman. In 2002, they were redesigned as: Self-awareness, self-management, empathy, and social skills (putting this all together in relationships). All of these components are important in their own unique way self-awareness can inform the other components by asking the self questions such as the following:
 
 1. how do I respond when a particular phenomenon occurs?
 2. since I usually respond in this particular way, and if I do not like this or if I realize my response is not helpful, how can I change that behavior?
 3. why do I do certain things? Would other reasons enable or direct me to do something else?
 4. can I identify with my friends AND those people who are not my friends?
 5. how do I engage when I am in a social setting and do I like it?
 Having self-awareness and continuing to build that self-awareness can make or break your leadership capacity.
 Here is more on Goleman’s emotional intelligence.
 Reading the Room – this ties into emotional intelligence, you get better at reading the room, and then knowing how to reply more effectively, when you develop emotional intelligence. This is a life-long skill to be developed.
 
 Appropriate Language – this refers to using language effectively. Understanding verbal communication and its functions, can enable one to use language that contributes to your audience accepting your message. Using inclusive language will be less likely to alienate an audience or parts of the audience. Inclusive language also helps a leader identify with others in a way that invites collaboration rather than fear. Also using supportive language vs. defense language (remember Jack Gibb?) can make the difference between bonding with your audience or losing your audience. As a leader, you make careful language choices as the language we use determines how we (and others) think about something.
 
 Watch Gibb’s Supportive v. Defensive Language here.
 Modeling to and Motivating Others – Whatever you expect from others, you should be willing to model that communication behavior yourself. This demonstrates you are “along with” or “in the same boat” others and you follow the same rules they do. As a leader, there should not be different rules around communicative engagement. Demonstrating clarity in language, goal setting and attaining, time management, and other positive qualities sets the bar for others to follow. 
 
 What other skills that are different from those above do you believe should be added to this list? And, why?
 Stop and reflect upon your leadership experiences up to this point in your life. Do be tied to identifying positions of leadership. While they are helpful, you can also lead from within. Draw from these experiences in your reflections.
 Building These Leadership Skills
 Here are steps you can take to improve and build your leadership skills.
 1. First, this requires a learning mindset. If you think you already know everything or that you have tried everything already, then stop right there. With a closed mind like that, you will be doomed to fail. No matter what you already know, there is always more room for learning. Open your mind and develop a learning mindset.
 2. Do a self-evaluation around leadership. You can either buy an expensive test form an online consultant or company, or you can engage in some healthy self-reflection. This does not cost anything. Focus on being more self-aware about your leadership skills and where you are in developing them. The leadership skills above each include a range of smaller skills related to each category of skill. Try to develop a list of 10 skills. Date your list.
 3. Make a conscious effort to address each of them in any order. You might plan out a timeline that is a 1 or 2 year plan. though, it might be better to isolate a few goals, and assess them more short-term.
 4. Once you identify the specific goal(s), make a timeline for developing them and assessing them. How will you know that you developed the skill?
 5. Assess your skill(s) according to your timeline. And do not be afraid to fail.
 For some skills, you might ask others how you are doing with a certain skill. Other skills might require take professional development courses through various resources.
 Here are some other approaches to building your leadership skills: (these are taken from Indeed.com)
 	Continue learning through additional degrees or training programs.
 	Find a mentor who embodies the type of leadership you want to display and learn from them.
 	Ask for feedback regularly from other leaders and your employees.
 	Evaluate your leadership style to understand what works best for you, and identify potential problems with how you lead.
 	Experiment with new things all the time to find the best strategies for you.
 	Understand the expectations of your role to help you determine if you’re meeting them.
 
 Remember, you can assess where you are right now with your leadership skills. Then make a plan to develop the areas that are most important to you and or your domain of engagement. Also, remember that you do not need a position of leadership, a formal role or leadership title, to exemplify excellent leadership skills. Every person working with others should have an ongoing practice of assessing, developing, and honing their leadership skills because these skills exemplify excellence in professionalism and  simply being a good human being.
 Conclusion
 This is just a beginning when it comes to leadership skills. There are diverse studies that identify different key leadership skills. From the perspective of this course, we are focusing on Leadership Communication. The bottom line is leadership skills always involve communication. By bringing together literature from the disciplines of communication and leadership studies, we can help you build key skills that will advance your leadership qualities. The next chapter focuses on leading teams and navigating through conflict.
 
	

			
			


		
	
		
			
	
		

		Leading Teams and Navigating Conflict

								

	
				This chapter brings together practices for leading teams and navigating conflict, which can be universal responses for non team experiences as well. In most organizations today, teams, the ability to collaborate with others, are a common occurrence especially in project-based organizations. So, getting used to working effectively and efficiently with others is a skill that everyone should develop and cultivate. So often, in this process, conflict can arise. This chapter provides discussion around building and maintaining teams and experiencing and navigating conflict. This chapter is just a primer to bring awareness to these commonplace communicative structures.
 Learning Outcomes – after reading this chapter, you will be able to
 
 1. identify the different kinds of teams that are typical in organizations
 2. identify what impacts the nature and success of teams
 3. be familiar with unique type of team, the Skunkworks, and understand how it is different from traditional teams
 4. develop a deeper understanding of conflict in organizations
 5. identify dysfuncitonal conflict strategies
 5. identify healthy approaches to navigating and mitigating conflict
 Thought-Provoking Questions
 	Have you ever experienced conflict within an organizational structure? How did you respond to the conflict? Was it an effective response? Why or How So?
 	Have you had consistent positive experience in group work, either in the classroom or in your workplace? If so, what do you attribute the success to? If not, why do you think that is the case?
 	Do you know what a social loafer is? This is discussed in the interpersonal communication section of this course. Have you ever been a social loafer during any group work?
 	What strategies can a group employ to diffuse the impact of a social loafer?
 
 Chapter Outline
 1. this chapter begins with a discussion around building and leading teams.
 2. related to team work, this chapter discusses the nature of conflict and effective ways in dealing with conflict.
 Team work and conflict have interconnections. While conflict can emerge outside of team settings, this chapter will only focus on conflict in team settings.
 Building and Leading Teams – this section is informed by Get it Together: Leading with Intelligence (2017)
 
 There are four main types of teams: work teams, parallel teams, project teams, and management teams (Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta, 2017).
 Work Teams are focused around an ongoing task situated within a specific organizational setting. An example of this might be the Registrar’s Office at a University or College. The task focused on include a variety of small tasks contributing to the act of “registration” and all the related needs around the academic curricular experience.
 Parallel Teams are different teams which have shared challenges and some overlap involving resources, tasks, or other items. These teams might use participants from several working teams. An example might be when you go see your doctor for a sore arm and you need an xray, physical therapy, and special pharmacy needs. Your healthcare team has different expertise by department but all of them are working together for a complete experience in your treatment. This is particularly important in places like Speare Memorial Hospital, Speare Primary Care, and the associated departments Radiology, Pharmacy, etc. All of these teams work together and in tandem working to help each individual patient.
 Project Teams are focused around a one-time deliverable action or service. An example might be during a class, students are placed in teams and work on a project together. Once the project ends with a deliverable, the team disbands.
 Management Teams are teams that oversee other teams. This could be a project management team coming together to management an ongoing and complex project.
 Team success depends upon 1) training and support, and 2) alignment between incentives for work to be done and the interdependent functions and practices of other team members to achieve goals.  Coaching team members might also help with keeping the team on task and remain motivated.
 Leaders should understand that team environments are impacted by the following factors:
 1. delegation – assigning other people tasks; often these people are also qualified to do the job of the one who delegates
 2. co-location – this refers to the interaction of teams by bringing them together in common spaces
 3. clarifying roles – this is an extra measure to ensure members who is doing what
 4. size and culture – tending to a balanced size and culture in a team ensures equity and diversity of perspective and experience
 5. involvement in decision making – providing team participation in decision-making cultivates team ownership and increases  team motivation by giving teams voice especially around things related to the work or task they are doing
 6. safety – this is more relevant in some fields more than other fields but it is to ensure against possible injuries and other safety hazards that can hurt or negatively impact team members in their environment
 Leaders should also have a plan to deal with the phenomenon of the social loafer. A social loafer is a team member who fails to follow-through with their group work. This person might miss meetings, not respond to communication about meetings, or attend meetings unprepared, while at the same time, expecting to benefit from the fruits of the team work. Anyone can become a social loafer. Some people make it a habit. How do you think a team can counteract social loafing? Are there tings that can be done before the group work starts or during the time the group is working?
 Nonverbal communication plays a tremendous role in successfully engaging in team interactions. These nonverbal cues communicate positive and negative feelings and emotions:
 -Facial expressions
 -Way of standing
 -Rate of speech
 -Tone of voice
 -General appearance
 In some ways, they can be a catalyst for conflict in the team interactions.
 Building a Team
 Some workplaces create teams by engaging in team building exercises. Some studies suggest that this practice may not build stronger teams. In fact, some team-building exercises will not create well-designed teams, instead they only model the act of team work but they can’t create teams in that fashion. Teams should be more intentionally designed based upon the purpose of bringing them together (Beaufeaux, Joslin, Kostek, Mortenson, Ringhand, & Sufta, 2017).  Team building actually starts when you are searching for a new employee, before the team need arises or before the team comes together.  Hiring the correct people and hiring people who are excellent, clear, effective communicators brings positive, qualified employees who can join most any team and be effective at their charge. Leaders who must build teams should keep the following in mind before starting to build:
 1. A team should have purpose. Having a clear purpose can help to identify the kinds of skills and experience you want on the team.
 2. A clear sense of skill needs should be identified. These skills can be very specific, such as accounting skills and experience, to very open, innovative thinkers, such as people who think outside of the box. Either way, listing out the needed skills will help with selecting the right people.
 3. An understanding of how much experience and the range of experience the team member should have should be established. Sometimes, you will know these quantities, and other times, you may need to guess or approximate them.
 4. Whomever becomes a member of the team, make sure you understand specific needs of the individuals to ensure right alignment with the particular nature of the team.
 5. Once a team is outlined, provide the specific support the team needs.
 6. Finally, before commissioning the team to begin, prepare a team charter, the team should do this facilitated by the leader so that everyone is explicitly aware of the purpose and approach to the work flow.
 A Skunkwork is a unique kind of team. Many organizations do not use this model. See if you know figure out why? Read about them here.
 Here is skunkworks at Lockheed Martin.
  
 Navigating Conflict in Human Interactions
 
 Conflict defined:
 “an expressed struggle between at least two interdependent parties who perceive incompatible goals, scarce resources, and interference from others in achieving their goals” (Wilmot & Hocker, qtd. In McCarnack, 2018, p. 125 ).
 Another, more concise definition of conflict:
 
 “a discomforting difference between two or more people” (Dues, 2010, p. 1).
 
 
 Myths about Conflict: What do you think about these myths?
 •It should not occur – but it should! Conflict can lead to innovation and discovery
 •When it does, someone is at fault – this is not always the case, sometimes it is a natural outcome of human behavior
 •Conflict is competitive (always win/lose) – it is not always competitive, sometimes there are other motives unpinning the conflict
 •Winning requires more power – this is not necessarily true, sometimes it is random, sometimes it is strategic
 •Exertion of power is always harmful – power is not always negative (and hence, harmful); power can also be positive, comforting, effective
 
 
 Elements of Interpersonal Conflict:
 1. Interdependence
 2. Opposition
 3. Expression
 4. Emotion
 Conflict Management can happen at the micro and macro level.
 •Micro Level – refers to behaviors of individuals and their responses
 
 •Macro Level – structures, policies, procedures with which managers attempt to minimize potential damage that conflict might cause
 
 Having a Constructive Conflict Perspective:
 1. Conflict will occur and it is natural
 2. Conflict requires time and attention (can’t ignore it)
 3. Unnecessary conflict is a waste of time and energy
 4. Poor conflict approaches damage people, relationships, organizations
 5. Constructive micro level approaches require direct communication and mutual agreement
 6. Third parties help when they are facilitators
 7. Macro level approaches must focus long term and facilitate micro level approaches
 
 Constructive Conflict Strategies at the Micro Level:
 1. Separate people and roles from problem
 2. Focus on interests and not positions
 3. Have general options for mutual gain
 4. Use objective criteria
 5. recognize people on different paths
 6. Use compassion and empathy in direct communication
 
 Constructive Conflict Strategies at the Macro Level:
 1. Create formal procedures with enforcement mechanisms
 2. Help to mitigate after conflicts occur
 
 A Seven Step Process to Deal with Conflict:
 1. define Issue
 2. Identify Goals
 3. Decide to negotiate or not
 4. Approach other party or ask for assistance
 5. Talk with people in effort to understand and resolve
 6. Make a contract (commitment) to resolve the matter
 7. Follow though with the contract as it is laid out
 
 Dysfunctional Conflict Strategies:
 •Avoidance – ignore it
 •Withdrawal – close off channels – limit transactions
 •Imposition – resort to power
 •Triangulation – appealing to a third party
 •Pay Back – revenge
 •Compromise – useful sometimes but not always (bargaining process is usually competitive)
 
 
 Healthy Conflict Styles:
 •Competition (to a degree)
 •Compromise (to a degree)
 •Accommodation (not always)
 •Collaboration (most often)
 •Neutrality (can turn negative quickly)
 •Can you think of others?
 
 
 Leaders should understand the ins and outs of how conflict emerges. Sometimes leaders can mitigate the emergence of conflict just by changing their own communicative actions, but not all of the time. Therefore, leaders need to be aware of how to effectively deal with conflict in the most effective way. This may be uncomfortable for some leaders. But even people in non-leadership positions will experience conflict, therefore the best way to manage conflict in organizations is to provide training around navigating conflict. Communication structures can help to mitigate conflict, including, transparency, honesty, using supportive language even in difficult situations, inclusive decision-making when at all possible. These basic communicative actions can not only mitigate conflict arising but can also cultivate a healthy workplace environment in general.
 
 Questions for you to think about:
 1. In your group work experiences in any of your college courses, what kinds of conflict have you encountered? How did you navigate the conflict at the time? Can you identify other ways you might have handled that particular conflict?
 
 2. If you have not encountered conflict in any of your group work experiences, why do you think there was no conflict? How did the group work and avoid it?
 
 3. In your opinion, what is the most important thing to remember when you are working in a group and conflict emerges? Why is this the most important thing in your opinion?
 Conclusion
 This chapter introduced concepts around team building and team leading. It also identified the emergence of interpersonal conflict and how to respond effectively to it within organizations. Conflict responses can be used in both public and private domains of work or personal experience because in both cases, conflict is situated within individuals and emerges in any context. It is important that leaders understand group dynamics, interpersonal needs, communication patterns, and how to engage others in difficult situations with compassion and care even when delivering negative messages. Leaders should engage in ongoing training around interpersonal conflict mitigation and learn to create boundaries around those with whom they work.
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