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\ <<o.=_n you .so_._. harder or more efficiently if your employer
; >nn3wnrmm provided you with free gourmet meals whenever you were hungry? Would a

, to Managing midday massage increase your creativity? Wouldn't life be easier if yo
On@m:ﬁm:o:m get your laundry done while you're at work?
, Communicating . w.o:ﬁ at Ooom_n..enn of the fastest-growing companies in the world, think
— Oﬁm:mwmﬁ._o:m_ it might. With m belief that happy employees are productive and creative em-
GCulture ployees, they built their sprawling campus in Mountain View, California, with
a focus on fun. “Our atmosphere may be casual,” the company notes, “but as
new ideas emerge in a café fine, ata team meeting or at the gym, they are traded,
tested and put into practice with dizying speed—and they may be the launch
pad for a new project destined for worldwide use” (Google, 2009). Workers lit-
——=eChallenges | erally scoot—or bike—from office to office. Walls are covered with whiteboards
Mwm.%-m%%“ﬂ“m where workers scrawl graffiti and cartoons that turn random thoughts into in-
novative ideas (Google, 2011a).
But is a fun place ©© work
companies like Google work?
just let its people play: it gives :
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Approaches to Managing Organizations

For as long as humans have been working Smﬁr.ﬁ toward shared common gogls,
we've been trying to figure out how to organize ourselves to mn_.:n<n success,
Whether we're talking about effective ways to build a castle, establish a town i,
the wilderness, or run a factory, vamnroo_. or student government, it’s usefyl o
learn the various approaches to managing organizations. Over the centuries, these
approaches have changed quite dramatically, and the changes have had importan
implications for how people in organizations work together and communicate. I
the following sections, we'll take 2 quick trip through time to see how this evolu-
tion has played out, beginning with the classical management approach and moy-
ing on to the human relations, human resources, and systems approaches.

Classical Management Approach

In classic children’s novel Charlie and the Chocolate Factory, Charlie, an impov-
erished youngster, wins a tour through the most magnificent chocolate factory
in the world, run by the highly unusual candymaker Willy Wonka (portrayed
in the 2005 film version by Johnny Depp). As Charlie tours the factory with
a small group of other children, he sees an army of small men called Oompa
Loompas. Each Oompa Looma is charged with performing a specific task: some
do nothing but pour mysterious ingredients into giant, clanking candymaking
Ewn?:a& others focus on guiding the tour boats that ferry the children along
rivers of sweet liquid. Still others work only on packing finished candies into
boxes as the candies come off the assembly lines. You could almost compare the
chocolate factory to a car and each worker to a specific part with a specific job—
seat belt, brakes, steering wheel, and so on,

, To Charlie, the factory might be a novelty or a curiosity, but to organi-
zational communication scholars, it's a pretty clear example of the classical

management approach—an approach
with a focus on maximizing efficiency.

reached its peak during the Industrial Revolution in the Hn_aw_s_ management  AND YOU?

. : ¢ . nineteenth century—a Are you involved
time when munnm:nm E.&. machinery were proliferating rapidly in various v»qwa of Qﬂ.ﬂm—gﬁ E,oar
the world, particularly Europe, North America, and Japan. it

lassical management i :
Cla Ll depends on two central ideas, both of which have
surong implications for communication. The first is a division of labor, or the
. . . ?
assumption that each part of an organization (and each person involved) must
carry out a specialized task in order for the organization to run smoothly. This
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® WHETHER YOU'RE part
of a fraternity trying to rush
new members or part of
Greenpeace's efforts to save
the oceans, your organization
communicates its beliefs and
goals to the outside world.

that likens organizations to machines,
Not surprisingly,

ierarchy and a divisonof |
labor? What are the pros \
and cons for communication
in such organizations?

e ————
————

is exactly what you see in Charlie and the Chocolate Factory: each worker has a
very specific job, and there is little reason for individual workers—or groups of
workers on different tasks—to communicate with one another. Classical man-

agement approaches also favor hierarchy, which refers to the layers of power and
authority in an organization. To illustrae, in Willy Wonka's chocolate factory,
Willy has the most power to control the working conditions, rewards, and other
aspects of life for all the creatures who work in the factory. His team of lower-
level “managers” (such as the head of the Oompa Loompas) have somewhat
less power. And the assembly-line workers themselves have almost no power at
all. As illustrated, communication in such situations usually flows from the top
(management) down to the bottom (the lowest-level workers). It's cs_.__a_.v. thata
worker pouring chocolate would contact Willic Wonka to make suggestions for

improving the factory.

Human Relations Approach

If reading about the classical management approach makes you want to protest

: .
that you're a person, not a machine, your
¢ more vocal during th

zational practices becam:

¢ not alone. Critics of such organi-
¢ Great Depression and World

———
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® THESE OOMPA
LOOMPAS from Charlie and
the Chocolate Factory are
responsible for rowing a boat
down this chocolate-filled
river and not much else!

y| Communic atior

War II, dmes p_f:.,fc._.wﬁ_ TW«. _:n,mm,,.n social and
nomic changes in the U :_,_nr_ States. For example
ars Eric Eisenberg, Bud A.:.:n?:. .,:u:_ >:mw_= ,_,R.:F,:.
(2010) discuss the ;5__‘_,. of Mary Parker Follere :mmh
1933), a Boston social worker who developeg
7d seemingly radical :_.n;,f. ;,_,:.:: _n.ae_,.fr_t.
d communication. She believed th

Q.
s ﬁn__o_.

v

munity, an i at
cooperation among people working together iy, group

i % s
under a visionary leadership produced nynn:c_uﬁa o
the workplace, the neighborhood and the comy,

. 7). That's a far cry from the n_?mmn& Managem e,
..%_:9:._,. Follett and others set the stage rwn the _EE»:
relations %w_.ounr, e which COonsider
the human needs of organizational members ?_:E.m:m

ationships, sharing ideas with others, feeling like a _:ernﬂcmw

in
Unjgp»

interpersonal rel

g mj. o .
ﬁc:‘__v.,r.“,_,_wnwwh,_;_i. this approach came into m_g,gm.*..»,_. focus in the 1930 _
Harvard professors Elton Mayo and F. J. ._noqﬁ.r_:rﬁmn.n iw:&.:nﬂca AN eXperimen,
at Western Electric’s Hawthorne plant in P_nn:‘,. :__.:.:_? in order to &,,corﬁ
why employees were dissatisfied and unproductive. The researchers Separated
workers into two different rooms. In one room, .H_F, researchers slowly W:Qnmw&
the amount of light; in the other, the amount of light was held constant. Much
to'the E.nSR_R_.v,,, surprise, both groups of workers showed an increase in produc-
tivity, regardless of the amount of light they were exposed to. Why? It turns e
that the m:,_v_c.,.qn., were motivated by the increased m:,o:ac: they were receiving
from management rather than the increased amount of light (Eisenberg, Goodal|
& Trethewey, 2010).

In organizations managed with the human relations approach, communica-
tion takes on a different flavor than in companies managed through the classical
approach. Managers express more interest in employees (for example, encouraging
them to give their best on the job), and they emphasize the notion that “we're all
in this together,” so employees have a greater sense of belonging to a larger cause or
purpose. Similarly, organizational members are encouraged to interact on a more
personal level, allowing for satisfying exchanges of thoughts and ideas.

Human Resources Approach

The human relations approach was an improvement over the classical one in
terms of bettering workforce productivity. But it didn’t take into account em-
ployees” own goals and mortivations for success. While incorporating the basics of
human ._.a_E.mo:m. the human resources approach takes things one step further
by nw:,ﬁan::m organizational productivity from the workers’ perspectives and
considers them assets who can contribute their useful ideas to improve the orga-

nization (Miller, 2009)

~ In Chaprer 16, we will introduce you to Abraham Maslow and his hierarchy
of needs, 251.. asserts that people must fulfill basic needs (such as obtaining food
and mra._a_. ) before they can achieve higher needs (such as finding friendship, love,
and enjoyable work). As you will discover, Maslow’s work is particularly useful
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s each week. Simi
i : ! : - Similarly, your
manager at the tutoring center where you work ten hours g week %
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E:R:_M:_V, ) tutoring Spanish, he or she
serting you up with students struggling in this subject: you'll be more
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which can lead to improved grades and increased .::%oﬁ .:.H svzoqp.:”“
services. Everyone wins. 8
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The Systems Approach

You can sce that human relations and human resources had a huge impact on
the plight of organizational members. No longer is an employee a “cog in the
machine” of the classical approach; an employee is now a person with feelings
and ambitions who is a valuable, contributing member of an organization. But
note that neither approach considers the importance of both the individual
and the organization as a whole. This realization led to the systems approach,
which views an organization as a unique whole made up of important members
who have interdependent relationships in their particular environment (Monge,
1977). This means that no individual can work in isolation; no company, group,
or team can insulate itself from the interactions of its members; and outside
forces can change the communication processes of Em&:ﬁ:o?.

Figure 11.1 on page 315 shows how a college or university éo.%u as a sys-
tem. Its members include faculty, students, office staff, financial aid staff, w:a
the bursar, all of whom have relationships with one another. j,#. no:nm.w exists
within an environment, which includes other systems that Q_E,Q_v\ affect _:.
These other systems might be the city and state where the no__mw_._c_ _:._cn.mx.qa, H MM
legislature that sets tuition, local employers who offer mz__%qa. y Mmﬂﬂn ﬂmmr
time jobs, the families that the students come from or live with, a g
schools that supply many of the students. S

Two of the most important n.o_:vo:o:a § mo . 0 an or anization’s awareness
ness and adaprability. Openness in a systerm refers © m?nai example, let's
of its own imbalances and problems. For example, in-our u ?
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® THE HUMAN
RESOURCES approach takes
into consideration your needs
and interests.
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HOMETOWN: Belle Harbor, NY

ATION: Online producer ) =
MM M .“Moq. While working as an NBC page, | was “fired” live on the

Today show by Donald Trump.

—! When | was in college,
majoring in communication, | remember hoping
that I'd one day work for a company that takes
a human resources approach to oﬁms..mm:o:m_
communication. | didn't want to end up like the
Charlie Chaplin character in Modern Times, the
guy who works on an assembly line and then
gets sucked into the machine, his body pulver-
ized by giant wheels, cogs, and levers.

Today | work as a writer-producer for
black20.com, a comedy network on the Internet.
Thankfully, black20—like all organizations with
an HR approach—stresses interpersonal relation-
ships and the sharing of ideas. It's how we make
comedy.

Black20 was founded by three friends who
worked together at a major television network,
and many people who have joined the company
have a personal relationship with one of the origi-
nal three. In other words, we're all friends—which
makes for a unigue organizational culture, There

are supervisors, but we share responsibilities.
Producers work with writers who work with the
on-air talent who are themselves writers and pro-
ducers. We get to work at 10:00 AM., and every-
one stays until that day’s work is done.

Because of the human relations approach,
quirky ideas can quickly snowball into a polished
comic video. For instance, a black20 employee
was—for no discernible reason—singing the Feist
song “1-2-3-4" in a vampire accent. Because
every office door in the company is always open,

I overheard him. | came into his office and said,

“What if Dracula loved pop hits?” From there
we started singing different songs in Dracula’s
accent. We figured he'd probably be a fan of
puff Daddy's “Bad Boys for Life” and Kid Rock’s
“Bawitdaba.” A video was taking shape.

| went to one of my bosses —he’s more like
a mentor, actually—and he laughed. With most
jobs that's probably a bad sign, but not here.
We held a meeting, which is an informational
presentation in which the audience is made up
of heckling class clowns. Everyone’s ideas were
mapped out on a whiteboard. Instead of one
music video, we decided it would be funnier to
do a fake commercial selling a CD called (in a
takeoff of those NOW! That’s What | Call Music
compilations) NOW! That’s What Dracula Calls

Music. We spent hours debating how the video

should be approached, how particular lines

should be spoken, whether to film Dracula at a

cemetery or popping out of a coffin (we went
with both). We took all ideas, and—as always—
majority ruled.

Since we're all friends, | have the utmost
trust in the people | work with. No one is trying
to outdo the other. And because we’re young
comedians working at a start-up Web site, each
of us realizes that our career is riding on the per-
son next to us. There's a sense of common goals
and interdependence. | just happen to work at
a place in which the common goal is pretending
to sell a CD that doesn’t exist sung by a fictional

neck-biting vampire. That's my job. Somebody’s
got to do it.
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can look to correct the problem, perhaps restructuring its elementary education
program with feedback from local educators, professors, students, and government
and policy representatives. The latter choice clearly helps the organization move
forward by allowing for change and growth in light of changing times and circum-
stances. This ability to adjust is known as adaptability. And at the heart of it all is
communication. If everyone involved in the system, from students to professors to
principals, keeps to themselves and never voices concerns o ideas, the system can
become closed and collapse under the weight of its own problems.

Communicating Organizational Culture

The management approaches you learned about in the preceding section _Mu:

cause one organization to feel quite different m_.o__d another. If you were iow w_V__m

in a nineteenth-century factory that valued n_wa_n& management, you v_% a r<

wouldn’t have team birthday parties or picnics the way you @mrm.m: _n_. m\ e

management of the human resources approach, s.?n: <w.=mm :&:#u mﬂm.a oMM
understanding how different onm»:._smao_.z come to give off _ i MM\:: :M”b e
complex than simply understanding their management Stylcs. nmﬂ b

s s el SR O aris, 2 wmcamwmﬁ,m w:._nc_»q:”
values, norms, and ways of doing things AI.»:._@ Nc_ w_ Esawk.&mex has
fascinating to scholars in our discipline is the wz.os_. 1o n_ anﬂ_y”cﬂw e
in both the shaping and the expression of cqm»zwﬁzosu%n : :._m- T
on this topic in the sections that follow, looking at pop

grocery store chain.
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One of the ways that Trader Joe's forms and eNSUres

the communication of the company’s E_:.mm n_.:.ow_mr Stories
and accounts, both externally (to an outside .”En_A_n.:n@ and
internally (within the 81:5:6, An organization telling
o isn’t so different from a parent E:.:,m a story o 5
,.o::m:. child. Just as ?.WJ. S._nm and children’s _uoorm teach
kids important lessons, like the dangers of ﬁ.~:_f_:m 8~ w:.a:mn? onWm:_Nm:o.:u_
stories help would-be customers and .m.oaszm En,_,: bers answer ﬂ_ .n. ﬁcg._cz
“What is this company all abou” or “Why should I support or join this organiza-
tion?” They also help employees and current members A.um an oqmm:_wm:.o: under-
stand s,_zm%»é work for a company or support a particular onmms_ﬁzo:.cycmr
2004; wcwq_ 1991). James and Minnis (2004) also note that Srn: the organization
is a for-profit business, “Good communicators use mwonﬁn__,__:m to sell products,
generate buy-in and develop and cultivate corporate culture” (p. .MQ. e
What Trader Joe's stories communicate and shape their organizational
culture? We'll look at several examples. First, consider the stories that the store
itself cells us. As we noted earlier, it looks different from other grocery stores.
Employees wear sneakers and Hawaiian shires, hand-lettered signs tour low prices,
and someone with really nice penmanship takes the time to write puns on a giant
chalkboard (“Leaf it to us to give you your favorite bagged salads”). The message
is clear: we're fun, we've got cool stuff, and we're cheap. Trader Joe's Web site
and newsletter (Trader Joe'’s Fearless Flyer) also present fun drawings, facts about
the company, and cleverly written highlights of featured products (anyone up for
some Spanish gazpacho soup or Lemon Raspberry Zinger bundt cake?).

In addition, like many successful organizations, Trader Joe’s makes use of
metaphors in its storytelling. A metaphor, you may recall, is a figure of mwnnnr
that likens one thing to something else in a literal way, alchough there is no
literal connection between the two (Jacobs & Heracleous, 2006). You probably
use metaphors often: “This classroom is a freezer” or “This assignment is a night-
mare.” Trader Joe’s metaphor is, essentially, “We are a ship.” Ships are associated
with HE‘,&_, perhaps even vacation, which highlights the company’s commitment
to provide qualicy products from all over the world. The employees at Trader
Joe's are w: crew members, including the captain (store manager) and the first
mate (assistant store manager) (Lewis, 2005). Each member is essential to keep:

its cultural values is through organizational storytelling

@ AT TRADER JOE'S,
employees always have bright
smiles—and plenty of tasty
food recommendations!
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Learning About Organizationa| Culture

Could someone who dislikes people, Hawaiian shirts, and exod f

successful career at Trader Joe's? According to Oora_s E&Jmsn ,.oo% find a
organizational assimilation is the process by which :ninoa%n_“_:o Amo_ov.
ances of the organization and determine if they fig in. Studies su Mw-ﬂ:ﬂﬂ_ B
cessful assimilation is often based on a newcomer's ability to mmc_.nm.mﬁ usw ; ms_m.
use of behaviors that will be appropriate and effective in a given Em»:._sﬂ‘ho”
(Mignerey, Rubin, & Gorden, 1995). Typically, new organizational members
are quite motivated to get these behaviors figured

: out because the uncertainty of
not knowing what to do or say can be challenging (Cohen & Avanzino, 2010).

Organizations understand this as well and generally seek to help. That's why re-
ligious organizations often have new-member meetings or classes and employers
often have an orientation program to acquaint newcomers with the organization.

At Trader Joe's, for example, new employees are subject to the group “hud-
dle,” when all staff members at the store come together in a circle to share in-
formation and introduce themselves, perhaps noting where they’re from or how
long they’ve been with Trader Joe's. The idea is to make each new employee feel
like part of the team (or in this case, crew) and to get to know everyone. You
can imagine a new employee walking away from the huddle thinking, “OK,
these people value friendliness and team building,” which in wrn reflects what
Trader Joe’s values and communicates to customers. A new employee ata differ-
ent organization who eats lunch alone in a corner would likely experience a very
different set of values. X

Similarly, an additional perk of working for Trader Joe's is the free muam_ﬂ.
Employees are always encouraged to try new Eon_cnmm m.:.a even make up recipes
for everyone to try (Lewis, 2005). The benefit of this is thar an_oanrvnS:“_a
actively engaged with the products: they feel personally connected to M,n% S
ucts and can make heartfelt recommendations to customets, thereby furthering
Trader Joe’s value of a friendly, interactive shopping experience.

! .
svv.p_. [} Communicating in Organizations g

AND YOU?

Think about a store that you
shop at frequently, What
messages do the store
layout and décor send cus-
tomers? Does the store offer
any literature or brochures
about itself? Does it have
aWeb site? If so, what do
these media communicate
about the organization?

1

lies; or active

strategies, like asking a

colleague how your new
boss reacts to difficult
situations. Such strategies
help you assimilate faster
and more comfortably.
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Relational Contexts in Organizations

- fictionalized version of NBC/ Universal ac?,ﬁna on rwc. Rock, Jaci
; :#r ._:._: mr r.w,, clement. The network, owned by ﬁ‘.n:ng_ Electric (a subsid.
.fo_zm _., ‘,,f,._ﬂum:_:.aﬁ Wig Company) embraced a classical approach: writers and
iary of the Sheinha z:,E Liz Lemon, who in turn reports to Jack. But i

actors on the show rep . I e oL
abletown, Jack is challenged by the new organizationg]

the network is sold to K ) 5 Al Sl Cnba s
_ the CEO insists on hugs instead of handshakes and invites low-leye|
cultures: - SAT <

employees to eat in the executive dining room. ._.wr_, Ec:._mm.m,rof ,Mr.nmn .nr.a:mﬁ_
from the open office hours to the memos containing nEo:haﬂx .: this is how
Kabletown docs business, I don’t know if | r..?.c a future heré! C.Os _,,_:vrm&,
& Rigei, 2011). We laugh as Jack learns to navigate the new wﬂmmz_ﬁ:_o:m_ cul-
ture at NBC and the way it affects his communication with his managers, peers,
and employees. Let's consider each of these relationships in turn.

Supervisor-Supervisee Relationships

Few relationships are parodied as often as the relationship between supervisors
and the people they manage. Think of Homer Simpson reporting to Mr. Burns,
or the gang on The Office dealing wich former man-
ager Michael Scott. We often enjoy portrayals of the
“bad” boss or the “crazy” boss who causes employ-
ees to sit around the lunch table complaining, even
though in real life, most bosses are fairly reasonable
people. Perhaps we find pleasure in these portrayals
because supervisors, inherently, have power over us.
Bosses negotiate our salaries and approve our vacation
time; they might determine our hours or whether
or not we get promoted. There are supervisory roles
in nonworkplace situations as well. Your priest may
require you to attend premarital counseling sessions
before he will agree to marry you and your fiancé; you
haye to get your student government president to ap-
prove your idea for this year's budget before you can
actually plan to do anything with that money. And
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chieve anything worthwhile wi
municating regularly.
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you can improve communication by foflow b e
| simple steps:
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e ?n,ﬂ%_z.Om a student Organization and N
surer about his messy voorrncvm:m don’t ¢ T :ﬂﬁ_ oy
: 01t in the ten
eng, and allow 4,

ample, if you are
peak to the trea-
minutes you have

between classes. Set up an appointn
dequate time 1o discuss

the problem and generate solutions

inimize distracti i . "
» Minimize a. tractions or INterruptions in order to give your f :
your supervisee or employee, give your full attention o

» Ask supervisees for suggestions and
a manager in a bank, you might as
work schedule more equitable.

ideas. For example

L s if you're working as
the tellers for su

ggestions to make the

emonstrate that you're listeni A
» D ¥ _En:_:m when a supervisee s mvnufzm 10 you,

giving appropriate verbal and nonverbl responses, such as paraphrasin
what you're hearing and nodding, phrasing

! N .
Even if you manage several people, you almost certainly report to a supervi-
sor «oznmn_m|m:m 1t's important that you be able o ¢

in this context as well. You can certainly follow the
ing and avoiding distractions that we mentioned
additional points to consider when you’re the perso

ommunicate competently

guidelines regarding listen-
earlier, but there are a few
n with less power:

» Spend some time thinking about what you'd like o say to your boss. What
are the main points you want to make? What do you hope to achieve
through this discussion? It's embarrassing to start talking with a supervisor
only to realize that you forgot what you wanted to say.

Then spend some time rebearsing what you want to say to your manager.
You might even ask a friend or family member to rehearse the conversation
with you so that you can hear yourself speak.

When you speak with your manager, try to avoid being emotional or hurling
accusations such as “You always . . .” or “You never. .. .” It's typically more
productive to be specific and logical and to ask for clarification: “When you
removed me from the Edwards project, I took that to mean that you didn’t
think I was capable of handling it. Am I misunderstanding something?”

Remember to be open-minded in discussions (whether with your boss
or with other members of your organization). In the Q.m_.:c_n above, for
instance, your boss may have taken away a _u»:mn:_ﬁ project because he or
she has something else in store for you. Be an active listener.

Keep the lines of communication open. Misunderstandings or unfocused
goals are often the result of a lack of clear communication.
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.,:?0.4:_ _7.,. _J,Bwpah_””c“_“ wﬂuﬁw&:n work and received adequate eXposure
H”u_”._m_“m..w__%w A,UP::_ME & ?:__n:m. 2007). _A:,Ao_m,nrw .nzﬁwq._c:nm mﬂcmﬂwnn job
u.i.,m,?.:::..,::_ the mentors ra:n:.ﬂ rm _.Q.m_,,._:m ﬁ.ﬂ.n,ﬂm:_v ion as thejr pro-
tégés begin to achicve in the organization (Kalbfleisch, 2002; Madlock &
Kennedy-Lightsey, 2010). j S

N nw__nmmm and universities set up mentorships for incoming students
e i help them adjust to life at the nw:amn or perhaps even life away fron,
home. In many cases, second-, third-, or *oc:r.%ﬂwm students agree to be “big
brothers” or “big sisters” to help the newcomers figure out campus parking,
where to get a decent sandwich between classes, or which professors to rake or
avoid. First-year students may then become mentors themselves in future years.
As you can r:p&:n. the communication between mentor and protégé n?»:mnm
over time in H_:mfﬁua_u_a. At first, the protégé may rely quite heavily on the men-
tor, since everything in the college environment is new and perhaps somewhat
frightening. However, as the first-year student adjusts and begins to feel comfort-
able and self-assured, he or she will rely less and less on the mentor, By the next
fall, the protégé may well be on an equal par with the mentor,
and the relationship may have turned into a riendship or
may have dissolved entirely. Understanding that mentor-
protégé relationships go through four distinct stages—
initiation, cultivation, separation, and redefinition—can
help both parties adjust to these natural changes. See
Table 11.1 for more on these stages and the communica-
tion that takes place during each.

~ If you are new to an organization—be it a

it community college, a house of worship, or a

= job—and a mentorship interests you, you can

see if the organization has a formal program.

o If such a program does not exist, you can still

{ find a mentor, albeit in a more informal way.
Consider the following tips (Kram, 1983):

@ WITH COLLEGE
MENTORING programs,
older students help new
arrivals to acclimate, from
navigating an unfamiliar
campus to completing
those first daunting class
assignments.

Julvy 2016

STAGES IN MENTOR-PROTEGE RELATIONstjpg

003:..:28:0: Goal

August 2016
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e G s i i | Protégé Responsibilities
ow
seiing M”mvwoﬂmﬂﬂzu: coun-  « Demonstrate openness to
= * Help pros 9 Suggestions and loyalty to
Cultivation ”o_.ﬂ. a mutually beneficial PoSU» ﬁ.@m set goals the mentor
on ote the &
throughoyt sﬂwﬂ_‘mmm. i B s L0 e
(for example, b "9anization example, by forging relation-
i Y introduc- ships with influential people)
s or her to influentia| * Share personal perspective
) and insights wi
* Communicate knowledge g
about how to work best with
key people and what the
. . Organization’s cyltyre is
Separation U_‘_,n mnm,: as protégé * Spend less time With protéae
I
gains skill Protege. f Take more initiative in the
organization
* Strive for development or
Redefinition Become peers . o

Occasionally provide advice
Or support as needed

* Stay in touch with mentor at
times if additional advice is

required

» Ask your peers (colleagues,

e members of a congregation, and so on) to
recommend individuals who

might be interested in serving as a mentor.

v

Identify people who have progressed in the or

ganization in ways that inter-
est you, and determine whether one of them would make a good mentor.

* Build rapport with someone you think would be an effective mentor. Ask
if he or she would like to sponsor you in a mentor-protégé relationship.
Explain why you think he or she would be a good mentor, and describe
your qualifications as a protégé—such as your ability to learn or to cultivate
networks quickly.

Peer Relationships

One of the most fun aspects of watching the television show Greys Anatomy is
keeping track of the web of relationships among the staff at Seatte Grace Mercy
West Hospital. Workplace friendships, secret crushes, ?__.m&m.& romances,
and bitter resentments could definitely keep your night interesting! Yet these
interactions also interest us as scholars because such peer _.n_»moﬁmr.mmm reveal
the importance of peer communication, communication between individuals at
the same level of authority in an organization. Wﬁ«ﬁ&.ﬁ;. management nﬂ»n:m.?
and popular magazines warn that Americans are m_un:&_:m. more and _.:omn M___En _“
the workplace, leaving less time for outside personal relationships. Yer we all nee

AND YOU? ,_

Have you ever been involved

Santamhar 901

ina mentoring relationship? |

If so, did you find that this
relationship benefited you

in any way? Did it benefit
your organization as well?
How would you deseribe
the changes in communica-
tion that took place over the
course of the relationship?
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¢ i and confidants. S0 W r.ﬁn do we find thems You
:_Brﬂ it—in the organizations we devore b .
wm”ﬂc_m}, the cﬂmm:mm:o:a we :..c_.r moﬂ..znwnmar,‘
Mwiﬁ.mﬁ seems {0 Ay some aa::wm_ﬂca. things ity
“._..,r,ﬁrnw or not this phenomenon is _.,_n.»_qr%.

I 3 sver of 302,%»: five million workers s
35 vears, 29 percent of nw:v_o.,.anw say },m.n .ﬂrn.c have
,u “best friend” at work ;w.:mn‘ 2004). .::m Statisgic
arcers: Out of the approximately three in ten People

who state thar they r..w,.w a 73," :..m__”L at work, 56
percent are engaged with, M- Nu_.__M: ._ﬁ_ i work, while
33 percent arc not cngagec. —h Percent are 5.
dvely disengaged and negarive about ﬂrw:. work expe-
ﬂmn:r..n. On the other _._m:.m. of the seven in ten Workers
who do not have a best friend at :.:_..r, o:_..,. 8 percen;
caved. whereas 63 percent are not. The remaining Hr_w& of employee
«n:n,,nfwﬂ”..aarﬂ_rnn,n Tn)ﬁ friend are actively n:mm:m.,.mmm& ?«5 mrm:, work ﬂﬂ»::v.
Cied in Jones, 2004). These findings have powerful implications for employers
having 2 workplace best friend makes workers poeta N Bo.mn,__rnmv. 0 enjoy
their work and consequently be more productive. Perhaps this is the ﬂr_:r_:w
behind oreanizational initiatives to help mBﬁPov.mwm.mmﬁ to know one another—
office picnics, hospital softball teams, and school Frisbee and mo_.m tournamens,
But there’s also 2 potential downside to Hrnmm,c.‘o_.rﬁ_mnn intimacies. Qpe
is that the relationships may not actually be so intimate after all. Managemen;
Today warns that professional friendships are often based on what is done
together in the workplace. While that may be beneficial for finding personal
Ewwo: on work-relared issues, the friendship can easily wither and die when
the mutual experience of work is taken away ( “Office Friends,” 2005). Privacy
and power also come into play, since sharing personal details about your life can
influence how others see you in a professional setting. For example, Pamela, an
insurance broker from Chicago, did not want her colleagues or boss to know
that she was heading into the hospital to have a double mastectomy in order to
avoid breast cancer. Bur she did tell her close friend and colleague, Lisa. When
Pamela returned 1o the office, there was a “get well soon” bouquet of flowers

from her boss waiting on her desk. Lisa had blabbed

; Pamela felt betrayed and
had the additional burden of her coll

eagues’ knowing this private, intimate detail
about her life (Rosen, 2004). I¢’s also important to remember thar friendships in
the workplace—and all organizations—are going to face trials when loyalty and
professional obligations are ar odds,

Please don’t take this to be a warning against making friends in the organizations
you belong to. Relationships with colleagues and other members of organizations
can be both carcer-enhancing and personally satisfying; many workplace friendships
last ._ozm after one or both friends leave ajob. Butic’s important to be mindful as you
cultivate such relationships. The following tips can help (Rosen, 2004):

> N.&? # slow. When you meer someone new
Job or your residence hall association
details right away. Take time 1o get

in your organization (be it your
), don’t blurt out all of your vm_.mo_;_
to know this potential friend.

. Know your territory. Organizationg
Keep that in mind before yoy post
your gym locker for the rest of the

rm.<n &n..n_.n
Pictures of
SOCCer tea

nt &
Cultures, 5 you've learned,

Yo i
your romantic partner all over
m [0 see,

ﬁaor_nauan.

v Don't limit yourself. 1€'s OK to take the time

! 4 ; to make fri g
fraternity Of SOTority or outside of your job! tiends outside of your

» Accept an expiration date. Sometimes friendships s ’ .
the context nr.ﬁv. grew in. You may have mwc_.ﬂ M”W sk o of
high school friends when you sarted college;
true for friendships on the job. Accept that |

this and that no one is to blame,

that you lost some of your
.z:m point is also particularly
ife sometimes works our like

9»3::3225&33:.9%3 ‘

EVALUATINGCOMMUNICATIONETHICS
More Than Friends at Work ———

You've Um.@c: 3.:9._n.m that two colleagues at work, Cheryl and Michael,

are spending an _:oi_:mﬁm amount of time together, and you suspect that

they may be romantically involved—or at least engaged in a very strong

flirtation. They work together on several projects, so it's natural that they
spend a lot of time together, but you—along with a few of your colleagues—

are beginning to be annoyed by the amount of time the two spend in one
or the other’s office, chatting about personal and other nonwork issues and
generally goofing off during working hours. Both of them are beginning to
fall behind on their work, and their slacking off is affecting the performance
of your entire department. You've approached Michael about it, noting that
“people are beginning to notice™ how much time he spends with Cheryl.
They cooled it for a few days after that, but gradually, they returned to their
old behavior.

Personally, you don’t have a problem with the two of them having a
relationship outside the office. Although the company has a policy requiring
employees to disclose any romantic relationships between coworkers, you
think the policy is an invasion of privacy and you don't agree with it at all.
But the constant chatter and goofing off that they do at the office is begin-
ning to affect your own work, not to mention feeding the gossip mill around
the water cooler, thus distracting other members of your team from getting
their work done.

You've considered speaking to your boss, who works on a different floor
and isn't aware of Cheryl and Michael’s day-to-day behavior, or even talking
to human resources about it. But you're reluctant to “rat them out,” especially
because you're not even sure that the two are actually romantically involved.

What should you do?
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Communication Technology

tion Rcr:c_o@‘\w:n_:&:% instant messaging, profes.
and videoconferencing—enable members of
particularly with clients and colleagye

Advances in communica S
sional and social nerworking sites, and
organizations to communicate more easily, i .
who work offsite or in home offices. But they've also introduced new nruzo:ms,
for organizations. ) . .

First, there’s the question of figuring out which nTm::m. IS MOSt appro-
priate for a particular message W:Am: S.w,w:ﬁm:o:a_ setting. ,/x\n discussed this
point in earlier chapters—you might, for example, text a friend an apology if
vou're too embarrassed to call her. But there are additional ethical and legal
considerations when choosing channels in organizations. If you're a manager,
you simply cannot fire someone in an e-mail with the entire department copied,
Rather, you would need to have a private face-to-face meeting—or perhaps a
phone call if the employee works elsewhere in the country or the world. This
is an illustration of media richness, the degree to which a particular channel is
communicative (Daft & Lengel, 1984, 1986). Media richness theory suggests
that people must consider the number of contact points a particular channel
offers for a message (Montoya, Massey, Hung, & Crisp, 2009). Face-to-face
communication is the richest because it allows for verbal and nonverbal contact.
Speaking on the phone is slightly less rich because it allows for verbal contact
and some limited nonverbal contact (tone of voice, rate of speaking, and so
on) but removes the opportunity to communicate with body movements. Text
messages are even less rich because they lack most nonverbal cues and need not
be responded ro immediately. The level of richness people expect in their com-
munication vehicles depends on their goals. So if you need to tell the treasurer
of your student organization that your meeting has been moved to a different
room, you can just text her. However, if you needed to discuss the fact that you
noticed a $250 discrepancy on the books, you'd have berter luck with a face-
to-face conversation,

. w&ﬂ.:r.: shows .;:: most people do make conscious decisions about which
communication vehicle to use based on the situational and relational context

Tabl i vari izati i
- e _m.w offers a look at various organizational goals and people’s perceptions
abeut the most competent channel for achieving those goals.

With such a variety of communication technofog; ;
T T ot no cwwr; available to organiza-
: ! one another, it should
s ; s S come a
surprise that people wind up using technology to achieye personal goal ; :_M,
; U ' al goals as well.
Twenty years ago, employees might get in trouble if the : i
making personal phone calls on the job. So consider h : %Q:rao o
making : A - Q Stder how much more distract-
ing it can Jun ﬂo_rmwm_.“”ﬁ »_u_r.Q to bank online, ext your romantic partner .:F_
read your brother’s blog during the day. Sixty-nine percent of workers admit
that they access the Internet at work for nonwork-related purposes, and many of
them are quite busy on social networking sit . -

. es like Facebook (Schweitzer, 2007
Richard Cullen of the Interner filtering company SurfControl, for nwu::u_w.
states that Facebook alone may be costing Australian businesses $5 billion a year

due to decreased worker productivity (West, 2007).

dﬁ.ﬁmw more is that organizations aren’t just concerned about when you're
updating your status, but also about what you're posting—particularly whether
or not you're posting comments about the organization or individuals associ-
ated with it. Consider, for example, the 2011 case of Natalie Munroe, a high
school English teacher who was suspended and faced termination over unflat-

tering comments she made about her students on her personal blog, The blog

i By E-Mail By Phone In Person

Edit or review documents ~ 67% 4% 26%
Arrange meetings or

appointments 63% 23% 12%
Ask questions about work

issues 36% 17% 44%
Bring up a problem with

one's supervisor 6% 6% 85%
Deal with sensitive issues 4% 9% 85%

Souree: Pew Internet & American Life Project Email at Work Survey,
April-May 2002; N = 1003; margin of error = £ 2 %,
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® |F YOU HAVE something
sensitive to discuss with a
colleague, it's better to do
50 in a face-to-face situa-
tion rather than with a text
message.

TABLE 11.2

EMPLOYEE SURVEY
OF APPROPRIATE
COMMUNICATION
CHANNELS FOR
ORGANIZATIONAL
TASKS
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Back to the Future
Back in the 1980s, when the Internet emerged and the p

rices of personal com-
i f
ntless predictions regarding EM JMMMMm w:
i i nd workp !
ommunities, cities, a
9, as many as tenm on corporate
ronically connected to cowork-
and phone. The prev ng
and easier, the impor-
fewer people would
the past, and cities

puters began to fall, there were cou
an Internet-connected populace on ¢
1984, Time magazine estimated that by 199
employees would be working from home, elect
ers and supervisors via the World Wide Web, fax,
wisdom was that as telecommuting became cheaper
tance of the office as a work environment would _m.mmm?
commute to work, traffic jams would become a thing of
would become obsolete (Grieves, 1984).

In the years since these prediction:
become pervasive. It is estimated that today,
employees are working from home more than eight hot
learning programs allow students to enroll in colleges and un
or even thousands of miles away and take classes from home. ._.m_mooa.,Bc?
ing is indeed becoming a part of the nature of work, education, and u_m<. in 3@
twenty-first century. Logic would suggest that such ease of communication
would make distance a nonissue in the postindustrial world, and mau_a.u_\&m
would be happy to do away with expensive corporate offices in pricey cities in
favor of cost-saving electronic offices for their employees. Yet despite 1980s
notions about the future of the workplace, telecommuting hasn't replaced
corporate offices or university centers or even lessened their importance. Con-
sider, for example, that in recent years, Hewlett-Packard—once a trailblazer in
telecommuting—has focused on bringing more workers back into the office
to facilitate brainstorming and teamwork (Holland, 2006). Why do location and
distance still matter?

It turns out that although the Internet is great for sharing and exchang-
ing information, it is less useful when it comes to completing other functions
of communication, such as expressing affiliation and influencing others.
That's why electronic communication simply cannot replace the value of
“face time," especially between employers and employees: we rely heavily on
face-to-face communication in order to build trust (Harford, 2007). It turns out
that even telecommuters need to have some face time with their bosses and
colleagues in order to communicate well.

s took hold, the Web has indeed
some thirteen million corporate
urs each week. Online
iversities hundreds

ed her full name or idengif;
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© Do you think that
organizations benefit more
from having employees
work face to face or from
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While globalization has torn down some of the barriers
to legitimate commerce between countries, it has also made
uncthical labor practices easier. Human trafficking, the
recruitment of people for exploitative purposes, is an example
of the darker side of globalization. As wages rise in countries
that have grown past the early stages of development, there
is a need for even cheaper labor to be shipped in from even
poorer countries, such as Cambodia and Bangladesh. Work-
ers are lured in by shady labor brokers with false promises
of high wages. The workers pay their brokers huge sums of
money for this opportunity, only to work for paltry sums of
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® HAVE YOU EVER bought
something in the United
States with a “Made in China”
label? That's globalization at
work!
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Work-Life Balance

 a seven-year-old son. She works forty hours a week

as a receptionist in a me al owmnm and mm,,nc:m_:_.< noﬂw_n:r:m n_&w work to

become a dental hygienist. She is also the “room parent” for her son’s second.
grade class and is frequently called on (o rm_m bake for classroom celebry-
tions and to chaperone class trips. Luis is a nineteen-year-old sophomore
at a state university. He is working two part-time jobs to help meer the
cost of wition and is taking six classes with the hopes of graduating one
semester early. He dreams of studying in France next year and would
love to live o foreign-language housing in order to improve his French,
but he’s not sure how he could add the mandatory conversation hours to
his already overbooked schedule.

These two individuals have different lives, different goals, and dif-
ferent constraints. Yet they have one thing in common: they are sinking
under intense pressures from the organizations in their lives. We've al-
ready indicated that Americans are spending more and more time on the
job, making it increasingly difficult to enjoy outside relationships. But
other types of organizations make huge demands on our time as well.
If you are a parent, you may, like Diane, find that your child’s school
or the PTA simply expects you to be available for events. As a college
w:am_:u you may discover that taking on too many classes and academic
:uch;__u. ities prevents you from enjoying other aspects of the college
experience, such as joining a particular club, volunteering, or just hang-
ing out with friends. In any of these examples, the end result is often
burnout—a sense of apathy or exhaustion tha results from long-term
stress or mﬁcm:»zo;.. .w::::: hurts its victims as well as the organiza-
nmﬁ%hmﬁwﬂu”:“ﬂ n.:n.< Unmo:m 8..??5 Rmnmﬁnrwa maintain ﬁ.rmﬁ

gatve self-evaluations and emotional exhaustion

Diane is a single mom W
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COMMUNICATIONACROSSCULTURES

Work-Life Balance: Around the Globe
and Around the Block

If you're like most Americans, chances are th
or career, you think not only about salary bu
learned in this chapter, some of the most appealing companies to work for
offer enticements .__xm flexible s.a-x hours, in-house dining, child care, and
even laundry services. These kinds of perks are relatively new, stil largely
unexpected, and rare enough that the companies offering them are able to fill
their staff rosters with the best talent. But what about the most basic benefit
of any job—time away from the job?

Two weeks of vacation time is standard in most American companies—
but it's not guaranteed. There are no laws in the United States requiring
employers to give their employees any paid vacation time or paid holidays.
According to recent studies, the average private sector worker in the United
States receives only about nine paid vacation days per year and six paid holi-
days. Almost one in four American workers has no paid vacation or holidays
atall. Of course, most successful American companies do offer vacation time
to employees, even if they are not required by law to do so. But lower-wage
workers typically receive fewer paid days off (seven on average) than higher-
wage workers (an average of thirteen) (Ray & Schmitt, 2007).

In other rich nations, things are quite different. Australia, New Zealand,
and European Union countries are required to give each employee a
minimum of twenty paid vacation days per year; in some European coun-
tries the number is as high as twenty-five or thirty. At least ten vacation days
are guaranteed in Canada and Japan. In some of these nations, laws are
designed to ensure that employees actually take the time off: in Portugal,
Spain, and Switzerland, for example, employers are prohibited from offering
incentives like additional pay to get employees to give up their vacation time
(Ray & Schmitt, 2007).
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> Keep a loe. Track everything you do for one week, including school- and wor.
ST i o . ; :
related activities. Note which activities are :o::amo:uv_m (such as E_E._m .
mandatory math dass), and decide which other commitments matter the mog
to vou. Consider curting commitments that are not fulfilling or necessary.

> Manage your time. Organizing your life can help you feel more in control of
vour circumstances. Set up specific times to study, work, and have fun—and
try your hardest to stick to your schedule.

> Communicate clearly. Limit time-consuming misunderstandings by commu-
nicating clearly and listening carefully to the important people in your life.

> Nurture yourself. Set aside time each day for an activity that you enjoy, such
as warching a particular TV show, working out, or listening to music.

* Get enough sleep. Enough said!

Sexual Harassment

There are days when none of us like being at work or ar school, particularly when
the sﬁ:&.ﬁ is nice or there’s some other fun activity to take part in. Imagine,
however, if your main reason for not wanting to head to class or to your job is fear.
For many women and men around the world, a fear of being bullied or harassed
in the s.o.rw_»n.ﬂ on campus, or in other settings is far too common. Harassment
5 any communication that hurts, offends, or embarrasses another person, creating
a hostile environment. It can take many forms, such as antagonizing people about

their sex igi i igi 1
o 2 ..anau religion, national origin, sexual orientation, age, or abilities ﬁm&n..»_
mmunications Commission, 2008).

’

One partcularly offensive type of

heU- S. Equal Employment O, :

45 follows: “Unwelcome sexua

o ™ partner o fiencs at meals. aking sure to get er 1o sex
>- | haven't stopped working in three days. What v ‘

4. How do you attempt to RS are food and sleep?
obligations? organize your various personal, pro el and

A. They're all in my head. | usually remember them—or s
B. 5§§§§§§ omething is due so | can plan in

o advance and prioritize the ¢

- Every minute of my day is organized in a color-coded

m<58m._=.so:mi$. : LG system that gua I'll get
- Your group members at school or work aren't pulling their weight on a project. You
respond by i weight on a project. You

A. Angrily expressing your resentment to your best friend.
B. Talking to your group members about their obligations and, if
support from your instructor or boss. :

C. Doing all of the work yourse.

If your answers are mostly A’s: You don’t let work rule your life! However, there
are times (e.g. final exams, a work deadline) when you may need to give your organiza-
tion more time and consideration.

If your answers are mostly B's: You work hard to maintain a healthy balance.

Keep up the good work.
If your answers are mostly C's: You may be headed toward burnout and all of its
negative consequences. Please consider some of the strategies we discuss to find more

balance between your personal and organizational life.
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Women [NOW], 2006). : 0 -xperience its negative effects. In fact, 16 4 pe
harassment, but men can ..:_c ”wm EEOC in 2010 were complaints from Enﬂ
cent of the nr..mqm& filed u, ,3. reers of lesbian, gay, bisexual, and transgendereq
(2011). In addirion, Hr_.ﬁ_.wfﬂ_wrﬁ_ fe nzvo:m:.nmm Seidlents of somi e
(LGBT) students _.M.MMAW ﬂoo@. These statistics are clearly problematic, but
it .o:. wwaﬁm”wmfnrm__n_wo.m_,m mm.ar..: victims often feel shame and embarrags.
only seven percent of students say that they reported sexua _farassmentifoly
member of their college or university; LGBT w_.._._m‘n:nm LD .@mn:nc._m: report that
they are extremely angry and embarrassed 3\ H.rn:. experience (NOW, 2006),
Still other victims fear that they will lose their _o.c.m if ﬂ_._nx speak o;n,.mm:._n:,
larly if they are harassed by a boss or other individual with power (Vijayasiri,
2008; Witteman, 1993).

Sexual harassment costs organizations millions of dollars every year and
robs individuals of opportunities, dignity, and sense of self-worth, For this
reason, organizations have instituted official codes of conduct and clear
definitions and penalties for sexual harassment. Many even offer training to
educate organizational members. For example, some programs discuss gen-
dered communication, noting that women socialized in feminine nurturing
are more likely than men to disclose personal information in the workplace.
Men, who tend to be more private about personal information ar work, may
interpret that behavior as flirting and may respond with a sexual advance.
Similarly, men may use smiling, extensive eye contact, and touch as signals
that they are sexually attracted to someone, while many women use these
same nonverbal behaviors to demonstrate their interest in a conversation
topic and their support of the person who is speaking (Berryman-Fink,
1993). By understanding and being aware of such communication differ-
ences, incidents can be prevented before they happen. Nonetheless, when
incidents do occur, victims should recognize that the law is on their side;
they should feel empowered to take action against an illegal act. If you area

vicim of sexual harassment—or even if you think you might be—consider
the following communication strategies:
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» The organizational structure at Google shows little in the way of corporate
hierarchy. There is, however, a strong emphasis on creating networks of
individuals who share ideas and work to

gether, and the company’s interest
in keeping employees challenged and happy (reflected most clearly in the
policy of allowing engineers time to pursue nonwork-relaced projects) shows
the influence of the human resources approach.

Google takes pride in its story as a company focused on the goals of build-
ing the perfect search engine and of creating fast, easy, and practical tools
for accessing the ever-growing amount of information on the Web. The
company’s founders often say that Google “is not serious about anything
but search” (Google, 2011b). They take pride in the company’s reputation
as one where work represents a challenge rather than a chore.

Google is in many respects the face of technology and innovation Smm.w.
It is interesting to note, however, that the company also sees the value in
old-fashioned, face-to-face communication. The cafés, gyms, mo.mﬁ. and lay-
out of offices encourage employees to meet and qiam_n‘ bounce anm.u off one
another, and work our problems together. Decidedly low-tech whiteboards
abound to capture ideas and inspiration as they occur.
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