LEADERSHIP
COMMUNICATION




Leadership

Communication



This page intentionally left blank



Leadership

Communication

Fourth Edition

Deborah J. Barrett
Rice University




Education

LEADERSHIP COMMUNICATION, FOURTH EDITION

Published by McGraw-Hill Education, 2 Penn Plaza, New York, NY 10121. Copyright © 2014 by
McGraw-Hill Education. All rights reserved. Printed in the United States of America. Previous
editions © 2011, 2008, and 2006. No part of this publication may be reproduced or distributed in
any form or by any means, or stored in a database or retrieval system, without the prior written
consent of McGraw-Hill Education, including, but not limited to, in any network or other
electronic storage or transmission, or broadcast for distance learning.

Some ancillaries, including electronic and print components, may not be available to customers
outside the United States.

This book is printed on acid-free paper.
1234567890DOC/DOC109876543

ISBN 978-0-07-340320-5
MHID 0-07-340320-2

Senior Vice President, Products & Markets: Kurt L. Strand
Vice President, Content Production & Technology Services: Kimberly Meriwether David
Managing Director: Paul Ducham

Brand Manager: Anke Weekes

Marketing Manager: Michael Gedatus

Managing Development Editor: Heather Darr

Director, Content Production: Terri Schiesl

Content Project Manager: Mary Jane Lampe

Buyer: Nichole Birkenholz

Cover Designer: Studio Montage, St. Louis, MO

Cover Image: © Jupiterimages/Getty Images

Compositor: S4Carlisle Publishing Services

Typeface: 10/12 New Aster

Printer: RR Donnelley

All credits appearing on page or at the end of the book are considered to be an extension of the
copyright page.

Library of Congress Cataloging-in-Publication Data

Barrett, Deborah, 1949-
Leadership communication / Deborah J. Barrett.—Fourth edition.
pages cm
Includes index.
ISBN-13: 978-0-07-340320-5 (alk. paper)
ISBN-10: 0-07-340320-2 (alk. paper)
1. Communication in management. 2. Communication in organizations.
3. Business communication. 4. Leadership. I. Title.
HD30.3.B387 2014
658.4'5—dc23
2013024534

The Internet addresses listed in the text were accurate at the time of publication. The inclusion
of a website does not indicate an endorsement by the authors or McGraw-Hill Education, and
McGraw-Hill Education does not guarantee the accuracy of the information presented at
these sites.

www.mhhe.com



Dedicated in loving memory of my mother and father

Dedicated to Jim and to my children, Davy and Mary
—Deborah J. Barrett, PhD



Brief Contents

Preface xvii

SECTION ONE

Core Leadership
Communication 1

1 What Is Leadership
Communication? 2

2 Leadership Communication
Purpose, Strategy, and
Structure 27

3 The Language of Leaders 53

4 Using Social Media and
Creating Other Leadership
Correspondence 84

5 Creating Leadership Documents
and Reports 114

6 Leadership Presentation
in Person and Online 144

7 Graphics with a
Leadership Edge 173

8 Emotional Intelligence
and Interpersonal Skills
for Leaders 199

vi

9 Diversity and Intercultural
Communication 222

SECTION TWO

Group and Organizational
Leadership Communication 245

10 High-Performing Team
Leadership 246

11 Meetings: Leadership
and Productivity 281

12 Leadership Communication
in an Organizational
Context 307

13 Transformational Leadership
Through Effective Internal
Communication 338

14 Leadership Through
Effective External
Relations 379

APPENDIXES 405

INDEX 416



Table of Contents

Preface xvii

SECTION ONE
CORE LEADERSHIP
COMMUNICATION 1

Chapter 1
What Is Leadership
Communication? 2

Identifying Leadership 3
Connecting Leadership to
Communication 5
Defining Communication 6
Defining Leadership
Communication 7
Applying the Leadership
Communication Framework 8
Core Communication 8
Group and Organizational
Communication 9
Projecting a Positive Leadership
Ethos 9
Defining Ethos 10
Projecting a Positive Ethos 11
Connecting Ethos to Audience
Motivation 12
Connecting Ethos and Ethics 15
Being an Ethical Leader 17
Making Ethical Decisions 17
Application 1.1 Assessing
Leadership
Communication
Abilities and
Establishing an
Improvement
Plan 21

Application 1.2 A Question of
Ethics 23
Application 1.3 Defining
Transformational
Leadership:
A Communication
Profile 24

Chapter 2

Leadership Communication
Purpose, Strategy,

and Structure 27

Establishing a Clear Purpose 29
Clarifying the Purpose 29
Connecting Thinking and
Communicating 30

Determining Communication

Strategy 33
Considering the Context 33
Using a Strategy Framework 34

Analyzing Audiences 36
By Expertise or Community of
Practice 37
By Decision-Making Style 40
By Medium 41
By Organizational Context 41

Organizing Communication

Effectively 41
Selecting Organizational Devices 43
Using the Pyramid Principle 44
Creating a Storyboard 45

Application 2.1 Case Study:

Superior
Foods 46
Application 2.2 Case Study: Spree
Cruise Lines 47
vil



viii Table of Contents

Application 2.3 Using the Pyramid
Principle to Organize
an Argument 51

Chapter 3
The Language of Leaders 53

Finding Examples of Leadership
Communication in the World
Around Us 55
Achieving a Positive Ethos through
Tone and Style 57

How Style Can Impact Audiences 57

Determining Our Own Style 59
Using the Language of
Influence 63

Communicating Concisely But Not

Too Concisely 65

Communicating Directly and

Forcefully 66

Making Communication

Memorable and Persuasive 71
Writing for Social Media: Additional
Considerations 73
Following the Language Rules
that Matter 74
Editing and Proofreading
Techniques 76
Application 3.1 Rhetorical
Analysis of a
Transformational
Leader’s
Communication 78
Passive Voice 79
Conciseness 80
Parallelism 80
Use of Language
Overall 80

Application 3.2
Application 3.3
Application 3.4
Application 3.5

Chapter 4

Using Social Media and
Creating Other Leadership
Correspondence 84

Selecting the Most Effective
Communication Medium 86
Organizing E-Communication
and Other Correspondence
Coherently 86

Openings 89

Salutations—Yes or No? 92

Closings 92
Formatting E-Communication and
Other Correspondence 92

Layout 93

Spacing and Alignment 93

Font Type, Size, and Treatment 94

Headings 95

Lists 96
Creating and Using Social Media
Effectively 97

Creating and Maintaining a

Professional Blog 98

Creating a Microblog (Twitter)

Plan 100

Linking with LinkedIn 102

E-mails 103

A Few Additional Guidelines for

Text Messages 108

Legal Issues of

E-Communication 109
Application 4.1 E-Mail Subject
Line Exercise
Case Study:
PetroCo
Refinery 111
Creating a Twitter
Plan 112

110
Application 4.2

Application 4.3



Chapter 5
Creating Leadership Documents
and Reports 114

Reviewing the Most Common
Types of Documents and
Reports 115
Organizing the Content
Logically and According
to Audience 117
Opening with Power 118
Developing with Reason—The Body
or Discussion Section 118
Closing with Grace 120
Including the Expected Contents
in a Formal Full-Length
Report 120
Handling of Exhibits
in Reports 123
Using Research Information
in Reports 124
Progress Reports 125
Proposals 127
Executive Summaries 128
Abstracts 128
Formatting for Accessibility and
Appearance 130
Layout 134
Spacing and Alignment 134
Font Type and Size 134
Headings 134
Running Headers and Footers 136
Application 5.1 Huge Co. Case:
Creating an
Executive
Summary 137
Application 5.2 Leadership Profile
Proposal and
Report 141

Table of Contents ix

Chapter 6
Leadership Presentations in Person
and Online 144

Planning a Presentation 145
Determining Strategy 146
Selecting the Medium and the Delivery
Method 147
In Person or Online Round-Table
Presentations 147
Stand-Up Extemporaneous
Presentations in Person
or Online 150
Impromptu Presentations 151
Webcasts and Webinars 152
Establishing a Logical and Effective
Presentation Structure 155
Preparing a Presentation to Achieve
the Greatest Impact 155
Introductions 156
Conclusions 157
Body—The Content in the
Middle 159
Testing the Flow and Logic 160
Editing and Proofreading 160
Practicing to Facilitate Effective
Delivery 161
Presenting Effectively and with
Greater Confidence 162
Getting Nerves under Control 162
Eye Contact 163
Posture and Gestures 164
Voice and Speech Patterns 166
Delivering Effectively with Visual
Aids 167
Handling Q&A 169
Overall Effect 170
Application 6.1 Oral Presentation
Self-Evaluation 170



x Table of Contents

Application 6.2 Practicing

Impromptu
Presentations 172
Application 6.3 Developing a
Round-Table
Presentation 172

Transforming a
Round-Table
Presentation
for Virtual
Delivery

Application 6.4

172

Chapter 7
Graphics with a Leadership
Edge 173

Recognizing When to Use
Graphics 175
Reinforce the Message 175
Provide a Road Map to the Structure
of a Presentation 176
Illustrate Relationships and Concepts
Visually 176
Support Assertions 179
Emphasize Important Ideas
Maintain and Enhance
Interest 180
Employing Fundamental
Graphic Content and Design
Principles 181
Conveying Messages Clearly and
Effectively 181
Selecting the Most Effective
Colors 182
Selecting and Designing Effective
Data Charts 184
Ethically Representing Data 187
Creating Meaningful and Effective
Text Layouts 187

179

A Few Pointers on Including

Graphics in Presentations 188
Selecting the Layout and
Template 189
Inserting Graphs and Other
Objects 191
Using Animation 193
Application 7.1 Creating
Graphs 196
Application 7.2 Selecting and
Designing Graphics
Exercise 196
Application 7.3 Exercise in
Designing
Visuals 197
Application 7.4 Team Graphics
in a Web
Presentation 197

Chapter 8
Emotional Intelligence and

Interpersonal Skills for
Leaders 199

Understanding How Emotional
Intelligence Is Revealed 201
Defining Emotional
Intelligence 201
Increasing Self-Awareness by
Understanding Personality 204
Using Popular Psychological Profiles
to Understand Ourselves Better 205
Using the MBTI 206
The Value of Knowing the MBTI
Personality Types 208
Developing an Approach to Improving
Emotional Intelligence 209
Displaying Emotional Intelligence—
Interpersonal Skills 210



Table of Contents Xi

Improving Nonverbal Skills 211 Application 9.1 Case Study:

Nonverbals that Could Affect Ethos 212 Proactively
Ways to Improve Our Nonverbal Managing
Communication 213 Diversity 240
Improving Listening Skills 215 Application 9.2 Case Study:
Application 8.1 Gaining Insight Creating Interna-
into Your tional Correspon-
Personality 219 dence 241
Application 8.2 Measuring Application 9.3 Preparing an
and Improving International
Your Emotional Briefing 243
Intelligence 219 Application 9.4 Designing
Application 8.3 Improving International
Listening Communication
Habits 220 Programs 243
SECTION TWO
Chapter 9 GROUP AND ORGANIZATIONAL
Diversity and Intercultural LEADERSHIP
Communication 222 COMMUNICATION 245
Caveats When Discussing
Culture 224 Cl:\apter 10 )
Defining Culture 225 ngh-Perf:ormmg Team
The Layers of Culture 225 Leadership 246
Establishing an Approach for Establishing an Effective Team 247
Understanding Cultural Implementing the Necessary Team
Differences 228 Work Processes 249
Communicating When Encountering Creating the Team Charter 249
Cultural Differences 230 Using Action and Work Plans 253
Information Flow 232 Delivering the Results 254
Time 233 Learning from the Team Experience 258
Language 234 Managing the People Side
Power 235 of Teams 259
Collectivism versus Position and Responsibilities 260
Individualism 237 Team Experiences 261
Spirituality and Tradition 238 Expectations 261
A Final Word on Connecting and Personality 261

Communicating across Cultures 239 Cultural Differences 262



xii Table of Contents

Handling Team Issues and
Conflict 262
Types of Team Conflict 264
Approaches to Handling Team
Conflict 265
Helping Virtual Teams
Succeed 268
Identifying Advantages and Challenges
of Virtual Teams 268
Addressing the Challenges of Virtual
Teams 269
Application 10.1 Assessing Team
Performance
and Developing
an Improvement
Approach 274
Assessing Team
Members and
Providing
Feedback 275
Managing Team
Conflict 276
Case Study:
Launching a
Virtual Team 278

Application 10.2

Application 10.3

Application 10.4

Chapter 11
Meetings: Leadership and
Productivity 281

Deciding When a Meeting Is the
Best Forum 282
Consider Purpose 283
Consider Audience 283
Completing the Essential
Planning 284
Clarifying Purpose and Expected
Outcome 284
Determining Topics for the
Agenda 285
Selecting Attendees 285
Considering the Setting 286

Determining When to Meet 287
Establishing Needed Meeting
Information 288

Conducting a Productive

Meeting 288
Deciding on the Decision-Making
Approach 288
Clarifying Leader and Attendee Roles
and Responsibilities 289
Establishing Meeting Ground
Rules 289
Using Common Problem-Solving
Approaches 290

Managing Meeting Problems

and Conflict 297
Handling Specific Meeting
Problems 297
Managing Meeting Conflict 300
Dealing with Cultural and
Personality Differences 302

Ensuring That Meetings Lead

to Action 303

Application 11.1 Evaluating

Experiences in

Meetings 304

Case Study:

Planning a

Meeting 305

Case Study:

Conducting a

Problem-Solving

Meeting 305

Application 11.2

Application 11.3

Chapter 12

Leadership Communication in an
Organizational Context 307

Understanding the History and
the Classical Approaches to
Organizations 308
Taylor and Scientific
Management 309



Fayol and the Administrative

Approach 309

Weber and the Bureaucratic

Approach 311
Appreciating the Human
Relations Approach in Today’s
Organizations 312

The Breaking Away from Classical

Approaches 312

Changes in Organizational

Structures 313

Leaders or Managers at the Top 313
The Role of Communication in
Today’s Organizations 316

Motivating Today’s Workers 318
Managing Superior-Subordinate
Relationships 319

Power 320

Trust 321

Communication 322

Culture 323

Values and Ethics 324

Mentoring and Being Mentored 327

Delivering and Receiving

Feedback 328
Networking to Improve Internal and
External Connections 331
Application 12.1 Understanding
Organizational
Structures and
Dynamics 333
A Case Study:
Providing
Feedback 333
The Elevator
Speech
Introduction
to You 335
Networking,
Social Media,
and You 335

Application 12.2

Application 12.3

Application 12.4

Table of Contents xiii

Chapter 13
Transformational Leadership
Through Effective Internal
Communication 338

Selecting the Best Leadership
Style to Connect with Internal

Audiences 340
Visionary Leadership Style 341
Coaching Leadership Style 342

Affiliative Leadership Style 343
Democratic Leadership Style 344
Pacesetting Leadership Style 345
Commanding Leadership Style 345
The Style of Transformational
Leaders 346
Recognizing the Strategic and
Cultural Role of Employee
Communication 348
Establishing Effective Internal
Communication 350
Supportive Management 351
Targeted Messages 352
Effective Media and Forums 352
Well-Positioned Staff 353
Ongoing Assessment 354
Using Missions and Visions
to Strengthen Internal
Communication 355
Understanding the Importance of
Missions and Visions 355
Defining Missions and Visions 356
Ensuring That the Mission and Vision
Are Effective 358
Building an Effective Mission and
Vision 358
Designing and Implementing
Effective Change Communication 363
Determining the Scope of Change
Communication 364
Structuring a Communication
Program for Major Change 365



xiv Table of Contents

Application 13.1 A Case Study:
Merging
Benefits 371

Application 13.2 A Case Study:
Communicating
with Internal
Audiences 372

Application 13.3 A Case Study:
Developing a
Change
Communication
Strategy 376

Chapter 14
Leadership Through Effective
External Relations 379

Developing an External Relations
Strategy 381
Clarifying Purpose and Strategic
Objectives 382
Identifying Major External
Stakeholders 384
Creating the Major
Messages 386
Selecting and Coaching the
Spokesperson(s) 388
Establishing the Most Effective
Medium or Forum 389
Determining the Best
Timing 392
Monitoring the Results 393
Building and Maintaining a Positive
Reputation 394

Working with the News Media 395
Understanding the Media’s Role and
Importance 396
Deciding When to Talk to the
Media 396
Preparing for and Delivering a Media
Interview 397

Handling Crisis

Communications 399

Application 14.1 A Case Study:

Communication
with Customers
after a Crisis 401
Application 14.2 A Case Study:
Writing a Press
Release 402
Application 14.3 A Case Study:
Developing an
External
Communication
Strategy 403

APPENDIXES

Appendix A Self-Assessment
of Leadership
Communication
Capabilities 405

Appendix B Successful Case
Analysis and
Discussion 412

INDEX 416



About the Author

Deborah J. Barrett is Professor of the Practice of Writing and
Communication at Rice University where she teaches leadership
communication, consulting, negotiations, and organizational
communication to the undergraduates and cross-disciplinary
writing and research methods and creative nonfiction to the
graduate students.

Deborah has specialized in professional writing and commu-
nication for most of her teaching career. She taught technical
writing at Texas A&M University and Houston Baptist Univer-
sity, where she was an associate professor in English and direc-
tor of the writing specialization and English internship programs.
At Rice University, she was a senior lecturer of MBA communica-
tion at the Jones Graduate School of Business and also served as Direc-
tor of the MBA Communication Program.

Deborah’s years working as a consultant for McKinsey & Company,
Hill & Knowlton, and University Connections, the consulting and
executive development company of which she is cofounder, influenced
her very practical approach to leadership communication. At McKinsey &
Company, she worked as a communication consultant for over five
years, serving as a leader in the change communication practice, de-
veloping and conducting Firm training, and leading and working with
McKinsey teams on communication and general management consult-
ing projects throughout the world. She was one of the few communica-
tion consultants Firmwide selected to attend McKinsey’'s Engagement
Leadership Training, their advanced leadership training for senior
associates. At Hill & Knowlton, Deborah was a senior managing
director, brought in to build an employee communication and change
management practice.

In her consulting work, Deborah has been able to put her academic
experience and leadership communication concepts to the test. She
has created communication strategies for many different types of
organizational communication situations, including mergers and
acquisitions, developed major change programs, designed and con-
ducted vision/strategy development programs, developed internal
communication improvement programs, and established strategic
plans for nonprofit and for-profit organizations. She has coached
many senior-level executives, including CEOs of major corporations,
in writing, speaking, and interpersonal skills and has conducted
numerous workshops for leaders at all levels.

Deborah has published articles in scholarly journals and pre-
sented papers at conferences on communication ethics, change

XV



Xvi

About the Author

communication, employee communication, intercultural communication,
virtual teams, PowerPoint, effective M.B.A. communication, emotional
intelligence, and leadership communication and is currently research-
ing the effect of social media on intercultural communication. She
serves on the editorial boards of the Business Communication Quarterly,
Education Review of Business Communication, Corporate Communication:
An International Journal, and The International Journal of Knowledge,
Culture, and Change Management.

Her B.A. in English and speech and her M.A. in English are from
the University of Houston, and her Ph.D. in English is from Rice
University.



Preface

Leadership Communication is a text to guide current and potential
leaders in developing the communication capabilities needed to be
transformational leaders. The content in this text is based on the au-
thor’s years of experience working as a consultant and teaching and
coaching in professional communication at all levels inside and out-
side of the university and on the lastest research on communication
and leadership.

Leaders need core communication skills, such as analyzing audi-
ences, developing communication strategy, speaking, writing, using
and displaying emotional intelligence, and interacting and communi-
cating with diverse audiences. They also need group and organizational
communication abilities, such as managing global teams, conducting
productive meetings, leading and working successfully in an organi-
zational context, creating and communicating visions, leading change
initiatives, and fostering external relations. Leadership Communication
includes all of these subjects and covers important fundamental com-
munication skills needed by all leaders in all disciplines.

Text Objectives
Mastering leadership communication means learning to do the
following:
1. Project a positive ethos and develop transformational leadership
abilities, including leading and communicating with integrity.
2. Analyze audiences and create targeted, meaningful messages.

(O8]

. Develop effective communication strategies for all situations.

N

. Select and use the most effective media, including social media, to
reach all audiences.

. Use the language of leaders to influence diverse audiences.
. Create well-organized, coherent communication.

. Deliver presentations in person and online with confidence.
. Display emotional intelligence and interpersonal skills.

O 00 N O Ul

. Value diversity and understand how to communicate interculturally.
10. Lead small groups, whether in teams or meetings.

11. Function successfully in larger organizational contexts, including
supervising, being supervised, mentoring, coaching, giving feed-
back, and networking.

12. Select and use the appropriate leadership style, including the
transformational style.

xvii
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13. Develop a vision and messages to guide and motivate others.

14. Design and deliver messages to reach external stakeholders with
positive results.

These are the primary objectives of this text. Leaders use all pos-
sible communication tools within reach and use them effectively. This
text will help you know how to use those tools and show you how to
improve your communication capabilities. As a result, you will learn
to communicate more effectively and position yourself to be a trans-
formational leader in your organization and beyond it.

Changes to This Edition

For those who have used previous editions of Leadership Communica-
tion, this edition has been revised to include even more emphasis and
guidance on transformational leadership throughout and to provide
even more instruction of use to advanced undergraduates as well as
graduate students and executives.

In addition, the text is now organized into two sections instead of
the three used in previous editions: (1) Core Leadership Communica-
tion and (2) Group and Organizational Leadership Communication.
The chapters on emotional intelligence and intercultural communica-
tion are now included under the Core section.

The text includes the following new chapters:

1. Chapter 4—Social Media and Other Leadership Correspondence.
In addition to continuing the coverage of social media, such as
blogging, texting, Tweeting, using Facebook and LinkedIn, etc. and
other technology, such as electronic presentations, shared work-
spaces, research management tools (Zotero) throughout the text,
this new chapter provides more detailed information on how best
to use social media and create e-communication.

2. Chapter 12—Leadership in an Organizational Context. This chap-
ter provides all new content on the history and evolution of orga-
nizations, with an explanation of today’s organizations, focusing
on the human relations approach and the role of organizational
communication. This chapter also provides new information on
managing the supervisor and subordinate relationship, including
establishing an ethical environment, and includes revised informa-
tion on mentoring, coaching, feedback, and networking.

In addition to these new chapters, the text contains the following
changes:

3. Chapter 3—The Language of Leaders has been substantially re-
vised with the addition of several examples of leadership com-
munication from leaders across all disciplines and more on
influencing and persuading through effective use of language.
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4. The chapters on presentations (Chapter 6) and graphics (Chapter 7)
have been revised and now include some discussion of new presen-
tation software, such as SlideRocket, Prezi, and instruction on how
best to create and deliver a Webcast and to use video conferencing.

5. The team (Chapter 11) and meeting (Chapter 10) chapters have
been reversed and now include even more on the use of video con-
ferencing and virtual team technology.

6. The internal relations chapter (Chapter 13) has been revised and
now provides more instruction on how to be a transformational
leader and a section on selecting the appropriate leadership style
to use in an organization depending on the context, audience, and
situation.

7. As in past editions, the Applications highlight a number of case
studies based on actual companies and professional situations,
and new applications have been added to provide additional
opportunities to apply and practice the instruction in each chapter.

8. The Self-Assessment (Appendix A) has been expanded and now in-
cludes a rating scale to allow students to quantify their results.

Instructor Supporting Materials

For instructors, this text is supported online at www.mhhe.com/barrett4e.
Included on the site are PowerPoint lecture slides, suggested approaches
to the chapters, discussions of all chapter applications with answers to
exercises, a test bank, suggestions for using the book to prepare students
for action or service learning or other similar consulting engagements,
and sample syllabi.
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Chapter

What Is Leadership

Communication?

Courtesy: Official white house photo by Pete Souza

Chapter Objectives

In this chapter, you will learn to do the following:

¢ Identify leadership with an emphasis on transformational leaders.
e Connect leadership to communication.

¢ Define leadership communication.

e Appreciate the importance of projecting a positive ethos.

e Recognize and manage ethical issues.

A leader must be able to communicate effectively. When asked
to define leadership, theorists and practioners alike frequently
use the words “influence,” “inspire,” and “transform,” all of which
depend on communication, verbal and nonverbal. Leaders lead

through their words and their actions. This text focuses on both,
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thus the emphasis throughout on emotional intelligence, the ability
to understand the self and others. The leadership focus here is on
inspirational and transformational leadership. The hope is that the
present and future leaders using this text will learn to communicate
to bring about positive results for themselves and for their organi-
zations or communities.

In Leading without Power: Finding Hope in Serving Community,
Max De Pree says, “Leaders are constantly communicating.”! In a
business setting, studies have shown that managers spend most of
their day engaged in communication, with communication occupying
70 to 90 percent of their time every day.? The sheer amount of time we
spend communicating underscores how important strong communi-
cation skills are in whatever leadership position we assume or in what-
ever career we pursue. Mastering leadership communication becomes
a priority for all individuals who want to lead others and want their
groups, their organizations, or the broader community to follow them,
trust them, and consider them leaders. Simply put, “effective leader-
ship is still largely a matter of communication.”?

This chapter begins by identifying leadership and exploring how
leadership and communication are connected, then defines “leadership
communication” and the framework that governs the organization of
the text, and concludes by explaining the importance of projecting a
positive ethos and of recognizing and managing questions of ethics.

Identifying Leadership

What exactly is leadership? Theorists and practitioners have devoted
thousands of words and numerous articles and books to the subject.
Google lists 76,000,000 entries under “leadership (definition).” Many
universities offer leadership programs. Job descriptions frequently ask
for candidates with leadership skills, and many corporations encour-
age and provide leadership development. According to the Leadership
Development Factbook, companies “will spend $13.6 billion on leader-
ship development in 2012.”*

What, however, does leadership entail? Researchers seldom agree
completely on how best to define it, some saying they know it when
they see it. Pressed, most would agree that leaders are individuals
who guide, direct, motivate, or inspire others. They are the men and
women who influence others in an organization or in a community.
They command others’ attention. They persuade others to follow them
or pursue goals they define. They control situations. They improve the
performance of groups and organizations. They connect with others,
and they get results.
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These individuals may not be presidents of countries or CEOs of
companies, but they could be. They could also be experienced em-
ployees who step forward to mentor those who are less experienced,
researchers who discover a cure for some disease or invent some-
thing to make our lives easier, managers who direct successful proj-
ect teams, vice presidents who lead divisions and motivate their staff
to achieve company goals, educators who inspire their students to
achieve their potential, or students who bring about positive change
in their schools or in the broader community.

Leadership theorists define leadership by the traits leaders pos-
sess, by the tasks they perform, by the positions they hold, and by the
accomplishments they achieve:

Traditional theories of leadership focus on the traits of leaders (per-
sonality, charisma, referent power), the process by which individuals
become leaders (the tasks, the people, and the situation), or the interac-
tions individuals have with others that create their leadership status.

In the last, the focus is either on the exchange or transaction between
the leader and others, or on the impact the leader has on individuals or
an organization which inspires change or a difference of some sort, a
transformation.’

The leadership focus in this text is on the type of leadership called
“transformational.”® This type of leader possesses a positive ethos
(authority and credibility), inspires trust and respect, connects with
others individually and in groups, articulates a clear and motivating
vision, and skillfully motivates and guides others to act. The trans-
formational leader displays four primary behavioral characteristics:
“idealized influence, inspirational motivation, intellectual stimula-
tion, and individualized consideration.”” In addition, he or she exhib-
its important communication abilities, such as listening, persuading,
and articulating ideas effectively.®

Examples of transformational leaders in business are Lou Gerstner,
who is credited with turning around IBM; Steve Jobs, who revolution-
ized the computer industry; and Jeff Bezos, considered in one study
of company performance to be the “top CEO.”® In world politics,
Nelson Mandela is a transformational leader as was Mahatma Gandhi
and Martin Luther King. Some recent researchers argue that King’s
“T Have a Dream” speech “provides an outstanding example of the
transformational leadership process of identifying and articulating
a vision” and clearly, he motivated others and brought about major
changes in the United States.'®

Discussions on leadership often come back to one question: Is a
leader born or developed? In other words, can individuals learn to
be leaders? The short answer is yes they can: “Organizations and in-
dividuals can indeed directly influence the quality and the quantity
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of their leadership. . . . It is not a matter of whether leaders are born
or made. They are born and made.”!!' However, most do have to work
at it and becoming a leader can require practice and depends on ac-
tions: “Leadership is not something that is gained because of birth
or tenure but rather something that is practiced in every moment
of opportunity. It is truly 20 percent technique (tools, methods) and
80 percent actions (behaviors).”!? Avolio argues that, in particular,
“transformational leadership skills can indeed be developed.”!® Lead-
ership Communication is devoted to helping individuals develop as
transformational leaders by mastering the most important capability
they need, the ability to communicate effectively.

Connecting Leadership to Communication

The fundamental premise on which this book rests is that effective
leadership depends on effective communication, that ability to con-
nect to others and, through that connection, guide, direct, motivate,
and inspire. Good communication skills enable, foster, and create
the understanding and trust necessary to encourage others to follow
a leader. Without effective communication, leaders accomplish little.
Without effective communication, a leader is not a leader.
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EXHIBIT 1.1
The Traditional
Diagram of

the Rhetorical
Situation

Being able to communicate effectively is what allows individuals
to move into leadership positions. In organizations, it is what allows
them to get in the door. The National Association of Colleges and
Employers found in their Job Outlook 2013 survey that good commu-
nication skills are what companies are looking for when hiring and
without them, candidates cannot get in the door much less advance
to a leadership position. They write, “in this year’s survey, participants
rated ‘ability to verbally communicate with persons inside and out-
side the organization’ . . . and ‘ability to work in a team structure’ . . .
as the two most important candidate skills/qualities.”!

Defining Communication

Communication is the transmission of meaning from one person
to another or to many people, whether verbally or nonverbally. Tra-
ditionally, this transmission model of communication or as it is
often called, the “rhetorical situation,” is commonly depicted as a
simple triangle consisting of the sender, the message, and the receiver
(Exhibit 1.1).

The triangle in Exhibit 1.1 suggests very simple and ideal commu-
nication. There would be no miscommunication or misunderstand-
ings. The communicator (sender) would understand the context and
the audience (receiver), select the right medium, and send a clear
message. The receiver would receive and understand that message
exactly as the sender intended.

In reality, communication takes place in a context and is much
more complex and interactive, with many opportunities for mes-
sages and meanings to go astray. The medium itself can influence the
message. Years ago, Marshall McLuhan, a communication theorist,
argued that “the medium is the message” by which he meant that

i Context

Message

Communicator Audience
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the form or medium influences how the message is received and per-
ceived.!® Today, with the array and immediacy of social media, the
validity of this conclusion is even stronger. We enter any one of our
communication events with preconceptions and expectations as we
create and as we receive messages. For example, we expect a text mes-
sage from our friends to contain the abbreviations we always use to
communicate with one another, but those outside of our “friend” cir-
cle would not expect us to communicate in the same way and could
be confused by these abbreviations. We expect our Facebook page to
reach our friends and for our friends to feel free to post messages on
our wall that only we will fully understand. In other words, our mes-
sages and our media are very intertwined.

Breakdowns in communication occur when something interferes
with the transmission of a message, whether the context, the medium,
sender, or receiver causes them. The context in which the information
is sent, the noise that surrounds it, the selection of the medium, the
words used in the message, the image of the speaker—all influence
the meaning as it travels successfully, or as intended, from one person
to another.

Defining Leadership Communication

Effective leadership communication requires the ability to anticipate
the potential interruptions in the transmission of the message, appre-
ciate the context, understand the audience, select the right medium,
and craft messages that allow the meaning to reach the specific re-
ceiver as intended.

One goal of mastering all aspects of leadership communication is
to move us as close as possible to the ideal of meaningful message
transfer. Leadership communication necessitates minimizing or elimi-
nating all interruptions and interferences by understanding the receiv-
ers (the audience) and developing a communication strategy (objective
and plan) to facilitate the effective transmission of messages. It in-
volves our using our emotional intelligence to understand ourselves
and the ones we want to reach well enough to create our messages
appropriately and with the care they need. In many cases today, that
means slowing down a bit even as our fingers fly across our phone,
tablet, or computer.

So what is leadership communication?

Leadership communication is the controlled, purposeful transfer of meaning by
which individuals influence a single person, a group, an organization, or a com-
munity by using the full range of their communication abilities and resources to
connect positively with their audiences, overcome interferences, and create and
deliver messages that guide, direct, motivate, or inspire others to action.
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Applying the Leadership Communication Framework

EXHIBIT 1.2
The Leadership
Communication
Framework

Leadership communication as defined and used in this text consists of
expanding abilities from core strategy development, effective writing
and speaking, emotional intelligence, and intercultural communication
abilities to the use of these skills in more complex situations, such as
working in teams, conducting meetings, functioning effectively in orga-
nizations, and handling internal and external relations. Thus, this text
Leadership Communication starts with the core communication topics
(Exhibit 1.2), then expands to applying the core skills to a wider array
of audiences and increasingly complex organizational situations.

The leadership communication framework is depicted as a spiral
to avoid suggesting a hierarchy, since all effective communication de-
pends on the core skills. To be a leader, we need to master the core
leadership communication skills. We also need to expand our skills to
include those needed to lead and work in groups and organizations
and to interact successfully with all internal audiences and external
stakeholders as we take on even more elevated leadership roles.

Core Communication

Communication strategy is included in the section on core skills
(Section 1), but leaders will find they usually need to take a strategic
approach to be a master of leadership communication. Therefore, de-
veloping a communication strategy will be emphasized throughout all
sections of the text as we move from inside to the outer rings of the spi-
ral. Strategy is the foundation on which any effective communication

Emotional
intelligence
& interpersonal
skills
Diversity & ==
intercultural Writing Teams
communication
Strategy
Meetings
Organizational Speaking
communication External
relations

Internal
relations
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depends. Leaders need to be able to analyze an audience in every situ-
ation and develop a communication strategy that facilitates accom-
plishing their communication objectives, including selecting the best
medium.

Leaders need to be able to structure and write effective simple and
complex correspondence and documents, from tweets, text messages,
and e-mails to proposals and reports. They need to be able to write
and speak in the language expected of leaders, language that is clear,
appropriate for the context, and persuasive. In addition, they need to
be able to create and deliver in person and online presentations con-
fidently and persuasively, using graphics that contribute to delivering
the messages.

Finally, as core capabilities, leaders need emotional intelligence
and interpersonal skills, and they need to understand and value diver-
sity and cultural differences and to be able to communicate success-
fully across and work within different cultures.

Group and Organizational Communication

The organizational communication section (Section 2) starts by dis-
cussing how to manage teams effectively and conduct productive
meetings, both essential capabilities for today’s leaders. Then, the
topic of group leadership is expanded to the larger organizational
context, which is then expanded even more to those abilities needed
to lead an organization and address a broader community. Commu-
nication becomes even more complex when we need to think about
how best to communicate to all internal and external stakeholders.
Again, any good communication depends on having a strategy, but as
the audiences become more diverse and larger, the communication
strategy becomes more complicated. Leaders find as they move into
higher levels of an organization that they need to be able to direct
change programs and lead vision development. In addition, they take
on greater responsibility for the organization’s reputation and become
the company’s face and voice for the public.

Projecting a Positive Leadership Ethos

Leadership communication at all levels and across the spiral de-
pends on the ability to project a positive image, or more specifically,
a positive ethos. The word “image” is often associated with illusion
or superficiality. It embodies what an audience thinks of us initially
based on mostly superficial perceptions. “Ethos” refers to qualities of
greater depth and substance. It ties more directly to our character,
which our audience judges according to the culture in which we are
communicating.





