Chapter 10

Improving Performance through Empowerment, Teamwork, and Communication

Learning Goals
1

Describe why and how organizations empower employees.

2

Distinguish between the two major types of teams in the workplace.

3

Identify the characteristics of an effective team and the roles played by team members.

4

Summarize the stages of team development.

5

Relate team cohesiveness and norms to effective team performance.

6

Describe the factors that can cause conflict in teams and how conflict can be resolved.

7

Explain the importance of effective communication skills in business.

8

Compare the different types of communication.

Playing Games, Building Teams

Climbing rocks, driving high-performance cars, and building paper boats to race across a lake may sound like fun and games, but these and other activities have long been used by organizations to help improve teamwork among employees and managers.

These activities help to develop trust and support, overcome fear, improve communication, and let employees have fun. According to Pam Saldivar, a California business consultant who specializes in organizing corporate team-building activities, “So many people don’t want to get out of their comfort zone. But if you’re challenged to do things you normally wouldn’t do, you’ll rise to the challenge.”

During Boston’s annual Dragon Boat Festival, about half of the 30 boats entered in a race are made up of corporate teams. Joseph Russo, a computer engineer with Verizon Communications, captained one corporate boat recently. “It takes teamwork,” he said. “The main focus is on people [rowing] together, with the same rhythm, and that transfers back to the workplace.”

The BMW Performance Center offers a unique team-building exercise to improve trust and communication. Two people get into a high- performance BMW 5-series car parked on a large test track marked with orange cones. The driver is then blindfolded and must negotiate around a test course following the instructions of the person sitting in the passenger seat. Employees at Ronald McDonald House and ad agency D’Arcy McCann Erickson practice team-building and communication skills with the actors of Second City Communications, the comedy troupe whose workshops combine education and entertainment.

During the recent recession, many companies were forced to reduce their workforces. Downsizing can devastate the morale of remaining employees because they are often left with increased workloads and increased anxiety about job security. These employees may tend to think more as individuals and less as members of teams. Yet teamwork is vital to the long-term survival of an organization. Consequently, team-building exercises, similar to those just described, are even more important. One expert found that the 10 most productive companies in the world, including Swedish furniture chain Ikea and European budget airline Ryanair, had this in common: “They put people on teams.... They do not encourage lone wolf or star performance, even for the CEO.”

Recently, 80 employees of Ensemble Communications, a San Diego wireless communications company, spent an afternoon by a pond in a city park building toy sailboats. The participants were divided into teams with one goal: to build a sailboat that would glide across the pond first. The exercise was part of an effort to improve morale that had been devastated by several rounds of layoffs. The boat building project represented an attempt by Ensemble management to recapture the energy and enthusiasm that the firm had previously been known for.

Mitchell Simon of team-building consultant Simon Alliance Group designed the activity. “This was an exercise to force people to work together,” he said. “They find themselves in unfamiliar territory with people they may know well or not, and they have to figure out a way to work together for a common goal.” Many of Ensemble’s employees thought the exercise was worth it. One remarked that when she saw the firm’s controller spontaneously wading into the water to help her team’s boat along, she knew that they were all working together. In the end, Ensemble’s employees saw what they could accomplish with teamwork.1

Chapter Overview
Top managers at most firms recognize that teamwork and communication are essential for encouraging employees and helping them improve organizational performance. Advances in information technology have given firms powerful tools to allow employees to make decisions, work in teams, and share information.


This chapter focuses on how organizations are involving employees by empowering them to make critical decisions, allowing them to work in teams, and fostering communication. We begin by discussing the ways managers are expanding their employees’ decision-making authority and responsibility. Then we explain why and how a growing number of firms rely on teams of workers rather than individuals to make decisions and carry out assignments. Finally, we discuss how effective communication allows workers to share information that improves decision making.

Empowering Employees

An important component of effective management is empowerment of employees. Managers promote this goal by giving employees authority and responsibility to make decisions about their work without traditional managerial approval and control. Empowerment seeks to tap the brainpower of all employees to find improved ways of doing their jobs and executing their ideas. Empowering employees frees managers from hands-on control of subordinates. It also motivates workers by adding challenges to their jobs and giving them a feeling of ownership. Managers empower employees by sharing company information, sharing decision-making authority, and rewarding them based on company performance.

empowerment giving employees authority and responsibility to make decisions about their work without traditional managerial approval and control.

Anderson & Associates, an engineering firm, believes in empowering its employees through information. The company posts financial statements, training schedules, policy documents, and other information on its intranet.
Sharing Information

One of the most effective methods of empowering employees is to keep them informed about the company’s financial performance. Companies like Anderson & Associates provide regular reports to their employees on key financial information, such as profit and loss statements. Anderson, an engineering firm that designs roads, water and sewer lines, and water-treatment facilities, posts financial statements, training schedules, policy documents, and other information on the company’s intranet. Any employee can visit the site and look up the company’s cash flow, design standards, and photos of coworkers in other cities, as well as basic measures of financial performance. Like other companies that practice this strategy of open-book management, Anderson also trains its employees to interpret financial statements so they can understand how their work contributes to company profits. Anderson’s policy is to hire engineers before they have completed their formal education and then help them develop their skills in one of the firm’s offices following graduation. Once they have learned all facets of supervising a branch office, they are ready to open—and manage—a new branch office.2
In addition to sharing information about the company itself, top management can empower employees by communicating information about the business environment. Firms use intranets, meetings, and other tools to keep their employees posted about industry trends, competitive performance, suppliers and customers, and external opportunities and threats.

Employee empowerment has benefited from advances in information technology. Firms once needed multiple layers of management to analyze information and communicate it up and down their organizational hierarchies. But today, the Internet, internal company networks and databases, and communication tools such as e-mail and videoconferencing allow employees to carry out many activities on their own.

Using information technology to empower employees does carry some risks. One is that information may reach competitors. Although this problem was considered by Anderson & Associates, management decided that sharing information was essential to the company’s strategy. Another risk of giving employees access to information and information technology is that they might use resources like the Internet for personal matters. Many large U.S. companies record and review employees’ communications and Internet usage. Companies that market software for monitoring keystrokes and mouse clicks are doing a brisk business; some software even sends a signal to human resource personnel when it detects that a company computer is accessing an inappropriate Web site. Many observers, however, suggest that employer anxiety about Internet usage is misplaced. They point out that U.S. workers are putting in more hours than ever and that companies themselves are blurring the boundaries between work and personal time.

Sharing Decision-Making Authority

Companies empower employees when they give them broad authority to make workplace decisions that implement a firm’s vision and its competitive strategy. Trust and freedom can be expressed in different ways. Bed Bath & Beyond lets individual store managers decide how much of each item to stock. The firm assumes that store managers know their customers better than anyone at headquarters. The results are sometimes unexpected. In Manhattan, the Bed Bath & Beyond store carries electric fans throughout the year, even during the cold winter months. Although the temperature outside may be frigid, many Manhattan residents live in stuffy apartments, so demand for fans doesn’t end with the change of seasons. Thanks to such knowledge of local conditions, empowerment at Bed Bath & Beyond helps to keep sales per square foot high and turnover among store managers low.

Even among nonmanagement employees, empowerment extends to decisions and activities traditionally handled by managers. Employees might be responsible for such tasks as purchasing supplies, making hiring decisions, scheduling production or work hours, overseeing the safety program, and granting pay increases. Managers at Dana Corp., which produces truck parts for Toyota, rely on the knowledge and experience of their production-floor operators. “If you have a problem,” says plant manager Tim Reed, “don’t just sit in your office and try to figure it out yourself and make your own decision. Go ask the person who works in that area.”3 Employees are often empowered to make decisions as part of a team, an arrangement discussed later in this chapter.

Linking Rewards to Company Performance

To provide incentives for excellence, employers should reward their employees for contributing desirable ideas and actions. Compensation plans such as pay for performance, pay for knowledge, and gain sharing give employees a sense of ownership. (These plans are discussed in detail later in the chapter.) When celebrity chef Charlie Palmer was just beginning in his career, he asked the owner of the restaurant where he worked for a piece of the business. “I felt I was an integral part, and I wanted it to be my restaurant as well as the owner’s,” he said. The owner, however, wasn’t interested. Palmer, now an author and the boss of a $36-million-a-year upscale food empire, decided early on to treat his employees differently. He gives his key people cash bonuses for performance. For instance, every day, his managers see up-to-date financial reports. Whenever one key ratio, the percentage of food cost to food sales, drops below 32 percent—35 percent is considered good—managers get a cash bonus based on the savings. Palmer also allows his managers and other key employees the chance to invest in any of his new ventures. He believes letting employees share in the prosperity of his business is the right thing to do. It also helps build loyalty, unique in an industry notorious for its high turnover.4
Perhaps the ultimate step in convincing employees of their stake in the continuing prosperity of their firm is worker ownership, which makes employees financial participants in company performance. Two widely used ways that companies provide worker ownership are employee stock ownership plans and stock options. Table 10.1 compares these two methods of employee ownership.

Table 10.1  Employee Stock Ownership Plans and Stock Options

ESOP
Stock Options

Company-sponsored trust fund holds shares 
Company gives employees the option to buy shares of its of stock for employees
 stock

Usually covers all full-time employees
Can be granted to one, a few, or all employees

Employer pays for the shares of stock
Employees pay a set price to exercise the option

Employees receive stock shares (or value of 
Employees receive shares of stock when (and if) they stock) upon retiring or leaving the company
exercise the option, usually during a set period.

Source: Based on “Employee Stock Options Fact Sheet,” “How an Employee Stock Ownership Plan (ESOP) Works,” and “A Comprehensive Overview of Employee Ownership,” accessed at the National Center for Employee Ownership, http://www.nceo .org/library, March 6, 2003.

They Said It

Chief executives, who themselves own few shares of their companies, have no more feeling for the average stockholder than they do for baboons in Africa.

—T. Boone Pickens (b. 1928) American entrepreneur
Employee Stock Ownership Plans  Around 8.8 million workers at 11,000 different companies participate in employee stock ownership plans (ESOPs).5 These plans benefit employees by giving them ownership stakes in their companies, leading to potential profits as the value of their firm increases. Under ESOPs, the employer buys shares of the company stock on behalf of the employee as a retirement benefit. The accounts continue to grow in value tax-free, and when employees leave the company, they can cash in their stock shares. Employees are motivated to work harder and smarter than they would without ESOPs because, as part owners, they share in their firm’s financial success. As retirement plans, ESOPs must comply with government regulations designed to protect pension benefits. Because ESOPs can be expensive to set up, they are more common in larger firms than in smaller ones. Public companies with ESOPs average around 14,000 employees.6 Large firms with ESOPs include United Parcel Service and DynCorp.

Stock Options  Another popular way for companies to share ownership with their employees is through the use of stock options, or rights to buy a specified amount of the company stock at a given price within a given time period. In contrast to an ESOP, in which the company holds stock for the benefit of employees, stock options give employees a chance to own the stock themselves if they exercise their options by completing the stock purchase. Though options were once limited to senior executives and members of the board of directors, some companies now grant stock options to employees at all levels. Moreover, recent changes in federal labor laws allow stock options to be granted to hourly as well as salaried employees.7 Stock options have turned hundreds of employees at firms such as Home Depot and Microsoft into millionaires.

Some argue, however, that to be most effective as motivators, stock options need to be granted to a much broader base of employees. About one-third of all stock options issued by U.S. corporations go to the top five executives at each firm. Much of the remainder goes to other executives and managers, who make up only about 2 percent of the U.S. workforce. Yet there is solid evidence that stock options motivate regular employees to perform better. Employees at United Airlines, which has filed for bankruptcy, are disillusioned with their ESOP because they could not capitalize on their firm’s success in the 1990s; they were not permitted to cash in their shares until they retired, by which time the carrier was struggling for survival.8

1. What is empowerment?

2. What kinds of information can companies provide employees to help them share decision-making responsibility?

3. What are some of the risks of sharing this information?
Teamwork

Teamwork is the cooperative effort by a group of workers acting together for a common cause. You have most likely experienced teamwork as a member of a class project, athletic team, band, or social or civic group. Teamwork is vital in business and in other areas. A team of workers cooperates to perform a certain function, such as developing the 2005 Toyota Camry, or solving a particular problem, such as improving methods of filling customer orders.

teamwork cooperative effort by a group of workers acting together for a common cause.
Teamwork is widely used in business and in many not-for-profit organizations such as hospitals, military units, police departments, and government agencies. Teamwork is one of the most frequently discussed topics in employee training programs, where individuals often learn team-building skills. Many firms emphasize the importance of teamwork during their hiring processes, asking job applicants about their previous experiences as team members. Companies want to hire people who can work well with other people.

Teamwork is an important consideration in employee recruitment and training because it encourages employees to pool their talents and ideas to achieve more together than they could achieve working as individuals. Teamwork is playing a critical role in the building of the new Joint Strike Fighter airplane. More than 80 suppliers, working in almost 200 different locations, are building components for the warplane. In addition, the U.S. Air Force, Navy, and Marines; Britain’s Defense Ministry; and other U.S. allies are tracking the progress of the JSF, making changes if necessary. Lockheed Martin, the prime contractor for the project, has a 75-member team to link everyone together and coordinate the massive project. The Lockheed team uses a variety of Web-based software tools to share designs, track changes, and keep an eye on the schedule.9
What Is a Team?

A group of people with complementary skills who are committed to a common purpose, approach, and set of performance goals is referred to as a team. All team members hold themselves mutually responsible and accountable for accomplishing their objectives.

team group of employees who are committed to a common purpose, approach, and set of performance goals.

Lockheed Martin’s Joint Strike Fighter team must coordinate a massive team of 80-plus suppliers in 200 different locations to design and build the new airplane.
The trend in U.S. business toward developing teams began in the 1980s, when managers began to address quality concerns via the formation of quality circles, in which workers meet weekly or monthly to discuss ways to improve quality. This concept spread as the teams demonstrated their ability to help companies reduce output of defective products and the time wasted in reworking those units. Eventually, two-thirds of America’s 1,000 largest firms operated quality circles. By the mid-1990s, the percentage of major firms implementing quality circles to solve minor quality problems had declined, primarily because their focus on activities with limited scope typically produced only modest increases in productivity.

With an eye on the bottom line, businesses continued to reduce the layers of management through downsizing, as they became increasingly involved in international business. These trends encouraged the formation of many different types of teams. As Figure 10.1 shows, the list includes work teams, problem-solving teams, management teams, quality circles, and virtual teams made up of geographically separated members who interact via computer. Virtual teams have become increasingly popular, as the Best Business Practices box explains. Today, there are two basic types of teams: work teams and problem-solving teams.

They Said It

Now an army is a team. It lives, eats, sleeps, fights as a team. This individuality stuff is a bunch of crap.

—George C. Scott (1927–1999) American actor (in Franklin Schaffner’s 1970 motion picture Patton)
FIGURE 10.1

Five Species of Teams
Best Business Practices

Work Together, Closely—and Yet So Far

It is no secret that businesses have been trimming travel budgets. Travel is expensive, time-consuming, and disruptive of employees’ personal lives. Add earlier check-in times and long security lines, and you can see why three U.S. corporations in five are reducing nonessential travel.


As the cost of technology drops, videoconferencing has proven an essential alternative to travel. “We cut our whole budget by 20 percent and our travel budget by 70 percent,” says Michael Klein, spokesman for the American Forest and Paper Association, which substituted videoconferencing for its annual planning meeting. Whale Communications Ltd., a network-security firm in New Jersey, invested in Web and videoconferencing equipment that will pay for itself within a year by cutting travel to clients’ offices by two-thirds. Videoconferencing can’t replace a firm handshake or a smile. But it does let people exchange written documents in real time and collaborate in groups despite huge distances.


With Web technology, coworkers can share knowledge without even a long-distance phone call. IBM recently assembled over 50,000 employees online in a meeting it dubbed WorldJam, and State Farm Insurance set up regional sections of its intranet so agents could exchange information about state insurance legislation. State Farm also allocated a portion of its site for employees to post messages without restriction, and it became a “best practices” bulletin board to which many people contribute.


Telecommunications can also cut costs dramatically by reducing the inefficiency of institutional paper systems. American Express compared the cost of handling a typical expense account with paper systems—$36—to a fully automated system—$8. Instead of printing, mailing, approving, and signing paper documents, employees can work on more critical tasks.


Are business colleagues never to meet again? Hardly. Most firms use a combination of personal and virtual meetings to maintain that crucial human link. Better teamwork is often the result. As one expert put it, “You can still work together, even if you stay in place.”

Questions for Critical Thinking

1.
List some advantages and disadvantages of virtual meetings.

2.
In what situations might a face-to-face meeting be preferable?

Sources: Mie-Yun Lee, “Teleconferencing Puts Everyone on Same Page in Distance Meetings,” Pittsburgh Business Times, November 8, 2002, http://www .pittsburgh.bizjournals.com; Rebecca Kumar, “Teleconferencing by Phone, Web Enjoying Rapid Growth,” Hotel Online, September 2002, http://www .hotel-online.com; Anne Stuart, “Have Tech, Won’t Travel,” Inc., January 2002, pp. 70–75; Joe Mathieu, “Travelers Still Wrestling with 9-11,” CBS MarketWatch, January 25, 2002, http://cbs.marketwatch.com.
Work Teams  About two-thirds of U.S. firms currently use work teams, which are relatively permanent groups of employees. In this approach, people with complementary skills perform the day-to-day work of the organization. Most of Wal-Mart’s major vendors maintain offices near its headquarters in Bentonville, Arkansas. Typically, the vendor offices operate as work teams, and the head of these vendor offices often has the title “team leader.”

work team relatively permanent group of employees with complementary skills who perform the day-to-day work of organizations.
When a work team is empowered with authority to make decisions about how the members complete their daily tasks, it is called a self-managed team. A self-managed team works most effectively when it combines employees with a range of skills and functions. Members are cross-trained to perform each other’s jobs as needed. Distributing decision-making authority in this way can free members to concentrate on satisfying customers.

Austin, Texas–based Whole Foods Market natural-foods stores have a structure based on self-managed work teams. Company managers decided that Whole Foods could be most innovative if employees made decisions themselves. Every employee is part of a team, and each store has about 10 teams handling separate functions, such as groceries, the bakery, and customer service. Each team handles responsibilities related to setting goals, hiring and training employees, scheduling team members, and purchasing goods to stock. Teams meet at least monthly to review goals and performance, solve problems, and explore new ideas. Whole Foods awards bonuses based on the teams’ performance relative to their goals.10
Problem-Solving Teams  In contrast to work teams, a problem-solving team is a temporary combination of workers who gather to solve a specific problem and then disband. Like work teams, problem-solving teams typically self-manage their work. They differ from work teams in important ways, though. Work teams are permanent units designed to handle any business problem that arises, but problem-solving teams pursue specific missions. These missions can be broadly stated, such as finding out why customers are satisfied, or narrowly defined, such as solving the overheating problem in Generator 4. Once the team completes its task by solving the assigned problem, it usually disbands.

problem-solving team temporary combination of workers who gather to solve a specific problem and then disband.
When a team is made up of members from different functions, such as production, marketing, and finance, it is called a cross-functional team. Most often, cross-functional teams work on specific problems or projects, but they can also serve as permanent work-team arrangements. Lockheed Martin, for instance, created a cross-functional team to manage the Joint Strike Fighter project mentioned earlier. The value of cross-functional teams comes from their ability to bring many different perspectives to a work effort. General Electric’s Bayamon, Puerto Rico, factory uses teams drawn from various departments to evaluate proposed changes. The team members discuss how each change will affect the different departments. This approach has reduced morale problems resulting from rumors about proposed changes and has contributed to improved productivity at the facility.11
One of the most innovative team approaches in business today involves vendor–client partnerships. In this type of arrangement, representatives from the vendor and client companies work together to identify client problems and outline solutions that the vendor can provide.

1. What is teamwork? What is a team?

2. When might a temporary team be more effective than a permanent one? Why?
Team Characteristics

Effective teams share a number of characteristics. They must be an appropriate size, have an understanding and acceptance of the roles played by members, and benefit from diversity among team members.

Team Size

Teams can range in size from as small as 2 people to as large as 150 people. In practice, however, most teams have fewer than 15 members. Although no ideal size limit applies to every team, research on team effectiveness indicates that they achieve maximum results with about 6 or 7 members.12 A group of this size is big enough to benefit from a variety of diverse skills, yet small enough to allow members to communicate easily and feel part of a close-knit group.

Certainly, groups smaller or larger than this ideal size can do effective work, but they can create added challenges for a team leader. Participants in small teams of 2 to 4 members often show a desire to get along with each other. They tend to favor informal interactions marked by discussions of personal topics, and they make only limited demands on team leaders. A large team with more than 12 members poses a different challenge for team leaders because decision making may work slowly and participants may feel limited commitments to team goals. Larger teams also tend to foster disagreements, absenteeism, and membership turnover. Subgroups may form, leading to possible conflicts among various functions. As a general rule, a team of more than 20 people should be divided into subteams, each with its own members and goals.

Team Roles

Team members tend to take on certain roles, as shown in Figure 10.2. They can be classified as task specialists or by socioemotional roles. People who assume the task specialist role devote time and energy to helping the team accomplish its specific goals. These team members are the ones who actively propose new ideas and solutions to problems, evaluate the suggestions of others, ask for more information, and summarize group discussions.

FIGURE 10.2

Team Member Roles
Team members who play the socioemotional role devote their time and energy to supporting the emotional needs of team members and to maintaining the team as a social unit. They encourage others to contribute ideas, try to reduce tensions that arise among team members, reconcile conflicts, and often change their own opinions in trying to maintain team harmony.

Some team members may assume dual roles by performing both task specialist and socioemotional activities. Those who can assume dual roles often are chosen as team leaders because they satisfy both types of needs. Finally, some members may fall into a nonparticipative role. These team members contribute little or nothing to accomplishing the task or satisfying social and emotional needs.

Managers work to form balanced teams, with members capable of performing both task-oriented and social roles. A team with too many task specialists may be productive in the short term but create an unsatisfying situation over a longer time period because team members may become unsupportive of each other. Teams with too many socioemotional types can be satisfying but unproductive because participants may hesitate to disagree with or criticize each other.

Some organizations, like audio systems maker Bose Corp., compare their team approach to the world of sports, whose team members each have specific roles to fill to ensure overall success. “We’re a very collaborative company. When I watched the New England Patriots this season,” said business administration manager Steve Devine, “it reminded me of us—it’s a team approach.”13
Team Diversity

Besides playing different roles, team members may bring to the team varied perspectives based on differences in their work experiences and age, gender, social, and cultural backgrounds. A cross-functional team establishes one type of diversity by bringing together the expertise of members from different functions in the organization. The team created by Lockheed Martin to manage the development and manufacture of the Joint Strike Fighter is made up of individuals with backgrounds in diverse areas like engineering, finance, and logistics. At Collins & Aikman’s Tennessee plant, where parts for auto interiors are made, teams charged with monitoring lean manufacturing methods are made up of employees representing each of the company’s product lines.14
Teamwork in Small Organizations

The owner-manager of a small firm can cultivate the characteristics of successful teams. The manager can direct everyone’s efforts toward the team’s common purpose, empower team members, and ensure that the team includes a balance of task specialists and members comfortable playing a socioemotional role. The manager can also recruit team members with diverse backgrounds and encourage everyone to contribute to the team.

The concept of teamwork also applies to entrepreneurs. The key to success in managing the growth of a new venture often rests with the founder’s ability to assemble a team of employees who bring skills and experience complementary to his or her own. Perhaps the greatest challenge for an entrepreneur who wants to encourage teamwork is to sit back and let the team generate ideas. Brainstorming, or gathering ideas spontaneously from group members, is a technique for generating new ideas that works particularly well for teams, including the product-development team at Cranium, Inc., maker of the innovative board game of the same name.15

Diversity can benefit a creative team. “It’s great to work in an artistic environment where everybody is doing the same thing but has different interpretations,” says Franklin Rowe of his experience working with others.
Stages of Team Development

Teams typically progress through five stages of development: forming, storming, norming, performing, and adjourning. These stages are summarized in Figure 10.3.

FIGURE 10.3

Stages of Team Development
Stage 1: Forming  The first stage, forming, is an orientation period during which team members get to know each other and find out what behaviors are acceptable to the group. Team members begin with curiosity about expectations of them and whether they will fit in with the group. An effective team leader provides time for members to become acquainted.

Stage 2: Storming  The personalities of team members begin to emerge at the storming stage as members clarify their roles and expectations. Conflicts may arise, as people disagree over the team’s mission and jockey for position and control of the group. Subgroups may form based on common interests or concerns. At this stage, the team leader must encourage everyone to participate, allowing members to work through their uncertainties and conflicts. Teams must move beyond this stage to achieve real productivity.

Step 3: Norming  During the norming stage, members resolve differences among them, accept each other, and reach broad agreement about the roles of the team leader and other participants. This stage is usually brief in duration, and the team leader should use it to emphasize the team’s unity and the importance of its objectives.

Stage 4: Performing  Team members focus on solving problems and accomplishing tasks at the performing stage. They interact frequently and handle conflicts in constructive ways. The team leader encourages contributions from all members. He or she should attempt to get any nonparticipating team members involved.

Step 5: Adjourning  The team disbands at the adjourning stage after members have completed their assigned task or solved the problem. During this phase, the focus is on wrapping up and summarizing the team’s experiences and accomplishments. The team leader may recognize the team’s accomplishments with a celebration, perhaps handing out plaques or awards.

Team Cohesiveness and Norms

Teams tend to maximize productivity when they form into highly cohesive units. Team cohesiveness is the extent to which team members are attracted to the team and motivated to remain part of it. This cohesiveness typically increases when members interact frequently, share common attitudes and goals, and enjoy being together. When cohesiveness is low, morale suffers.

team cohesiveness extent to which team members feel attracted to the team and motivated to remain part of it.
Some firms try to promote interaction among team members through the design of work spaces. To foster teamwork in an office, the firm may have team members work in large rooms without walls dividing them. Chapter 8 noted that New York City Mayor Michael Bloomberg uses this approach in his management of the nation’s largest city. Similarly, one of Wal-Mart’s home office buildings is virtually windowless. The rows of cubicles in the building are given names like streets. Still, few employees really like open-office designs and working in cubicles. The Hits and Misses box describes what the future may hold for cubicle dwellers.

Hits & Misses

The Future of Cubicle Dwellers

Open office designs, sometimes called bullpens or cubicles, are the norm today in American business. By one estimate, nearly three-quarters of U.S. and Canadian office workers toil in open-plan offices. The trend toward wide-open workplaces appears to have accelerated, with everyone from CEOs to unpaid interns sharing the same space. A door is now considered one of the ultimate status symbols in many offices. And as office plans have become more open, the average office space per person has shrunk steadily. Why? “The work culture is changing to be more collaborative,” says Paul Groth, vice president of sales and design at office furniture firm M&M Office Interiors.


Businesses obviously like open-plan offices. They are cheaper to set up and are more flexible than traditional offices. Many managers argue that open-plan offices encourage teamwork and collaboration among employees. Open-plan offices are also more democratic, they say, since everyone has the same type of workplace—no more political infighting over who gets which private office.


Many office workers, however, grumble constantly about cubicles. Only 7 percent of employees surveyed by Steelcase, an office furnishings manufacturer, said that they preferred cubicles to any other type of work environment. Not surprisingly, cubicle jokes are popular. Scott Adams, creator of the popular Dilbert comic strip, once remarked that had he not been relegated to a tiny cubicle during his brief “corporate prison term”—as he calls the years he spent working for Pacific Bell—he never would have created Dilbert. Several Web sites, including http://www.dilbert.com, allow workers to share funny, and not so funny, cubicle stories. Workers can also find plenty of advice for learning to live without walls and doors.


One of the biggest gripes of cubicle dwellers is an almost total lack of privacy. Coworkers can often hear everything someone else is saying. Julie Nemitz, a cubicle dweller in New York, has learned to lower her chair and stick the phone under her desk whenever she wants to carry on a private conversation. “It’s quieter down there,” she comments. Joyce Saltzman, another cubicle dweller, leans into her cubicle walls to muffle her voice, though “for all I know, the sound is bouncing off more,” she says. A lack of privacy is only one drawback to open-plan offices. Another is noise. A recent study found that even moderately open offices lead to higher stress levels and lower task motivation by employees.


Few predict that open-office designs and cubicles are going to disappear anytime soon; most believe that they are here to stay. However, employers are trying to make the lives of cubicle dwellers more tolerable. Some are installing extra-high walls and “visual privacy stackers.” Others are putting sliding doors to seal off the entrance to cubicles. Other employers are setting up special offices, with actual doors, where cubicle dwellers can go when they need privacy or quiet work time. Furniture makers are getting into the act. New designs employ soft, warm colors and try to avoid the cookie-cutter look.

Questions for Critical Thinking

1.
Do you think open-office designs encourage teamwork? Why or why not?

2.
One of the biggest gripes of cubicle dwellers is lack of privacy, but do employees really even have a right to privacy? Explain your answer.

Sources: Andrea Poe, “An Office Undivided,” HR Magazine, http://www .shrm.org, accessed January 5, 2004; “Career Article 130: Working in Cubicle City,” http://www.seekingsuccess.com, accessed January 22, 2003; Becca Mader, “Trends Changing Office Cubicles,” Milwaukee Business Journal, October 4, 2002, http://www.milwaukee.bizjournals.com; “In Case You Haven’t Heard,” Mental Health Weekly, Free Articles Web site, http://www .freearticles.com, accessed July 16, 2002; Gwendolyn Bonds, “Open Offices Require Some Cubicle Etiquette,” The Morning News, July 14, 2002, p. 6C; Larry Carson, “Designers Thinking Outside the Cubicle,” The Baltimore Sun, May 17, 2002, p. 1B.

To promote cohesiveness when team members work in different facilities, companies have to schedule opportunities for them to interact. Teams can schedule “virtual retreats”—Internet discussion groups or chat sessions during which they trade messages about personal and project-related matters. However, face-to-face meetings have the greatest potential to build cohesiveness, even though they require extensive travel for a geographically separated or international team.

A team norm is a standard of conduct shared by team members that guides their behavior. Norms are not formal written guidelines; they are informal standards that identify key values and clarify team members’ expectations. In a highly productive team, norms are consistent with working together constructively and accomplishing team goals.

They Said It

The team that trusts—their leader and each other—is more likely to be successful.

—Mike Krzyzewski (b. 1947) head basketball coach, Duke University
team norm informal standard of conduct shared by team members that guides their behavior.
Team Conflict

Among all of a team leader’s skills, none is more important than the ability to manage conflict. Conflict is an antagonistic interaction in which one party attempts to thwart the intentions or goals of another. A certain amount of conflict is inevitable in teams, but too much can impair the ability of team members to exchange ideas, cooperate with each other, and produce results.

conflict antagonistic interaction in which one party attempts to thwart the intentions or goals of another.
Conflicts can stem from many sources. They frequently result in competition for scarce resources, such as information, money, or supplies. In addition, team members may experience personality clashes or differ in their ideas about what the team should accomplish. Poor communication also can cause misunderstandings or even resentment. Finally, conflict can result in the absence of clear job responsibilities or team roles. Levi Strauss, for instance, attempted to institute a teamwork-based production system. Instead of increasing productivity, though, conflict among team members seriously eroded productivity. Levi’s gradually abandoned this system.16

Business Tool Kit

Speaking Up in the Workplace

Attention all women: Speaking up in the workplace can earn you more money, more promotion opportunities, and more respect. Studies have shown that women are not as assertive as men when it comes to self-promotion or asking for more money. Learning how to voice your views can take you far in business today, so here are a few pointers to getting heard at work:

1.
There is a difference between assertiveness and aggressiveness. Assertiveness allows you to clearly and specifically ask for what you want without destroying the rights of others. Aggressiveness has a negative professional connotation and can be interpreted as belligerence or hostility. These characteristics intimidate others and interfere with your ability to negotiate, so be sure to avoid aggressiveness and practice assertiveness skills.

2.
Waiting for recognition from others doesn’t work. Women often expect others to recognize their achievements because they believe bragging and self-promotion are impolite. Business culture expects you to toot your own horn. Being vocal about your achievements and skills will help you to be noticed at work, so don’t be shy about taking credit when it’s deserved.

3.
The ability to communicate your credentials and your vision is vital. Speaking up in the workplace also means being able to communicate effectively, whether it’s with a colleague, a manager, or the CEO. Don’t be shy about letting others know what you’ve done and what you plan to do. The more you share your vision, the more buy-in you can achieve because you allow others to catch your enthusiasm.

4.
Ask for what you want. This may seem simple, but expecting the promotion and asking for the promotion are two different things. Don’t rely on your seniority, how well people like you, or your character to get that promotion, raise, or project. Ask for it directly, specifically, and unapologetically.

5.
Don’t be afraid to disagree. Instead of saving your comments for behind closed doors or a written report, voice your viewpoints and opinions during meetings and conversations. Typically, women in the workplace strive for consensus because it dissipates confrontation, but voicing your thoughts (even when you disagree with others) in a proactive, positive manner earns you respect and gets you noticed.

Sources: Kirstin Downey, “Author Urges Women to Bridge Gender Gap with Assertiveness,” Denton Record-Chronicle, July 9, 2003, p. 6A; Eugene Raudsepp, “Are You Properly Assertive?” Supervision, May 2003, p. 18; “To Talk Is to Win: Simple Rules for Speaking Up on the Job,” 2000, http://www .advancingwomen.com/career/talkistowin.html, accessed July 11, 2003; “The Empowerment of Women in the Workplace” (an address by Françoise Bertrand, Chairperson, Canadian Radio-Television and Telecommunications Commission, to the Canadian Women in Communications, Ottawa, Ontario), http://www.crtc.gc.ca/ENG/NEWS/SPEECHES/1997/S970217.HTM, accessed July 11, 2003.
Styles of Conflict Resolution

No single method can resolve all conflicts. The most effective reaction depends on the situation. Conflict resolution styles represent a continuum ranging from assertive to cooperative responses:

•
The competing style. This decisive, assertive approach might be summarized by the expression “We’ll do this job my way.” Although it does not build team rapport, the competing style can be useful for unpopular decisions or emergencies. This approach also helps to end conflict that escalates beyond hope of any other form of resolution.

•
The avoiding style. Neither assertive nor cooperative, avoiding conflict is an effective response when the problem results from some trivial cause or creates a no-win situation, when more information is needed, or when open conflict would cause harm.

•
The compromising style. This style blends both assertiveness and cooperation. It works well when conflict arises between two opposing and equally important goals, when combatants are equally powerful, or when the situation brings pressure to achieve an immediate solution.

•
The accommodating style. Marked by active cooperation, this style can help to maintain team harmony. A team member may choose to back down in a disagreement on an issue that seems more important to others in the group than it does to that individual.

•
The collaborating style. This style combines active assertiveness and cooperation. It can require lengthy, time-consuming negotiations but can achieve a win-win situation. It is useful when consensus from all parties is an important goal or when the viewpoints of all participants must be merged into a single, mutually acceptable solution.

A team leader can handle conflict by encouraging adversaries to negotiate an agreement between themselves. This method works well if the individuals deal with the situation in a businesslike, unemotional way. A stubborn disagreement may be turned over to a mediator, an outside party who will discuss the situation with both sides and bring the parties to a mutual decision. Ford Motor Company has socioemotional specialists called “team-effectiveness coaches,” who are available to help teams when they have trouble resolving conflicts on their own.17
Perhaps the team leader’s most important contribution to conflict resolution is to facilitate good communication. Ongoing, effective communication ensures that team members perceive each other accurately, understand what is expected of them, and obtain the information they need. Improved communication increases the chances of working cooperatively as a team. The remainder of this chapter discusses the importance of effective communication and the development of good communication skills.

1. Teams reach maximum effectiveness, diversity, and communication flow with how many members?

2. Compare and contrast the task specialist and socioemotional roles.

3. What is team cohesiveness?
The Importance of Effective Communication

Communication can be defined as a meaningful exchange of information through messages. Few businesses can succeed without effective communication. Managers spend about 80 percent of their time—six hours and 24 minutes of every eight-hour day—in direct communication with others, whether on the telephone, in meetings, via e-mail, or in individual conversations. The other 20 percent is typically spent on working at their desks, much of which also involves communication in the form of writing and reading.

communication meaningful exchange of information through messages.
Communication skills are important throughout an organization—in every department and at all levels. Communications with consumers in the form of marketing research helps a company to learn what products people want and what changes they would like in existing offerings. Communication among engineers, marketers, and production employees enables a company to create products that satisfy customers. Communication through advertising and personal sales presentations creates a favorable image for the company and persuades customers to buy.

Well-planned communication is essential if a major company restructuring is going to succeed. Whenever a company restructures, such as during downsizing or moving into a new industry with a whole new culture, management should keep employees fully apprised of the company’s plans. Once word of an impending restructuring gets out, employees naturally become anxious. Common employee concerns include what their new jobs will be, whom they’ll report to, and whether their salaries and benefits will change. Ronnie Glaspie, a California human resources consultant, comments, “I have found that open communication is the best thing when it comes to these situations [corporate restructurings]. If you’re honestly doing the restructuring for the betterment of the entire organization, there’s no fear letting employees know about it.” Michael Wolff, a partner at a New York consulting firm, also advises managers to meet with small groups of employees, allowing them to ask questions about the company’s future, as well as their own. “Make them a part of the process,” he recommends, “and you’ll gain their trust.”18
Companies have invested billions of dollars in communications technology—everything from telephone systems to sophisticated computer networks. One problem facing many organizations is employees using business phones and computers for personal communications. Employers have taken different approaches to the problem, as the Solving an Ethical Controversy box discusses.

Solving an Ethical Controversy

To Monitor, or Not to Monitor?

More than one-third of U.S. employees are electronically monitored at work, says a survey by the Privacy Foundation. Employers are increasingly checking workers’ e-mail and Internet cruising, thanks to inexpensive technology that allows companies to monitor and reduce personal use of business phones and computers. Some firms report reductions of 40 to 60 percent in nonbusiness use of company telecommunications, with major cost savings. Monitoring reveals other problems with communications at work as well. Chevron settled a $2.2 million lawsuit brought by female employees over an offensive interoffice e-mail, and Dow Chemical fired more than 50 people for e-mailing pornography. “Almost every workplace lawsuit today, especially a sexual harassment case, has an e-mail component,” according to Nancy Flynn, executive director of the ePolicy Institute.


But privacy advocates object to intrusive monitoring and insist that at the very least employers should put up warnings about surveillance. “The practice of keeping employees uninformed about the details of monitoring may be tantamount to entrapment,” says the Privacy Foundation. Hiring those you can trust and providing reasonable guidelines for personal use of company property are suggested alternatives to monitoring.

Should firms monitor employee use of company telephones and Internet access?

PRO

1. Employers have a right to protect their communications from abuse and to guard themselves and their employees from messages that could prove embarrassing or even legally liable.

2. The cost savings and increased productivity and security outweigh the cost of monitoring and ultimately benefit all employees.

CON

1. Monitoring indicates a lack of faith and breaks down trust between employee and employer, creating a hostile and suspicious work environment.

2. It is only reasonable to expect that most people will spend a few minutes a day on personal business. Given sensible guidelines, they can monitor themselves.

SUMMARY

Privacy advocates continue to believe that monitoring is being forced on employees who have little choice in the matter, while surveillance becomes ever cheaper, easier, and more powerful. With so many potential employer concerns about corporate security and litigation arising from misuse of e-mail and the Internet, the debate is sure to continue.

Sources: Jerome D. Pinn, “Big Brother Is Watching,” East Tennessee Business Journal, October 24, 2002, http://www.etbj.com; Monte Enbysk, “Should You Monitor Your Employees’ Web Use?” MSN Business, http://www.bcentral.com, accessed July 2, 2002.
The Process of Communication

Every communication follows a step-by-step process that involves interactions among six elements: sender, message, channel, audience, feedback, and context. This process is illustrated in Figure 10.4.

FIGURE 10.4

The Communication Process
In the first step, the sender composes the message and sends it through a communication carrier, or channel. Encoding a message means that the sender translates its meaning into understandable terms and a form that allows transmission through a chosen channel. The sender can communicate a particular message through many different channels, including written messages, face-to-face conversations, and electronic mail. A promotional message to the firm’s customers may be communicated through such forms as radio and television ads, billboards, magazines, and sales messages. The audience consists of the person or persons who receive the message. In decoding, the receiver of the message interprets its meaning. Feedback from the audience—in response to the sender’s communication—helps the sender to determine whether the audience has correctly interpreted the intended meaning of the message.

Every communication takes place in some sort of situational or cultural context. The context can exert a powerful influence on how well the process works. A conversation between two people in a quiet office, for example, may be a very different experience from the same conversation held in a crowded and noisy restaurant. A request by an American to borrow a flashlight from an Australian friend might produce only confusion; what Americans call flashlights, Australians call torches.

Senders must pay attention to audience feedback, even soliciting it if none is forthcoming, since this response clarifies whether the communication has conveyed the intended message. Feedback can indicate whether the receiver paid attention to a message and was able to decode it accurately. Even when the receiver tries to understand, the communication may fail if the message was poorly encoded with difficult or ambiguous words. Managers sometimes become fond of using fuzzy language like transparency, forward lending, and paradigm shift. Feedback can indicate whether the sender’s audience succeeded in decoding this jargon—or even bothered to try.

Even with the best of intentions, sender and audience can misunderstand each other. Rob Wrubel, CEO of the online information service Ask Jeeves, constantly checks whether the people in his organization understand messages, and he is often surprised by the feedback. When the senior managers first began creating a yearlong plan of operations, Wrubel discovered that participants often interpreted phrases in different ways. If one person said, “I’ll get it done by next week,” one listener might decode “by next week” to mean “next Monday,” while another might think “next Friday.” Also, “get it done” meant “give me your thoughts” to one listener, while another decoded the phrase to mean the speaker would present a fully thought-out plan complete with a PowerPoint slide presentation.19
Noise during the communication process is some type of interference that influences the transmission of messages and feedback. Noise can result from simple physical factors such as poor reception of a cell-phone message or static that drowns out a radio commercial. It can also be caused by more complex differences in people’s attitudes and perceptions. A message communicated by a manager may be interpreted differently by coworkers with different ethnic and cultural backgrounds. Jamie Dimon, the CEO of Bank One, has a communication style that’s described as “snappy and rude” by those who know him. While commonplace in Queens, New York, where Dimon is from, his communication style initially terrified people at the midwestern bank who were used to a more courtly communication style. Today, the people of Bank One regard him as a great communicator. In one important speech, Dimon commented: “Winning isn’t about your parents or your IQ or where you went to school. It’s about one thing—how much you want it.”20

They Said It

I can’t figure out how to introduce the captain without panicking the passengers.

—Delta Airlines flight attendant talking about pilot Mike Hyjek (pronounced “hijack”)
Basic Forms of Communication

People communicate in many different ways. Some obvious methods include calling a meeting of team members or writing a formal mission statement. Other much less obvious methods include gestures and facial expressions during a conversation or leaning forward when speaking to someone. These subtle variations can significantly influence the reception of the message. As Table 10.2 points out, different communications can assume various forms: oral and written, formal and informal, and verbal and nonverbal.

Table 10.2  Forms of Communication

Form
Description
Examples

Oral communication
Communication transmitted through speech
Personal conversations, speeches, meetings, voice mail, telephone conversations, videoconferences

Written communication
Communication transmitted through writing
Letters, memos, formal reports, news releases, e-mail, faxes

Formal communication
Communication transmitted through the 
Internal—memos, reports, meetings, written proposals, 
chain of command within an organization 
oral presentations, meeting minutes; External—letters, 
to other members or to people outside 
written proposals, oral presentations, speeches, news 
the organization
releases, press conferences

Informal communication
Communication transmitted outside formal 
Rumors spread informally among employees 
channels without regard for the organization’s 
hierarchy of authority


Verbal communication
Transmission of messages in the form of words
Meetings, telephone calls, voice mail, videoconferences

Nonverbal communication
Communication transmitted through actions 
Gestures, facial expressions, posture, body language, 
and behaviors rather than through words
dress, makeup
Oral Communication  Managers spend a great deal of their time engaged in oral communication, both in person and on the phone. Some people prefer to communicate this way, believing that oral channels more accurately convey messages. Face-to-face oral communication allows people to combine words with such cues as facial expressions and tone of voice. Oral communication over the telephone lacks visual cues, but it offers some of the advantages of face-to-face communication, such as opportunities to hear the tone of voice and provide immediate feedback by asking questions about anything the receiver doesn’t understand or raising new issues related to the message.

Home Depot’s CEO Bob Nardelli strongly believes in the benefits of oral communication, especially when it is used to deliver bad news. For instance, he tells underperforming executives explicitly why they’re not good enough. “I tell them all face to face, and I try not to tell them that I can’t tell them why,” he says.21
In any medium, a vital component of oral communication is listening—receiving a message and interpreting its genuine meaning by accurately grasping the facts and feeling conveyed. Although listening is the first communication skill that people learn and the one they use most often, it is also the one in which they receive the least formal training.

They Said It

Talk low, talk slow, and don’t say too much.

—John Wayne (1907–1979) American actor
listening skill of receiving a message and interpreting its intended meaning by grasping the facts and feelings it conveys.
Listening may seem easy, since the listener makes no obvious effort. This apparent passivity creates a deceptive picture, however. The average person talks at a rate of roughly 150 words per minute, but the brain can handle up to 400 words per minute. This discrepancy can lead to boredom, inattention, and misinterpretation. In fact, immediately after listening to a message, the average person can recall only half of it. After several days, the proportion of a message that a listener can recall falls to 25 percent or less.

Certain types of listening behaviors are common in both business and personal interactions:

•
Cynical listening. This defensive type of listening occurs when the receiver of a message feels that the sender is trying to gain some advantage from the communication.

•
Offensive listening. In this type of listening, the receiver tries to catch the speaker in a mistake or contradiction.

•
Polite listening. In this mechanical type of listening, the receiver listens to be polite rather than to communicate. Polite listeners are usually inattentive and spend their time rehearsing what they want to say when the speaker finishes.

•
Active listening. This form of listening requires involvement with the information and empathy with the speaker’s situation. In both business and personal life, active listening is the basis for effective communication.

Learning how to be an active listener is an especially important goal for business managers, since effective communication is essential to the manager’s role.

Written Communication  Channels for written communication include reports, letters, memos, online chat sessions, and e-mail messages. Most of these channels permit only delayed feedback and create a record of the message. So it is important for the sender of a written communication to prepare the message carefully and review it to avoid misunderstandings.

Effective written communication reflects its audience, the channel carrying the message, and the appropriate degree of formality. When writing a formal business document, such as a complex report, a manager must plan in advance and carefully construct the document. The process of writing a formal document involves planning, research, organization, composition and design, and revision. Written communication via e-mail may call for a less formal writing style, including short sentences, phrases, and lists. Writers for electronic media often communicate through combinations of words, acronyms, and emoticons, which are symbols constructed with punctuation marks and letters.

They Said It

The difference between the right word and the almost right word is the difference between lightning and lightning bugs.

—Mark Twain (1835–1910) American novelist
E-mail can be a very effective communication channel. For marketers, it is an inexpensive way to reach thousands of customers, following up on recent sales and encouraging customers to buy again. However, using e-mail to communicate with customers is not without its pitfalls. Mass e-mailings, containing indiscriminate “buy me” messages, are rarely effective. Some recipients may consider mass e-mailings to be no more than spam—junk e-mail—ruining any chance of turning the recipient into a customer.

Another problem with e-mail is security. Because e-mail messages are often informal, senders occasionally forget that they are creating a written record. Also, even if the recipient deletes an e-mail message, other copies usually exist. Senders have at times embarrassed themselves, or worse. Merrill Lynch was forced to apologize and pay a monetary settlement recently when the New York Attorney General made public several e-mails sent between Merrill Lynch brokers and analysts. In these e-mails, Merrill Lynch employees made negative comments about several stocks that, in public, these same employees were recommending to their clients.

Today, meetings have taken on a whole new character. Cell phones and personal digital assistants (PDAs) allow instant communication but can also cause major headaches if employees have technical troubles.
Formal Communication A formal communication channel carries messages that flow within the chain of command structure defined by an organization. The most familiar channel, downward communication, carries messages from someone who holds a senior position in the organization to subordinates. Managers may communicate downward by sending employees e-mail messages, presiding at department meetings, giving employees policy manuals, posting notices on bulletin boards, and reporting news in company newsletters.

Many firms also define formal channels for upward communications. These channels encourage communication from employees to supervisors and upward to top management levels. Some examples of upward communication channels are employee surveys, suggestion boxes, and systems that allow employees to propose new projects or voice complaints.

Informal Communication  Informal communication channels carry messages outside formally authorized channels within an organization’s hierarchy. A familiar example of an informal channel is the grapevine, an internal channel that passes information from unofficial sources. Research shows that many employees cite the grapevine as their most frequent source of information. Grapevines rapidly disseminate information. A message sent through formal channels may take days to reach its audience, but messages that travel via grapevines can arrive within hours. Grapevines also are surprisingly reliable links. They pass on accurate information 70 to 90 percent of the time.22 However, even a tiny inaccuracy can distort an entire message.

grapevine internal information channel that transmits information from unofficial sources.
The spontaneity of informal communication may diminish when a company’s employees are spread among many locations. Employees who telecommute or travel frequently may miss opportunities to build smooth working relationships or exchange ideas. In those situations, communication technology can help firms to promote informal communication. Some companies establish online chat areas for employees, so they can visit each other during breaks. Some also encourage employees to create home pages that describe their interests and hobbies.

Verbal and Nonverbal Communication  So far, this section has considered different forms of verbal communication, or communication that conveys meaning through words. Equally important is nonverbal communication, which transmits messages through actions and behaviors. Gestures, posture, eye contact, tone of voice, and even clothing choices are all nonverbal actions that become communication cues. Nonverbal cues can strongly influence oral communication by altering or distorting intended meanings.

Nonverbal cues can have a far greater impact on communications than many people realize. One study divided face-to-face conversations into three sources of communication cues: verbal cues (the actual words spoken), vocal cues (pitch or tone of a person’s voice), and facial expressions. The researchers found some surprising relative weights of these factors in message interpretation: verbal cues (7 percent), vocal cues (38 percent), and facial expressions (55 percent).23
Written communication can also be affected by nonverbal cues. For example, some believe that an e-mail message written in all caps is the electronic equivalent of screaming. Also, adding a short personalized sentence or two to a mass mailing can help make the recipient feel special.

Even personal space—the physical distance between people who are engaging in communication—can convey powerful messages. Figure 10.5 shows a continuum of personal space and social interaction with four zones: intimate, personal, social, and public. In the U.S., most business conversations occur within the social zone, roughly between 4 and 12 feet apart. If one person tries to approach closer than that, the other will likely feel uncomfortable or even threatened.

FIGURE 10.5

Influence of Personal Space in Nonverbal Communication
Interpreting nonverbal cues can be especially challenging for people with different cultural backgrounds. Concepts of appropriate personal space differ dramatically throughout most of the world. Latin Americans conduct business discussions in positions that most Americans and Northern Europeans would find uncomfortably close. Americans often back away to preserve their personal space, a gesture that Latin Americans perceive as a sign of cold and unfriendly relations. To protect themselves from such personal “threats,” experienced Americans separate themselves across desks or tables from their Latin American counterparts—at the risk of challenging their colleagues to maneuver around those obstacles to reduce the uncomfortable distance.

People send nonverbal messages even when they consciously try to avoid doing so. Sometimes nonverbal cues convey a person’s true attitudes and thoughts, which may differ from spoken meanings. Generally, when verbal and nonverbal cues conflict, receivers of the communication tend to believe the nonverbal content.

1. In the context of the communication process, what is noise?

2. What are four common listening behaviors? Characterize each.

3. What are some of the advantages of e-mail as a communication medium? What are some of its disadvantages?
Communication within the Organization

Internal communication consists of messages sent through channels within an organization. Examples include memos, meetings, speeches, phone conversations, and even a simple chat over lunch. When Carly Fiorina became CEO of Hewlett-Packard (HP), she wanted to foster a faster moving culture, so she launched a leadership campaign emphasizing internal communication. Fiorina traveled to 20 company sites in 10 countries, delivering impassioned speeches about the need for change and fielding questions from the audience. To continue this dialog, she composes a letter to employees for each issue of the company’s quarterly magazine, reads thousands of e-mail messages from employees each month, and records occasional voice-mail messages to be broadcast companywide.24 Fiorina’s superb communication skills were evident in her successful battle to get stockholder approval of HP’s purchase of Compaq.

internal communication system that sends messages through channels within an organization.
Internal communication may be relatively simple in a small organization, since it often takes the form of face-to-face interactions. Unclear interpretations can be remedied by further conversation. Internal communication becomes increasingly difficult as the organization grows and adds employees. Messages, many of them transmitted via e-mail, often pass through several different layers of management in a typical large organization. The sender of a message must continually make certain that it is both clearly communicated orally or in writing and likely to be interpreted correctly.

Communication in Teams

Communication among team members can be divided into two broad categories: centralized and decentralized. In a centralized communication network, team members exchange messages through a single person to solve problems or make decisions. By contrast, in a decentralized communication network, members communicate freely with other team members and arrive at decisions together.

Which type of network supports more effective communications? The answer depends on the nature of the problem or decision facing the team. Research has shown that centralized networks usually solve straightforward problems more quickly and accurately than decentralized ones—an important consideration for life-or-death operations like the launch of an AC-130 gunship to protect members of the Army’s Third Division or a British commando unit operating on the ground in Iraq. With a centralized network, members pass information along to a central decision maker, who issues the order. However, for complex problems, a decentralized network actually works faster and comes up with more accurate answers. This characteristic is important for task-oriented, creative groups. Team members pool their data, provide wide-ranging input into decisions, and emerge with high-quality solutions.
Although most researchers agree that organizations should establish centralized team networks to deal with straightforward problems, they also believe that these organizations should set up decentralized teams to handle complex issues. Members of decentralized teams should be encouraged to share information with each other and to generate as much input as possible to improve the quality of the final decision.25
Decentralized teams work well for the complex process of new-product development. Two important keys to success in this process are allowing all members of the team to voice concerns and working hard to get all of the members involved early in the project.

Centralized communication is critical to achieve quick decisions. In military conflicts, it can mean the difference between life and death.
Business Tool Kit

Incentives That Inspire

There is a well-kept secret to employee retention: finding the incentives that inspire employees to work hard and remain loyal to the organization. There is even an annual Incentive Show in New York that presents unique and creative incentive ideas to replace the magnetic calendars or pens that are typically passed out in companies. Although incentive programs cannot compensate for poor hiring decisions, lack of training, or an unhealthy work environment, they can promote positive thinking and employee loyalty. Ready for a creative take on incentives? Here are a few examples.


•  TechTarget, a Massachusetts-based interactive media company, allows its employees to come and go as they please (open-leave policy), setting their own work schedules.


•  Marriott International offered Panasonic portable DVD players to meeting planners who booked a gathering of 75 or more. Past incentives have included PalmPilots and Kodak digital cameras.


•  CheckFree, an electronic payments processing company based in Georgia, provides its employees with a 24/7 fitness center with a full-size basketball court and electronic scoreboard, racquetball courts, swimming pool, bowling alley, sauna, hot tub, and pro shop.


•  Cognex, a computer manufacturer in Massachusetts, bought the field next to its facilities exclusively for its employees’ Ultimate Frisbee games.


•  Other incentives that inspire: flying lessons; dry-cleaning pickup and delivery; grocery-shopping services; hammocks in the lounge for midday naps; pet sitters; and reimbursement for classes in dream analysis, tai chi, and sculpture.

Sources: Patrick J. Sauer, “Open-Door Management,” Inc. Magazine, June 2003, p. 44; “Juice Up: For an Energizing Incentive Program, It’s Hard to Beat Electronics,” Incentive, May 2003, p. 45; “Landmark Study on $27 Billion Incentive Industry Shows Incentives More Important than Ever in Motivating Employees: Incentives Play Critical Role in Employee Performance, Especially in Uncertain Times,” press release for The Incentive Show 2003, March 8, 2002, http://www.piexpo.com/pressRoom/study.php.
Communication Outside the Organization

External communication is a meaningful exchange of information through messages transmitted between an organization and its major audiences, such as customers, suppliers, other firms, the general public, and government officials. Businesses use external communication to keep their operations functioning, to maintain their positions in the marketplace, and to build customer relationships by supplying information about topics such as product modifications and price changes. Delta Airlines uses its Web site to attract customers and build positive relationships with them. Visitors to the site can make reservations, check mileage in their frequent flyer accounts, and book vacation packages. Information on flights and weather delays is also available. The site receives and sends messages and invites visitors to send e-mail comments, suggestions, or complaints.

external communication meaningful exchange of information through messages transmitted between an organization and its major audiences.
Every communication with customers—including sales presentations, customer orders, and advertisements—should create goodwill and contribute to customer satisfaction. Dee Electronics of Cedar Rapids, Iowa, relies on handheld computers and wireless communications that link all its warehouse and distribution employees. This new system has brought Dee close to its goal of 100 percent shipping accuracy, and it also inspired employees to come up with an e-mail function that automatically lets customers know when their orders are on the way.26 External communications with other groups, such as investors and the general public, should be designed to put the company in a positive light. Royal Dutch Shell publishes The Shell Report: People, Planet, and Profits each year. The report outlines the company’s goals and efforts in the economic, environmental, and social well-being of its stakeholders. It also explains how Shell manages its business with these goals in mind. In a recent report, Shell CEO Philip Watts writes, “Our commitment to sustainable development is today being integrated into the way Shell makes decisions.... I do not approve new investments unless they address the key sustainable development aspects of the project.”27
Careless communication can produce doubt among customers, investors, and the public. A reporter for Fortune magazine once ordered a computer game from Mattel and was startled to receive a confirmation e-mail dated 10/19/1919. When she pointed out the error, the company representative worsened the situation by sending a form e-mail listing replies to eight frequently asked questions, none of which pertained to dates on e-mail messages. Two days later, a customer service representative wrote that the reporter’s message would be forwarded to the company’s technical department, but by then, the reporter had written a story about the incident and shared it with the world.28

1. To whom does an organization send external communications?

2. Why should organizations be concerned about routine communications like customer orders and advertisements?
International Business Communication

Communication can be a special challenge in the international business arena. An international message’s appropriateness depends in part on an accurate translation that conveys the intended nuances of meaning. When PepsiCo marketers wanted to build sales in China, they created a promotional campaign based on the theme “Come Alive with Pepsi.” Poor sales surprised them, until they discovered that the direct Chinese translation of their slogan was “Bring your ancestors back from the dead.” Managers ordered a hasty rewrite of the theme. As this example shows, businesspeople who want to succeed in the global marketplace must ensure that they send only linguistically and culturally appropriate messages.

English is the primary language of business. One reason is that the strength and size of the U.S. economy have spread familiarity with U.S. products and media worldwide. Another is that the Internet originated in the U.S., so the English language currently dominates Internet usage. Public schoolchildren in Japan and Korea take between 9 and 12 years of English. In over 75 nations, English is an official language. However, the English language is constantly expanding by borrowing words and expressions from other languages, so it varies radically from one country to another. The British, for example, call trucks lorries, and an elevator is a lift. In the U.S., soccer is played on a field. In Britain, football is played on a pitch. In English-speaking Nigeria, a traffic jam is a go-slow; Jamaicans refer to highway speed bumps as sleeping policemen. As the examples suggest, communication snafus may occur even among English-speaking countries.

Business communication improves when each party understands the cultural contexts that surround and influence every attempt at sending an international message. Translations have to consider not only the meanings of words but the audience’s familiarity with elements of nonverbal communication. The mailbox that signals “You’ve Got Mail” on America Online is a familiar icon to many Americans, but to others it might look more like a loaf of bread.

Anthropologists classify cultures as low context and high context. Communication in low-context cultures tends to rely on explicit written and verbal messages. Examples include Switzerland, Austria, Germany, and the U.S. In contrast, communication in high-context cultures—such as those of Japan, Latin America, and India—depends not only on the message itself but also on the conditions that surround it, including nonverbal cues, past and present experiences, and personal relationships between the parties. Westerners must carefully temper their low-context style to the expectations of colleagues and clients from high-context countries. Although Americans tend to favor direct interactions and want to “get down to business” soon after shaking hands or sitting down to a business dinner, businesspeople in Mexico and Asian countries prefer to become acquainted before discussing details. When conducting business in these cultures, wise visitors allow time for relaxed meals during which business-related topics are avoided.

Workplace differences also influence the process of communication. For example, the open communication style in U.S. firms is foreign to workers in Russia, where employees have long expected specific directions about what to do and where asking questions was an invitation to trouble. Managers of foreign firms operating in Russia often encounter difficulties communicating with Russian employees, who are reluctant to ask for help and avoid giving feedback to messages. Success in this situation requires patience, as managers learn to be very specific in directing employees while also encouraging them to express their point of view. In general, learning about cultures of the countries in which they operate is essential for managers who want to communicate effectively.

1. Contrast communications in high-context and low-context cultures.

2. Why is English the primary language of business?

Did You Know?

1.
To keep up with the rapidly expanding English language, a new edition of the Oxford English Dictionary has just been published. Among the nearly 6,000 new 21st-century words and phrases to be added were the frowner’s favorite, Botox; passion-enhancing drug Viagra; headcase, referring to a person who exhibits irrational behavior; screensaver; and bling, referring to elaborate jewelry and clothing.

2.
In the United Kingdom, outsourcing is called contracting, and employees would shudder at the thought of being empowered; they’d rather be authorized.
3.
Kellogg’s renamed its Bran Buds cereal in Sweden after learning the name translates into “burned farmer.”

4.
Three e-mail practices U.S. adults consider “downright rude” are, in ascending order of rudeness, resigning from a job via e-mail, using e-mail to reprimand an employee, and sending condolences via e-mail. Barely missing the top three was using e-mail to ask someone out on a date.
What’s Ahead

Today’s consumers expect the products they buy to be of the highest value for the price. Firms ensure this value by developing efficient systems for producing goods and services, as well as maintaining high quality. The next chapter examines the ways in which businesses produce world-class goods and services.

Summary of Learning Goals
1

Describe why and how organizations empower employees.

By empowering employees, a firm finds better ways to perform jobs, motivates people by enhancing the challenges and satisfaction in their work, and frees managers from hands-on control so they can focus on other tasks. Employers empower workers by sharing information, distributing decision-making authority and responsibility, and linking rewards to company performance.

2

Distinguish between the two major types of teams in the workplace.

The two major types of teams are work teams and problem-solving teams. Work teams are permanent groups of coworkers who perform the day-to-day tasks necessary to operate the organization. Problem-solving teams are temporary groups of employees who gather to solve specific problems and then disband.

3

Identify the characteristics of an effective team and the roles played by team members.

Three important characteristics of a team are its size, member roles, and diversity. Effective teams typically combine between 5 and 12 members, with about 6 or 7 members being the ideal size. Team members can play task specialist, socioemotional, dual, or nonparticipator roles. Effective teams balance the first three roles. Diverse teams tend to display broader ranges of viewpoints and produce more innovative solutions to problems than do homogeneous teams.

4

Summarize the stages of team development.

Teams pass through five stages of development: (1) Forming is an orientation period during which members get to know each other and find out what behaviors are acceptable to the group. (2) Storming is the stage during which individual personalities emerge as members clarify their roles and expectations. (3) Norming is a stage where differences are resolved, members accept each other, and consensus emerges about the roles of the team leader and other participants. (4) Performing is characterized by problem solving and a focus on task accomplishment. (5) Adjourning is the final stage, with a focus on wrapping up and summarizing the team’s experiences and accomplishments.

5

Relate team cohesiveness and norms to effective team performance.

Team cohesiveness is the extent to which team members are attracted to the team and motivated to remain on it. Team norms are standards of conduct shared by team members that guide their behavior. Highly cohesive teams whose members share certain standards of conduct tend to be more productive and effective.

6

Describe the factors that can cause conflict in teams and how conflict can be resolved.

Conflict can stem from many sources: competition for scarce resources, personality clashes, conflicting goals, poor communication, unclear job responsibilities, or team role assignments. Conflict resolution styles range from assertive to cooperative measures. The most effective resolution style varies according to the situation. Resolution styles include the competing style, the accommodating style, and the collaborating style. A team leader can limit conflict by focusing team members on broad goals, clarifying participants’ respective tasks and areas of authority, acting as mediator, and facilitating effective communication.

7

Explain the importance of effective communication skills in business.

Managers and employees spend much of their time exchanging information through messages. Communication helps all employees to understand the company’s goals and values and the parts they play in achieving those goals.

8

Compare the different types of communication.

People exchange messages in many ways: oral and written, formal and informal, verbal and nonverbal communication. Although some people prefer oral channels because they accurately convey messages, nonverbal cues can distort meaning. Effective written communication reflects its audience, its channel, and the appropriate degree of formality. Formal communication channels carry messages within the chain of command. Informal communication channels, such as the grapevine, carry messages outside the formal chain of command. Nonverbal communication plays a larger role than most people realize. Generally, when verbal and nonverbal cues conflict, the receiver of a message tends to believe the meaning conveyed by nonverbal elements.
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Review Questions

 1.

Describe the ways employers can empower their employees. Give a specific example of each.

 2.

Identify and briefly explain the approaches companies use to provide for worker ownership. What are the main differences between them?

 3.

What are the two major types of teams? How does each function? In what instances might a company use each type?

 4.

Identify the roles team members play. How do people in each of these roles operate?

 5.

What are the characteristics of an effective team? Why are these features so significant?

 6.

Identify and briefly describe the five stages of team development. At what stages might a team get “stuck” and not be able to move forward?

 7.

Describe the five different styles of conflict resolution. In what situations would you use each of these styles? Why?

 8.

What are the major elements in the communication process? Briefly define each element.

 9.

Outline the two channels for formal communication. Give an example of each.

10.

What is the central focus of a company’s external communication? List two or three examples of this type of communication.

Projects and Applications
1.
Consider your current job or one you have held in the past. Did your employer practice any kind of employee empowerment? If so, what? If not, why not? Or think of your family as a company. Did your parents empower their children? If so, in what ways? In either scenario, what do you think were the consequences of empowerment or nonempowerment?

2.
Identify a firm that makes extensive use of teams. Then interview someone from the firm to assess how their teams operate.

3.
Do you consider yourself to be a good listener? First, identify which listening style you think you practice. Then describe the listening styles outlined in this chapter to a friend, family member, or classmate and ask that person what type of listening style he or she thinks you practice. Finally, compare the two responses. Do they agree or disagree? Note: You can take this exercise a step further by asking more than one person what type of listening style you practice and then comparing all of the responses.

4.
The grapevine is one of the strongest communication links in any organization, from large corporation to college classroom to family. Do you rely on information that travels along the grapevine? Why or why not?

5.
Take a seat in the library or dorm lounge, in a mall, in a restaurant, or wherever there is a flow of people whom you can watch unobtrusively. For at least 15 minutes, observe and jot down the nonverbal cues that you see pass between people. Then try to interpret these cues. How would your interpretation affect any actual communication you might have with one of these people?

Experiential Exercise
Background: Customers don’t have to look far to see companies using open and direct communications to develop personal relationships with customers. For example, Wal-Mart is well-known for its greeters, who provide a cheerful welcome to the stores and help personalize the shopping experience.

In the online world, Amazon.com was a pioneer in establishing personal relationships with its customers by studying the books they purchased and making recommendations based on what they’re reading. Dell, Inc., which sells PCs built to order, remembers what customers have bought in the past and, with personalized Web pages, makes it easier for its customers to add new equipment, upgrade what they already own, or troubleshoot technical problems.

Directions: Submit to your instructor a one-page paper in which you identify five or more examples similar to those already given that show how companies are communicating with customers on a one-on-one basis, as opposed to the mass marketing, mass communication approach. For each example you include, identify the source of the example: a personal experience, library or Internet research source, or a friend’s or coworker’s experience.

Nothing But Net
1.
External communications. One important external communication forum for a company is its annual report. Most firms whose stock is publicly traded also publish annual reports on their Web sites. Select two of the public companies mentioned in the chapter—such as Hewlett-Packard and Delta Airlines—and visit their Web sites. Review their most recent annual reports and make a list of the type of information presented.

2.
Employee stock ownership plans (ESOPs). The chapter discussed the basics of employee stock ownership plans (ESOPs) and their growing importance. Visit the Web site listed here and review the current data on ESOPs. How many plans are there today compared with 1974 and 1990? List five interesting statistics about ESOPs.


http://www.nceo.org/esops/ (Select the “ESOP Articles Online” link.)

3.
Basics of team building. The following Web site contains information about how to build an effective team. Review the material and write a brief report on the basics of designing and organizing an effective team.


http://www.mapnp.org/library/grp_skll/grp_skll.htm

Note: Internet Web addresses change frequently. If you do not find the exact sites listed, you may need to access the organization’s or company’s home page and search from there.

Case 10.1
The Pampered Chef: Performance through Empowerment

People enjoy getting together and sampling treats and sharing techniques for food preparation. Two decades ago, Doris Christopher decided to take that interest to another level and start her own business. She chose a new venture that would let her combine her love of cooking with her need to work out of her home and still have time for her two young daughters. So her husband, Jay, suggested that she host Tupperware-like parties. The difference was that Doris would do cooking demonstrations for customers, who would then sample the food and buy the utensils needed to make the appetizers, entrées, and desserts. Doris liked the idea. She borrowed $3,000 on her life insurance policy, bought some basic items for inventory, and set up business in her basement. Her first cooking demonstration was held at a friend’s house, where Doris cooked for 15 people. Word of mouth resulted in more demonstrations, and within a year, the one-woman operation began to grow. Salespeople were recruited to keep up with demand. Doris taught her recruits how to do their own demonstrations, and in turn, they earned money both from sales and from their own recruits. Today, her company—The Pampered Chef—employs 1,100 corporate employees in two offices in Illinois. Some 60,000 independent sales consultants sell Pampered Chef products throughout the U.S., Canada, the United Kingdom, and Germany.


Doris Christopher relies on the performance of her independent sales organization for the ultimate success of her business. These people, called Kitchen Consultants, “organize, develop and maintain independent businesses according to their personal needs,” says the company’s Web site. Many of them work part time, while others choose to reap the added rewards of a full-time career. In addition, Kitchen Consultants who wish to advance within the organization can work toward management positions. For The Pampered Chef to succeed, its consultants and managers must be granted both the opportunity and the authority to make decisions about many aspects of their jobs. In other words, they must be empowered to think and act in ways that they believe will best reach their customers and benefit their business efforts. 


The firm deliberately recruits individuals who enjoy independent decision making—but who also enjoy interacting with other people. In addition to conducting in-home demonstrations, Kitchen Consultants are encouraged to attend bridal expos and other events where potential customers may be located. The idea is for them to create new and different ways to find, entertain, educate, and sell to customers.


Because The Pampered Chef is a direct-selling organization, its products are available only through the Kitchen Consultants or at the company Web site. But the cornerstone of the firm’s business is the in-home demonstration, where the consultants make the products come to life. After all, who wouldn’t buy a set of high-quality knives after eating freshly sliced gourmet cheese? And who wouldn’t want a pastry stone after sampling some warm, delicious tarts? Of course, this means that Kitchen Consultants must not only be skilled in cooking basics but also be able to present and serve meals attractively. It seems that Doris Christopher was right about their recipe for success. Twenty years after the first demonstration, The Pampered Chef was purchased by Warren Buffett, America’s best-known investor.

Questions for Critical Thinking

1.
Why is employee empowerment such an important component of the success of The Pampered Chef?

2.
In what ways does The Pampered Chef empower its employees?

Sources: “Our Company,” The Pampered Chef Web site, http://www .pamperedchef.com, accessed January 3, 2004; Francine Knowles, “21st Century Company: Pampered Chef,” Chicago Sun-Times Web site, http://www .suntimes.com, accessed July 17, 2002; Pamela Margoshes, “Queen of Hearths,” in “Secrets of a Start-up,” Success, September 1998.

Video Case 10.2
Le Meridien

This video case appears on page 612. A recently filmed video, designed to expand and highlight the written case, is available for class use by instructors.

