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Communication

from the editors The LAMA

Most of the challenges that we all face 
in our operations can at some level be 
traced back to communications.  While 
the classical description of communi-
cation, which includes a transmitter, a 
communication channel, and a receiv-
er, arranged to relay a message from 
the transmitter to the receiver in a way 
that no information is lost, is technically 
suffi  cient, real life is much more compli-
cated.  Since both the transmitter and 
receiver are typically human beings, is-
sues not directly related to the message 
like non-verbal cues such as posture 
and facial expression, tone of voice, 
and the listening skills of the receiver 
can aff ect and interfere with successful 
communication.  

The mode of communication, or the 
channel, may also take various forms.  
The challenges above are mostly relat-
ed to face-to-face verbal interactions, 
arguably the most direct and simple 
form of communication between two 
people.  Other long-standing modes of 
communication, including written lan-
guage messaging, each have their own 
unique challenges.  Eff ective writing 
and reading skills are key to success.  
With the information explosion that has 
benefi ted the world in so many ways, it’s 
diffi  cult to even keep up with the most 
important messages that are lobbed 
out into space by transmitters trying to 
reach a wide audience.  The time that it 
takes to read a complete book on a sin-
gle subject is an important consideration 
when there are so many options of what 

to read.  Many eff ective leaders read 
one business-related book per week, or 
more.  To learn more about how to ex-
tract the message from a non-fi ction text 
in a fraction of the time it takes to read 
and consume every word, please refer 
to an excellent article on the subject 
here: https://hbr.org/2016/02/how-to-
read-a-book-a-week.  

In the digital age, where messages can 
live on for eternity, it is critical to have 
a complete view of the communication 
picture you’re participating in.  This not 
only applies to our work environment, 
but also to our personal environment.  
Social media has provided a mecha-
nism that allows for global interactions 
in real time.  This can have huge ben-
efi ts for individuals and corporations, 
but it can also be detrimental if we are 
not careful with the words we use.  We 
must consider not just how we intend-
ed the message to be interpreted, but 
also other ways the message may be 
interpreted by members of such a wide 
audience.

While all of these challenges are pres-
ent, we live in an age of unprecedented 
access to information that can improve 
our work performance and our lives.  
We hope the articles in this issue will 
provide you with tips and tools to help 
you get the most out of your communi-
cation opportunities!

Jim Cox, Reed George
Editors, LAMA Review 
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Presidents Message

Hello, Membership!  It’s a new year 
and the LAMA Board and Program 
Chairs are pu   ng the fi nishing 
touches  on a tremendously educa-
 onal event  at our Annual LAMA 

mee  ng.  This year it will be held at 
a beau  ful venue – the Wes  n Cape 
Coral Marina Resort, Cape Coral, 
Florida, April 20-22.

We look forward to everyone com-
ing and sharing at this wonderful 
educa  onal event.  Here are some 
key words from our presenta  ons: 
Confl ict, Stress, Ven  lated Rack 
Technology, Construc  on, Balancing 
Work and Life. 

I also want to welcome all the fi rst 
 me a  endees that have registered.  

It is great to have so many of you 
join us.  Make sure you receive your 
“First Time A  endee” ribbon at the 
registra  on desk.

We will have a special introduc-
 on event at the Social on Tuesday 

evening, at the start of each day’s 
session, and our Awards Luncheon. 
This is a great networking event and 
along with the educa  onal aspects 
we all benefi t from this mee  ng.

Registra  on is available on our web-
site (www.lama-online.org) - pull up 
the informa  on and come join us.  

Your President 

Roxanne Fox
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Did you know?
In the Laboratory Animal community, publishing 
in a professional journal is an essential part of 
advancing your career.  Submitting an article to 
the LAMA Review provides an opportunity to be 
published in a professional journal.  This is a great 
opportunity to share your research knowledge and 
accomplishments. 

 Imagine your journal impacting and infl uencing the 
laboratory animal management practices!

The LAMA Review provides important information 
on industry’s advancements and developments to 
those involved in the Laboratory Animal fi eld with 
emphasis in management.  

The LAMA Review is published electronically each 
quarter and combines short columns with longer 
feature articles. Each issue focuses on signifi cant 
topics and relevant interest to ensure a well-round-
ed coverage on laboratory management matters.

Submitting an 
article

Choose an interesting topic that has the potential 
to benefi t the Laboratory Animal Management 
community.  Write the article that you would like 
to see published in the journal.  Be sure to include 
multiple sources to support your research and ac-
curately cite references.  

Submit your article to Review via email lamare-
view@gmail.com 

Benefits of 
publishing

The LAMA Review is the offi  cial journal of the Lab-
oratory Animal Management Association, which is 

committed to publishing high quality, independently 
peer-reviewed research and review material. 

The LAMA Review publishes ideas and concepts 
in an innovative format to provide premium infor-
mation for laboratory Animal Management in the 
public and private sectors which include govern-
ment agencies. 

A key strength of the LAMA Review is its rela-
tionship with the Laboratory Animal management 
community. By working closely with our members, 
listening to what they say, and always placing em-
phasis on quality.  The Review is fi nding innovative 
solutions to management’s needs, by providing the 
necessary resources and tools for managers to 
succeed.   

Article Guidelines
Submissions of articles are accepted from 
LAMA members, professional managers, and 
administrators of laboratory animal care and use. 
Submissions should generally range between 
2,000 and 5,000 words. All submissions are 
subject to Editor in Chief’s review and are 
accepted for the following features of the LAMA 
Review:
o Original Articles
o Review Articles
o Job Tips
o Manager’s Forum
o Problem Solving
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5 Keys to Effective Communication
How honest communication reduces workplace 
rumors and earns credibility

Eff ectively communicating with staff  members, 
customers, and suppliers is a critical skill for labo-
ratory managers. In particular, staff  members have 
to feel that the manager is providing valid informa-
tion, is not withholding information, and is available 
to listen. If the manager can accomplish this, there 
is no need for staff  members to go elsewhere for 
information. Timely communications can reduce 
the number of destructive rumors. As President 
George Washington noted, “Serious misfortunes, 
originating in misrepresentation, frequently fl ow 
and spread before they can be dissipated by truth.” 
Negative rumors can reduce productivity and cor-
rode workplace morale. Eff ective, honest commu-
nication can reduce the number of negative rumors 
that seem to circulate when employees don’t trust 
what they are being told. So what can lab manag-
ers do to earn communication credibility?

1. Honesty is the best policy  
When you talk to employees, always be honest 
with them. The truth behind lies and deceptions is 
usually found out sooner or later. When it is, the 
manager loses all credibility and instantly be-
comes an ineff ective leader. Newspaper headlines 
are replete with examples. I observed something 
similar much closer to home, in the laboratory of 
a previous employer. The department manager 
called everyone into a meeting and told us that a 
capable young chemist had been laid off  because 
he was the most recently hired. Instantly several 
heads swiveled toward another chemist who had 
been hired more recently. Before the hour was out, 
all the staff  knew the truth; the manager had pro-
tected the job of the more recently hired chemist 
because they had gotten their PhDs at the same 
university. The manager was transferred to a staff  
job two months later and then was himself laid off . 
He had lost all capacity to lead, and department 

productivity suff ered greatly as a result.  

As a manager, make only such promises as are 
within your power to keep. For example, I once 
heard a department manager promise his staff  
there would be no laboratory staff  layoff s. Less 
than a month later, there was a 10 percent staff  
reduction. The manager lost all credibility with me. 
Other staff  members and I began working more 
independently, no longer going to the manager for 
guidance.  

Don’t be afraid to admit that you were wrong. 
Even more powerful for building credibility is stat-
ing, “You were right and I was wrong.” If you don’t 
know something, admit your ignorance. For in-
stance, many staff  members worry about layoff s 
during a poor business environment. At three dif-
ferent employers, I observed managers reacting to 
questions from laboratory staff   members concern-
ing the possibility of layoff s. In two of these cases, 
several managers promised there would be no 
layoff s. It turned out they had been out of the loop; 
staff  reduction decisions were made at a very high 
level, and lower-level managers were informed 
only at the last minute before people were let go. 
In the other case, the president and owner of the 
company said that every eff ort would be made to 
avoid layoff s but that there could be other cost-cut-
ting measures such as salary freezes or tempo-
rary pay cuts. It developed that there were salary 
freezes—these lasted about six months—while the 
president and vice-presidents took substantial pay 
cuts. Despite the situation, staff  morale and pro-
ductivity were maintained.  

Be sure your employees get credit for their accom-
plishments. Never claim credit for a staff  member’s 
suggestion. Nothing is more likely to make staff  
members squirm in their seats during a meeting 
than seeing you take credit for a staff  member’s 
work. Doing the opposite and giving staff  members 
credit for their work breeds loyalty and respect, 
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which is often refl ected in greater productivity. 
Even if the staff  member isn’t in the room, he or 
she probably will hear about what you did. My 
fi rst supervisor at Shell Chemical was a master at 
giving her staff  members credit for their work. As 
a result, her work group developed a reputation 
for achieving rapid promotion compared with other 
work groups. Her people were more willing than 
most of their peers to go the extra mile to achieve 
goals.  

Avoid the “need-to-know” syndrome. Employees 
like to know what is going on. Keep them informed 
to the maximum extent you can. Sometimes this 
means saying, “I don’t know, but I’ll try to fi nd 
out,” when asked a question for which you don’t 
know the answer. Sometimes, as in connection 
with questions concerning the possibility of staff  
reductions, it means admitting that you don’t know 
the answer and aren’t likely to be able to fi nd out. 
While staff  members won’t like the answer they 
hear, they’ll be more likely to accept the situation.  

 2. Speak directly to people 
Don’t rely on electronic communications, except to 
back up what you’ve told people in person. When 
I worked for Tomah Products, confusion was rife 
when Tomah acquired Shell Chemical’s specialty 
surfactant business. To dispel this confusion and 
set people’s minds at ease, the president and 
owner of the company, Steven King, met person-
ally with all the employees who would be joining 
his company as part of the acquisition. He and 
I (as manager of pulp and paper research and 
sales) visited all our major customers to assure 
them there would be no interruptions in services 
or changes in the products they were purchasing 
from us. While our competitors made very serious 
runs at these customers, Tomah Products held on 
to all of them, thanks to eff ective communications.  

When the message aff ects a global work group or 
department, the entire laboratory, or several lab-
oratories around the globe, speak to employees 
directly using modern communications technology. 
Rebroadcast your presentation to allow for time-
zone diff erences. Choose a location and a time 
that will minimize distractions.  

3. Practice active listening skills
Be an active listener during discussions with em-
ployees. Adopt a posture that indicates active 
listening, and maintain eye contact. Ask open-end-
ed questions to verify that they understand the 
message you are trying to send. Nod or make 
affi  rmative gestures or comments to indicate that 
you understand what they are saying.  

Take notes, if necessary. This indicates your strong 
interest in what other parties in the conversation 
are telling you and your interest in what they have 
to say.  

Be open-minded and respect the ideas and opin-
ions of your staff  members. Control unintentional 
message senders such as letting your eyes wan-
der, folding your arms, or leaning away from some-
one. These imply disagreement, disinterest, or lack 
of respect. Remember, body language can speak 
volumes about your attitude.  

 4. Adopt a participatory management                
style 
Participatory management is the practice of em-
powering employees to participate in organiza-
tional decision making. Because they are actively 
involved in the decision-making process, employ-
ees are more likely to e active listeners themselves 
and to turn communication into a two-way process 
in which information fl ows both to and from the 
manager.  

Actively seek advice from your employees. Being 
“in the trenches,” they have a perspective that is 
diff erent from yours. This means they can provide 
important perspectives on research problems, 
customers’ needs and attitudes, and what is hap-
pening among your fi rm’s suppliers. Gaining this 
information is often essential in identifying new 
business opportunities or in spotting problems 
brewing in the business. By actively seeking in-
put and advice from your staff  members, you are 
demonstrating your respect for them and their 
opinions and thus are more likely to gain their 
respect.  

Encourage your employees to ask questions. Then 
be sure that their questions are answered. Make 
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yourself available to your employees. Practice 
“managing by walking around” (MBWA). MBWA 
isn’t just a stroll through labs and offi  ces; it’s a de-
termined eff ort to understand what your staff  does 
and to learn how you can help them do it better. 
Casual discussions can be very illuminating and 
motivating. MBWA can also be a very eff ective way 
to prevent workplace rumors or limit their harmful 
eff ects.  

MBWA also promotes two-way communication. 
When your staff  sees you as a person and not 
just a boss, they’ll be more likely to tell you what’s 
going on. You’ll get the chance to learn about 
issues before they become problems. You’ll gain a 
better understanding of your staff  members’ work 
processes. As your staff  gets to know you better, 
they’ll trust you more and be more likely to share 
information on a timely basis.  

Interacting with your staff  members increases their 
sense of responsibility in meeting deadlines and 
achieving goals. Many creative ideas arise from 
casual exchanges, and MBWA increases the fre-
quency of these exchanges.  

When practicing MBWA, be sure you apply the 
technique to all staff  members. Don’t ignore some 
staff  members to spend more time with your favor-
ites. Also, once you establish the habit, maintain it. 
MBWA is not something you can turn on and off .  
You need to practice it consistently for it to be an 
eff ective technique.  

 5. Choose your words carefully 
Precision and clarity are essential to both oral and 
written communication. Precision means saying 
exactly what you intend to say. Clarity means 
saying it in such a way that it will be understood 
by the person receiving the message. Precision 
and clarity overlap, but it is possible to be precise 
without being clear or vice versa. Simple, straight-
forward sentences are much easier to understand 
than long, complex ones.  

Achieving both precision and clarity is more chal-
lenging when English is a second language for 
some of your staff  members. Adjust your vocabu-
lary to your audience. Slang and idiomatic phras-
es depend on cultural context. Immigrants to the 
United States and Canada may not understand the 

cultural context of slang. In some cases, even with 
English as a common language, Americans and 
Canadians can misunderstand each other when 
the cultural context for a phrase is diff erent. For 
example, slang associated with American football, 
basketball, and baseball is often used in discus-
sions. If your listeners are not fans, these analo-
gies will confuse them.  

Context may depend on the individual listener’s 
interpretation of what you say. For example, “as 
soon as possible” can mean diff erent things to 
diff erent people. So it helps to attach specifi c dates 
to deadlines.  

Eff ective communication requires thought and con-
stant eff ort. However, it’s well worth the trouble.

 John Borchardt, PhD, was a chemist, 
freelance writer and American Chemical 
Society career consultant for over 15 
years. He was the author of “Career 
Management for Scientists and Engi-
neers,” and had more than 1,500 articles 
published in a variety of magazines, 
newspapers, and encyclopedias. As an 

industrial chemist, he held 30 U.S. and more than 125 
international patents, and was the author of over 130 
peer-reviewed papers. He passed away in January 2013.

Copyright permissions granted via Lab Manager
http://www.labmanager.com/business-management/2012/12/5-keys-to-eff ec-
tive-communication?fw1pk=2#.VsZwbkiV0bd 
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You Wouldn’t Do This
 Would You?

Then Why Keep Your
IVCs Under High Pressure?

www.TruthAtCageLevel.com

If an IVC cage has a worn or missing gasket, and it is under high 
pressure, it will leak contaminated air into the animal holding 
room. That is why Allentown systems use low-pressure, low 
velocity air…and why we use lid gaskets that are protected from 
damage. How protected? After hundreds of thousands of 
NexGen lids sold we have never had to replace a single gasket.  
Not one in over 10 years.

Trust the true innovators in cage design and airflow delivery. 
Trust Allentown.
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How Social Media Is 
Transforming  Employee  
Communications at Sun 
Microsystems

‘‘Innovation is at the very core of 
Sun.’’

PARIS BARKER
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‘‘All Sun’s guiding philosophies 
point to the central idea that 

connecting people—and creating  
opportunities for them to interact 

and collaborate online via the 
network—is the true value of 

technology.’’

Sun Microsystems’ CEO challenged 
his Global Employee Communi-
cations team to build communities 
within the company with social 
networking technology. Wikis, 
blogs, Facebook fan pages, and six 
islands on Second Life are just a 
few of Sun’s new social media tools 
that employees use to learn, boost 
innovation, connect with executives 
and each other—and spread the 
good word about Sun. To achieve 
this quickly, the communications 
team collaborated across organi-
zational boundaries, tapped grass-
roots social media eff orts in other 
parts of the company, focused on a 
manageable number of short-term 
projects, and showed a willingness 
to experiment.

© 2008 Wiley Periodicals, Inc.

In 2004, Sun Microsystems’ em-
ployee communications methods 
were quite eff ective, if traditional. 
Survey data from that time period 
showed that Sun employees were 
generally well informed about the 
Santa Clara, California–based 
company’s strategy, values, and 
priorities. The company’s more 
than 35,000 globally distributed 
employees received the vast ma-
jority of their information through 
familiar communication channels 
such as town hall meetings, the 
company intranet, electron-
ic newsletters, and, of course, 
e-mail.

That same year, Sun Chief Oper-
ating Offi  cer Jonathan Schwartz 
began writing a blog that was 
visible to not only Sun employees 
but also external audiences. On 
June 28, 2004, Jonathan posted 
his initial entry, and explained his 
reasons for beginning a blog:

It’s basically an on-line journal—a 
whitespace . . . into which I can 
off er perspectives, opinions, and 
insights, and I can link to others 
and their views, etc. Others can 
link to me and send me feedback,
creating a massively connected 
community and open dialog. . . .

Why am I doing this, starting 
a blog? First, I’m a big believ-
er in the idea that innovation is 
self sustaining when it loses its 
predictability. I fi gured I’d do my 
part to promote self-sustenance. 
Second, to change the format 
and fi delity with which what I say 
is transcribed. No more com-
ments from the pundits “in con-
text.” Now you get them straight 
from me. Third, to get unfi ltered 
feedback from the community. If 
you want to reach me, I’m jona-
than.i.schwartz@sun.com.

While Jonathan was not the fi rst 
Sun employee to blog, his foray 
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into the nascent blogging community was signifi cant, 
both inside and outside Sun’s walls. Jonathan was 
not only an executive but— more importantly—also 
a thought leader within the company and in the high 
technology industry as a whole. His willingness to 
communicate directly with a very large and somewhat 
unknown audience and to welcome unfi ltered feedback 
broke new ground in the realm of executive communi-
cations.

Consider the external context in which this story takes 
place. Around the same time that Jonathan began his 
blog, the entire blogosphere had grown by a factor of 
thirty within a span of just three years. In 2005, the 
number of articles on the English-language version of 
Wikipedia surpassed 750,000, and the revolutionary 
company YouTube was founded. Web 2.0 technologies 
were simply exploding among the early adopters of 
popular culture, even if they were largely unknown to 
the majority of the corporate world.

The CEO’s Challenge to Sun Global Employee 
Communications

In April 2006, Jonathan Schwartz took over as CEO 
of Sun, and he brought with him his unique and for-
ward-thinking style of communication. Less than a year 
later, he came to Sun’sGlobal Employee Communica-
tions group with a request: Rethink the way employee 
communications happens at Sun. Make it interactive, 
encourage participation. Use social networking technol-
ogies to build and strengthen communities among Sun 
employees. Turn the traditional top-down communica-
tion fl ow on its head.

In April 2006, Jonathan Schwartz 
took over as CEO of Sun,  and he 
brought with him his unique and for-
ward-thinking style of communication.

While this was certainly a tall order for the group, social 
media was already a hot topic in our staff  meetings. 
And it was easier to take on the challenge given Jona-
than’s mantra of “Everything always in beta”—in other 
words, try out new tools and see what is adopted, and 
more importantly, which ones have the greatest po-
tential to advance Sun’s business; if a particular tool 
doesn’t “stick,” that is simply a cue to move onto the 
next pilot, to try the next thing.

A Perfect Fit?

The deployment of social media technologies seemed, 
in theory, like a perfect fi t for Sun from several per-
spectives, and it was not diffi  cult to construct a strong 

business case for moving in this direction, even if the 
exact plan was still nebulous.

Fit with Sun’s Mission

Sun’s core business is to provide customers with 
network computing infrastructure solutions, including 
computer systems, storage, services, and software— 
its Java technology and the Solaris server operating 
system are industry benchmarks. The company also 
has a strong commitment to open sourcing its technolo-
gy to enable others to innovate and deploy new solu-
tions. When Sun was founded in 1982, the founders 
declared, “The network is the computer,” meaning that 
the network’s ability to connect individual computers 
and exchange information between users was really 
the essence of the computing experience—a comput-
er is merely a portal to the network-connected world. 
Twenty-six years later, this vision is still evident in Sun’s 
mission of “Everyone and everything participating on 
the network,” meaning that in the Participation Age, net-
works connect not only computers but also the people 
behind them, and when people are connected, they 
share, they interact, and solve problems. And it fol-
lows naturally that Sun’s business is all about creating 
technologies and fueling communities to enable sharing 
and participation.

All Sun’s guiding philosophies point to the central idea 
that connecting people—and creating  opportunities for 
them to interact and collaborate online via the net-
work—is the true value of technology.

Fit with Sun’s Culture

In addition to their obvious philosophical fi t, the oppor-
tunities made possible by adopting social media were 
also clear from a cultural perspective. First of all, Sun is 
a truly global company that conducts business in more 
than 100 countries around the globe, making it well 
suited to the “always on” nature of social media tools. 
Also, Sun is known for the way it encourages employ-
ees to work from the location that is most productive 
and convenient on a given day, as long as an individu-
al’s job lends itself to this type of mobility. Because of 
this attitude and the availability of tools that make re-
mote work possible, more than half of Sun’s employees 
either enjoy fl exible work arrangements (they do not 
have an assigned Sun offi  ce space but can “drop in” as 
needed), or they work from home full time.

Bridging Distances

At the same time that fl exible work arrangements have 
proven to be a great retention tool and a source of job 
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satisfaction for Sun employees, they—in conjunction 
with the global nature of the organization— also mean 
that employees are physically disconnected from each 
other as never before. Social networks are proving to 
be critical in building the “virtual hallway” where Sun 
employees around the world can connect, regardless of 
physical location.

Innovation

Innovation is at the very core of Sun. As a technology 
company, it is imperative to the company’s success 
that its technical talent be able to collaborate easily and 
effi  ciently, contributing ideas to fastmoving projects. 
The eff ectiveness of doing so exclusively over e-mail 
had just about run its course by the time we began to 
consider social media. Like so many other companies, 
Sun’s aff ection for conducting business via e-mail 
meant that nearly everyone’s inboxes were fl ooded with 
not only the information they needed but also a great 
deal that they did not. In contrast to e-mail, social me-
dia tools off er the ability for broader participation in in-
formation sharing and idea formulation, and in a format 
that can be extracted, archived, organized, searched, 
and tagged for easy access. The technologies also give 
individuals greater ability to “pull” the information they 
want and need, rather than simply assuming a passive 
role as recipients of all company information. Addition-
ally, individuals can use social media tools to locate 
others with the expertise, experience, and information 
needed to get work done and move projects forward.

In contrast to e-mail, social media tools off er the abili-
ty for broader participation in information sharing and 
idea formulation, and in a format that can be extracted, 
archived, organized, searched, and tagged for easy 
access.

Talent Attraction and Retention

Another strong incentive for modernizing Sun’s commu-
nication methods is to attract and retain coveted new 
college graduates, members of the so-called “Millen-
nial” generation. These employees generally commu-
nicate in very diff erent ways than their Baby Boomer 
counterparts do, and they seek  employment with 
companies that speak their language.

Connecting Employees and Executives

Finally, we knew that social media could prove to be 
very eff ective for connecting employees to Sun exec-
utives. Many Sun engineers prefer to sit at their desks 
and connect with others online, rather than attending a 
town hall meeting where networking in person is typi-

cally part of the experience. One need only look at the 
number of employees who say they read Jonathan’s 
blog to see that this has become a preferred method of 
communication, which could eventually be the case for 
other Sun executives as well.

Where Do We Begin?

Since certain individuals within Sun’s Global Employee 
Communications group had a great deal of passion for 
transforming communications with social media, it was 
an easy fi rst step to form a project team to focus on this 
eff ort. The new team’s fi rst meeting was partly a lev-
el-setting exercise, getting everyone on the same page 
with regard to the challenge at hand. The meeting was 
also an opportunity for an initial brainstorming exer-
cise, during which team members put forth ideas about 
possible social media projects that could be implement-
ed quickly and easily with the potential to deliver great 
results.

The list of ideas generated by the group was both 
inspiring and overwhelming. The proliferation of social 
media technologies means that the number of tools to 
choose from is simply dizzying. There were so many 
diff erent paths we could choose to pursue. But we rec-
ognized that as intriguing and slick as these new tools 
are, starting with the tools is never the right answer. 
There will always be new, interesting tools coming into 
use, and if we waited to fi nd the perfect one, we would 
never get started. Like any other undertaking in busi-
ness, the only place to start was with the end goal.

So, our group refocused on Jonathan’s challenge and 
the end goal of building communities within Sun. 

To clarify just what “community” meant in this sense, 
we asked ourselves a series of questions:

 How big are these communities—the size of a 
workgroup? A department? A business unit?

 What is the purpose of these communities?

 Who should build, sponsor, and manage the 
communities?

 Do we have to control a community after we 
build it?

 Do our communities extend outside Sun’s walls 
to include partners and customers?

And perhaps most importantly, we asked ourselves the 
very questions we knew prospective community mem-
bers would be asking: What’s in it for me? And How will 
you make me feel involved? We could provide people 
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with the smartest, most interesting tools in the world, 
but if they didn’t have a reason to keep coming back, 
the communities simply wouldn’t thrive.

Our Approach: Focus on Three Things

Because of the very real risk of accomplishing nothing 
due to endless analysis of the possible options, the 
group decided to focus on three short-term projects that 
would allow us to get traction in the social media space.

Community Mashups

The fi rst project came to be known as the Social Net-
working Community “Mashups”—borrowing from the 
term for a web application that combines data from 
more than one source into a single integrated tool—
which were a series of events that brought together all 
those within Sun who were known to be working on 
social media projects. We knew that to be successful in 
this space, we needed to reach out and form partner-
ships with other key stakeholders in the company, and 
the best way to do so was through a fun, informative 
gathering. One great irony of the Internet age is that 
there is no true replacement for face-to-face meetings, 
which are especially important when trying to form on-
going collaborative relationships.

One great irony of the Internet age is 
that there is no true replacement for 
face-to-face meetings, which are es-
pecially important when trying to form 
ongoing collaborative relationships. 

Attendees at the mashups included representatives 
from Sun Marketing, Engineering, IT, Employee Com-
munications, and Sun’s Chief Privacy Offi  cer. Topics at 
the mashups included privacy, community building, and 
an inventory of social media eff orts already underway 
in the company. There was time for both information 
sharing and networking at the events, the latter espe-
cially important because we recognized the importance 
of building and strengthening relationships between the 
various groups represented. After the second mashup, 
event attendees were invited to keep the conversations 
going by means of a Facebook group.

The “Getting Started” Guide

The second project we undertook was a “Getting 
Started with Social Media” guide. While some Sun 
employees were early adopters of social media tech-
nology, many others had only a cursory knowledge 
of the subject, or none at all. We wanted to create an 
easy to use—and in keeping with the tenets of social 

media—editable guide, in the form of a wiki, to give ev-
eryone the opportunity to learn about these new tools. 
This wiki contains chapters on various types of social 
media tools, including blogs, wikis, RSS feeds, tagging, 
and so on. Within each chapter is an explanation of 
why and how to use the tool, useful examples and tips, 
success stories and learnings, and other resources 
available.

During the time period in which we were working on 
these projects, our group was receiving countless 

requests for information on social media resources at 
Sun. People from all over the company were request-
ing our presence at staff  meetings to educate them on 
just what tools were available to employees. This was 
a perfect way to introduce our “Getting Started” guide, 
and we distributed the wiki link to any group requesting 
this kind of information.

Online Forums

The third social media project was the creation of an 
online forum tool that could be used in any part of Sun. 
While the forum tool itself was new, the idea upon 
which it was based was not. Many of us remember the 
message boards of the mid- to late-1990s. This online 
forum harnessed the same concept—people interact-
ing and having a dialogue online. We piloted the forum 
tool within Global Employee Communications, posting 
several diff erent discussion topics and taking one hour 
to post our ideas and thoughts on each. One interesting 
dynamic we witnessed within the forum discussions 
was that in the initial posts, users responded to the 
question, while subsequent posts found users reading 
others’ responses and reacting to those, creating a 
robust, multi-way conversation. Once the Employee 
Communications group had experimented with and rec-
ognized the forum’s usefulness and potential applica-
tions, we knew this technology would have applications 
within many other parts of Sun.

Once the Employee Communications 
group had experimented with and recog-
nized the forum’s usefulness and poten-
tial applications, we knew this technolo-
gy would have applications within many 
other parts of Sun.

The third social media project was the 
creation of an online forum tool that 
could be used in any part of Sun. 
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Other Social Media Eff orts Within Sun

Because social media tools are adopted and used in a 
grass-roots fashion, it was diffi  cult to know before we 
launched the eff orts mentioned above whether other 
groups within Sun had begun working on social me-
dia projects. As we reached out to partners within Sun 
through the social networking community mashups and 
other eff orts, we discovered some groundbreaking work 
underway in Sun’s Global Systems Engineering (GSE) 
organization and Public Relations group.

Global Systems Engineering

Sun’s Global Systems Engineering organization is 
responsible for pre-sales technical evangelism, techni-
cal architecture, and using Sun technologies to devise 
solutions to customers’ business problems. GSE is truly 
a pioneer in the social media space, largely thanks to 
the organization’s leader, Hal Stern, who challenged 
the engineers to use “Web 2.0” technologies to build 
and promote technical communities within GSE, across 
Sun’s extensive engineering organization, and across 
Sun’s partners and customers. As a result of this chal-
lenge, the group experienced an explosion of creative 
business uses for these new communication technolo-
gies, in the process gaining practical experience from 
which we could all learn.

First came a proliferation of blogs, beginning with Hal 
Stern’s, whose topics range from open source educa-
tional management systems to classic rock to the Eiff el 
Tower. Another GSE blog focuses solely on innovation 
and includes recorded interviews with various Sun tech-
nology leaders. The group’s communications managers 
also have a blog that features interviews with customer 
engineers around the world, highlighting their personal 
interests and career accomplishments. The blog also 
acts as a “roving reporter” at company events, allowing 
virtual attendees to read about and see—essentially in 
real time—what is going on, including photographs of 
Sun employees attending the events. Podcasts—au-
dio recordings distributed over the Internet—are also 
popular within the Global Systems Engineering group. 
These podcasts are both technical and fun, the most 
popular ones being Hal Stern’s two-minute GSE month-
ly update, “Sound Byte,” and the “Geek Speak” techni-
cal training modules.

Another noteworthy accomplishment in the social me-
dia space is GSE’s highly successful CEpedia wiki (CE 
for Customer Engineering). This wiki has become a 
central repository for all things related to Customer En-
gineering, such as product information, technical tools, 

organizational announcements, and events. CEpedia 
has eff ectively networked individuals into both small 
project-based communities and large organizational 
communities.

Another noteworthy accomplishment in 
the social media space is GSE’s highly 
successful CEpedia wiki (CE for Cus-
tomer Engineering). 

Perhaps the most exciting display of GSE’s use of 
social media was at the annual Customer Engineering 
Conference, a four-day event attended by approximate-
ly 4,000 Sun employees and technology partners. At 
the most recent conference, even the keynote speech-
es were interactive, with audience members able to ask 
questions and make comments via handheld electronic 
devices. Portions of the conference were broadcast in 
the online virtual world Second Life, enabling others 
at Sun to participate in conference sessions and the 
social events remotely. Three other important elements 
of the conference bear mentioning:

 The attendee-driven unconference. On a 
CEpedia wiki page created specifi cally for the 
conference, potential presenters announced 
the topic they wanted to present at an “uncon-
ference” session. Attendees then voted via the 
wiki for the ten topics they wanted to learn more 
about. The session content was also developed 
organically, with the winning presenters posting 
their information on the wiki beforehand, and at-
tendees modifying and/or adding to it in prepa-
ration for the session.

 “SpeedGeeking” sessions. Taking a page 
from speed dating, attendees migrated in a cir-
cle around the room, pausing at each demo sta-
tion to hear technical experts deliver a fi ve-min-
ute presentation using a laptop, an easel, or 
other readily available materials.

 A social networking component. Each con-
ference attendee had his or her own personal 
profi le page on a wiki called CE 2.0—not unlike 
individuals’ pages on Facebook, LinkedIn, or 
MySpace. Each conference session also had a 
unique profi le page—a community space—that 
showcased the personal profi les of speakers as 
well as links to the profi les of registered attend-
ees. In this space, one could access presenta-
tion materials, network with fellow session-go-
ers, rate and comment on the session itself, 
and partake in discussion forums related to the 
session. In essence, the CE 2.0 wiki provided 
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both a community space for all conference at-
tendees and “sub-community” spaces for each 
conference session.

Sun Public Relations and Facebook

Sun’s Public Relations (PR) group has done some very 
interesting work in the realm of social media utilizing 
the social networking tool Facebook. (While Sun does 
not formally endorse Facebook through its use of the 
tool, the company recognizes—as have so many other 
companies— the tool’s power to connect people re-
gardless of location.)

Sun Microsystems’ employee presence on Facebook 
has grown threefold between June 2007 and January 
2008, with 25–50 employees joining the company’s 
network on Facebook each day. As of this writing, there 
are nearly 5,000 Sun employees— approximately 15 
percent of the workforce—in the Sun’s Facebook net-
work. Sun employees have created thirty groups within 
this network that serve more targeted populations, 
such as women or a specifi c business group. It is also 
worth noting that several Sun executives have Face-
book profi les and have identifi ed themselves as part of 
the Sun network.

Sun PR created a group within the Sun network, called 
Sun Micro Facebook Fridays, for employees interested 
in learning more about social media at the company 
and staying on top of social media news. The group 
attracted 620 members within its fi rst month. Members 
receive a weekly Friday Social Media e-Newsletter with 
statistics, facts, news, and updates relating to social 
media at Sun. This group, along with others in Sun’s 
Facebook network, has also been used to promote Sun 
launches, campaign events, external customer events, 
and internal Sun meetings.

Similar to the way friends connect with each other on 
Facebook, Sun PR recently launched “fan pages” that 
allow the company to connect with any individuals, 
inside or outside the company, interested in show-
ing their support for Sun. The 500-plus members of 
the “Sun Microsystems” and “I Love Java” fan pages 
receive updates on the latest company news, gain 
access to Sun photography and video, and get special 
invitations to upcoming Sun events. Fans could be 
future employees, customers, or investors and, at a 
minimum, generate positive buzz for the company and 
its products. Fans are also able to send the company 
messages and respond to discussion topics, and these 
actions automatically generate “news feed” stories—
the most popular way to generate viral growth on Face-
book—which, again, has marketing and public relations 
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value. Sun PR is able to track how popular these pages 
are with Facebook Insights, a tool that provides metrics 
on page traffi  c, page views, unique visitors, and much 
more.

Sun Employee Communications also used Facebook 
as a tool to reach out to San Diego–area employees 
during the wildfi re crisis of October 2007. Because the 
Sun facilities in San Diego were temporarily uninhabit-
able during that crisis, this Facebook group served as a 
virtual meeting place where employees could check in 
and look for timely Sun information related to the fi res.

Sun’s biggest concern with its use of Facebook, as with 
any third-party site, is privacy of company information 
and knowing what is the right type of information to 
post there. Even in a “closed” group that requires mem-
bers to log in, employees are rightfully uncomfortable 
with posting any sensitive information that could jeopar-
dize Sun’s competitive advantage if it fell into the wrong 
hands. This is an area that Sun’s Chief Privacy Offi  cer 
will continue to monitor closely.

Sun’s biggest concern with its use of 
Facebook, as with any third-party site, 
is privacy of company information and 
knowing what is the right type of infor-
mation to post there.

On the Horizon

While Sun has done much in the realm of social me-
dia so far, there is clearly still a great deal of untapped 
opportunity for the company in this space. But the 
transition from old to new media is not one than can be 
made too hastily. As said at the outset, some traditional 
methods of employee communication continue to be 
an eff ective way of transferring information to employ-
ees, and therefore we will not simply abandon town hall 
meetings or broadcast e-mails. The trick is to leverage 
the same resources we have had while subtly shifting 
the focus toward social media and freeing up people to 
explore these new opportunities. We know the invest-
ments and tradeoff s will be worthwhile, however, as so-
cial media off ers a unique opportunity for Sun to distill 
the full value of its workforce through its enablement of 
user-generated content.

What is next for Sun Employee Communications group 
and its social media eff orts? A number of initiatives are 
underway, including a major revamp of SunWeb, the 
company’s intranet. “SunWeb 2.0” envisions improved 
accessibility through placement outside Sun’s fi rewall, 
allowing access for employees from any location. The 
next generation of Sun- Web will also provide a “peo-

ple-centric,” interactive, self-service experience that 
leverages social media concepts and technologies. 
Employees will receive role-defi ned information through 
an RSS- and widget-driven interface that will include 
the ability to create, organize, tag, rate, and share 
content.

The popularity of the external Web sites YouTube, 
Digg, and del.icio.us.com has shown us other types of 
online tools users want. During the transition to Sun-
Web 2.0, we have implemented several interactive 
tools for Sun employees using these external sites as 
models:

 “SunWeb Videos” enables employees to upload, 
rate, and comment on business-related videos.

 Slynkr is aWeb site that synthesizes tagging, 
voting, and user-managed content.

 SWANilicious is a social bookmarking Web site.

Employees also now have the ability to comment di-
rectly on company news stories posted on SunWeb.

All of these new features of Sun’s intranet serve to 
involve employees in content generation and create a 
richer, more engaging user experience.

We are developing additional Facebook applications 
for the Sun community to provide information and drive 
members to SunWeb, including a feed to Sun news, a 
“quote of the week” from employees, and Sun-related 
quizzes. We also plan experiments with “Crowdsourc-
ing”—inviting employees to contribute content about 
events or topics— and “Beatblogging”—sharing cover-
age of Sun businesses and organizations between Sun 
Employee Communications and the employees who 
know the organizations best.

Another area of opportunity is the consolidation of 
the countless wikis that have sprung up organically in 
various parts of Sun out of the need for an information 
repository and a space for collaboration. All this infor-
mation available in a single wiki sharable and search-
able by all company employees would be a powerful 
tool indeed.

We are also interested in helping employees fi nd each 
other through some kind of internal social network, 
perhaps similar to Facebook. This would provide em-
ployees with a very effi  cient way to quickly locate each 
other on the basis of specifi c technical skills or past 
projects, and then send messages within the tool to 
connect directly on current projects.
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We are interested in helping employees 
fi nd each other through some kind of 
internal social network, perhaps similar 
to Facebook.

Sun’s employee presence in the virtual world Second 
Life also continues to grow, with 1,280 users current-
ly registered, and six islands, or sims. While some of 
these islands are strictly used to conduct Sun events, 
such as showcases of Sun products and initiatives, 
others are just for Sun employees. We expect that use 
of Second Life as a “place” for dispersed employees 
to collaborate or even receive training will expand 
with increased education about the tool.  This eff ort is 
being driven by Sun Learning Services, the company’s 
in-house training group. Additionally, Sun Employee 
Communications is collaborating with other Sun orga-
nizations to explore Second Life as a potential platform 
for several initiatives, including employee orientation, 
immersive learning, and demonstrating how Sun is a 
great place to work.

In Closing, Six Things to Consider

As the preceding section suggests, Sun is by no means 
fi nished with its deployment of social media tools—nor 
do we ever expect to be fi nished. Nonetheless, we 
have come far enough in the journey to be able to 
share a few key learnings with other organizations pre-
paring to implement social media tools and practices.

Collaboration

Before launching your own social media eff orts, look 
around to see what similar work is already underway in 
your company. Especially be sure to check in with any 
technical groups, as they will naturally take a leader-
ship role in this space. Take inventory of these other 
projects to avoid duplication of eff ort. And most impor-
tantly, take time not only to connect but also to build 
relationships with those working on similar projects.

Simplicity

To ensure broad adoption of your social media tools, 
make them easy to access and use; otherwise, they will 
most certainly fail. And take the time to educate your 
audience on how and why they should use the tools.

Flexibility

To maximize usage, remember to use an integrated mix 
of social media tools. Some users will inevitably pre-
fer to collaborate on a wiki rather than share personal 

information on Facebook, and vice versa. Off er a suite 
of tools that will suit diff erent users’ styles and prefer-
ences.

Focus

Jumping into the world of social media technologies 
can be overwhelming. Pick a few projects where you 
can get traction in the short term. Be sure to leverage 
existing tools, technologies, and practices wherever 
possible.

Control

With regard to social media, treat your company’s 
employees like adults, just as you do with other aspects 
of their employment. If they are civil to each other in 
everyday interactions, why would they act diff erently 
within a social network? Don’t attempt to control your 
users; rather, set guidelines and realize that these tools 
are generally self-regulating, meaning other users will 
typically keep bad behavior in check.

Embrace the Chaos

Finally, to really dive into the world of social media, 
allow yourself to let go and embrace the chaos. This 
new world of communications cannot be neatly choreo-
graphed; organic growth and multi-way communication 
is its very essence. If you can give up the editorial or 
managerial control to which you’ve become accus-
tomed, you will be richly rewarded. As social networks 
are showing us again and again, many minds are far 
more powerful than just a few.

Paris Barker is a senior communications manager for 
the Systems Group of SunMicrosystems. She has held 
a variety of roles in Sun’sGlobal Employee Commu-
nications and Human Resources organizations in her 
seven years with the company.
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A Crash Course in 
      Communication
By Jamie Walters & Sarah Fenson

Recently I heard someone say, “Communication 
is easy.” I disagree. Talking is easy; communica-
tion, which means an exchange or communion 
with another, requires greater skill.  An exchange 
that is a communion demands that we listen and 
speak skillfully, not just talk mindlessly. And inter-
acting with fearful, angry, or frustrated people can 
be even more diffi  cult, because we’re less skillful 
when caught up in such emotions. Yet don’t de-
spair or resign yourself to a lifetime of miscommu-
nication at work or home! Good communicators 
can be honed as well as born. Here are a few tips 
to get you started.

 Don’t take another person’s reaction or an-
ger personally, even if they lash out at you 
in what seems a personal manner. Another 
person’s mood or response is more likely 
about fear or frustration than it is about you 
as an individual. Take a deep breath and 
count to 10, and see it as a way of letting 
the other person vent before he is able to 
communicate what’s really on his mind.

 You don’t have to have all the answers. It’s 
OK to say, “I don’t know.” If you want to fi nd 
out, say so, then follow up to share your 
fi ndings. Or you may decide to work on the 
problem together to fi nd the answer.

 Respond (facts and feelings); don’t react 
(feelings) -- e.g., “Tell me more about your 
concern” or “I understand your frustration” 
instead of “Hey, ‘m just doing my job” or “It’s 
not my job” (which is sure to cause more 
irritation). Share responsibility for any com-
munication in which you’re a participant, 
and realize that sometimes, maybe often, 

your own personal reactions may be caus-
ing your frustrations about communicating 
with others.

 Understand that people want to feel heard 
more than they care about whether you 
agree with them. It’s strange how many 
people complain about others not hearing 
them, yet they don’t listen to others either! 
You can show that you’re listening by giving 
someone your complete attention and say-
ing things like:

1. “Tell me more about your concern.”

2. “What is it about XXX that concerns 
you?”

3. “I’m interested in what you’ve just 
said. Can you share a little bit about 
what lead you to that belief?”

4. “What would have to happen for you 
to be more comfortable with XXX?”

 Remember that what someone says and 
what we hear can be amazingly diff erent! 
Our personal fi lters, assumptions, judg-
ments, and beliefs can distort what we hear. 
Repeat back or summarize to ensure that 
you understand. Restate what you think 
you heard and ask, “Have I understood you 
correctly?” If you fi nd yourself responding 
emotionally to what someone said, say so, 
and ask for more information: “I may not be 
understanding you correctly, and I fi nd my-
self taking what you said personally. What 
I thought you just said is XXX; is that what 
you meant?”
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 Acknowledge inconvenience or frustration 
and off er a timeline, particularly if you need 
someone else’s cooperation or your activ-
ities will aff ect them. For example, if you’ll 
be updating someone’s desktop computer 
system and need access to her offi  ce, you 
might say, “I know it’s frustrating to have 
someone in your space at a time that might 
not be convenient for you, and I appreci-
ate your cooperation. It’ll help us to keep 
your system working well. We expect to be 
in your offi  ce at about 3 p.m., and out by 
5 p.m.”li>Don’t off er advice unless asked. 
This can be tough, particularly if we have 
experience that we think might benefi t 
another person. Use respectful expressions 
such as “One potential option is...” or “One 
thing that helped me in a similar situation 
was X. I’d be happy to share more about my 
experience if you think it’d be helpful to you” 
instead of “You should do X.”

 Look for common ground instead of fo-
cusing solely on diff erences. What might 
you both be interested in (e.g., making the 
experience as nondisruptive as possible)? 
One way to begin discovering commonality 
is to share your underlying intention -- for 
example, “My intention in sharing this is to 
help you succeed on this project.”

 Remember that change is stressful for most 
people, particularly if your activities aff ect 
them in a way that they aren’t scheduling or 
controlling. Our routines can be comforting 
in the midst of what appears to be a chaotic 
world. So if you’re in someone’s space or 
need him to do something on your timeline, 
provide as much information as you can 
about what you’ll need from the person and 
when. If you can, tell him how what you’re 
doing will benefi t him.

 Work to keep a positive mental focus. One 
of the choices we always have is how we 
see or experience any given circumstance. 
Many people who are considered skillful 
and successful, including professional ath-
letes and cultural leaders, work to maintain 
a positive mind-set. Ask yourself, “What’s 
great about this?” or “What can I learn from 
this?” to help maintain a positive state. 

Don’t forget to adopt a variety of stress re-
duction practices that work best for you.

 Understand that most people, including you, 
have a unique, often self-serving, agenda. 
This isn’t necessarily bad, because it helps 
us achieve and protect ourselves. Just don’t 
assume that someone will know or share 
your agenda, so talking about what’s most 
important to you and asking what’s most 
important to others, can help build a solid 
foundation for conversation.

 Improve your listening skill. Most people 
think they listen well, but the truth is that 
most of people don’t listen at all -- they just 
speak and then think about what they’re go-
ing to say next. Good listening often means 
asking good questions and clearing your 
mind of distractions, including what you’re 
going to say next, whom you’re meeting 
with next, or what’s going on outside. When 
someone makes prickly comments or com-
plaints, there’s often a concern or fear lurk-
ing. Like a detective, ask questions that get 
to the bottom of someone’s real concern or 
agenda. Only then can you have a truly rich, 
benefi cial conversation.

This information provides food for thought rather 
than counsel specifi cally designed to meet the 
needs of your situation. Please use it mindfully. 
The most eff ective communication plan should be 
tailored to your unique needs, so don’t hesitate to 
get individualized assistance from a communica-
tion expert.

Jamie Walters is the Founder of Ivy Sea and the 
author of Big Vision, Small Business. Sarah Fen-
son is Ivy Sea’s former Client Services Manager.
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Everyone, even superheroes, have strengths and weakness-
es. They are part of what makes each employee unique, and 
striking the right balance of strengths and weaknesses within 
teams leads to harmony, collaboration, and effi  ciency. How-
ever, unlike superheroes, human strengths and weaknesses 
are not always obvious. In fact, they are often relative, which 
means that employees may not even be aware of where they 
excel or fall short.

The secret to unlocking every employee and every team’s 
potential lies in identifying their strengths and weaknesses. 
Armed with this information, leaders can create constructive 
environments where strengths are allowed to thrive and 
weaknesses can be worked on. They can also be smarter 
about how they make team assignments, deliver perfor-
mance reviews, and determine compensation and promo-
tions. 

The gains in productivity and engagement from taking these 
measures will be dramatic, and the best part is, you do not 
need to deploy new (or expensive) solutions. Forget the on-
line surveys, self-assessment tools, and complex psycholog-
ical evaluations -- here are 6 ways you can use your compa-
ny’s existing social intranet to empower your employees and 
strengthen your teams.

1. Examine User Profi les & Look for
  Things that Stand Out

Creating a user profi le gives employees the opportunity to 
share relevant information about themselves, such as their 
areas of expertise, skills, education, and business interests. 
Profi les are also a natural place for employees to discuss 
their likes and dislikes, interests, and exhibit their personality, 
which paints a more authentic picture of who that employee 
is outside of canned interview answers. In addition, social 
profi les provide a glimpse into employees’ networks—who 
they have relationships and interact with on a regular basis.

This information is a goldmine when fi guring out who to 
assign to what project or task. More eff ectively matching 
employees to assignments they are interested in or have 
expertise on will motivate them to be more engaged in their 
work. 

User profi les are especially useful for welcoming new em-
ployees during the onboarding process. Beyond revealing 

personal information, requiring all new hires to complete a 
thorough profi le will immediately welcome them into your 
company culture and community. This helps establish base-
line for their level of engagement, starting from day one. 
From there, leaders can more easily identify areas where ori-
entation/ educational programs may be needed and monitor 
progress over time.

2. Check Out Their Activity. What are 
   They Interested In?

A social intranet platform essentially presents a quick view 
of an employee’s participation and collaboration in the life of 
your company. Look at how often employees share content 
and what types of content they off er. Do they ask ques-
tions? Answer them? Share information? Encourage other 
team members? Examining this activity can reveal valuable 
insights into how employees engage with others and the role 
they fulfi ll within groups. Do they naturally take on a mentor 
role? Are they very tuned in to external news and events? 
Are they a natural diplomat? A sense of who plays what role 
within teams will amplify your ability to navigate and leverage 
team dynamics.

Moreover, social intranet activity provides deeper insight into 
employee interests and expertise, even more so than their 
profi le. As a leader, you can quickly identify experts within 
your organization and discover opportunities for training or 
improvement. For example, if you see an individual constant-
ly asking for advice or assistance with the same issues, it 
might be a good time to off er a training program.

Or, you can use data from the social intranet platform to fi nd 
them a more experienced, knowledgeable mentor.

3. Use Gamifi cation to Unlock Potential

Since just about the dawn of humanity, competition has 
pushed people to achieve more than they might otherwise. A 
little competition is a great way to unlock your employees’ full 
potential.

Gamifying your social intranet with rewards, recognitions, 
and leaderboards can help draw out previously unknown 
talents, interests, and skills among employees. Rewarding 
employees for knowledge sharing is a powerful motivator that 
encourages them to share even more. For example, FedEx’s 

This article was fi rst published on HR.com’s Leadership Excellence Essentials (August, 2015).

Empowering Employees
6 ways leaders can use social intranet to strengthen teams
By Tim Eisenhauer
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gamifi ed social intranet enabled the company to change its 
existing culture from one that rewarded having knowledge 
to one that rewarded sharing knowledge. When employees 
wrote a blog post, answered questions, or otherwise par-
ticipated in the platform, they earned badges and points, 
and could level up to become a recognized expert within 
the organization. Gamifying the knowledge sharing process 
enabled FedEx to uncover 40 years’ worth of knowledge 
previously tucked away within its walls.

Gamifi cation is also a powerful tool for streamlining problem 
solving, by incentivizing employees to fi nd creative solutions 
to the issues at hand. Furthermore, it helps foster stronger 
connections between employees. Not only will gamifying 
your social intranet throw strengths and weaknesses into 
sharper relief, it will also fuel motivation, engagement, and 
productivity.

4. Silence Speaks Volumes—But it Does
   Not Say What You Might Expect

Many employers assume that employees who are not very 
active on the social intranet are disengaged, poor communi-
cators, technology averse, or not “team players.” This is not 
necessarily the case.

In just about any social network, even popular and public 
ones like Facebook, the breakdown of user activity follows 
the 90-9-1 Rule, which means one percent are active content 
creators; nine percent are commenters who take part in, but 
do not start, the conversation; and 90 percent are “lurkers”—
those who prefer to see what their peers have to say, but do 
not participate. Lurkers may not be antisocial, and in fact, 
the opposite could be true. These people may prefer face-
to-face interaction and conversation, and their ability to bond 
with people in-person may be one of their most valuable 
strengths.

5. What’s Their Attitude Like On the 
    Intranet? Do they Empower Others?
    Do They Answer Others Questions?

Employees who are encouraging, off er positive reinforce-
ment and constructive criticism, and recognize and praise 
their peers for achievements are incredibly valuable to an 
organization. In contrast, those who are cynical, degrading, 
and diffi  cult create a caustic atmosphere.

Unfortunately, it only takes one or two bad seeds to under-
mine the entire culture of an organization (think 2 drops of 
food coloring in a glass of water). Social intranets carve out a 
space where employees can show their true colors in front of 
everyone else. If you’ve been hearing rumblings of someone 
who is frequently negative or of an offi  ce bully, monitoring 
their activity on the social intranet will give you the validation 
you need to take appropriate action.

On the other hand, employees who are cheerleaders for their 
peers might be excellent candidates for management roles, 
as they clearly understand how best to motivate their team 
members.

6. Get a Glimpse Into Their Creativity

The most innovative and successful organizations know that 
good ideas do not always come from the R&D team. Creativ-
ity and innovation are not things you can call up on-demand. 
Employees in any department, at any level, may have fantas-
tic ideas for solving problems and developing solutions. The 
best approach to encouraging innovation is to cultivate an 
environment where ideas can fl ow freely.

A social intranet platform can serve as an “ideation station” 
that gives all employees a place to off er ideas, discuss them 
with colleagues, and even have them reviewed by manage-
ment. For example, biotech company KeyGene encourages 
employees to post ideas on their intranet, where designated 
“catalysts” review and select the most promising ideas and 
invite support from others. This gives management a clear 
indication of employees’ creativity, problem-solving ability, 
and willingness to put their ideas out there for criticism and/ 
or consideration.

In Conclusion

When considering a social intranet, most companies focus 
on increasing engagement, communication, collaboration, 
and productivity because these are often the easiest metrics 
to quantify. While these are certainly important for justifying 
the investment, that does not mean you can not also use 
your social intranet to glean insights into your employees’ 
strengths and weaknesses. This will further increase your 
ROI and get even more value out of the tool you already 
bought. LE

Tim Eisenhauer is a co-founder and president of Axero. He 
writes on the subjects of social intranets, employee engage-
ment, business  communication, knowledge management, 
and collaboration. His articles and opinions have been 
featured in Fast Company, Inc. Magazine, CNBC, 60 Second 
Marketer, HR.com, and others. Connect Tim Eisenhauer

http://www.hr.com/en/topleaders/all_articles/empo wering-employ-
ees-6-ways-leaders-can-use-social_icz0j73u.html
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Introduction
Communication is a process in which people verbally or 
non-verbally share information and ideas. Non-verbal 
communication can be best defi ned as a silent form of 
communicating with a person or party without using any 
form of speech to grab the attention of audience or to 
exploit a message. Non-verbal communication is often 
used to express a thought or thoughts and make your 
message more appealing and interesting to the person 
you are speaking. Non-verbal communication has a 
great infl uence over our social environment and the 
whole communication process. There are four import-
ant functions of non-verbal communication. These func-
tions can complement, regulate, substitute for, or ac-
cent a verbal message. In addition to these functions, 
there are many types of non-verbal communication: 
paralanguage, body movement, facial expressions, eye 
messages, attractiveness, clothing, body adornment, 
space and distance, touch, time, smell and manners.

Categories of Non-Verbal Communication
Non-verbal communication can be divided into four 
categories: aesthetic, physical, signs, and symbols.

1. Aesthetic communication occurs through cre-
ative expression. This would include all the art 
forms: music, dance, theater, crafts, art, paint-
ing, and sculpture. Ballet is an example of this, 
as there is dance and music, but no spoken or 
sung words. Even in an opera, where there are 
words, there are still facial expressions, cos-
tumes, posture, and gestures.

2. Physical communication includes a smile or 
frown, wink, touch, smell, salute, gesture, and 
other bodily movements. Social conversation 
uses a lot of these physical signals along with 
the spoken words.

3. Signs are a more mechanical kind of non-ver-
bal communication and include signal fl ags or 
lights, a 21-gun salute, a display of airplanes in 
formation, horns, and sirens.

4. Symbols of communication are used to build 
self-esteem. This includes jewelry, cars, cloth-
ing, and other things to communicate social 
status, fi nancial means, infl uence, or religion.

The Importance of Non-Verbal Communication
© 2015 IUP. All Rights Reserved.

Deepika Phutela*

Non-verbal communication regulates relationships and can support or even replace verbal communications in 
many situations. Diff erent genders and cultures use non-verbal communication diff erently and these diff erences 
can impact the nature of interpersonal communication. Nonverbal communication can become a barrier or tear 
down barriers to eff ective communication. According to researchers, non-verbal rules may diff er as per the situ-
ation, and each situation determines its set of rules. Diff erent types of people have very diff erent yet distinct sets 
of non-verbal communication behaviors. This paper is an overview of diff erent types of non-verbal communica-
tion such as body language, hand movement, facial expressions, and eye contact. Non-verbal communication 
involves multiple channels, is continuous and more ambiguous in nature, and often contradicts the spoken word. 
When non-verbal and verbal communications confl ict, individuals tend to rely on non-verbal clues as a means to 
interpret the true meaning of a communication.
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Physical Communication
Physical communication is the most used form of 
non-verbal communication. A person who is aware of 
another person’s non-verbal cues understands that 
person better. Even the way you are standing and your 
position in a group of people can communicate. The 
amount of distance between you and another person 
will be interpreted in a certain way, and the meaning will 
change according to the culture. It can mean either an 

attraction, or can signal intensity. Standing side-to-side 
can show cooperation, where a face-to-face posture 
may show competition. Your posture can communicate 
in a nonverbal way, whether you are folding your arms, 
slouching, crossing your legs, or standing and sitting 
erect. Finally, any actual touching can convey attraction 
or a level of intimacy, e.g., shaking hands, patting the 
back, hugging, pushing, or other kinds of touch.

Other forms of non-verbal communication are facial 
expressions, gestures, and eye contact. When some-
one is talking, they notice changes in facial expressions 
and respond accordingly. These include raising your 
eyebrows, yawning, sneering, rolling your eyes, gap-
ing, and nodding. The meaning of these movements is 
pretty much the same in all cultures. Gestures, howev-
er, are many times an individual’s way of communicat-
ing as most people gesture when talking. Eye contact 
is very important in communicating nonverbally. You 
can read a person’s emotion through his/her eyes, and 
many times it is not the same emotion that their words 
are trying to convey.

Eff ects of Non-Verbal Communication
Non-verbal communication, especially body language, 
can send a strong message in spite of what your words 
say. Even the tone of your voice, its pitch, volume, qual-
ity, and speed aff ect what you say. Your body language 
can:

• Repeat the message your words are saying;

• Contradict what your words are saying;

• Be a substitution for your verbal message; and

• Add to the meaning of your message.

Relationships depend a lot on non-verbal communi-
cation for them to be strong and lasting. The quality of 
your relationships can be improved if you can skillfully 
read people and understand the emotions behind their 
words. When one party receives mixed signals, trust 
can leave and thus damage the relationship. Trust 
can be created in a relationship by sending nonverbal 
clues that match your words. The way you respond to 
someone non-verbally can show that you  understand 
and care about them, and the relationship will grow and 
be fulfi lling to both. Figure 1 shows the formation of an 
impression, which indicates that 55% of body language 
works in our interactive communication.

Importance
Non-verbal communication plays an important role in 
all communications. It is impossible to communicate 
without sending out non-verbal clues. These clues 
help others determine the attitudes and attributes 

that may not be expressed by the words spoken. One 
broad area of non-verbal communication involves body 
position and motion. Referred to as kinesics, this area 
of non-verbal communication encompasses posture, 
facial expressions, eye contact, gestures, and body 
orientation. Individuals use these channels to convey a 
variety of emotions as well as to display important clues 

How you 
Speak

Words

Your Body 
Language

FIGURE 1: WHAT MAKES AN IMPRESSION

Non-verbal communication plays an 
important role in all communications. It 
is impossible to communicate without 
sending out non-verbal clues. 
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which individuals send non-verbal clues. Posture clues 
are often very subtle in nature so that individuals have 
to really look in order to see them. On the other hand, 
some posture clues are very apparent. For instance, 
when an individual slumps forward he or she is usually 
perceived as being bored or extremely interested. A 
person who sits with his/her arms crossed is sending 
out a non-verbal message that he/she is closed to infor-
mation. Posture clues are the easiest to interpret when 
the receiver notices subtle changes the sender may not 
be aware of.

An individual’s posture provides important clues as 
to how an individual is feeling on the inside. A person 
who is sitting in a rigid position is usually threatened 
by something or someone, while a person sitting in a 
relaxed position appears to be comfortable with his/her 
surroundings. In addition, posture can often signal real 
or perceived status. In general, lower status individuals 
are usually more rigid and tense in posture, while those 
of a higher status appear more relaxed.

Importance of Non-Verbal Communica-
tion at Workplace
At the workplace, eff ective communication can be used 
to improve performance and to produce the desired 
results. There are many non-verbal cues that are used 
every day at the workplace, most of which are stronger 
than the spoken language. Professionally speaking, a 

handshake can make a strong fi rst impression, whether 
it is positive or negative. Men tend to have better hand-
shaking skills than women; handshakes should be invit-
ing, strong but not overpowering. Workplace touching is 
often discouraged due to sending out mixed messages, 
but handshakes are usually accepted and encouraged 
in most cases. Eye contact is yet another important 
non-verbal cue that can be used both positively and 
negatively at the workplace. In the US, eye contact 
conveys honesty and sincerity; making eye contact is 
often an invitation to open  communication and signifi es 
the need for feedback. In contrast, avoiding eye contact 
signals distrust, suspicion, or lack of interest; similarly, 
prolonged eye contact or a stare signifi es

aggression or fl irting. At the workplace, dressing pro-
fessionally is something most employees need to pay 
attention to, as it shows confi dence in oneself. Ameri-
can businesses value being on time and being consci-
entious of this is crucial in business. Paying attention to 
all these non-verbal types of communication can prove 
successful in almost every business. 

Non-verbal communication has the ability to strengthen 
and develop the existing relationships or it can destroy 
them. A relationship can be regulated by non-verbal 
communication because it can support or replace 
verbal communication. Some of the contributing factors 
are sending and receiving ability and accuracy, percep-
tion of appropriate social roles, and cognitive desire for 
interpersonal involvement. If the communicators are 
unaware of the types of messages they are sending 

Table 1: Tips for Reading Body Language and Non-Verbal Communication
•Is eye contact being 

made? 
• If so, is it overly intense 

or just right?

Eye Contact

•What is their face 
showing? 

• Is it masklike and 
unexpressive, or 
emotionally present and 
filled with interest?

Facial 
Expression

•Does their voice project 
warmth, confidence, and 
interest, or is it strained 
and blocked?

Tone of 
Voice

•Are their bodies relaxed 
or stiff and immobile? 

•Are shoulders tense and 
raised, or slightly sloped?

Posture and 
Gesture

•Is there any physical 
contact? 

• Is it appropriate to the 
situation? 

•Does it make you feel 
uncomfortable?

Touch

•Do they seem flat, cool, 
and disinterested, or 
over-the-top and 
melodramatic?

Intensity

•Is there an easy flow of 
information back and 
forth? 

•Do non-verbal responses 
come too quickly or too 
slowly?

Timing and 
Pace

•Do you hear sounds that 
indicate caring or 
concern?

Sounds
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and how the receiver is interpreting the messages, 
diffi  culties can arise from non-verbal communication. 
Facial expressions may intentionally or unintentionally 
cause negative feelings. Introduction and management 
rely on non-verbal communication in interpersonal 
relationships. Table 1 presents some tips for eff ective 
non-verbal communication.

Non-verbal communication has an impact on gender 
and cultural diff erences. The society views males and 
females diff erently. Males are portrayed as aggressive, 
controlling, and having a take-charge attitude. Women 
are seen as sensitive, emotional, and passive. There is 
a diff erence as to how males and females communicate 
verbally and non-verbally. Women are more expressive 
when they use non-verbal communication; they tend to 
smile more than men and use their hands more. Men 
are less likely to make eye contact like women. Men 
also come off  as more relaxed, while women seem 
tenser. Men are more comfortable with close proximity 
to females, but women are more comfortable with close 
proximity with other females. In terms of interpreting 
non-verbal signals, women are better than men. Ta-
ble 2 presents non-verbal communication abilities for 
strong communication.

Barriers at Workplace
Some barriers to non-verbal communication include 
cultural diff erences, deceptive gestures, inappropri-
ate touching, negative non-verbal communication, 
and perceptual fi lters. The cultural diff erences include 
ethnocentrism, stereotyping, prejudice, and discrimina-
tion along with the hand gestures, touching, and facial 
expression. 

Ethnocentrism means that one culture feels that it is 
superior to all other cultures. Stereotypes show the 
distorted or oversimplifi ed views of diff erent races of 
cultures. When a culture is prejudiced towards another 
culture or group, a negative attitude is shown based on 
little or no experience. To avoid another culture discrim-
ination may be shown.

Diff erent gestures often have vastly diff erent meanings 
to people of diff erent cultures. Non-verbal gestures can 
lead to misinterpretation. Touching can cause many 
problems in communicating if it is done incorrectly; 
for example, a person may touch the other person a 
lot during a conversation or move much close to him. 
Some people fi nd touching as an invasion of their 
personal space. This is a barrier for all communication; 
people have a hard time communicating when they 
are uncomfortable. When a person displays negative 
non-verbal communication, it can also act as a barrier. 
For example, slouching, rolling of the eyes, moving 
quickly or slowly, or performing a variety of other neg-
ative physical behaviors make it diffi  cult to communi-

Table 2: The Five Non-Verbal Abilities

1. Repetition
• They can reinforce what is already being said.

2. Contradiction
• They can contradict the message and make the speaker seem 

untruthful.

3. Substitution
• They can take the place of words.

4. Complementing
• They can complement a verbal message, for instance, a pat on the back.

5. Accenting
• They can underline a certain point in the message.

Diff erent gestures often have vastly 
diff erent meanings to people of diff erent 
cultures. Non-verbal gestures can lead 
to misinterpretation.
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cate. This is because the person is creating a negative 
situation and when people feel uncomfortable they are 
unwilling to communicate. Facial expression can show 
frustration, anger, embarrassment, or uncertainty. They 
can contradict the verbal expression sending the real 
message that the speaker wants to send.

Conclusion
Non-verbal communication is crucial in a plain daily 
communication situation and it is also so for the inter-
preter. Non-verbal communication can take various 
forms, each of which illustrates or replaces a certain 
part of the verbal communication. It includes many 
more elements than one might think at fi rst. In order 
to be able to work properly, the interpreters need to 
make sense of non-verbal cues. This is only possi-
ble because a special part of our brain deals with the 
emotional part of the message. Not only intelligence but 
also emotional intelligence is needed for interpreting 
non-verbal elements. Whether non-verbal communica-
tion supports business men in their tasks or presents a 
diffi  culty depends entirely on them and their actions. In 
general, as we advance in our careers and even in our 
life, we tend to have more and be at least better

if not the best. Learning the non-verbal language is a 
very diffi  cult task that takes a lot of time and needs a 
lot of practice. But it is a very important step that guar-
antees success in business. If a person can interpret 
non-verbal language, he can control his own body 

language and his emotions; this always guarantees 
success. Not everyone can verbally communicate well, 
but everyone can learn how to interpret the non-verbal 
communication of others.
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“ . . . ;a sense of humor can be a great help—par-
ticularly a sense of humor about (oneself). Wil-

liam Howard Taft joked about his own corpulence 
and people loved it; took nothing from his inher-
ent dignity. Lincoln eased tense moments with 

bawdy stories, and often poked fun at himself—
and history honors him for this human quality. A 
sense of humor is part of the art of leadership, 
of getting along with people, of getting things 

done.”
— Dwight D.Eisenhower
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Consider a delinquent taxpayer who receives one of the 
following two letters in the mail:

Letter 1: We are writing to inform you that we have still not 
received your tax payment of $5,000. It is imperative that you 
contact us.

Letter 2: We are writing to inform you that we have still not 
received your tax payment of $5,000. By now, 9 out of 10 
people in your town have paid their taxes. It is imperative 
that you contact us.

The UK tax authority, HMRC (or, properly, Her Majesty’s 
Revenue and Customs), had been sending out a letter that 
looked a lot like Letter 1 for many years. They didn’t think 
that it was necessarily the most eff ective letter. In fact, they 
hadn’t thought much about the letter at all. After all, it was 
just a letter, an administrative necessity.

But in 2010, a newly formed team of behavioral scientists 
inside the UK government, known as The Behavioural 
Insights Team (BIT), set out to test its eff ectiveness. Where 
HMRC saw administrative hassle, BIT saw opportunity, the 
opportunity to collect overdue taxes by incorporating insights 
from behavioral economics and social psychology into the 
tax letter.

BIT  ran an experiment in which they sent out two letters 
— something like Letter 1 to a randomly selected group of 
delinquent taxpayers, and something like Letter 2 (which 
incorporates a concept that psychologists refer to as social 
norms) to another group. As it turns out, Letter 1 was costing 
the UK tens of millions of pounds per year because it was 
simply less eff ective than Letter 2. In response to Letter 2, 
delinquent taxpayers stepped up their game and started 
paying their dues.

We take two lessons from this tax letter. First, we all have 
intuition about what’s most eff ective — which letter is best, 
and how much of a diff erence it makes. But the best manag-
ers have humility about their intuition, which is sometimes off . 
Because of this, experimental methods are an important part 
of the managerial process and can tell us what works and 
what doesn’t.

Second, situations like the UK tax letter — where we just 
do the same thing over and over again without asking if it’s 
really eff ective — are very common. And managers need to 
recognize these situations for what they are: unnecessary 
risks. Why speculate when you can run an experiment to see 
what works? Just look around your organization, and you will 
fi nd opportunities all over the place.

To see communication experiments in action, consider the 
following:

 One of us (Luca, with coauthors Duncan Gilchrist 
and Deepak Malhotra) wrote a paper showing that 
the impact of higher wages depends on the refer-
ence point of the employee — and reference points 
are often set through communication. More general-
ly, compensation letters are a great but often wasted 
opportunity to engage with employees. For example, 
should you say, “This raise is our token of apprecia-
tion for the hard work that you do for this company” 
or “This raise is our token of appreciation for the 
hard work that you do for your colleagues”? Which of 
these is more eff ective at encouraging future moti-
vation depends on the motivations of an employee 
at a specifi c job, and can easily be tested through a 
randomized controlled trial.

 Companies routinely use text messages to reach 
customers, but not many take advantage of an 
experiment to fi nd out what works. Consider an 
example drawn from government elections: in 2011, 
Neil Malhotra found (with coauthors Melissa Michel-
son, Todd Rogers, and Ali Adam Valenzuela) that 
even a well-chosen cold-text — that is, a message 
sent to people who had not requested to be texted 
— increased voter turnout in the California elections. 
In this situation, one experiment may not be enough. 
While the text messages saw large eff ects, one 
might expect the eff ect to be smaller now that texts 
are such a common tool.

 Experiments can also tell when your intuition would 
have gotten it wrong. We’ve worked with organiza-
tions that were confi dent their advertising messages 
were eff ective, only to learn through a trial that they 
had no eff ect at all.

Every year, there are new ways to communicate with cus-
tomers and employees — letters, emails, texts, instant 
messages, chat apps. All of these are opportunities for 
organizations to communicate eff ectively in order to achieve 
their corporate objectives. The experimental method enables 
you to systematically improve your communication with your 
customers and to roll out changes that have proven success-

ful. When done correctly, experiments can 
drive success and create a culture of learn-
ing and innovation.

Michael Luca is an assistant professor of 
business administration at Harvard 
Business School.

Good Communication Requires Experimenting 
with Your Language
Michael Luca and Oliver Hauser
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Most researchers accept Ray Birdwhistell’s approxi-
mation that nonverbal communication accounts for at 
least 60 to 70 percent of what humans communicate to 
one another, although psychologist Albert Mehrabian 
estimates that as much as 93 percent of the emotional 
meaning of messages is transmitted nonverbally. Stud-
ies have shown that nonverbal messages are generally 
more believable than verbal ones; when verbal and 
nonverbal messages contradict

one another, most people believe the nonverbal. Non-
verbal communication is at least as important as verbal 
communication; however, the formal study of nonverbal 
communication is still in its infancy when compared to 
verbal communication.

Nonverbal communication describes all the 
wordless messages that people exchange, 

either intentionally or unintentionally. It plays 
an important role in the way people interact 
and is the primary means for communicating 
emotion, forming impressions, and communi-

cating about relationships.

Introduction
Most researchers accept Ray Birdwhistell’s approxi-
mation that nonverbal communication accounts for at 
least 60 to 70 percent of what humans communicate to 
one another, although psychologist Albert Mehrabian 
estimates that as much as 93 percent of the emotional 
meaning of messages is transmitted nonverbally. Stud-
ies have shown that nonverbal messages are generally 
more believable than verbal ones; when verbal and 
nonverbal messages contradict one another, most peo-
ple believe the nonverbal. Nonverbal communication is 

at least as important as verbal communication; howev-
er, the formal study of nonverbal communication is still 
in its infancy when compared to verbal communication.
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Charles Darwin’s The Expression of the Emotions in 
Man and Animals (1872) was one of the fi rst studies to 
associate nonverbal behaviors of humankind with other 
species and to emphasize its function of indicating 
mood, attitude, and feeling. His research initiated the 
modern study of nonverbal communications, an inter-
disciplinary fi eld that calls on scholars from linguistics, 
anthropology, sociology, physical education, physiology, 
communication, and psychology. The early works on 
nonverbal communication tended to be speculative, an-
ecdotal, and tentative, but by 1960, major works began 
emerging that organized and synthesized the exist-
ing data from these diverse fi elds. Theoretical issues 
became clarifi ed, and many methodological problems 
were solved.

Implicit Communication Codes
One of the most infl uential researchers in the nonverbal 
communication area has been Mehrabian, who calls 
this “implicit communication” because it is usually done 
subtly; people are generally not aware of sending or 
receiving nonverbal messages. Mehrabian found that 
nonverbal communication is used to communicate 
attitudes, emotions, and preferences, especially the fol-
lowing four: pleasure/displeasure; arousal/nonarousal; 
dominance/submissiveness; and liking/nonliking.

Each of these emotions is associated with a cluster 
of nonverbal actions that is communicated in one of 
seven diff erent codes. Codes are organized message 
systems consisting of a set of symbols and the rules 
for their use. The eight nonverbal codes are physical 
appearance (especially height and body type); kine-
sics (the study of body movements, gestures, posture, 
and facial expressions); proxemics (the use of space 
as a special elaboration of culture); haptics (the study 
of touch and touching); chronemics (the study of how 
people use and structure time); olfactics; paralanguage 
(tone, pitch, accents, emphases, yawns, voice qualities, 
rate of  speaking, and pauses) and silence; and arti-
facts (objects, such as clothing, jewelry, furniture, and 
cars, that are associated with people).

Functions
Joseph DeVito and Michael Hecht state that non-
verbal messages perform seven important functions. 
First, they provide information; this can occur deliber-
ately or through leakage, as when a person reveals 
that he or she is lying by talking overly fast and in short 
sentences. Second, they regulate interaction, by telling 

people when to begin a conversation, whose turn it is to 
speak, and when the conversation is over.

Kinesics, especially eye contact, is the main code used 
for this function. Third, nonverbal communication is the 
primary means of expressing emotions. Researchers 
have identifi ed the nonverbal cues used in expressing 
the basic emotions of happiness, surprise, fear, anger, 
sadness, disgust, contempt, and interest.  Paul Ekman 
and Wallace Friesen found that the expression and 
interpretation of emotions is universal; therefore, the 
nonverbal expression of emotion is probably biological-
ly determined.

The fourth function of nonverbal communication is 
in exercising social control. Nonverbal messages of 
power and dominance can be used to control people 
and events. Fifth, nonverbal communication helps to 
accomplish specifi c tasks or goals (such as hitchhiking 
using the familiar hand gesture). Sixth, nonverbal mes-
sages are very important in telling the listener how to 
interpret a message; for example, sarcasm is signaled 
through paralanguage, and kinesics help to commu-
nicate empathy, as when the speaker leans forward 
and touches the listener while giving bad news. Finally, 
nonverbal messages present a person’s self-image. 
Physical appearance is usually the major code used 
in forming fi rst impressions; artifacts such as clothing, 
offi  ce furniture, hairstyle, and glasses can be used to 
create a variety of self-images.  Paralanguage, such as 
a squeaky voice or a certain accent, may also help to 
create a particular image of a person.

 Characteristics
Just as verbal messages are often misunderstood, so 
are nonverbal messages. Three characteristics of non-
verbal communication are important in understanding 
the potential for confusion that may exist in both send-
ing and interpreting nonverbal messages. First, nonver-
bal communication is diff erent from nonverbal behavior. 
Nonverbal communication consists of messages that 
are symbolic, that stand for something other than them-
selves. Nonverbal behavior does not stand for anything 
else. For example, if a listener avoids eye contact with 
a speaker because of an emotional response to the 
message or to the person, or if the speaker interprets 
the action that way, the action is nonverbal communica-
tion. If the listener avoids eye contact because the sun 
is in her eyes, and the speaker does not interpret it as 
meaningful, then the action is nonverbal behavior.
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Second, nonverbal communication activity is rule-guid-
ed. These rules are arbitrary and unwritten; they are 
learned by observing others. Breaking these rules can 
provoke unpleasant emotional reactions; for example, 
staring at someone in an elevator can result in hostili-
ty. Because the nonverbal rules are arbitrary and may 
change from situation to situation (such as at home ver-
sus on the job), it is important to be a careful observer 
and learn the rules before acting.

The third characteristic is that nonverbal communi-
cation is strongly infl uenced by culture. Although all 
cultures interpret some nonverbal behaviors (such 
as smiling) in the same way, they also diff er from one 
another in interpreting other nonverbal messages, 
such as proxemics. Many cultures, for example, allow 
a closer standing distance than does the culture of the 
United States, and this diff erence can often result in 
misunderstandings. Hand gestures that are innocent in 
one culture may be highly off ensive in another.

Interpersonal Relationships
Nonverbal communication has been used to examine 
almost every aspect of human behavior. Two of the 
most widely researched areas are interpersonal rela-
tionships and nonverbal communication in the work-
place.

Nonverbal communication plays an important role in 
initiating, maintaining, and terminating relationships. 
One study identifi ed fi fteen cues that express a wom-
an’s interest in dating; almost all of these were non-
verbal cues, including high amounts of eye contact, 
smiling, forward lean, shoulder orientation, close (about 
45 centimeters, or 18 inches) proximity, and frequent 
touching. The men and women participants all agreed 
that a woman who displays these cues to a man is 
probably interested in dating him. More than two-thirds 
of the males surveyed said they prefer women to use 
these nonverbal messages to convey their interest in 
dating; less than one-third said they preferred a verbal 
approach. A similar study observed fl irting behavior in 
a singles bar and catalogued fi fty-two diff erent nonver-
bal acts; the most frequently occurring were eye gaze, 
forward lean, smiles, and touch.

Nonverbal cues are also used to develop and maintain 
relationships. On dates, sexual intimacy is regulated 
by nonverbal cues, and increasing intimacy is marked 
through intimate physical contact. Desmond Morris, in 
his book Intimate Behaviour (1971), suggested twelve 
stages of contact in animal courtship that he believes 

apply generally to human beings: eye to body, eye to 
eye, voice to voice, hand to hand, arm to shoulder, arm 
to waist, mouth to mouth, hand to head, hand to body, 
mouth to breast, hand to genitals, and genitals to geni-
tals. Finally, nonverbal cues are involved in relationship 
termination. There are many nonverbal signs that a 
relationship is ending, including chronemics (less time 
spent together), less touching and mutual eye contact, 
and fewer smiles.

Understanding Power in the 
Workplace
Nonverbal communication on the job can determine 
who is hired, promoted, and fi red. Power plays an 
important role in business organizations, and, as 
Mehrabian demonstrated, nonverbal communication 
is the implicit communication system through which 
power is manifested. The nonverbal codes that are 
most often used in communicating power are physical 
appearance, artifacts, kinesics, proxemics, haptics, and 
chronemics.

A person’s height and physical size are important com-
ponents of power and status. Research shows that tall-
er men get better jobs, are paid larger salaries, and are 
perceived as having more status; overweight people 
have more problems getting hired and being accept-
ed by colleges. Attractive people are more persuasive 
than unattractive people and are more likely to receive 
assistance and encouragement. Body shape is asso-
ciated with a wide range of personality characteristics: 
For example, mesomorphs (bony, muscular, athletic) 
are identifi ed as being dominant, confi dent, and adven-
turous; ectomorphs (tall, thin, fragile) with being shy, 
tense, and awkward; and endomorphs (soft, round, 
fat) with being dependent, sluggish, and sympathetic. 
People make these judgments unconsciously, and the 
impressions are usually diffi  cult to overcome.

Artifacts function as symbols of power in four ways: 
First, they are symbols of the power structure within the 
organization; second, individuals who have access to 
them may rise to more powerful positions in the for-
mal power structure; third, certain artifacts may be the 
actual rewards that maintain the organization through 
material reinforcement; and fi nally, artifacts of power 
may produce self-expectancies that actually cause 
the individual to act in a more powerful manner. Some 
examples of artifacts that symbolize power are large 
corner offi  ces, reserved parking places, and expensive 
company cars and offi  ce furnishings. Clothing is an 
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artifact that helps others determine a person’s status, 
credibility, and persuasiveness; for example, in one 
study, job interviewers rated applicants who dressed in 
darker colors as more competent than applicants with 
the same qualifi cations who dressed in light colors. 
Kinesic postures and positions correspond to organiza-
tional positions in that superiors tend to be more kine-
sically expansive than subordinates. One kinesic sign 
of power is upright posture; another is a comfortable, 
relaxed seated position with the legs crossed, arms 
asymmetrically placed, and body leaning sideways and 
reclining slightly.

Numerous dominance and submission messages 
are sent via facial expressions because they convey 
emotional states and evaluations better than any other 
part of the body; the human face is capable of more 
than 250,000 diff erent expressions. Among both pri-
mates and humans, smiling is a submissive gesture 
often displayed to appease a dominant aggressor. Eye 
gaze is another indicator of power; many researchers 
have found that higher-status persons look more when 
speaking and look less when listening than do low-
er-status persons. Apparently the high-status individual 
has both the ability and the prerogative to maintain 
visual attentiveness while speaking but is not obligated 
to reciprocate eye contact when listening. These gaze 
patterns during interactions may severely undercut or 
augment an individual’s power.

In proxemics, as Nancy Henley points out in Body 
Politics: Power, Sex, and Nonverbal Communication 
(1979), dominant animals and dominant humans follow 
the same pattern: They control greater territory; they 
are free to move in territory belonging to others; sub-
ordinates yield space to them when approached, or in 
passing; they are accorded greater personal space; 
and they take up more space with their bodies and pos-
sessions. Haptic behavior is the most intimate form of 
nonverbal communication. Power and control are com-
municated through the initiation of touch. Empirically, 
touchers have been found to be signifi cantly more dom-
inant than recipients of touch, higher-status persons 
more frequently will touch lower-status persons,and 
direct poking with an index fi nger is a dominant act.

Role in Human Development
Nonverbal communication was of interest primarily to 
elocutionists until 1872, when Darwin published his 
fi ndings. Darwin aroused interest in nonverbal commu-
nication among researchers in many diff erent fi elds, 
especially psychology. Nonverbal communication is of 
particular interest to the fi eld of psychology for two rea-

sons: its role in the development of human personality 
and its usefulness in treating patients with psychologi-
cal disturbances.

Nonverbal communication, especially touch, plays an 
essential role in human development. Of the available 
forms of communication, haptics is the fi rst form devel-
oped in infants. Babies explore their own bodies and 
their environment through touch. Psychologically, the 
infant, through self-exploration, begins the process of 
achieving self-identity, environmental identity, security, 
and well-being. The development of healthy individu-
als seems related to the amount of touch they receive 
as infants; for example, tactile deprivation has been 
associated with learning problems and lack of trust and 
confi dence.

Relationship with Disorders
Clinical psychologists have become increasingly inter-
ested in the relationship between psychological disor-
ders and nonverbal behavior, and they have relied on 
a knowledge of the behavioral symptoms of maladjust-
ment in diagnosing and treating psychological prob-
lems. Sigmund Freud believed that a patient’s physical 
actions were at least as important as verbal actions in 
communicating the sources of psychological trauma.

Wilhelm Reich used relaxation exercises with his ob-
sessive-compulsive patients; his belief was that actions 
and feelings are connected, and if feelings cannot 
be changed through discussions and insight, maybe 
they can be modifi ed by simply changing a person’s 
postures, gestures, and facial and vocal expressions. 
More recently, Reich’s premise has been elaborat-
ed extensively by action-oriented therapies such as 
dance or body-awareness therapy. In some cases, the 
therapist tells the client to express diff erent emotions 
through movement. By observing these movements, 
the therapist is able to fi nd out which emotions the 
client typically and easily conveys and which he or she 
has trouble expressing. The latter are symptomatic of 
a more general diffi  culty, and the client is encouraged 
to express these particular feelings in movements. The 
improved ability to express such feelings in action can 
then provide the stimulus for a more explicit discussion 
of feelings.

Olfactory Research
In the 1990s, psychologists and other nonverbal re-
searchers became interested in the role of olfaction 
(the study of how people use and perceive odors) and 
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olfactory memory in aff ecting mood and behavior and in 
improving the learning process. They found that strong 
fragrances such as musk can cause mood changes.

Synthetic aroma chemicals that are often used seem to 
be the culprit, but researchers have not yet discovered 
why smelling these chemicals would cause a person’s 
mood to change.  Researchers also discovered that ol-
faction aff ects behavior; for example, workers exposed 
to stimulating scents such as peppermint set higher 
goals and were more alert and productive than workers 
who were not exposed to the scents.

Finally, olfactory memory seems to play a role in 
learning. In one study, fragrance was sprayed in the 
classroom while the professor was lecturing. When 
students were tested, the same fragrance was sprayed. 
Students in the experimental group scored much higher 
and seemed to retain more of the knowledge than did 
students in the control group, who had not smelled the 
fragrance. The area of olfaction appears to be a prom-
ising one for nonverbal communication researchers.
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“Developing excellent communication skills is 
absolutely essential to effective leadership. The 

leader must be able to share knowledge and 
ideas to transmit a sense of urgency and enthu-
siasm to others. If a leader can’t get a message 
across clearly and motivate others to act on it, 
then having a message doesn’t even matter.”

— Gilbert Amelio
President and CEO of National Semiconductor 

Corp.
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Understanding the secrets of 
job satisfaction
Approximately 15 years ago, Paul Colonna’s process 
review committee met and discussed a desire to move 
a laboratory printer from one bench to another, some 
fi ve feet away, a spot more accessible to staff . Colon-
na—currently UCLA’s David Geff en School of Medi-
cine’s director of operations of microbiology and immu-
nology, molecular pathology, cytogenetics, and orphan 
disease—replied by saying, “So why don’t you move 
it?”

“To this day, I still get people thanking me for moving 
that printer, because now it’s more effi  cient [for their 
work],” Colonna says. “It’s the little things like that—the 
shining light in my staff  ’s eyes, if you will—that defi ne 
job satisfaction to me.”

Managers often work at instilling job satisfaction in 
their staff —making sure their employees are treated 
professionally, well compensated, and furnished with 
challenging and purposeful tasks. But to do all those 
things successfully, a manager must also be content in 
the workplace. And each manager’s recipe for satisfac-
tion—a blend of intrinsic fulfi llment and external ele-
ments— consists of a unique proportion of factors.

“Diff erent people have diff erent needs—I’m not the kind 
of person [who] needs pats on the back,” he says. “I 
get more personal satisfaction [from] doing my job and 
trying to do it well.”

Happy staff 
Managers often feel empowered when their staff  is 
thriving and content. This empowerment is a leading in-

Happy Labs
Managers often work at instilling job satisfaction in their staff .  But to do this successfully, a manager 
must also be content in the workplace.

By Sara Goudarzi
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gredient for a manager’s satisfaction at the workplace. 
For Colonna, if his workforce of 550 is happy, he feels 
gratifi ed knowing he is performing his job properly.

“Job satisfaction for me is job satisfaction for my staff ,” 
he says.

Becky Martin, the lab director of a 200-bed hospital, a 
division of the Baylor Healthcare System in the Dallas 
Metroplex, also fi nds fulfi llment as a manager when her 
staff  is content.

“We have worked very hard this past year on reducing 
blood culture contamination and have been very suc-
cessful,” she says. “But the thing we did not expect was 
how it would elevate the morale of the staff  and their 
pride in themselves [as a result of] this eff ort.”

Martin, who spent time with the group making supply 
bags, didn’t realize how much her joining this eff ort 
meant to the group. She also didn’t anticipate how 
much their contentment was contagious.

“I call these ‘halo moments,’ when the staff  really get 
what our mission is and they embrace this with gusto 
and have happiness just spilling over,” Martin adds.

Friendships and relationships
Most employed individuals in this country spend half, 
if not more, of their waking hours at the workplace. 

Friendships at the offi  ce or laboratory facilitate security, 
trust, increased communication, and gratifi cation.

“My employees are my best friends,” says Jackie 
Darvish, president of Atlas Environmental Laborato-
ry in Manhattan, NY. “We work like a family here. Even 
though we’re all diff erent—diff erent ages, diff erent 
nationalities, and such—we get along well together.”

These types of relationships, according to Darvish, fos-
ter a loving atmosphere in which the long lab days are 
for the most part enjoyable ones, both for the employ-
ees and for Darvish.

Outside relationships are also critical to a manager’s 
contentment. With strong ties to others in the same 
industry, lab operations run more smoothly, eff ectively 
reducing stress and in turn producing more satisfi ed 
managers.

“I have contacts all over the health system with the 
kinds of relationships where they know that you get the 
job done and they know who you are and what you do 
and that you communicate well,” Colonna says. “You’d 
be surprised by the little things they do for you that 
maybe other people don’t.”

“I think it’s a really critical part of the teamwork that if 
you don’t have that collaboration and engagement with 
other people outside of your arena, it’s going to ulti-
mately cause you problems. We’re all interdependent 
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on everyone else,” he adds.

Communication
A top driver of happiness in the workplace is eff ec-
tive and open communication. Proper transmission of 
information is key to accomplishing both individual and 
collective goals, which in turn leads to managers who 
are less taxed and therefore more content running a 
laboratory.

“Ninety percent of the errors seen in hospitals can be 
tracked in some way back to communication issues,” 
Martin, who runs the lab’s communication eff orts, says. 
“The better we communicate with others, the more we 
can accomplish.”

Others agree and indicate that communication, in all 
arenas of the workplace, is a necessity.

“I think you need to communicate downward to the 
staff , but you also need to communicate upward to 
upper management,” Colonna says. “They need to 
know everything that’s going on. So you really need to 
communicate, and once you engage with the staff  or 
upper management, [the discussions] keep growing, 
and I think that—being collaborative and professional, 
and treating people with respect—is really the key to all 
of it.”

This exchange of ideas is important not only within labs 
but also with the outside world, be it vendors, subcon-
tractors, or clients.

According to Darvish, communicating clearly and effi  -
ciently is probably the most important aspect of running 
her laboratory and company. She constantly works 
hard to acquire knowledge on a specifi c topic and then 
transmits that information to both her employees and 
clients.

“I have to make sure that each involved person knows 
what to do,” she says. “I always try to train them and 
explain issues to them so they know what they are up 
to.”

And for her, the lines of communication aren’t just open 
from nine to fi ve, but at all hours of the day.

“We are not doctors, but we are on call 24/7,” she says 
of her eff orts to relay information when necessary. “So 
in the middle of the night, if there’s an emergency, my 
clients can feel perfectly free to call me. Same thing 
with my technicians; I’m always on call to answer any 
questions.”

Upper management
Research shows that when employees are given some 
degree of autonomy at the workplace, their satisfaction 
at the business place rises. This is partially because 
individuals get a sense of increased accountability for 
the quality of tasks they perform. Managers are no 
diff erent, and consider self-governance an important 
aspect of trust and responsibility on behalf of upper 
management.

“I think you need to have a boss [who] understands that 
you are trying to do a good job, someone who is em-
pathetic, someone who understands your challenges 
and certainly understands the work you’re doing,” says 
Colonna.

Another factor that allows managers to better enjoy 
their work atmosphere is the way in which they view 
upper management. In addition to having autonomy, 
managers and directors fi nd it important to look up to 
those higher on the corporate ladder.

“I am the type of person [who] has to like, and respect, 
who I work for,” Martin says. “That does not mean I 
have to agree on every issue, but [I need to] respect 
their opinion to excel in our eff orts.”

Organization reputation
One of the most infl uential factors in job satisfaction is 
an organization’s reputation. An organization’s image is 
key to how a company is evaluated by advisory boards 
and other stakeholders, and therefore it is an important 
aspect of feeling stable as an employee and therefore 
feeling satisfi ed. In fact, studies show that company 
reputation and employee commitment, pride, and satis-
faction are positively associated.

“When they say that UCLA is the best in the West and 
number fi ve in the nation, that makes me pretty proud,” 
Colonna says. “I’ve been here 29 years, [and] it’s been 
an incredible opportunity for me, an incredible job. I 
work with some incredible people, both staff  and man-
agement, so I do think that is a big satisfi er.”

Similarly for Darvish, the laboratory’s reputation is the 
reason her business has been successful and that 
she’s been happily continuing in her pursuit of enhanc-
ing and expanding it.

“I don’t have a marketing division in my company,” she 
says, “but thanks to our reputation, people know and 
come to us regardless.”
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Personal goals
Progress in personal goals is another major force in 
career fulfi llment. For some managers, it’s the over-
arching mission of the work they do that satisfi es that 
need. For others, it’s achieving a dream of building an 
organization from the ground up and seeing it thrive.

When Darvish fi rst immigrated to this country, she 
wanted to enroll in graduate studies in chemistry. But 
faced with fi nancial barriers and language diffi  culties, 
she took a job as a technician in a laboratory during the 
day and babysat in the evenings. She went on to take 
odd jobs, including selling real estate and clothing, but 
never lost sight of her objectives: to be a chemist and 
have her own business. To that end, Darvish got back 
into chemistry by working for other companies and 
quickly began moving up in the lab world.

“I never stopped learning; I kept going to diff erent sem-
inars, reading books, and addressing my weaknesses,” 
she says. “Little by little, I went from chemist to lab 
manager to lab supervisor to lab director, and at the 
end, I started my own company.”

This, Darvish explains, has been the ultimate satisfi er.

“Being a part of serving people and seeing clients so 
happy and grateful makes me joyful,” she says.

Martin’s personal goals have more to do with her 
leadership role in an organization that works to better 
patients’ lives.

“Getting the things done that eff ect change and im-
provement in my hospital plays a very important part 
in job satisfaction,” she says. “As leaders, we’re faced 
with decisions every day that aff ect our lives and the 
lives of our patients. Knowing that from [someone with] 
the smallest job function to the top leader in the compa-
ny, [we] have a common goal and desire to improve life 
makes coming to work a great satisfi er.”

Sara Goudarzi is a Brooklyn-based writer. Her writing has 
appeared in National Geographic News,The Christian Science Mon-
itor, Space.com, and Science World magazine, among others. Sara 
teaches writing at New York University.
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“The basic building block of good commu-
nications is the feeling that every human 

being is unique and of value.”
— Unknown
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The majority of teams I work with have a confl ict 
problem: They have too little confl ict. They seldom 
express dissent, diversity of opinion, or frustration. 
Instead, they act passive-aggressively toward one 
another, leaving themselves in a quagmire of unre-
solved issues. As a team leader, you need to foster 
productive confl ict to limit the damage done by this 
behavior.

Passive-aggressiveness is simply the indirect 
expression of hostility. It can take the form of a 
pervasive negative attitude, such as resentment 
or sullenness. It can also manifest in resistance 
— both covert (procrastination or stubbornness) 
and overt (sarcasm or gossip). This behavior often 
has its roots in early experiences. Children raised 
in situations where it is unsafe to address confl ict 
learn to stifl e their dissent. In the workplace, those 
who have experienced negative consequences as 
a result of disagreeing, such as being ostracized, 
disciplined, or even terminated, may similarly learn 
not to express confl ict directly.

The cost of passive-aggressiveness is high. At the 
business level, the negative eff ects include slow 
decision making, poor risk identifi cation and miti-
gation, and stalled execution. On the team level, 
unarticulated but apparent frustrations erode trust, 
interfere with communication, and contribute to 
animosity. For individuals, the prolonged stress of 
unaddressed confl ict takes a toll. Everyone suff ers.

As a team leader, your role is to foster productive 
confl ict by surfacing issues that would otherwise 
go underground. But having too little confl ict can 
often be attributed to confl ict-avoidant team lead-
ers. Refl ect on your own mindset about confl ict. If 
you realize you are confl ict avoidant, you will need 
to shift your own mindset before implementing the 

tactics below. Think about what contributed to your 
biases about confl ict and which outdated notions 
can be discarded. Then focus on the benefi ts 
of addressing confl ict more directly, such as in-
creased innovation, faster execution, less gossip 
and drama, fewer meetings, and better risk mitiga-
tion.

Team members resort to passive-aggressive 
behavior when they perceive the discomfort of 
addressing an issue directly to be greater than the 
discomfort of addressing it indirectly — or not ad-
dressing it at all. You can increase the likelihood of 
productive confl ict by making team members feel 
more comfortable with openly disagreeing and less 
comfortable with stifl ing diff erences.

First, hold a special session to discuss the dynam-
ic you want to establish. Be explicit about the need 
for confl ict, and work with the team to set your con-
fl ict ground rules. You can say, “I’m concerned that 
we aren’t using our meetings eff ectively to air all of 
our opinions” or “I want everyone to add value be-
fore decisions are made, not after.” Don’t be afraid 
to be direct about counterproductive behavior. For 
example: “Often, two or three people come to my 
offi  ce after each meeting to discuss something that 
I expected to be raised in the meeting.”

When a contentious issue comes up in ongoing 
interactions, remind the team of your expectations: 
“This is a sensitive discussion and it’s one we need 
to have out in the open” or “I would ask everyone 
to weigh in on this” or “How are we going to ap-
proach this discussion productively?”

Next, make room for dissent. Before bringing any 
discussion to a close, ask, “What haven’t we talk-
ed about?” or “How might someone criticize this 

Reduce Passive-Aggressive 
Behavior on Your Team
Liane Davey
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idea?” Similarly, before making a decision, ask, 
“Are we ready to make this decision?” or “What 
could we consider that would improve the qual-
ity of this decision?” or “What might cause us to 
re-open this decision after we make it?” You want 
people to feel like they are contributing positively 
by raising a confl icting perspective.

When someone does introduce a diff erent point 
of view, spend time discussing it. You might say, 
“That is a really diff erent w ay of looking at this is-
sue — what can we gain from that perspective?” or 
“If we assume Mary’s point is true, what would be 
the implications?” If you suspect that the dissent-
ing opinion might be unpopular, lend it credence 
(without necessarily agreeing with it) by saying 
something such as “That’s not how I was thinking 
about it. Can you explain your reasoning?”

These techniques will make team members feel 
more comfortable raising their concerns directly. 
The other half of the equation is to make suppress-
ing confl ict feel increasingly uncomfortable.

Make sure you identify passive-aggressive behav-
ior every time you see it. For example, when body 
language is negative, ask, “I’ve noticed that you’ve 
pushed away from the table. How are you reacting 
to this discussion?” or “I just saw three people roll 
their eyes. What’s going on?”

Commonly, passive-aggressive behavior is ex-
pressed with sarcasm. Don’t allow humor to shut 
things down. Say, “We’ve enjoyed a laugh, now 
let’s get back to Bob’s point” or “I get the sense 
we’re using humor to avoid a serious discussion. 
What’s making this conversation diffi  cult?”

Finally, you need to shut down all back channels. 
Those meetings after the meeting need to stop. 
When a team member comes to complain outside 
the meeting, redirect them: “I’m concerned that I 
didn’t hear this point of view in the meeting. What 
are you hoping to accomplish by raising it now?” or 
“Tell me about your decision not to raise this in the 
team meeting.”

When someone tries to reopen a decision, ask, 
“What new information do we have that would lead 
us to address this again?” Be clear that it would 
have to go back to the team to be reversed. And 
be fi rm: “We already knew that when we made the 
decision.”

By calmly and directly highlighting each instance of 
passive-aggressive behavior, you will make resist-
ing covertly feel more uncomfortable. Over time, 
your team members will be able to say what’s on 
their minds more easily.

Passive-aggressive behavior costs us dearly. We 
lose productivity, and our teams suff er from frustra-
tion, stress, and anxiety. It may be hard to believe, 
but the path to increased productivity and de-
creased stress is more confl ict, not less. As a team 
leader, it’s your job to foster that open, direct, and 
productive confl ict.

Liane Davey is the cofounder of 3COze Inc. She is the au-
thor of You First: Inspire Your Team to Grow Up, Get Along, 
and Get Stuff  Done and a coauthor of Leadership Solutions: 
The Pathway to Bridge the Leadership Gap. Follow her on 
Twitter at @LianeDavey
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1. Introduction
After synthesizing the opinions of the most relevant authors in the 
literature in the fi eld, Erdogmus and Çiçek (2012) defi ne Social 
Media as the activities, practices and behavior met in the commu-
nities which gather to share information, knowledge and opinions 
by means of conversational environments. 

According to authors Kaplan and Haenlein (2012, p. 62), the 
concept of Social Media is related to the concepts of Web 2.0 and 
User Generated Content, but it is diff erent than these. Web 2.0 
represents an ensemble of technological platforms which allow the 
interaction of the users by creating and sharing information and 
other diff erent online materials. Web 2.0 introduces a new version 
of the World Wide Web in the Internet network, characterized by 
novelty, interactivity, possibility to continuously adapt to the users 
need and the technological discoveries in the fi eld. Web 2.0 is the 
infrastructure, the technological foundation which makes possible 
the Social Media phenomenon. The User Generated Content re-
fers to the sum of information the users accustomed to the Internet 
are uploading on diff erent sites – the examples on the Wikipedia 
(2013) refer to the personal videos on You Tube channels, photos 
on sites such as Facebook, Flickr or Instagram, personal views 
summarized in short texts and posted on Twitter or published on 
individual or group blog or microblog pages such as the touristic 
impressions people post on sites such as tripadvisor.com or amfos-
tacolo.ro, mentioned by Cureteanu, Isac and Lile (2010, p. 258).

Kaplan and Haenlein (2012, p. 62) identify the following types of 
Social Media: collaborative projects, blogs and microblogs, virtual 
communities, socializing networks, the virtual world of games. The 
number of users of this type of services is increasing every year. 
Smith (2013) presents the number of users of top services from the 
Social Media – we mention only that at the end of 2013, Facebook 
registers 1,19 billions of active users per month, Flickr has 87 
millions of users who share 8 billion photos, Gmail has 425 millions 
of users, Groupon 43 millions, on Wordpress there are 66 million 
blogs and the users on You Tube in a number of 1 billion bring 4 
billions of visualizations every day.

7th International Conference on Globalization and Higher Education in Economics and Business Administration, GEBA 2013

Social Media – the new paradigm of 
collaborat ion and communicat ion for 
business environment
Mircea Georgescua*, Daniela Popescula

Faculty of Economics and Business Administration, University “Alexandru Ioan Cuza”, Bld Copou, no. 22, Iasi,700505, Romania

Abstract
We are currently witnessing a phenome-
non of constant and quick growth in the 
use of the Internet for communication and 
collaboration between people. The 2.0 
version of World Wide Web has become 
the medium for collaborative projects, 
blogs and microblogs, virtual communities, 
socializing networks, group games – all 
united under the so called „Social Media” 
concept. The high level of use and inter-
action of Social Media infl uences greatly 
the business environment which is thus 
exposed to a paradigm shift, where hierar-
chies fall apart and the communication and 
colaboration create wider and wider net-
works for the employees and all the part-
ners of the organizations. In this spirit, the 
purpose of this article is to briefl y review 
the impact of the Social Media on busi-
ness, based on the analysis of the relevant 
literature in the fi eld. There is mentioned 
the creation of virtual proximities which rely 
on the transfer of knowledge, production of 
positive network externalities, increase of 
business information capital as well as the 
social and ethical implications related to 
Social Media.
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Starting from these statistics, we can estimate that the Social 
Media revolution is not only ”on the way” to the business en-
vironment, but it is also seen in the organizations worldwide 
due to the incredible speed it enters all the fi elds of social 
and economical life. The Social Media impact on the eco-
nomical environment is presented in what follows.

2. Social Media creates virtual 
    proximities which support the transfer    

    of knowledge
Through Social Media, virtual proximity becomes a substi-
tute of physical proximity in case of standard transactions. 
Morgan (2004) warns that this is not viable as well ”for the 
transactions with a high degree of complexity and ambiguity”, 
starting from the premise that normally, within organizations, 
knowledge is found in a tacit form and decoding and spread-
ing knowledge require the physical proximity and keeping 
personal relationships between the economical agents. If we 
consider the organizations as sums of knowledge fl ows, we 
notice the major role played by individuals as generators and 
consumers of knowledge. The individual is a thinking elec-
tron who encapsulates knowledge (seen as a fl uid mixture 
of assumed experiences, values, contextual information, 
understanding and expertise) thus building a frame for the 
assessment, undertaking and creating new experiences and 
information. The receptor relates the received knowledge to 
his own mental frame and creates his own interpretations, 
generating new knowledge every time, on a greater or small-
er scale. Nonaka, together with Toyama and Konno (2000, 
p. 7) state that the individuals know as a result of a dynamic 
process, based on the interaction with other people, in a 
certain spatial and time context whose importance should 
not be neglected. According to Jennex (2007, pp. 2-3), the 
transfer of knowledge fi nds its place in an organization when 
its members pass on the explicit and tacit knowledge. Ob-
taining, using and sharing tacit knowledge by individuals is 
considered essential for the progress of any organization. 

The features of the modern organizations, based mainly on 
knowledge (namely the intangible character of input and 
output, the constant interaction with clients and the diff erent 
kinds of partners, the strong interdependence of experts and 
their personal judgement, innovation in the sense of constant 
renewal and widening of the product and service portfolio, 
informational asymmetry) have increased the need but also 
the possibilities to make quick informational and knowledge 
transfers which together represent the key critical factors in 
the business environment nowadays which is dynamic and 
global. In our view, the socializing networks play their role 
in diminishing the barriers that might come up in the way of 
knowledge transfer. 

Nowadays, the cooperation and interconnectivity become 
more and more important in the research-development and 
innovation areas and Social Media responds well to these 
needs. One of the main characteristics of individual agents 
constantly involved in knowledge fl ows (called ”knowledge 
workers” in the literature) is the ability to delegate some of 
their tasks to technology. Freed from the care of repetitive 
activities, the employees can dedicate their time and eff orts 
to value adding tasks, which involve creativity and innova-
tion. Moreover, the habit of using ICT devices in the everyday 
activity makes them open to new accomplishments achieved 
by technology, such as Social Media. People are attracted 
to the social networks by the way in which information is 
crammed – namely in conversations and links, rather than 
in highly formal data bases and information bodies. In the 
friendly and easily accepted environment, created in such a 
way to capture easily unstructured information and knowl-
edge from multiple experiences, the employees can com-
municate easier, opening channels to transfer knowledge. In 
order to support this statement,

Breschi and Lissoni (2001) notice that the social networks, 
based on personal knowledge coming from common profes-
sional experience are the main channels not only for distri-
bution but also for the creation of information and knowledge 
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(consequently for innovation). Mention must be also made 
about another important contribution of the two authors: in its 
tacit form, knowledge represents common property, selec-
tively owned, as club goods shared between the epistemic 
community members regardless of the place they hold. 
Schwartz (2009) also states that there have been noted in-
creases in productivity by the employees collaboration to the 
social networks. In conclusion, the geographical closeness 
per se is neither a suffi  cient nor a necessary condition. For 
inter-organizational learning, social or organizational proxim-
ity might be more important than spacial proximity – see also 
Maftei (2011).

3. Social Media contributes to the 
    creation of pozitive network 

    externalities
The role of technology in the network has been the object 
of studies especially in the second half of the 1980’s, when 
the new economical models were analysed by the literature 
in the fi eld - see Shapiro, Varian (1999), Liebowitz, Margolis 
(1994), Matutes, Regibeaue (1988). One of the most well-
known defi nitions belongs to Varian (2006): network external-
ities are a special type of externalities in which the personal 
utility of a particular thing depends on the number of persons 
who are consuming it.

Generally speaking, network externalities appear when the 
last person connected to the network, due to his/her partic-
ipation, ensures the increase in utility for all the users. This 
situation is considered a positive network externality. Ac-
cording to Top, Dilek, Colakoglu (2011), there might be three 
possible sources for the positive externalities. In the case in 
which someone buys a phone, for example, the fi rst positive 
source of externality is that the other people will be able to 
communicate with one more person by using that device; 
the second source – the consumers will be able to fi nd much 
more easier complementary goods in case that particular 
thing is sold in a greater quantity on the market; the third 
source – it is much more easier to fi nd services after the sell-
ing, in case the product is popular on the market. Also, the 
friends’ infl uence might be considered an alternative source 
which produces network externalities. A person might decide 
to use a product because he wants to use whatever his /her 
fi rends are currently using or because by using that product, 
he/she might ask for assistance from his friends as regards 
the usage of that particular product – see Chiaravuthi (2006).

The Information and Communication Technologies do more 
than to confi rm this rule and the important steps taken in the 
ICT fi eld are considered by many authors as one of the vec-
tors of change in the world economy – see Colakoglu, Dilek 
(2010). One of the important eff ects of the revolution made 
by ICT is defi nitely the increased percentage of network 
importance in the economical ensemble. 

The sources which lead to network externalities can be iden-
tifi ed in relation to two aspects: direct and indirect eff ects. 
The direct eff ects start from the principle that an increase 
in the number of users of a product or service will increase 
the benefi ts of each user. The direct network externalities 

appear when the utility of a consumer depends directly on 
the total number of compatible services - Top, Dilek, Colak-
oglu (2011). For example, in the case of an online site such 
as Groupon, the more users ask and off er, the greater the 
chances to be able to choose from a wider variety of prod-
ucts and services and the transaction volume will also grow. 
The indirect eff ects are the ones related to the complementa-
ry products: a growing number of Facebook users will lead to 
an increase in users for the Facebook application for smart-
phones. Consumers believe that variety, availability and the 
number of complementary products are positively infl uenced 
by the products’ market share. 

Gartner considers that by 2016, the social technologies will 
have been integrated into the majority of the commercial 
applications, increasing the potential infl uence of the exter-
nalities created by this category of technologies. Tapscott 
and Williams (2006) state that the managers see the socializ-
ing devices as a means to reorganize the companies in order 
to capitalize on the human wish to collaborate and to make 
a profi table use of the network externalities. The pioneers 
in collaboration paradigms take advantage of the common 
use of resources with the clients and even with the compet-
itors, in order to reach the so-called ”win-win situation”. The 
same authors note that the people in marketing see the new 
socializing instruments as an ideal way of making their mes-
sage heard, of promoting their products and services and 
to take their relationship with the clients to a new level. The 
online consumer has diff erent requirements in comparison 
to the usual consumer, the online buying activity becomes 
more and more private, more personal and the expectations 
of the person browsing for a certain product are harder and 
harder to predict and rank in the general purchase behaviour 
rules. The Social Media strategies and instruments should 
be adopted to attract more consumers, to develop quick, 
interactive, personal and longlasting relationships with them, 
so that their satisfaction might be positively infl uenced and 
be permanently on an upward trend.

4. Social Media increases the 
     informational business capital

Contemporary economy is no longer totally dependant 
on natural resources. They are gradually replaced by the 
intellectual ones: the informational capital proves to be as 
important as the fi nancial capital while the company targets 
are reached. It allows a better evaluation of the company’s 
abilities regarding generating profi t than the conventional 
standards. There have been made many proposals to apply 
more adequate systems to estimate the potential of a com-
pany, in the age of an economy based on knowledge. This is 
seen in the attempt to include the intellectual capital (mean-
ing the intellectual potential of a company employees) and 
the informational one in the balance sheet of a company.

Social Media supports the informational capitalization by 
spreading the information about the organization with ease 
as well as by acquiring valuable information and in consider-
able quantity about employees, suppliers and clients. The so-
cial networks can be a source of information about a certain 
business for the consumers. They might off er essential data 
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about a business without the need to pay expensive publicity. 
Apart from the networks such as Facebook, blogs are also 
a type of Social Media worth exploiting by the companies. 
@DellOutlet was one of the most successful stories on big 
companies which use Social Media. @DellOutlet is a user 
account on Twitter, kept by Dell which informs the consumers 
on the major discounts for the Dell computers and products. 
The company said that only due to their presence on Twitter, 
where they have almost 1.5 million adepts, they have earned 
6.5 million dollars - Parr (2009). The very precise information 
thus obtained about the clients’ preferences allows them to 
make a well-targeted publicity. Starting from the data from 
the users’ profi les, the companies can post oriented adverts 
on diff erent websites in order to reach those who might 
have an interest in the products they off er. The geographical 
position, hobbies and even career of a person might allude to 
what advertisements the user is going to watch. Another way 
in which social networks might help businesses is that they 
allow the clients and potential clients to leave a feedback 
about the products/services of the company. The forums 
give people the opportunity to express their views on certain 
topics, Facebook allows the users to post comments and 
show their likes. The use of the Social Media channels forces 
the companies to have a constant, diligent and consistent 
activity. The observations made by the clients should not be 
overlooked and there should be given feedback whenever it 
is required. In case there are noticed aberrant behaviors or 
replies, they should be cooled off .

5. Social Media has serious social and
     ethical consequences

The comfort of the socializing environments, the easiness 
in use, and their intuitive and friendly character makes the 
users to overuse them and neglect the dangers they might 
involve. Often, the persons who are strongly connected do 
not separate clearly their personal from their professional life. 
The attraction towards the socializing networks is rooted in 
the similar way from real life in which they collect information, 
as conversations and links. These friendly environments 
might host social, ethical, security issues which need special 
attention.

As regards the social problems, Social Media aff ects the 
human brain as it urges to excessive use of the Internet. The 
addiction to Internet connection and decrease in concentra-
tion ability are described in detail by Carr (2012). He states 
that the online presence encourages skimming, reading in 
haste and lacking concentration. A person reading an article 
on the Internet is easily distracted by the notifi cation of a 
new email, the advertisements on the Internet page, a new 
Like on Facebook and so on. Consequently, according to 
Greenfi eld (2009), the cognitive processes are weakened, 
the vocabulary gets abstract, and the refl ection ability, critical 
thinking and imagination are to suff er. As for the behavior, 
there are changes in the socializing habits, way of express-
ing thoughts, degree of freedom and others. The excessive 
use of Social Media might even isolate from the social point 
of view …. namely physical interaction with people in real 
life. People tend to prefer virtual life where they can cre-
ate identities with the desired qualities, thus they have the 

tendency to become estranged from the family, friends, work 
colleagues and the interpersonal communication is impeded. 
From another perspective, anonymity on the Internet togeth-
er with the possibility to post critical comments, evil reviews 
or rude messages contribute to the development of a nega-
tive environment as well as impolite, aggressive and vicious 
behaviour on blogs, forums and social networks.

Beyond the negative connotations presented above, Brookes 
(2011) mentions the change in profi le of the future employ-
ees. The generations born and raised on the Internet have 
a high level of expectations as regards the technology and 
equipment provided at work (iPad, smart phone, laptop, and 
tablet). Access to applications like Facebook, Google+ and 
Twitter will also be very important for establishing networks, 
collaboration and communication in future UK workplaces, 
but not necessarily with management. This supports the “mir-
roring” eff ect of technology, as teenagers seek to replicate 
the tools and communication channels they already use at 
home, when they move into the workplace.

From the ethical point of view, Social Media allows the pro-
liferation of plagiarism, piracy, identity theft, hacker attacks. 
Web 2.0 can be seen as a global village with millions of 
inhabitants where the ill-doers can disguise under false iden-
tities and get lost, sharing in an invisible way more and more 
advanced fraud techniques.

This unethical behavior leads to the appearance of new 
security issues in Social Media. Referring only to the mostly 
used social network, i.e. Facebook, Popescul and Georges-
cu (2013) mention possible dangers such as:

 Creating fake profi les – which might lead to identity 
theft;

 Rummaging Facebook posts to fi nd out information 
such as phone number, email and other sensitive 
data and information;

 Attacking on Facebook chat;

 Click jacking – a type of attack conceived to make 
the users click on links which lead to pages from 
where the hackers are able to obtain confi dential 
information or compromise privacy;

 Unrequired posts on the wall, sending messages in 
Inbox or chat, invite users to join groups or commu-
nity pages promising to off er prizes or enter compe-
titions. Also, some messages created by spammers 
aim to take compassion on counterfeit medical or 
social cases, so that money would be sent to the 
fake victims.

 Games on Facebook which might hide spyware ap-
plications behind an apparently legitimate interface.

6. Conclusions
Nowadays the socializing environments are the services 
which are mostly used on the Internet. This is due to their 
obvious advantages – easy to use, friendly, and non-discrim-
inatory, allow the presence of everyone, regardless of age, 
incomes, language, geographical position, access terminal 
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and operating system and allows the people with similar 
interests to fi nd one another and meet easily. From a busi-
ness perspective, after the consumers had received a voice 
by means of the informational and communication technol-
ogies, the companies created various channels to collect 
and understand the requirements of these voices and we 
are witnessing a trend in which organizational models tend 
to include the Social Media applications. There are con-
ceived governing policies and rules in the fi eld and the social 
openness becomes an essential feature of the organizational 
culture. According to a study made by InSites Consulting 
(Vidru, 2012), the companies which have been integrated in 
the Social Media use in average three diff erent channels of 
communication and their employees and clients seem more 
content and willing to recommend the company to other 
people. 

The impact of Social Media on the activity of the contempo-
rary organizations is major and profound and it can be seen 
on managerial, marketing and ICT level. On the other hand, 
there are certain disadvantages, such as addiction to the 
Internet and decrease in concentration, changes in socializ-
ing habits, ways of expressing opinions, weakened cognitive 
processes, abstract vocabulary, impeded refl ection ability, 
critical thinking and imagination, developing a negative en-
vironment and rude, aggressive, vicious behavior on blogs, 
forums and social networks, proliferating plagiarism, piracy, 
identity theft, hacker attacks, appearance of new threats and 
security issues. These disadvantages should be known and 
understood by the users, which should be cautious about 
their health and getting exposed to unethical and trouble-
some behavior and security issues. The managers in their 
turn should show careful forethought as they have and will 
have employees who are very used to the socializing net-
works, are infl uenced by them and should be treated accord-
ing to their new profi le.
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 Watch your language. You may use metaphors to 
off er something your audience can relate to -- a 
co mmon thought or feeling. But many leaders rely on 
battle metaphors or violent, divisive language such 
as “Let’s conduct guerrilla warfare,” or “obliterate the 
competition.” These metaphors reinforce win-lose, 
self-interested behavior rather than collaboration. 
Even many sports metaphors have become emp-
ty clichÃ©s. Opt for clear, positive language and 
straightforward sincerity to foster shared understand-
ing and earn the support of your group.

 Follow through. Failure to follow through on rhetoric 
accounts for no small amount of the cynicism and 
weariness seen in today’s workplace. If you make a 
promise, follow through with action, even if the action 
ends up being an explanation of why the promise 
can’t be enacted. Also, don’t contradict your rhetoric 
by, for example, talking about great customer service 
while treating fellow colleagues arrogantly or rudely.

 Deal with uncertainty. Don’t be afraid to talk about 
failure, midcourse adjustments, or “bugs” that the 
organization must work through. Create the expecta-
tion that these will be a normal part of organizational 
life. You’ll be telling the truth. Throughout a transition, 
clearly communicate the context of what it means 
and why decisions were made (goals, reasons, par-
ticipants, estimated eff ects, costs, etc.).

 Be an active listener. Good listening is an art too few 
people have mastered. Concentrate on the speak-
er’s message, and resist distractions. Keep an open 
mind to others’ ideas. Don’t tune out if you disagree. 
Indicate you understand what the speaker said by 
reframing key points: “Let me be sure I understand 
correctly. You’re saying?”

 Manage confl ict. Identify and involve major stake-
holders. Hold one-on-one or very small group discus-
sions early to vent anger. Make sure that everyone 
knows in advance why meetings are called. Set 
ground rules that create an “attack-free,” safe haven 
for dialogue. Use nonjudgmental, non-infl ammato-
ry language like “I perceive?” or “It seems to me?” 
Reiterate that personal attacks and blame aren’t con-
structive. Identify and reiterate common ground or 
common goals; focus on areas of agreement. Don’t 
force a resolution; it’s OK to agree to disagree.

 Respond, don’t “re-act.” We often “re-act” to others 
based on something that happened to us before. 
Responding mindfully rather than re-acting emotion-
ally requires self-knowledge and discipline, but it 
allows us to be more eff ective in our communication. 

As a leader, you’re a role model - you set the tone 
for what’s appropriate in the organization. Refl ect on 
your hot buttons, and identify a “keep calm” strategy 
for when they get pushed.

 Give feedback. Many of us soften feedback - at the 
expense of clarity - to avoid confrontation. Provide 
specifi c examples that illustrate your critique. For ex-
ample, instead of “Your attitude is bad” or “That just 
didn’t work,” say, “When you miss deadlines, then 
cross your arms and look away when I talk with you, 
it gives me the impression you don’t care about the 
quality of your work. Can you help me understand 
this diff erently?” Don’t forget positive feedback; stud-
ies show that a high percentage of employees rarely 
receive positive feedback from their manager.

 Invite participation. Hold meetings that include 
employees from diff erent areas, and encourage 
everyone to contribute. Ask employees to send you 
e-mail regarding their ideas for doing things more 
eff ectively, and respond to all queries. Have a “graffi  ti 
wall” where employees and leaders can exchange 
concerns and ideas. This will provide the group with 
diff erent perspectives of the issues discussed and 
help ensure the top-down/bottom-up information 
fl ow.

 Keep your team up-to-date. Let employees know 
how their eff orts compare to their performance goals 
and how they are supporting the total picture. Be 
honest; communicate bad news as well as good 
news.

 Connect personally with employees. Since some 
employees may not have frequent contact with you, 
create opportunities to do so. Sincere face-to-face 
interaction is key; it gives more weight to telephone, 
e-mail, or print communications between meetings.

 Take advantage of communication resources. Stud-
ies show that the most successful entrepreneurs 
and leaders know their limitations and seek outside 
counsel and resources.

This information provides food for thought rather than coun-
sel specifi cally designed to meet the needs of your organiza-
tion or situation. Please use it mindfully. The most eff ective 
communication plan should be tailored to your unique needs, 
so don’t hesitate to get individualized assistance from a com-
munication expert.

Jamie Walters is the founder and Chief Vision & Strategy 
Offi  cer at Ivy Sea, Inc. in San Francisco, CA. 

      Do as I Say: Quick Tips for Masterful Communication
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Leadership is communica  on, yet too many business 
leaders do not understand or appreciate this very basic 
truth. It may not be en  rely their fault, though. In a 
review of the top MBA programs across the na  on, 
communica  ons courses are missing from every one of 
their core curricula. When communica  on is viewed as 
an elec  ve, is it any wonder that it receives the same 
level of contempt and dismissal in real-  me business 
dealings?

The importance of communica  on in business—as in 
every other area of life—cannot be treated so lightly 
without suff ering the consequences later. Consequenc-
es such as employees merely working for a paycheck, 
not pulling together for a shared and commonly held 
cause; customers purchasing on a commodity basis, 
not on a belief in a brand promise that represents value 
to them; and investors who abandon their shares in 
exchange for inves  ng in an organiza  on that promotes 
and lives according to its clearly stated raison d’être.

The best leaders know that solid communica  on makes 
achieving their vision and goals easier, smoother, and 
faster. But assuming that communica  ons can be 
successfully handled as an a  erthought is a mistake 
too many business leaders make. The message, how 
it fi ts with the overall strategy and business plan, how 
it dovetails with the current level of understanding 
among key cons  tuencies, and how best to convey it to 
those varied audiences with authen  c power and pas-
sion— all these factors need to be understood, respect-
ed, and valued as early in the decision-making process 
as possible.

Leaders who know this and live it as part of their reg-
ular business dealings enjoy the benefi ts and rewards 
that follow. Those who don’t? Well, they are le   open 
to abuse, misunderstanding, rumor, and just plain 
wrong ideas that can siphon away important resources 
in  me, eff ort, and money to correct. Those leaders are 
le   like a jackass in a hailstorm—they just have to stand 
there and take it, because they’ve set themselves up 
that way.

The good news? Leading with a solid communica  ons 
approach is not diffi  cult. It only takes an apprecia  on 
and execu  on of a simple strategy that has been prov-
en virtually foolproof. It’s based on four key ideas:

1. Leaders must accept the responsibility to com-
municate.

2. Leaders must align their communica  ons strate-
gy with their business strategy.

3. Leaders must amass meaningful messages that 
fl ow from and support the strategy.

4. And leaders must announce those messages 
with power and passion.

Climbing the ladder of organiza  onal success isn’t easy. 
For those who make it to the top, or close to the top, 
much is expected. Make your numbers each quarter, 
keep expenses controlled, manage to maximum pro-
duc  vity and profi tability. That’s what makes the world 
of business go ’round, and there’s nothing wrong with 
any of it.

At the same  me, though, having the big  tle doesn’t 
necessarily make one a true leader. Employees, staff  
members, direct reports— whatever label you prefer—
may listen to the person out front, but that doesn’t 
mean they are true followers. Yet to be a true leader, 
one must have true followers.

For any leader to eff ec  vely lead and be perceived 
as a true leader, communica  ons must be part of the 
management mix. No, strike that—communica  ons 
shouldn’t be just one part of the mix; it must be the 
underpinning, the founda  on, the bedrock suppor  ng 
every single part of the mix.

Everything begins and ends with a simple no  on that 
makes all the diff erence in whether leaders and their 
businesses thrive: Leadership is communica  on.

Tim Hayes, nationally recognized communications consultant to 
CEOs, can be reached at tim@timothy-hayes.com or by phone 
at 412-963-0794. To get Tim’s book, “Jackass in a Hailstorm: 
Adventures in Leadership Communication,” visit http:// www.
amazon.com/Jackass-Hailstorm- Adventures-Leadership-
Communication/ dp/1453658882/ref=sr_1_1?ie=UTF8 
&s=books&qid=1283197761&sr=8-1

h  p://www.labmanager.com/leadership-and-staffi  ng/2011/04/
leadership-is-communica  on?fw1pk=2#.VsuyYkiV0bd 

 

Leadership Is Communication
By Tim Hayes 
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            Laboratory Animal Management Association

3rd Annual

“Managing Change & Influencing Others”

How agile are you to change?

This NEW workshop will provide you with the necessary skills 
to be successful both personally and professionally in the ever 

changing world of lab animal medicine.
This one-day intensive Leadership Training session for Managers/Supervisors/Directors

will be a career game changer. Qualifies for 8 CEUs.

April 19, 2016
Westin Cape Coral Resort @ Marina Village, Cape Coral, Florida 

(one day prior to the start of the LAMA / ATA Conference from 8 AM to 5 PM)
Cost: $275 for members / $375 for non-members

This interactive workshop, will give you tools to improve your leadership/management style,
project management, and communication skills and approaches. We will spend time with self-analysis tools 

so participants will walk away with a better understanding of their own strengths and an action plan to
improve areas for development.

PLEASE NOTE: You do NOT need to have attended Leadership Boot Camp #1 or #2 to attend this session.

www.lama-online.org

We want 
you! 
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Membership Application
Name Courtesy Title

Ms.   Mr.   Dr.  None

Academic Degree Professional Designation/Certification

Title Organizational Contact
Primary  Alternate  

Company

Address1

Address 2

City, State, Zipcode

Organization Phone Number Organization Fax Number

Individual Phone Number Individual Fax Number

Email Website

Email address of person requiring confirmation if other than applicant

Membership Type
$100 Individual Member (Domestic)

$120 Individual Member (International)

$325 Institutional Member

Institutional Members may add up to three additional individuals at no additional charge, after that there is a $100
charge per individual, please attach separate membership forms with contact information for each individual. 

LAMA Foundation Friend:  $

(The LAMA Foundation provides scholarship funding for managers pursuing professional managerial education and training)

Payment Information
Checks must be in U.S. dollars and drawn on a U.S. bank and made payable to the LAMA. LAMA TIN#:  52-1828124

Please remit to:

LAMA
15490 101st Ave N #100
Maple Grove, MN  55369

Phone:  763.235.6484
Fax:  763.235.6461
www.lama-online.org

Check        Credit Card Type:  AMEX MC    Visa Discover
Card Number Expiration Date

Cardholder Billing Address Card Code

City, State, Zip

To submit this form via our Secure Data Upload website Log in with user name lama and password lam321
(password is case sensitive) Skip directly to Step 3! Click the Browse button to locate your 
completed registration on your computer, then click the Upload button to submit your completed form.


