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Section 3: Leadership and Communication   
 
Power in Leadership and Communication  
Power is the ability to influence others, either positively or negatively, toward the achievement of 

goals. There are two types of power:  power over and power to. Power over carries 
negative messages and should not be used in a mentoring relationship. Power to creates a 
positive atmosphere and is the type that should be chosen in a mentoring situation. People, 
who choose power to, act behind the scenes to empower others and never do so for their 
own personal gain. 4ÈÅÙ ÒÅÃÏÇÎÉÚÅ ÏÔÈÅÒÓȭ ÁÂÉÌÉÔÉes and achievements and encourage them 
to succeed. 
 

 Power Over 
o The ability to help or harm others 
o Expressed in ways to build the status of the person wielding influence 
o Assigning unpleasant tasks or responding negatively to a membÅÒȭÓ 

contributions to the group 
 

 Power To 
o The ability to empower others to reach their goals 
o People who empower others do not emphasize their status 
o Creates opportunities for others, recognizes achievements, and helps others 

accomplish their goals 
 

 
 
Cohesion 
 
Cohesion is the degree of closeness among members and a sense of group spirit. 
 

 Members are tightly linked and committed to shared goals. 
 High cohesion ÔÅÎÄÓ ÔÏ ÉÎÃÒÅÁÓÅ ÍÅÍÂÅÒÓȭ ÃÏÍÍÉÔÍÅÎÔ ÔÏ Á ÇÒÏÕÐ ÁÎÄ ÉÔÓ ÇÏÁÌÓȢ 
 Cohesion grows out of communication that builds group identity creating climate of 

inclusion for all its members. 
 In order to enhance cohesion, members must be responsive to one another so that 

each member of the group feels valued by and committed to the group. 
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Communication  Skills  
 

Communication skills are crucial in a mentoring relationship. It is important to foster a 
good communication climate so that mentees feel comfortable with open discussion. There 
are two types of communication that are effective in a peer mentoring group: task 
communication and climate communication. Task communication focuses on problems and 
issues. This type of communication provides solutions and information to help tackle the 
issue at hand. Climate communication is friendly and open. Its purpose is to foster a climate 
where mentors and mentees feel free to openly discuss ideas and thoughts. Climate 
communication builds enthusiasm for groups. 
 

 Task Communication 
o Initi ates ideas 
o Seeks information 
o Gives information 
o Elaborates on ideas 
o Evaluates, offers critical analysis 

 
 Climate Communication 

o Establishes and maintains healthy climate 
o Energizes group process 
o Harmonizes ideas 
o Recognizes others 
o Reconciles conflicts 
o Builds enthusiasm for the group 

 

Leadership  
 

A good leader establishes and maintains a good communication climate in his/her group. A 
leader also organizes the group and ensures that discussions are positive and beneficial to 
the group as a whole. The ÌÅÁÄÅÒȭÓ ÒÅÓÐÏÎÓÉÂÉÌÉÔÉes include organizing discussion, listening, 
creating a productive climate for the group, and discouraging selfish communication that 
demoralizes the group. 
 
Leadership is defined as: 
 

 Set of behaviors that help groups maintain a good communication climate and 
accomplish tasks in an organized way 

 Useful to organize group processes and ensure that discussion is substantive 
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,ÅÁÄÅÒÓȭ ÐÒÉÍÁÒÙ ÇÏÁÌÓ ÁÒÅ ÔÏ: 
 

 Organize discussion 
 Ensure sound reasoning 
 Promote norms for mindful listening and clear verbal/nonverbal communication 
 Create a productive climate 
 Build group morale 
 Discourage egocentric communication 

 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 

 
 
 
 

Activity 3.1:  
 

Think of a group in which you have taken part and have had a very positive association. Perhaps 
you experienced the group as enjoyable, fun, productive, engaging, stimulating, or successful. 
Reflect back on your experience: 
 

 What distinguished the group as positive for you? 
 So what qualities, characteristics, behaviors, or other such processes contributed to the 

success of the group? 
 Now what factors do you believe need to be present in any productive group? 
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Conflict 11        

 
Conflict is bound to arise in group situations. There are four types of conflict: 
 

 Intrapersonal ɀ occur within an individual 
 Interpersonal ɀ occur between two persons 
 Intragroup ɀ occur in groups 
 Intergroup ɀ occur between two or more groups 

 
As a peer mentor you will most likely encounter interpersonal and intragroup conflicts. 
Even though most people try to avoid it, conflict can be constructive. Conflict is considered 
constructive when the group members involved realize that it is a natural, normal 
occurrence and can actually help them achieve their goals. This happens when members of 
the group are open and respectfÕÌ ÔÏ ÏÔÈÅÒÓȭ ÉÄÅÁs. Discussion should be supportive of  
differences between members and the focus of the conflict should be on issues and should 
never involve personal attacks. 
 
Tips on Avoiding Conflict  
 

 Avoid arguing for your own judgments. Know when to listen to others and to 
understand their inputs. Approach the task on the basis of logic. 

 Avoid changing your mind simply to avoid a conflict and promote harmony. Support 
solutions with which you agree, somewhat at least. This avoids a conflict farther on 
down the road. 

 Avoid conflict-reducing techniques such as majority voting and averaging. Try to 
teach consensus. 

 Avoid viewing differences of opinion as detrimental ɀ view them as helpful. 
 Avoid focusing on personalities ɀ focus on the problem at hand. 
 Avoid overreacting to comments of others. 
 Avoid using extreme statements. 

 
 
 
 
 
 
 
 
 
11 Adapted from the Peer Academic Coaches Handbook and Resource Guide; Essential Elements of Peer Coaching (1/14/2002); UT 
Learning Center; University of Texas at Austin; UT Learning Center. 
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Sometimes conflict cannot be avoided. When this occurs, you should be equipped with 
ways to manage conflict and confrontation. Remember that conflict is not always negative, 
so to keep the conflict constructive and to make sure the confrontation turns into a  
win-win situati on, try using the following suggestions: 
 
The keys to dealing with confrontati on are:12 

 

 Discuss issues, not people. 
 Try to set up win-win situati ons. This approach takes into account the self-interest 

issues at stake and maximizes chances for everyone to get at least part of what they 
want. 

 Use words and expressions that stimulate discussion rather than argument. 
 
Examples: 

 See if I understand you correctly - you are saying... 
 9ÏÕȭÒÅ right;  I had not seen it this way. 
 This is how I view the situation and these are a few ways we can resolve the  

situation. 
 
 
One to One Confrontation 
 

Confrontive assertion is a helpful strategy to use when someone has not followed through 
with  a verbal or written contract. 
 

 Describe what the other person agreed to. 
 Describe what the other person did. 
 Express what the speaker wants. 

 
The entire assertion should be stated in a matter-of-fact, non-evaluative way, as the 
example below shows: 
 
Ȱ) said- it was O.K. to borrow my records as long as you checked with me fiÒÓÔȢ .Ï× ÙÏÕȭÒÅ 
playing my favorite record ×ÉÔÈÏÕÔ ÁÓËÉÎÇȢ )ȭÄ ÌÉËÅ ÔÏ ËÎÏ× ×ÈÙ ÙÏÕ ÄÉÄ ÔÈÁÔȩȱ 
 
Resources: Lange and Jakubowski, RESPONSIBLE ASSERTIVE BEHAVIOR, Research Press, 1977. 
Guthrie and Miller, MAKING CHANGE, Interpersonal Communication Programs, Inc., 1978. 

 
 
 
 
 
12 Adapted from the Peer Academic Coaches Handbook and Resource Guide; Essential Elements of Peer Coaching (1/14/2002); UT 
Learning Center; University of Texas at Austin; UT Learning Center. 
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Owning Feelings and Thoughts 13 

 

We often use language in ways that impart the responsibility of our feelings onto others. 
&ÏÒ ÅØÁÍÐÌÅȟ ȰÙÏÕ ÍÁÄÅ ÍÅ ÌÁÔÅ ÔÏ ÃÌÁÓÓȢȱ 4ÈÉÓ ÉÍÐÌÉÅÓ ÔÈÁÔ ×ÈÁÔ ÉÓ ÆÅÌÔ ÏÒ ×ÈÁÔ ×ÁÓ ÄÏÎÅ ÉÓ 
the other ÐÅÒÓÏÎȭÓ ÒÅÓÐÏÎÓÉÂÉÌÉÔÙȢ 4ÈÉÓ ÉÓ ÎÏÔ ÔÏ ÓÁÙ ÔÈÁÔ what someone says or does cannot 
influence how we feel, but rather we should take responsibility for our own feelings 
and actiÏÎÓȢ 4ÈÅ ÂÅÓÔ ×ÁÙ ÔÏ ÔÁËÅ ÒÅÓÐÏÎÓÉÂÉÌÉÔÙ ÆÏÒ ÏÕÒ Ï×Î ÆÅÅÌÉÎÇÓ ÉÓ ÔÏ ÕÓÅ Ȱ)-languaÇÅȱ 
ÉÎÓÔÅÁÄ ÏÆ ȰÙÏÕ-ÌÁÎÇÕÁÇÅȢȱ I-language shows that we take full responsibility for our feelings. 
I-language is also more descriptive than you-language. You-language tends to be accusatory 
and rarely address specific behaviors or feelings. I-language gives concrete descriptions of 
behavior without holding anyone responsible for how we feel. 
 

 You-language 

o The use of you-language implies that what is felt or done is the responsibility 

of the other person. 

o You-statements tend to be accusatory and do not identify specific behaviors 

or feelings. 

o %ØÁÍÐÌÅȡ Ȱ9ÏÕ ÈÕÍÉÌÉÁÔÅÄ ÍÅȢȱ 

 
 I-Language 

o Take responsibility for your feelings by relying on I-language. 

o I-statements are descriptive of feelings without holding the other person 

responsible for how we feel. 

o %ØÁÍÐÌÅȡ Ȱ) felt humiliated when you mentioned my problems in front of 

ÙÏÕÒ ÆÒÉÅÎÄÓȢȱ 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
13 Julia T. Wood; Communication Mosaics: An Introduction to the Field of Communication; Thompson Wadsworth, 2006 

 
 

Activity 3.2:  
 

 What are the major differences between advice giving and facilitative 
communication? 

 What will be the major changes you will have to make in order to change 
from an advice-giver to one who practices effective interpersonal 
communication? 

 What must you do to move toward greater effectiveness? 
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'ÉÂÂȭÓ #ÏÍÍÕÎÉÃÁÔÉon 
 
Gibb identified five types of communication that promote defensive climates and six 
contrasting types of communication that foster supportive climates. 
 

 Evaluation vs. Description 
o Negative evaluations cause group members to feel defensive. 
o Descriptive communication describes behaviors without passing judgment. 

 
 Certainty vs. Provisionalism 

o Certainty language is absolute and suggests that there is only one valid 
answer, point of view, or course of action. 

o Provisionalism expresses openness to other points of view encouraging 
others to voice their ideas. 

 
 Control vs. Problem Orientation 

o Controlling communication attÅÍÐÔÓ ÔÏ ÄÏÍÉÎÁÔÅ ÂÙ ÉÍÐÏÓÉÎÇ ÏÎÅȭÓ ÐÏÉÎÔ ÏÆ 
view on others. 

o Controlling communication aims for one person to triumph over others. 
o Problem oriented communication reduces conflict by emphasizing that the 

communicators care about and respect each other. 
o The goal of problem orientation communication is to work to come up with 

an idea or resolution that all members of the group find acceptable. 
 

 Neutrality vs. Empathy 
o Neutral communication implies indifference to others and what they say. 
o Empathy confirms the worth of others and shows concern for their thoughts 

and feelings. 
 

 Superiority vs. Equality 
o Superior communication is marked by the communicator acting as if s/he is 

better than others. 
o Superior communication causes others to shut out the communicator and 

the messages that are belitt ling. 
o Equality communication causes others to feel more relaxed and comfortable 

because the communicator treats them as equals. 
o Equality communicates respect end equivalent status between people.14 

 
 
 
 
 
 
14 Julia T. Wood; Communication Mosaics: An Introduction to the Field of Communication; Thompson Wadsworth, 2006 
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Activity 3.3:  
Think about the characteristics of good communication. 

 What are the characteristics that seem most natural to you given your present 
styles of communicating? 

 So what characteristics may be difficult for you to presently model or 
implement? 

 What can you do to integrate some of these more difficult characteristics into 
your communication style? 

  
Scenario 3.1: 
What would you do in this situation? 
 
 Defensive Climate  Supportive Climate  

Evaluative vs. Descriptive You have a bad attitude. 
 

 
 
 

Certainty vs. Provisionalism You have to talk this issue over 
with your professor. 

 
 
 

Control vs. Problem Orientation Our peer mentoring group will 
attend the basketball game on 
Friday. 

 

Neutrality vs. Empathy Everyone makes a bad grade 
ÅÖÅÒÙ ÎÏ× ÁÎÄ ÔÈÅÎȢ )ÔȭÓ ÎÏ ÂÉÇ 
deal.  

 

Superiority vs. Equality You do not have time for a part 
time job. 
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Listening  
 

 Listening is at least as important as talking. 

 In order to be good listeners, we must be mindful. 

o Mindfulness is focusing on what is happening in the moment instead of 

focusing on other things such as the paper you need to write tonight, or the 

conversation you had with friends earlier. 

o Mindfulness is demonstrated both verbally and non-verbally to show that 

we are paying attention to what a speaker is saying. 

Á Head nodding 

Á  Looking the speaker in the eyes when they speak 

Á  6ÅÒÂÁÌ ÁÃËÎÏ×ÌÅÄÇÅÍÅÎÔ ÓÕÃÈ ÁÓ Ȱ-ÍÈÍÍȱ ÏÒ ÁÇÒÅÅÉÎÇ ×ÉÔÈ ×ÈÁÔ 

the speaker is saying 

Á  Mindfulness enhances communication two ways: 

1. Being mindful increases our understanding of how the speaker 

feels and what s/he thinks about topics of conversation. 

2. Mindfulness promotes more complete communication by 

others. When we really listen to a speaker, the speaker feels 

that they can elaborate on their ideas or express their feelings. 

 Effective listening also includes responding, which includes asking questions and 

expressing interest. 

 Develop skills for informational and critical listening: 

o Be mindful 

o Control obstacles, minimize distractions 

o Ask questions 

o Use aids to recall such as repeating important ideas to yourself immediately 

after hearing them. 

o Organize information. SometiÍÅÓ ÔÈÅ ÓÐÅÁËÅÒȭÓ ÉÄÅÁÓ ÁÒÅ ÎÏÔ ÃÌÅÁÒÌÙ 

ordered. If this happens, regroup the information that you hear. 

 When listening to provide support, avoid judgmental responses. 

o $ÏÎȭÔ ÁÓÓÕÍÅ ÙÏÕ ËÎÏ× ×ÈÁÔ ÓÏÍÅÏÎÅ ×ÉÌÌ ÓÁÙȢ 

o $ÏÎȭÔ ÂÅ Á ÍÉÎÄ ÒÅÁÄÅÒȢ .ÅÖÅÒ ÁÓÓÕÍÅ ÙÏÕ ËÎÏ× ÈÏ× ÏÔÈÅÒÓ ÔÈÉÎË ÏÒ ÆÅÅÌȢ 

o Prejudging shows disregard for the speaker which leads them into feeling 

defensive. 
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Non-verbal Signals 15 

 
Although nonverbal signals or body language usually occur in clusters, they are 
predominately categorized as facial expressions, eye contact, vocal cues, posture and 
gestures. Nonverbal clues can speak louder than words and they can infl uence the way 
messages are interpreted or decoded by the receiver. 
 
Nonverbal communication differs among individuals and situations and as a result people 
can interpret meaning differently to nonverbal signals. Therefore, it is important to 
recognize and control the nonverbal signals that we send and to remain aware of the  
multi ple meanings many of them have. Attending to your own nonverbal communication 
(and how others may interpret you) can help you become a more effective communicator. 
When you understand what your non-verbals are communicating, you will be in a better 
position to ensure that your messages have been effectively ÔÒÁÎÓÍÉÔÔÅÄȢ ,ÅÔȭÓ ÌÏÏË ÁÔ ÈÏ× 
the eyes, face, and body send silent messages. 
 

  Facial Expressions    
 

4ÈÅ ÅØÐÒÅÓÓÉÏÎ ÏÎ Á ÐÅÒÓÏÎȭÓ ÆÁÃÅ ÃÁÎ ÂÅ ÁÌÍÏÓÔ ÁÓ ÒÅÖÅÁÌÉÎÇ ÏÆ ÅÍÏÔÉÏÎ ÁÓ ÔÈÅ ÅÙÅÓȢ 
Researchers estimate that the human face can display over 250,000 different expressions. 
When you are working with your mentee, you should try to have a relaxed and open facial 
expression. Raising or lowering the eyebrows, frowning, blushing, squinting the eyes, 
swallowing nervously, clenching the jaw, smiling broadly ɂ which can occur voluntarily or 
involuntarily ɂ are some facial expressions that can supplement or entirely replace verbal 
messages. Be aware that facial expressions can differ in meaning from one person to 
another and from one situation to another. 
 
Eye Contact 
 

Looking directly at your mentee while listening and answering without staring him/her 
down usually conveys warmth, honesty, trust, assertiveness, and interest. As a mentor, you 
should monitor your eye contact. You want to vary your eye contact by occasionally 
disengaging eye contact with your mentee; you do not want your eye contact to be a fixed 
stare at the mentee. However, frequently disengaging eye contact could indicate that you 
are uncomfortable or that you are becoming bored. Good eye contact enables the 
messenger to determine if the receiver is paying attention, showing interest, responding 
favorably, or feeling distressȢ &ÒÏÍ ÔÈÅ ÒÅÃÅÉÖÅÒȭÓ ÐÅÒÓÐÅÃÔÉve good eye contact reveals the 
ÓÐÅÁËÅÒȭ ÓÉÎÃÅÒÉÔÙȟ ÃÏÎÆÉdence, and truthfulness. 
 
 
 
15 Adapted from the Peer Academic Coaches Handbook and Resource Guide; Essential Elements of Peer Coaching (1/14/2002); UT 

Learning Center; University of Texas at Austin; UT Learning Center. 
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On the other hand, you must be respectful of people who do not maintain consistent eye 
contact. You must also remember that non-verbal cues, including eye contact, can be 
interpreted differently among people or situations. Staring, for example, can be interpreted 
as love or hate, coldness, insensitivity, or dullness depending on the context. A downward 
glance may indicate, to some individuals, modesty, embarrassment, or  fatigue. Making eye 
contact may indicate dominance or rudeness to some people, while avoiding eye contact 
may be interpreted as boredom, shame, dishonesty, fear, stress or even respect. 
 
Vocal Cues 
 
Vocal cues include pitch, tone, volume, and the rate at which you speak. Most voices convey 
about 30% of the meaning of a message. Adjust your gestures, expressions and voice  
patterns to create comfortable communication. Some people talk fast, some slow. As you 
mentor, you should adjust your voice rate by speeding up or slowing down as necessary. 
You should also control and vary your volume. We use changes in pitch to convey meaning. 
Voices can be insistent, pleading, questioning, whining, demanding, etc. Consider this 
ÓÔÁÔÅÍÅÎÔȠ Ȱ'ÉÖÅ ÍÅ Á ÂÒÅÁËȦȱ 4ÈÅ ÓÁÍÅ ÓÔÁÔÅÍÅÎÔȟ ×ÈÅÎ ÖÏÃÁÌ cues are varied, can have 
very different implications. 
 
Posture 
 
Your posture can convey how attentive you are. Appropriate comfortable posture 
communicates a willingness to listen and understand and it also encourages the mentee to 
open up and talk freely. As a mentor, you should face your mentee squarely; ÄÏÎȭÔ ÏÂÓÔÒÕÃÔ 
the communicatiÏÎÓ ×ÉÔÈ ÂÁÒÒÉÅÒÓ ÓÕÃÈ ÔÁÂÌÅÓȟ ÃÈÁÉÒÓȟ ÅÔÃȢ -ÁÉÎÔÁÉÎ Á ȰÒÅÁÓÏÎÁÂÌÅȱ ÃÌÏÓÅ 
physical proximity, 2-4 feet, not so close as to intimidate or so far away that you cannot 
hear your mentee clearly. 
 
You should maintain a receptive posture to indicate to the mentee that he is in a 
comfortable situation and does not have to be defensive. For example, do not cross your 
arms or legs, glance sideways, draw away. These are signals that convey defensiveness. A 
slumped posture conveys fatigue, lack of energy, or negative attitude. Try to maintain a 
balance between intense and relaxed stances. Relax to express your comfort with your 
mentee and to allow them time to think as they communicate. Appear intense enough to 
communicate that you really are listening to what your mentee is saying. Convey a sense of 
cooperation to your mentee. Lean forward, keep your hands open as you express yourself 
ɂ do not have tight fists. 
 
 

 


