Section 3: Leadership and Communication

Power in Leadership and Communication

Power is the ability to influence others, either positively or negatiely, toward the achievement of
goals. There are twdypes of power: power over and power to. Power overarries

negative messages and should not be used in a mentorirgationship. Power to creates a
positive atmosphere and is the type that shoulddchosen in a mentoring situationPeople,
who choosepower to, act behind the scenes to empower others and never do so for their
own personal gain4d EAU OAAT C1 E kAand a0lefetends andl ArEdurage Ehem
to succeed.

® Power Over
0 The ability to help or harm others
o Expressed in ways to build the stus of the person wielding infuence
0 Assigning unpleasant tasks or responding negately to a memtA 08 O
contributions to the group

B Power To
0 The ability to empower others to reach their goals
o People who empower othes do not emphasize their status
o Createsopportunities 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.

B Members are tghtly linked and committed to shared goals.
® High cohesionOAT AO O1I ET AOAAOGA 1 Ai AAOOGSG Aiii EOI AT
®  Cdhesion grows out of communication that builds group identity creatig climate of
inclusion for all its members.
® |n order to enhance cohesion, members must be responsive to one another satth
each member of the grougeels valued by and committd to the group.
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Communication Skills

Communication skills are crucial in a mentoring relatonship. It is important to foster a

good communicaton climate so that mentees feel comfortable with opemliscussion. There
are two types of communicaion that are effectve in apeer mentoring group: task
communication and climate communication. Task communicain focuses on problemsand
issues. This type of communication provides solutions and informatn to help tackle the
issue at hand. Climateommunication is friendly and open. Its purpose is to foster a climate
where mentors and mentees feel free to openlgiscuss ideas ad thoughts. Climate
communication builds enthusiasm for groups.

e Task Communicaton
o Initi ates ideas
Seeks informatbn
Gives information
Elaborates on ideas
Evaluates, offers critcal analysis

O O OO

¢ Climate Communicaton
o Establishes and maintains healthy climate

o Energizes group process

0 Harmonizes ideas

o Recognizes others

o Reconcilesconflicts

0 Builds enthusiasm for the group
Leadership

A good leader establishesrad maintains a good communicatn climate in his/her group. A
leader also organizes th@roup and ensues that discussions are positive and benefial to
the group as awhte. Thel AAAAOG O @An0EE drgakizidedis€ussion, listening,
creating a productive climate for the group, and discouraging seléh communication that
demoralizes the group.

Leadership is defined as:
e Set of behaviors that help groups maintain a gebcommunication climate and

accomplish tasks in an organizeavay
e Useful to organize group processes and ensure that discussion is substantive
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Organize discussion

Ensure sound reasoning

Promote norms for mindful listening and clearverbal/nonverbal communication
Create a productve climate

Build group morale

Discourage egocentric communicatin

Activity 3.1:

Think of a group in which you have takeyart and have had a very positive associati. Perhaps
you experienced the grup as enjoyable, fun, productive, engaging, stimulating, or successful.
Reflect backon your experience:

e What distinguished the group as positive for you?

e So what qualities, characteristics, behaviors, or other such processsmntributed to the
success of the group?

e Now what factors do you believe need to be present in any productive group?
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Confiict is bound to arise in group situatons. There are four types of conitt:

Intrapersonal z occur within an individual
Interpersonal z occur between two persons
Intragroup z occur in groups

Intergroup z occur between two or more groups

As a peer mentor you will most likely encounter inérpersonal and intragroup conflcts.

Even though most people try toavoid it, conflict can be constructive. Conflict is considered
constructive when the group members involved realize thait is a natural, normal

occurrence and can actually help them achieve their goals. This happens when members of
the group are open and repectfOl  O1T 1T & DikadsSion siodldbA supponie of
differences between members anthe focus of the conikt should be on issues and siuld
never involve personal atacks.

Tips on Avoiding Conflict

e Avoid arguing foryour own judgments. Know when to listen to others and to
understand their inputs. Approachthe task on the basis of logic.

e Avoid changing yair mind simply to avoid a confict and promote harmony. Support
solutions with which youagree, somewhat at leasiThis avoids a conflict farther on
down the road.

e Avoid conflict-reducing techniques such as majority votig and averaging. Try to

teach consensus.

Avoid viewing differences of opinion as detrimentaf view them as helpful.

Avoid focusing on personalitesz 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 Gukksental Elements of Peer Coaching (1/14/2002)UT
Learning Center;University of Texas at AustinjUT Learning Center.
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Sometimes confict cannot be avoided. When this occurs, you should be egped with
ways to manage conftt and confrontation. Remember that confict is not always negative,
so to keep the conflicttonstructive and to make sure theonfrontation turns into a
win-win situation, try using the following suggestons:

The keys to dealing with confrontati on are:12

e Discuss issues, not people

e Try to set up win-win situations. This approach takes int@account the selfinterest
issues at stake and maximizeshances for everyone to get at least part of what they
want.

e Usewords and expressions that stinulate discussion rather than argument.

Examples:
e See if | understand you correctly you are saying...
e 91 OdghtAl had not seen it this way.
e Thisis how | view the situatbn 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.

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

The entire assertion should be stated in a matteof-fact, nonevaluative way, as the
example below shows:

O3aid- it was O.K. to borrow my records atong as you checked with me® 008 . | x
playing my favorite recordx EOET OO AOEEIT ¢8 )YB86A 1 EEA OI

Resources: Lange and Jakubowski, RESPONSIBLE ASSERTIVE BEHAVIOR, Research Press, 1977.
Guthrie and Miller, MAKING CIANGE, Interpersonal Communicatin Programs, Inc., 1978.

12 Adapted from thePeer Academic Coaches Handbook and Resource Gukksental Elements of Peer Coaching (1/14/2002)UT
Learning Center;University of Texas atAustin; UT Learning Center.
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Owning Feelings and Thoughts 13

We often use language in ways that imparthe responsibility of our feelings onto others.

&1 O AoAi bl Ahl AOROOI AARADAB8S 4EEO EIi BIi EAO OEAOD
the otherDAOOT 1 6 0 OAODIT T OE A E | whad sbdeodesdyor d€3 cdniod OT O
influence how we feel, but rather we should take responsibility for our own feelings

andacti T 68 4EA AAOO xAU O OAEA OAODI-an@uECAARI EOU A
ET OOAAA AT/ ®Aadgkir)é shows that we take full responsibility for our feelings.

I-language is also more descriptie than youlanguage.Youlanguage tends to be accusatory

and rarely address specift behaviors or feelings.-language give concretedescriptions of

behavior without holding anyone responsible for how we feel.

e Youlanguage
o The use of yodlanguage implies that what is felt or done is the responsibility
of the other person.
o0 Youstatements tend tobe accusatory and do not idenfy specific behaviors
or feelings.
o %BAI b1 Ag 091 &6 EOI EIl EAOAA 1 A86

e |-Language
o Take responsibility for your feelings by relying on dlanguage.
o0 |-statements are descriptve of feelings without holding the other person
responsible for how we feel.
0 %A1 b felhlgmil@ied when you mentioned my problems in front of
Ul 60 AZAOEAT AbO86

Activity 3.2:

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

¢ What will be the major changes you Wl have to make in order to change
from an advicegiver to one who practices effective interpersonal
communication?

e What must you do to move toward greater effectiveness?

13 Julia T. Wood; Communicatin Mosaics: An Introducton to the Field of Communicaton; Thompson Wadsworth, 2006
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Gibb identified five types of communicain that promote defersive climates and six
contrasting types of communicaton that foster supportive climates.

e Evaluation vs. Descripton
o0 Negative evaluatons cause group members to feel defensive.
o Descriptive communication describes behaviors without passing judgment.

e Certainty vs. Provisionalism
o Certainty language is absolute and suggests that there is only one valid
answer, point of view, or courseof action.
o Provisionalism expresses openness to other points of view encouraging
others to voice their ideas.

e Control vs. Problem Orientaton
o Controlling communicationattA | OO O1 AT i
view on others.
Controlling communication aims for one person to triumph over others.
o Problem oriented communication reduces conftit by emphasizing that the
communicators care aboutand respect each other.
0 The goal of problem orientation communicatbn is to work to come up with
anidea or resolution that allmembers of the group fnd acceptable.

I AGA AU EI PI O

o

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

e Superiority vs. Equality

0 Superior communication is marked by the commungator acting as if s/he is
better than others.

0 Superior communication causes others to shut out the communicator and
the messages that aréelittling.

0 Equality communication causes otlers to feel more relaxed and comfortable
because the communicatotreats them as equals.

o Equality communicates respect end equivalent status between peoplé.

14 Jlia T. Wood; Communication Mosaics: An Introduction to the Field of Communicati; Thompson Wadsworth, 2006
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Activity 3.3:
Think about thecharacteristics of good communicain.
e What are the characteristics that seem most natural to you given your present
styles of communicating?
e So what characteristics may be difficult for you teresently model or
implement?
e 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 situabn?

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
AOGAOU 11T x AT A (@
deal.

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

38



D)

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 athe paper you need to wite tonight, or the
conversation you had with friends earlier.
0 Mindfulness isdemonstrated both verbally and nonverbally to show that
we are paying attentbn to what a speaker is saying.
A Head nodding
A Looking the speaker in the eyes when they speak
A 6 AOAAT AAETT x1 AACAT AT O OOAE AO O-1EI
the speaker is saying
A Mindfulness enhances communicatin two ways:
1. Being mindful increases our understanding of how the speaker
feels and what s/he thinks aboutopics of conversaton.
2. Mindfulness promotes more complete communicatn by
others. When we really listento a spealer, the speaker feels
that they can elaborate on their ideas or express thefeelings.
e Effective listening also includes respondig, which includes asking questins and
expressing interest.
e Develop skills for informational and critical listening:
Be mindful
o Control obstacles, minimize distractons
o Ask questons
0 Useaids to recall such as repeatig important ideas to yourself immediately
after hearing them.
Organize information. Someli AO OEA OPAAEAOG6O EAAAO A0/
ordered. If this happens, regroughe information that you hear.
e When listening to provide support, avoid judgmental responses.
o $117T8680 AOOOI A UT O ETTx xEAO OTTATTA xEII
o $1180 AA A TETA OAAAAO8 . AOGAO AOGOOI A Ui
o Prejudging shows disregard for the speaker Wich leads them into feeling
defensive.

Listening

o

o
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Non-verbal Signals 5

Although nonverbal signals or body language usually occur in clusters, they are
predominately categorized as faciagxpressions, eye contact, vocal cues, posture and
gestures. Nonverbal cluesan speak louder than words and they camfluence the way
messages are interpreted or decoded by the receiver.

Nonverbal communication difiers among individuals and situatbns and as a result people

can interpret meaningdifferently to nonverbal signals Therefore, it is important to

recognize and control tre nonverbal signals that we sen@nd to remain aware of the

multi ple meanings many of them have. Aénding to your own nonverbal communication

(and how others may interpret you)can help you become anore effective communicator.

When you understand whatyour non-verbals are communicating, you will be in a better

position to ensure hat your messages have been effeedly OOAT O EOOAA8 |, AOS O |
the eyes, face, and body send silent messages.

A ‘6
9% —2

® Facial Expressions

A4EA A@DPOAOOEITT 11 A PAOOTT80 HAAA AAT AA Al I
Researchers estimate that théduman fae can display over 250,000 difrent expressions.

When you are working with your mentee, you should tryto have a relaxed and open facial
expression. Raising or lowering the eyebms, frowning, blushing, squintng the eyes,

swallowing nervously, clenching the jaw, smiling broadly which can occur voluntarily or
involuntarily » are somefacial expressons thatcan supplement or entrely replace verbal

messages. Be awardnat facial expressions can diéfr in meaning from one persorto

another and from one situaton to another.

Eye Contact

Looking directly at your mentee while listening and answering withoutstaring him/her

down usually conveys warmthhonesty, trust, assertveness, and interest. As a mentor, you
should monitor your eye contact. You want to vary your eyeontact by occasionally

disengaging eye contact with your mentee; you do notant your eyecontact to be a fked

stare at the mentee. However, frequently disengaging eye contact could indicate that you

are uncomfortable or that you arebecoming bored. Good eye contact enables the

messenger to determine if the receiver is payingttention, showing interest, responding

favorably, or feeling distres8 & OT I OEA OAvehtdde@dntact vkasde AA OE

ODAAEAOG O Hdnde/auEr@hduinesd T 1T AE

15 Adapted from thePeer Academic Coaches Handbook and Resource Gukgsental Elements of Peer Coaching (1/14/2002)UT
Learning Center;University of Texas at AustinUT Learning Center.
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On the other hand, you must be respeaif of people who do not maintain consistent eye
contact. You must alsstemember that non-verbal cues, ncluding eye ontact, can be
interpreted differently among people or situations. Staring, for example, can be interpreted
as love or hate, coldness, insenskiity, or dullness depending on the contextA downward
glance may indicate, to some individuals, odesty, embarrassment, orfatigue. Making eye
contact mayindicate dominance or rudeness to some people, while avoiding eye contact
may be interpreted as boredom, shamelishonesty, fear, stress or even respect.

Vocal Cues

Vocal cues include pitchtone, volume, and the rate at which you speak. Most voices convey

about 30% of the meaningf a message. Adjust your gestures, expressions and voice

patterns to create comfortable conmunication. Some peopléalk fast, some slow. As you

mentor, you shouldadjust your voice rate by speeding up or slowing down as necessary.

Youshould also control and vary your volume. We use changes in pitch to convey meaning.

Voices can be insistent, pleadingjuestioning, whining, demanding, etc. Consider this

OOAOAT KIGANT A A AOARAAEAOG 4EA cdsiardvaed Aad Ravel 1 Oh x E
very different implications.

Posture

Your posture can convey how attentie you are. Appropriate comfortable posture
communicates a willingness to listerand understand and it alsencourages the mentee to

open up and talk freely. As a mentor, you should face your mentsguarely;AT 1 8 O T AOOOOA
the communicati T O xEOE AAOOEAOO OOAE OAAI AOh AEAEOON
physical proximity, 2-4 feet, not so close as totimidate or so far away that you cannot

hear your mentee clearly.

You should maintain a receptre posture to indicae to the mentee that he is in a
comfortable situation and does nohave to be defensive. For example, do not cross your
arms or legs glance sideways, draw away. These are signals thainvey defensivenessA
slumped posture conveys fatigue, lack of energy, or negative attitude. Try to maintain a
balancebetween intense and relaxed stances. Relax to express your comfort with your
menteeand to allow them time to think asthey communicate. Appear intense enough to
communicate that you really are listening to what your mentee is sayin.onvey a sense of
cooperaion to your mentee. Lean forward, keep your hands open as you express yourself
2 do not have tight fists.
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