Glynis Fitzgerald
Yanan Ju

Hiij S
Eﬁﬁﬁ%




£ B &2 ® &
Fudan EnglishOnly

Professional Communication
A Relationship Management Approach

Glynis Fitzgerald, Ph.D.
Yanan Ju, Ph.D.

HR 3% 7€ i i i

JRHEL ERRJE

09k 2 wirgat

Fudan University Press



EEEMME (CIP ) ¥iE

B E A8 BEE, B . — B B B RFHARH,
2004. 6
ISBN 7-309-03979-3

I. B DI.OF--QF- M. ABREXR¥-BEER-
HA-E V. 0912.1

ERRAEFH1E CIP ERH T (2004) 55 028226 5

BU% R (1 438
EEZ MW

HAERTT  fh 2k % wirgat
T EAREE 579 5 HR4N 200433
86-21-65118853( K 173#%) 86-21-65109143( Hlﬂﬂéy)

fupnet@ fudanpress. com http.//www. fudanpress. com

R{EIRE H2F
Fwiigit 7 BE
BRB REE
H & A WEE

EWE BRI

787 x960 1/16

15.75  #W 1

383 F

2004 4F 6 A 5 — S — K EDK]

ISBN 7-309-03979-3/C - 70
25.00 G

| FHIHI
Sd I NERMHE

N Y R B el B, V1) B B K R R AT BB R
WRETH RS




Fudan EnglishOnly Series
“SHAARIEBA A

E &R
BEZ,ZETREMNKELEZHAZ
wmOE
HER, LXrERXRA¥RaE kK, #H#F
iR, LEZ B R FHE¥KE KK, B #E
Glynis Fitzgerald( % W B.) , % Bt M K ¥4 8 R Bl # R



ANERE

TSR IR K 4 P A AR T I & B — Bk« 2o — BV BR B4R B Rk O
) LA, GERIREIRF 2B L4495 BC R, i AR R 2 57 3 sk B0k, AP
ZEAMR B AT TR SR B - B B R o fi— HES BT, i RE R
(P B T A BRI A R T FL , SOREED 1 R T B s Bk T B
IR R AR I AR S0 2 DR RAR— DU IR B A IE M e E
WTRR), B AEUS 25 0 3 A, S D AT B PR E BRI R X I A, & /e
KAR— BN AN S SO R I T | R SRR iy, e MBS
AR IRNBEATRERL , B 1 57 SRR — & — AT BB A BB B A
o HRIAIMRERRT K , SRR B LB A B a6, T ELEEAS A0 A T
HBBEFEL-L/ R, — I AR S E 8 T MRS 8 — Rk, — B B4
BT RRLRAR I ok, 9 AT BEAE DRI A 5 A D RS S I S RAT o, Tk
FIREL, s AT SIRRIVF 20 XE DL FIORHEIBRAR , 34 50 IR AN 2 i RN 2R A B [0

ARASIPA 7 A5 e T 7 E R I 42 Bk % BT, K P 38 RO A
SRR GRS AT ), B £ I0TS RIS 4200 . 20 534 28 By
FERLLRNS & RHH S SE SIBRK , 3 0 F R T S 44T TF &% B3 RS ER > 18
PR e AV BSOS 5 El g A A ANBH 0 T, T T 2 R R, &
BEIR] , R AR Ky — AR i 8




-Summary

Why is it that some people are highly successful in an organization and
the larger social environment while others keep failing miserably? We believe
that the key to success, among other factors, lies in how you interact with
others and manage your relationship with them. The book takes a unique rela-
tionship management approach, in which we focus on six success factors,
namely, communication, common interest, credibility, commitment, collab-
oration, and compromise, the so-called 6C’s. The book discusses some of the
new challenges of professional communication in context of the changes that
have been occurring in society since the turn of the 21st Century.

The first challenge that any graduating college student faces is how to find
a job. Don’t expect to land the best professional position if you have not learn-
ed how to write a resume or present yourself in an interview. Once you have
got the job, you will soon feel the need to adapt to the new organization and
the people there. The challenge can be enormous. You had all along believed
that you were a good listener, but your new colleagues now say you are not.
You had all along felt proud of your writing skills, but now your new boss
says you can’t even write a2 memo correctly. And you never thought you
could be thrown into situations where you have to speak like a mature profes-
sional. You might be overwhelmed by other problems that you had never fore-
seen. Even after having spent years in an organization, you might still find it
difficult to balance between being an effective professional and being a person
whom you have always wanted to be. From Day One when you enter an or-
ganization to the day you choose or are forced to leave, you may have felt
frustrated, alienated, or angry within the confines of your office. You will
encounter these issues, and may others. This book will provide you with the
knowledge to handle these situations professionally and confidently.

We will take you through all these challenges and provide our advice and
suggestions informed by our own researches and life experiences working and
living in the United States, China and other parts of the world.
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In order for relationships to thrive
we must rely on six key factors .

6 C’s of Professional Commu-
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these concepts in this chapter, § Why Is Professional Communi-
and will apply them throughout cation Important?
the book.

Communication is that which establishes, maintains and/or termi-
nates human relationships. Professional communication is that which estab-
lishes, maintains and/or terminates professional relationships. Success in
any professional field requires communication and management of relation-
ships. However, it is not communication alone that leads to successful re-
lationships which, in turn, leads to success in one’s profession. Successful
professional communication and successful professional relationship manage-
ment need five more C’s. These are common interest, credibility, com-
mitment, collaboration, and compromise, all of which serve as the guid-
ing principles and criteria with which to determine whether or not one is
on the right track in professional communication and professional relation-
ship management. So, we have six C’s, which are communication plus



the five just listed.

We all know that being effective in managing professional relationships is
key to becoming successful in one’s professional career. These include relation-
ships with supervisors and subordinates, vendors and suppliers, customers and
potential customers, co-workers and others who work in the same buildings,
and all of them must be managed properly in order for us to be successful.
Management of these relationships takes time. In our fast-paced society we
need to remember to slow down and focus on the relationships we must main-
tain in order to be successful.

Advances in information and communication technologies have
changed the way professionals communicate. The 21st century is here and
with it came tremendous change in professional life. Global competition,
new technologies, and the increased pressure for speed from the preceding
century are now joined with weapons of mass destruction, increasing
health—care costs, privacy concerns, ethics scandals and new diseases such
as SARS. In the last 15 years almost everything about working has
changed. The way we communicate, the relationships we have at work,
the technology we use, the security of our jobs, time spent on organi-
zational tasks, even the physical location of where we work has changed
from the traditional work environment of the not so distant past. What
many called the old social contract — mutual loyalty and support between
organizations and their employees — has been replaced by frequent job
changes, increased competition, part-time and contracted employees,
downsizing, all resulting in tremendous change in the relationship between
an organization and its employees.

Given the increase in the use of new technologies, as well as self-directed
teams, and nontraditional workplaces, the importance of interpersonal re-
lationships in organizations has escalated. We live, love, work, play and will
eventually die within complex organizations. Organizations are further made
up of intricate sets of human relationships. This book concentrates on profes-
sional relationships in the organization.

Relationships in organizations are different from non-work relationships.
Unlike our non-work relationships, most work reladonships are involuntary.
We work with people because we must in order to accomplish our work-relat-
ed responsibilities, In this book we will examine professional communication
as the ongoing process by which we develop, maintain and eventually termi-
nate a complex series of organizational relationships.




1. Profossional Gommanication in 2 Changed Professional Envconment.

6 C’s of Professional Communication

In order for relationships to thrive we must rely on six key factors; com-
munication, common interest, credibility, commitment, coliaboration,
and compromise ( Ju, 2003 ). These factors form the foundation for this
book. We will introduce these concepts here and they will be more complete-
ly explained throughout the chapters to come:

Communication

In order to more effectively communicate in the organization, we
must first understand the flow of communication. When asked for the
first element required in a model of communication, the first item most
often offered is the message. This makes sense, as it is the most visible
part of the communication process. Our focus and the focus of this
book, however, will not be on the communication process of a single
act — the transmission of a message. Instead, we will focus on the long-
term relationship between the interactants, ard therefore begin the dis-
cussion of the model with the sources and receivers. In any communi-
cation interaction we are simultaneously senders and receivers of messa-
ges, however, for ease of use we have made the roles distinct in our
model. Messages are composed of symbols which we as senders encode
to attach meaning, and as receivers we decode to assign meaning to the
symbols. It is important to remember that the meanings are not in the
message itself but in the senders and receivers. That is, what a particular
word means to us may not be what it means to someone else. A word
stimulates a meaning in our minds that can be different from the mean-
ing it stimulates in the mind of our colleagues. No word has meaning
apart from the person using it. In order to be successful in our relation-
ships we must adapt our messages to the background and shared experi-
ences of our colleagues so that they can understand our ideas.

Each of us comes to an interaction with a set of filters through
which we will experience the message sent and received. These filters,
represented by the spirals in the sender and receiver ovals, are our cogni-
tive and emotional experiences. When I say the word “cat”, because of
your filters, your cognitive and emotional experiences, you may think
of a warm, cute, orange kitten; a black snarling beast with claws and
fangs; or anything else that comes to mind. With only the word “cat”
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to go by, the cat you now have pictured in your mind is never going to
be the same as the cat I have in mine. Our filters shape what the word
“cat” represents to each of us; therefore communication can never be
perfect, but can be very exciting due to this challenge. Of course, we
can try to make the process less imperfect. Our shared experiences make
this goal of shared meaning more possible.

Shared experiences are represented on the model by the overlapping
rings in the center of the model. The more shared experiences we have,
the more the rings overlap. When we form relationships with others, we
have more shared experiences to draw from, and therefore more opportu-
nities for shared meaning. This explains the common exchange when you
meet someone and they ask, “Where are you from” and the common
follow up question after you reply, “Oh, do you know Mr. Jones?”
While we might all understand the possibility of your actually knowing
“Mr. Jones” is unlikely, it allows us the opportunity of finding shared
experiences. Just as messages are affected by the individuals involved in
the communication, they are also affected by the channel through which
they are sent.

Channels available for communication in most organizations are
vast, including face-to-face, e-mail, large meetings, team meetings, tele-
conferencing, web-casting, memos, bulletin boards and many others.
Channel selection becomes very important when communicating with
those with whom we have relationships, as each of us has preferred

“channels for communication that may vary by message type. In order to
build and maintain relationships we need to be sensitive to these
preferences.

Feedback occurs when the receiver has had the opportunity to de-
code the message, and sends back a message about how the first message
was received. This feedback can be verbal or nonverbal. For example,
if you agrees with a message you could say “I agree” (verbal) or nod
(nonverbal) . Feedback is very important in assessing shared meanings,
for if the receiver has a quizzical look the sender can infer that shared
meaning was not achieved and therefore follow up with additional infor-
mation to make the meaning more clear.

All the while, this exchange takes place within an environment.
The environment in which we communicate has a profound effect on
the way we communicate and what will be said. We will likely commu-
nicate differently in a conference room than a cafeteria; differently at the
office holiday party than at the monthly staff meeting. The external en-
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vironment also affects communication in our organization. For example,
if it is a time of war or economic instability, messages sent within the or-
ganization are likely to be different than those sent when the environ-
ment is less uncertain.

The lightening bolts throughout the model represent the anything
that interferes with communication. This interference is noise and can
be both external and internal. External noise can be any external distrac-
tion such as construction noise outside the window, or the glaring
florescent lights that keep you from seeing the visual aid clearly. Internal
noise includes daydreaming about your next vacation, your feelings
about the speaker, or wondering how long it will be until you break for
lunch.

Through the above analysis, we begin to understand how compli-
cated the process of communication is and how difficult it is to come to
shared meaning with the receiver of our message. We also understand
that the possibility for shared meaning is enhanced through shared ex-
periences. Therefore, communication in organizations should not be
thought of as a singular act but instead, within the context of relation-
ship building and maintenance.

In any organization, communication moves vertically, laterally,
and diagonally, internal to the organization, and also flows external to
the organization. Communication between you and your boss is ver-
tical. Communication with a co-worker is lateral. Diagonal communi-
cation is probably most prevalent in today’s organization, where com-
munication is between people from various levels of the hierarchy, dif-
ferent departments, and perhaps different countries, but within the same
organization. Also a great deal of communication occurs between an or-
ganizational member and those external to the organization. Depending
on where the arbitrary line is drawn, external communication can in-
clude; customers, vendors, shareholders, government agencies, the
mass media, and the public at large. This arbitrary line between internal
and external organizational communication is increasingly becoming
blurred and in the future the distinction may likely become irrelevant.
For the purposes of our discussion we include the distinction, as it is im-
portant to consider the different needs of individuals as receivers when
they are internal or external to the organization. For example, it is
likely that those internal to the organization may have more shared expe-
riences and therefore the message will be different than if we were com-
municating with a potential customer. All four types of communication




will be used in the process of building and maintaining professional rela-
tionships in the work place.

*,. Common Interest

Common interest is the basis upon which professional relationships
and all other relationships are formed, maintained and managed. Com-
mon interest, as suggested by the word “common,” must be something
that is shared by the stakeholders in a relationship. In a professional con-
text, common interest ranges from profit sharing goals, joint product(s)
development, and skills and capabilities sharing, to interest in a common
social cause and even small things like car-pooling. It also includes non-
work factors such as having gone to the same university, membership in
the same civic organization, or having children who play on the same
sports team. It’s important for potential relational partners to identify
potential areas of common interest before they launch a relationship.
One of the most significant pitfalls in professional relationships is when
one loses sight of the importance of upholding common interest — interest
that is shared and seen as important by both or all sides. It is essential to
view the protection of common interest as that which protects one’s
own interest. Common interest may shift from one area to another as
time goes by and situations change. If it is no longer possible for any
one of the relational partners to identify the common interest for the re~
lationship, the relationship would soon become problematic and might
have to end or be transformed to a different level of association (Ju,
2003, pp.116 —120).

Credibility

No relationship can be successfully maintained if credibility is lac~
king on either side of a two-party relationship. Credibility is being
known for being reliable and is very much built upon trust, honesty and
openness. It takes time to build up one’s credibility, and real credibility
is, therefore, time-honored. In a professional relationship, it is ex-
tremely important to be honest and trustworthy when it comes to sharing
information or taking concerted action. When you've failed, say “I’ve
failed. ” When your chance of winning is 50-50, say “the chance of win-
ning is 50-50. ” You might appear, at the beginning, “incapable” or
even “stupid. ” But in a long run, as long as you have made your effort




