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LTAP ItsK

A I I h. R.ole of Ccrnrnunicarion in pcsiti

=.L Crganizationai Schoiarship

Larry Browning, G. H. Morris, ond Keri< F. Kee

Abstract

This chapter offers a position on organizarional communication as a positive force by dr.*ingtor#.
the literature on organizational communication. sociai interaction, ancj communication tec6nlbi-ar.*...,,
they applv to organizations. We organize these ideas around two themes. Firsr' -o/s1'

ls Integmtive -.:=
communication' which inciucies the subsets of inclusiveness, respectfulness, and supportiveness;,Srn{*
is constructive interaction, which includes the subsets of soiution focus. a future orienfttion, anri 

-':i' 
,

collaborative interaction- These topics are eiaborateci as we offer orientations and practites ,nrrat**-j
evidence of their- use. We conclude with an example of positive comnrunicatron from the ,adi.rl 'liit'
community and ofrer a giimmer of hope for the future based on current practice. 

' - "'*' ,ti

Keywords: Integrarion, dialogue, respectful interaction, information sharine

:1::::::*

lfpart ofthe aim ofpositive organizational scfrolar,
ship is to learn hon'to cultivate positive human pro-
cesses anci dvnamics in organizations, then nc,

concept is more ripe for examination tiran commu-
nication. Communication is a quintessential human
glood and, ar least in popuiar views. the more of it.
the better. i\liosr people harbor very favoiabie assess-

ments of communication f,ecause it can generate
understanciine, spread knowlecige, overcome isola-
tion, enable coordination, and improve problem
soiving. Communicatior-i technoiogl'. Iikewise. is

weli thought oi: because it can enable pooline of
inteliigence, conquer distances, speed activities. and
expand nenvorks. Horvever. communication is plar,-

ing with fire. ft does not necessariiv live up to irs
rriarvelous potential. anci ir can aiso be dangerous,
disruptive . duli. disappointing, disrracrir.rg, and
even <iestructive. Just a feu' instances of ciestructive
communication are enough to spoil a much iarger
number of successiul communication expcriences.
\ cn commonir. i communicarion cvenr ther ir

po.sirive for some purposes is simukaneouslv nega-

rive ior: others: evenrs that uplift some mat. suppress

others (Pritnam, 2009). Because of its affird
orienrerion. posirivl communi;arion i, ,u@
to masl<ing error ind harm (L;eerz. 200q). Hmiri
possibie ro irrve drr.crness. honesq. on dc e
harr.l. ve: embrace communicarion accepunctE

th. samr tim:l Becaus: or' rhese doubrs. we ftdre

urgent need to bettei understand rltat corgi$:*'

positive communication and to spark more dl$-.'
eratjon ol' rhr circumsfances unoer uhich podrfl

communic.rrion miqhr contributs ro otherpd
processes and d-vnamics i" ".-*r"i*ri""t 

:.'a.a',.

In rhts chapter. ra,: ofler a mode] to ol$xfia

images of positive communication. 1frte begin't1s{'.

brief historical o'ervieu' of imases of "good @''

=:.

l-
:l:
::i;.,:

i::
..'::
.,1

munication" from ancient Greece to the pff
Next. we derive a definirion or posittr': conmq

marr of concepr:1. After a brief conciusion sBT

,66



W+ZJ Cf**t"tttd* *d Pt*t'
. lnregratll€ Lommunlcatron Constructir,'e interaction

Ciaraderistrcs
Practices Characteristics Pracrices

T

, lnclusiveness 
(coherence' '

cohesiveness' 
end

rdevance oi 'iiverse

lrd unique lotces)

,'(sspecrlulness ( rrust'

bonesry, seifresPect'

ard being considerate

. hcewotk)

,.lupportiveness '
iwiliingness to helP,

erKourage ment.

ornfbning

communication, and

nlidatinq orhers feeiinqs)

Diaioques (eleborarion,

connections bevonci

bounciaries, socral ties, etc)

Inrbrmation sharing (beine

intbrmed, fbrming group
"--^i,:^- r^.

interests oi members,

STICC iormulatron)
t-r,.rrino nr rhl ie onnl<-''_""5 r*"'-'b".-*"
iknr-.rvledge managemenr.

e-maii copies, pass aiong ellict)
tl"ner. rino rnoiocnlPnr-'.'-''-"-''b "'^b*b_ .''r''

(sociai capital, social nerwork
site:. -i$ r.ommtrnirv rvebsires)

Solution-ibcused

lbeiieve in becominq
better, seeing

possibilities, beinq

oprimistic)
Future-orienteci
(vision ofrhe iurure,
shaciow ofthe iirrure)

Coliabor:ative
i..oen,\- rinrelinecc_"t!]j!."

nextinq, align.ing

;rctions )

. Conversation (ansrver a

' lucsrion. .lc\'epr -r prooo..tJ.

iomoiv lvrth a iecuesr. elc)

' llteraoeutic interaction
(equirabie. Hexible.

biaming-free. etc)

' Furrlre serrch conreren.'e"
(discovering common
ground. building
cooperafton, etc.)

. \arrarive vision (bevond

beiiei, uncertainry
-rhsnrnri,rn rrorrmrnr-"""'i _'

centered. e.ridence centered)

I
l

l

::

*b,chaprer with an example of posirive communi-
*don'in organizations.

hhingImages of Good Communication
:1*adiscipline, the communication fielci has drawn
'ryon'several images of good communication over
{ttyeus. lhe field is heir to a centuries-long evolu-

'ljoft,inviews of good communicarion, lvhich can be

'tnbylooking into the kinds of instrucrion oi{ered
b Fr5ons \eekinq ro improve as eommunic.rrors.
IhCreek an.l Roman ideels rvere persrrrsive ora-
ax.rtobe used by individuals defbn<iing the ir inrer-
trsin courr lnd rhe assembiv. fhe European idcai.

.@xn from the conversation salon. was erudite,

.'r ed, sophisticated conversarion. The Victorian

rt 
-h^'.,l 

od' nand. \econd. it stresses individrrals
ro relare ro orhefs in face-to-iace (FTF)

tfrat leatures assertiveness, affenuve-

del" alro conuerrerional in narure. was polirc anci
&onirontive. Vore recenrlv, rhe iJ.S. civic ideai

use of information and communication technolo-
gies (ICTs). Fourth. it is culrurallv and situarionallv
:rpprooriate and accountabie. Increasingly, good
communication involves rvorking out wavs ro

handle the rhetorical, reiational. and rechnological
aspects of the positlve swle, ibr rhe panicular cu1-

rural and situarionai cilcumstance, ar rhe same iime,
and under circumstances that mav not be ideal.

Defi ning Positive Communication
A cruciai purpose served bv communication in all
organizations is to enable people to arrive at sensr-

ble. workable, accurate, consensual, and contempo-
rarv understandings ci rbe meaning of siruations
and er.ents iniluencing them. Organization com-
munication comprises an .interpretarion svstem, and
one kev purpose oi positive communication is to
improve that svstem. In other rvords, in a general
sense , positive communication is that which
enirances organiz:rrionai intelligence (Johnson.

1977). More coJloquiallv, positive communicarion
improves irow rhe organization understands ihe
world in rvhich it is operating. In rhe nvo lbilorving
sections, we concenttate on nvo kev standarcis of
pos.itive communication that make it suitabie ro

help org:rnizations better understand the .,vorld.

In te gratiu e C o mwami c ati o n
Integratior-r is a master term across the social sciences

including differentiation-inregration (Lar,vrence &
Lorsch, 1967) and integrative complexiw in sociai
psychology and public policv rheorv (i\4aruvama,

1q92: Suedt'eid & Leighton. 1002). Tb communicate
integrarivelv is to speak as one. in a n-ay consistent

i;'::nttt openness. friendliness, rni cmDa-q ofganizarional 
r6i21iunqhlps rnd Broup\

200.0). third, it is technoLoli.,rii"
' caiiing fbr quick, responsive, -ltrci"n,
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with the iciea oi workplac- denrociac',-. positive

communication integrate-s disparate parts, even

through hard-iought discussions. and gives them a

single voice. 'Io have a voice is to become part oi the

whole, to join the discussion (Putnam, 2001).

Recent research in communication suggests that

ICTi n-rav have a democratizing infiuence over orga-

nizations. For instance, "the \ieb ten.1s to reduce

the significance of ofiline hierarchies in accessin.ll

information-therebr, 'dem ocretizin g' access to

worldr.vide resources" (Ca1das, Schroeder. jviesch' lt
Dutton, 2008, p. 6z!)), Adoption of ICTs makes

knowiedge contribution and information more

accessible to a wicier audience .

Similarir., in a recent studv of distributed teams,

\uan and Gav (2006) iouncl that "homophilv in

gender and in race had no significant impact on the

deveiopmenr of either instrumental or expressive

ties. In instrumentai networks, both homophilr- in
grcup assip5nment and in iocation had sienificant

in-rpact on the deveiopment of netw-ori< ties"

(p. I 062) . Thus, the use of iCTs can promote inciu-
siveness bevond the influerrce oi demographic vart-

ables visibie in mosi FTF interactions. lJris finciing

is encouraging because it suggests that organiza-

tional integration can be createci based on group

assignment and eeographic location u'hen the

process is faciiitated bv ICTi;.

Three characteristics that enable communication

to be integrative, hence positive, are inciusivenes.s'

resoectruinetr. and sttpportivettess.

INCLUSIVTNESS

To be integratir.e, communication must arld to the

number and kind oivoices that oarticipate in sense-

making q'hile remaininq coherent. cohesive, and

reievant. Positive communication pracrices bring
peooie together across distances. ideoiogicai divicies,

language barriers. and diverse culturai and individ-

ual experiences. enabling thern to mer*e into singj:
incorporated entities (Gibbs, 2009). N4embers each

bring something uniqur, including experiences,

srrengths. and knowiede3 to the table, anci ther- aiso

appreciare what others bring (Browning & Shetier.

2000).

RESPECTFULNESS

Respectiulness is aiso a ke.' to positir-t comlrunica-

tion because disparate voices i.lring s'ith tirenr the

possibilitr: that others rvill ignor:e oi discount u'har

is said. According to \{,eick QAA3), at ieast for nigtr-

reliabiliw orsanizations, actj.on in potentialiv prob-

lematic circumstances require.s members to provicie

accrlrate report: on evolving Si,UX6O*]
becrrrse mismrnaging rhem could h.".;
con\(quences. V ei.k': r.ieri ol,.rp..,fai
empirrsize: the roles of 

.trus... 
t,onarry,

respecr as preconditiotr, for t.rp..tfuli
Bein:i respectiul necessitat-s willingnes]
others' accounts, reoortinq honertlv
having respecr ior one's o*nln,.rpr.t.,iol
is happening. The essence of ,.rp..tful inr,

the literature on facework (i.e., Brown & Levittg

1987r Gofman. 1971). part of what is respecsuiG

I ne :r.r of brin" consiticrati o1- orhsr. goals ad

interest.s: r'vhai isl nesativ3 is obstructing thef dsitt

to be free oi interferenc : ':rr": :

lC r, mai c,:ntlihut. ro lesnectrul cofimtr 
i

nicrrion !n an uirerpecLe.l t"ll'.. because ms

".1 l'^,'..n -r,' ,,,,, ,.liH'erentir ill compuf ldr ru I r"r rL \r , y,".. uu. u I r, t r.

medi;red communi,euorr {CVC,. In a recentsr|d} ,
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the use of communicatiori using a concept cailed

the interdis:iplinarr.research process (IDR). 'At the

heart oiinterdisciplinarv understanciing is commu-

nicxtion-rhe conversations, connections. anci

combinarions that bring ner',' insights to virtualir-

even- kind of scientist and engineer" (Proiect

Kaleidescope. 2006). Skill at communicatinE across

ciisciplines has to cio i,r.ith overcoming ianeuaee dif-
ierences, buildine 11s51-$6$1 in the short and iong

rerm-and the abiiin to press forrvarcl with task

and relational goais. ()theru'ise, a lack of communi-
cation create.s a cuitural divide (Rosenfeld, fuchman.

8r Mat-. 2004). Since "communication and languag.

are the mechanisms through which social identitv is

created, maintained, and modified'' (Riedlinger,

Galiois, Ir4cKal, & Pitram, !0()+. p. 61). inreeratiye

communication in the scientific arena holds prom-
ise for constructing interdisciplinan' identities and,

hence, cooperation.
At the inrerpersonal ievei, ICTs can promot€ the

creation of social ties underlving dialogues. The

de.'elopment oisocial ties rl'ithin structures is criti-
cal for organizational integration. in a studv of the

use oiiC'Is and social ties. Zhao (2006) rbund that
''social users of the internet have more social ties

than nonusets do. An-rong social users, heavv e-mail

users hal'e more social ties than do light e-mail users.

fFurthermorel . . . e-mail users comntunicate online

with peoole whom thev aiso contact ofliine"
(p. 8441. The use of lCTs, sttch rs c-maiis. sene rates

social ties tirat enabie tire communication orocess.

When multipie collaborations overiap amonq

dispersed members. tire formation of a virrual orga-

nization can further promote organizational inte-

gration. Baseci on complexin' theorv anci a case of
coliaboration among 2.00C scientists. Brrd. iones,
and Kee (2009) argue that the use of:. ranse of
technologies and remort instrttments can cre3te

three paradoxical characteristics that promote the

effecrii'e functioninc ol e vtrrual organi;.arion a. di'-
persed but coordinated. diverse vet coherent. anci

flexible nonetheless secured. Wiren an organization

is too big to easilv allou' ior F fF dialogues, iCTs

expend diaiosuer bevond time etrd spacc.

Info rm ati o n S h arin g/ B e ing Info rm e d
Having information to share and being informed b'-

orher: so han,l ir: hanC a. ker practic:. ior organ,-

zational integration. Communication tencis to ievei

information across groups because tire asvmmetrical

knowledge becomes distributecl rvhen the kno'"ving

person communicates to the unknorving through

the act oisirarine. The resuit cfsharing is to increase

the amounr of inrormalion hel,i k,. ^ 'r r' r "''' ut'abroad
oeopie. u'hich creates an,opportunif'
rnemorv and a broadi'r, f.lt ,.ns. of .o

Undei cor.rditicns oi trust' honestli *d{'

resfecr. memher. are rvilline ro ofter their FrtF

ri'e. ,r'hen c:rlled up,,rr ,;;;;; ro disrcred'esds

grouf "ri-n'remhers' b' harkeninr, h"",:.qHP,t
evervone knows u'hen it is poolec ;,^ ii t.*,, -

rure (Corberr. Faii-Correi: t,",.'-- " : 
tt-08t!* j,.

ffi ,':ilt""Jj:,i:;.t-"::'j'".'^:::1"::';ffi r;
j //.rrrLrrd!rrvrr.urrulr

mcmberi rnorrr orraniz"l'1""i". .,ltlt' to unfoei"mcmhers r'nour organizationai wir;^* 
'-" IF

iino$,iecise kno*,n bt i,, ..-b.rr. -*ai:.,Tdt
more informarion than inciiti.l,,.t.- /;'"uPs 

qt

:00.3. p. 6l-). since ,";**';;;;.1..J]jF
than others. 661-n6gni-'i^^ .rr '*'I" oq

inrormarion ,n f," ,h"r.d]'ot't" 
atlo's fo1 fu

On: version oFmemb, n

rveli enough informcd,"T::ii;,",'ff1|* i
members. For example. an,association., UUi :
directors mal be afirmed,and ,rurr.,l b...ur.il . {hers heiieve thrr rh. ho:rri nrnrcr," "i-:--, - . 1

Such shared knou'ledge thar is recalled

seat at the tabie. This a-liows a person to be invfrd::.."{

in a iearning process anci subsequentiv to conrih
to probiem solving and ciecision making a+
informecl parricioant. ()ne version of beinginfomil',

and i<norving rvhat is going on is exemplifid&

African Arnerican wornen executives, who emPhsh

the rmportance of being oPen to informarion'-d

paving anention to active iistening (Parker,200!1 ."

An orientation for integrating diverse r1*r'

under potentiallu' catastrophic conditions is Vci*i

(2003) sequence oi statements for respecdlJhrt'

act.ion about clvnamic, poientiallv conseguoii'

events. In this STICC formulation. the ieadci'*

up thr intera:iion br savinc,:

L. Sinttttiott: Here's the situation we iace' .' -

?. Task: Here's .r'hat I think we shouid rio' 
-t-''.

3. Intenr. Here's whv we shoulci do that' 'tt"'
4. Cortcerns'. Flere s *'hat we should ktePF.,i

eves on because if that changes, *'c're in a new

sitrration. .',,,

i. Calibratiott: Norv talk to me :

i.
;i.

:ibers beiieve thar rhc boarci prorects ,n. inr.r.sfil 
;

il:illi: #;xli 5J"::,'ill H:#, S".
hert uscd rh. meraphor of vojce ro depicrh*to i
vier.r'rhe council as protcctinq ,h. l.r*.t.oopeodr* I
interests. \bice sen'es as a kind of rcpresenadmlh;,.i

stakeholders. Kel- to rhe vcice metaphor i, @'':}
(Harter & Krone. 2001). Parr of th..ommuniefu':,+
proces. is rt' becornc inforrned. so rhar informah j
seekinq is r kinci ol' ad.rnrarior, based on g"rri4r ij
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t): ,.rrk successtuLlv througir riisagreements ,rs rhey

,J,rr,. ,h.it determinatitln ,li-'vhat is ro be cior-re .

,,,1,,,i,,uilling.,.ss .o disaqree i:ouid sometimes dis-

..,r.grnmitmcnr to the :oileciive's goai and .work

,..,:,1r irrreqrxting'hi irlJi''r'-irrli !nro Lhe g'or1p'

;rrormarion ancl communicatlon le(:hnologies

.:r illDport the practice ,ri ir]ibrrnation sharingi

.ring irrrolmed. esPeclaiiv ln the ixocesses or orga-

,';.uional sociaiization, coorriination' encl coilairo-

rrion. i:hnagin ,rnci 'rY,/alcieck {2004) proaosed r

1e,,rerical orientation oi LCT use, anci thev argue

]:t ilccufate, eppropfiate' ;lnd suiicient infbrma-

:rn ri.r IC'Is can Promote successful organizational

.,ii:rirzrrion oinewcomers. The',' suggest that group

rd orq:rnizational norm-- ubour ihe use oi iCTs
.ii'r,rrn irnportant roie in a llewcomer's sociaiization

,:io i,rganizarionai integration Drocess. Aiier mem-

lrs have been socializeci into an orqattization' i(-Ts

.rn iicriirate coorclinacion and coilaboration. In a

:r,rv 'rrv Valsh an<i Vialone.,' Q007), tire Ltse oi
-:nrii was tbund to be essociated -vith fbr,ver coor-

r;r:rrion problems in coilaborations. Furthermore,
,rnnunication research on the use of ICTis fbr'

.rilaboration has shown encouraging results.

'ooryxmoorrhv and Shrum (2007, p. 733) fbunci
,:r 'lnternet use. lts measureci by rime spcnt on
.nril. is posiriveiv essociated .,vith collaboration."
':uiies like this one leaci us to believe rhat the use of
L-ls iirn promore organizational integration.
,'llirionallv, r r.rnique pracrice of ICT! ibr infbrma-
1rn. iiraring is rhe pass-rtlt,ng c-f;ict, which js similar
I rn( nractice of iraditional word-oflmouth com-
"r;:tic:ition. Norman :rnd Russell (2006) argue thar
:!" lsc r)f e-mails generated a pass-aiong eftLcr in
:: nrcad oi information because spreading infbr-
'lrliroll viil e-rnajl is casv lnd iow cost. Technology
'''ri i's' 1[.,pposlu11in't() eonlrnlrnrc]te ro x grcaf
':itni. .\s an exampie. ,,ve call it "viral" ,vhen iarge

=l',1' ,' people r-rnail inreresring inlormanon
i'r-' )riter or Fass ,rlonq e You i-rrbe videos ro

::':niis 
l nfbrmarior-r antl crirrmunicatio' technoi-

.;rtsers pref'er ro send positive lnessages iTiernet,

.- lr ljccaLrse of rhe ease oi communication rrnri
'' r'K {)f cost to se nd someone an electronic mes-tt lo'pl. ivho have acces.s ro ICTs simplv send
:rr\.- 'whether 

websites that ofler good bargains.
: ri'crds fhar are rich rn :rntioxidan15,,-1s olilgrg

r,,"tt 
ttttu thinl< it miqht be useful (Berger &

''r:tlin. 1010, p. r.,).

0..t,.
' 
.uottc Goods

'I l,laIr,-- ^r'. ,-

,. n.^, 
tt ol Informetion sh:rrinqrbcing inibrrned

' ""tce shared lrnowlcdge in rhc fbrm ,rf prrblic

goods. which lre ''goods. ;trch es perks, roads.

libraries, neiqh[:rorhootl bru-sh lemovai ibr iire
i:re.renrion, berrch cleanups, i)r otir€r org'.rnized col-
lcctive q,rals'" 1Fu1k. -Flanaqin. Kajman. tr'ionqe, dc

R.ran.l9q6). One of rhc vriues of positi.rc.ommu,
nication is 'rhe n it is directecl rowarci a pubiic qooci

rrnd inibrmeltion is meaningruilv incorp,rrareti inro

rhe i.rociy of knorviedge. i,ike an inocuiation against

e ,jcadiv disease. the knowiedge can be avaiiairle

rvirhout reqard to oower and position in a lrierarcbv.

In rhis 'r,,,;v, posir ive .:ommunir'Jrion is .rssocirrert

with a democratic proccss. "Tiaciitional conceptions
of ,leliberation emphasize rtualirv, fairness. anaivsis,

and a tbcus on tire public eood" 1(lastil. Black,

Deess. & I-cighter. J00[3. p. 139). De]iberation is :r

,:ommunication proc€ss thar emoirasizes rveiqhinz

l'iews and rin,ierstanding elch ,rther's oerspecrvcs.

i)eooie deliberate r,vhen ihev "crrefullv cxamine a

probiem ,rnd iange of solutions through iin opcn,
inclusive,-liscussion rhat respecrs diverse points
of vie..v" (Castil, Black, Deess, 8c Leiehtef, 2008.

p. 141).

'When the pracrice ol creating public gor:ds is

enabled bv ICTs.'ve ,:all the infbrmation repositorv

k n o u ie d ge ln arx a ge m e n t i IiVI ). IGowlecige me n age-

ment .an be uncierstood as ''how distributed group
members anci their organizational colle,rgues locete.

store and rctrieve .-lata. infbrmation end l<nowiec{qe

tirat they neeci ibr tireir inciividuai and coliective

rvork' (llollingshead, irulk, 3r Monge,2002, p. .)35).

Vhen infuseci wich technoloqies, organiz-ations use

FiV svstems to electronicalh, -reate, transfer end

aopiv knowiedge to echie...e rheir eoais (Alavi &
Leidner, 200 l). The use ,,t i{vl svstem.s can lead to
,rrganizational viabilitv (Palazzolo, Serb, She, Su, &
Contractor, 200(r) because knowiecige is "lnlbrm:r-

rion '.vith ;rssigned meaning that is stored ,rnd can

be used in ilaiiv interactions to solve dilemmas oi-

probiems . . . landl enabies the individual to ,rct"

(Child & Shumate, 2007, p. 31).
Since tire introduction oi: e-rnails in the worii-

plecc in rhe l')aOs (Rogers. l0().1), the pracrice ot

e-mail copies is prevalent. Skovhoit .rnd Jan i2006)
fbund that the practice ,rf e-maii copies in a ciistrib-
utecl .,vork group serves; to promote knowleclqc

sharing, bruild a ccmmon information pool. rnd
tbrm ailiance nerworks. Fr,rrthermore, in a sturiv ot

500 large comp:rnies, Lei (200 1) tbunci th:rt orguni-
zations that implemenr an intranet svstcm fbr
empioyees to coilaborate rend ro have higher orga-

nizatior.ral end emplovee perfbrmance in gcnerai.

i(rowledge manaqement svsrerns have been sruclied
es organizational platfbrms thar wouid facilitare rire
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develooment o! a "grouo mind" to promote perfor-

mance of orsanizational wcrk teams (\uan. Fulk. &
Monge, 2007).

ln order for successful implementation oi KM
sysrernsi there needs to be a knowiedge-oriented

culture. stabie organizationai inirastructure, a hieh

level of motivation, and support irom senior man-

asemeni (f)avenport. De Lons, & Beers. 1999). ln
a studr. bv Gold and colieagues (2010), thev arsue

thar "a knoudedse inirastructure consisting of tech-

nolog1., structure, and cuiture along with a knowl-
edee process architecrure of acquisit.ion, conversion,

application, and protcction are essential organiza-

rional capabilities or 'preconditions' for effective

knowledse manasement' (p. iB5). l-ast, in a studl
of organizational merser, Empson (2001) argues

thar an acquirine companv can obrain useful infor-

mation about the acquired companv's policy and

expertise through oossessing theiI computerized

KiV databases, which can lead to more effective

orqanizational inteqration despite an arvkward

transition. All these studies demonstrate hou' KM
s.,'srems and the use oi intranet svstems promote

organizationai integration.

ENGAGEMENT

irzluch of the work on positive communi:ation rec-

ognizes that the behavior that buiids a reLrutation is

the amount of sustaineC involvement of those in a

nenvork. Engagement thai enables sociai capital can

be seen in different settings, inciuciing structures

held together bl a groups' abilin' ro comnunicate
tosether effectivelr', and relationshin builciing

among nongovernmentai organizations (NCOs) rn

a civil socieq'efort. Rich communication channeis

aliou- groups to become central to information fiou

Traditionali-v, engagement is eniranceci rvhen con-
munication occurs itr the presence of another- such

that the ieei of the oersor, behind the discourse rs

r.isible, sensorl,. and directil experienced bi' those

ir-rvolved in the exci'range. Such a position is struc-

turational (Gicidens, 1984) in that the communica-

tion itself signifres the centralin' of and regard for

indiviciuals.
Neq social media piatiorms featuring increased

interactivitl' and social presence seem to be just as

rfr-ecrits a: FTi- inter:lcrtotls in gcneraiinq tociill

ca;rital. \,'aienzuela. P:rri:, irnd Kee (2009) found

that higirer-intensin' Facebool: users are aiso more

iikeh' to particilrate activeit' in civic engagement.

Fiiulr-intensin'Facebooli users also reporr a hieher

ievei oi social trust anci a greater cieeree of liie satis-

faction in general. in a su'bsequer-rr anaivs.is' Parir'

groups reoresent a sociai space in whlqh
interactions often translate into offi1n. l,
Tl-'ese studies sug,scsr thal.sociai media can
social capital tirar positiveiv conrribures to
tional integration. The-t arque in U"t' 

","r,T?.tE
:::f::1}:i::i"'"'rhe 

use of social ".*;ffi+i

I{ee. and \ilenzueia (2009) iound gx1

tified four orientations and practices thar conxiq&
in r cgrati ve co m m un i ca ri o n. by ^. ngagi n g in dralqrr

wirh orher members. shrring inlbrmation. buildiE

public goods. and becominq eneaged. individu*

involve themselves substantiveiv and symbolicalls,s

the sense-makrng activities oi the organizadonlit

moue cioser rogcthcr ir, rhe s:nse of a mole comq6

understanding and a greater sense of beiongiqo'

the organizational com munin-.

Constructive Interaction ,i!

Integrative communication is positive, but itdod

not necessarilr- iead to improved rn'avs of makiq

sens3 ot thc sorlcl ol'rhr organization. We use &
term cTttstrucrjue inrerauiori ro designate inrerptr'

sonal and intergroup activities that involve paaici'

pants "mairing things betrer." Altirough the foond

constructive interaction can be broadJv conceivoi'4

the hearr of constructit'e interaction is an orien*

rion that participants sltorn at thev sPeal orrwin

listen to or reacl others' contributions' and respnd

to them. This constructive orientation can bf 0F

cerned u'hen participants make their contribudd

solution focused, fr:ture oriented, and coilaboratG

, ",*Y1;TJJ,:' :":i' i::'.: ":;'ff T:::: -. i

arer, ICTs cont in ue,,,,n:'"tr:il; 
"1|.: 

f::*i" I

ofiiciel websire. oi rhe 
valrrc ln a surdv's

l;m';il .fi: ?:j#{*1,.:# r
opportunil tes to communlcate u'rth t|elr co'StinF
ents at a time when metropolitan 
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Soiution Focus
This orientation is an insistence on talking abo$

things beine betrer, along rvith a persisrent refisalt0

remain mireci in ralk about probltms Vh*at'

communication that ieads to <iisillusionmenr isn*

eiir':. its posirtr': counlerParr is iiiusionmenr' 
ll

mean: buildinE and holding. on to the,idea@

those tiring,s rhlr arc ,,o, 
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a].so noted that the preferreci next action r.Lsuailv fol-
iou's u'ithour deiav and that departures from u'hat

would be prefcrred inclr.rcir elements that mark

them as unusual. ln other rvords, there is structural

evidence that to ans\\'er a question. acceDt a pro-

posai, or comph. with a reeuesi-each of rvhicli
dispiavs a constructive orienratiorr to the intera.-
,inn- ic rh- -'^r.r'".1 " ne of cuit\'€rsatioltal corttri-Lr,! P'!!Lr'!!r L.YP

bution (Pomerantz, 1984). This orienration is also

shown in hou-participants desjgn thcLl conrribu-
rions snecific:lh t,rr those ior rvirom thel are"" ^- ' t'-' " "* .'

intended (Nofsinger. I 991 ).

7h erap euti c Interaction
Popular images of constructive interaction have

usualir been derived from other n'rrcs ofinteraction
than conversation. most especiallv therapv talii. For

instance. client-centered theraor' (Rogers, 19ii)
became the basis for instruction in holt to iisten

xctivei\'. 5trateqic psvchotlteralr\' (\'atziawilk.

Beavin, & Jackson. 1967: Vatzlarvicli. \,eakland,
& Fisclr, 1974i is th: origin of the contemporarv

iciea of "thinking or.rtside oi the box." More recent

ionns of therapl are fertile ground ior contem-
norarl vieu.. ol- construrtive interlction. 5u:h
approaches, r.vhich woicaliv drarv on a social con-

srrucrionist standpoint (lvicNamee Ei Gerqen.

1992). include collaborative therapr' (Anci:rson &
Goolishiar,, 19921, possihilin' therapr' (Friedman,
1o()1, --/f.f;,,- ,h-"^^., (Aronsson & Cecierborg

I !)94), constructive thcrapy (Flovr. 1994) and solu-

tion-iocused therapr- (de Shazer & Bere. 1 !)92:

O'C.onneli. 1998). These aporoaches feature equi-
-^Li- ^.-.r n^-.;Ll--.r:.,1,--ue bers.een therapisr and

clients. in rvhiclr the.,' coliaborate to uncierstanC

'nvhat is goint on anci idcntih'neu possibilities.
Discourse analysis o[ these liincis of'tberapy i-ras

inr.estigated. hoq. therapisrs and clients coliaborate

to arrive at uncierstandines oi their problen-rs
(Br-rtrn1. 2004). break thror-rsir impasses (Couturt
& Strong. 20(i4). and definc nen rrossibiiities io:-

solutions (floururc. 2007). in solution-fbcuscd brief
ti.rerapr'(de Shazcr 8i Bere. 11)92r ()'Conneii, 19981

f,.. .. "-.-: rh- rit'. i. rn oer .,r,r.le. r,r .^n\ide-

horv things wor-rid be different iFthev rve ren't having

rhr oroblem ih,rt brouelrr rirem into rhe:ap'..

Tl-rerapists inquirr about "\},'hat rn ould vou be

doinr:: \jh.r: s'o1riq 1611 hr' '.1.r'inE Io erch olire-'
Ho"r' wouid other oeople llotice? Hou- r,vouici it
affecr tirem? Such euestions are al'tour whar peopte

u'anr and thc possibiliries thcl can ciiscor.er (Zancier

c\ Zander. 2000). f-oupies are inviteci to imagine a

ri'orici thar i.. not so full of probiems. \\tiren this

w.orid is reveaied, the therapist 
and

consriucr acrions thar can b. ,.k.n,J
desired directior-r. Since people i,", th.rrw
ro revert to a riiscussion of o.obl.a, ]l'.
(Buttnr', 2004). therapists strive 1s [.
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Frttule Searc b Conferences
Consrrucrive in te reir ion can aiso o..,,r :_

larger scri= consulrarion. 
l:l,dlr, ";-;;;rffiar the Thvistr.rck Insritute

-^r---,,- A-.,-1..^-A,^)t.-tlt::'" 
rlq92)andb

Lotlcaguc) ur\cIUD(11 inIeraCtton tOrman dn
hroughr ioger her sereral Jozen. and oi,.n hundrd
ol oerricipan'.s inro fururi-oricnteci diaiogur fr

:::ff #: : 
".:1"n:: rili: T,il.:;::H.)i€-.^^, -..., ^,: ., 1^.-.cilll(rtrut p::uts ur J rarg( oreantzatiOn Or difmCU

orsan jzations in a communin. over a period ofmc
o: more dav,. in an efforr ro discover and buildoe

common grounC. Fcr crample. a l0){rrululgrcdd
conference cn voudr rrioience in Santa Marii'

Caliiornia.'oroughi together approximateiv9G,l&-

particioants. including business owners, g6yqp::l

ment officialt. Iew enForcement personnei, pr&.
ritrn offiiers. school officiai.. nonprofir.. fairh-hd
organizarions. selecteci parenrs, and vouth. iWeiffi,

and his co:ruthors ( i 992) unveiied numerousdesip

for fi-rture search conferences thel' had faciliard:

and the" sougi-rt ro accounr for their unusual succcs

in i-rncovering common ground that enabledp-

ticipants 11r r,r,orli coooerativelr' towartl soludont

The common seouence oitopics ciiscused infuun

search confbrences inclucied, (1) describing the hi.'

tories that leC up to the present, (2) achievingol'

sensus about the ker,' aspects of tire present situatisr'.

(3) shared ideas about mutuallv desired tutures'as'

(4) cornmitments about actions to be taken Desptc

ti-re iarge nr:mbers of participants, tire complexiryol'

the sitrrations ther- faced, and the disparin'u pr'

ticipants' perspectives, future search conteren6

usualir- resuited in more cooperative reiadonslul*

and definitive action Dlans.

Narratiuc l;ision
L)ltt ousirilr eommunicarion nracrice as..lr

appiie, t,, iercicrshin. is tor:s::tnt r vision rhatFtRs
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i:-St 1he positive version of this kinci oF vision is

i khn Novce. invenror oi rhe microchip. rvho led
t Lr ,^^-^-^-^.L^ -L:-- .- ..-:--..,.^,:,,^.^r,,.:^-I hl ,o prororc rhe chiu ls :rn innovarive ,o[utinn

iiljid,leter led rhe Sematech consortium ar a rime

{il&. ,it. .\tnerican cirip manuf'acturing industrv
inshambles. The negative example is Kenneth
the CEO oi Er-rron, rvho lookeci ancl sounded

Itt a person rvirh r.ision .. cn whilc rhe companv
him rvas disintegrating. The behavior oithe

looked the same, in rhat rhev promoted ,r

that was beyond conremporarv belief, yet the
were diflerent.

iFmman' rhis chaprer ire.s l^ocuse,l on nvo strer.ms
e#fuughr thar enhance posirive communicxrion.& *. .i.."r*J,,; il 

"regrerive 
power oi

'tton. The more infbrmation is shared,
the use of overlapping groups for deci-

the less marginalized and fiagmentcd
ng-and thus rhe members-of rn orga-

are iikel-v to be . Second, we conc€prudized
interaction. r.vhich accounrs ibr borh
that arise 3s .r Dan oi communicetion

wal emotions and facts lead to solutions
to fit frrture circumsrances. Constructive

rn takes into accounr the abilirv to exchange
n and give it addirional meening that
nvalue to it. Wirh these ideas. we re;ifrrm

communication as a sourcc model-1vhx6 thg

speaker savs is paramount, but it ,riso includes the

responsiveness of rhc lisrener. .., 'har rhe peir ,tf
utterances .is the basic unit for undeistanding inter-
personal communicxlion in orgrnizrrions.

i.)-- '.1..^,,-^^- ,'r' ,l-',\Jrlc Ju\ariLagc ()l Lue posltll'e communlcatlon
position is rhat communication operares at specific

end theoretical spheres simuiteneouslv (Flartelius &
Brorvning, 1008). It is possible to taik about rhe-
rorical and communication theorv fiom tire time oi
Plato and address the likeiihooci of communication
being useci for honorable or pitifui purooses end
refer io a specific set of practices llrom which to
mal<e such an ethical assessment.

Exaruple of Positiae Communication
Let us end this essav on posirive organizational com-

munication rvith rhe same hope and sense of tradi-
tion with r,vhich we beqan, bv offering in example

drawn lrom one of rhe most important sires fbr
positive communication performangg-6h6 medical

communir'r (Browning 8c Morris. in press). The

storv ofered here, rvhich we have excerpred flo 'r

the New Yorleer, is an analvsis otlered bv Gawande
(2009), fbr rvhich he won the l0l0 National
Magazine Arvard categorv fbr Public Interest. In his

New Yorleer picce. he anahzes the deliverv of medi-

cal care in the cin'of Mc.{llcn, Teras, which is in rhe

fuo Grande Valler'. ]n that area, the rnedical costs

ere nearly double rhe national rverage. r'et medicai

care remains no better and in iact even poorer that

most of the United States. Girwande's conclusion-
aifirmed by inrerviews in the \tailer'-is lirat, in the

Vallev', there is :r culture of ove rtesting and of piling
rrp costs bv treating medicine 1ls x Proiit center.

Given the incentives ibr such a culture, Garvande

rvonders rvhv more medicel comtnunities do noc

ibilow rhe same practice.

To counre r the \4c,\llen example , Garvancie

sholvcases rwo settings lvhere medical care is driven

by a difTerent value, one enhanced [1' positive com-

munication practices. First is the Mavo Ciinic,
rvhich operates at half rhe costs of \,{cA-llen per

parient, wirh drasticallv better results. Thev do so bv

emphasizing communicxtion that seeks inputs iiom
eve$/one in rhe medical st'stem when making deci-

sions abour patients. As one doctor from Mavo savs.

"Vhen doctors put their heads togetl'rer in a roorn'

when thev share expertise, you get more thinking
anci less testing" (Gawande, 1009, from webpage).

Gawandes second example of positive communica-

rion is the hcspital svsrern in Grend Jr.rnction,
Colorado, rvhere .ioctors clecided on :r program t.hat

ffi.i*r'on to a companv bv the qoai and projection
lli*r t,ut. it provides. It is common fbr a leader

)

I i*ort rnore otr rcil 'rrrJ tlire storv then he r or his

i dnrd,nrr., knorv This mrv be rrue ibr both hier-

] cnulsubot,jinarion 
rnd f-or jnfbrm:rrion 

'ubor'-li-
: ,,16n. Both oPelate.lr.om rhe privileqed premise:

. %u don, have the ittlornrarion rhar I lreve. \bu

, ,bnt curu the burden I crrrv ' ()ne 
'-'rf'rhc meeuings

i dlrirrrr.nu is rhar rire Derson 'it the rop hes grcrrcr

t.o* ,o scarcin', rvl-rether monev or itlformation'

i'.,*los in rhe knorv justifies action. In organization

i..*rf ttris is called uncertainrv absontion. As a

l,dult, l..d.r, are obiigated to have a vierv of a posi-

i'.-.,,i*futut.-" vision ihat is more controiled bv her

i, ,xhim. Prt",io*icailv, the compeiling 'ision makes

i, slicit, rational' data-driven :trguments promoting

1:,Ulrf in the organizatton that is bevond r'vhat is

i- on.lly tupported. The leader takes on the risk of

!,,$4 rrong, but her belief sees the organization

i:***. uncertarn chasm. This is akin to the prom-

l'bacoach might see and build '"rpon in a voung

i'iilere of modest :rccornplishmenrs. Of couise'

i,*g t direction anci its invigoratine possibilities
i.&tno one else sees is not automaticallv produc-
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