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The transformational leader has a strong set of values that serves to motivate 

followers to achieve more than originally thought possible (Northouse, 1997).  Leaders 

must guide followers to move beyond their own self-interests and make positive 

transformational change for the benefit of the organization (Ackerman Anderson & 

Anderson, 2010; Bass, 1985; Northouse, 1997).  Leaders look to utilize the seven key 

drivers of change to make a transformation within an organization (Ackerman Anderson 

& Anderson, 2010).  Figure 2 highlights the key change drivers.    

 

Figure 2. The drivers of change model. From Th�H���&�K�D�Q�J�H���/�H�D�G�H�U�¶�V���5�R�D�G�P�D�S�������Q�G���Hd.) by L. S. 

Ackerman Anderson and D. Anderson, 2010, p. xx (San Francisco, CA: Pfieffer).   

 

Successful transformational leaders use communication as a key to facilitate 

organizational change.  Transformational leaders outline the change message by 

articulating the strategy and vision when communicating with followers (Barge et al., 

1989; Bass, 1985).  Communication is the key for followers to hear the leader’s message 

clearly and in multiple forums, while giving the followers time to have conversations 

with each other, to discuss the emerging transformation, and to bring questions back to 
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the leader prior to implementation (Ackerman Anderson & Anderson, 2010; Barge et al., 

1989; Northouse, 1997).     

Communication Models  

Communication is key to building effective relationships in the workplace.  

Communication can take place in many different forms.  From the use of hieroglyphics in 

ancient tribes to provide a visual message to tribes using storytelling to modern-day use 

of text messaging, blogs, and social media, communication can take on numerous forms 

to convey a message (Adams, 2010; O. Schwarz, 2011).  The traditional model of 

employer-employee communication involves managers telling their employees what to 

do and how to do it.  It is time to change the communication model; workplace 

communication must be conversational (Groysberg & Slind, 2012b).  It is important to 

focus on how conversations occur to tune up conversational skills (Paull & McGrevin, 

1996).  New workplace conversation needs to evolve by incorporating listening and 

opening up dialogue focused on improving the flow of ideas among employees at all 

levels of an organization (Groysberg & Slind, 2012b). 

Shannon and Weaver’s Communication Theory 

Communication is the basis for successful relationships (Allert & Chatterjee, 

1997).  First introduced by Shannon and Weaver in 1949, communication theory was 

based on the premise that selected information is converted into a message and 

transmitted as a signal through a communication change to an awaiting receiver.  

Shannon and Weaver (1949) primarily focused on telephony and telegraphy 

transmissions when describing the communication system (see Figure 3).  



33 

 

Figure 3. Shannon and Weaver’s representation of the communication system.  From The 

Mathematical Theory of Communication by C. Shannon and W. Weaver, 1949, p. xx (Urbana: 

University of Illinois Press).   

 

 

Shannon and Weaver’s (1949) model of the communication system identified noise as a 

problem with the communication.  Disruptions in a variety of forms can have an impact 

on the accuracy and delivery of the message being communicated.  Harrah (1956), 

however, disagreed that the communication system is information being conveyed.  

Rather, Harrah’s belief was that information is not being communicated per se but being 

transmitted and received between two parties, resulting in each party’s interpretation of 

the information.    

Schramm’s Model for Mass Communication 

 With roots in Shannon and Weaver’s 1949 model of communication, Wilbur 

Schramm (1962) discussed his model for mass communication.  Schramm focused on the 

encoding of thoughts into words to develop the content of communication.  The person 

receiving the spoken content must decode the communicated message.  Only when the 

received decodes and understands the message is the communication successful.  To fully 
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close the communication cycle, the recipient must acknowledge the sender’s message 

(Schramm, 1962).   

  

Figure 4. Schramm’s communication method. From Communication theory 

(http://www.communicationtheory.org/osgood-schramm-model-of-communication/) 

 

 

The flow of communication between the sender and the receiver, under Schramm’s 

(1962) method of communication shows a series of encoded, decoded, and interpreted 

messages between parties.    

Early Conversation 

Storytelling was an early form of communication.  Indigenous tribes used 

storytelling as a way to facilitate communication for numerous purposes (Mundy & 

Compton, 1999).  In the 4th century BC, the Greeks used verbal communication, often in 

the form of song, as the primary means for communicating the information conveyed in 

their literature (Thomas, 1992).  While in the 5th century BC, teachers used poems from 

well-known poets as a means for teaching recollection and memorization to allow orators 

to give the appearance of speaking from the heart (Thomas, 1992).  When elders in 
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indigenous tribes in the Pacific Islands are too old and weak to fish, they pass on 

knowledge to younger members of their tribe by providing oral instructions on how to 

handle the fishing nets and operate the boats (Mundy & Compton, 1999).  The passage of 

knowledge from one generation to another facilitated through a back-and-forth exchange 

of communication by members of the same tribe ensures the survival of cultural 

traditions (Mundy & Compton, 1999).   

Dialogue 

Workplace communication needs to involve open dialogue.  Typical management 

communication is highly entitled with the belief that the recipient will simply do 

whatever a manager asks without any meaningful response (Svennevig, 2008).  Evolving 

the workplace communication into a conversational model, which will allow for a 

meaningful flow of two-way dialogue between the levels of management, will help to 

open dialogue and flow of information and ideas, especially between the managers and 

entry-level staff (Young & Post, 1993).  Groysberg and Slind (2012b) discussed how 

company executives found one-on-one communication a more effective means of 

creating dialogue with employees.  Newsletters and e-mails created a monologue to 

employees, imparting a prescribed message to recipients rather than facilitating 

interactive conversation (Groysberg & Slind, 2012b).   

Adapting Communication 

 Today’s start-up businesses communicate differently.  Space and geographical 

differences lead start-up businesses to coordinate a variety of communication methods to 

achieve their work through virtual teams (Im, Yates, & Orlikowski, 2005).  Research 

shows that communication today involves teams focused on articulating the group’s 
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APPENDIX A 

Conversational Leadership 

Interview Questions 

Note: The interview is in 4 sections.  Each section begins with the definition of a 

particular element of Conversational Leadership and then proceeds to 3 related interview 

questions.   

Intimacy. The closeness, trust and familiarity created between people through shared 

experiences, meaningful exchanges, and shared knowledge (Glaser, 2014; Groysberg & 

Slind, 2012b; O. Schwarz, 2011). 

1. How do you create conversations that promote trust between you and members of 

your organization?  

 

2. Research indicates that a leader can use personal stories that show vulnerability to 

build trust and authenticity with members of their organization. Please share with 

me an example of a time when you disclosed a personal story that showed your 

vulnerability in an effort to build trust and authenticity with members of your 

organization. 

 

3. Tell me about a time when you listened attentively to members of your 

organization to engage them in honest and authentic conversations.   

 

Interactivity. Bilateral or multilateral exchange of comments and ideas; a back-and-forth 

process (Groysberg & Slind, 2012b). 

1. How do you engage members of your organization in conversations that are two 

way exchanges of ideas and information about your organization? 

 

2. How would you describe the strategies you use to cultivate a culture of open 

dialogue? 

 

3. Tell me about a time in which you effectively promoted conversation with 

members of your organization that incorporated an exchange of ideas around a 

difficult issue or topic. 
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Inclusion. The commitment to the process of engaging stakeholders to share ideas and 

participate in the development of the organization (Groysberg & Slind, 2012b; Hurley & 

Brown, 2009). 

1. What conversational strategies do you find effective to ensure members of the 

organization remain committed to and included in the organization's goals and or 

mission? 

  

2. What strategies do you use to encourage all members to become active 

contributors and spokespersons for the organization?   

 

3. Please share a story about a time when you allowed the members of your 

organization to generate the content for an important message.  

 

Intentionality.  Ensuring clarity of purpose that includes goals and direction to create 

order and meaning (Barge, 1985; Groysberg & Slind, 2012b; Men, 2012). 

1. Can you share some examples of when you used conversation to create clarity 

around your organization’s purpose? 

 

2. How do you use conversation to elicit feedback on the goals and direction of your 

organization? 

 

3. What strategies do you use to give focus and direction to what otherwise might be 

a scattered set of communication activities? 
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APPENDIX B 

Conversational Leadership 

Interview Questions with Additional Probes 

Note: The interview is in 4 sections. Each section begins with the definition of 

a particular element of Conversational Leadership and then proceeds to 3 related 

interview questions.   

Intimacy. The closeness, trust and familiarity created between people through 

shared experiences, meaningful exchanges, and shared knowledge (Glaser, 2014; 

Groysberg & Slind, 2012b; O. Schwarz, 2011). 

How do you create conversations that promote trust between you and the 

members of your organization? 

Optional probe: As you consider all the teams you work with in your 

organization, what would you identify as the most important factor in establishing trust 

with your team members? 

Research indicates that a leader can use personal stories that show vulnerability to 

build trust and authenticity with members of their organization. Please share with me an 

example of a time when you disclosed a personal story that showed your vulnerability in 

an effort to build trust and authenticity with members of your organization. 

Optional probe: Tell me about the outcome from that disclosure 

Tell me about a time when you listened attentively to members of your 

organization to engage them in honest and authentic conversations. 

Optional probe: Tell me about the impact of that conversation on the members of 

your organization. 
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Interactivity. Bilateral or multilateral exchange of comments and ideas; a back-

and-forth process (Groysberg & Slind, 2012b). 

How do you engage members of your organization in conversations that are two 

way exchanges of ideas and information about your organization? 

Optional probe: What tools and institutional supports do you utilize to encourage 

the process of this back-and-forth conversation? 

How would you describe the strategies you use to cultivate a culture of open 

dialogue? 

Optional probe:  How do you deal with the unpredictable nature of conversation 

within your organization? 

Tell me about a time in which you effectively promoted conversation with 

members of your organization that incorporated an exchange of ideas around a difficult 

issue or topic. 

Optional probe: How do you provide the risk free space that encourages people to 

participate in the exchange of ideas? 

Inclusion. The commitment to the process of engaging stakeholders to share ideas 

and participate in the development of the organization (Groysberg & Slind, 2012b; 

Hurley & Brown, 2009). 

What conversational strategies do you find effective to ensure members of the 

organization remain committed to and included in the organization's goals and or 

mission? 

Optional probe:  Why do you feel that these strategies encourage more 

commitment to organizational goals? 
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What strategies do you use to encourage all members to become active 

contributors and spokespersons for the organization? 

Optional probe:  What are the ways that you gauge the impact of members’ 

contributions? 

Please share a story about a time when you allowed the members of your 

organization to generate the content for an important message.    

Optional probe: How did that work out for you and what was the impact of that? 

Intentionality.  Ensuring clarity of purpose that includes goals and direction to 

create order and meaning (Barge, 1985; Groysberg & Slind, 2012b; Men, 2012). 

Can you share some examples of when you used conversation to create clarity 

around your organization’s purpose? 

Optional probe: What do you think you did that created that clarity? 

How do you use conversation to elicit feedback on the goals and direction of your 

organization? 

Optional probe: How have others responded to that? 

What strategies do you use to give focus and direction to the organizations’ 

communication activities?  

Optional probe:  Why do you think that the strategies you use help to provide 

focus? 
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APPENDIX C 

Informed Consent and Audio Recording Release 

INFORMATION ABOUT: The behaviors that exemplary leaders practice to lead their 

organizations through conversation using the four elements of conversational leadership: 

intimacy, interactivity, inclusion and intentionality. 

RESPONSIBLE INVESTIGATOR:  Nikki Salas, MA 

PURPOSE OF STUDY: 

You are being asked to participate in a research study conducted by Nikki Salas, MA, a 

doctoral student from the School of Education at Brandman University.  The purpose of 

this phenomenological research study was to describe behaviors that exemplary City 

Managers practice to lead their organizations through conversation using the principles as 

depicted by Groysberg and Slind’s (2012b) four elements of conversational leadership: 

intimacy, interactivity, inclusion and intentionality. 

 

Your participation in this study is voluntary and will include an interview with the 

identified student investigator.  The interview will take approximately 60 minutes to 

complete and will be scheduled at a time and location of your convenience.  The 

interview questions will pertain to your perceptions and your responses will be 

confidential.  Each participant will have an identifying code and names will not be used 

in data analysis.  The results of this study will be used for scholarly purposes only.  
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I understand that: 

a) The researcher will protect my confidentiality by keeping the identifying codes 

safe-guarded in a locked file drawer or password protected digital file to which 

the researcher will have sole access.   

b) My participation in this research study is voluntary. You may decide to not 

participate in the study and I can withdraw at any time. I can also decide not to 

answer particular questions during the interview if you so choose.  Also, the 

Investigator may stop the study at any time. 

c) I  understand that the interview will be audio recorded.  The recordings will be 

available only to the researcher and the professional transcriptionist.  The audio 

recordings will be used to capture the interview dialogue and to ensure the 

accuracy of information collected during the interview.  All information will be 

identifier-redacted and my confidentiality will be maintained.  Upon completion 

of the study, all recordings, transcripts, and notes taken by the researcher and 

transcriptionist from the interview will be destroyed. 

d) If I have any questions or concerns about the research, please feel free to contact 

Nikki Salas, MA at nsalas@mail.brandman.edu or by phone at 909-725-2964; or 

Dr. Keith Larick (Committee Chair) at klarick@brandman.edu. 

e) No information that identifies you will be released without your separate consent 

and all identifiable information will be protected to the limits allowed by law.  If 

the study design or the use of the data is to be changed, you will be so informed 

and consent re-obtained.  There are minimal risks associated with participating in 

this research.  

f) If I have any questions, comments, or concerns about the study or the informed 

consent process, I may write or call the Office of the Vice Chancellor of 

Academic Affairs, Brandman University, at 16355 Laguna Canyon Road, Irvine, 

CA 92618, (949) 341-7641. 

 

I acknowledge that I have received a copy of this form and the “Research Participant’s 

Bill of Rights.”  I have read the above and understand it and hereby consent to the 

procedure(s) set forth. 

        Date:      

Signature of Participant or Responsible Party 

 

        Date:      

Signature of Principal Investigator  
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APPENDIX D 

Bill of Rights 

  

BRANDMAN UNIVERSITY INSTITUTIONAL REVIEW BOARD 

 

Research Participant’s Bill of Rights 

Any person who is requested to consent to participate as a subject in an experiment, or 

who is requested to consent on behalf of another, has the following rights: 

 

1. To be told what the study is attempting to discover. 

2. To be told what will happen in the study and whether any of 

the procedures, drugs or devices are different from what 

would be used in standard practice. 

3. To be told about the risks, side effects or discomforts of the 

things that may happen to him/her. 

4. To be told if he/she can expect any benefit from participating and, 

if so, what the benefits might be. 

5. To be told what other choices he/she has and how they may be 

better or worse than being in the study. 

6. To be allowed to ask any questions concerning the study both 

before agreeing to be involved and during the course of the study. 

7. To be told what sort of medical treatment is available if any 

complications arise. 

8. To refuse to participate at all before or after the study is 

started without any adverse effects. 

9. To receive a copy of the signed and dated consent form. 

10. To be free of pressures when considering whether he/she 

wishes to agree to be in the study. 

 

If at any time you have questions regarding a research study, you should ask the 

researchers to answer them. You also may contact the Brandman University  

Institutional Review Board, which is concerned with the protection of volunteers in 

research projects. The Brandman University Institutional Review Board may be 

contacted either by telephoning the Office of Academic Affairs at (949) 341-9937 or by 

writing to the Vice Chancellor of Academic Affairs, Brandman University, 16355 

Laguna Canyon Road, Irvine, CA, 92618. 
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APPENDIX E 

Field-Test Participant Feedback Questions 

 

While conducting the interview you should take notes of their clarification request or 

comments about not being clear about the question. After you complete the interview ask 

your field test interviewee the following clarifying questions. Try not to make it 

another interview; just have a friendly conversation. Either script or record their 

feedback so you can compare with the other two members of your team to develop your 

feedback report on how to improve the interview questions. 

Before the brief post interview discussion, give the interviewee a copy of the interview 

protocol. If their answers imply that some kind of improvement is necessary, follow up for 

specificity. 

 

1. How did you feel about the interview?  Do you think you had ample opportunities 

to describe what you do as a leader when working with your team or staff? 

 

2. Did you feel the amount of time for the interview was ok?   

 

3. Were the questions by and large clear or were there places where you were 

uncertain what was being asked?  If the interview indicates some uncertainty, be 

sure to find out where in the interview it occurred. 

 

4. Can you recall any words or terms being asked about during the interview that 

were confusing?   

 

5. And finally, did I appear comfortable during the interview… (I’m pretty new at 

this)? 

Remember, the key is to use common, conversational language and very user friendly 

approach. Put that EI to work 

NOTE: Red font is for your eyes and support info only 
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APPENDIX F 

Interview Feedback Reflection Questions 

 

Conducting interviews is a learned skill set/experience. Gaining valuable insight about 

your interview skills and affect with the interview will support your data gathering when 

interviewing the actual participants. As the researcher you should reflect on the questions 

below after completing the interview. You should also discuss the following reflection 

questions with your ‘observer’ after completing the interview field test. The questions are 

written from your prospective as the interviewer. However, you can verbalize your 

thoughts with the observer and they can add valuable insight from their observation.  

 

1. How long did the interview take?  Did the time seem to be appropriate? 

2. How did you feel during the interview?  Comfortable?  Nervous?   

3. Going into it, did you feel prepared to conduct the interview?  Is there something 

you could have done to be better prepared? 

4. What parts of the interview went the most smoothly and why do you think that 

was the case? 

5. What parts of the interview seemed to struggle and why do you think that was the 

case? 

6. If you were to change any part of the interview, what would that part be and how 

would you change it? 

7. What suggestions do you have for improving the overall process? 
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APPENDIX G 

Certificate of Completion 

 

 

Certificate of Completion 

The National Institutes of Health (NIH) Office of Extramural Research certifies that 

Nikki successfully completed the NIH Web-based training course 

"Protecting Human Research Participants". 

Date of completion: 05/18/2016. 

Certification Number: 2075369. 


