COMMUNICATING

After reading this chapter, you should be able to:

A Discuss reasons why communication is importardrganizations.

A Describe techniques that are useful for analysioogpmunication in organi-
zations.

A Explain the communication process and indicatsoas for communication
failures.

A Discuss ways managers can help ensure that guwjve accurate communi-
cations.

A ldentify techniques for upward, downward, andikontal communication
in organizations.

A Recognize important characteristics of commundrathannels, including
the roles of nonverbal channels.

A Describe the characteristics and consequenceganbus communication
networks.

A Explain how the grapevine works and why ifrigortant.

A Discuss how new information technologies are dfifiy communication in
organizations.

Thomas Peters and Robert Waterman (1982] soughhenr hook,
Search of Excellence: Lessons from America's Bast@Gdmpanies, to
discover the secrets of America's truly excellemmpanies. Their find-
ings led them to argue that "The nature and useoifmunication in
the excellent companies are remarkably differentnfrthose of their
nonexcellent peers.” (P. 121] They further conailydd he intensity of
communications is unmistakable in the excellent ganes." (P. 12-21
Peters and Waterman found their sample of excetlempanies to use a,
variety of philosophies, practices, and structucesncourage communi-
cation. At IBM and Delta Airlines, open-door polisi were pervasive. Al
Hewlett-Packard and United Airlines, versions ofdidgement by Wan-
dering About" were practiced, in which managersememcouraged togn;j
out of their offices and informally communicate.r@iog Glass installed]
escalators rather than elevators in its new engingebuilding to'
increase the chance of face-to-face contact. Atb&ik, the desks
operations officers and lending officers were mote@the same flooiandl
intermingled to encourage communication. Intel'svneuildings id
Silicon Valley were designed to have an exces#tt# tonference roomy
filled with blackboards to facilitate communicatiomhere people car
lunch or do problem solving. What these examplegehism commo
according to Peters and Waterman, are "lots of conication." [P, 121
This emphasis on communication is not surprisingm@ tion
affects virtually every area of work. Communicatioremployees)
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about plant closings, performance appraisals, argéional goals, proba-
ble salary increases and job changes, and theaddtee company picnic
are essential to the proper functioning of the filfncommunication is
inaccurate or inadequate, the likely results areeutainty, apprehen-
sion, errors, and dissatisfaction.

Organizations also must communicate effectivelyhwparties
outside their boundaries. Lee lacocca's televisessages concerning
Chrysler's resurgence and Sanford Sigoloff's teiewi commercials
declaring the Wickes Cos. to have come back stmaig credited with a
significant part of the success of those firms. Andmpanies regularly
find themselves communicating with the public toetjurumors—
McDonald's, to combat reports that it was puttiedg worms in its ham-
burgers; Squibb, to deny that its Bubble Yum caradi spiders' eggs; and
Procter & Gamble, to fight persistent reports thiatcorporate logo had
hidden satanic meanings.

Lee Tacocca has
became a visible
spokesperson for

hrysler and for
America.

Further, a considerable amount of managers' tingpént commu-
nicating. Henry Mintzberg's (1973) observations affief executive
officers showed them to spend 78 percent of theieton communica-
tion-related activities involving direct contact tWiothers, including
scheduled and unscheduled meetings, telephone aalistours of facili-
ties. Even the 22 percent of time spent on whattkhierg called "desk
work" included answering mail and was thus relai@dommunication.
Mintzberg also found that managers considered ietvinvolving direct
communication with others to be more interestingl aaluable than
more routine activities. As shown in Figure 13-linMberg's chief exec-
utives regularly communicated with peers, cliersigppliers, associates,
subordinates, members of the board of directord,athers. And, face-to-

1. Sec, for instance, R. Rowan, "Where DidaT Rumor Come From"Fdrtane
ijAugust 13, 1979), 130-37.
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Figure 13-1 THE:

Directors Clients, Suppliers,

7% of Contact Time Associates

T%of Mail 20% of Contact Time
13% of Mail

Peers Independents and

16% of Contact Time Others

25% of Mail 8% of Contact Time
22% of Mail

Chief Execulive

Subordinates
48% of Contact Time
39% of Mail:

Source: Reprinted by permission of tHarvard Business Reviewxhibit froto
"The Manager's Job: Folklore and Fact" by Henrytkberg [July/August 1975!,
Copyright '& 1975 by the President and Fellows @intard College; all rights
reserved.

face communication appears to demand large amotititee at all man-
agerial levels. Mintzberg estimates such commuinindb take 59 per-
cent of the time of supervisors and 89 percenthef time of mukiU
managers.

In this chapter we. will examine the functions @imgmunication
and assess ways communication may be studied amiaegions. We wii!
then discuss the nature of the communication psesswell as ham*
to effective communication and ways to overcomearnth@&/e will cunvi
ef various techniques for communicating in orgatiees and exaumn |
communication channels and networks. After a disicus of inhjind
communication, we will conclude with a look at haww inform;]ri~D
technology is affecting communication.

FUNCTIONS OF COMMUNICATION

Communication is the transfer of information fromegpersontt;
another. Our discussion to this point suggestsd¢batmunication,
serve a number of important purposes. William Saott Terence .\
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ell (1976) have identified the following four majiumctions of communi-
cation:

A Information function.Communication provides information to
be used for decision making. Managers require métion con-
cerning alternatives, future events, and poterdgigtomes of
their decisions to make reasoned choices.

A Motivational function.Communication encourages commit-
ment to organizational objectives, thus enhancirmivation.
Lee lacocca's visible role as the spokespersonhirChrysler
Corporation was credited as being motivational bédh
Chrysler employees and for Americans in general.

A Control function.Communication clarifies duties, authority,
and responsibilities, thereby permitting contrdl. there is
ambiguity concerning such things, it is impossibdeisolate
sources of problems and to take corrective actions.

A Emotive function.Communication permits the expression of
feelings and the satisfaction of social needs. dtyralso help
vent frustrations. After the breakup of AT&T, theweas a
marked increase in the number of customers whegelt oper-
ators, a convenient target for anger.

Communication is also central to maoy the managerialroles
discussed in Chapter I- For instance, the roldgader, liaison, dissemi-
nator, spokesperson, disturbance handler, and iaggotamong others,
rely heavily on communication.

ANALYZING COMMUNICATION

An impressive variety of methods have been usextudy organi-
sational communication. In addition to methods vwhiave been used
elsewhere, such as questionnaires, observatioervietvs, and experi-
mental designs, some methods are unique to the 8Ye will consider
four of them® Together, use of the following techniques can jaev
information about the nature, channels, sourcesranipbients, timing,
and difficulty of communication.

Activity Sampling

Activity sampling is a method used to make generalizations about
communication based on samples drawn in the fi¢ld aumber of

2. This section is based primarily 8aM. Muchinsky,Psychology Applied to Work
(Homewood, tL: The Dprsey Press, 19831, 443-46,
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points in time. For example, investigators mighhhebow specify a point
in time—perhaps by ringing a bell—and then askyiitlials how they
were communicating at that time. Were they usirggghone or talking
face to face? Were they reading or writing memosatMbere they com-
municating about? By drawing activity samples auaber of points in
time, the investigators can get a good pictureashmunication activi-
ties.

Sociogram

A sociogram illustrates the pattern of communication in a grdup

Over a specified period of time, the investigaterards interpersonal
communication patterns. Then, a sociogram is dratith illustratesj
those patterns, showing who is communicating witlom. Figurew.
shows a sociogram for a six-person group. Persmmfnunicates with
everyone in the group except Person 4 and mayebgrtup leader. Per-
son 4 is an isolate, communicating with nobody.eNtbat the sociogiam
records only the pattern, not the nature, of comication flows.

re 13-2 SOCIOGRAM OF A SIX-PERSO”

Ecco Analysis

Ecco analysis, from "episodic communication channels in organi-
zation/' is a questionnaire-based method develtyyddavis (19531.
seeks to determine when each person first receiy@dce of informa-:!
tion. Here's the way it works. The researcher ck®eeme event orpiecej
of information—perhaps a major personnel changguéstionnaire is
then sent to each employee to be studied. It nriggd, "Don Desche
has been promoted to head of the Southeast regitrme"employee
asked, "By 5:00 p.m. yesterday, did you know thisrimation or any part |
of it?" The employee is instructed to indicate vhparts of the informs-
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tion he or she knew, from whom the information waseived, and how
the information was communicated.

Flesch Index

The above methods consider the nature, pattern,tiamdg of
communication. Another important dimension is ease@nderstanding-
Rudolf Flesch (1948) developed a method (still Widesed) to calculate
the reading ease of written material. The Flesdexnbases reading ease
on the number of syllables per 100 words and tlezaage sentence length
in words.

Based on his studies, Flesch developed the follgwiguation:

Reading Ease - 207 - 0.846 (Word Length) - 1.0ERn{&ce Lengthl

Table 13-1 shows patterns of reading ease scotemeé\extreme, a
score of 0 means that the writing is so difficilat very few people can
understand it. At the other extreme, a score of W00Id indicate that
the material is easy to read by any literate person

131 PATTERN OF READING EASE SCORES
Averaae

Average Number o Reading Estimated Scho Estimatet
Description o Sentenc  Syllables Pe East¢ Grade:! Percent o
Style Length 100 Words Score Completed U.S. Adults
Very easy £8 123 or less 90 to 100  4th 93
Eas 11 131 80to 9( 5th 91
Fairly eas 14 13¢ 70 to 8( 6th SN
Standar 17 147 60 to 7( 7th or 8tt SE
Fairly Difficult 21 15¢ 50 to 6 Some high scho 54

High school o

Difficult 2E 167 30to 5( some colleg 33
Ygy Difficult >2¢ 192 Qt more Qto 3Q College 4-5

Source; Chart on lower half of p. 177 from THE ARJF READABLE WRITING, 25th Anniversary
edition, revised and enlarged hy Rudolf Flesch- @aght 1949, 1974 by Rudolf Flesch. Reprinted by
Permission of Harper & Row, Publishers, Inc.

The Flesch index has many potential applicationsrganizations.
It can be used, for instance, to check on the repdiase of memos,
handbooks, and questionnaires. If the index revéladd the written
materials have a difficulty level which is too hidgbr the educational
level of affected employees, the materials showdddwritten. Keith
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Davis and John Newstrom (1985) have provided sshguides ior
improved readability, shown in Figure 13-3.

Figure .13-3 GUIDES TO READABLE WRITING J

A Use simple words and phrases, siich< as Mimpravetead of
rate" and "like" instead of "in a manner similartt@at of."

A Use short and familiar words, such as "darkenteiad of "obfuscate'"

A Use personal pronouns, such as "you" and "théntkie style permits.

A Use illustrations, examples, and charts. Theskrtigues are even beuer
when they are tied to the reader's experiencas;;

A Use short sentences and paragraphs. Big wordshackireports raay""
look impressive to people, but the communicatatsig to inform peo
ple, not impress them. I

A Use active verbs, such as "The manager saidr&ther than "It was sdid: J

by the manager that ..." 1
A Use only necessary words. For example, in théesee "Bad weather J
conditions prevented my trip," the word "conditiéns J

Say, "Bad weather prevented my trip."

Source; FromHuman Behavior at Work: Organizational Behavitih eq, In k.
Davis and]. W, Newstrom. Copyright © 1985 by McGraw-Hill Boolofp;in}.
Reproduced with permission.

THE COMMUNICATION PROCESS

Communication is a process involving several stépsiodel the?
communication process is presented in Figure 13-4,

THE
Trans Message Meaning
o Receiver Decoder
mitter Channel Recipient
00y
Feedback
=Noise

The process begins when a message sender wantntmenicaie
some fact, problem, idea, or opinion. The message meaning to the
sender, but that meaning caxmot be directly transadi Instead, an
encoder is first needed to put the meaning in an approgrfarm suchafij
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words or symbols or body gestures. Next, a trartemjilaces the mes-
sage into the message channel, the actual mediuimfofmation
exchange. For instance, the transmitter may henthgthpiece of a tele-
phone and the channel may be the phone lines. Ttherreceiver picks
up the message and the decoder translates the geessathat it has
meaningto the recipient. Finally, the recipient of the messagay, or
may not, provide feedback to the sender. As tharégshows, noise—
anything that distorts the intended message—cauaracany step of the
process.

SOME CAUSES OF COMMUNICATION FAILURE

Unfortunately, many things can interfere with effee communi-
cation. Here, are some of the more common.

Semantics

Semantics, or code noise, occurs when the meafiiagreessage to
the sender differs from its meaning to the recipidmo often, this may
be the result of "jargon," involving pretentiousn@nology and/or lan-
guage specific to a particular profession or grop.an example of pre-
tentious terminologyThe Wall Street Journakported on a tax case on
file in federal court. A fire alarm was describesiaa"combustion enuncia-
tor/' a door as a "removable partition," a manhak "equipment
access," and windows as "decorative fixtures."

Distraction

Distraction, or psychological noise, occurs wher@pient does
not understand the sender's message because he isrsmply thinking
about something else. For instance, the recipieay be distracted by
financial worries or upcoming deadlines. Often,cofurse, recipients
don't understand senders' messages because théyrkiag about their
own replies rather than concentrating on the messagvhich they are
going to reply. Thus, effective listening is an ionfant communication
skill.

Misrepresentation

Misrepresentation may also cause the failure of mamcation
and may take various forms. Deliberate lies ar@@meme example.

3. The Wall Street JourngNovember 12, 1982], 1.
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Listening is an
important part
of effective
communication.

Quite franldy, people do at times lie on their magg (sometimes called
padding), in their advertising messages (sometirattsd puffery), and a
their campaign promises (sometimes called politis®re often, infor-
mation may be subtly distorted to the sender's fiten®® memo that
focuses on sales increases but downplays drop®fit, @n annual report
that attempts to hide changes in accounting forarad, a brochure from
a drug manufacturer that ignores hazardous sigetsfivould be exam-
ples of this kind of misrepresentation.

Information Retention

As we will discuss in greater detail in Chapter it®ormation isil
valuable resource. Those who control it are intps of power. Some]
employees may retain specific sorts of informatiuch as a formula ou,|
filing system, and thereby make themselves moressary. Others areJ
in positions that give them the ability to channelrot channel—infet]
mation to various individuals inside and outside trganization. Still]
others are in positions in which they process mgtion, sending only 1
some of it along. Each of these sorts of individuas the potential to|
create barriers to proper communication.

Perceptual Factors

Most perceptual errors are directly relevant to mmmication
Stereotyping, for example, may cause us to ignoiistort the message!
of people we have classified in certain ways. A agen may, for instance
feel that union representatives are not trustworfsya result, the man-
ager may misinterpret conciliatory gestures frora timion. Selectivf
perception may cause us to ignore communicationcthralicts withow
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beliefs and expectations. Halo error may lead usias our evaluation of
a message because of some unrelated charactefisie message sender
such as physical appearance. Projection may ledd uder information
in a message we receive based upon our own feelinge are angry, for
instance, we may see anger in the message. Priaratyecency effects
may cause us to give differing weights to variowmmmunications
depending on when they are received. At this poyoyy may want to
review the discussion of these and other percemuals in Chapter 3.

Other Factors

Several other things can contribute to communicatiailure.
Time pressures and communication overload can eagbe us to ignore
messages. They may also cause us to focus on iafmmthat helps us
to make a choice quickly. For instance, a harrieghleyment interview-
er may look for reasons to reject many of the jabdidates being consid-
ered. Noise in the channel, such as static, caortlimessages, especially
when channels are long or not well shielded fromsie influences.
Short circuiting, in which a message fails to reachintended recipient
because of an error, can cause confusion, resemtiaet mistakes.

Overcoming Communication Problems

Many suggestions have been presented for overcothmgauses
of communication failures. For instance, problemge do semantics,
selective perception, and distraction may be reduneuse of feedback,
repetitions of the messages, use of multiple chlanaad simplified lan-
guage. Communication overload may be reduced bsfareview of the
material needed by the recipient and by use ofetkmeption principle.
The exception principle states that only exceptions should be reported—
there is no need for messages stating that theuptioth line didn't break
down or that absenteeism or competitive conditians unchanged.
Short circuiting may be reduced through carefulsideration of who has
a "need to know" the material. Electronic data gsming techniques
that automatically route messages to certain peogle also help.

Information retention and misrepresentation are endifficult
problems and have led to some very different pipsons. Some call for
tightened formal controls and even organizationalitagroups. Arorga-
nizational audit group is specifically designed to ferret out the points a
which omissions or distortions are taking placehéds have argued just
the opposite, saying that what are needed are feawmral controls and a
more open, trusting organizational climate.

A review of these suggestions indicates that there free lunch
when dealing with communication. Tilings that ail®e one problem
are likely to worsen another. For instance, feeétbaedundancy, and
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multiple channels may make communication overloadse. The excep*
tion principle makes misrepresentation and inforomatetention easier.
This does not mean that the situation is hopetady, that serious atten-
tion must be paid to these problems and the reguitadeoffs carefully
weighed.

RECEIVING ACCURATE COMMUNICATION*

Along with seeing that they communicate accurateid effec-
tively to others, it is important for managers &xeive communication
which is appropriate and undistorted. In this sattiwe will consider
factors known to influence the quality of communtica to you a> a
manager. Along the way, we will make suggestionkeip ensure ih.it
guality is high.

Is It Good News or Bad News?

Quite simply, bad news is more likely to be distdror suppressed
than is good news- This may be because people kila'to inflict ham
on others. Or, it may be because they feel thelyneilissociated with the.
bad news. In the days of ancient Persia, marathoners were often
associated with the messages they carried. Onetunfdie messenger!
who arrived to inform the king that his side wasiihg a battle wasslaii'J
This practice almost certainly resulted in somey\sow messages, if notf
unionization attempts. In the organization, failtwereceive bad news!
can lead to inaccurate assessment of performamgsallocation of]
resources, and a climate of secrecy and distrust.

How Many Information Sources?

If the information source recognizes that you céeak the j
mation, he or she is more likely to provide acocairiaformation inthtj
first place. So, multiple sources for the samerimfation are useful boiU
to decrease the probability of distortion from eaohirce and to sera@
validity checks.

Can You Influence the Sender's Career?

The more influence you have over a sender's cdaheegreater the
danger of biasing. If your reactions were unimpott® the messagf

4. This section is based largely on talks by Geétgeec, Graduate School of Eihkj
ness, University of Wisconsin-Madison 11981).
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source, there would be relatively little pressurelistort. As those reac-
tions gain importance, pressure to distort increase

Are You Trustworthy?

If you are not perceived by the message sendee toustworthy,
there is more motivation to distort the messagetHeu, when you have
high influence over the sender's career and yometr¢rusted, distortion
is high.?

How Much Discretion Is Allowed?

The more discretion allowed in reporting, the mbiasing may
occur. This is why courts sometimes force witnegeesnswer questions
with a simple "yes" or "no." This suggests thatréaluce biasing you
should take care to:

A Askspecificquestions;

A Indicate thaspecificanswers are to be required;

A Use aspecificreporting format. Indicate, for instance, whether
you want the answer in written form and whetherparpng
documentation is required.

Is Communicating to You Difficult?

As people find it more difficult to communicate Wityou, distor-
tion will increase. Such difficulty may be due thygical barriers jsuch as
geographic distance, walls, or computer mediation}social barriers
(such as differences in status or level of eduoqtiSome of these cannot
be influenced, but others can. For instance, salistéance can be reduced
by avoiding unnecessary authority trappings andenyaining accessible.

How Heavy Are Workloads?

As the workload of the sender increases, the sewiletend to
simplify messages. Such simplification may incldkde omission of valu-
able information. The perceived workload of theeiger is also impor-
tant. People avoid harassing others, especiallypbtss, when they seem
busy. If you are thought to be overloaded alreadyr subordinates and
others will screen out more and more informatiofobe sending a mes-
sage.

5. W. H. Read, "Upward Communication in Industtérarchies,"Human Rela-
tions15 |1962l: 3-15.
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How Many Links in the Communication Chain?

As the number of links in the communication chaioreases, the
degree of summarizing and distortion of messaggsases. In the case of
rumors, as shown in Figure 13-5, the fraction dhilke correctly retaiaed
falls below 40 percent after as few as 3 reproaunti

Figure 13-5 RETENTION QB RUMQfi BETAILS

7l—
0
6
0
S AN
(0]
Percentage of 4l—
Details Retained 0
3|—
0
2|—
0.
I J—
)
0 1 a A A
1 2 3 4 5

Successive Reproductions

Source: FronThe Psychology of Rumby Gordon W. Allport and Leo PostmiiE.
Copyright © 1947, 1975 by Henry Holt and Co., IReprinted by permission oi
CBS College Publishing.

The lessons here are simple; Keep message chaorts h
ble, go directly to the original source of the nmaags.

TECHNIQUES FOR COMMUNICATING IN
ORGANIZATIONS

One useful way to classify communication is on blasis Of
whether messages flow downward, upward, or horabnthrough the,
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THE
! ) ]
SNEDDO, ZENDD,

Source: Drawing by Ziegler; © 1982e New Yorker Magazine

organization structure. Each direction of flow ligsown purposes and
associated techniques.

Downward Communicatidn

Downward communication involves messages from sources rela-
tively high in the organizational structure to reegs in lower level
positions such as a supervisor to a subordinatis. used for such pur-
poses as giving instructions, providing informatiahout policies and
procedures, giving feedback about performance, iaddctrinating or
motivating!

Letters, Meetings, and the Telephone. Three common meth-
ods for communicating downward in organizations\arten letters or
memos, group meetings, and the telephone. Oralanéwtluding meet-
ings and the telephone, provide personal interceaace highly adapta-

6. The techniques lor downward communication and ugvearmmunication are
drawn from MuchinskyPsychology437-43.

7.L. W. Rue and L. Byar€Communication in Ozganiz/itiorfslomewqod, IL: Richard
D. Irwin, 19801
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ble to a wide variety of situations, and can bedusben time is crucia
Written communication is required when the actiatted for is complex
and must be done in a precise way. Further, writtenmunication pro-
vides a permanent form of record keeping and cam Iz used to reach a
large number of people easily. Each of these teciesi can be overused
Karlene Roberts (1984) has provided reasons fargustitten messages,
the telephone, or personal contact to communicate.

Manuals. A company manual is an integrated system of long-
term instructions, brought together between covelassified, coded,
indexed, and otherwise prepared to maximize itsresice valué.They
have a high degree of authority. Manuals mostly déth policy, proce-
dure, or organization. Since manuals are techaicdlcomplex, employ-
ees should be trained to use them.

Handbooks. Handbooks are usually less authoritative, foi and
lengthy than manuals are and generally apply aedogrganizational!
levels. The employee handbook, for example, oudlitiee duties and |
privileges of the individual worker. Handbooks geatly have a low-k$|
friendly, personal approach.

Newsletters. Company newsletters are usually issued biweel or
monthly. They are informal and are used to dissateimformation w| a
large number of employees. Newsletters might ance®ucompanil!
social functions, contain stories about employatesidor superiompt(\
formance or attendance, or provide answers abouytiogment issu
Unlike a manual, a newsletter has a mix of persaswdial,, and wort-]
related information.

Upward Communication

Upward communication involves communication fronurses-IB
lower level positions to receivers in relativelglhér positions. It isoftG
used to give information on achievement or progreass point
problems which are being encountered, to passeasitbr improvemenl
of activities, and to provide information about lfegs on work a
work activities. Three techniques which are esplgciseful in upwsrJj

surveys.

Suggestion Systems. A suggestion system permits employe!
to submit ideas or suggestions for improving conypelfifiectiveness. En
suggestions are then evaluated, generally by d pam&nagers, andthcl

1953] 8. C. E. RedfieldCommunication irMoaagern&otl Chicago: Ujiiv.
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valuable ones are acted on. The initiator of tleaithay get a cash award,
letter of commendation, or insignia. The idea bdhansuggestion system
is that employees are in the best position to ¢bate ideas to make

their jobs more effective.

Source: Drawing by Chas. Addamis]$76 The New Yorker Magazine

Grievances. Grievances are formal written complaints submit-
ted by employees regarding alleged unfair treatroanthe job. They may
cover such topics as working conditions, promotjopay, disciplinary
action, supervision, and work assignments. Grieggmmcedures often
involve several steps, in the first step, the gaime is reviewed by the
employee's immediate supervisor. Failure to restieegrievance at that
step might lead to appeals at higher levels, perlaguding the compa-
ny's industrial relations office or an outside nadi. Grievances allow
employees to channel their frustrations and feslinfjinjustice in pro-
ductive ways.

Attitude Surveys. Attitude surveys are often conducted annu-
ally or biannually. The organization uses the swyrve learn about
employees' feelings and attitudes on many employnesues. The
surveys are often administered by an outside ctarsuand responses are
generally anonymous so employees can feel frepéalstheir minds.
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Results of the surveys are tabulated and a repprepared. The compa-
ny then acts on the information provided.

Horizontal Communication

Horizontal communication takes place amongividdals or
groups at the same organizational level. While zwrtal communica’
tion tends to be ignored by organizations, it igeyimportant aad com-
mon. Horizontal communication is used to coordirattvities, to per+:|
suade others at the same level of the organizatiad,to pass eft’
information about activities or feelings. As orgaations become more
diversified and individual tasks become more sdexdd, the need for
horizontal communication increas®sSome of the techniques men'
tioned above, such as memos, meetings, and thEhtele, are appropri-
ate for horizontal communication. Committee meedinfgr instance,
may be useful for both vertical and horizontal commigation. In addi-
tion, conferences or retreats may be arranged inhwihdividuals catt]
meet for one or more days away from the pressumgsliatractions of the
workplace. Picnics, dinners, and other social edfaan also encourage,
horizontal communication.

COMMUNICATION CHANNELS

As we said earlier, a. communication channel is rirediumj
through which a message is sent. This would inclhwté human chanij
nels, such as speech and body movements, and sdatanical channel
as computer networks, the mail, and the telephionehoosing appropri'l
ate Scﬂwannels, managers may want to consider segkaainel dimst]
sions.

Capacity

Channel capacity is the amount of information et be se
through a channel over a given period of time withggnificant distop]
tion. A telephone, for instance, has greater cdpalcan a memo sing
the memo is constrained by reading speed.

9. See R. B. Dunliam and F. ). Smi@rganizationalSurveys:An Internal Am
ment of Organizational HealtfGlcnview, IL: Scott, Forcsman & Co., 1979] forM.f
discussion of organizational surveys.

10. |. Hage, M. Aiken, and C. B. Marrett, "Organizat®tnucture and Comrausfl
tions," American Sociological Revie®6 (1971]: 860-71.

11. This listing of channel characteristics is drawonfrR. B. Dunham, O/gdR
tiggzzla)l Behavior: People and Processes in Managerfiémtncwood, IL: Richard D.I
1984).
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Modifiability

Modiflability is the degree to which the rate oismission can be
varied. Modifiability of a memo or other written sgage is high; the
manager can read at a chosen speed and even seiethe aside for
awhile. A televised message is typically less niable (though VCRs are
changing this).

Duplication

It is sometimes useful to use subchannels to ieor elaborate
on a message, especially when it is complex or ln@dvéelevision com-
mercial, for instance, may use both visual and tmngisubchannels to
sell a product.

Immediacy

Immediacy is the speed at which a message canansnitted.
Sophisticated computer networks now allow repord ather informa-
tion to be transmitted almost instantly. The U.8stal Service may take
a few days, or more, to deliver the same message.

One-Way versus Two-Way

Some channels, such as a memo or a videotapeddeeane essen-
tially one-way.One-way communication gives a message without oppor-
tunity for feedback. In contrastywo-way communication, such as a tele-
phone or a face-to-face conversation, allows thesage recipient to ask
gquestions and provide feedback. Harold Leavitt @))9%as conducted
some interesting research on this issue.

This, and other, research shows that:

A One-way communication is considerably fastanttwo-way.

A Two-way communication is more accurate thap-aray.

A Receivers arc more sure of themselves and make morrect
judgments of how right or wrong they are with twaywcom-
munication.

A The sender may feel less secure in two-way conigation.
The message recipients can point out errors, impéra stream
of thought, disagree, and otherwise challenge gémelar.

A Two-way communication is relatively noisy and aiderly.
One-way communication appears neat and efficientrto
outside observer, but the communication is oftess lgccurate.
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Number of Linkages

As we indicated earlier, longer channels invite sston and dis-
tortion. Whenever possible, the minimum numberimkdges should be
used.

Appropriateness

Some channels are "made for" certain types of ngessand may
be completely inappropriate for others. A billboandy be fine for an
advertising message, but it is probably not theelto reprimand an
employee.

Selecting Channels

When sending messages, managers should considehdlecter-
istics we have just presented. How much informahiaa to be transmit-
ted? How fast? Does the message require elaboPat®mspeed of the
essence? Is feedback necessary? Are certain channglited to the.
nature of the message? The manager may decidevadighing these
factors that available channels must be somehowfimddor that multi-
ple channels are needed. Whatever the result, ib&ce of channels
should be carefully weighed.

Nonverbal Communication

We shouldn't leave this discussion of communicatibannels '
without mention of nonverbal communication chann&snverbal
communication includes all communication that eittees not use
words or that uses words to convey more meaningighaherent in its
strict definition? It may take place through such channels as thgjhod
the face, the tone of voice, and interpersonahdest. A wink, a touch, or
a change of body position can all convey worldmefining. Further, thai
meaning can vary markedly depending on the sitmatiloe sexifk"\
parties, the culture, and other factors. Interggyinas indicated in our'
definition, nonverbal communication may even inwlsing verbaliza-
tion to carry meaning beyond that inherent in tloeds themselves, for
instance, a different overall message is transchlitethe words "TheyH
have to drag me out of my position kicking" than'hyon't leave
voluntarily."

12. For interesting discussions of nonverbal conigation, see M. B. McCfIS
"The Hidden Messages Managers Sehidtvard Business RevighMoveniber-DecembB|
1979), 135-48; and K. H, RobertSpmmunicating in Organization(€hicago: Scieoaj
Research Associates, 1984).
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Studies often conclude that over 50 percent ofithpact of com-
munication comes through facial expressions, ano8 percent from
inflection and tone of voice, and less than 10 patdrom the content of
the messagé&® Whatever the validity of these specific figures,dioes
seem clear that nonverbal communication is quitpamant. And, since
it is typically harder to disguise the meaning afnnerbal communica-
tion than verbal communication, listeners are likéd pay close atten-
tion to it to search for confirmation or contradar. Figure 13-6 provides
a summary of nonverbal communication techniques.

Figuift NONVERBAL COMMUNICATION
Subsystem Description
Hand Movements' f# three types$ hand movements:

1. Emblems are hand movements that are understoo&peeific culture or
occupation. An example is a thumbs-up gesture.

2. lllustrators are gestures.that rela,t€ td whaeisdp said, such appointing or
accentuating.

3. Adaptors are touching of oneself or other obje8tdf-adaptors ate often
associated with anxiety, guilt, hostility, arid spicion.

Facial Expression When used, these are generally understood. Exampesmiling and
frowning. Even when people suppress facial expoassithey may makeery
short expressions lasting only a fraction of.a seldhatreflect their true
feelings.

Eye Contact Eye contact- is a major regulator of conversatithough there are
individual differences, eye pontagt suggests undeding arid interest.

Posture Posture is the way people position their bodies wegard to other people.
This can be a closed position with arfklcJ to reflect exclusion or the
opposite to show inclusion. Havaag congruent pasitig reflects agreement
or acceptance.

Proxemics3ody Hfjiitf people use interpersonal space can expi@ssacy, social distance,
and public distance. For example, standing clodiates intimacy, and sitting
at the head of a table indicates status. Sittioggdide a desk indicates
openness; sitting hehind the desk while the otlkeesqn is irfront indicates a
superior-subordinate relationship.

Rhythms How people move in relation to others, frequencgpmédaking, and
speaking turns provide clues to meaning being cpede

Choice of: wofds. can reflect involvement Or: digta) or enthusiasm or taedt
it.

source; FronManagement Information Systems: Conceptual FouodatiStructure, and Development
Ided, by C. B. Davis and M. H. Olson. Copyright @5 by McGraw-Hill Book Company. Reproduced
with permission.

13- Scu, for instance, R. Harrison, "Nonverbal Camioation," ed. [. H. Campbell
and P. W. Harper ibimensions in CommunicatidBelmont,. CA: Wadsworth, 1970]; and
A. Mchrabian,Non-Verbal CommunicatiofChicago: Aldine, 1972]
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COMMUNICATION NETWORKS

Communication channels may be linked in a varidtyays to-
form communication network$. These networks are used to structure
the information Bows among network members. Comeation net-
works impact on decision quality, member satistattimessage quality,
and other variables. Six commonly used networkgpegeented in Figure

13-7.
13-7 COMMUNICATION NETWORKS
CHAIN 4.0 WHEEL
J5.71 4.5 45 4.57
6.67 8.0
7.2
57140 6.0 457
Centralization = 1.11 40
457
Centralization = 4.57
1.41 Centralization = 1,88
Centralization - O STAR COM-CON
5.0
5.0 5.0
5.0 50 50 5.0
5.0 5.0 5.0 5.0 50
Centralization = 0 Centralization = 0

Note: Member relative centralities are shown next to each member.
Centralization was calculated as the variance of relative centralities.

14. Two key papers relating to communication neksaare H. Guetzkow andtt
Simon, "The Impact of Certain Communication Netol/®rganization and Performafltt
in Task-Oriented GroupsManagement Sciendg1955): 233-50; and M. E. Shaw, "Coifr
munication Networks," ed. L. Berkowitz iddvances in Experimental Social Psychoio®
JNew York:.Academic Press, 1964), 111-47.
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The chain network links members sequentially. Thee¥vork
modifies the chain to have one member communicatirijree others.
With the wheel network, all communication must fldwough a central
individual. The circle network permits each memtmecommunicate
with two others. With the star network, any memtemn communicate
directly with any other. A variant of the star,ledlthe com-con network,
permits all members to communicate directly bub dias a central
member who is considered to be the leader.

These networks clearly differ on a number of dinmrs For
instance, with networks such as the chain anditble,at may be neces-
sary for a message to pass through multiple lioksdch its destination.
With the star and com-con networks, one link isigaht. The networks
also vary in degree of centralization. The cirahel atar networks are
decentralized—everyone is as central as everysee@h the other hand,
the wheel and the com-con networks clearly haveraemembers.

Relative centrality is the degree of centralityaafindividual in a
network. It can be calculated by summing the tatahber of links
between the member and each other member in twenketnd dividing
the sum for all members by that stithFor each network, relative cen-
trality scores of each member are presented inr&it8-7. In the wheel
network, there is clearly a central member. Sinf@mation more often
flows through central members, they are likely éoplerceived as leaders
and to have high status. They are also likely tonloee satisfied than
their less central counterparts. In the circle stad networks, all mem-
bers are equally central.

Along with the degree of relative centrality of nsgrs within a
network, the overall centralization of the netwaskalso of interest.
Centralization is a measure of the variability iemfier relative centrali-
ties. So, the wheel, with one relatively centralnmber and all others
much less central, is highly centralized. The staify equal member
relative centralities, is completely decentralizEdr each network, net-
work centralization scores are also included irufadL3-7.

Centralized networks tend to permit rapid decigiagking, but
average member satisfaction is low. Centralizedordss may be effi-
cient for simple problems, but as complexity inse=a more decentrali-
zation |and thus more participation in decision in@gkis required. So,
the wheel network might be appropriate for routinme]l-structured
tasks, especially if there are time constraintsvéleer, a network such
as the circle or star would probably be bettetdsks requiring creativity

15. A. Bavelas, "Communication Patterns in Taske@ed Groups,Journal of the
Acoustical Society of Ameri@2 11950): 725-30. For instance, the central membéhne
star network in Figure 13-7 has a total of foukdirio the other four members [that is, one to
each). Each of the other four members has onetdirtke central member and cwo links to
each of the other three members—a total of sevis.liSo, the total number of links in the
network is 4 + 7 + 7 + 7 + 7 = 32. The relative tcality of the central member is 32/4 =
8.0. For each other member, the relative centr#it32/7 = 4.57.
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and a wide range of member inputs. We wilt look enat the issue ol
appropriate degree of participation in the nextptha

THE GRAPEVINE"

Our discussion to this point has dealt primarilghafiormal coiti-
munication channels in organizations. We all knofwgourse, that much
information in organizations flows in other, offily unrecognized ways.
The grapevine consists of information which is camioated informal-
ly among employees. The term comes from the Civdr\Wractice of
hanging telegraph lines loosely from tree to trée la grapevine.
Messages were often garbled and incorrect infoonatias attributed to
the grapevine.

While much grapevine information is transmittedllgrahand*-
written, typewritten, and even electronic messagayg be used. Studies
show that over three-fourths of the informationnsmitted over the
grapevine is accuraté.However, since even one error can change the
overall meaning of a message, such a figure mayibkeading. Further,
grapevine information is generally incomplete, givia partial picture. As
a result, many people view the grapevine negativiaelyone study, for.
instance, 53 percent of managers arid white-cellaployees viewed the
grapevine as a negative factor, and only 20 persawtit as a positive
factor!® In another study, the grapevine was ranked seasralsource of
information, but onlv fifteenth as a preferred smif’

Despite their problems, grapevines do fill some dsee-or
instance, they often carry messages that formaesyswill not. They
are fast and flexible, and they provide messagasatie understandable to
employees. Further, the tendrils of the grapeviimewheir ways around
often formidable barriers, seeking out needed iméiion from people in
the know. Whatever the actual validity of infornuaticarried over the
grapevine, employees do tend to view it as accufgesuch, grapevine
information carries considerable weight.

As shown in Figure 13-8, the grapevine may takeynfarms. In
the most typical, the cluster, one person passegriissage on too
number of others. Some of them—perhaps only teventy percent-
repeat the message and others do not. As the meegstgold and a large
percentage of people know it, those who receiaedtless likely to repeal
it, and it dies out.

16. This section is based primarily on Davis andvisteom,Human
Work,314-24. See that source for a fuller discussion.

17.1- W. Newstrom, R. E. Monczka, and W. E. Rélerteptions of the Grapevine: Its
Value and Influence,Journal of Business Communicati@®pring 1974), 12-20.

18. International Association of Business Communicatisurvey reported in .<«-
na RepublifNovember 14, 1982], C-I.

19. Davis and Newstrordjuman Behavior at Worl315.
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figure 13-8 TYPES OF GRAPEVINE CHAINS

Y

Single Strand Gossip Probability Cluster
(Each tells (One tells all) (Each randomly (Some tell
one bther.) tells others) selected others)

mice: FromHuman Behavior at Work: Organizational Behavitim ed._, by K. Davis and J. W. New-rom.
Copyright © 1985 by McGraw-Hill Book Company. Regiweed with permission.

As we all know, some people simply like to talk mahan others.
However, there are other reasons why people beemtiee on the grape-
vine. For instance, if people have interesting netwsy are likely to pass
it on. Or, if there isa great deal of excitement and uncertainty, such as
when a new boss takes over, the grapevine thriiaally, some jobs that
allow opportunity for contact and conversation eharacterized by high
levels of grapevine activity. One study, for instapfound that secretar-
ies to managers were four times as likely to be ¢d@ymunicators on the
grapevine as were other employéds.

Whatever managers think of the grapevine, they rmosépt it as a
fact. Smart managers try to learn who is in thepgrane and how it
works. They take actions to reduce misunderstarsdargl, generally, to
reduce the negative effects of the grapevine. Thay, for instance, care-
fully provide accurate information to squelch unfided rumors. They
also may try to harvest the grapevine, using igé&» feedback about
employee attitudes, feelings, and id&adlanagers may also use the
grapevine as a message channel to carry informatlunoh is somehow
inappropriate for formal channels.

20. K. Davis, "Grapevine Communication among Lower dfiddle Managers,Per
sonnel journalApril 196”1, 269-72.

21.0n this point, see H. B, Vickery, 111, 'Tappingoithe Employee Grapevine,"
Association Managemeftanuary 1984), 5.9-63-
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): Your work shows thai people in organizations rely grapevines so that they can communicate uptvard
ery heavily on the grapevine as a source of informa- some of the news they want their manager to
on. What is the allure of the grapevine? receive. Of course, secret spies and listeningcdevi

A: People cannot resist the grapevine. It offers are an unethical invasion of privacy and are univer
he latest news, and usually that news is reasonably sally condemned.
ccurate. Much of the news is about people, such as Q: If managers are concerned that information passed
heir friendships, conflicts, and experiences. Since through the grapevine is inaccurate, what can they do
jrmal communication carries very little of this gp  about it?
if information, wemustlisten to the grapevine in A: First, they need to build an environment df
irder to be fully informed. In addition, much ofeth  trust so that employees will believe what managers
xapevine occurs by person-to-person contact, which say. Then, stop inaccurate rumors with the true
ielps us become a part of social groups and receive facts. Nothing defeats rumors better than the truth

ocial satisfactions. In rare instances when true facts are so confiaenti

3: Many managers view the grapevine as a negative that they cannot be told, then explain why they ate
actor. Should managers try to prevent employees from confidential. Face-to-face communication Is quicker
ising the grapevine? Should they ignore the grape- and allows response to individual employee (rues-
mine? tions. Furthermore, managers need to walk out of

A: Managers should not try to keep their their offices and visit with their employees toatst
;mployees away from the grapevine. They cannot lish a climate of trustworthy two-way commmiia:
itop the grapevine, and those who occasionally try tion. When managers bring accurate news to their
end to find that their efforts stir up a largerteof employees, a social transaction is started that obl
nore negative, grapevine. Even if we assume that gates employees in return to keep manager
nanagers could stop the grapevine, they would not informed. This two-way trustworthy comimmicfl'
vant to do so, because then their employees wouldtion will substantially reduce inaccurate inform*
)ecome less informed and less interested in their tion.
obs. As an alternative, managers could ignore the Q: How will new information technologies affect fa
grapevine, but that is poor management becauserole of the grapevine?

:hcy are ignoring an important part of their jobs. A: New information technologies mean tbatthe
?ettcr alternative is to join the grapevine and grapevine can travel much faster and reach many
levelop a reputation as a reliable sender andsi-tru  more people at once. In addition, more units afrinf

ed receiver of information. mation can be transmitted within a short time. Ik

y. Do you see any ethical problems with managers patterns also are changing more to those who arson
'harvesting" the grapevine to learn what subordinates various electronic networks. Even the eavesdropped
and others are saying? are changing to those who are able to tap secretly

A: No ethical problems arise with normal grape- into a network. Thelectronic grapevinés becom-
vine listening known to employees. They usually ing more important and is here to stay.
jxpect and want a manager to be in on some of their
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THE IMPACT OF NEW TECHNOLOGIES ON
COMMUNICATION

New information technologies are rapidly changimgamizational
communication$? Telephone answering devices and services, closed-
circuit television systems, and videotaping, for instamteprovide new
communication flexibility. The emerging technology electronic mail,
the long-distance electronic transmission of writieformation, pro-
vides a very fast, inexpensive, and efficient meah€ommunicating.
Situation 1 describes the benefits of electronidl mtaMetropolitan Life
Insurance Company.

SITUATION 1

Electronic Mail Saves Metropolitan Life More Than
$100,000 Each Year

Metropolitan Life Insurance Company describes its electronic mail system as
a "general management tool for supplying information." Using this system
helped to streamline message and reporting capabilities. It eliminated the
need for duplicate hardware and helped save the company over $100,000
each year.

According to Vice-President Bruce J. Goodman, Metropolitan Life had
to ensure rapid communication within its firm after decentralizing its New York
home office functions in 1970. By establishing nine head offices across the
country, the S52 hillion company gained an opportunity to enhance customer
service and to tap diversified labor markets. Because of cost considerations,
these head offices serviced old policies whose historical paper records
remained in the New York headquarters.

"It became the responsibility of head offices to administer several mil-
lion policies issued some 30 to 40 years ago," said Goodman. "Thus, rapid
communication between the head offices and New York became crucial in
providing a high level of service to our policyholders."

Before instituting its electronic mail service, the head offices requested
policy information from New York via a Telex system. Even though the system
met the company's basic business needs, it required additional staffing and
was prone to mechanical failure and human error. For instance, a correspon-
dent received a request and filled in a form, and someone else cut the Telex
paper tape, which was clumsy and occasionally ripped. Others would
keypunch and batch multiple messages, which could only be transmitted to
the home office at specific times. A total of 39 separate paper-handling steps
were required in the overall work flow for one inquiry under the old system.

22. For a good overview of electronic communicaiosee R. V. RuchCorporate
Communications; A Comparison of Japanese and AmrerRracticegWestport, CT:Quo-
rum Books, 1984|.



Part S A DIRECTING

Using an electronic mail system, Metropolitan's head office customer
service representatives send requests directly from their terminals. As a
result, each head office saved from one-half to one full-time clerk. At the home
office, the previous 39 separate paper-handling steps decreased to 22 steps.
and the service time lapse improved by one to two days. Twelve clerical
positions were no longer needed for processing message requests.

The system was first used to deliver daily operation status reports to
head office end users and corporate management from the computer centers
located in four cities. Computer center employees previously called in sued
reports by telephone. Not only did it take time to contact all necessary offices
but it usually took more than one phone call to reach the right person. One
operator can now key a message, send it simultaneously to several offices,
and not be restricted by multiple time zones.

Source: From Management Information Systems: Conceptual Structure,
and Development 2d ed., by G. B. Davis and M. H. Olson. Copyright ? 19S5 by
McGraw-Hill Book Company. Reproduced with permission.

Further,teleconferencing—two-way communication by both vid-
eo and audio equipment between persons at difféoeations—offers
tremendous savings of time, energy, and money. Maims are now
using teleconferencing for such purposes as sadesimgs, editorial con-
ferences, and job interviews. When the CEO of AitaRichfield Compa-
ny [ARCO) complained that he had traveled 600 t0 @flles ever)' dayot
his life for 35 years, ARCO began a two-year pridfeduild a S20 milliou
telecommunication network. The network links regibnenters,, per-
mitting executives to meet with their counterpatsewhere via wide-
screen color television. The executives can usehemoscreen to
exchange graphics, statistics, and photogrdphs.

We will more thoroughly explore the roles of thevnieformation
technology in Chapter 19, "Management Informatigst&ms."

IMPLICATIONS FOR MANAGEMENT

It is hard to imagine one becoming a truly sucadssfanagti
without having a good grasp of communication skilemmunication is
central to virtually all managerial roles and sereevariety of necessary
functions.

Think about communication as a crucial skill yoweddo culti-
vate, much as you would try to master computernamging or financt

03.Business Weglduly 7, 1980], 81.
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Learning to communicate, to ensure accurate comoatimn from
others, and to listen will probably reap greatdumes than almost any
other skill and will also make lite a bit more psaat.

Develop the ability to analyze organizational conmication. Use
the tools we have discussed to consider the natucemmunication as
well as communication channels, sources and ratipi¢iming, and dif-
ficulty. Once each of these factors is assesse@ssbward improvement
are possible.

Take into consideration the various causes of comoation fail-
ure and try to avoid them. Keep language as simplpossible. Recognise
that people will retain and distort information. iRad those who pro-
vide you with complete and accurate messages, rgnb tget objective
confirmation of information. Beware of perceptuablplems. Remember
that selective perception, projection, and othecggtual difficulties can
interfere with accurate communication. Use reducgiafeedback, and
multiple channels as necessary to make sure yoasage was correctly
perceived. And, take the time to listen.

When expecting communications from others, takpsste reduce
the likelihood of problems. If possible, use mukigsources. Be clear
about precisely what information you want and howl ashen you want
it. Break down unnecessary communication barrigeep communica-
tion chains short. Create a climate of trust.

Master the array of techniques for communicatingoiganiza-
tions. Try not to overuse a single technique. lagdtdit the method to the
needs of the message. Don't forget about the irapoet of upward com-
munication, and remember that horizontal commuioeais often use-
ful.

Pit communication channels to your messages. Censehuired
immediacy, maodifiability, capacity, and other chahudimensions, and
ask whether feedback is needed. You may decidenthdtiple chan-
nels—such as both a telephone call and a writtefficoation—would
help, or that channels must be specifically tadloie the purpose. Attend
to nonverbal as well as verbal aspects of your conication and keep
them consistent. If you develop networks, desigamhwith their
required tasks in mind. Centralized networks mayibe for some pur-
poses, but complex tasks demand free flow of inftiam.

Don't assume that communication will, or shouldathe follow
the branches of the organization chart. Insteachaly flow in unexpected
ways—the grapevine winds everywhere. Pay attenipoimformal com-
munication. If it seems inaccurate, tiy to provicwrective information,
but don't treat the grapevine as an enemy. Usea ia gupplement to
formal channels.

Finally, follow developments concerning new comnuoation
technologies. Electronic mail, teleconferencingd asther innovations
provide new flexibility and power to organizationebmmunication.
They promise to change significantly the way mutbuwsiness is done.
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QUESTIONS
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activity sampling message channel
centralization noise

chain network nonverbal communication
circle network one-way communication
code noise organizational audit group
com-ccm network psychological noise
communication receiver

communication networks relative centrality
decoder sociogram

downward communication star network

ecco analysis teleconferencing
electronic mail transmitter

encoder two-way communication
exception principle upward communication
Hesch index wheel network
grapevine Y network

horizontal communication
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What are four key functions of communication?

Describe four techniques for analyzing communiaaiio

organizations.

Cite three causes of communication failure andciei hw

each can be alleviated.

Identify five things that influence communicatioeceived

by a manager.

Give three techniques for upward communicationrgaai

zations.

List four key characteristics of communication chels.

Define nonverbal communication and give four exaapl

Draw a star network and a wheel network. How dy tifferj

in terms of centralization and member relative cagitt!

What is the grapevine? What are its strong agakvpoints?
Identify three ways that new informationheologies att

influencing communication in organizations.

Davis, K. 1953. A method of studying communicatatternsin’|

organizationsPersonnel Psychology.301-12. Davis, K.,

and Newstrom, J. W. 198Buman behavior aywtffc

Organizational behavior7th ed. New York: McGraw-Hill |
Book Co. Flesch, R. 1948. A new readability

yardstick,journal of

Psychology82:221-33. Leavitt, H. J. 1964.

Communication: Getting information fromAj

into B. Managerial Psychologyev. ed. Chicago:
Chicago Press, pp. 138-52.
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Mintzberg, H. 1973The nature of managerial worknglewood

Cliffs, NJ: Prentice-Hall. Peters, T., and Waterman, R.
H. 1982.In search of excellence:

Lessons from America's best-run companhsw York:

Harper & Row. Roberts, K. H. 198€ommunicating in
organizationsChicago:

Science Research Associates. Scott, W. G., andhidikc
T. R. 1976.0rganization theory: A
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CASE 13 A The Electronic In-Basket

The phone rings in the Silicon Valley office of @ctCommunications Corp., and a recorded
voice takes the caller on a trip into the twiligline of telecommunications.

"Hi, this is Bob Cohn," begins the greeting frone tompany's president, who is out of the
office.

Then, a formal female voice takes over. "At theetoplease leave your message. When
you are done recording, you may hang up or préderimore options." It then offers to replay
the message, erase it, add to it, send it by urgentrmal delivery, or switch the call to another
line. When the caller presses nothing, the voicaads "Are you still there? Sorry you're
having trouble. Please try again later. GoodbylekC

Business communications may be headed for a radiwtge. Voice messaging, more
commonly known as phone mail, uses advanced reuprand routing features to cut down on
telephone "tag," idle chatter, and unnecessary ngerttocan replace switchboards and pink
message slips with recorded personal greetingsdatalled messages left in electronic "mail-
boxes."

Phone mail systems, which can cost anywhere frodj080 to several hundred thousand
dollars, aim at solving a problem as old as theptebne. Suppliers say that on the average, only
one of four calls gets



through to the right party; the other three getanswer, a busy signal, or a message taker and
waste two minutes apiece. About 60 percent of Hiks that do get through require only one-way
communication, such as a meeting notice or questibat can't be answered immediately.

In St. Petersburg, Florida, vice agents with theeRas County Sheriff's Department use a
messaging system to keep in touch with their infants. At Perkin-Elmer Corp. in Norwalk,
Connecticut, the semiconductor equipment divisie®suvoice mail to get daily updates from
150 service people nationally. Union Pacific RaldoCo. has a system for 750 employees;
locomotive crews in the South call it for work sdiiées and safety updates.

Source; Reprinted by permissiortioé Wall Street Journal, ®ow Jones & Company, Inc. [February
24, 1986). All Rights Reserved.

1. Which of the communication problems
discussed in this chapter would probably
be alleviated by use of phone mail?
Which would probably be made worse?

2. How do you think most people would
respond to phone mail? How would you
respond?

3. For what sorts of messages would phone
mail be most appropriate? Least appro
priate?



