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Communication

understand what are meant
by effective communication
and feedback

analyse the advantages and
disadvantages of different
communication media

evaluate their application in
different situations

understand the barriers to
communication and how to
overcome them

analyse the importance of
informal communication

assess the importance of ICT
in communication

evaluate the application of
different communication
networks.

This chapter covers syllabus section 2.3

Companies use intranet to communicate with staff

Intranets — internal computer networks — are helping drastically to reduce
many administrative jobs. Employees can now take training courses, commu-
nicate by email with colleagues, find out how much holiday they have left
or check out internal job vacancies — all through their company’s intranet.
Intranets are helping to blur the line between work and leisure. For example,
BP, the oil company, is developing a ‘Virtual Village’, an online shopping mall
accessed through the company portal where employees can buyanything from
computers to holidays. Companies now regularly use intranets for communi-
cating with employees. When BA announced the closure of its second hub at
London’s Gatwick airport, the news came out first on BA’s intranet. The speed
of internet technology means employees can find out about such develop-
ments as they take place, rather than from the following day’s newspaper.

BP broadcasts live events, such as the launch of its new brand and logo, to its
employees worldwide over the intranet. At Anglian Water, a utility company
with operations stretching from China to Chile, Chris Mellor, chief execu-
tive, uses his personal home page to encourage feedback from any of his
company’s 6900 workers. At BP, senior executives — often inaccessible to most
staff — answer live questions from employees around the globe. Such tech-
nology allows employees — particularly those teleworking from home, on the
move or in far-flung locations - to feel connected not only to the organisation
but also to their colleagues. However, spending large sums of money on an
intranet does not guarantee successful internal communications:

In parts of Asia or Africa, telephone connections can be unreliable, and
logging on can be frustrating or impossible.

Intranet communication is only effective if everyone in the organisation has
access to it.

Employees already overburdened by email and other communications
systems can find the intranet is simply another layer adding to their
workload.

Some believe technology cannot create a culture of freer communication
and openness unless that culture has first been established by senior staff.
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. is sent)
{ KEY TERM e receiver

effective communication the exchange of information e feedback to confirm receipt and understanding.
between people or groups, with feedback

If the message has been sent, but there has been no form

Communication is only effective if the message has been
received and understood by the receiver and the sender
knows that it has been understood. Figure 12.1 shows the
key features of effective communication:

e sender (or transmitter) of the message
e clear message

Transmitter/sender

of feedback, then the effectiveness of the communication
cannot be judged. Feedback is defined as the response to
a message by the receiver. All businesses communicate.
Theycommunicate externally—with suppliers, customers,
shareholders and the government, for example. Internal
communication is between different people or groups
within the organisation.

Receiver

Aim of - Alpproprlat/e message message tJhnderstandlr:g Response/
communication o anguage I € Message's action
medium meaning
A
Feedback
bl to sender

Figure 12.1 Effective communication - barriers must be reduced or eliminated
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The effectiveness of internal communication can have
an impact on many areas of business:

e Staff motivation and labour productivity - if staff are
encouraged to participate through group discussion,
for example, then effective communication will aid
motivation.

e Thenumber and quality of ideas generated by the staff -
if staff are asked for their ideas, then this can assist with
problem-solving.

e Speed of decision-making - the more people who have
to be communicated with, the slower the decision-
making system.

e Speed of response to market changes — if changes in
consumer tastes take a long time to be communicated
to the main decision-makers, then the business will be
slow to respond with appropriate products.

e Reduces the risk of errors — incorrect understanding
of a poorly expressed message will lead to incorrect
responses. This could lead to many internal problems,
such as the wrong products being made or incorrect
prices being set.

e Effective co-ordination between departments -
this will be helped by good communication links
between them.

Poor communication will lead to demotivated staff,
unco-ordinated departments, poor customer service and
a lack of overall direction for the organisation.

{ KEYTERM

communication media the methods used to communicate a
message

The range of communication media available can be
classified as follows.

oral communication

This can be one-to-one conversations, interviews,
appraisal sessions, group meetings or team briefings. It
allows for two-way communication and feedback and
this should encourage good motivation. It is instantan-
eous and evidence of who attended the meeting, and,
therefore, of who received the message, can be retained.
It allows the sender or the transmitter to reinforce the
message with appropriate bodylanguage. However, some
oral communication can be ambiguous, there may be no
written record of what was said, it might not be appro-

priate for complicated and technical matters and it can
be costly in terms of time.

Written communication

Many managers still like everything to be in writing. They
will, therefore, tend to use letters, memos, notices on
boards, reports, minutes of meetings and diagrams for tech-
nical matters, such as house plans. Written messages can
be referred to more than once, they should be an accurate
record and they allow for the transmission of detailed data.
However, they eliminate non-verbal communication, do
not allow for immediate feedback and there is often no
evidence that the message has been received and/or under-
stood. Reports and research proposals are detailed forms
of written communication. A report will contain a cover
page, executive summary, main findings, conclusion and
recommendations, bibliography and appendices. Research
proposals also contain details of the thesis being investi-
gated, theoretical background, research methodology and
research methods.

Electronic media

These have the benefit of speed and are often combined
with a written record. Internet and email use, intranets,
fax messages, video conferencing and mobile telephones
(which also allow oral communication) have all revo-
lutionised business communications in recent years.
However, these applications of electronic media also
have their drawbacks:

e They may require staff to be trained, and the young
are usually much more proficient in their use than
older employees.

e They reduce social contact and can create a sense of
isolation and an important social need may go unsat-
isfied. Staff may use company time to send personal
messages.

e There are security issues with computer technology
and hard copies of important messages are often kept
in case of a virus.

e Finally, thereis increasing evidence thatIT canlead to
information overload as a result of the speed and low
usage cost of these methods. Too many messages — for
example, the sheer volume of email messages can take
some workers several hours to reply to each day — can
prevent the really important communication from
being noticed and acted upon. Too much information
can also cause stress and a feeling of overwork. The
benefits offered by IT and other electronic methods
have to be weighed against their actual cost — in terms
of equipment and training — and their other potential
drawbacks.

s'_
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ACTIVITY 121
EMAILS ARE RUINING MY DAY!

Two million emails are sent every minute in the UK alone.
Office staff can spend up to half of each working day going
through their inbox. This makes workers tired, frustrated
and unproductive. A recent study found that one-third of
office workers suffer from email stress caused by both the
number they receive, the unnecessary length of some of
them and the poor clarity of the language often used.
Now firms are being forced to help staff deal with
their avalanche of emails. Some hire email consultants to
advise on best email practice, while other firms now insist
on an email-free day each week.

e Undertake research within your school or college
to discover the average amount of time staff and
students spend each day on reading and sending
emails. Present your findings in a report. Recommend
how the use of IT, to send messages at your school/
college, could be made more effective in order to
save time but maintain effective communication.

[\ KEY TERMS

information overload so much information and so many
messages are received that the most important ones cannot
be easily identified and quickly acted on - most likely to occur
with electronic media

non-verbal communication messages sent and received
without verbal information such as facial expressions,
eye contact, tone of voice, body posture and gestures and
position within a group

Visual communication

This can be used to accompany and support oral, written
or electronic communication. Diagrams, pictures, charts
and pages of computer images can be presented by using
overhead projection, interactivewhiteboards, data projec-
tors, DVDs and other means. The impact is increased if
colour and/or movement are used. This form of commu-
nication is particularly useful in training or marketing.

Non-verbal communication

In person-to-person communications our messages
are sent on two levels simultaneously. If the non-verbal
cues and the spoken messages do not ‘match’, the flow of
communication is hindered. The receiver of the commu-
nication tends to base the intentions of the sender on the
non-verbal cues received.

Managers will consider these factors before deciding on
the best communication method:

e the importance of a written record that the message
hasbeen sent and received, e.g. an important new legal
contract

e the advantages to be gained from staff input or
two-way communication, e.g. a new staff shift system
proposal could be discussed with workers before
implementation

e cost — electronic media often require expensive capital
resources but once these are obtained, emails are cost
effective. Written memos are cheap, buthowmany people
will see them? The cost of management time in meetings
is important — it would be quicker and cheaper, but less
effective, to email all those at the meeting instead

e speed - electronic means can be quick, but is this
more important than allowing time for opinions to be
discussed at a meeting?

e quantity of data to be communicated — the longer and
more detailed the message, the less likely it is that oral
communication will be adequate

e for clarity and to ensure that the message has been
received, it may be better to use more than one
method, e.g. a quick telephone call followed up by an
official letter or order form will achieve both speed
and accuracy

e size and geographical spread of the business — regular
and frequent meetings of senior regional managers
may be impossible in a multinational business.

Table 12.1 summarises the strengths and weaknesses of
each communication method.

{ KEYTERM

informal communication unofficial channels of communication
that exist between informal groups within an organisation

Have you ever heard about important events in, or deci-
sions about, your school or college through the ‘grapevine’
before any official announcements? There is unofficial
communication in every organisation — it takes place in
the rest room or over the lunch table, in the queue next to
the photocopier or in meetings before the official agenda
begins. It may be no more than gossip, but much of it can
be well-informed information about the organisation too.
In fact, much informal communication is not necessarily
about work at all - it might just be social interactive ‘chat’.
Table 12.2 summarises alternative management views of
informal communication.
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Barriers to effective communication

oral ® Direct ® Need to listen [\ KEY TERM
® Can be varied to suit carefully _ communication barriers reasons why communication fails
needs of receiver o Affected by noise
° Easybto understan;j © Passive Any factor that prevents a message being received or
© Can be questione © No permanent correctly understood is a barrier to communication.
quickly accurate record . .
o Can be quickl These barriers are much more of a problem for large busi-
f quickdly nesses with operations in more than one location and
orgotten . .
with several levels of hierarchy.
Written ® Recorded - permanent | ® Often difficult to read
record  Message identical to REASONS FOR BARRIERS AND WAYS TO REDUCE THEM
® More structured each receiver 1 Failure in one of the stages of the communication process
® Fasy to distribute ® No body language e The medium chosen might be inappropriate. If the
@ Cannot be varied @ Feedback slower message contained detailed technical language and
@ (an be referred to @ No immediate flow diagrams, trying to explain these over the phone
again response could lead to incorrect understanding. Solution: Select
® May be misinterpreted appropriate medium for the message.
® Costly and time e Ifareceiver forgot part of a long message given to him
consuming or her orally, then a written form would have been
Visual ® More interactive ® Needs close attention more appropriate. Solution: Use written form when
® Demands attention ® Sometimes too fast the message is long or complex.
® Often easier to  Not always clear e A misleading or an incomplete message would result
remember o Interpretations by in poor understanding - ‘send the goods soon’ may be
® (reates greater receivers can vary interpreted as being tomorrow when in fact the sender
interest meant ‘now, or as soon as possible’. Solution: Consider
Electronic | ® High speed - virtually | ® Cannot always be ;“lfectlearcl?s’s(i)f(tehss?zsfs?gflflilil;:eafluﬁl}:lguage or jargon
instantaneous received ° X Vv -
® Interactive ® Relies on receiver terms that are understood by a specific group but
® (reates interest ® Hardware is expensive not by others — may prevent the receiver from being
® Encourages response | @ Risk of communication able to comprehend what is required. Messages sent
@ Ignores boundaries overload to branches or staff in another country may not be
e Good image @ Can be intercepted understood unless they are translated into the local
for external @ Diminishes personal language. Solution: Avoid using jargon where possible.
communication contact e If there is too much information — perhaps more than
o is actually necessary for the receiver to respond in the
Table 12.1 Strengths and weaknesses of communication methods ; . .
right way — the threat of information overload leads
to ‘noise’, that is unnecessary data, which prevents
message. Solution: Highlight important messages, and
® |t wastes valuable working ® |t can help create important consider not sending less important ones.
time. feelings of belonging and e If the channel of communication is too long — the

® |t spreads gossip and
rumours which can be
unsettling and lead to
feelings of insecurity.

@ |t may result in informal
groups banding together
to resist management
decisions - even though they
may not have been officially
communicated yet.

social cohesion.

® Management can use the
grapevine to ‘test out’ new
ideas and see what the
unofficial reaction might
be - if it is too negative, they
might never make an official
announcement.

® It can help to clarify official
messages by talking them
over with colleagues.

Table 12.2 Alternative views of informal communication

channel is the route through which a message is
communicated from sender to receiver, as in tall hier-
archical organisations — then messages will be slow to
reach their intended receiver and they may become
distorted or change their meaning on the way. Solu-
tion: Shorter chains of command (e.g. through delay-
ering) will reduce the risk of distortion.

2 Poor attitudes of either the sender or the receiver

If the sender is not trusted — perhaps because of pre-
vious misleading messages or unpopular decisions —
then the receiver may be unwilling to listen to or read



Communication

the message carefully. In addition, unmotivated or
alienated workers make poor receivers. If workers have
never been consulted on important issues before, then
they may become very suspicious if the management
style seems to be changing towards a more participative
one. Workers with little interest in their work will not
want to take the trouble to ensure that communication
is effective. Solution: Establish trust between senders
and receivers — this could be most easily achieved in a
business where all staff are considered to be important
with useful contributions to make.

Intermediaries — those in the communication channel -
may decide not to pass on a message, or to change it, if
theyare poorly motivated. This could occur, for example,
if there has been a supplier’s query about an order or a
customer complaint. Solution: Keep the communica-
tion channel as short as possible and ensure feedback is
built into the system.

The sender may have such a poor opinion or percep-
tion of the receiver that no effort is made to ensure
clarity of message or to check on understanding. Solu-
tion: Train and motivate staff to take an active partin
communication process.

ACTIVITY 12.2

Which communication method is best?
Here are eight different examples of communication:

e safety notice on board a cruise ship

@ sales order from a customer sent to the production
department

e official warning to a staff member about quality of work

e sending of detailed architectural plans from one office
to another office abroad

e need to solve a work problem with a team of staff

@ 30 members of staff in different regional offices need to
be given essential information

e need to check some details of a product order with the
customer

e list of emergency telephone numbers in case of
accidents in the factory.

24 marks, 42 minutes

1 In each case, explain why it is important that
communication is effective. [8]

2 Suggest and justify a suitable method of
communication to be used in each case. [16]

ACTIVITY 12.3

Palm Nut Oils Ltd

Managers of this company want workers to share ideas
they may have about working processes, so a notice is
placed on the canteen noticeboard and a suggestion box is
placed in the canteen.

On and after 1 January a payment of $25 will be
given to anyone making suggestions for improving
our computer-aided production processes, which we
subsequently decide to adopt.

Sabrina Patel
Managing Director

An incentive is offered and a good response is expected.
However, management is not trusted by the workforce,
who see this as a worthless gesture, so either they do not
make any useful suggestions or they make ones that are
unprintable!

The message is written in the wrong language. This
often happens when the sender is a specialist such as an
accountant or engineer. The tone of the language is not
right. This can happen in any form of communication but
is most prone to occur when the message is spoken and
is particularly true if body language can also be observed.
In its layout, the message is formal and unfriendly. The
managing director did not even bother to sign it - her
name was just printed on the notice.

The wrong medium may have been selected. Some
workers may not look at the noticeboard and so never
receive the message. The receivers have negative atti-
tudes to the sender and misinterpret the message. They
need to be convinced; a more direct and personally
involved approach was needed.

25 marks, 43 minutes
1 Outline four barriers to effective communication in

this case study. [8]

2 Explain three other communication media that
could have been used in this case. [9]

3 Recommend a more suitable method of
communication than the noticeboard for Palm
Nut Oils Ltd. Justify your answer. [8]
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3 Physical reasons

e Noisyfactories are not the best environment for commu-
nication. This indicates that the poor quality of the
external environment can limit effective communica-
tion. Solution: Physical conditions should be appropriate
for messages to be heard or received in other ways.

e Geographical distance can inhibit effective commu-
nication - interpersonal communication in particular
will be very difficult. Solution: Modern electronic
methods, such as video conferencing, are designed to
overcome this barrier.

@ THEORY OF KNOWLEDGE

Antonio Rodriguez is a manager who likes to manage by
walking around. He doesn’t use the company BlackBerry other
managers swear by as a way of keeping their subordinates
‘on their toes’. He likes to get out amongst his staff and talk
to them, whether it’s to keep those who like shopping on the
internet on company time on task or to praise those who have
made their monthly sales targets. He only uses email to give
very basic information to his subordinates and, as a personal
rule, never sends any critical e-mails to his staff.

Prepare a presentation on the following theme:
‘Electronic communication is never as good as a face-to-face
conversation”.

[ H) HiGHER LEVEL

[ KEYTERM

formal communication networks the official communication
channels and routes used within an organisation

The internal communication structure of a business can
be organised in a number of different ways — known as
communication networks.

THE CHAIN NETWORK
This is typically used in a hierarchical structure, such as
the police, army and civil service. One person, at the top
of the chain (A -see Figure 12.2), starts off the communi-
cation message and this is passed on to the next person
on the lower level (B, C and so on). This is designed for
authoritarian leaders.

It has the weaknesses of both long chains of command
and one-way communication. It does not encourage
either two-way communication or horizontal commu-

nication and individuals at the end of the chain can feel
isolated and demotivated. However, this method does
give the leader control and allows an overview of the
communication system.

EO—C—0O—C@—O

Figure 12.2 The chain network

THE VERTICAL NETWORK

Figure12.3illustratesavertical network, where theleader,
probably the owner, has four subordinates and commu-
nicates with them directly but individually - there is
no group network here. This method could be used in a
small department or any situation with a narrow span
of control. It suggests only one-way communication and
little communication between subordinates.

i
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Figure 12.3 The vertical network

THE WHEEL NETWORK

In Figure 12.4, the leader is at the centre — or the person
atthe centre becomes the leader. There could be two-way
communication between the leader and each of the other
parts of the wheel, but horizontal communication is
poor. Theleaderisin control and can limit formal contact
between the others. This network might represent the
situation of a regional manager communicating to each
of the branch or site managers.

THE CIRCLE
In this network, shown in Figure 12.5, each person or
department can only communicate with two others.

(_
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Figure 12.4 The wheel network

Although it is a decentralised network - there is no
obvious leader — it might be difficult for all members of
the circle to agree a new strategy between them, because
of the slow rate of communicating with the whole group.
These methods do not allow the receiver to question the
message, to ask for further explanation or to discuss it with
the sender. There is no assurance for the sender that the
message has been received, understood and acted upon.

Figure 12.5 The circle network

THE INTEGRATED OR CONNECTED NETWORK
This network allows full two-way communication
between any one group member — or with all of them. It
is typical of team meetings or ‘brainstorming’ sessions.
Itallows a participative style of decision-making. It could
assist in solving complex problems where input from all
group members is needed.

These five networks featured in research work under-
taken by social psychologist Alex Bavelas and his find-
ings are represented in Table 12.3.

Figure 12.6 The integrated network

Table 12.3 summarises the effectiveness of communica-
tion networks.

Speed of learning Fast Slow
new procedure

Speed of solution Fast Slow
with simple
problems

Speed of solution Slow Fast
with complex
problems

Originality Low High
of ideas, e.g.
brainstorming

Number of Few Many
messages sent

Satisfaction/ Low High
morale

Table 12.3 Effectiveness of communication networks

L EXAMTIP

When discussing suitable communication methods for
anybusiness situation, try to assess which formal commu-
nication network would be most appropriate.

L —
B e @)
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REVISION CHECKLIST

1
2

10

1

12

13

14

Define ‘effective communication’.

Outline two reasons why effective communication
is important to a retailing business with branches in
different towns.

Give two examples of communication media.

Using your answer to question 3, explain one situ-
ation for each method in which it could be appropri-
ately used.

Explain three barriers to effective communication.
Using your answer to question 5, explain one possible
solution for each barrier.

Why might staff be opposed to the introduction of a
communication system based largely on ICT?

What do you understand by ‘feedback’?

Outline two factors that will influence the choice of
communication media.

Explain the circumstances when two-way communi-
cation is likely to be more appropriate than one-way
methods.

Examine two reasons why poor communication
might lead to poor staff motivation.

Explain two reasons why communication might be
poorer in large rather than in small firms.

Explain two reasons why managers would be unwise
to try to reduce the amount of informal communi-
cation in a business.

Distinguish between the circle and the connected
networks for communication.

REVISION ACTIVITY
Read the case study below and then answer the questions
that follow.

We all seem to be working in the dark

Metta Viravong had become completely demotivated by
the latest problems in trying to communicate with the sales
department. As production supervisor at Asian Lights plc,
he was in charge of allocating and managing resources to
make sure that sufficient output of light bulbs was available
to match demand. The last scribbled note from the south-
east sales manager had been the latest in a large number
of messages regarding the correct product mix to manu-

2 HUMAN RESOURCES

facture. ‘"How am | meant to read this?’ he had shouted. ‘It
is dated three days ago yet | have only just been handed it
by the section head.” Apparently, she had just been handed
it by the factory manager, who himself was sent it by the
production director. ‘l needed to know on Tuesday that sales
of the standard bulbs are falling in the south-east due to
the increased demand for halogen lamps and energy-saving
light bulbs,” he complained to his production staff. ‘If we had
known that they were planning a big promotion on energy-
saving bulbs we could have switched production in time.’

Problems with communication at Asian Lights had become
more serious since the major takeover of Bangkok Bright-
lights ten months ago. The newly formed business was now
twice the size. More managers had been employed. More
levels of hierarchy had been created. Important internal
messages were still checked by each section head or depart-
mental manager before he or she passed them on to the
next person who needed to know. The autocratic style of
management had not changed with the takeover and the
importance of ‘keeping everything in writing” was still rein-
forced at every meeting with senior management.

Metta, being technically minded, was well aware of
the latest advancements in IT and he wrote a report to the
directors giving the details of all of the systems available
with prices and specifications. ‘I think | will give this to one
of the directors myself rather than one of the section heads
who may not pass it on.’

35 marks, 58 minutes
1 Was a report the best way for Metta to communicate
to the directors in this case? Explain your answer. [6]

2 Discuss the factors that this business should consider
before introducing internal communication based on
ICT systems. [10]

3 Analyse three causes of communication problems at
Asian Lights. [9]

4 Using the case study and your knowledge of
communication media, networks and barriers
to communication, examine the internal
communication problems and possible solutions
within Asian Lights plc. [10]
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EXAM PRACTICE QUESTION

Read the case study below and then answer the questions that follow.

SWITCHING OFF IS NO WAY TO
HANDLE JOB LOSSES - HOW NOT TO
COMMUNICATE BAD NEWS

The voice at the end of the telephone on 16 October was insistent.
No, there would be no redundancies among the 2400-strong work-
force at the Panasonic factory in Cardiff. No, the informal rumours
swirling around the grapevine in south Wales were without foun-
dation. Two days later, Mr Fowler had changed his tune. Yes, there
would be job cuts, limited to several hundred. Over the next few
days, journalists who left messages at the Panasonic factory were
left frustrated when nobody returned their calls. On 22 October the
company dropped the bombshell many had feared; 1300 people were
to be made redundant.

The company’s handling of the affair was a masterclass in bad
management practice. The elusive Mr Fowler, who had been asked
to deal with press inquiries, is head of personnel at the factory. Mike
Emmott, adviser on employee relations at the Chartered Institute of
Personnel, says: ‘A manager from human resources is not the appro-
priate man to announce big surprises that affect an entire community.
You would have thought it was a task for the most senior person on the
ground in the area — or possibly in the UK - to handle.’

Sony, which also announced mass job cuts, took a more common
sense approach. Bill Besty, manager of public affairs at the group’s
corporate headquarters, spent several days at the Welsh factory hand-
ling inquiries about the 400 job cuts. T would never say to a reporter
that we were not laying off people — then on Monday announce a
redundancy programme,” he says. “The idea of staff reading about
redundancies in the newspapers before they are told isnot an attractive
one, says Mr Besty.

T was stunned and angry when we found out,” says Tony Harris
from the GMB Union, representing the Panasonic workers. ‘Although
the cuts were voluntary and nobody is twisting anyone’s arm, I would
have thought they might have had the decency to get us in and talk
to us.” Steve Tucker, a Cardiff newspaper reporter says Panasonic has
mishandled the affair. “‘We were receiving calls from workers who felt
totally in the dark, he says. ‘People were panicking, asking: Are we
going to lose our jobs? What on earth is going on? For a long time the
company was denying anything was happening.’

Most companies would agree that their workers should find out
about impending cuts direct, rather than through the media. “What
people fear most is not knowing. It is common sense to inform staff
because rumours and insecurity are much worse,” says David Harris,
managing director of a firm of business consultants.

20 marks, 35 minutes
1 Define the term ‘effective
communication.’ [2]

2 Outline how this case could harm
employer-employee relationships
in this factory in the future. [9]

3 Evaluate the different ways in which
Panasonic might communicate
any future redundancies to staff
and the media. Refer to all aspects
of effective communication - the
appropriate sender and receiver, the
clarity of the message, the medium
to be used and the opportunity for
feedback. [9]



