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CHAPTER I

THE PROBLEM

WHAT IS COMMUNICATIONS?

Communications is first of all the exchange of ideas between two or

more peoples Thua we must recognize that it iz a two-way relatione

ship. There must be both give and take -~ talking and listening.

In order to be successful, howaever, every communication situation

needs one further element. That alement is understanding by both
parties. Understanding 1s one ingredient that must never be taken

for granted:t What a man intends to communicate 1s not the determinant =
it i9 the interpretation by the recelver that determines the ultimate

effectiveness of the communication.

What picture does the word COMMUNICATION bring to mind? Perhaps each
of us has his own concept of the word, but in business COMMUNICATIONS
i3 more than a word. It is an ares of operations, an stmosphere, a
set of attitudes, a way of life, It encompasses almost every inter~
action that people have with people. Talking, writing, listening,
reading =« these are forms of communications =« ",,,commmication can
be a loud notse or silence. It can be sight or sound, a look or 8
wave. Sometimes the inaudible forms are more expressive in our

personal experience than the more familiar written or spoken word"l.

It 1 basic management theory that in business nothing is accomplighed
except by and through people. For a firm to function, instructions

must be passed down by management and understood by those responsible

1 Wardle, Harry C., Commmnications: Xey to Understanding (Willow
Grove, Pajt National Office Management Association, 1954), p. ll.
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for thelr execution. There must also bea a faedeback of information
to manapement #s well as coordination of the actions of units and
fndividuals on the same organizational level, for management seldom
deals directly with operational materials or money oy methoda. It
deals with these through people. It does not meet quotas, maintain
schedules, reduce costs, nor improve quality and volume except
through people. Thus communications 1s the errand boy between
planning and action, between idea and executlon, between product and

Customer.

WY 1S COMMUNICATIONS A PROBLEM IN THE NOME OFFICE OF LYFE OF VIRGINIA?

In its ninetyeone years of operations, Life of Virginla's home office
staff has grown from less than ten to mora than 600 employeas. In
organizing to handle the growing enterprise, management resorted to

a deeper vertical organization with a number of levela of management
employees until "communication, like the water at the delta of a river,

£inds the channels complex and filled with sedimentation"z.

With this growth ¢ame specialization. Soon there were departments
regsponsible for the broad phages of the business, divisions handling
segments of each departmental function, specialized sections within
each division and even specinlized units within many sections. Dige
tinctive vocasbularies, Instructions, data and reports developed.
This organizatienal development, while essential to complex business,

proved destructive to the atmosphere of mutual understanding of jobs,

2 Merrihue, Willard V., Manaping by Communications (New York: McGrawe
Hi1ll Bogk Company, InC.y 1960)4 p. 6o
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problems, and interests which had typified the smaller, and.perhaps
less efficient, organizatjons Perhaps because the condition daveloped
80 gradually, communications has only recently been recognized as a

problem at Life of Virginta.

Today's developing concept of management exercised largely by pere
suasion rather than by command puts 8 great new premium on Communie
ecationss, The quality of planning and organizing ie greatly affected
by the quality and speed of information flowing downward, upward, and
laterally. Likewise, to be successful, management must be assured
that the results of such planning and organizing are made known,
understond and acceptable to all parts of the enterprise through

compatently administered communlcations.3

Since Life of Virginia attempts to give its employees tha greatest
possible opportunity for advancement by promoting from within, many

of its supervisory personnel have come up through the ranks. There is
no formal supervigory or management training program, therefore,
training s limited to vhat is learned on the job ~»~ providing little
instruction In the art of communications. Consequently, there is
l1imited appreciation of the importance of commmications at the first
line supervisory level vhere it is essential. Although experience
oriented training is good, it produtes the best results when it 1s
coupled with formal training. "With such a combination, the time saved

will be almost incalculable. Moreover, it will prevent many errors

3 1big, p. 22
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being compounded by *trial=andeerror' -= the hard way to learn-a"

THR ROLE OF COMMUMICATIONS IN TUE MANACEMENT PROCESS

The traditional theory of msnagement 1s usually expressed in terms of
the functions which a mmnaper performs. These funotions include
Planning, Organizing, Motivating, Coordinating, Controlling, Delegating,
Evaluating, Directing, Supervising, etc.5 For aimplicity, all of these
functions are grouped under the main functions of Planning, Executing

and Controlling.

Planning, as used in this paper, means: getting objectivas, formulating
strategsy, and deciding among alternative investments or courses of
actions This function is performed at all levels of management from
the president to the first-line supervisori however, the degree and the
complexity of the planning varies with the level of managemente ©For
upper management the function shauld be broad, creative, and longerun.
For lower levels of management, the planning function tends to be

ghorterin and more ?D“Ciﬂeoﬁ"

Execution, for our purpose, covers the functions of Organizing,
motivating, delegating, supervising, and directing. It encompasses
the functions necessary to carry out the plan. Often it requires
communications through several management levels and the coordination

of lina and staff functions.

4 Shortzhurgery Martin L., "The Supervisor: Professional or Business

Mechanie™ Management of Personnel Quarterly, Vol. 1, Nos 5 YAutumne
Winter 1962), ps 28

3 House, Robert J. and Melntyre, John M., "Management Theory in
Practice” Advanced Management, (October, 1961), p. 7.

6 Shortzburger, op. cit., ps 28.
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“Control i3 concemned with (1) standards, (2) report of achievement,
(3) evaluation and (4) corrective action. In general, as the function
moves down the organization, {t tends to become more important
numerically and more precise in nature {e.g., production, quallity
and cost control), vhereas at upper levels the controls are fewer in
number but more important (e.g. broad financiasl controls, market share,

et:c.)”7

The functions of planning, execution, and control are tled together
by communicationse Tha transition from one function to the next cannot
be made without {t« The management process depends upon communications
for the following!
1. To supply the information necessary for making plans.
2« To place the plan in action by:
a. defining the plan
bs setting objactives
¢+ delegating responsibility and authority
de wotivating, superviaing and directing personnel
e. c¢oordinating action
3. To meanure performance by comparing reports of performance with
standards set in the planning stage.

4 To feed=back Information necessary for corrective action and

replanning.
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The $1llustration below shows the interdependence of the management
process on commmications.

PLANNING EXECUTION ‘CONTROL

‘Set Objectives ‘Organize ‘Measure

Performance

INFORMATION ‘Formulate Strategyl] ‘Delegate
NECESSARY ‘Isolate variances
.Decide Among )

FOR PLANNING Motivate
Alternatives . Aid Replanning

.Direct
FEEDBACK

Cocmmunications plays a large role in the proceas of management.

Management has been defined as the vocation of achieving desired
results through other peoplecg Thus, the manager must be able to
commmicate clearly and to motivate peoples He must be able rn gee
the business as a whole and to integrate his function with it. He
must, in other words, be gble to obtsin the responaible participation
of other managers, of staff specislists, and of hisg gubordinates. 70
accomplish these tasks and to perform as planner, executor, and cone

troller he must depend heavily upon his abilities to cosmunicate.

COMMUNICATIONS = A THREE-DIMENSIONAL PROBLEM

Three categories of communications have been mentioneds But are there
really three separate and distinct problems? 1Isn't there such a clcse
relationship between communications upward, doﬁnward, and laterally
that they are welded together into a single problem «+ a three~
dimensional problem? By definition, it was stated that communications

fs not juat a word but is an area of operations. Further, it is a

8 House, on. citey pe 3
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method of conduct and any campaign directed toward any one of the
three dimensions of the problem will affect the other two. For
example, the creation of an effective program for disseminating
fnformation and instructions from management is the first step in the
establishment of a communications atmosphere. This atmosphere will
also be conducive to the expression of employees'! views, suggestions,
eriticisms, and needs to management, 8s well as coordinating the

actions of units and individuals on the same organizational level.

This does not imply that a concentrated effort in any one area will
automatically solve the problems of the other two areas,; but such
efforts will have a direct effect on all dimensions. For example,
to achieve effective downward communications the firsteline super-
visor must first build a satigfactory relationship with each of

his employeas. He must be recognized as honest, sincere, considerate
and trustworthy. Where such employse-supervisor relationships exist
in & work group, downward communications is more effective because
the communicator is highly regarded, respected and trugted. "Immes
diately his upward communications will improve markedly. This is
true because good two-way communications is not so much a cause of
high morale as it is a result of much a condltion."g Each. employee
feecls free to discuas both work and personal problems with candor.
In such an atmosphere of security employees do not burn up energy
or waste time with inner anxieties and frustratfonss They become

free to release their creativity; they find it easier to function

9 Herrihue. ©Ds Qitu’ Pe 195,
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DIMENSION NUMBER ONE » DOWNWARD COMMUNICATIONS
No conversation is unimportant to an employee if it is with his
"hoas". HNo matter how casual the exchange may be, it should be
remembered that it may be the highest spot =« or tha lowest «« in
the subordinate's day. "The successaful executive is the one who
is aware of his effect on other people, and is able to communicate
to others his sincere interest in them as individualgs. This is true

at any level in the organizntion."u

No matter how convincingly the manager supports an "open door"
policy to his office, he must eventually recognize that thare is no
way of eliminating the employeeemanagement clags distinction. Ine-
formality, warmthy 2nd frequent contact may produce an atmosphere
of friendliness, but rarely in a face-to-face situation does & sub-
ordinate forget who's bogs, This fact bears emphasis because it is
the major cause of the difference in viewpoint which often acts as

a block to commmications.

Management wants employees to davelop understanding and eathusiasm
for the company and to identify themselves with it. To atcomplish
this management must think and speak in terms of what the employees
want ag well as what the company needs. If it learns to apply this

policy effectivaely, its messages will reflect its concern for the

18 1b1d, p. 107,

n Balinsky, Benjamin and Ruth Burger, The 8xdcutive Interview A Bridge
to People (New York: Harper & Brothers, 1959), p« 6.
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‘Human relations needs of the employeess Ewmployees need to he well
informed {f they are to understand, accept and cocperate with the
purposes of the companys Fear of change, which is born of misine-
formation or lack of information, for example, undermines the feeling
of security and morale of the employees. ®Fallure to be 'in on the
knowt is damaging to the employees' personal esteem and forces them
to depend on the grapevine or gossip hounds for their Information.
Commumication ias essential for employee morale. Low productivity

and low movrale are birds of a fenther."tz

Facts to be commmicated fall into two broad categories =~ those
the employee must ba told and those he should be tolde Thexe ara
elementary facts that must be told in order to arcomplish the job
facts that directly and immediately affect the employee or hi= job.
They include {nformation pertaining to wvork assignments, work flow.
methods of operation, pay, overtime, work rules and regulations,
and jodb duties and responsibilitcies. Less obvious but just as
essential are the facts that should be told. Thesc are of dirzect
interest to employees but are not easential to job performance. They
relate to vacation and holiday policies, company services for
employeeg, oxpected standards of personal conduct and general
information about the company e~ its organization, its history

and development, its objectives, and plans for growth and expansion.

At work an employee wants to know aow and where he gtands, and haw

fmportant he is to bbe orgenization. He may seek thia Infargtion

12 Wardle, op. eitsy pe 24
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in any of several forms «- compliments, extra privileges, or even
in the form of extra work or responsibilitics. For a working
fndividualy the job and the company are the hub of his universe.
Shop talk is not spoken just at the office. It is a topic of cone
versation between hushand and wife, friends, party~goaers, = indie-

vidualg in almost any type pof social contact,

The commmications problem between the Life of Virginia and its
employees was pointed out vividly in 1958 when 8 consulting £im

was brought in to establish work atandards. Ho general announcement
was made to the employees reparding the activities of the consulting
engineers. As a result rumors flew, bitterness developad and confu~
sion aroae. Many cmployees did not understand how the study was to
be made and worked feverishly, thinking they muat do that to hold
their jobas The results =~ gome standards were incorrectly estabe
lished, employees were transferred who should not have been, backlogs
piled up and in many cases standards had to be re<calculated and

employees returned to previous assignmenta.

Ona of the principal deterrents to good downward cormunications is

the sheer pize and scope of modarn business operations. Key personnel
at the various levels are busy individuals whose degks easily be~
come bottlenecks of communications by virtue of the variaty and
nmagnitude of the tasks placed upon theme Conventional organizational
channels become 8o long that communications either bog down along

the way or sre diluted by the time they reach their destination.

To overdome this barrier thers must be a planned managenent coumunicae-

tions program designed to supply information in a concise easily undere
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stood formes Such a program would elimipnate the unnecessary papers
from crossing the busy executive's desk and would channel information

directly to those who need it.

Some bleockage of communications downmward may also be attributable

to sifting at various points along the line of command. Supervisors
way fail to circulate information throuzh sheer force of inertia,
lack of time, or most often ~- fallure to understand the nced for
communicating. They may weed out some because it seems irrelevant
to thelx peculiar situatfion, or they may deem it advieable to stop
circulation at thelr station for reasons of security or atraeegy13

somatimes 8 necessary practicey, but nevertheless one which impairs

full commmnications.

Downward communications is the backbone of a business enterprise.

Successful day~to-day coperations jare impossible without it.

DIMENSION HUMBRER TWO = UPWARD COMMUNICATION
It is important that the worker understand mansgement’s problems and
needs. But it 18 equally lmportant for management to understand the
worker's problems and needs -~ the pressures brought upon the worker
by the increasing cost of living; the deep-secated hunger for recog-
nition} the resentments built up by real or imagined unfair trestment;
the desire to feel he 18 a member and not merely a servant of the

enterprisa,

13 Pfiffner, John M., The Superviasion of Personne ; {Englewood Cli£f,
NeJet Prenticeetiall, Inc., 1938), p. 154.
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People in all phases of business need to feel free to'talk to thefr
superiors and to know they will be met by sincere understanding.
But too many supervisors -~ although they annoumce that thefr doors
are aluays open <~ fafl te listen effectively and their subordinates,
in the face of this fallure, have little incentive to maka the effort
to commmicate: The effect of this can only be that suberdinates will
withdraw frem thelr supervisors and cease to bring up important problems

that should be aired for both parties® benefit.lﬁ

An employee wants to be able to go into his superiorts office, spoak
frankly and recelve straightforward answers., This ia true not only
of clerical employees but manngement personnel as well: For example,
ong of the young men in Life of Virginia's middlee-management group
made this statement about a year after being promoted intso a new
dapartment: "One thing about this job, T am always walk into the
bosa' office and say what is on my minds When I cowe out I know
vhare I stand =~ 1 may not always like it but at least I know where
I stande That is something I never had in all those years in my

other job.®

The necessary placing of employees in superior and subordinate re-
lationships in the organizational structure inherently discourages
the free flow of Information, ideas, suggestions, and questionss

It i3 axiomatic that the subordinate tends to tell his supervisor

what interests the latter while refraining from discussing what the

ié’NlchoIs, Ralph G« and Leonard A, Stevens, "Listening to People”,

RHarvard Business Revicw, Vol. 35, No., 5 (September-October 1957), p. 90,
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supervisor doesn't wish to hear. He tends also to cover up problems
and mistakes which reflect on him-ls He freely tella the hnex thosge
things vhich will enhance his position apd demonntrrate his success
in meeting the problems of the day. This creates distortion in the
upward flow of communications which ultimately must be matched by
distortion in the downward flow of instyuctions and information from

the supervisor.

A factoyr often overlooked at every level is that each subordinate

hag a responsibility to his superior to keep him informeds A gube
ordinate should never permit his boss to be surpriseds Regardless

of the employee's position <= clerk or executive «~ the bogs hee a
right to know what he is doing in regard to his assigrad or délggaied
duties. Not taleebearing, not office gossip and rumors, huy yhar the
employee in doing, how he {s doing it, and what he is planning ¢t~ do.
Moat subordinates want to keep thelir supervisors informed, but vmnlesas
an employee finds his boss sincerely Intereated he uwill seldom approach
hilm with any {nformation other than what hg knows the boss wante ¥a

hear.

1t follows than that any effective attack pn the barriars to com=
mmications must deal with the task of lessening tha inhibiting
offact of the subordinate-supervisor relationahip. 4n "atmosphere

of approval® for communications must be developed to such 8 dagree

13 Richards, Mak D. and William A, Nielander (Editors), Readings in
Management (Cincinnati, Ohiot South-Western Publighing Cempany, 1958},
Pr 112-
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that tha parties will mutually welcome suggestions, admit problems
and aocept criticism: Unless this atmosphere can bha‘developed and

maintained, effective upward communications is impossibles

DIMENSION HIMBER THREE ~ LATERAL COMMUNICATIONS
Often overlooked in a business enterprise is the vital need for
better channels of lateral communicationss Despite the great inter-
dependence of the varlous functions, horizontal communications in
most companies is atrocious.16 Some of the most persistent and
acute problems of zdministration stem from deficfencies in lateral
cormunications. As 8 result, employees in various functions erect
elaborate grapevines to tompensate for the lack of formal channels
between functions and between positions at the seme levels These
channels ara mothered by necessity becausc the workers themselvas
wint to get tha vwork done properly. They recognizé that they can't
properly perform thelr dutles without commuiicating directly with the
paople whose work 3e related to theirs. In doing so they also realize
that such charnels are not official and hence, may even fcal gutlty

about using them.

Language itself can be a barrier to effective communications. ™“The
minds of speaker and hearer meat when they agree on the some referent.
If the hearer £inds no referent or selects a referent differetfrom

that of the speaker, their minds do not mmac.;7“ The liptener's

15 Merrihue, Ope Citey Po 159,

17 Chase, Stuart, Tha Tyranny of Vords (Rew York, New York: Harcourt,
Brace and Co., 1938), p« 177,
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understanding is governed not only by the words he hears but also
by the experiences to which he relates thems *Debit" ta ths actountant
wmesns the left<hand gtide of an sccount; to the weekly premium insurance
salesman it means the amount of premium he s responsible for collecting.
Mathmatical symbols have an extensional meaning to the actuary but to
the untrained they are meaningless. Thig lack of a common referent is
responsible for much misunderstanding in business comnunications. This
i3 especially true in commmications between departments or between

line and staff since each often has its own connotation of certain words.

If coordination is to be achieved, it ig important that there be
adequate communication along the work flow. People whose jodbs are
related must be able to work out thelr relattonships themselves and
not depend exclusively on orders flowing from some central point

above. It would be unthinkable, for instance, that the Prasident

of Life of Virginia should have to personally coordinate the activities
of the Policyowners Service Division and the Accounting Department ==
yet he is the lowest ranking officer responsible for both functions.

It is similarly impracticable that the managers or assistant managers
of thege departments should personally supervise the many i{nteractions

tnvolved wvhen they should be handled by the lower units concerned.

The close relationship between the three dimensions of communications
should not be forgotten dbetauss conflicts between horizontal and
vertical communications are an everepresent possibility., Information
flowing horizontally and decisions made at lower levels may at eny

time disrupt the central planning end coordination. The cure depends
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on individuals having sufficlent underatanding of avereall ‘operations
and prablems of the company to know which decisiong they can safély
make at thelr respective levels and which must be referrad upuard

if disruption is not to occur somevhere else,

Of great concern to management should he the misunderstanding,
jealousles, lack of coordination, and wasteful internal rivalries
caused by faulty lateral commumfications, The Biblical Tower of Babel
is perhapa the most outstanding example of what can happen when there
18 a breaskdown in communications between people who are working toe-
gether on a common problems Whem these people could no longer come
municate they became suspicious and thought each other insane, eo
they were unable to wark togéther and each went his own way =« and
the Tower was never complateds Modern business does not go to this
extreme but suspicions and jealousies are often caused by misundere
atanding of the ether person’s or other section'’s responsiblilities,

practices, viewpoints, goals, and plans.

Cooperation may not possess the same compelling natural incentive
as competition; yet man has & strong desire to belong to a group end
to maintain a continuous and close association with other people.
Most men are willing to work together when they can see that it ig
for a common cause, These tendencies toward cooperation can be

cultivated gnd directed into productive channels.

Management can be welded i{nto a single-minded group =« a team e«
vhen its members know and understand its objectives, when each has

confidence in the other, when each can see that working with others
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will promote the achievements of the organization and thareby hig
own individual success and security. When this atmosphere prevails
parsonal conflicts ==~ stubbornness, bickering, standing up for "rights",
and jealous guarding of prerogerives <= glve way tc a.willingneas to
consider the other fellouts {deas, to ace his viewpointsal and to
compromise with him to attain group achievement instead of individual

glory.

Cooperation among supervisors is extremely important where the work
moves from ons department to another and the organization does not
permit a common line superior who is empowered to enforce compliance
with rules and schedules, A supervisox's effectiveness In such a
situation depends upon the departments that precede his In the order
of oparations and upon the departments that render service to his.
therefore, he s, in 8 gense, vesponsible for exacting from those
departments correct completion and timely delivery of the work, and
the very nature of this relationship cen easily lead to conflict,

To overcome this obstacle management must creste an atmosphere that
crosses departmental lines In promoting corxdial good feeling, a
cooperative spirit, and willingness to understand one another's

problems.

This atmosphere of cooperation is the fmmedlata result of effective
lateral communication: yet in the absence of both effective downward
communication to introduce these concepts of harmony and unity, and
upward communication to advise management of the progress of their

acCeptance, such an atmogphere cannot be created.



CHAPTER IX
The Effects of Poor Communicationy

Hany of Management'g problems are traceable to fallures in Ccommmi
cations. 3omeone neglects to tell the purchasing sgent that & layger
supply of a certain form will be needed in conjunction with 8 sales
campaign; & promising junlor executive accepts an attractive offer
from a competitor because hia boss gave him no {ndication how his
work was appreciated; a department head's vreport goes unread because

hisg superior wanted only a brief gumary of the problem.

The cost of ineffective communication of this sort ts beyond calcue
iation == not only in terms of time and money but in misunderstanding,
tnefficiency and hostility. To excrcise suthority, commumications is
esasential, The same 1g true of leadership. But whereas fallure in
authority and leadership result i{n rebellion, fatlure in communie
cations results in excessive expenses and poor decisions, actions and

performance.

"It behooves a firm to devote a great deal of attention to communi-
cations. One rveason is that most companies probably spend more money
and more hours on commumications «~ and get less from it per dollar
spent =« than on any other single activity;“xs The vistble expenditures
tall only a part of the story. Failures in communications result in
wrong decisions which may turn out to be more costly then the tangible
commmications expense shown by the profit and loss statement. Occasion-

ally, essential information never reachaes the dacision maker or reaches

18 Jones, Manley Howe, Executive Decision Making (Homewood, Ill.:
Richard D. Irwin, Ince., 1957), ps 174



19
him too late. Moreover; men are frequently given ervonecus facts as
a result either of misunderstanding of what information was needed or
daliberate misrepresentacions The costs of these wrong decigions are
very real ones« A company constantly plagued by such declisions will
glmoat inevitably lose salea volune and operate wunder the handicaps

of abnormally high expenses.

Professors Alex Bavelas and Dermot Barrett draw the following signie

ficant snalogy in depicting the role of communications in a buainons:lg

It is entirely possible to view an organization as an elaborate
system for gathering, evaluating, recombining, and disgeminating
information.

It s not surprising, In thege termg, that the effectiveness of
an organization with respect to the achlevement of its goals
should be so closely related to 1ts effectiveness in handling
information: In an enterprise whose success hinges upon the
coordination of the efforts of all its members, the managers
depend completely upon the quality, the smounts; and the rate

at vhich relevant Information reaches them: The rest of the
organization, in turn, depends upon the cfficliency with which

the manageras can deal with this information and yeach conclusions
and decisionss

This line of reasoning leads us to the bellef that commmie
cation 18 not a secondary or derived aspect of organization -«
a "helper” of the other and presumably more basic function.
Rathery it la the essence:of organized activity and is the
basic process out of vhich all other functions derive. The
‘goals an organization selects; the methods it applies, the
effectiveness with which it improves its oun procedures =«
all these hinge upon the quality and the availablility of the
information {n the system.

Taking this thought a ttep further, if the enterprise ls to be success~
ful, management must induce all members of the srganization to give

freely dnd fully of their human energy, vental and. physical.

19 Savelas) Alex and Dermot Barratt; "An Ixperimentsal Approach to
Organizational Communicationa™, ?ersonnel, March 1951, p..368.
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Raw humin energy 18 a very unusual force:. Bath of s I8 the master
of the rate at which we veleage our share of it. Imagine for a moment
that there is 8 valve that controls that rate. It can ba opened slightly
to free only enough human energy to get by on the job and keep from
being Fired. Or the valve ¢an be opened wide to let mental and

phyaical energy rush forth for maximum productivity.

The reasons for withholding energy are not usually physical, They
are the result of fallacious or distorted beliefa and concepts that

bring about negative attitudes,

There are some misconceptions to be Gorrected for maximum release

of human energy.

First, there is the old 1dea that gtockholders get all the oream
while workera get the skim milks There is little understanding of
the medning and importance of such vital terms s&s rigk, capital,

depreciation; plouw~back and of how jobs are really dreated.

A cormon beltef, too, is that the boss tries to hold people down;
that he doesntt want to see them advance. rhesxe 8nd gimilay belliefs
combine to create in the minds of many employees resentful feelinga

of persecution and !njury.zo

There is also 3 fear of working oneself right out 5f the joby if one
does too good & jobe. Many people are afraid that, if they achiefe

a \igh level of sutput in response to an emarpendy, this then »fll

» Livingstone, 1.5, "Employee Attitiudes and Productivity"; American
Management Asgoc¢iation, Ménagement Report No« 63 (1961) ps s
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‘become the daily work raquirement == g gtandard which they feel: would

be impossible to maintain over a long periods

There 1s the usual resistance to change in accustomed procedures.
We all feel it; we prefer to ¢cling to the status quo, the hablitual,

the familiar.

And then there i3 the conviction on the part of many workers that
management ia both neglectful and fallibles An employee aays, "Look
at this typewritert How can I get any speed out of thias thing? I
have been after them for two years to get me gn electric one, and
what happens? Nothing." Or a supervisor complains, "When they moved
that wall back I tried to get them to repaint tha whole xoom g dife
ferent colox but they didn't do ft. If I can't even get new paint,

what can I expect to achievel™

The results of a survey conducted by the University of Michigan at

Datroit Edison Co., may suggest the close relatlionship between

21

communications and absenteeism, Here i3 what the findings showt

1. Supervisors who "talk over" job and personal problems
with thelr workers reported fewer abgences.

2. Employees with good attendance records are more enthusie
astic about thely work; like to be kept informed on how
they are doing.

3. Employees who can be made to feel they are a part of a
team are seldom absent.

Too many employees come to work with negetive attitudes -+ lacking

21 Bureau of Business Practice, Dffice Executives Bulletin (Englewood

Cliff, N.J.? Prentice-Hall, Inec., 1962), Report Nos 143, pe 7.
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confidence in management, wmisinformed on management's motives, policies
and practices, feeling that thelr interests and those of management
are in constant conflict. Under the stresses and strains of the
job; theas differences become acutely magnifieds Cooperation

breaks down and productive effort suffers.

Such an atritude §s a serious block to achieving the company's
goalg. Thare is & job to be done. It is largely a job of supplanting
incorrect beliefs with truth, and to do this there must be effective

comnunications.

COMMUNICATIONS AND LABOR UNIONS
Considerable credit for the change taking place in businessmen's
attitude toward internal coomunications can be given to the union
movement. Union officials are highly successful commmicators.
Labor leaders today too often outecommunicate management in strategy,
in timing, and in volume. They award scholarshipa and fellowships
to enable thelir members to match training with that of management.
They employ top~flight professional talent and send members to
university-conducted suxmer schools to improve the influence of their
COﬂlﬁW\lCﬂthﬂ!s?z Day fn and day. out they communicate in terms of
"you"., It i8 you and your union, you and your pocketbook, you and
your family, you and your right to work.

Fortunstely, management has begun to leamn this principle from the

unions (vho in many instances run away with public sympathy vhen a

22 Herrihue’ GE‘-cito‘ Pe 11.
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strike is fmminent or in progresa) and is beginning to communicate
in terms of the spefific self-interest of the employee. It is begine
ning to emphasize the you «= how you can succaeed in the office or plant,
how you can advance yourself, how you can protect your job security.
With this approach management ia beginning to reach the employee, to
gulde the cuployee's thinking on economics, to bulld the attitude neaded
to turn out the kind of job management wantss "Yet employee attitude
surveya disturbingly reveal that one of management's poorest skills is
its ability to interpret its good intentions, its goals (and thaefr values

to everyone)s; in a timely and meaningful mmnnar..."23

Perhaps one reasom unions are able to organize & company is tha lack of
wutual understanding between the company and its employeess The employees
feel that management is indifferent to them snd their welfare, theree
fore, they must bring in & strong third party for protection. The
follovwing excerpts from a letter written to the editors of "The Saturday
Evening Poat"kd by union member Harry Wildman helps te expdiin this
Eeeling.

Most employee-employer friction is caused less by demands

for higher pay than by this feeling of isolation and rejection.
We realize that it is imposkible for & tompony president to
make himsolf avallable to each and every worker. Yet, we don't
think it is unreasonable to expect trepresentatives of manage=
oent to accept us as craftsmen and give us recognition for a
job well done == at any rate when such credit is deserved.

After two years of exploring the possibility of improving
relations between business executives and thelr labor forces,
I came to the conclusion that no organization can help us.
Some kind of direct contact between managenent's top brass

a3 ;b!d, Pe 130

24 Sherrod, Robert (Editor), "Aside From More Money, The Workers Want

f3tatus’ and & Few Kind Worda,” The Saturday Evening Post, Vol. 234,
Noe 15 (Apr‘i 15, 1961) P 100
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and the workers must be set up if the heartheat of ‘both is te bhe
felt by this nation.

One way to do this could be tha assignment of a representative
of the company prasident to the factory. iHe should be & trusted
friend of labor who could contact his superiorx's office and get
#n honest answey to any question affecting the workerss The
workers, on theiyr part, would assume that he yepresented the
managements but would be frank {n presenting their views.

To rest my theory I consulted more than a hundred of my fellow
workera and explained the 1dea as well a3 I coulds, With two
exceptions the men agreed with my new concept of labor relations.
However, despite their enthustasm, all volced the samé gloowmy pree
diction: “The company president doesn't care a demn about us, and
hetd certainly never consider it".

Thus challengedy I made a sustained affort to gain audience with
our company president. After six months, persistence finally won
ma an interview, not with the president but with s vice president.

1 explained my plan and he listened attentively. Then came his
answer: YHow naive ¢an you be to imagine that mansgement would

even consider any plan to make itself accessible to the workers?

The president i3 making multimillionedollar decisiens every day.

Hie has only one responsiblility <« ta-eamn a4 profit for the corpora~
tion. The few dollars saved by appeasing the workers is infinitesimal.
OQur profit veport: speaks for itself "

This interview demonstrated, to me at eny rates, what most workers
beligve <~ that management has no interest in hourly workers and
leaves them to be pacified by the labor union! We workere would
feel better about cooperation with management 1f we could be given
more evidence that the vice prestdent who turned me down was the
exception rather than the rule.
Undoubtedly this letter describes the unusual rather than the usual
management attitude, Yot this attitude i3 probably present to some
extent in most business enterprises. It is juast this type of anti-
commmications attitude that drives the employees inte the arms of
union organizers; for the workers want not only to be informdds but

to be satisfied,s

No degrea of peasimisw would support a conclusion that Life of Virginia's

home office is being threatened with unionization. On the other hand, {t
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would show an excess of optimism for management to completely discount
the possibilitys It has happened to othar life insurance companies and
‘the president of one of thesé companies gave faulty commumications as
‘the roason -his employees joined a union ".,4in fact, the Northwestemn
Mutual has a home office union today because some <« employees in the

late *30'g could not get mngwersg they muat have and meant to have."zs

1f Life of Virginia*s home office §s ever unionized it will probably
come about by & union's organizing specialized employédes such as data
‘processing machine operators, keypunchers, or print shép employees,
These employees lend themselves to wunions better than general clerical
workers because of the repetitive, routine work they performe. Regardless
of how it takes place, the results will be the same: even if only a

few employeas become union members, the entire home offtce takes on

many of the attributes of a unionized company.

1t therefore behooves menagement to take all possible action to glve its
employaes information and satisfactions. This muat be an established
policy <« a standard day~-to-day practicas It will he too .late to begin
such a program whan 8 imion thraeatens because the union organizers c¢an
use this as ammnition by saying: "See already we have given you some=

thing you never had befora®.

EFFRCT -ON MORALE

Yorale in a business organization is an attitude of emotional readineas

A

25‘Roblnson, P. K.y "Maintaining Lines of Communication Between Management

‘and Clerical Staff®, ual Proceedings Life Office Management Assoclatio
19534 pe 66,
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which enables the warker to turn out more and better work without ine

26 It causes him to enter enthustiastically into the

crease in Catigue.
activities and endeavors of the group with which he workss It makes
kim less susceptible to outside influences, especially those which: base
theiy appeat on the premige that mandgementts sole interest in him . ise

te got all it can and give as little as possible in retura,

George D, Halsey glves eight conditions that must be introduced into
the work sicuation if thera s to be a climate Savorable to the develop=

27

ment of pood morale. {See Exhibit A)

An gxamination of thaese dlements, reveals a close relationship between
office moxale and commmications., For example, the maintenance of high
morale requires that mandgement express to the worker its convietion
that hig job is emaential to the objectivas of the company and that it
has confidence In his particular abilities, Furthermore an employee
cannot feel that there is an opportunity for advancement wunless he and
his supervisor are able to reach an understanding =« they must be able
to discuss the employee's strong points and his weaknesses. fvery
vorker has his goal and ncads the help and encouragement of his supore

fors in reaching it.

Managenent often places & barricade in the road to high morale by not

taking action on an employee's proposal -~ or at least keeping him

26 Halsey, George D., Supexrvising People (New Yorks Uarper & Brothers
Publishers, 1953), p. 21%.

27 tbid, p. 217
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informed of its statuas. Take the case of a staff speclalist at Life
of Virginida. This young man saw 3 need for certaln controls and sub-
mitted a proposal to a division head pointing out this need along with
a recormendation for actions The division head agreed with the proposal,
but because he felt it required consideration by highar menagement, he
referred it up the chain of commands, More than four months have passed
since then but the staff specialist has recelved no official ward fyom
management, although by way of the grapevine he did hear that his proposal
vas wall received and would be accepteds He realizes that the management
men who must consider his recommendation have limited time and must make
many important decisions} yet he feels the subject of his proposal is
also important and finds it difficult £ not impossible to kesp manage«
ment's silenca from affecting his morale. And i1f this 1s the reaction of
a reasonably well informed member of middle management, what must be the

effect on the morale pf a clerical employee in similar circumstances?

IDENTIFICATION OF THE INDIVIDUAL WITH THE COMPANY
Self~identification with the company {s essential to high morale vhich
in turn §s é¢saential to top performance, There must also he preper
methods and high standards, but top performance cannot be achieved without
high morale, Bqually important tha individual cannot realize the ultimate
satigfaction from his work unless his morale += his attitudes =+ are

gound and constructive.

In & small business, it may not be a problem to create self~identification
with the enterprise. Theo larger the enterprise, the more routined the

function. The further removed the employee is from the chief executive

and his associates, the more difficult it is to achlave self-identtfication.
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‘It :hacomes: even more difficuly in the home offiecé of a 11f¢ insurandeé
cowpany s wherae the bulle of the esployeds are young girxls who are not
basically caveecr~minded. Harriage ia thelr chief interest in life; and
with marriage comed praegnancy =-- with pregnancy comes turn-over. And,
of coursc, this maked it oven more difficult to create an atmosphere
which encourages these youngstdrs to identify themselves with thelr
company =~ difficult, but not impessible. The key to it lies in knowe
ledge =-- knowledge of the corporation's aims and objectives, the methods
by which it seeks to achicve them, the principles and philosophy which
govern its operation. But also there must be knouledge and understanding
of the individuals, thelr wants, desires, and motivations. In a small
buginess the communication of this knowledge may occur haphazardly,
&lmost be accident, because of proximitys. In a large business it must
‘be ‘planted end prograsmed. Specific techniques must ‘be used, but this
‘in no-way lessens the sincerity of the motives for effective commmications ==
which are simply to help each person recognize his importance to the

Company; egnd hig fdontification with its success.

Companies that keep the employee fully informed about his financial stake
in a successful business are only following good employee relations
practices, But the combaﬁy that presumes no decper employee interests

is underselling him = further it 18 not telling him what he wants to
know. Evidence supporting this statement is available from the Armeo
Steel Corporations Middletown, Ohlo, in the form of employece opinions

derived from a survey of several thousand Armco men and uumen.28

78 Malategta, Willian (Rditor), "Armco Study of Employee Information Wants
Exposes Potential Pitfall for Commmicators", Explaining Your Business ...
News Bulletin, Vol. 12, No. 3 (Maxch 1961), p. l.
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In ‘the survey, employees were asked what they wanted Armco to "tell it's
people more about's The xesults follow:

1+ Opportunities for advancement,; 507

2. Company products, 35.6%

3. Safaety, 32,7%

4. New equipment and how it helps Armco people, 30.9%

S5« Sluple economics, 30.92

6. Expansion and construction, 28.9%

7. Employee benefits, 28.5%

8+ Wages and working conditions, 25.5%
Further light is cast on employea wants by the much publicized study in
which employees of 24 different companies wera askad to 'rate the following
ten items in accordance with thelr importance to them individually. Note
the degree to which the supervisors misjudged the things that count most

with employeas.29

Job Element Employees' Supervisors!
_ Rating Rating
Appreciation of work done 1 8
Feeling "{a" on things (full {nformation) 2 10
Help on personal problems 3 9
Job security 4 2
Good wages. S 1
Intereasting work (bellef in tmportance of job) 6 5
Promotion. ? 3
Management loyalty to workers 8 6
Good working conditions 9 &
Tactful diseiplining 10 7

Although the supervisors must daily play a dual role of "superior™ and
“gubordinate’, they were umable to project themselves into the role of
their own employees, In a study made at North American Aviation, Inc.,
it wvas found that in the role of superior and subordinate the supervisor
wag two different people. For example, each supervisor was extremely

interested in knowing how he stood with hig boss, whether he was progressing

29'Merrihue. ope Cit., pe 42,
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gatisfactorily, #nd what was in the future for him, However, when
the subject was switched to the supervisor's subordindtesy his reaction
was onec of seeinp all, hearing all, and knowing all. Ha described hia
subordinates es generally happy, sstisfled peopley who knew where they

stood and what was expected of chem.30

Knowing and understanding the other person’s point of view =~ his needs,
his problems, his omotional hungers ~~ is the only dependabla foundation

on which to build high morale and employee identification with the company.

1f employees receive interesting information freely, a democratic atmose
phere 1s oreated. If information is withheld, they become suspicious,
emotional and uncompromiaing« This latter condition leads to dissatisfaction

and animosities toward supervisors and fellow umployees.

‘Ho company c¢an achieve adequate performance by ita people, unless

its exccutives are committed to the proposttion that their persomnel.
-are people -« entitled to be listeded to, trusted and underatood as
associates in & common undertaking. They must believe in the Integrity
of the individual and his innate desire to do his job well, They must
ereate opportunity for the individual to develop his maximum capactities
and realize hia greatest potential, They must stimulate each individual
to exercise hig initiative, his imagination, his sense of responsibility,

his will to work, and his pride in being identified with the compeny.

PRECONDITIONING 'EMPLOYEES FOR PROCEDURE OR PERSONNEL CHANGES

Embodied in each tudividual is & certain degree of resistance to changa.

30 House, op. cit., pe 6.
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The degree of this resistance varies, of course, but it is prasent in
all of ug. Why 1s it that we sit at the same place at the dinner table
each night or follow the same route to work each day? It is simply
habit. The fact that we form habits causes us to resist change

because change neceassitates discarding old habits and forming new ones.

All managers sooner or lataer come to realize that thely employees

will resist change even when the change will benefit the employees.
For example, a few months ago a Life of Virginla methods analyst
discovered that one of the clerks had submitted a supgestion through
the Suggestion System for reviging a form used in her unit. Unbortus
nately the suggestion was declined because she had not submitted a
workable revision. By making a few minor changes the mathods analyst
was able to make the form work as the employee had originally intended.
Re raferred the suzgestion back to the Suggestion Committee who agreed
to makte an award to the suggestor for the original 1deas The methods
analyst was amazed to find the original suggestor «e who unuld benefit
from the improved efficiency aa well as recefve a cash award -~ resisting

ghange. She did not vant to adopt her own ideal

Timing 1s {mpoztant in any procedure change if the change is to be

made with the least possible disruption of production. Tiwing is
equally important in communicating procadure or personnel changes to

the affected employee. The employea should be told of the proposed
change as soon as it is possiblee It is even better if ewployees .are
allowed to participate in establishing the new procedurae This developes

mutual confidence, stimulates better individual and group work, and
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taps .the vast latent personal ‘esources hidden by the absence of

such a splrit.

The very nature of personnel changes, howaver, precludes normal
enployee participation. In these c¢ases it is wise to announce theae
changes as soon as the move has been definitély decided upon. There
are two reasons for an early annountement -~ to dissiminate the
official "word" before the news is spread and distorted by the
grapevine, and to allow all of the employees time to become accustomed
te the {dea bafore the change 18 affectads If a graph were made of
employee emotions when a change is made with and without. prior notice

it would probably look like thist
Emotions Emotions

100 160

80 80

60
60 ¥heén Announced

40 40 When Made

209 20 -

Tine W \ Time

Change without prior notice Change with prior notice

When the change was made without prior notice, the employees' emotional

level reached & vary high peak.  Howaver, when the change {s announced
ahead of time an emotional peak 18 renched vhich 13 lower than the peak
reached without prior notice because the chanze ig not being wade until
some future date and is, thus, not as upsetting. Then when the change
ts made another peak is reached but this peak s limited bacause the
enployces are expecting the change and have had an opportunity to adjust

to the {dea.
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looking at the same ides from another point of view, the chénge
without prior notice cauged the emotional level to raach & pesk to
‘which we have assigned a value of 100, The highest of the two peaks
veached vhen prior notice was given was only 50 or half as high as
the peak without notice. Thus, the average level of emotional reaction
with prior notice §s 25 as compared to an average of 50 without prior

notice.

When prior notice of a change {8 given, there are two mild emotional
explosions rather than one large explosion as occurs without pridr
notices As a result, it is much easter to control the employees
during the two low pesks than during the one high peaks As & friend
saldy, "It 18 better to have the people thalf mad' twice than ®*vhole

mad' onte™,

Even a basic understanding of the psychological factors and the
proper plahhing and timing of the change will not prevent serious
repercussions 1f the communications plan is overlooked or wishandled.
Therefore, any manager sceking to avoid these repercussions will do
vell to ask one simple, highly motivating question vhen the prelime
inary plans for the change are preosented to hims It is thisz "What
is your plan for ¢reating an atmosphere of acceptance by the personnel

fnvolvedy and what {s the plan for communicating the change to them?”

Employees c¢an be pre-conditiond for chénges only vhen management
‘considers the effect of changes on its personnel »= only when they
sra told yhy. "When you tell people why you are doing certain things,
thet's evidence of respect. When people ses.that they are so highly

regarded by the man they work for, thelr gsense of {mportance is touched
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and their atteation is aroused in the direction of the one who shows
then this consideration and gives them special regard, because it is
a highly satisfying experience, and it's normal for you and me to

reciprocate when people treat us as we want to be treated‘"sl

Making a change without preparing employees is like a farmer scattering

seed without first preparing the ground,

PRUNING THE GRAPEVINE
The effectivencss of face~to-face oral communications is novhers more
evident that in the way information and misinformation travel through
the "grapevine”. Every organization hae such informalichannels. They
carry their messages both vertically and horizontallys They transmit

rumor, forecasts, predictions, scandal, explanation and some pure fiction,

Although the grapevine is a very useful communications teol in many
instances such 83 testing reactions to sn idea, pgssing along information
which cannot be officlally released, and gathering information from
employees; it must be controlleds If sllowed to grow wild, it can

undermine the entire commmicetions system.

Unfortunately the grapevine encourages embellighment and addition. It
appeals to the imagination and to the creative ability of storytellers.

As a result, what comes out may only glightly resemble what goes in.

Many employeos regard tho grapevine as a personal and relbable source

of current information. Because this information often reaches the

31 Aspley, John C. (Bditor), The Handbook of Employee Relaélggg {Chicago:

Tha Dartnell Corporation; 1955), pp.¥2,
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employes before the offictial word, it usually has a more lasting
effact. Ap a result migunderstandings are fostered which may be-
damaging to morale throughout the companys UTven though the information
toncerns a benefit ta the employee, the facts can be distortad by thae
grapevine so as to cause animosity toward the benefits Even though
the correct facts are established later, a certalin amount of irreparable
damage may well have baen done} therefore, the grapevine is actually a
detriment rather than an agset to the employee as well as to the

company «

Why do grapevines exist? Simply because people want to be in-theeknow.
Students of yumor control suggest the following techniques for pruning
the grapevinexsz

1. Listen to what your employees and subardinates really think.

2, Make yourself avallable to answer questions of your sube
ordinates.

3. Establigh a rumor clinic (a committe® to serve as a clearing
house for unofficial reports sbout the organization).

4s Get news of important decisions or changes affecting the
organtization to the supervisory staff as soon as possible,

5. Use the informal leaders of important groups in your organi-
zation to “tease out™ how they will interpret 8 major change
in procedures, personnel or work methods.

6. Explain your intentions. The groups will draw theiy own
inferences §{f you do not.

7. Use a public address system, dulletin boards or flyers to
get urgent stuff into the hands of employees.

Communications speclalist William As Orme, Jr., at General Electric's
Providences Rhode Island plant, has deaveloped a method of getting the

company*s message out ~« almost as fast as the grapevine.

32 Guerin, Quentin W., "How to Cut Back the Offfce Grapevine®, The
Office, July 1961, po 77,
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"Uhen employees need to hknow about policy changes, executive visits,
the truth behind rumors, etc., he tells them == in about two and a half
houra from the time he's gotten the message himself.? In an emergency,

he can cut the time to one houvrs

"dr, Orme's equipment Includes his own enthustasm, plus a typewriter,
a Xerox machine for developing multilith plates, a& multilith press and
paper. Hith these he composes and printe his news sheets, then has
them digtributed to 14 'out® baskets set up in strategic locations
around the plant. There fa no apecial day for these bulletins == so

employees are alwvays on the lookout for a new issue.

His anmual budget? Two hundred dollers for an average of 80,000

copies“.33

The effects of poor communications in business are many snd varied.
Hany'of‘management’svproblema may be traced to 4n Ineffective commmie
cations programs Comamications plays a vital role in establishing and main
taining a good employee-management relationship. It is an ioportant tool

of human relations. But communfcations like a'doctor?s prescription

muat be used skillfully and muat be designed to treat the patient's {lls.
However, it must be remembered that communications is not a wonder drug |
that can be injected into 8 firm to cure all problems. It is not a

miracle worker which will keep cost down, morale up, unions out, and the
grapevine dorment. Rather than a cureesll, commmnications 1§ 8 tool ==

a vaccine == which helps bulld the company's resistance to these things.

33 Bureau of Business Practice, Office Executives Bulletin (Znglewood
Cliff, N.J.3 PrenticeeHall, Inc., 1962), Report No. 150, p« 8.



CHAPTER IIL

UPPER. AND MIDDLE MANAGEMENT'S ROLE IN COMMUNICATION
Management's firet task in establishing a comsunications program ia
to face up to the fact that there is 8 commmications problems From
the president of the company down to the mesgenger, from the divisional
salen viceepreasident to the man out selling, comumunication of ideas
is probably tha most importaut single factor contributing to the
success of the enterprise. Yet how many executives can honestly say
that their technique in getting their ideas across 13 as effective
as thelr system for concelving them? How many managers can be sure that

theiy Instructions are being carried out as intended?

Since presidents, vicae-presidents, and managers are pald handsome
salaries based primarily on thelr capacity for decistion and thought,
doesnt't it make sense to install a system designed to put thelr {Jeas
into use? It is obvious no idea can be better than its translation
and no instruction can be better than its interpretation by the

individual charged with taking the action specified,

There is evidence that Lifa of Virginia is beginning to recognize
the importance of communications. Two recent indidents point to

thig conclusiont

The first is an example of communications within the mansgement

group. Life of Virginia has on order a large electronic computer
which will hava a profound effect on most divislona within the company.
For this reason management planned an all~day seminar and invited

management members of the affected divisions, An expert was brought
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in to explain how the computer operated and the Electronics Division
manager deseribed the work applications being programed for the
computer. The seminar was handled very informally and questions and
commenty vere éncouraged. Management was 50 pleased with the resuits
of this meeting and the apirit of cooperativeness present, that it
plons to expand the program to indlude additional members of the

management team and to delve further into computer applications.

‘The second exampla 18 one of commmicating directly with hone office
e¢mployees. On the oocasion of reaching three billion dollars of
insurance in force management planned an elaborate advartising program
with eye»catching newspaper ads, In addition a plan was formulated to
encourage participation by home office employees and to notify them
of this achievement before the public was informed. Abuvut 9:30 on
the morning before the advertising progran wag to be launched the
president spoke to the employees over the central intercom sysieme

He told them of thae company's achievement, thanked them for the roles
they had played In it and announced that the office would ¢close early
that afternoon {this was a big boost to morale) and that they would
receive a small memento of the occasion as they left the office.
Female employees were glven a corsage and male amployees a ball point
pen but each also raeceived a scroll containing 8 proprint of the newse
paper ad and a butzon showing the advertising slogans This gave the
employees something to tell and show thelr friends and relativeg ~=

they had information ewen the newspapers did not hava.

Nevertheless, it is still true that meany executives do not uanderstand
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vhat communicatious ig and what it can do. They imder-estimate
its powey, its Importance and its complexity. These executives
doe not appreciate the fact that communications is at the haart of
all business operations, that it is managenent!s most {mportent tool
for getting things done, and the basis for understanding, for tooper=-

ation, and for action.34

Too few executives yeallize that {n addition to passing Information
down the line, they must strive to get the ideas and opinions of
lower levels of management up the line. While most management people
expect thelr subordinates to keep them informed, they fail to realize
that unless an executive makes a speclal effort he will not hear all
that he should from his subordinates. It is just as important to
vork coustantly to get information flowing upward as it 18 to get it

flowing in the other direction.

Failure to listen can be a serfous deterrent to upward communications.
For example, & man whose suparior has a habit of asking for an opinton
and then interrupting to attack &t before it is expressed fully may

soon become reluctant to express an opinion.

A similar obstacle is a superior's aloofness. An executivae's door

must bhe open in fact as well as in theory. Two keys are needed to
unlock this door == a willingness to discuass a situation frankly and
sympathetically, and a willingnaess to be influenced in making a decision.

A pubordinate's frankness is to 8 large extent within his superfor's

34 Richards ond Nielander, gp. cit., p. 103
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control., A willingness to consider any viewpoint no matter how puch
v dffers from his own will gain for an exccutive the free expression
of ‘hig subordinate's thoughts <« but thig willingness must be con-
sistently digplayed hoth in manner and in methods Unless an active
approach of tivls kind 13 taken, subordinates may fall victim to the
hablt of telling the superior only those things they think he wanty

to hear.

COMMUNICATIONS WITHIR THE MANAGEMENT GROUP
The general tendency has been to say, “Let'’s improve employee coms
mmications; management can take care of itself", Pmployees far oute
nunber managers and cormunications programs are understandably focused
primarily on this group, but these conditions do not justify the nege
lect of management cemmun!cntiona.35 There: are good reasons why

management communications deserve emphasis:

Pirst, management communications 18 a prerequisite to worker commumis.
cations. Management ¢snnot comunicate to the workers unless managae-
ment itself {3 informeds Top management often fails to recognize this
simple fact. For example, a manager cannot explain a new procedura or
a change in the company retirement plan to his employeas unless ha
understands {t himself., Just as a clear picture tannot he made from

a fuzzy negative, the manager cannot transmit information any more

clearly than that he received.

Manasement cormunication 4s also essmmtial for execut{ves to make

35 !bié’ 2o 119
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proper judgwents and decislionss The executive's decislon-making
function s largely dependent upon his ability toe develop adequate
channels of communications to and from hls offices This alone should
convince management that ita owm communications patteras necd contine

uous analysiz and appraisal.

Another raason for emphasizing mansgement comsunications (s the scope
of a manager's influence, Inadequete commmications to a single
executive may have s direct affect on profit, production, or:mworale,
because his wide span of control and coordination affects many people
and varied functions. Inadequate information to a worker geldom
affacts wore than & few jobe but poor information to a manager may

affect a8 hundred:

Management communications deserves emphasis algso because most of the
links in the chain from bottom to top and frcwm top to bottom are in
the managenent groupe A communication from a worker to top manage~
ment, for example, may go through five persons, and each of these
links in the chain {8 within the management group. Each offers
opportunity for distortion, deletion, and delay. Each executive in
the chain has an opportunity to filter information, pasaing on only
what he thinks $a important or what he thinks the receiver wants to
hears Thus the problems of communications, measured in terms of links

in the communications chain, fall mostly within the management group.

Finally, management communications iz important because managzers are
alas employeces and thus have the same need for commmications and

understanding &s any other employee. An executive who is not "in
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the know" may lose both the incentive to improve and the ability to
nake wise decisions. Mis attitude may well bae "If Ifw not told what?s
going on around hera, I'm not rasponsibdle for what happend, If othors

won't cooperate with me, why should I cooperate with them?"36

The executive group ia not so very different from the employee proup
i1 many respecta, For example, supposa thera are five department
haads veporting to the president of a company. One day four of thesge
depazrzment heads recelve ‘large mahogay desks to raplace thelr old
ones, conmfortable leather chairs, and deluxe water pitchers for thelr
offices. Aftey waiting for his new aquipment, the fifth axecutive
finally realizaes that he ts being left out. If he doesn't get a
gatisfactory explanation ~« and soon == he is going to be upset
completely out of proportion to tha worth of these items. He 'has a
right to expect to be traeated like his colleagues =~ and {f he is not,
the efficiency of the organization 18 going to be affected by the

defensive behavior he displays.

THE CRAPEVINE I¥ MANACEMENT
"The grapevine ig typically conaldercd to apply to workers. Obser=
vation; confirmed by research, indicates that &t s just as active

among managoment ."37

Psychologiats eonducted a study in 2 firm which had approximately

70 executives. The grapevine was found to tranemit news wostly about

% (hig, p. 120

37 rhid, p. 128
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company affalrs ~- some news was vital for the sxecutives to know,
some was maerely gossalp or rumore Seven of the executives spread
the newsy 50 heard it but kepr it to themselves, the remainder heard

noth!ng.38

An iantegral part of the management grapevine system is the clique
structure; built around common ties such as skillas, professions;
social standing, or schools attended. The clique can wreck or distort
a well designed plan or innovation. When new procedures, rules, or
policies are discussed and interpreted by the clique, they can bde
distorted so drastically that it is often hard to recognize the

original,

Anothayr vital link in the management grapevine {s the office polité-
cian. He 1% a man who knows how to get the most from the grapeving -«
he knows how to plck up bita of information and goasip; how to utilize
the eliques: He derives his aense of pover from his alliances with
pover figures =« individuals, important internal cliques and friende~
gships. His friends convey information, bring nreastisze, reflect
status, bestow favors which he must return to stay on top. Superior
information nives him A means of conteol and influence. He needs

the grapevine to maintain his artifichbal atatus,

Since the grapevine is active and significant within the management
group it deserves management's attention. Presenteday research

indicates that the grapevine is a significant component of a firm's

8 Guering op. cltey pe 74
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management commumiications net work. It should Be given early attention

in .2 company's cormunications program.39

Risk=taking Communications

"An essential qualicty of leadership is couragej s moral boldness which
readily asgumes the burden and risks of deciaions, together with the
courage to stand on what may be an wnpopular and lonely spot, once
the decision has been made. Moral conviction supplies moral courage.
It t8 & special sort of quality; it entalles the courage to say,; when

the chips are down, *I did 1t; I was respons!ble'."aﬂ

Too many executives believe that to teke a stand on a controversial
jssue invelves a risk that they cannet afford to assumes The most
glaring fallacy of this alibi 1s the false assumption that there is
no risk in keeping quiete On the contrary, the greatest risk of all
may be silence. There 13 no such thing as a2 commmications vacuum.
If manegement doesn't supply information anti-business spokesmen or

the grapevine will,

Shakespeare said, "The nature of bad news infects the teller. This
may eccount for wmanagement's reluctance to issue a gstatement when it
fnvolves bad newvs. It is 80 eagy to delay annowncing a digtasteful
procedural or personnel change until the change is actually mades
but this course favites the grapevine to taoke over, encourages dig-
tortion of the facta (end more important distortion of the reasons

for tbe change), implies that management really doesn't care asbout

39 Richards and Nielander, ons cite, pe 126

40 Dodds, Harold W., The Journal of Comemmications, Yol. 7, No. 2
(Summer 1957), p. 73,
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'tha employees' feelings, and opens the door just a little wider for

‘union organizeras. By fts s{lencey management condemns its own motlives.

In an effective organization the most important communications may be
lateral. It encompasses all of the coordination and teamwork of the
departments and of line and staff., This is the area of communications
that links the orpanication tosether and causes it to operate as an
entity rather than separate functions. In lateral communications

there wust be a minlmum of secrecy. If information affects the company,

it ts the business of all manageément personnel.

Settin2 an Examnle

Manapement has & clear responsibility to create and perpetuate a
climate of teamwork and coopera:!on. This must be done by setting a
peraonal example in communicating freely so that the employees know
*what 18 going on" and have a feeling of participation in manage-
ment?e problems, which become thelr own. Encouragement of teamwork
must consigt of more than a memorandum igsued by an executive, or an
oral pronouncement which is piven lip service but nét really believed

by management. People soon sense what management really thinks.

“Communications must reflect the everyday policles and practices of
management. The important word here ig 'practices'. In the long run,
employees are influenced not by what management says but by what it
does, It is the context of behavior that gives words thelr meaning,
Cmployees are not fooled when the boss says good morning or asks
ahout an ailinn wife because the manual tellg him that this is 2004d

human relations. The boss who levels with his people, who listens to
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theiy problemsa, who 18 genuinely intereasted in them, can exercise
effective leadership even though he may forget sometimes to say
good moming. It {8 useless for an executive to announce an ‘open~
door' policy if employees do not feel comfortable once they go through
the doore The manager who tells a foreman that he is interested in
Wig problems but ipnores his requests for help or information ls,
in effect, really telling the foreman that he is not interested in

himo"t‘l

The habit of looking over a problem to see who {s involved will yield
big dividends in good will and improved morale as well as in techaical
results. Possible sources of friction should be anticipated and
handled with spectal care. The executive should encourage thig
cooperative spirit in his subordinates by setting a personal example.
Much 111 feeling between departments will be avoided if the executive
trains his subordinates to think of the effect their actions will

have on others. When a matter is brought to him for deciaton, he

can encourage this habit by saying, "“Have you talked this over with
Tom Henderson? It saems to me this change will affect his department."

His subordinates will soon assume the attitude displayed by their boss.

The following case reported by the American Management Association
serves as an example of what takes place when there is no clear cut
definition of authority and responsibility. Notice how this affects

the entire organtzation.

41 yerrihue, ops clte, pe 110.
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A firm with five operating divisions and managed by four top executives
had a stesdy decline in profits during the past sevaral years under
tha impaat of rising costs. Although sales levels remained constant,
they were not high enough to counter the incresased expense of doing

businssyg.

One of the big problems the company faced in streamlining oparations
wag friction among the four managers. Hach wag jealous of his preroge
atives =« and feelings ran strong enough to prevent the four from
sitting down for an objective appraisal of weaknesses in thelr menage~

mente

Spurred by the neecd to get profits back on an upward swing, however,
two of the four did wanage to shelve some of their differences and
spend a wveek~end togather away from the office in an attempt to Find

solutions to the company's difficultiesn,

They didn't actually solve any problems, but they were able to pine
point some of the major deficiencies in thefr £irm*s management
policies. First of all, they agreed that neither they nor the other
two managers had ever clearly defined each other's responsidilities
in the organizations They also agreed that the rasulting overlap

of authority caused considerable duplication of effort «« and that
the conflicting instructions continually being passed down to lower

levels of mansgement were causing no little confusion.

As the digcussion continued, each admitted that he often hegitated

ta put his ownt decisions into action for fear of the negative
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attitudes he might expect from his colleagues. Bach also recognized
that downward commmications throughout the entire orxganization was
poor «= that most of the middle managers were working in a stralned,
noneparticipative atmosphere ~- and that people at all levels found

it extremely difficult to get fiym decisions from the top.

This week«end meeting marked the beginning of a positive program to
correct the company's managerial weaknesses. For the firgt time in
recent years the four managers were ables to sit down together in an
atmosphere in which their true feelings about company activities

ware brought out into the open. Decisions were made to correct the

obvious defects.

Later other meetings were held where the objectives were to speed up
decision~making, improve communications with lower levels; and to
find ways to stimulate productivity among middleemanagement and
first~line supervisors. 7To do thig, they held a series of meetingsa
with the staffa of each of tha company's five divisions. No agenda
was set for the meetings: the executives' primary role was to

1isten vhile others expressed their feelings and ideas.

One interesting sidelight devaelopeds A middle management team which
the managers had openly labeled ss inefficient had accepted the
indictment with apparentlapathy, but ghortly after the nonedirective
sessions with the four managers; this group examined its own work in
a more searching light. The members suddenly decided that they

had some incentive for digging out the reasons for their inefficiency.

Soon thay were able to plan and succesafully carry out steps which
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brought ‘about substantial gains in efficiency and productivity.

The over=-all result of top management's new attitude is vastly ime
proved underatanding among the four managers and among ell other
employee levels In the company. People throughout the organization =
once reticent == are now anxious to maka positive contributions. They
are putting out more real effort, not only in making decislons but in

carrying them out.42

It wag Emeraon who sald, "Whar you are thunders so loud, I can't hear
vhat you say". What counts, in the final analysis, is not what people
are told but what they sccept. It §s management's task to ensure

that péople st all levels of the orpanimation "accept” the proper
interpretations of ite motives, obhjectives, plans, and instructions.
Both by word and by deed management must extend itg leadership

through commumnications,

Management Reports
“"Organization structure and information requirements are inextricably

linked. In order to translate a statement of his duties into action,
&an executive must receive and use information. Information in this
case is not just the accounting system and the forms and reports it
produces. It includes all the data and intelligence =~ financial
and non~financial «=- that are really needed to plan, operate, and

43

control a particular enterprise." While time and money seldom

a2 American Management Association, “"Communications in Action",
Executive Action Course, Vols 7, Noss 1 and 2 (Julye~August 1962). p. 1.

43 Daniel, D. Ronald, "Management Information Crisis", Harvard Business
Review, Vol. 39, No. 5 (September-October 1961), p. 112
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allow the executive the luxury of all the information needed, sound
decisions demand the intelligent use of avatlable facta. The
intelligent use of available facts, in turn, requires a program
degigned to digseminate information to those who need it. Netonly
does an executive need to receive all of the pertinent information
but he also needs to be relieved of the burden of digesting reams

of {rrevelant information.

Each.level of management has its peculiar information needs. The use
that each executive will make of the Information dictates the form of
the report as well as its contents. Operating statements for the chief
executive, for axample, should give him a continuous picture of what is
happening. However, many practices which ere perfectly correct in pres
paring annual reports may prove to be misleading in monthly control
statements. For instance, the cancelling out of one item by another
should never be adopted «= all items of income and expense must ine-
variably be shown, as otherwise there i3 serious danger that the presie-
dent may be misled, not In the final resulty but in the circumstances

vhich led to that result.

Mr. R. P, Hoodson IIl, chief executive officer of Occidental Life of
North Carclina labeled this flood of irrelevant and improperly prepared
information as "Msnagement Report Paralysis".M (Exhibit B describes
his information needs, as head of an insurance company.) le seeks the
overall picture =~ gales by major divisions, unit costs by product

line, and company profit. As long as these ftema appear to be in

8 Yoodson III, R. P., presented to the Southern Plenning Committee,
Life Office Management Association, June 1962,
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line he 18 not interested in details. Tho details are the responsi-
bility of lower levels of management =~ the lower the level the more

specialized and detalled the executives information requirements become.

*The comerstones for bullding a compact, useful mansgement information
gystem 18 the determination of each executive's information needs.

This requires a clear grasp of the individual's role in the organization =«
his responsibilities, his authorities, andhis relationships with

4
other axecutlves."‘s

Egtablishing the Communicatjons Policy

Even & well planned program of communications can be defeated if the
aime end objectives of the program are not clearly defineds It is
axiomatic that the attityde of top management toward subordinate
personnel is the chief determinant of the quality of relationships

that prevail within the organization. An example must be set which will

establish mansgementts attitude toward communications.

"It may be atating the obvious to say that a clear communication policy
fs a fundamental of good communications, but the content of the policy
may not be so abvious. Business executives who are conterned with
formulation of a good communication policy are faced with problems such
as these. Should we adopt a policy that all matters affecting employee
relations should be fully and freely explained? Will we be better off
telling employees just the good news, and doctor up or cover up the

bad news? Are we going to duck any issues, such as union negotiation?

45 Danfelsy op. cit., pe 113,
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Or shall we lock horns with anyone, such as union, government, the

compunity, 1f we know wo are right?

"Anyone who has had to develop a aet of policies knows that it takes
courage to develop & falr policy on communications, but it savea &
lot of grief in the long run. Sound communication policies are

fundamental to effective c:om'.mnic.at!c‘m."z‘6

The role of upper and middle management in communications is one of
leadership and example setting. It is one of controlling the grapes
vine, of establighing an effective management information system, of
facing the communications problem squarely and courageously, and of
establishing a realistic communications pelicy. Thia role demands

courage, patience, and understanding.

Commmications 18 not &an end in itgelf. There 18 no profit in come
municating just for the sake of communicating. Communications is a
means =~ ong of the most effective means ~~ for the solution of

managerial problems and for the attalnment of managerial objectives.

46 Earl, Elwer W., Jr., "Fundamentals of Communication”, Management
Record, (September 1954), p« 3.
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systems . He has one foot in management and one foot in the rankesnd-file.
And all too often the supervisor is not trained or aven .reasonably

qualified to handle this exacting spot in the communica:ions,prnsram,é7

It 15 the author's opinion that Life of Virginia's first-14ne supervisory
level is the woakest link in the management groups Soma of the blame
for this condition might be placed on tha supervisors for not taking

the initiative in self {mprovementy but the primary responsibility

reats on the shoulders of upper management. Tha company must .accept

the reaponsibility for not meeting squarely the challenge by developing
a training program and adequate selsction techniques for supaxvisory

personnel

Too often in the past a clerk has been promoted to a supervisory position
as a reward for being a good clerk and for long service rather tham on
lenderghip capabilitics. low often has this scene taken place in the
office of ‘a diviston menager? "Mary, Mrs, Jones is retiring next month
and we want you to take over her job as supervisor. You have done a
good job and you know the work, so you won't have any trouble.” Mary
becomes & suparvisor ~= she knows tha work, dut very little about super-
vising so she begins handling all of the difficult work personally and
leavas the routine work to her clerkas In effect she becomes a senlor

clerk == not a supervisor.

Since the supervisors have not been trained as leaders, many do not.

appreciate the important part communications plays in thelr business

47 yhea, o 4
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11fe and consequently do not give it sufficient attention. They fail
to realize that they occupy key positions - that they must communicate
with the workers, keep thely superior informed, and coordinate the work
of their units with that of other unitg on the same level., They do not
recogaize that they are responsible for all three dimensions of communie

cations.

Added to the problem 1s the fact that many supervisors are too busy
"getting the work out" to communicate, Sometimes this 18 juat an alibi
offered by supervisors who lack leadership abilities, other times the
company has overburdened the supervisor with detail work which distracts
him from hits primary function e~ supervision. Regardless of the reason,
the supervisor'sa Constant attention to work volume and sthedules leaves
him little time for commmicating and improving hia communications

techniques.

The Supervigor's Communications Needs
1t §{s especially important to see that the supervisor gets consistent

and continuous tyraining to sharpen his communications skilla. Skill

fn communications spans areas such as the ability to express ideas
clearly, the abllity to lead discussions end give simple, clear, and
toncise instructions, the ability to ask intelligent, searching questions

thar stimulate and encourage thinking and pexformance.

The successful leader also must maater the skill of listening not only
to what is said but vhat 1lles behind the words. Patient listening not
only enables the supervisor to know his employees better but also allows

them to gain confidence in their supervisor.
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The successful suparvisor needs to know how to give praise and how to
handle the unpleasant but necessary task of disciplines Ne should give
praise readily, show sppreciation for qood work, and see to it that
constructive fdeas recefve proper recognition. He should know that
recognition, wvhen it {3 degserved, tends to raise the standards of his
people «= that next time they will try to match or surpass thelr previous
performance. But the supervisor should alse know that discipline, when
deserved, 1s equally essenttal. Disciplinary action, i{f handled pro-
perly and coupled with justice, will result in higher output. "le's
tough but hets fair, and I know vhere I stand with him", 48 a common.

evaluation of such a supervisor.

The General Electyic Company periodically poidls 1ts supervisors to
deternine how best to help them discharge their cosmunications respon=.:
sibi!ities.48 Exhibit C ig an abatract of an interview with ona foree:

man which shows an exceptional grasp of the problems.

Buildine fommunications into the Supervisor's Job

The limited knowledpge most suparvisors possess about operations other
than thely own indicates a deficiency in incoming commmications.
Consequently, it is not surprising that they in turn prove to be poor
communicators to others. One method of filling this information void
and at the same time promoting cooperation and understanding among
supervisors is to have regularly scheduled departmental supervisors!

aneetings.

48 Merrihue, oD. cit., p. 120,
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Stated simply, the purposes of such meetings are to improve the know-
ledge of the individual supervisors, to stinmulate teamwork, to permit

greatay participation and the exchange of information among supervisors.

Where the weakly meoting i{s an established routine, the supervisors will
storeup thelr giveeand-take communications items, except in real emergencies,
sccure in the knowledge that these can be handled more effectively at the

next meeting »- and often with the benefit of group consideration.

These weckly meetings are also time savers because they {ree the manager
from the necessity of many individual meetings with hie subordinates.
Thig also saves the time the supervisor would spend trying to get in

to see his busy bogs.

Immediately after the supervisors meet with the manager, each supervisor
should hold a meeting with his subordinates. Thig meeting will provide
an opportunity to share information, to obtain employees ideas and.

opinions end to taltk over the section's problems.

The supervisors of Northwestern Mutual Life Insurance Company have

taken this idea a step further and formed the Home Office Supervisors'
Agsociation. This organization has as its purpose, "to stimulate
cooperation and good fellowship; to make available through periodic
meetings and discussion groups the combined experience of the individual
membeyrs; to furnish an additional means of acquiring facts relating to
Company policies and practices and to promote the best interest of the
Company”. As evidenced by this excerpt from the by-laws, the very pure
pose of this association is to promote communications end thareby enhance

understanding of problems fmportant to supervisors and their jobs.
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Summaries of the meetings of the association are sent to all partie
cipants and a copy is sent to the company's office committee. When
questions involving company policies are raised, the office cormittee
issues an offictial reply and sends a copy to each member of the

association.ég

The supervisors and the company are equally aware of the {mportance

of the role they play in Northwestern Mutual’s operations.

Good supervision ig crucial, for it can materially affect the company's
efforts in huilding an effective communications program. Informed
judgment must be exercised in the selection of supervisors, adequate
human relations training must be offered, and rigorous appralzal of

supervisory ablifty and performance must be continuously waintained.

The course of action is clear. The firsteline supexrvisor is indeed
a key to effective communications, but he will be effective only {f
management is willing to accord him the status, the authorfity, the
personal security, the time, the facilities, the assistance, the ine

centive, and the information necessary to exercise his key role.

49 Robinson, ey X) git., p.'ﬁ?a



CHAPTER V
A PROPOSED PROGRAM OF ACTION FOR. LIFE OF VIRGINIA

This recomnended course of action is designed to help management
establish a communications system which not only is mechanically
efficient but which also produces an atmosphere of understanding
throughout tha company. It {a not intended as a one-time solution

to he inatalled and forgotten =~ it will require continuous attention.

The firast preraquisiteg for solving any problemy of course, is admite
tine its existence; and there is evidence that membars of Life of
Virgintats top management not only realize that there is a communications

problem but wish to initlate corrective action.

Eatablishing a communications policy

Once the decislon has been made te take positive steps towards improving

compunications, management should dyaw up a formal communications policy.
Tha following 18 suggosted.

1. The guccess of Life of Virginia is greatly dependent on
teamsork at all levels and batween 21l functions. This
tesmwork will be in dixact ratio to the quality of com=
munications.

Effectivaly commmicating with each employee, makes him
feel more secura in his job, more interested in his work,
more loyal and more productive,

By developing better listening habits and freeing the
channels of upuard communications, the company will be
able to determine how its policiea are accepted, to
locate and correct potential problems, and receive
valuable puggestions for increasing the profitability
of the enterprise.

2, Each manager and non-managerial employee will be contine
wously informed, through the most appropriate media, of
the objectives, and progress of the company, the departe
ment, and particularly of the employce's own group.
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‘The company will also undertake to share information of
interest and importance with its employees so that they
may make thely maximum contribution to the enterprise.
Each manager will be axpected to develop cffective
channels of communication with all other appropriate
managers and especially to assure the adequate latersl
communications essential to good teamwork. Each employee
will ba given the maximum opportunity to express his
opinions without prejudice. It is {ncumbent upon each
manager at each level to make sure that communicationa
from employees are passed upward undiluted.

3. Bach manager has the responsibility snd authority to’
implement both the spirit and lattar of this policy.

4. The dirvector of personnel is responsible for counseling
line management in the effectiva methods of applying this
policy and of continoously evaluating the results of itse

application for the president. ie tssglso rasponsiblae for
the preparation of detail procedures.

Appointing 8 staff communjcations speciallst

la & company with as many employeces and as many specialized divisions

as Life of Virginia, it 18 important to centralize the rasponsibility
for directing the communications program. This function should be
dalegated by the president to a staff specialist who would in no way
relieve the managera of their line responsibilities, but would complement
them in a ataff capacity on 8 companye-wide basiss He would report to
the director of public relations and would coordinate employes and

public information releases,

This spaciallist should attend all mafjor planning and pollcy meetings to
determine which items are of interest to the employees and what informae
tion can and ghould be passed along to thems He should see that employees

are informed promptly through the media bast suited for the particular

30 ¥Merrihue, ops cit., pe 154,
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informaticn. He should establish procedures that will enable him to
digtribute importans informazlon quickly when the occaslon demands.

He wi11 be the key to controlling the grapevine. He is responsible
for secing that the employees receive current and authentic information
before they receive a distorted version. He i3 further responsible for
establishing a forum, such as a colum in a company publication, for
ansvering questions and killing rumors, He must be constantly aware

that emplovees who are kept informed bhave no need for the grapevine.

The communications specialist should also serve as an advisor to all
levels of management. He should help keep all management employees »-
from the president to the first~line supervisor =~ communications-minded,
and he should be readily available for consultation on commumications

prob lems.

One of the most important elemente of the staff specialist’sg job is
ensuring that all monagement personncl learn of decisions and changes
before the rankeand-file employees. To accomplish this he must establish
a8 system == such as a management ncus letter -~ for distributing this
information. Such a system will help to coordinate company-wide
activities, weld management into an efficient team, and build employee

respect for the first-line supervisor.

He must keep abreast of ever~changing communications needs and make
appropriate changes. He must algo keep top management informed of these

changes and of the overall effectiveness of the program.

 Needless to say, this is a position of responsibility which will require

tact, enthusiasm, and resourcefulness, in addition to technical knowledge
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of tha subfect. Job specifications are sugpgested in Exhibit D.

Putting the communications prosram into effect

An effective communications program must start at the top of the
organization and flow downwarde Top manapement nust get the acene

by demonstrating its balief ~~ by actual practice ~~ fn the fmportance

of cormmications. To sccomplish this a scries of regulerly -scheduled
meatings of ithe various levels of the orgenization should be ecstablishads

The following schadule {a suggested:

1. Weekly
A. Each Yednesday afternoon at two o'clock the president
will meet with department hesds and appropriate senior
vice presidents to discuss major company problems, top=~
level administrative actions, &nd company policy matters

and to reccive reports on progresse

%, - On Thursday afternoon at two o’clock, each menior vice
president should meet with his immediate subordinates.
At this meeting relevant information obtained at the
vice presidenta' conference ghould be explained. This
meeting will also serve as an opportunity to discuss
mutual problems, share information and report on departe

mental progress.

C. Similar meetinga should be held by succesaive levels of
management until the rahk-and~file empleoyees meet with

the first=line supervisor.
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Monthly
A. The sccond Tuesday of each month the president should meet
with all company officers at a luncheon meeting in the
company dining room. In this meeting, plans end objectives

should be reviewed and subjects of general interest distussed.

B, All company middle management personnel should meet shertly
after with one of the company's top executives at a similar
luncheon, The object of this meeting is the same as the
officer's meating and the chairmanship should be rotated

among the top executives == including the president.
C. A similar meeting should de held for firat line supervisors,

Annually

On or about January the twentieth all manapement employees
should gather in an aftarnoon meeting at one of the local hotels,
The purpose of this conference ig to bring supervisors into

the management team, to review progress in achieving company
goala, to share Information, to encourage cooperation, and te
motivate everyone to improve hig performance. See Bxhibit E

for a gample agenda.

On the surface {%¢ may appear that this program of scheduled
maetings will vaste a great deal of productive time. However,
{f these meetings are planned and conducted properly they can
be time savers., For crample, picture a divisbon manager with
fiva supervisors reporting to hime If he does mot have a
ragularly scheduled meeting each week, he will probably have

at least four conferences, of about twenty minutes duration
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with each of his supervisors« This means he spends about seven
-and a half hours each weck §in conference with his subordinates.
Added to this of course is the time of the suparvisors and the
time lost by tha manager and the supervisors due to inter-
ruptions by the unplanned meetings. On the other hand, {f the
supervisars become accustomed to meeting with thelr superior at
a set time they will store up thelr questions (except for
emergencies) until the meeting., Further, since many of the
problems the manager must gsolve center around coordination of
the several functions under his control he will be able to handle
them more quickly because the supervisor of each function will
be present. Also the group.meeting will keep each supervisor
informed of the other's action and thus eliminate duplicate
discussionss A wellexun meeting will in fact release several

hougs to be used in productive work.

Brinping first-line supervisors into the manapgememt gyoup

One major purpose of this suggested program of meetings is to make first-
line supervigors feel they ®re members of management; but the meetings
are only the first step. The supervisors must be taught to think 4n

management terms snd to act as junior executives rather than senior clerks.

Before thig training is atarted, however, each supervisor's job should
be carefully reviewed to determine whether or not it is actually one of
supervision. LIf so, it ghould be further examined to determine that the
superviséonis not overburdened with detail work that impairs his major
function == supervision. Further, each supervisor should he evaluasted

to determine his adequacy for acquiring the fundamentals of diretting
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and working with gubordinates, of communicating company policies and
decislons, and for participating in the solution of management problems.

This study should be made by the.job evaluation committae.

This investigation may well uncover several jobs that are classified
asg supervisory bur which are in fact only clerical and it may also
reveal geveral supervisors who are not qualified for their positions.
The necessary rveorganization may prove a distagtful task, but manages
ment must face the problem squarely and take firm action = not an easy
agsignment but one which is essential before an effective supervisory

force ¢can be bulle,

The remaining supervisors should then be given an intensive course in

the art of supervision. Emphasis muat be placed on leadership techniques
and the philosophy of communications. Special attention should be placed
on the prominent role commmications plays in the supervisory function.
This program will be more effective {f it 18 conducted by scmeone not
associated with the company such as a professor from the University of

Richmond.

Training the first line supervisor in these techniques will help him
appreciate communications as an important management functions The
supervisor and the employees will both benefit because effective com=
munications changes the attitude and actions not only of the receiver
but of the transmitter. If the supervisors are taught and motivated
to communicate freely and sincerely, they will not be the same supere
vigsors tomorrow they are today. The more effectively they communicate,

the more effective will be their supervision.
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Selection of those to be tralned as future supervisors should be
made carefully on the basis of leadership potential and previous
performance. This selection process should give consideration to

the following:

1. Supervisory potential rather than technical proficiency.
2. Leadershlp potential rather than senfority.

3+ Experience within the organization, but without giving
it undue weight,

4. Breadth of experience.
S5« BDreadth of educational preparation.

The shorterun solution to improving the first lineesupervisoxry force
is tyaining. The long=run solution 1s proper selection followed by

proper ttaining.s1

Keeping manapement informed
The key to a dynamic and useful management information system -+ and

thia system Includes the firsteline supervisor -« i3 to move beyond
the 1imits of conventional accounting reports and to develop informa~
tion of specifie interest and value to each manager!s jobs 1If Life of
Virginia {8 to have a comprehensive system of information to assist

its management personnel, It must make a broad study of management
information needs, The quantity and type of data will naturally vary
with the field of operations and the rank of the manager, the objective
being to give to each adequate information but to avoid burying him

under an avalanche of irrelevant data,

51 Shortzburger, ope citsy ppe 29-30.
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For these reasons, it 18 recommended that such 4 study be made of
Life of Virginia's management information needs by the Methods Research
Diviaion and that procedures be established bo supply this vital data,
This must necessarily be a complex task, but if it is pursued diligently
‘the results will be most rewarding. Many hours of management time can
be saved by eliminating unnecessary papervork, furnishing full informae

tion and assembling it in the most usable form.

Summary
1. Establish and publish & communications policy.

2. Establish the position of communications specialist to
coordinate and perpetuste the comnunications program.

3., Schedule regular meetings to disseminate information,
discuss mutual problems and weld management into a more
effective team.

4+ Bring firsteline supervisors into the management group.

a. Review all supervisory jobs &nd make necessary changes.,
be Eatabligh a formal supervisory training program.

Cs Review supervisory selection procedura.

d. 1Include firste~line supervigsors in management meatings.

5. Study management's information needs and establish a pro-

cedure for supplying 1it.

In summary, it may be sald that management must communicate and be
commmicated to. It must create an atmosphere that encourages the
free flow of information in three directions ~« upward, downward,
end laterally. Improvement in communications depends not so much

on lavigh investment {n mass media as the daily working relations
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between superior and subordinate and between Individuals and groups

of equal rank,

Communications {a a dynamic field -« a company cannot sfford to

allow its cormmmications program to become atatic. As an accomplished
mugician must practice to maintain his skill, so muast a company sharpen
and refine its commmications. Conditions change and the communications
program must change to meet the new needs. This will require continuing
application of ingenulty and imagination in devising more effective ways
of assembling, summarizing ond disseminating information to coordinate

the functions and activities of the organization.

To parsphrase an ancient Egyption maxim to it modern business:t "Make
thy employees craftsmen of communications for therein lies the key to

efficient operations™.
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BIGHT CONDITIONS PAVORABLE TO THE DEVELOPMENT OF COOD MORALE *

First of all each worker must find some opportunity for selfeexpression
in his work. He must be able to do his task well enough so that he has
a feeling of pride in his performance. If, at first, he lacks skill and
confidence, he must be given these by encouragement and training «.. and,
as his akill and knowledge increases, if he is to continue to get full
satisfaction from his work, his supervigor must ask his advice and
cooperation about any contemplated changes which will affect the worker.

Second, each muat feel that his efforts are appreciated, that his supere
visor and management realize both the difficulty and the importance of
vhat he 1s doing, that they do not in any way look down on him or his work.

Third, he must believe in the worthwhileness of the general objectives
of the organization and of hig untt in the organization «.. Workers,
especially young workers assigned to meaningless work (or work the
meaning of which has not been explained to them, which amounts to the
same thing) lose spirit and often quit to take jobs paying less.

Fourth, there must be nothing required of the worker which will take away
any of his feeling of self-respect, which will prevent him from maintaining
that simple, human dignity which evaeryone desires. Arbitrary orders without
explanation, criticism in front of others, rules or practices that seem to
imply suspicion as to one's honesty =~ all these and similar things take
something away from a person's self-respect and build up a resentment
against managements, This 18 bad for morale. Sometimes strict rules of

this type are necessary. Two aimple precautions will prevent rasentment.
The first i1s to explain why the rule is necessary and the second is to

make the rule as nearly as universal in its application as possible.

Fifth, tha worker rmust be veasonably free from worry¢ HMost fmportant in
the elimination of worry is a feeling of security, a feeling that the job
is ar least reasonably permanent and secure, that if reductions must be
made they will be made on carefully considered merit, and that the person
being laid off will be glven all possible notice and help in his efforts
to find another job «es o

Sixth, each worker must feal that there is ahead of him opportunity for
advancement, and that promotions are made on the basis of merit only.

Seventh, he must like personally and respect the ability of his supervisor,
Above all he must feel that hig supervisor is falr and that there are no
favorites who receive gpeclal constderation.

Etghth, and last, he must find in the work environment a satiefying
social experiencas.

* Halsey, Ceorge D., Supervisina People (New York: Harper & Brothers
Publfsherg, 1953)' Pe 217.

EXRIBIT A
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REFORTS FOR THE CNILF DXECUTTVE OFFICER OF AN INSURANCLE COMPANY *

A, Raport Areas
I, HMarketing information

1. Salea by major divisions compared with the same period
of the prior year and with sales forecast.

2, Comparative sales by product line, with profit dy line.
11, Administrative Information.

1. Comparative budget reports by major departments,

2. Comparative costs by product line.

3. Functional cost by departments (rent, depreciation,
clerical cost, eotc.)

I1t, Corporate Pyrofit Information
1. Comparative company profit report
2. Comparative statement of company and competitors profit.
B. Report Purpose
The reports are to be used to evaluate company executives, compsny

poliecy, and the general insurance industry. Thay should be de~
signed for policy action as well as high lavel administrative

gctfon.

* Yoodson III, Re Pey presented to the Southern Flanning Committee,
Life Office Management Agsociation, June 1962,

EXHIBIT B
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ABSTRACT OF INTERVIEW WIITH A GENERAL ELECTRIC COMPANY FOREMAN #

Az a foreman, here are my receiving needs: I need to recelve
communications concerning general company developments, local
departmental developments, and any and all information neces~
sary to enable me to perform my function well. This includes
information on matters affecting me as a foreman and/or my
entire group. I want this to occur as oral communications

from my general foreman at frequent (perhaps weekly) informstive
meetings, and as written communication emanating from proper
sources, I want written communication to be concise, clear and
accurate, and presented in the manner of a news story so that I
could get the main thoughts by reading the first sentence or para-
graphe I myself am sble to decide quickly on the necessity for
familarizing myself with details in each particular instance.

I also wvant to receive communication from my men concerning
problems, 1ldeas, and aupgestions arising from their work or

the fact that they are employees of the company, and concerning
personal problems, as necessary.

Ag a foreman, here is my giving procedure, I pass all information
received on to my men orally at regularly scheduled (usually
weekly) informative meetingss In speclal cages only do I turn

to written commumications.

1 also pass all pertiment {nformation upward to the general fore~
man. This includes & "feedback” of information from my men,
either oral or written as the case may warrant.

39 Maryiliue, Qp. cltey Do 120

EXHIBIY C
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JOB SPECIFICATION

Pogition: Communications Specialist
Department: Publi{c Relations

Education:

Postition requires Bachelorts degree preferably in English,
Jourmalism or business administration.

Gratuate study in communications, English, business admine-
istration or Journalism is desirable.

Experience:

Three to five years' experience in creative or editorial
writing, news media reporting, or related communication
flelds.

Special Knowlodge:

Knowledge of psychology, business communications techaiques,
procedures and analysis, printing production and editing.

In addition, knowledge of field and home office insurance
operations and extensive knowledge of insurance industry
terminology.

Special Abiltties:

Position requires ability to develop, coordinate, analyze
and direot communications program as it applies to related
company activities. Above average ability in sales judgment,
{dea fluency, verbal expression, discriminative judgment and
interpretive ability.

EXHIBIT D
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SAMPLE AGENDA FOR AHNUAL MANAGEMENT MEETING
Summary of past year « Senior Vice Prestident of Home Office
Operations
A. Accomplishments versus plans for the year.
B. Life of Virginia's growth compared to the Life Insurance
Industry.
Plans for the current year  Pregident

A, Company goals

1. Expected increase in Insurance in force.
2. Anticipated changes in operating territories.

‘B, Planned changes in the home office.

C. Proposed changes in policy.

The computer installation - Senior Vice President of Home Office
Operations

A. Plans for conversion

B. Effects on the field offices

€. Effects on the home office

Quastion and answer = President and Senior Vice Prestdent

Dinner

EXHIBIT E
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