Week Twelve Lecture Note

COMMUNICATION IN ORGANISATIONS

The term ‘communication’ is derived from the Latin word ‘communis’ which means common. The term communication is used to signify the act of transferring ideas or receiving it by any means i.e. word of mouth, the telephone, telegram, letter, message etc. In an organisation managers have to communicate constantly. Hence, managerial functions are discharged through communication for instance guidance, delegation of authority, assignment of duties etc., is done through communication. Communication in organisations is defined as a process by which human beings assign and convey meaning in an attempt to create shared understanding

According to Louis Allen, Communication is the sum of all things, a person does when he wants to create an understanding in the mind of another. It involves a systematic and continuous process of telling, listening and understanding.

Keith Davis defines communication as the process of passing information and understanding from one person to another. It is essentially a bridge of meaning between people. By using this bridge of meaning, a person can safely cross the river of misunderstanding that separates all people. Communication is the creation or exchange of thoughts, ideas, emotions, and understanding between sender(s) and receiver(s). Therefore, Effective communication can be described as communication that is meaningful and successful at creating good relations. 

Characteristics of Communication 
The following are the characteristics of communication.

a) Communication is a two-way process because orders, instructions, directions, guidelines, etc., are directed or communicated downwards while suggestions, complaints, grievances etc., are communicated upwards. Hence communication, is not only involves giving ideas but also receiving them.
b) No business organisation can exist without communication because it is necessary to have a congenial relationship between the different employees working at different levels and that is why it is a continuous process.

c) The communication process continues to the extent that ideas and messages are communicated and received.

d) It may be formal or informal and it may be in different mediums.
The Communication Process
Communication process contains the following elements:
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1. Message Sender/ Communicator: This is the source of information or initiator of communication. The sender realizes the need for conveying something to someone else. The sender has a purpose of communicating some information to one or more persons.
2. Encoding: The process in the human mind in the form of muscle system or sensory skills that encode the idea in a series of symbols or gestures. Encoding is essential because information can be conveyed only through representations or symbols. The sender of the message should establish mutuality of meaning with the receiver. Coded messages may be oral or written words or gestures.
3. The message: A message is the output of encoding process. It is the physical form of thought which can be experienced and understood by one or more senses of the receiver for instance hearing, seeing and reading. 
Message must be clear and precise. 
4. The Medium/ Channel: The communicator can communicate the message through a medium. The medium is the carrier of communication. The communication channel is the mode of transmission. Air is the medium for oral message. The medium is inseparable from the message. It links the sender with the receiver. The message may be conveyed through a memorandum, letter, telegram, the telephone, a computer or T.V., but the channel or the medium must be appropriate for the message. At times, multiple media are used for effective communication.
5. The Receiver: Communication requires at least a couple of people i.e. the sender and the receiver. One “encodes” and the other “decodes” the message. It will be complete only when the receiver perceives the message intact. The receiver must decode the message without distortion. If the message does not reach a receiver, communication cannot be said to have taken place.
6. Decoding: Decoding refers to the finding of the meaning of something conveyed in code. It is the process by which the receiver interprets the message. It means translating the message that is significant and meaningful to the receiver. Decoding is affected by several factors such as the recipient’s knowledge, past experience, personal interpretations of the symbols and gestures used expectations and mutuality of meaning. Thus, decoding is very important for understanding the message. 

7. Feed Back: This is a response from the receiver of the information. Communication is not complete without feedback. Feedback enables the communicator to know whether his/ her message is received and interpreted correctly or not; enables the communicator to know the reaction of the receiver so that future communication can be modified, if necessary. It also helps to check the effectiveness of communication. It makes communication complete (a two-way process).
8. Noise: Noise is the enemy of Feedback. It refers to any factor that interferes with communication. Interference may occur in all the above stages of the communication process. It hinders or blocks communication.

Types of Communication

Formal and Informal Communication 

The formal organisation chart describes the formal lines of authority, power, responsibility and accountability of the organizational members. All these relationships involve communication. For instance, the delegation of authority involves the flow information from a superior to his subordinate. Formal communications are in black and white.

On the other hand, informal communication is free from all the formalities of formal communication. Informal communication is based on the informal relationship among the organisation members. It is conveyed by a simple gesture, glance, nod, smile or mere silence. For instance, when the worker approaches the manager and informs about the completion of the job entrusted to him, and if the manger simply nods his head or gives an approving smile, then it amounts to informal communication. The informal communication which supplements the formal organizational relationship is referred to as the “Grapevine”. 

Methods of Communication
These include:

1. Oral/ Verbal Communication: This is known as face to face communication and may be in form of direct talk or public address. It includes telephone calls, oral orders, face to face talks, counseling etc. Some of the advantages of verbal communication are as follows:
· It saves time and money. No other device is so short, simple and quick.
· Because of the face contact or personal touch, it is effective.
· Oral communication is easily understood. Even when there are doubts they can be cleared on the spot.
· The effect of the communication or response to the communication can be   easily measured. Suitable changes can also be done immediately.
· During periods of emergency, oral communication is the best method.

However, oral communication is not suitable in the following cases:
· When the communicator and the recipient are far off, (beyond the telephone range) oral communication will not serve the purpose.
· If the message to be transmitted is lengthy and requires a thorough clarification, oral communication will not be suitable.
· Oral communication does not serve as a record or as evidence. It cannot be made use of in future.
· There are chances of misunderstanding and misinterpreting the communication.

2. Written Communication: It is communication put in writing and is usually in the form of instructions, letters, memos, formal reports, policy documents, manuals, etc. Orders given by the superiors to the subordinates are in three forms:
· General orders are given by the top management, 

· Specific orders given by the middle level management to lower level managers

· Definite orders given by the supervisor to workers
Advantages of Written Communication

· They serve as permanent record and as a source or reference.
· More care is taken in drafting written communication (than  is in the case of oral  communications) and this saves the subsequent loss of time and money.
· When the communicator and recipient are far off, written communication is the best method.
· The recipient can ponder over the communication and request for changes, if necessary.

The disadvantages are:
· As everything is to be translated into black and white, it consumes a lot of time and money.
· People do not care at all to pass the appropriate message.

· Consequently, poor messages are to be followed by clarifications and explanations.
· Sometimes it may not be possible to reduce everything into writing. 
· Any omission  will call for additional communication.
· Written communication is subject to delay and red tapism
· It is very difficult to keep some communications up to date.

3. Non-verbal Communication:  This is the ability to enhance the expression of ideas and concepts through the use of gestures, facial expression, tone of voice, pictures, and symbols. Non verbal communication requires skills for understanding the audience and interpreting body language. It is good for propaganda as it manipulates both positive and negative signs.
Key Communication Skills

a) Building and maintaining rapport: Getting alongside people, feeling at ease, getting on the same wave length, feeling empathy with people and seeing eye to eye with people

b) Active listening: Attentive, getting what is being said, absorbing and interpreting non verbal messages, making an effort to understand, reflecting back and summarizing

c) Effective questioning: Asking the right questions, using the right questioning techniques that elicit the required responses

The 7 C’s of Effective Communication in Organisations Completeness
· Conciseness;
· Consideration/selflessness/ concern
· Concreteness, compact/solid/sound
· Clarity;
· Courtesy/politeness
· Correctness
· Completeness 
Direction Of Communication

These include:
Downward Communication
Downward-moving communication is information that moves from superiors to subordinates and usually consists of directives or updates. This type of communication is preferred mostly by authoritarian managers. Downward communication may be both written (such as memorandums, pamphlets, letters etc.) and oral (e.g., telephone, loudspeakers, verbal instructions etc.). Information is often distorted or lost as it comes down the chain of command. Top management's issuance of instructions does not ensure communication. Many directives are, in fact, not read or understood. Downward communication, through the different levels of the organisation, may often be time-consuming. Delays may sometimes be so frustrating that some top executives insist that information be sent directly to the subordinate requiring it. Therefore, the Classical theorists emphasized downward communication since it is used by the superiors to convey their orders and directions to their subordinates. The purposes of downward communication are:
· To give job instructions

· To create an understanding of the work and its relations with other tasks.
· To inform about procedures.

· To inform sub-ordinates about their performance.

· To indoctrinate the workers to organizational goals.

Upward communication

Upward-moving communication is information that moves from subordinates to superiors and usually consists of feedback or reports. Upward communication includes written, oral and non-verbal messages from subordinates to superiors. Usually this type of communication originates from a subordinate to his or her direct superior, then to that person's direct boss, and so on up through the hierarchy. Sometimes, however, a message might by-pass a particular superior. When this happens, the by-passed superior may feel resentful and hostile. Upward communication is basically non-directive and is usually found in participative and democratic organisational environments. Typical means for upward communication are counselling sessions, complaint systems, joint setting of objectives, suggestion systems, group meetings etc. Top level management normally needs to know marketing information, production data financial information, attitude of lower-level employees, etc.  

Horizontal Communication 

Horizontal-moving communication is a flow of information from worker to worker or manager to manager (peer to peer) or among persons at different levels, who have no direct reporting relationships with one another. This kind of communication is used to speed up information flow, to co-ordinate efforts for the achievement of organisational objectives and to improve understanding. A great deal of communication may happen to cut across the chain of command and avoid following the organisational hierarchy.
Modern Communication Model
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How ideal are these methods of modern communication in management or administration of public organizations?

Importance of Communication

Civilization will cease without communication. Over the years, the importance of communication has increased tremendously thanks to the advent of various modern devices. Effective communication is critical in performing management functions. It is central to:

a) Smooth Running of the Enterprise:  Effective communication ensures the smooth running of an enterprise that is a successful completion of the task by the superior depends upon the nature and flow of communication from the subordinates to the superiors.

b) Quick Decisions and Implementation: Communication greatly facilitates decision making. However intelligent the personnel may be, it would be of no use, if the top management cannot effectively communicate policies and decisions to them. Effective implementation of decisions depends upon the nature of communication. It is said that communication acts as a lubricant and keeps all the individuals working in line with the expectations of top management.

c) Planning and co-ordination: Communication greatly helps in planning and co-ordination. Participation in planning is essential in order to successfully execute it and this is secured by communication. Similarly, co-ordination between various individuals and activities is brought out by communication.

d) Morale Building and Democratic Management: When there is an effective system of communication, employees will have the opportunity to present their ideas, suggestions and complaints. Democratic management is possible only when there is an effective communication system.
e) Reduction of conflicts: If the grievances are not set right at the early stage, they will ultimately result in industrial unrest. It is pointed out that many conflicts arise because of lack of communication or misunderstood motives.
f) Increasing employees confidence,

g) Reduction of ambiguity and rumours,

h) Communicating the vision and mission of the organisation.
i) Highlighting policies and objectives of the organisation.

j) Communication of duties and responsibility.

k) High lighting achievements and performance ‘gaps’.
l) Providing information, e.g. reports.

m) Open communication provokes discussions
Barriers to Communication

It is not possible that every time an order, instruction, guideline, direction, programme, information etc, transmitted by the superior is properly understood and assimilated by those for whom it is intended. Similarly suggestions, reports, advice, recommendations, complaints, etc., transmitted by the sub-ordinates to their superiors may be misunderstood or mis-interpreted. In any case, the objectives of communication are defeated. As such, the process of communication is not always smooth.

Barriers to Communication refers to those factors which cause disturbance either in the mind of the communicator or the communicatee or in the process, which will create distortion of the message, leading to lack of the response, ignoring or misunderstanding. The important barriers to effective communication are:
1. Ineffective Expression: The first and the most common barrier in the process of communication is bad expression. This means that the messages suffer from omissions, uncertainty, inaccuracies, verbosity, repetitions, ambiguity, lack of clarity and precision. 
2. Inaccurate Translation/ Semantic Barriers: These occur due to difference in individual interpretations of words, symbols and formats. For instance, superiors are known for their specialised knowledge. They generally draft messages in a technical language which may not be clearly understood by those who have to implement the decisions. 
3. Feedback Barriers: Feedback barrier may occur when the recipient has no opportunity of seeking clarification regarding the information.
4. Cultural Barriers: Cultural differences can adversely affect the communication effectiveness.
5. Lack of Attention: is a very common and chronic human failing. This barrier generally arises in case of oral communication. It can be illustrated with the help of the following example a superior is giving a message on the telephone and the subordinate is busy reading a magazine or looking through the window or his mind is occupied with some family problem.

6. Loss in Transmission: Loss in transmission is another barrier of communication which arises in oral communication. When messages are conveyed from the higher to the lower level step by step, much of it is likely to be lost in transit. This problem may arise in case of written communication as well. At every level the superior will interpret the message which is likely to be distorted. Harold Koontz and Cyril O’Donnell estimate that about 30% of the information is lost in each transmission. Written communications too are subject to loss in transmission. It is no wonder that enterprises often operate in a cloud of ignorance.
7. Vague and Unclarified Assumptions: The object of a communication is to distinctly tell the communicatee what is desired of him. If the message is not clear in meaning, assumptions are not clear to the personnel; communication will lose its purpose. If the personnel are not able to know what they are supposed to do even after receiving the message, the communication will be no more than a waste paper.

8. Inadequate Adjustment Period: Certain messages affect a large number of people in their personal life. For example, a notice is issued informing change in the timings of the shift in a factory. This requires sufficient lead time for the workers to make an adjustment. In case sufficient time is not granted there will be a communication barrier.

9. Distrust: It arises if the superior is known for making frequent changes in the communication, quite often even reversing the original message. It is due to ill conceived adjustment, improper technology, etc. Repeated experience of this type will damage employee’s interest in the communication.
10. Perception: It relates to the process through which we receive and interpret information.
11. Sender Credibility: This arises out of how the recipient perceives the credibility of the sender. Credibility of a sender can be affected or influenced by past experiences with the person or what others say about the sender.
12. Fear: This indicates anxiety, awe, alarm or apprehension. This arises in upward communication and creates a barrier in communication that is subordinate is not sure if the information conveyed by him to the superior will be useful or not i.e the subordinates may thinks if it is not liked, boss will be annoyed and might take action against him/ the supervisor may requests another subordinate to transmit the information on his behalf.

13. Noise, Distance and Time: The world will not be worth living in, if it is quiet everywhere. But at the same time noise is a big menace. And noise proves a great barrier to communication. It is a very common experience that noise proves a big hindering factor if two persons are talking for example an executive is giving a message on the telephone. But the subordinate is not able to get it properly because of the noise of the traffic.

14. Impression: Sometimes in an effort to impress others, the communicator starts talking in a confused manner or speaks with a changed pronunciation. These actions hinder communication. It leads to wastage of time, resources and energy and causes misunderstanding.
15. Poor listening and premature evaluation: There are many talkers but few listeners. Everyone probably has observed people entering a discussion with comments that have no relation to the topic. One reason may be that these persons are pondering their own problems instead of listening to the conversation.
16. Being defensive 
17. Poor memory/retention

18. Organizational hierarchy
19. Power struggles
20. Wrong choice of media
21. Misreading of body and non verbal language 

22. Sex/Gender

How can Communication be more Effective
The following aspects, if taken care of, will make communication effective.

1. Clarity of Thoughts: The idea to be transmitted must be absolutely clear in the mind of the communicator. Just as it is not possible to have a clear print from a blurred negative, similarly one can never make his views intelligible to others, if he himself is confusing at certain points. Hence the process of communication to be complete must spring out from a clear head. 
2. Attach Importance to Actions Rather Than Words: In all communications, actions are more significant than words. A manger who invariably says that he trusts subordinates and then proceeds to make too many checks on the sub ordinate’s work, usually fails to make himself understood. A boss who is not punctual cannot succeed in enforcing the timing-rules on the subordinates.
3. Participation: The next most important essential point is that both the parties (communicator and the recipient) should participate in the communication process. 
4. Transmission: The communicator must plan carefully what to communicate, whom to communicate and how to communicate. Further, delegation of authority without responsibility breaks down the spirit of communication.
5. Keep the channel Always Alive: The channel of communication should be kept open and alive. It is only by honest attempts that good communication relations can be developed.
6. Cordial Superior-Subordinate Relationship: Effective communication requires good quality of relationship between people immediately connected with each other. It requires sound industrial relations, policies and practices, an all round atmosphere of friendly cooperation and a feeling of trust and confidence throughout the organization right from the top management down to the humblest worker.

Sources of Distortion of Messages
These include:
· The audience the message is meant for

· Encoding (how the information is going to be understood)

· Channel used (radio, email, telephone, etc.)

· The receiver

· Dealing with messages(totally ignored, store for later use, act on it immediately)

· Perception( image, ability to understand things quickly)

· Stereotypes (fixed idea and untrue)

· Projection (estimates, future events)

· The halo effect (drawing general impression about an individual based on one single characteristic)
Grapevine Communication
The Grape vine is inevitable and valuable, because all forms of informal organisation serve essential human communication needs. It is very effective for quick communication. The Grapevine may flourish, if formal lines of communication are inadequate. It refers to an informal person-to-person means of circulating information or gossip. Grapevine can make or break an organisation, and it therefore needs to be managed effectively.

Purpose of Grave Vine Communication

· To structure and reduce anxiety

· Helps to make sense of limited or fragmented information

· Serves as a vehicle to organize group members and possible outsiders into coalitions

· Avenue for socialisation 

· Signals sender’s status

· Can be used for whistleblowing

· Leaders get to know what is going on among staff

How to Minimize Grave Vine Communication

· Announce timetable regarding when important decisions will be taken

· Explain decisions and behaviours that may appear inconsistent or secretive

· Openly discuss worst case possibilities

· Being pro-active instead of reactive
Interpersonal Communication 

Interpersonal communication is a communication between a small group of individuals, typically in a face-to-face setting, where participants engage in a minimally restricted dialogue with each other. Interpersonal communication is 'minimally restricted' because individuals who engage in interpersonal communication share some level of familiarity with each other, making them more likely to self-disclose information, or provide more intimate details than one would with a stranger perhaps.

Interpersonal communication, essentially, breaks down barriers which people put up to protect themselves. One allows themselves to become vulnerable by putting themselves out there. Managers who engage in interpersonal communication with their subordinates demonstrate that they not only care about the organization, especially one that uses teams, but also care about their employees. Taking the time to get to know who your employees are will make them feel valued. 

Key Interpersonal Skills in Communication
1. Feedback: Listen to verbal and non-verbal feedback from others and yourself.
2. Feedforward: Give background to ease into a particular topic.
3. Channel: Assess your channel options before communicating.
4. Noise management: Reduce physical, physiological, psychological and semantic noise as much as possible. 
5. Mindfulness: Be open to new information and point of views. Don’t rely on first impressions.
6. Purposes: Adjust your interpersonal communication strategies to suit your purpose.
7. Packaging: Make your verbal and non-verbal communication consistent to avoid uncertainty and misunderstanding. 
8. Content and relationship: Listen to both content and relationships in messages and respond to both.
9. Context adjustment: Adjust your message to the physical, cultural, social – psychological and temporal context.
10. Accommodation: Accommodate to the speaking style of your listeners in moderation to avoid seeming manipulative.
11. Communication options: Assess your communication options before communication in light of inevitability, irreversibility, and unrepeatability. 
Revision Questions

1. What is your understanding of communication?

2. When is communication effective?

3. How does communication relate to interpersonal relations?

4. Of what importance is communication and interpersonal skills to an organization and an individual?

5. What are the methods you use for communicating in your organization?
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