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Preface

‘ x 4 | ithout question, communication is important to an organization. Thousands of

books, articles, and speeches have arrived at the same conclusion: Without
communication, organizations could not exist. At present, however, a trend
that is sweeping American business and industry is changing the role of communication
in organizations. “Participative management” in its various forms is increasingly replac-
ing other styles of management as the preferred method of decision making and gover-
nance in organizations. For example:

“Self-managed work teams” in many businesses allow employees to set their own work
methods, select new employees and discipline current ones, monitor quality and
productivity, and perform other functions traditionally assigned to “supervision” or
“management.”

“Shared governance” systems in hospitals have provided nurses with opportunities to
establish their own work schedules and systems of rotation between units and shifts, to
set and monitor standards of patient care, to develop methods for improved staff
education, and so on.

Employee aduvisory groups have provided top-level company executives with important
feedback concerning pending decisions and actions and with important advice about
the perceptions and problems of employees.

Problem-solving groups composed of nonsupervisory staff have identified and solved

work-related problems in organizations of all types, resulting in improved efficiency and
millions of dollars in savings.

As this trend continues, managers and supervisors increasingly will have to play
the role of “facilitators” rather than “order-givers,” and nonsupervisoty employees will
have to contribute their minds (as well as their hands) to the achievement of
organizational goals.
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Such fundamental changes in the way organizations are managed ultimately
will place the burden of communication effectiveness on all levels of the organization,
not just on members of management. For example, an employee in a typical company
can expect to

Participate in one or more group problem-solving projects.
Be asked to contribute his or her ideas for improving work.
Deliver to management all or part of a presentation outlining ideas or proposals.

Work informally with peers and superiors in making decisions previously reserved for
management alone.

All of these activities require communication skills and sound judgment by
organization members at all levels. Knowing this, forward-thinking organizations now
are training current staff in communication skills and recruiting people who are skilled
communicators and whose values and principles are consistent with those of the
organization. Now more than ever, getting and keeping a job requires excellent
communication skills.

The structures and functions of communication in organizations are virtually
countless. The situations in which you encounter other members of the organization,
the topics you discuss, and the effects you seek are of infinite variety and number.
Obviously, it would be impossible for us to provide you with a text that offers advice
for communicating well in every situation that you might encounter. Instead, we have
selected some of the more general types of situations you will face and then described
communication strategies and skills that are widely applicable to different specific
situations within those general categories. Thus, after considering in more theoretical
terms the nature of organizations and organizational communication, we examine one-
to-one situations such as interviews or informal conversations, group situations such as
staff or employee group meetings, and one-to-group situations such as formal
presentations to either small or large audiences. Remember as you read that our
purpose in each of these sections is, first, to analyze the demands placed upon people
in each situation and, second, to present strategies and techniques by which you might
meet those demands to communicate with maximum effectiveness.

Like the previous five editions, this sixth edition emphasizes skills acquisition in the
context of organizational communication theory and research. In this edition, we have
expanded or added several subjects. Specifically, new material has been added in each
of these areas:

Technology and its impact on organizational communication
Organization theory

Managing diversity

Reengineering

Globalization

Quality

External communication channels

Empowerment

Surveillance as an ethical issue involving employee rights to privacy
Collaborative conflict management

OW XN AW N

—

2
g

Preface



We have continued our practice of including many real-world illustrations based on
the testimony and experience of successful managers whom we have known. As in
earlier editions, we emphasize business and industry and the professions. We do this
with the belief that those of you who read this text are preparing for diversified careers
in education, law, agriculture, and the health sciences, as well as in business and other
professions. To that end, we have again concluded the book with an appendix on
careers in communication, suggesting positions and career options available to those
with communication training and skills.

As in the previous edition, we devote much of the first section to the
importance of effective communication practices in developing a productive and
satisfying organizational climate. We use numerous examples from contemporary
business literature and from our consulting experience. We also establish the
relationship between theory and practice. The second chapter, for instance,
discusses contemporary management theories, linking them to communication
practices. Management is presented separately from small group leadership and is
clearly tied to actual behavior and communication skills.

The sixth edition’s major changes appear in chapters 1, 2, 3, 4, 9, and 11. The first
chapter articulates the nature of organizational communication in an increasingly global
and technologically sophisticated world. Chapter 2 presents a major new section on
issues facing contemporary managers, focusing on empowerment, globalization, quality,
reengineering, and managing diversity. The third chapter reorganizes the traditional
material on formal communication channels and adds a unit on external channels. In
the fourth chapter, the employee rights section is enhanced by further examining the
right to privacy and emphasizing ethical issues presented by electronic technology and
the potential for surveillance—of both individuals and entire organizations. Chapter 7
presents new resumes for students to examine as potential models and critical exercises.
In chapter 9, we have added a major section on using technology to support groups
with a special focus on group support systems. Chapter 10 now includes the material on
approaches to the study of leadership but presented in the specific context of small
group leadership rather than within the more general perspective of management (as in
earlier editions). Chapter 11 minimizes the material on mediation and emphasizes
instead broader notions of conflict management by acknowledging diverse conflict
styles, introducing a collaborative model of conflict management, and discussing
technology as a potential conflict management tool. Finally, the public speaking
chapters provide a number of fresh examples, with chapter 13 presenting a detailed
model speech outline.

As in the past, our book is peppered with Business Briefs—some depicting
contemporary illustrations of theories, research, or principles we are discussing and
others presenting overviews or summaries. Each attempts to highlight or illustrate
important concepts elaborated in the text. Over fifty percent of the briefs are new to this
edition.

Many people have contributed to our personal communication effectiveness. We
think it appropriate to acknowledge their contribution to our still-developing skills.
Professors J. Jeffrey Auer, James R. Andrews, Raymond G. Smith, Richard L. Johannesen,
Robert G. Gunderson, Paul Batty, and Dennis S. Gouran and colleague Herbert G.
Melnick taught us by word and example the techniques of effective communication.
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Our friends and colleagues at Indiana University and Melnick, Baird, Williams and
Fisher, Inc., have shown us the pleasures and successes that good communication can
bring. We would also like to thank the reviewers of this edition for their suggestions
and comments. They are Claudine SchWeber, University of Maryland University College;
Brant Short, Idaho State University; and Robin Vagenas, University of Delaware.

Finally, we are indebted to our parents, whose encouragement, support, and love
have been sustaining forces in our lives. To them, we again dedicate this book.

Patricia Hayes Andrews
Jobn E. Baird, Jr.
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The unquestioned
autbority of managers
in the corporation bas

been replaced by . . . the
need for managers to
persuade rather than to
order, and by the need to
acknowledge the
expertise of those below.

—ROSABETH Mo0ss KANTER
THE CHANGEMASTERS
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you want for yourself, on both a short-term and a long-term basis? Short term,
your goals may be relatively specific: obtaining an entry-level job with some
organization, being promoted to some higher level position, getting a raise, achieving a
particular grade in a certain class, or graduating at a certain time. Long term, your goals
may be less well defined, but definite nevertheless: financial security, happiness, status,
love, the chance to make a lasting contribution, and so on. Whatever your goals—
whatever success means to you, both short term and long term—a few important facts
hold true:

’ I M| hink for 2 moment about success. What does success mean to you? What do

1. Much of your professional success will be achieved through your participation in
some organization or group of organizations.

2. Your professional success will be determined to a significant extent by your skills as
a communicator.

Let us examine each of these facts one at a time. First, the success you achieve will
probably come through some organization. The reason for this is simple: our society is
composed almost entirely of organizational entities. Indeed, whenever human beings
gather together for the purpose of accomplishing some goal, organizations are born.
Some are informal and loosely structured; most are characterized by deliberate structur-
ing and formal divisions of power, labor, and authority. Whatever their nature and
scope, however, we seldom escape their influence. We are born in organizations, edu-
cated by organizations, work for organizations, and spend much of our leisure time in
organized activities.

Second, your ability to succeed will be determined largely by your skills as a com-
municator. This is true in a number of respects. Your ability to enter an organization in
the first place depends heavily upon your communication skills. Hafer and Hoth sur-
veyed 37 companies representing a broad range of industries, from manufacturing to
public service.! They asked employment officers in those companies to rate a list of job
applicants’ characteristics according to how important those characteristics are in their
selection decisions. These characteristics are listed, in order, in Business Brief 1.1.

While oral communication is listed first, it is important to note that many of the
other characteristics are also types of communication skills: appearance is an element of
nonverbal communication, for example, just as enthusiasm, assertiveness, loyalty, matu-
rity, leadership, and initiative are typically shown most clearly through communication
behavior. And as we shall see very clearly in a later chapter, the employment process it-
self is an exercise in oral and written communication. Perform well in that process, and
you have made the first step toward success.

Once you have joined an organization, your ability to move up, to obtain additional
responsibilities, and attain higher status, will be determined by two important elements:
your technical skills and your communication skills. You perform your job well by skill-
fully completing your assignments. As others learn of your accomplishments, however,
you gain prominence and begin to move up within the organization. Written memo-
randa, for example, are important “advertisements” of your identity, your achievements,
and your skills as a communicator, Meetings, everyone’s favorite target for criticism, also

An Introduction to Communication in Organizations 3



Job applicants’ characteristics, listed in order of their importance to company
employment officers making selection decisions.
Oral communication skills

Motivation

Initiative

Assertiveness

Loyalty

Leadership

Maturity

Enthusiasm

Punctuality

Appearance

Written communication skills

SO0 A UlE W0
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provide opportunities for you to demonstrate your knowledge and communication
skills. Presentations of project proposals and progress reports give you a chance to
create a positive impression in the minds of the people in power in the organization.
Certainly, doing your job well is important. But communicating effectively is equally
important (see Business Brief 1.2).

When one reaches the top of an organization, communication activities occupy vir-
tually all of one’s time. Several years ago, the administrator of a large hospital kept a
detailed record of his activities during ten consecutive work days. Of his 5,186 minutes,
approximately 70 percent was spent in oral communication, about 17 percent in writing,
and less than 13 percent in activities involving no form of communication.2 To get to the
top requires communication skills; to perform effectively once you get there requires
even greater skill.

Clearly, communication skills are crucial for upward mobility in any organization,
regardless of specific job or profession. But there are also a substantial numbet of posi-
tions (apart from management) that place a particular emphasis on communication.
These positions include personnel interviewer, employee relations representative, train-
ing coordinator, speech writer, customer relations representative, fundraiser, consultant,
sales representative, and investment account executive. We discuss the specific knowl-
edge and skills needed for effective performance in these and other careers in the
“Careers in Communication” appendix at the end of this book.

Of course, as we move toward the year 2000, organizations are changing, some-
times at an unprecedented pace. Some changes have been brought about by advances

4 Communication in Organizations



The higher you move in an organization, the mare important communication becomes to
your overall job performance. Indeed, some believe that communication style becomes
more important than technical skill.

Andrew Sherwood, president and CEO of Goodrich & Sherwood Company, the
human resources firm, says that “meeting goals and objectives are quantitative
measures of ‘what’ you do on the job—'what' you're being paid for. When you begin your
career, and until about age 35, ‘what’ criteria are generally used to judge work
performance. After age 35, however, when most people move into middle management
or beyond, performance criteria begin to shift and style becomes more important.”

After this point in your career, "how” you do your job becomes most important. The
‘how” criteria include such things as “how you relate to your superiors, how you interact
with your peers, how you handle and motivate people, and how you communicate,”
Sherwood explains. “The higher you rise in your company, the more visibility you have,
the more you become a public figure—the more important ‘how’ you do your job
becomes,” he says.

Sherwood'’s conclusions are based on interviews with over one hundred company
executives. When he asked them to rank performance criteria, middle managers said
good performance is composed equally of “how” and “what” factors; vice-presidents felt
performance is 70 percent “how” and 30 percent “what,” and corporate presidents said
the value of *how” to “what” is 90/10.

From “As You Climb the Ladder, Style Counts,” Management Review 76 (May 1987): 9.

in modern technology, others by developments in the economy, and still others by the
increasingly global environment. The world marketplace has many participants, of
which the United States is only one. Over 100,000 American companies are doing busi-
ness abroad; about one-sixth of our nation’s jobs come from international business.
American-made products are increasingly rare. At the same time, jobs are changing.
Cetron, Rocha, and Luchins predict, for instance, that five of the ten fastest growing
careers between now and 2001 will be computer-related.? The typical large business
will be information-based, composed of specialists who guide themselves based on
information from colleagues, customers, and top managers. Even now, one out of every
two Americans works in some aspect of information processing. The new technologies
offer change as well as opportunity.

Recognizing these changes, the purpose of this book is to help you develop the
communication skills you will need to be successful in whatever career and organiza-
tion you choose. We begin, then, by defining and examining organizations and organi-
zational communication.
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