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ABSTRACT

Communication is a central feature of human lifbe Tability to talk is the very
feature that distinguishes us from our primate stace. Knowing how to use
language effectively gives the bearers of this Kedge power over their
environment and an upper hand in their dealingk wailhers. Thus, understanding the
importance of communication in management is aerdis tool for managers who
wish to build and develop their organisations armirt staff within these

organisations.

This thesis takes a case study view of managefr-stahmunication at a South
African university. In this study managers andfstaémbers contribute their feelings
on current communication practices at this orgdiwsa through an online
guestionnaire and in-depth interviews. In an intetipe paradigm this thesis answers
three central questions: 1) what role do managaisstaff think communication plays
in their working relationships, 2) what do they gave to be effective and ineffective
communication strategies and 3) What strategies tb@y suggest to enhance

effective communication?

Through in-depth qualitative research and numeridata analysis this thesis
discovers central themes that pertain to the eWedtow of communication in this

organisation. These themes include: motivation pralse, the role of listening,
building relationships, respect, acknowledging mhdanguages and cultures,
building teams, communicating frequently and usiegiail and technology

effectively, as well as keeping notes of meetingd discussions. Challenges to
effective communication include not having enouighet suffering from stress, and

the challenges of physical space and distance.

By paying attention to basic human principles, sashthe fact that acknowledging
people for a job well done encourages them to parfavell in future, this thesis
relates the general concepts of communication atbgement theory to the specific

realities and individual, personal experiences ahager-staff communication. In this



way it sheds a beam of light on management comratiait practices and points the
way towards an ideal where managers and staff mesnise communication as a tool

of empowerment and understanding.



ACKNOWLEDGEMENTS

This thesis would not have been possible withoveis# people who held me, and

this research, together through the process.

The first person, who deserves great acknowledgeiet thanks, as well as my
eternal love and gratitude, is my husband, JodwBal Thank you, my love, for the
time and effort that you put into my thesis. Thaoki for all the weeks and weeks of
effort that made my online questionnaire a triumfere is no way the questionnaire
could have been as successful, were it not forhtwed-coding you lovingly put
together. Thank you, too, for your constant supgbroughout the process, the
numerous cups of tea and hugs, your patience WweHang hours when you should
have been sleeping but | was disturbing you as rkea into the night, and your
understanding when | said “I'm sorry, love, | cadt that now because | have to
work on my thesis”. The sacrifices you made in ortheat | might complete this

research have made this a fuller, richer produdtfanthis | am eternally grateful.

A second, fantastic person who deserves my thanks/isupervisor, Hennie van der
Mescht. Hennie, “you are a leader and a livewili¢iank you for coming through this
process with me. Thank you for meeting me, throcmnpromise, at an ontology that
we finally both agreed upon. Thank you for the ilagting discussions we shared,
your encouraging responses to my work and yourusidbm for this research. | only
wish we could have more time to discuss these bbmprissues in greater detail.
Although we may part ways | will never forget thengje steering that you did to
direct me and this research in the right directibfay you continue to “bubble,

bounce and brood, recall, reinvent and review,iregjgnite and incite new depths in
work and in Taylor” for all the students who paksotigh your capable hands in

future.
To my friend, Jock, for your support with the ialtquestionnaire, | thank you for the

time you took to help me and hope | will be ablepaty you back in coca-cola one
day.



To Gwen, my mutual-mentor, thank you too, for beiagsounding board, an
encouraging listener and an always enthusiasticofamy research. You gave me
confidence when | was struggling, and faith in niyddook forward to returning the

favour!

To Peter du Toit and Francis Mdlongwa, thank yaulfeing encouraging managers
and management-tutors. Although you never taughtooeses, the lessons | learned
by implication and from your leadership inspired tngake this course of action. We
may have already parted ways but | am coming tdiseeanore and more the

formative role that your attitudes had on the wapproached this research.

To my mother and editor, thank you for your patieniting and interest in this
research, even though it was from afar. Thank podhfe hours of discussion we have
already had on this topic, and for the many, mawyenhours we will spend waxing

eloquently on similar subjects in future.

To my Daddy, thank you for always supporting my eagurs, even if they didn’t
make much sense to you at the time. And thank ywuafways communicating
honestly and with integrity. In some small way ystory-telling skills have inspired

me to carry on telling my own story.

Finally to all the friends and family (including iHay Mayger and all the ladies at the

office) who have had their ear bent about the glrgjof doing a Masters degree part-
time, while working a full day. Thank you for yopatience! | hope this research will

validate the tedious hours that you spent pacifyiregas | struggled through this beast
that occupied so many of my waking hours.



TABLE OF CONTENTS

Chapter 1: INtrodUCHION ..........cuuuiii et cerree e 1.
1.1 The human COMMUNICALON .......ccoeeeeeieeeeieeieieee e e e e 1
1.2 A personal communication NiStOrY .........cceeeeiiiieieeiiiiieeeeer e 1
1.3 Research topic, question and goalS .....ccccooeveeiiiiiiiiiiiii e 4
1.4 Research approach and tO0IS...........cceeccceeeeei i 5
1.5 Thesis structure and chapter CONTENLS .. eeeeeeeeeeiiiiiiiiiiiiieeee e e eeeeneens £

Chapter 2: Literature reVIEW .........ooiiiiie e e e 9
2.1 Communication and management............ceuuuueeiiiieieeeeeeeeee e 9.
2.2 Defining COMMUNICALION ......cooieiiiiieet s e e e e e e e e e e eeeeeeeeeeeeeesnnn e 10
2.3 Why study communication in management? ...ccccooooeeeeeeieeeeeeeeeeiiiinn 12
2.4 Communication in management theory ... crrrrreerernnianeeeeen 10
2.5 Social theory: language, society, organlsatmrd;mdlwduals ........................ 22
2.6 Communication in the context under Study ..., 25
2.7 Management or 1eadersShip? ..........co.scoceeeveeeeveeiiiiiee e e e e e e e e eeeeens 26
2.8 Leadership TREOIIES........uuuuiiiie e emmm e 28
2.9 MOTIVALION ....ceiiiee i rrree et e et e e e e e e e e s s naannne 29
2.10 Language, power and misunderstandings ...ccccae..eeeeeneeeeeeeeeeeeeeeiiiieens 31
2.11 Organisational COMMUNICALION ............commeeerennnnninaseeeeeeeeererrreeernernne.. 34
2.12 Current research into organisational cCommuigICa.................ccceeeeeeeeerrnnnns 35

Chapter 3: Methodology ..........oiiiiiiiiicce e 38
3.1 A refresher: this study’s research questiongals...............cccccvvvvciiieeeeennn. 38
3.2 Methodology INTrOAUCTION ............uuieiimmeeriiiit e 38
3.3 Choosing the interpretive paradigm........cccceuuvviiiiiiiiieiieeeeeeeeeeeeeeeeevinniens 40
G |V =1 T Lo LRSS 41
3.5 TNE CASE eiiiiiiie e ettt e e e e e 42

3.5.1 Describing the organiSation ............«..eeeeeeeeeeeeeeeeeeeeeeeennneee 43
3.6 DAt COlECHON ....uvviiiiiiiiiiiiiee et e e e e e e 45
3.6.1 Quantitative data collection (QUeStIoNNAIL.)............ueeiiiiiieieireeiiieeeeeee. 46
3.6.1.1 Why @ qUESHIONNAIIE?.......uveeiiiieeeeeeeeeeeeeeeeeaene e e e e e e e e e e e aeees 46
GBI G B 1o o | (o 11 o PSP 47
3.6.1.4 Selecting potential questionnaire respoisden............cccceeeeeeeeeeennn. 48
3.6.1.5 Questionnaire delivery mode (online) andcstire................ccceeeeeeee. 48
3.6.2 Qualitative data colleCtion (INtEINVIEWS ) .vvvvvvrerrreniiieaseeeeeeeeeeveeeeennnnns 49
3.6.2.1 Interviews and sample Selection .....cccccceeeiiiiiniiieiiiiies 49
3.6.2.2 INTEIVIEW CONLENIS ...ttt 51
3.7 Data analysis: thematiC grouping........cccceeeeeeeeiiiiiiiiiiiiiire e 51
G < T I ¢ = Vg o U] = o) o SO 52
3.9 Ethical IMPlICALIONS ......uueiiiiieee e eeee e eeeeees 53
G O I 1 = 11 0] PRSPPI 55
3.11 Generalisability .............uuuuuuunnnn e s 56
.12 VANAILY ...ttt sttt ettt e e e e e e e e e e e a e e e e 58
3. L3 RElI@DIIILY ...ttt et e e e e e e e e e e e e e e e e e e e e e eeeas 60

Chapter 4: The Data..........cccuuuiiiieeees e e et eeeeeeaa s 1.6
4.1 QUESHIONNAITE AESIGN....cciieeeeieee et e e e e e e e e e e e e e eeeeneeeeees 61
4.2 Questionnaire testing and implementatioN.......cccooveeeeeeeeeiiiiieeeeiiiinnnn... 1.6
4.3 QUESLIONNAINE CONTENTS.....cciiiiiiie e e e e e e e e eeeeeeeeeens 62



4.4 Encouraging thoughts on questionnaire respdsdeteraction with the

(o [UT=TS] (0] ] o = 1 64
4.5 Tabulated qUESEIONNAITE rESUILS........ .o eere e 66
4.6 Explaining the table ... 74
A7 INTEIVIEWS....eiii ettt e e e e e e e e e e e et e e e e e e et aeeaaeeeeetaaeees 74
Chapter 5: Quantitative data diSCUSSION ... . eeeeereerenniieeeeeeeeennnns 01
5.1 Explaining the numerical analysis of question.l..............ccccceeeeiiviiiiveiinnnns 77
5.2 Presenting the numerical analySIS...... . ceeeeeeeeeiiiiiiiiiiee e e eeeeeens 79
Chapter 6: Qualitative data diSCUSSION ......cccececiiieeeiiiiiieeeiieeeeeeiiee, 91
INterview fINdINGS ....coovveeie e e 9l
6.1. General communication, awareness of commuartat.........................ooeee 92
6.2 HOW MUCKH T0 KNOW .....coiiiiiiiiiiiiiie o et e e e e e e e e e e e eeeeene e 96
6.3. Communication POIICIES ..........uuuuiiieeeeeeiiiiie e 103
6.4. BOAY aNQUAGE ...oeieiiiiiiiiieee e 105
6.5. Effective COMMUNICALION .........uue e e e e e e e e e 105
6.5.1. Motivation, praise, encouragement and SUPPOL............cccecvvvvrvnnnnne 107
G N 1S (= o [ Vo PSP 113
6.5.3. Building RelationSNIPS...........ceii et 116
B.5.4. RESPECT...ccuuiiiiiiiii ittt s ettt e e e ra e 117
6.5.5. Language and CUlUIe ...........uueiiiiieieeeeii e 118
6.5.6. TEAMWOIK .....cceeiiiiiiiiiiiii i ee e e e e e e e e e e e e e e e e e e e e eeeee e aa i nnaaanees 120
6.5.7. Communicating often, face to face .....cccceeevviiiiiiiiiiiiiciciii e 122
6.5.8. Email, technology, and keeping it in writing.................oiiiiiiiieennnnn. 124
6.6. Challenges to effective communication: timeess and availability............ 128
B.6. 1. TIMIE .ottt ittt ettt e e e e e sttt ettt e e e e e e e e e e e e e e e s e n i nnae e e e e e e s 129
L TS 1 =11 131
B.6.3. SPACE ...ttt ———————— e 134
Chapter 7: Drawing it all together ..o, 137
7.1 Management and COMMUNICATION ..o eeeeeeeeeeeeeeaaaaaiiieienreeeeeeees 713
7.2, MOUVALION.....ceiiiiiiiiee e s s e e e e e e e e e e e e e e e eesseeeeneeeeerennes 140
7.3. Management versus leadership.......coocceeeeeeiiiiie 141
7.4. Comparing the results of this study with psiidid research ........................ 142
Chapter 8: CONCIUSION .......uiiiiiiiiiii e 146
8.1. Review of Chapter CONENTS.........c.ueeeeee e 146
S T 1 o [T T RSP 148
8.3. RECOMMENAALIONS......ccci e ettt e e e e e e e anaanee 150
8.3.1. Recommendations for practiCe .........cceeeeevvvvviiiiiiiiiee e 150
8.3.2. Recommendations for reSearch.............uuueeveeiiiiiiiieeee e 151
S I 0 r= 110} 152
8.5. CONCIUSION ...ttt e e e e e e e e e e e e e e rnnnneeeeennnes 154
] (=] (=] L0 =T S 156
Y o] o1 o |Gl PSSP 161
Y o] 01T o [>Tl I = PR 162
APPENIX D ... 171
Y o] 1= 1o | >t | oS 180
APPENIX T .. 194

Vi



Chapter 1: Introduction

1.1 The human communicator

Perhaps no endeavour has received more attentitort, eand
creativity than has the communication of humand weach other.
From drawing on cave walls to burying time capsweshe moon,
people strive to share their thoughts, their fetrsir history with
others (Campbell, Corbally and Nystrand, 1983:146).

Communication is a word with a rich history. It cesnfrom the Laticommunicare
meaning to impart, share, or make common (Pet€&99:7). We understand our
world, make sense of it, analyse it and grapplé& wiby using words. Whether they
are words in our own heads or whether we do italtiirtg it out with others, the fact
remains that human beings are natural meaning-makks we have evolved,
communication has come to play an ever more cemti in our lives and
functioning. As Peters (1999:1) reminds us, “Humavexe anciently dubbed the
‘speaking animal’ by Aristotle”. It is our abilitto make words, to use words, and to
grapple with words that grants us a privileged @l@chistory and

on this planet.

1.2 A personal communication history

It is this ability to communicate that has occupedentral role in my life and the
reason that | turned to communication as a waynofetstanding management and
difficulties | observed and perceived with managemeommunication in an

academic organisation.

| come from a line of communicators. My paternahrgiparents escaped from
Germany just before World War 1l and, as GermantE&hgpilinguals managed to
survive and prosper in South Africa, an emigranteimain those days, and a cultural
melting-pot in these. My mother's mother broughtioze of language with her
through her profession as an English teacher. Aagehrl remember most from
childhood visits to my grandmother was “Yoan but the question isay you?”
when asking for a sweet or other such childishquea The granting of said pleasure



was only accomplished when | produced the corresngratical structure. As | was
growing up | was constantly referred to the dictignwhich occupied the place of
pride on the lounge coffee table. The dictionaryg wee central text around which our
lives were based, not the bible, as in many othateamiddle-class Judeo-Christian

homes. Studying communication came naturally to me.

What did not come naturally, or rather, what becaame interest that required
somewhat more work, was management. As a newlyugtad student confident in
my ability to be able to manage people, but denied opportunity, | fell into an
organisation, theSol Plaatje Media Leadership Instituteshere management and
leadership, as one might predict from the nameymied a central role. Glancing over
the “readings” given to students of the Post-Gréallaploma in Media Management
course, | realised that management was not thelesitagk | had imagined, nor was it
a task with which even current managers could cople a great degree of ease.
While both managers and management literature asaljnthere appeared to be a

great demand for courses and workshops to linkr'yhaed action.

However, it was in my own working life that the rhogrofound impact of
management was felt. Although my first “full-timgdb came with managers whom |
could respect and even admire it also came withawareness of managers (not
necessarily my own) who, quite frankly, did notreet® know what they were doing.
Moreover, the organisation under question, fromhugnble viewpoint, often did not
seem to care much about how their staff felt ortvtheir dilemmas or difficulties

were.

As part of my job | was fortunate enough to be dblevalk around the university a
fair amount and to interact with several departmerid divisions (the distinction
between departments and division being their academn non-academic focus,
respectively). It was in the finance division théitst observed a spirit of discord that
| believed more effective management could rem&ddgzens of over-worked, under-
paid, dissatisfied, frustrated workers decorates lasement offices and corridors.
Yes, there was humour and humanity in the dingyidors, but it was not easy to
find. Indeed, sometimes it seemed as if my boubcypbly “Good morning, Anne,

how are you this morning?” had a surprisingly laiggact on one amazingly



efficient, dauntingly rule-bound finance worker lwitvhom | had almost daily

contact. | would also notice when | called peoptetloe phone and identified myself
that their vocal response would change from theno$iurly, or simply over-worked,

response that would generally indicate to thedistehat they were busy, important
people not to be disturbed, to a more kindly antt@naing attitude. In fact, it was the
odd occasion when | would identify myself on thiepéone to someone | knew and
liked that | was surprised at their response intdigadispleasure. Occasionally it was
because they were clearly too busy to be disturbednore frequently they had

simply mis-heard my identification or not recogmisay voice. This made me even
more certain that there was some kind of link, heeveenuous, between effective

communication, management and happiness at work.

“Why is it”, | asked myself, “that these hard-wargi people, clearly hell-bent on
making sure things run smoothly and sustainingfitiencial life of the organisation
they support are so desperately unhappy?” My mirmhdered around ways of
improving their situations and came up with thitige painting their grim dirty-white
walls in brighter, more cheerful hues to offset diféused light that found its way into
their basement windows through grimy curtains andeed, replacing the grimy
curtains themselves. A simple coat of paint, Irlaiscovered at a subsequent job, did
make an enormous difference. | found it much mdeagant to work in an Arts
Education office with bright yellow walls coveredtiwrainbow-hued posters. Even
the finance division painted their walls cream, rdually. It looked stunning, and |
dare say they felt more valued and cheerful inrtljes. But my suggestions to
improve the lot of the workers in the dingy basetrmorridors fell on deaf ears. It
seemed as if there was simply no way to feed stiggesup the chain. Those at the
bottom recommended | approach their immediate memsagvho recommended |
approach their managers in turn, and so-on anarse-tntil | felt it was not really
my place to take up an issue with the executivesnielves when | really had no

involvement other than a passing (albeit passigmaterest.

And so it was out of the grim corridors that litgrascreamed “old administration” to
me, the reluctance of junior managers to take siyeis with their “superiors”, and my
own personally rich background in communicatiort thy interest emerged. | wanted

to know what role communication played in managamé&id managers at this



organisation give enough time and attention tortile of communication in their
daily tasks? Should managers have paid more aitetdicommunication? And what

if they did? Would the situations of my embattl@lleagues improve?

Luckily 1 was fortunate enough to be employed bypgle-centred managers who
allowed me to take up a higher degree while bemgleyed full-time. It is in large
part thanks to them, their permissiveness andptifemcouragement, at least faith in
my ability to handle my job and to study furtherilghdoing so, that allowed me to
attempt to come to a greater understanding of tifeppiness | perceived at other
departments “out there” in the university.

1.3 Research topic, question and goals

So the title of my thesis was born:
Communication strategies in management. a case stydof interpersonal

manager-staff communication at a South African uniersity.

Whether in a retail store, school, bank, transpioriasystem, or
manufacturing plant, effective communication is esssl.
Communication is to an organization as the bloedsir is to a
person. Just as a person can develop hardenihg @frteries, which
impairs physical efficiency, an organization cavalep blockages
of communication channels, which impair its effeetiess. Just as
heart bypass surgery may be necessary to savesanjsltife, an
organization may have to revamp its communicatigatesn to
survive (Hellriegekt al, 2001:309).

Lunenberg and Ornstein (1991:185) agree that “comation is the lifeblood of

every school organization”. So the questions that asked here are: how is the
lifeblood pumping through this South African unisgy? Are there any places where
the arteries are clogged? And in these places, wlatlo managers have to play and

what tools do they have to act as linguistic paders?

My deeply personal interest is in the humans in@dlin communication at the
university under study. So, in answering the qoestiabove and in looking for
successful linguistic blood-pressure medication #tudy looks at as many university

employees’ perceptions of communication as possibl®rder to establish both



managers’ and staff members’ perceptions of curcenimunication practices in the
organisation and to engage them in suggesting lhdessvays of enhancing

communication practices between managers and staff.

The research questions guiding this research are:
1. What role do managers and staff think communicaptays in their work
relationships and how do they use communicatidheir daily working lives?
2. What do managers and staff perceive to be effectime ineffective
communication strategies?
3. What strategies can they suggest that might be tsgulomote or enhance

effective communication?

1.4 Research approach and tools

In answering these questions | use a methodolagyiriteracts in a personal way with

the individuals under study. In the interpretiveguigm researchers are interested in
“the meaningthat people make of phenomena” (Janse van Rensb0d:16) and so

| use questionnaires and interviews to gain petspmecfrom those who manage or

are managed in a university context.

Greenfield, Weber and Goffman (in Hodgkinson in ésrfeeld & Ribbins, 1993: xiii-
Xiv) use interpretation “to communicate meaningrfrone life-space and language
game to another.” They triangulate the understandof many individuals’
perspectives about an event to gain a bigger gatit and argue that

In this way we may come, not to a manipulative tetbgy of
power but to aVerstehena comprehension of the value-dynamic
complex of a real situation that is always time+whuand culture
specific (Hodgkinson in Greenfield & Ribbins, 19%di-xiv).

| seek to do the same, to comprehend the time-hospécific situation of
communication between individuals in an academgapisation. | choose to study
both the organisation and its individuals as phe case study. This is

a type of qualitative research in which data arthgy@d directly
from individuals (individual cases) or social ommmunity groups in
their natural environment for the purpose of stadyinteractions,



attitudes, or characteristics of individuals or upe (Leedy,
1997:111).

According to Leedy (1997:157) “A case study is amtdd to shed light on a
phenomenon, be it a process, even, person, ortobfjenterest to the researcher”.
This case study aims to shed light on the procdssommunication between
managers and their subordinates in order to fimiishand clues that can guide one
towards a more humanistic and strategically effectprocess of management-
communication. As Gummesson (2003:488) states:

The purpose of case study research is usuallymigstnd holistic,

to give a full and rich account of a network ofate@nships between

a host of events and factors.
This is certainly true in this case, where thentim is not to prescribe a way of
managing, or a way of communicating, but to seetwltaks and what doesn’t, from
the perspectives of those involved in these actmms daily basis, and to present
these findings so that managers in educationatutisns, and perhaps further afield,
can look at them and ask “What am | doing compavitd the people in this study

and what could | be doing better?”

The techniques that are used in this research dwearnthe research questions listed
above are both qualitative and quantitative. Thayolve, firstly, an online
guestionnaire and, secondly, in-depth, open-endeaiviews. Online questionnaires
are used to gather a wide range of perspectivessmnmewhat more superficial level,
asking respondents to choose answers from a sm@leofi questions, as well as
offering them a chance to add their own perspestwbere they feel the need to do
so. Interviews are conducted with individuals wheponded to the questionnaire and
indicated their willingness to participate furtheith the research. Although the first
is primarily a quantitative data collection techuegwhile the second is qualitative, as
Gummesson argues, “Whether research is labelleditajiv@ or quantitative is
immaterial. There is no genuine conflict; we shouse whatever tools are best suited
to assist us” (2003:487). Through using both gatlie and quantitative tools | am
able to triangulate the findings of general resedquestionnaires) with specific, in-
depth questions and answers (interviews) in a wagt torings a depth of
understanding to issues raised a) by the reseabjharquestionnaire responses and

c) during the interviews themselves.



The interpretive research methodology, case-styalyromch and qualitative and

guantitative techniques are further elaborated up&hapter 3.

1.5 Thesis structure and chapter contents

The structure of the thesis is as follows:

In Chapter 2 | review selected literature surrounding the adritremes of this thesis,
namely, communication and management. This chajgénes and describes both
terms, explains the need for communication as aagwment tool, gives a brief
overview of the history of communication in manag®eintheory, describes the
interpersonal communication process and discusasbeRry and Lemoine’s (1986)

useful model for managerial communication.

The chapter also touches briefly on social thedheories of motivation, the
distinction between management and leadership aletted leadership theories,
while contextualising communication within the onggation and the study. The
subtle relationship between management, power awdnmeinication and
misunderstandings is also considered and curregangsational communication

studies are mentioned.

Chapter 3 discusses the research methodology and techniglsssdiscussed are the
interpretive orientation, ethical issues surrougdine research, potential limitations
to the research, issues of generalisability, viglidand reliability, the research
technique and method (case-study) as well as tee iaelf. It then goes on to
describe the data-collection methods (pilot groggestionnaire and interviews) as
well as explaining how the research sample was ethaand the data-analysis

(thematic grouping) technique.

Chapters 4, 5 and 6discuss the data and findings evolving from theaddealing

separately with questionnaire and interview respsns



Chapter 7 consolidates the earlier chapters. It discussesvirell management in the
organisation under study is coping with the cur@rhmunication situation and how
management can make more effective use of comntioncaituations, techniques
and time, amongst other issues, to get both orgaoigl and personal messages
across. It discusses the data collected and redeisto the literature to make sense of
the findings within theoretical frameworks. In #&duh, while summarising the
research findings, it makes recommendations incjpies and techniques to enhance
management communication in organisations of alaimmature. Lastly, it also
discusses the potential value of this researclgesiong recommendations for further

study and acknowledging the study’s limitations.

| conclude with a review of the literature and gédor the future of management
communication. This hope is that all managers wéht to pay attention to how they
communicate with their staff and that this studyl o some way towards building

communication bridges across organisations.



Chapter 2: Literature review

2.1 Communication and management

“Perhaps no other aspect of human behaviour has beeclosely linked to the

supposed ‘special’ status of human beings” thaguage (Lieberman, 1975:vi). As
humans, the ability to speak sets us apart fromalsiand other life. As we speak we
try to make sense of our world. However, Lieberrfi#v5:1) says that

Human language is not a phenomenon that can be letatyp
divorced from other aspects of human behaviour lamghan life.
Language affects and indeed structures virtuallgsgects of human
behaviour including the way we structure our wantdl manage it.

Communication and management are two conceptshtnat existed since humans
began to organise their world more efficiently. hdltgh they have not often been
studied side-by-side or as two different aspectsthef same process they are
nevertheless inextricably intertwined because msinigggle to organise his world has
occurred, undeniably, through the medium of langu@gcording to Neal (1960:11)

Communication has made possible our great indgstrigur
commerce with other nations; our improved transgimm, modern
methods of agriculture, education, science; ouergsihment and
recreation. It is the real basis for our standafds/ing.

In this literature review the researcher focusedath interpersonal communication
and management and attempts to find a unifying ecmon between the two
fundamental human tasks. However, since “Commupoitais a good deal more
talked about than understood” (Thayer in Rogers Agarwala-Rogers, 1976:1) and
“Men, though managers, did not write about or r&iog management as such until

fairly recent times” (George, 1972:xv) this task@ an easy one.

In attempting to understand and synthesise thesecemtral themes this literature
review will cover literature relating to communiat, management and
management/organisational communication. The chapiegins by defining
communication and describing the need to study sitam important part of
management and as a way of enhancing managemést kkjoes on to describe a

working management-communication model that will lsed to examine



communication in the university context under stashyl continues to establish the
role of communication in management. | then atteangéneral overview of literature
relating to an evolution of management theory imeorto show the role that
communication has come to play in management oymriad of time as well as to
contextualise current management practices. | thetuss social theory and
organisations as well as communication in the odndé this study. Later, | draw a
brief distinction between management and leaderahgpexamine a few theories of
leadership in order to establish a superficial bassimilarity and difference between
the two. This is also to anticipate what managéisekt of as management and
leadership and help explain how they might usdd¢has interchangeably. | then look
at motivation as a part of management, particulartitin current management styles,
and outline some theories of motivation after whichtouch on management
miscommunication. Lastly, | offer a brief reviewaifrrent research into management
communication in order to contextualise this stadg compare research trends with

my own research.

2.2 Defining communication

Before trying to understand the role communicaptays in organisations it is useful
to define what this study intends by the use of wwd “communication”. The
Oxford English Dictionary (1989) defines communicat as “the imparting,
conveying, or exchange of ideas, knowledge, infoionaetc. (whether by speech,
writing or signs)...” But the use of the term “comnuation” seems to have
proliferated in the information age where commuta is immediate and
instantaneous. Currently a communications expertbeaanything from a linguist, a
public relations officer or a researcher in anydkiof language-related field to an
information technologist, a computer scientist awebsite designer, and many other
things in between. Communicating can be impartingpwkedge, receiving it,
undertaking communion; whole books have been writien the ‘idea of
communication” as a notion in itself. Coming to terms with whaimmunication
really is is not an easy task since communicat®nfien defined not so much as a

single entity but as an idea, a process, and auptad processes.

See “Speaking into the Air” A history of the idecommunication John Durham Peters. University
of Chicago Press, Chicago and London. 1999.
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In management books communication is usually ddfias imparting information
with a specific plan or result in mind, as in Ragand Agarwala-Rogers (1976:9)
where they claim to define communication as “thecpss by which an idea is
transferred from a source to a receiver with theention of changing his or her

behaviour”.

In this research, the term communication is usedld@ecribe the process of the
sending and receiving of messages between two ithdils. Communication here
includes the features that one cannot see or tdudhg meaning-exchange such as
affective features and cultural variables. Commaition here is a one-on-one process
and does not include messages sent from one-to-noangny kind of mass
communication. | do not use the term to includeemsices to multi-media or
computers. In addition the focus of communicationthis research is ohow the
messages are sent and received and what othersfguty a role in the effective

sending and receipt of those messages.

More specifically, communication is the “sortinglexcting, forming and transmitting
of symbols to create meaning in another personisdin{Rasberry and Lemoine,
1986:31). Symbols here are used to explain theebiggoncepts” that are formed
when people hear and try to understand words arpgref words. A symbol can be
as simple as a single word or as complex as a wideke or theory. Rasberry &
Lemoine’s model can be simply explained throughirtteimmary, as follows
(1986:31 — see Appendix I):

The source, or sender, is stimulated by some meetilye or
drive to send a message to a receiver. The sounseancode
the message by sorting and selecting symbols thrawghannel.
The receiver decodes the meaning of the symbots ms¢he
sender and interprets the message. Knowledgeyossit
experience and socio-cultural background act dteaih giving
meaning to the message. Finally the receiver retgptmthe
message and thereby provides feedback to the sender

In their model communication is dynamic (speakisgan activity that involves
ongoing behavioural changes), irreversible, preadiit involves the total person) and
interactive (it involves two or more parties) (Rasly and Lemoine, 1986:25). In
addition, they acknowledge that several factorscffiow people exchange messages.
Rasberry and Lemoine’s model (1986:31) indicated pgeople’s motives, thoughts,

11



decisions, skills, knowledge, attitudes and socilbuce all have the potential to affect
the way a message is encoded or decoded. Theswibita variables can differ
greatly between individuals who draw on their umigoackground knowledge to
interpret messages, making communication “a ristlyeature without guarantees”
(Peters, 1999:267).

It is vitally important to acknowledge that indivals bring many factors to a
communicative exchange. While Rasberry and Lemdémeh on some of these
aspects, such as gender, culture and power diffeserio merely acknowledge that
these differences exist is not enough to comertogavith the large impact they may
have on communication. In a much larger thesisoiilal be nice to be able to discuss
in greater detail issues such as interculturakdiffices, for example, but in this thesis
it must suffice to acknowledge the differences attdmpt to give a broad overview
of cultural theory if such points arise for disdossas a result of responses by

guestionnaire respondents or interviewees.

2.3 Why study communication in management?

Numerous management texts demonstrate the impertfraommunication as part of
daily human life and its useful role in managinghbpeople and tasks. This section
serves to demonstrate that the role that commuaicéias to play in organisations
has often been ignored in the past. Since commiimices often dismissed as being
as natural a human function as breathing, it iy éasinderstand how this perception
has been perpetuated. But communication is sucimaortant part of managing

people and organisations while enhancing produgti&nd keeping workers happy
that it is worth devoting a section of this litena review to it, simply to acknowledge

its vital role.

Communication is only one of man’s multifariouslgaictivities but
it is without doubt the one he indulges in mosg tme he cannot
exist without, the one that ensures his persona emllective
progress. In short, communication is man’s mostortgmt activity
(Fourie, 1977:introduction).

As Fourie points out, communication is central tonlan life. But has man’s most

important activity been given the acknowledgemaéat it deserves in management,
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another role central to human life and functionirg® far back as 1938 Chester
Barnard recognised the importance of communicationanagement, saying,

In an exhaustive theory of organization, commumcatwould

occupy a central place, because the structuren&xemess, and
scope of the organization are almost entirely deiteed by

communication techniques (Barnard, 1938:226).

Even though Barnard acknowledged the essentialofatfemmunication nearly seven
decades ago the consequences of this acknowledg&aemot been fully explored
until fairly recently. As the decades unrolled mgeraent as an exercise started to
focus more on achieving success through the effotiss of its human employees
and less purely on the bottom line. That is natayp that this was an entirely altruistic
development. It was more that management was bieginio realise that happy
employees could positively influence the bottoneliAs Semler (2003:113) says, “At
a company, profit, growth and quality will happenlyoonce employees feel it's
worthwhile to get up for work”. Effective communtean is an important part of
developing the relationships that make staff meslveaint to get up and come to
work day after day and management theory is evglinrecognise this fact as time
goes by. Thirty years ago Porter and Roberts (B)afgued that

If one raises the question ‘how important is it have good
communication in organizations?’ nearly everyondl wgive lip-
service to the answer that it is critical to thelfare both of
organizations and employees. [But] when it comeah¢oquestion of
what can or should be done to improve communication
organizations, or even to the question of what wevwk about the
subject, there appears to be relatively little agrent (Porter and
Roberts, 1977:9).

Thus, while managers started to realise that conwating with one’s staff was
important they did not really know how to go abalaing it effectively. Since the
1970’s the interest in communication in managenie® grown exponentially. As
interest in the subject has grown, so has knowledigehat makes it a success. Now,
in a new century and a new age, “the informatioe”adjuman knowledge of
communication has reached a point where, Haslamearg‘The plain fact is...
communication has never been more important thas mow. It is at the crux of
global development, business, politics and comnig2@02:20). Finally “the value
of quality internal communication and its relatibisto organisational efficiency and

effectiveness has been widely recognised” (Quinad &targie, 2004:146) and
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communication is coming to be seen as one of tlsentisl components of the
managerial process, as Hellriegehl. (2001:16) explain:

Of the six managerial competencies that we haventiitk,
communication is perhaps the most fundamental. 4$nigu can
express yourself and understand others in writtgal and non-
verbal... communication, you cannot use the other pggencies
effectively to accomplish tasks through other peopbr can you
effectively manage the vast network of relationshimat link you to
other people inside and outside your organisation.

A veritable catalogue of researchers acknowledgedle of communication at work.
Rasberry and Lemoine (1986: viii), van Stadsnal. (2002:12) and Quiblet al
(1996:1), agree that the importance of communipatio a business environment
cannot be ignored. In fact Rasberry and Lemoin&g)L9van Stademet al. (2002),
Quibleet al.(1996),Reuss and Silvis (1981), Tourish and Hargie (1298) Hoy and
Miskel (1996) agree that communication isemsentialcomponent of the managerial
process. Indeed, Reuss and Silvis (1981:5) mainttiat “organizational
communication isthe vital link in the chain of events comprising theopess of

managing a business” (their emphasis).

So why should we, as ordinary people, pay attentoncommunication as a
significant part of our every-day existence? Itaity might help managers motivate
their staff in order to achieve a bigger yield dngher profits at the end of the day,
but what does this mean for me? The simple answidai communication is not only
an important part of business; it also permeatesyeaspect of our daily lives. We
have evolved from the stone age to the informagige, with advances in speech and
technology that seem to go hand-in-hand. Being etbmmunicate with others has
always been a human challenge. More often thanhomhans who can communicate
better than others and as a result can persuaideii@vs on a course of action (be it
to take over the most sheltered cave to live mamfortably, or the weakest
company to grow a larger profit margin) often fitttkmselves in leadership roles.
Now being able to send, receive and understand comnwation in all its forms is not
just a luxury but a necessity for survival, morarttever before. In order for the fittest
managers to survive they need to hone their comration skills to perfection. As
well as training for an hour at the gym each magrémd eating a healthy, low-fat
diet, the “modern” manager must constantly exerdisgher staff relationships.
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Possessing persuasive and motivational skills widt encourage one’s staff to
improve their performance, efficiency, and develepirequires managers who are
willing to get to know the tools of effective mamggent communication so that they

can compete on an international level.

Fifty years ago Redfield (1958:x) discussed rapidnge as a feature of the increasing
need for “information handling”, as he calls effeetcommunication.

There is no doubt that the continuing growth ohgjiarganisations is
stil a major factor behind the interest in adntirasve

communication. But size alone does not explainether widening
interest. The increasing complexity of modern aalion —

technologically, geographically, financially — ishighly important
factor. Closely related to complexity is the factrrapid change,
which is a signal characteristic of the presentetiand of the
foreseeable future. Rapidly changing conditionsuireqever new
decisions, with new implementing policies and pchoes. Making
decisions, and implementing them, depends very ilyean an

optimum system of information-handling throughouthe t
organization (Redfield, 1998:x)

Even five decades ago rapid change was a featudaitf life and being able to
process large amounts of information gave an efficmanager the edge. Now we
live in an age where information is our currencyek financial currency has become
“virtual”, with real bank notes becoming less aadd frequently exchanged and bank
accounts simply a collection of ethereal numbarfrimation is, more than ever, an
interchangeable resource. It has always been liatekhowledge is power, but being
able to understand and contextualise the world egétbe and efficiency separates the
knowledgeable from the ignorant, both financialhdan hierarchy, even more in our
current age. Being able to communicate well, predeformation easily, and share
information in a way that makes it accessible gitetay’s manager a physical and
emotional advantage. It is time for managers tot dtailding up their “talking-
biceps”. Why? Because,

As a basic, dynamic process, communication undexigually all
interpersonal, organization, and administrativeialdes, including
formal structure, informal organization and cultumaotivation,
leadership and decision making. Communication skilherefore,
are essential tools for an effective administrgtéoy and Miskel,
1996:341).
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An effective administrator needs to be able to wstded and use communication for
a thousand different reasons. Unfortunately, th@redor knowledge often exceeds
the knowledge available, as Berry demonstratesis duote: “While the need for

good communication has been identified, the lackeskearch or establishment of
communication strategies... has also been highliglBedry in Quinn and Hargie,

2004:147).

It is within this framework that the “communicatiaudit’, a term which emerged in
the 1950’s (Tourish and Hargie, 1996:39) has gapwullarity. The communication
audit is designed to assess the “philosophy, cdacspucture, flow and practice” of
communication in an organisation (Emmanuel in Tsglurand Hargie, 1998: 177).
This can be a remarkably useful tool to accuragelyge the communicative practices
of an organisation. Unfortunately, though, it ig able to delve beneath the surface of
communicative events to discover the motivatiortsife communicative practices or
how employees feel about communicative activitidsctv occur in their business

environments, which is the real aim of this intetpre study.

This study seeks to look below the surface of managcommunicative practices in
an organisation and to relate the awareness oé thexctices with their efficacy by
using questionnaires to gain a bigger picture & trganisational management
communication practices and interviews to gain aendetailed perspective of real,

on-the-ground practices on an individual scale.

2.4 Communication in management theory

Since history repeats itself, it is useful to touoch where communication in
management has come from, in order to understante mbout management
communication today. Communication as a concepelialved over centuries, since
humans learned to talk. To try and describe théuéen of language and finally to
narrow it down to interpersonal communication wotalkle an entire thesis of its own.
Suffice to say thahow people talk has evolved as a site of study obws fairly

recently. Although this section simply speculates tbe origins of interpersonal
communication this personal conjecture may provideme hints towards

understanding the drive to improve one’s own comigation as an individual.
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The evolution of self-help books may have come atimae when personal
improvement and the constant drive to make ones#iktter” person were emerging
as areas of public interest. Dale Carnegie’s lamdmeark How to Win Friends and
Influence Peopl&vas first published in 1937, just after the Amenicpieat depression.
It came at a time when people desperately needdxtlieve in themselves and, |
would argue, had a significant influence on genenatof entrepreneurs. This book
does indeed contain a whole section on leaderstdpchapters on management and
communication. It includes useful management adlilee the fact that managers
must realise that “resentment caused by a brasr ardy last a long time” (Carnegie,
2001:213) and “It is always easier to listen tolaapant things after we have heard
some praise of our good points” (Carnegie, 2001 E¥9well as “Make the other
person happy about doing the thing you suggesttnétae, 2001:235). These are all
basic management principles laid down in poputardiure 70 years ago and yet this
book is still popular to this day, as attested ydhe recently published 2001 edition.

The book is still on sale after all these years.

Many of the principles discussedhtow to Win Friends and Influence Peopigolve
both management (of oneself and of other peopld)cammunication, because the
easiest and most lasting way of winning people @/éy showing an interest in them
and talking nicely to them. These are principlex thoth managers and staff identify
in this study. It is interesting to note that whilkey appear new and exciting to the
workers at this university they were identified aées ago in popular literature, and
centuries ago in classical discussions of the rattiman. Even Plato ihhe Republic
discusses both management (of the ideal societychwhie proposes) and
communication. He is aware of the double-edged dwoat is communication and
warns that story-tellers should be censored smatortell lies (Denning, 2006), just

as managers should be in this day and age.

From looking at texts from both decades and cestudago it would appear that
humans have always been interested in more effievays of managing their world
as well as using communication. But focusing omEgie’s more recent text it would
appear that a definite link between talking andivading had already made a huge hit
a few decades ago. This was also a time when reandgf our modern, western
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society) started to become aware that good manageand leadership practices were
accomplished by individuals within companies, noimpanies themselves, and that
improving one’s personal skills could improve onemanagement skills
simultaneously. At the same time as pop literatsteeted to focus on individual
discursive power, management theory began evoltomgards a more democratic
approach to dealing with people. This may be singlyopeful coincidence, but it
seems that since its beginning in scientific, tasknted management (early 1900s)
where communication was seen as a means to anifebdyas considered at all,
management theory has evolved to include indivelaald their needs as part of the
business structure, and communication is an impboaspect of this evolution.

The trend towards recognising the importance ofroamication seems to have arisen
with a new awareness of the significance of keemtgff and investors happy
(Tourish and Hargie, 1998; Haslam, 2002; Hoogetyd804; and Barrett, 2002).
Democratic management, in which communication playsentral role, is a more
recent management trend following on the heelseotuwries worth of management
theory beginning as far back as the Egyptians kakimg its mark more traceably in
the 19" century with Charles Babbage and the scientifioragch (George, 1972:vii-

X).

But, just as “management theory cannot be portrageah orderly succession of ideas
or a unified body of knowledge in which each imprment builds on and advances
the one before it” (Pinduet al. 1995: 75) so can communication theory within
management not be isolated into specific groupgsemids. However much we attempt
to make these patterns conform to fixed periodstimie or certain theorists’

perspectives they will always overflow into diffateeras and themes of management.

It is nevertheless useful to begin by looking ateaa which did not seem to focus
much on communication and the first modern traceaidnagement theory. The idea
of individuals as more engine than human comes Somntific management, based
on the idea attributed to Taylor that individuatail be programmed to be efficient
machines (Hoy and Miskel, 1996:9). Classical oditranal organisational thought,
into which scientific management falls, generallgnared psychological and

sociological variables (Hoy and Miskel, 1996:10)dacommunication along with it.
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Although Taylor’s intentions are often misconstruediterature the scientific school,
into which his management theories are believddlto

inclines toward the quantitative in methodology dhe realistic in
epistemology. It tends to eschew the qualitatiae, inponderable,
the intractable, and to avow the early Wittgensteiwhereof one
cannot speak, thereof one must remain silent” (@koason in
Greenfield & Ribbins, 1993:xi).

Administrative management, followed after the stfen management trend.
Administrative management “examines organizatissotal entities and focuses on
ways to make them more effective and efficient’n(Rir et al, 1995:60). This

management theory may have looked at communicasanfactor, but again from an

organisational perspective rather than an individua.

Interest in communication as part of managemenise® have stirred during the
first part of the 28 century. Redfield (1958) argues convincingly ttieg origins of
interest date to about the late 1920’s, or perketps.

One of the remarkable developments of recent yieatse business
world has been the growing concern of business gaasawith the

problems of communication. This is a relatively niewerest. While

no-one can pinpoint a date and say with assurdratebtisinessmen
then began to recognize the problems of commumpitatny own

observation is that, in general, concern with comication goes
back not more than twenty-five years and perhaps. |Redfield,

1958.v).

It is interesting to note that the observations enlagl Redfield half a century ago with
regards to problems of communication in organisatistill echo across the decades
to today. The awareness in management of a newdatdal with workers who were
becoming steadily dissatisfied with managementtenapts to pacify them with
increased (to a point) incomes and who were lookimgnore meaning in life and
work, is reflected in Redfield’s following words.uBiness was slowly starting to
realise that in a democratic culture communicagilayed an important role.

Executives discovered that silence was not goldehat
misunderstandings flourished in an atmosphere cfesyg; that
business, like other institutions in a democraoyld progress only
as far and as rapidly as it could carry with it tm@nsent of the
people, whether those people were acting in thapacities as
voters, as employees, as share-owners, as supplersas
neighbours.
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So management people in their turn began to try to
communicate. They improved their systems of ordeng.
They institute employee newspapers or magazinesy Th
conducted meetings or made speeches. They wroterslet
published pamphlets, produce slide films and motxctures
(Redfield, 1953:vi).

Five years down the line, as Redfield commentethen 1958 preface to the first

edition of his book, communication had been takpnrufull force by universities,

businesses and the general ruling public. And bakpreflective of the management

thinking of his time, looks at communication as @ae<o-many, non-reciprocal,

dictatorial tool to be used by those in power teeginformation to their staff. In

accordance with communication models of the timmmanication in management

was seen as a unidirectional process where a seedds a message to a receiver,

without any way of the receiver reciprocating saommunication, as in the Shannon

and Weaver model of communication (Borman, 1989:3hjs model, which falls

under the mathematical theory of communicationinfwrmation theory, represents

the idea that communication can be given in package. that the exact message

sent, minus a little bit of noise, is received e same package by the receiver as it

was originally intended by the sender. Borman’sonmfation theory talks of

transmitting information, a one-way process. Hessay

Communications engineers working on technical isl involved
in designing efficient sending-and-receiving equamin and
transmission lines developed the mathematical theaf

communication as an explanation of information asdransmission
(Borman, 1989:37).

In much the same way, managers used “communicatrdh their staff to describe

and explain orders to their subordinates, withoytr@om for feedback.

As communication models were evolving, so was mamegnt theory. It was during

this era that business began to be less of a priatiair, the concern of single or

isolated groups of businessmen who would “no meadity discuss his business

affairs than his family affairs in private”, and reoof a public concern (Redfield,
1958:vi). Redfield (1958:vi) says,

The depression of the early 1930’s; the gigantiowgn of
government and of regulatory official bodies; tiee rof the mass
labor unions, active, vocal, and frequently hostilédhese and
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other developments shattered forever the calm feriwaorld in

which the earlier businessmen had functioned.
Businessmen could no longer treat their business“aalm, private world” and make
decisions in private. Democracy was rearing itsdhaad ordinary people, realising
the role they could play in a democracy, were detimagnto have their say in the way
their government and to a certain extent the wajnass was being run.

The work of Mary Parker Follett, the findings okthlawthorne studies, and Lewin’s
work are examples of theoretical developments fgghhg the importance of the
human element in management, in terms of which comcation was seen to be
significant. In reaction to classical theory, thertan relations approach (1920-1940),
under the behavioural school, and particularly Maayker Follett within this school,
shifted the emphasis in management to increaseaviement of all members of
organisations in decision-making and problem-sgv(iiellriegel et al. 2001:59).
Communication between managers and employees adimgtto be given particular
prominence, as in the work of Chester Barnard (iégiel et al, 2001:60), who
believed that “people should continually commurecatith one another” and that
managers’ main roles are “to communicate with eyg#s and motivate them to
work hard to help achieve the organization’s go@4liriegel et al, 2001:60). This
focus on people brought along with it an increafeis on communication which
continues to this day. Modern approaches such mssPand Waterman'’s excellence
approach, which insists that “effective organizasiocontinue to strive for
improvement” (Pinduret al, 1995:74) will undoubtedly consider communication a
factor in improving organisations, since excellemtebusiness cannot come about
without excellent communication. Total Quality Maeaent (TQM) also includes
communication as a feature of their managementniqubs (Hellriegel et. al,
2001:68), since no organisation can produce topitgugoods and services without
top-quality organisational communication. Similarlgon-traditional management
theories, such as critical theory, post-moderniamd @ost-structural approaches
acknowledge the importance of communication sihesd¢ approaches use language,
not just for communicative purposes, but as anngisgéool of their trade.

It is difficult to place the role of communicatian specific management theories,

although management theorists try to place managgestges in little boxes, and it
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would seem to be appropriate to try and place ateeaf communication in the boxes
along with the theories, however inappropriate thight be. Unfortunately, as dos
Santos, Powell and Sarshar (2002:795) lament,

The constant and unstructured generation of nemsteand “new
theories” witnessed nowadays does not help eithdustry or
academia to consolidate existing ideas or deveipgimly new
ideas. In general, newer production theories doowoconcepts and
principles already developed from previous words, aherefore,
usually generate only a fraction of truly new knedge. Often the
main body of these “new” theories is only a re4iptetation and re-
configuration of previous theories in order to @allthe application
of them in a particular context and for a particydeoblem.

All in all, management theory has evolved in a saegiy parallel way to general
cultural trends. It is interesting to note that maromen are becoming involved in the
management of companies. One wonders how managestygmtwill evolve in the
future. Will more feminine qualities find their wapto management trends? Can
management become more participative and egaht@ar@r is there a break-even
point beyond which managers cease to manage arndtstplay a different role
entirely, such as a mentor, or, indeed, a leadbe?ahswers to these questions are not
yet forthcoming, but it is curious to speculatevamether management trends follow
social trends or emerge simultaneously. If thihescase, democratic management in
South Africa should certainly have had at leastytears of evolution. As always, the
guestion should be “what next"? A forward-lookingmager should be constantly re-
evaluating his/her practices and re-aligning theith véocial and environmental
changes.

2.5 Social theory: language, society, organisatiosd individuals

Porter and Roberts (1977:10) believe that

A basic unavoidable feature of complex organisatie that the
people in them do not work in isolation. Thus, gradentification
and role relationships, information transmissiamg ¢ghe process by
which information acquires meaning must be bettetenstood.
As seen from this quote, understanding an orgaaisand its behaviour can not only

be done by imagining a certain behaviour that dlessrthe organisation in its
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entirety.?An organisation is composed of individuals who giveaning to their lives
and work through interactions with other individualFor Weber”, says Greenfield
(1986:80) “the necessary unit for analyzing selfl aociety is the individual human
being”. Therefore the only way to truly understamdphenomenon, such as the
organisation and individual behaviour within thagjanisation, is by consulting those
involved. “It is the individual that lives and actsot the organization. It is therefore
the experience of individuals that we must seekutaerstand” (Greenfield,
1986:152).

Organisations and the individuals who work withirerh interact in complex and
intertwined ways. The organisation imposes rules@der on those employed within
it, but simultaneously those who are employed wiihiconstitute the organisation. It
comes down to the essence of what an institutialtyres.

The common view in organisation studies holds pgeaiple occupy
organisations in somewhat the same way as thepiinhauses. The
tenants may change but, apart from wear and teahadsic structure
remains and in some way shapes the behaviour gileeuithin.
(Greenfield & Ribbins, 1993: 2).

| disagree, believing that the structure of theaaigation can also change and re-
invent itself, while retaining the same name. Thizurred at Semco, a unique
company in Brazil that boosts record profits indllits endeavours. When Ricardo
Semler took over the organisation the first thiregdid was fire two-thirds of his
father's most senior managers. “l then spent thet m@o decades questioning,
challenging and dismantling the traditional busshgsactices at Semco” (Semler,
2003:9). And yet Semco, the organisation, stikhiretd its name, despite its radically
altered structure and functioning. This is, howeweunique example, and not often
repeated. Which returns us to the question of vamabrganisation is, if both the

tenants and the building can change.

2 It must be noted here that | do not take the plemmlogical perspective of an organisation thist it
simply a construct of human and social interacti@ssdescribed by Burrell and Morgan, 1979:273). |
acknowledge the physical existence of an orgawisatiut argue that it can only be understood thnoug
the perspectives of those it employs.
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In the past the organisation has been defined thsamoorganism, with complex needs
and drives, and the most mechanical of forces,oakcbr a piece of machinery.
Greenfield & Ribbins (1993:6) summarise this pecspe beautifully, saying,

In the one perspective, organisations are natinjacts — systems of

being which man discovers; in the other, organiretiare cultural

artefacts which man shapes within limits given ordy his

perception and boundaries of his life as a humamaln
To me, it seems outdated to think of an organisaéie a product and producer of
mechanical, predictable sets of instructions tkathuman employees must simply
follow diligently, without any room to make changes complaints, since
“organizations are, in Pondy’s (1978) term, ‘mudpbalous’, i.e. they have many
brains that sustain mind, meaning, values, anduuli{Greenfield & Ribbins,
1993:76). However, | believe it is also taking iteostep too far to believe that an
“organisation”, a solid, constructed building withles, goals, and set fixed outcomes
or products, i®only a product of the ideologies, behaviours and idiosgsies of the

people it employs.

In today’s organisation, a subtle interlinked natwof human intention and socially-
organised convention, managers or administratoes! ne involve the humans they
employ. This drive towards participative manageniat trend that should bridge the
divide between the organisation as a solid, taegs#tiucture and a product of
individual will. It should further encourage adnstrators to realise the human
intentions of its staff, indeed, of the organisatio its entirety, since, as Greenfield
(1986:152) puts it,

Organizations are the fagade that covers indivithtehtion and

will; they are the marionette show that dazzles decdeives an

audience — an audience of people who will themseioedelieve

the performance.
Organisations are therefore about the people whd wmothem, constitute them, and
enact the acceptable behaviour practices of thengsgtionat that point in time¥So
an organization is a set of meanings that peogtle@at, talk out, and buck up with
their own armamentarium of forces — psychologioadral and physical” (Greenfield,

1986:154).
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To look at communication in organisations is therefto study something both
intangibly accessible and indelibly embodied in titbee of the organisation, which
makes even a simple study of looking at variousviddals’ perspectives of current
management-staff communicative practices a dauritisk indeed. Yet, in order to
truly reflect on their own practices people needhimk about them, contextualise
them, and explain their behaviour to themselvege@iield (1986:154) asserts that
“Organisations are sets of categories arrayed Herlinguistic and other wars that
people wage among themselves”. So while manageamehstaff sit on opposite sides
of the fence, as in a bureaucracy, the power @iffees between them will confuse
and confound any attempts they may make at commatimic They will be fighting a
war among themselves where they are constantlycgimgl their verbal soldiers in
tactical battles, linguistically attacking each ethwhile seldom understanding that
they are, in fact, at war. Rabinow and Sullivan7@:8) believe that

Our capacity to understand is rooted in own selint@®ns hence in

what we are. What we are is a self-interpreting aafi-defining

animal. We are always in a cultural world, amidstwaeb of

signification we ourselves have spun’... When wettrynderstand

the cultural world, we are dealing with interpregias and

interpretations of interpretations.
To understand the meanings we make of communicatioth one another we need
to understand how we define ourselves and our tioten Hence, reflecting on our
language practices becomes a meta-textual neceSsitge humans are uniquely
defined by their ability to talk, the only way warcreally come to terms with our

originality and make sense of our world is throleyhguage.

2.6 Communication in the context under study

Bearing this in mind, the need for communicatioesearch is greater than ever
before. Not only do we need to reflect on commuiocain order to understand
ourselves better, educators have a responsillitymtierstand their practices better. In
academic institutions communication is essentidiy core business, since education
takes place by transmitting knowledge through laggu Educational institutions,
above all institutions, need to reflect on themgaage practices as part of what they

do. To teach without knowing what you teach is hgtiorant and irresponsible.
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Educational institutions are going through a prafsextreme turmoil in South Africa
at present. While they seem to have survived themwonent's merging of tertiary
academic training institutions (universities anchtaécal colleges) into fewer, larger,
more multi-disciplinary bodies of education theywnoeed to weather the storm of
academic audits. While this would appear to beradad-thinking step, designed in
theory to ensure the provision of high-quality estian at all institutions, in practice
it is more of a paper-pushing exercise that frastraacademics who really want to
teach but are unable to provide real quality teaghkliue to increased pressure on their

already strained schedules.

In the organisation under study communication du#syet seem to have registered
as an important part of formal management. Whes tbsearch began, no formal
policies, documentation or committees on commuitnaéxisted at the university
under study, suggesting the need for a greatesfonwrganisational communication.
Despite the fact that this organisation has madexpdicit steps towards embracing
communication as part of management, recent chatigéle structure of higher
education institutions in South Africa, the asstedaemphasis on the need for
accountability in universities and the subsequenu$ on quality assurance suggest
that South African universities must re-evaluate thefacpices, including their
communicative practicesThe need for greater quality and consistency Ishou
encourage academic institutions to try and incredfeetive communication in their
policies, procedures and management of staff, disaseencouraging managers and
staff members to better understand their own concatiue practices.

2.7 Management or leadership?

Where does management end and leadership beginfeHoost (2004:300) quotes
Bennis (1989) as saying that organizations arendf@er-managed but under-led”,
meaning that organisations tend to focus on manageas ‘getting the job done’ as
opposed to ‘getting the job done better’. Getting job done better would involve
managing people and their work environment to keepployees motivated and

enthusiastic.
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The management versus leadership debate is petteymnd the scope of this
research, but the issue of an excess of managemdrack of leadership has arisen

nonetheless. It is thus important to touch on ifferénce between the two.

Most management texts will use the terms “leadpisand “management” almost
interchangeably. For example, Hellriegel and Slo¢L#96:5) define a manager as “a
person who allocates human and material resoumtgésdmects the operations of a
department or an entire organisation”. Hellriegedl &locum go on (1996:8-10) to
include planning, organizing, leading and contngliunder general managerial
functions and roles. Leadership, however, “involughiencing others to act toward
the attainment of a goal” (Hellriegel and Slocurf9@:445). Gibson and Hodgetts
(1986:170), amongst others, define leadership dlnuntically to Hellriegel and
Slocum. But more often than not the terms are rmdindd separately at all. The
distinction, if it is acknowledged, is very sub#iad seems to focus on the difference
between a manager and a leader because of higleens a controller (manager)
versus an influencer (leader). Or, as Bennis irbBag and Lemoine (1986:324) puts
it, “The difference may be summarized as activinéwvision and judgement versus
activities of efficiency”. Communication plays amportant role in both vision and
judgement and efficiency although its function elif subtly between the two.

In the minds of managers and their staff the corscepmanagement and leadership
may also be muddled. While the study aims to ldokanagement practices and not
at issues of leadership it is very possible thatagars themselves may feel the need
to distinguish between the terms in order to elateoon how they or their colleagues
manage their work environments. By the same toikés possible that managers may
not believe that their roles involve leadershialatThe distinction is a fine one since
the terms are often not clearly distinguished amg nery well not be distinct in the
minds of the participants. It is, nevertheless,fulse® briefly touch on leadership
theories in order to elucidate how the literatuimms management and leadership as

separate entities even if the terms themselvelarkto distinguish.
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2.8 Leadership Theories

Despite the general lack of distinction between therds, “management” and
“leadership”, theories relating to the two terme alearly differentiated. Leadership
theories have followed a route from leadershipragéebuilt characteristic to a set of
behaviours that can be learned. Trait theory, emegrduring the 1920’s prefers to
view leaders as possessing “leadership”, a traih wihich one is born (Bernard
(1926) in Horner 1997). Behavioural theory triesdentify leadership styles, rather
than innate characteristics (Horner 1997:270). 8&lakd Mouton (1964), for example,
use a managerial grid to qualify leadership styl@smandi et al 2003:1077).
Contingency theories such as Fiedler's (1967) sdoal model, House and
Mitchell's (1974) path-goal theory and Hersey andrBhard’s (1970) situational-
leadership theory try to match leaders’ styles aitdations (Giles 1991:188-197).
Modern leadership thinking, however, has moved ftonmg to findonebest way of
managing a group of people, to the best way dajreup of people managing
themselvesas embodied in Manz and Sims (1989) SuperLeaigengtere, as Horner
(1997:283) describes it,

Instead of one formal leader holding the powers theory suggests
that the locus of control is shifted over time frohe leader to the
team. Taking this idea a step further, they belitzat employee self-
leadership is a critical aspect of successful teams

As Fletcher (1999: 155) states, “Effective intercammunication, leadership and
employee issues seem to be three generic aspeatsitiohl importance in the
potential success of any organisation”. As sudh important to pay attention to the
role of leadership in an organisation when focusiog communication and

relationships between managers and staff.

Understanding leadership theories helps to placeagement theories and trends in
perspective since the two terms have often beerd usterchangeably. The
overlapping nature of these terms will be testedhimge in the study themselves who
are in no way encouraged to use the term “leader#{s such, “leadership” is a term
that can safely be ignored, until a manager hinséi€brings it up. From pilot studies
it has been observed that certain managers tendedleadership” as part of their
daily discourse, which would indicate a higher aamass of what is involved in being

a leader. It is possible that good managers maybixieadership abilities and
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tendencies as well as good organisational skilleerhains to be seen whether using
communication effectively may separate managers hde vision and judgement
from managers who are solely focussed on efficieayd unfortunately this may
still not be possible to establish accurately gitrennature of this research, its limited
focus and scope, and its focus on communicatioherathan management or

management styles.

Yet leaders are an integral part of the organisatgdmultaneously justifying the
behaviours embodied in the organisation and engmgapeople to follow them in
these behaviours. As Greenfield comments “The ¢dsgaders is to create the moral
order that binds them and the people around thdmay Wweave the social fabric that
allows us to be, to exist” (1986:159). Greenfigltks of a teacher who sees the work
of a leader, himself, “as a performance given Bkidul actor before an audience that
dares not disbelieve, or chooses not to disbelighat it sees” (1986:159). So leaders
need to direct the performances of those employowbthem, while at the same
time maintaining the belief by the audience (thstiaff) that this play is worth

watching.

It is, in this day and age, nevertheless somewhdicel to distinguish between
managers and leaders since:

Practitioners can no longer be considered as mas\agetotums, or
functionaries dedicated to some gospel of effigrenand
effectiveness in the tradition of Herbert A. Simdns heirs and
successors. On the contrary they must becomediti@dto all that,
active philosophers, reflexive about practice aaflective about
praxis (Hodgkinson in Greenfield 1986:xv).

2.9 Motivation

Whether the “manager” in an organisation is seerp@ssessing management or
leadership abilities he/she nonetheless needs lp $t@ff achieve consistently
productive and efficient behaviour. Rasberry andname (1986:335) believe that
“The manager’s role is to determine what motivatesl what ‘turns off’ each

employee”. Research suggests that good qualitynaltestaff communication helps
create a happier and more motivated staff andtaffeech job performance factors as

“greater commitment, higher levels of innovatiomduced absenteeism, greater
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productivity and higher profitability” (Clampitt @nDowns, 1993, in Tourish and
Hargie, 1998:176). In addition “losing good emplegés costly. It is good business to

maintain a motivated work force” (Rasberry and Lamap1986:335).

A motivated staff is more likely to achieve consigty high results.

Motivation — a word that derives from the Latmovere,which
means to move — deals with an individual’'s needt) personal
differences, and with the ways in which workerspoesl to
different rewards (Giles 1991:41).

Various theories have tried to establish more athmw motivation works. These
theories largely derive from and expand upon thekvad Abraham Maslow (1954)
who designed a five-tier “hierarchy of needs” basadthe idea that basic physical
and safety needs must first be met before indivgdoan go on to fulfil social needs,
needs for esteem and needs for self-actualizaGiley 1991:49). McGregor’s (1960)
Theory X and Theory Y is a more business-focusetivation theory. It proposes
that workers have one of two basic natures: X wiarleee lazy and irresponsible and
Y workers “like work... are able to direct their owefforts, and... can be creative at
work if properly motivated” (Giles 1991:50). Manageherefore need to establish
whether their staff are X or Y workers and motividtem accordingly, by giving them
encouragement (Y) or threatening them with repesions (X) or a combination of
both. Herzberget al. (1959) note that employees can be motivated onadvated at
work. These “motivators” and “hygiene factors” aesponsible for workers day-to-
day job-satisfaction (Tietjen and Myers 1998:226ygiene factors are necessary to
minimise job dissatisfaction (salaries, job seguetc.) but motivators are what
inspire workers (recognition, achievement, advare@m responsibility etc.)
(Herzberg 1959 in Tietjen and Myers 1998:226). Hor(il997:23) mentions other
important motivational theories such as those oferler (1969) who built on
Maslow’s theory and simplified it to only three masieeds; Murray (1938) who
“suggests that people experience a wide varietpesfds... and everyone may not
experience the same needs” (Horner 1997:273); L¢&éR€8) who proposes that
people need to set goals and use them to drive lilediaviour; and Skinner (1959),
the behaviourist who based his theory of motivatanstimulus-response techniques
used in animal behaviour research, which reward podish appropriate and
inappropriate behaviour respectively (Horner 199%)2
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These days employers seem to be considering engdoyeeds from employees’
perspectives more and more often. Arnott (1987 aarish and Hargie, 1998:176)
found that “staff working within an open and comnuative management structure
were three to four times more likely to expresss&attion with their position and
twice as likely to be committed to that organizatioRicardo Semler, author dthe

Seven-Day Weekerths found one way to get employees truly involwetiat he

calls a “democratic company”. They embrace opennoanication as part of this

democracy (Semler, 2003:5) and seem to produagyelyahappy, motivated staff.

Understanding the subtle role that motivation andige have to play in the
management-subordinate relationship can give enasrpower to the manager open
to this tool. As the research findings will go endemonstrate, showing an interest in
one’s employees and making them want to do whathbge been asked to do is vital
in building a happy and successful working relaglip and, ultimately, a more

productive work environment.

2.10 Language, power and misunderstandings

Jackson (1959:158) tells us that

Business executives... have communication problemas, Tthey are
concerned, of course, about better understandirangrall persons.
They are interested in overcoming barriers to comipation
between members of the public and their own pddicindustry.
They are especially concerned, or should be, apoolblems of
communication within an organization, since bussredministration
by its very nature is a collective enterprise, grebple in this
profession must spend their days in organized goupr
organizations.

In an average day each human will spend many hotesacting with fellow human-
beings; in the office, at home, on public transpand in every other context
imaginable. “Using language is one of the commbfams of social behaviour...”
(Fairclough, 1989:2). We use language in everylsiagpect of our lives, including in
our thoughts and dreams. But no language can eveebtral, because the language
spoken is inextricably bound with the history andture of those who speak it.

Misunderstandings can often occur, particularlyweein those of unequal power
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(Elgin, 2000:9) such as managers and their staffising language to communicate
instructions, managers pass on the common-sens®gies of their organisations.
Fairclough (1989, chapter 1) claims that languagye icontested domain of power
where those who have the power use language tinégg the dominant ideologies
of the time (whether knowingly or unknowingly) ameanagers do precisely this.
They need to reinforce the dominant ideologieshefrtemployers. Their jobs depend

upon convincing their employees that the orgaros&iaims are worth obtaining.

The difference in status between those higher amcerd in a vertically managed
organisation such as a bureaucracy often affeets#itiure of their communication
and this status difference “inhibits the free floiMinformation vertically (upward and
downward)” (Lunenburg and Ornstein, 1991:205). Mpara who, in their opinion,
are simply “doing their job” will often promote tistatus quo, whether they are aware
of doing so or not. And they may at times be misustbod by their subordinates who
perceive implications in their speech that may mextessarily have been intended by
the managers themselves. Greenfield (1986:15%&radd#s that “language is power. It
literally makes reality appear and disappear. Theoke control language control

thought, and thereby themselves and others”.

Apart from status differences, other factors affbet human ability to understand a
message exactly as it was intended, or sent. $th882(1):13) believes that

Human communication is fraught with problems antfiatilties.

How often do we say or hear statements like ‘I Wideally mean
that' or ‘You still don’t see what | mean’, or ‘Yodon't seem to
have grasped that point? Whatever we try to comoaie,

something often seems to get in the way and wenatreinderstood
in the way we intended. But even when we are umhaetswe often
fail to get people to think or behave in the waywald wish.

As Peters (1999:2) states,

The difficulty of communication across various sddioundaries

— gender, class, race, age, religion, region, natind language —
confronts us daily. Strother Martin’s line from tH®67 film
Cool Hand Lukestarring Paul Newman, has assumed an epochal
significance: ‘What we have here is a failure tonoaunicate™.

The problem is essentially a human one, one whereamnot understand each other
because we cannot look inside one another’s héatlse factors and experiences that
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affect how ‘what we hear’ becomes ‘what we intet@® what we heard’. Pirandello
(in Greenfield, 1986:76) puts it beautifully, sayin

Each of us has a whole world of things inside hirAnd each of us
has his own particular world. How can we understaach other if

into the words which | speak | put the sense aedviiue of things
as | understand them myself... While at the same twheever is

listening to them inevitably assumes them to hdwee gense and
value that they have for him... The sense and v&laethey have in
the world that he has within him? We think we ustemd one

another... But we never really do understand!

Misunderstandings mostly occur due to “noise” (refeack to Rasberry and
Lemoine’s (1986:27) model — Appendix 1). This notan be external, for example,
every day background office noise, internal (witbime’s own head) or interpersonal
(between people). Noise is one communication bamentioned by Adey and
Andrew (1990:26-32) who also include differing peptions, language problems,
inconsistencies in communication, differences iratus, distrust, emotional

communication, apathy and resistance to changaraets.

Interpersonal exchanges carry a great risk of piaiemisunderstanding because the
psychological features that any human carries t@eaning exchange, i.e. “motives,
thoughts, decisions, skills, knowledge, attitude® aocio-culture” differ widely
between conversationalists (Rasberry and Lemoi9@6:27). Power differences add
further complications and together with other tyjpésoise they can causeality

gaps -“radical differences in the way people perceitaaions” (Elgin, 2000:9).

When a message is sent (or encoded) noise may icrdegiween the ideal meaning
of the message in the sender’s head and the woegsutter. When the receiver tries
to decode (interpret) the message noise may agdémsperse itself between the
sender’s intended meaning and the receiver’s owrepé&on of the words. Hence the
two speakers’ different perceptions of reality arigder noisy influences can cause the
message to become distorted, affect their undefstgrof the message and cause

them to react in different and unpredictable ways.
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2.11 Organisational communication

Jackson (1959:159) asserts that communication nwitinganisations is particularly
difficult and explains this assertion as follows:

An organization may be considered a system of apprhg and
interdependent groups... Each one of the subgroupkinvan
organization demands allegiance from its memberde. groups in
an organization often represent different subce#ur each
(subculture) develops along with its peculiar valagstem a
somewhat specialized system of meanings. What asiinexl to
communicate effectively to members of differentugp® is a system
of simultaneous translation like that employed e tUnited
Nations.

Communication within an organisation is complex.tiwdt there is no doubt. Apart
from the difficulties individuals may have in und&nding one another, yet another
possible reason my be the numerous directions ischmdommunication must travel.
Rasberry and Lemoine (1986:89-97) distinguish betwt@ree types of organisational
communication: downward, upward and horizontal camitation. In organisational
settings communication occurs not just betweenviddals (upwards, downwards
and horizontally) but also between different groapd between the explicit goals and
implicit communication of the ‘real’ goals withimaorganization. In this case the
concept of “noise” takes on a more complex measinge it refers to the potential
for miscommunication between individual memberd$fedént groups, and between
the organisational goals and perceived goals. Hvogst et al. (2004:288) stress the
need for consistency between what an organisatéams to want from its employees
and what impressions executives give of what thentwirom employees. If
organisations can minimise the possibilities oéinal miscommunication then more

effective staff relations and more productive werkvironments are likely to result.

Nevertheless, recognising that many factors suchcassistency, power differences,
and individual affective features can inhibit fle@versation is not enough to prevent
organisational misunderstandings. A permissive camaoation culture is necessary
to help promote upward communication (van Staeleal, 2002). Van Stadeat al.
(2002:23) suggest several hints for more effecteenmunication across levels in
organisations. Among them are: constantly keepiogmmunication routes open;

encouraging and enabling lower-level staff to gaatess to their superiors; and a
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shorter communication chain that avoids the brdiedgphone effect and flattens the
communication hierarchy pyramid. Communication teggees such as these are

elaborated on in Chapter 7 of this research.

Whatever the ultimate cause for the communicatii®inderstandings there is a need
to understand more about how communication happensrder to prevent
misunderstandings in future. Stanton (1982(2):1@)ngs out the importance of
overcoming misunderstandings and learning from them

Well it was just a breakdown in communication. Ogaed over
again we hear this comment as an explanation fogshthat go
wrong both at home and at work — rows, bad feelings
inefficiency, poor service to customers, laboupdies, mistakes
which take their toll in extra work, frustratiorgst tempers and
strained relationships. Communication is alwaysmigd -
perhaps because it is the easy way out. But argustdied in
leaving it there? Simply blaming the process of samication
as if there was nothing further we could do? Coutdearn from
the mistakes of the past and used that knowledgavtnd
committing the same mistakes again?

2.12 Current research into organisational communiceon

It would appear that organisations are intent @nnieg more about communication.
While this is still a new field it is growing stefdand constantly. One type of
popular communication research at the moment is cthramunication audit, “a
complete analysis of an organization’s internal exigrnal communications systems”
(Gibson and Hodgetts, 1986:382). This is a poptdak currently being used to help
managers gain an accurate picture of the commuwecaituation within their

organisation. It can tell organisations with whadmow, and what they should be
communicating versus with whom how and what thejally do communicate

(Hargie and Tourish, 1993, in Quinn and Hargie,£20318). Tourish and Hargie use
the communication audit in schools to highlight iimportance of the staff's need for
information and upward communication, the imporeanaf visibility of senior

managers, the need for proper communication chanaetl the power of the
grapevine (1998:179-180).Quinn and Hargie use anaamication audit for the Police

Service for Northern Ireland (Quinn and Hargie, £20@6-158) which shows staff
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indicating a clear need for more information, opeEs®) directness and contact with
the organisation, particularly with senior manageine

Other methods used to analyse management-commionicadraw similar
conclusions. A study (Lotter, Ripley and Reynol@§04:10) conducted at the
university under study in this masters researcicatdd remarkably similar findings;
a need for closer contact with senior managemerdufiicient communication
throughout the ranks and a general need to bededlin decision-making processes.
Tourish and Hargie investigate the NHS, a veryeddht business but again find
similar results; insufficient communication and tamt with managers and a feeling
of exclusion from decision-making processes conngrtheir work (1996:46). Also
in the Health Service, Irving and Tourish recommetitht comprehensive
communication programmes be undertaken to take comwation more seriously
since “communication is neither peripheral to th@anagement function nor an
optional extra” (1994:57). Returning to a universsontext Thornhillet al. observe
“significant relationship between employee’s petimas about communication and
their attitudes towards the institution” (1994:19hey recommend that consistent,
credible and employee-focused communication betipeat in order to obtain a
commitment to quality in the organisation. Hoogestouses a questionnaire to
discover the link between implicit and explicit nagement communication (i.e. what
managers are telling staff about their organisatiersus what staff think is really
happening) and confirm the importance of consisteretween explicit and implicit
communication (2004:307). Hunt, Tourish and Hargalect critical incidents
experienced by participants to study strengths wedknesses of communicative
practices in educational settings (2000, 120-1ZBgy conclude that those involved
in the study have critically reflected on their ovpmactices and can use this
understanding to minimise communication failuresfuture while Barrett uses a
“Strategic Employee Communication Model” to help magers focus on
communication and use it to assist the processrgdinisational change and even

“establish the foundation to make change happe®d0Z228).

Examining various theories and perspectives on gemant, communication,
motivation, language and power and organisatiosspleeced this research on a solid

theoretical base. It would appear from the avdilgbiof recent research that
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communication is coming to be recognised as an iitapb factor in successful
management. Hence, ultimately, increasing both gensa and staff awareness of
how language can aid or hinder them will go a levay towards creating an open
communication culture. It is hoped that this stwdyl serve a similar aim in its

university context, informing both groups that gsthe right kind of language (i.e.
the kind of language that best serves the purpbdesender) is a form of power all

of its own.

As Peters comments, “there are no sure signs innzoncation, only hints and
guesses. Our interaction will never be a meetingogiitosbut at its best may be a
dance in which we sometimes touch” (1999: 268)eé&fe managers can learn to
harness the power of effective communication to enaldifficult meeting of words,

worlds and cultures into a symphony of shared nmegmni
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Chapter 3: Methodology

3.1 A refresher: this study’s research question andoals

To remind the reader let me reiterate the studg&earch question and goals. This
thesis seeks to examine the perspectives of bath &td managers at the tertiary
educational institution under study on their inegonal communication with one
another. It does so by asking both parties what gegspectives are and seeking their
opinions on what is working well, what is not wargiso well, and if they have any

suggestions for improvement.

3.2 Methodology introduction

As Hodgkinson (in Greenfield, 1986:xi) eloquentlyt jit,

We are now living in the period of the EpilogueAdterword. That
is, ever since the death of God announced by Nik&zsand
confirmed by Freud... it no longer makes ‘sense’ leane that ‘in
the beginning was the word (logos), and the word wigh God, and
the word was God'. Rather we live now in the epieg the
afterword, for what science has done for the natwarld
deconstructionism in literature and the arts, be&haism in
psychology, and pragmatic positivism has done fadtucal
interactions, administration, and the affairs ohme

We live in a new era that comes after the era efdé-contextualised word. When
computers first began to simplify (and complicateg world by reducing text to a
combination of ones and zeros, the focus of thddaorned to information as a way
of making meaning of human life. How much informatito get, how to get it as fast
as possible, and how to pass it on, these wereisies that categorised the
information age. Since then computers have becamemonplace and almost every
modern device from the cellular telephone to tlggtal washing machine comes with
a built in processor. It is now time to move oonfr looking at the world as a
collection of bits of information and to try to nekense of it all together. Since one
of the main areas in which humans excel and computeuggle is contextualising
information, the challenge now is to look at megfuh information in context. The

guestion remaining is what our new age will beezll
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In an era of post-modern man, where art and poptuéture create humour and
intelligence and gain popularity through their seatir textual-referential nature,
possessing the knowledge and power of what to do words in context is our only
hope in making sense of our new “after-world”. @ast-modern era is fraught with
misunderstandings. Man is a meaning-making indsldwhose life can be
understood as a text and through texts and texdaabtructions. By looking at
communication through verbal reflections of comneation practices, and by writing
up these perceptions, this thesis becomes a pasimgtudy. But its strength lies not
simply in referring back to communication practices acknowledging the self-
referential nature of these reflections. This stsidtrength lies in making sense of

them in context, a manager-staff communication exmnt

Since this is a reflective study and its strength With the reflections of participants
on themselves and their own behaviour it is appatg@rto place it in an interpretive
paradigm. But, as Gummesson (2003: 482) argues,

Let's stop fooling ourselves. All research is iptetive! No ready-

to-consume research results pop out like a soddroema vending

machine once we have inserted sufficient money @ushed the

right button. There is interpretation all alongrfr the very start of a

research project until the very end.
So, bearing this in mind, what does it mean to dgelproclaimed “interpretive”
study? Although Gummesson has a valid point, thkt research involves
interpretation, from the beginning to the end, tpeint of calling research
“interpretive” is that it specifically acknowledgesnd bases its strength tiging to

make sense of, and interpret, the meanings anctioms of its participants.

Respondents make their own meaning of events,lentesearcher interprets the data
they generate using questionnaires and intervievessarting point for interpretation.
To speak of respondents as generating data, anck leen“data generation”, rather
than “data collection” is an ideological positiomieh implies that participants create
data, rather than data simply being something tbete” that can be picked and
chosen, as if from a fruit tree heavy with ripe lepp This term comes from
Gummesson (2003:486) who explains it as follows:

| prefer the term data generation to data colle¢tas data in social
settings are not objects that are ready for calacinstead data are
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generated, meaning that they are the creation efrésearcher in
interaction with, for example, a respondent inragenview.
By integrating with the respondents as part of thsearch, albeit only during
interviews, | have played an active role in theadhiat appears in this research. It is
particularly appropriate, | feel, to acknowledge mgle in this self-proclaimed

interpretive study.

3.3 Choosing the interpretive paradigm

Kuhn (in Greenfield & Ribbins 1993: 11) believesath

Our theories are not just possible explanationseafity; they are
sets of instructions for looking at reality. Thukore among
theories and among approaches to theory buildingolves
normative and — especially in the social science®ral questions.

| made a moral choice to use the interpretive pgnacand corresponding theories

because | chose less to explain the communicatiaetipes of managers and their

staff than taget them to make sense of their behavaound this complex practice.

So why choose the interpretive paradigm? | chobbedause | believe that the only
way to make sense of our world, as human beinds,irgerpret it. “For Weber”, says
Greenfield (1993:80),

the necessary unit for analyzing self and socistyhe individual
human being. All explanations of social and pertgtenomena
must rest upon subjective meanings that appeamtede’ to the
individual. The task of those who would explain fanmmaction and
social forms therefore becomes the ‘interpretati@i’ human
meanings.

In the interpretive study, as Connole (1993:20% it

The task of the researcher becomes that of undeistawhat is
going on, thedefinition of the situationat least in the first
instance. To do this requires not detachment buiveac
involvement in the process of negotiated meaninigeirt
emphasis).

Becoming actively involved with one another durintgrviews is the first step of this

negotiated meaning. Individuals have also negatittieir own meaning by becoming
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actively involved with the online questionnaire.stlg, the researcher has become
actively involved in constructing meaning from pedants’ constructed texts.
Humans are intimately involved in all the stepgho$ research process including the

human interviewer, researcher and research desigmeéthe human subjects.

The social sciences are strong on allowing peapkpeak for the events they enact. |
believe that it is important not only to speak tbese events, but to entice the
participants to understand them by stepping outsifieehem. Discussing their
practices and experiences helps them in this utadelimg because, as Hodgkinson
says,

In the end the only way to explicate or critiqugposbe the meaning
of a dramatic work of art is by hermeneuticallygstg and

performing it. By analogy the only way to truly werdtand a school is
by enacting its scripts, participating in its sagrs yet somehow
discriminating always between the actor and the. i¢lodgkinson in
Greenfield & Ribbins, 1993:xiii-xiv).

The participants involved in this research re-esdcttheir management
communication scripts, and in the process we cbattl observe the dramatic playing

out of the everyday occurrences and hopefully lediwut ourselves and each other.

This study also fits well within an interpretive rpdigm because of its focus on
language and its use of language to understandvioeina“From an interpretive
perspective”, says Connole (1993:19),

Human actions have reasons. Actions are precedetdntions and
may be accompanied by reflection. Actions take eladthin a
structure of social rules within which they haveamieg for both
actor and observer. Meanings are generated anckdsttarough
language and other forms of symbolism and are regdt

3.4 Method

In attempting to understand this phenomenon | chosake a case-study approach to
this research. Case studies are a type of quaditedsearch in which the researcher

explores a single entity or phenomenon (‘the caselinded by time
and activity (a program, event, process, institytior social group)
and collects detailed information by using a varieif data
collection procedures during a sustained periothag” (Creswell in
Leedy, 1997:157).
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| chose the case of manager-staff communication sdndied it over a period of
several months by collecting information from gqimstaires and interviews to ask
how things were working and possibly to investigastances and possible causes for
why things worked well or not so well. In this caas in general case study research,
a case is used “to arrive at specific or generatksions about certain phenomena,
recognising the multitude of variables, complexeirglations and ambiguities of

business life” (Gummesson, 2003:488).

As Robert Yin (1989 in Baker, 1994:300) proposesecstudies are appropriate when
the research question to be addressedtasksind/orwhy’ and if the aim of the study
“Is to try to figure out why a certain situationepails...”. Case studies are used to
examine a real-world situation in a real-life cotiteising “whichever research
strategies are necessary to address the problenarat.” (Yin, 1989, in Baker,
1994:300). The strength of a case study is thaummesson’s words:

Case study research provides the reader with art ofpreal world

data from which concepts can be formed and prapasiand theory

can be tried (2003:488).
In this case the aim is to form a concept of mamegd communication based on real
world data and “to give a full and rich accountaietwork of relationships between a

host of events and factors” (Gummesson, 2003:488).

Although two factors, namely management and comaatioin, do not necessarily
constitute a “host”, it was possible to draw oneotFactors such as motivation and
leadership, brought up in questionnaires and ireers, in order to develop this
account of manager-staff communication at a tgréalucation institution more fully.

Thus a case-study appeared to be an apt choicetbbdology for a study conducted

in an interpretive paradigm.

3.5 The case

The case was selected because of an emergentstnilereommunication from the
researcher’s involvement in the organisation as$ asebecause of convenience. It was

also selected because of a prior knowledge of tjanisation under study. | have
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studied and worked at the university in questioth gained an insider perspective into
both the service provider’s (the university) ance tbustomers’ (the students)
viewpoints. These insights suggested that thisrosgdion was an ideal site in which
to study the phenomenon under question. Naturajly‘insider perspective raises
guestions of an ethical nature, which | discussveffiere in this document (see section
3.9: Ethical issues).

The study uses individuals as a unit of analysis,uses an organisation as the focus
of the case study. In the tradition of social sceeh seek to understand the world
around the participants being studied (managergraidsubordinates) by examining
it from their viewpoint through interviews and gtieenaires. But humans cannot be
divorced from the context in which they operatedded, context has a significant
impact on the communication strategies they empbeyce, the organisation under
guestion will also be broadly examined in termstefcommunicative policies and

structures.

But it is not easy to study education or educatiadaninistration, including practices
and procedures. As Greenfield and Ribbins (19930x)t out,

Educational administration is neither unitary namogeneous nor

monolithic. It is fragmented and factional, obscirdéts dimensions,

vague in its ends, and contentious in its methaglet
So to try and understand an organisation of suecidell aims it is not sufficient to
simply gather data and let it speak for itself. Wisanecessary is to go deeper, to
gather data and let people within the organisasip@ak for the data. This has been
done by collecting data from questionnaires and tfeeding the issues back to
interviewees on which they can further elaborate.

3.5.1 Describing the organisation

In terms of business areas the organisation igdty large and complex. Although
its primary business focus is the provision of edian, the fact that there are close to
one thousand employees working at the organisatiah more than five thousand
students means that the business of educating @@apl only run smoothly if the
services that facilitate the provision of educatian smoothly. In addition, the fact
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that the university is largely residential (a sfgrant proportion of its students are
accommodated within the residence system andéiaeand play on campus) means
that staff who handle everything from house-keepmgatering are also employed at
the university. In addition to the maintenance loé fgrounds and gardens which
requires a large staff, security guards patrol ¢aenpus, librarians control data
resources and technicians service machines ingudeveral hundred computers.
There are also administrative staff to deal witlgisgations, fees, employee
payments, in-service courses, payment of serviceigers, and the administration of
many research and other institutions affiliatedh& university who are administrated
to a greater or lesser extent by university-empdostaff. This highlights just a few of

the non-academic areas.

So, although contextualising this study within aversity would appear to be a
simple business on the surface, behind the sceisésdg of communication at this
organisation is even more complex than the studyngflarge corporate environment,
since few corporates will both accommodate and ftheir customers on their
business property! In this sense the universityaisnacrocosm of a real world
environment, a “village” of its own, if you will. fiis in itself has its benefits and its
disadvantages. Being a relatively small organisatwithin a relatively small town,
provides a sense of security, comfort, and stglibit those both paying (tuition fees,
residence fees, etc.) and on the payroll. But erother hand, the unique smallness of
both the town and the organisation (there are dliere who would say that the
university isthe town, and it's certainly not too hard to bedi€luring varsity holidays
when the town empties itself almost entirely ot)ifcomes with its own unique
troubles. “It's probably the most important institun in (this town — name deleted for
confidentiality). Therefore people involved in @ dot see it in perspective to reality”,
said one interview respondent who lives on campaisheas worked for the university
for decades.

And | find, as well, with my staff, that some ofeth are
extremely narrow minded because they never gotoey, never
see that there’s actually a bigger world out théhat things
change. I've travelled a lot, not necessarily thagk but visited a
lot, around. And | find that things get out of poofion (for
people living there).
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Because the town’s borders are literally only kiktras away there is a danger that

mindsets never grow bigger than a few kilometres.

And yet, bearing this in mind, the challenge istodbok at this organisation from too
small a mindset. This is precisely both the strersgtd the weakness of this study. Its
strength is that it has consulted a large numbestaif members and their managers,
from all areas of the university’s service provisibut it is also dangerous to assume
that just because something may or may not worle,hier this small town even
though the organisation spans a large number ofiteed and areas, that it may work

the same way for a bigger organisation in a bigggror a different country.

Again, it is important to remember that this stuseks people’s own perspectives
and tries to balance them in as fair a way as plessand by placing it in an
interpretive methodology this is one of its cengahls. But it is also important to
note that there is no perfect solution. As anothtarviewee commented, “| think also
that it doesn’t matter whatever system you have,rtiiture of organisations is such
that you will always get some who are dissatisfied will always get some who will
say they are getting too much and some who arengetio little. So there is no ideal
out there that we will finally say we've arrivedyezybody’s happy. That's never

going to happen”.

3.6 Data Collection

To find out what managers and staff members arengagt the organisation under
study | believe it was important to gain a) a beragicture, or overview of
management communication and b) a specific, loa@liview of communication
practices from individuals involved. So | used bagthestionnaires — for a general
overview — and interviews — for specific, in-deptloks at individual behaviour. In
this way these different methods of data capturddcwork together. As Janse van
Rensburg (2001:18) believes:

Interpretivist methodology, with its emphasis ochricontextual
detail and close attention to individual life expece and
meaning-making is complemented by quantitative dathbroad
sweeping overviews .
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The choice of using both quantitative and qualiaapproaches to collect or generate
data is an unusual one since it is often believed the data collection methods
(interviews and questionnaires) are incongruous lagldng to different schools of
thought — the natural sciences versus the sodiahses (Strelitz, 2005:60). At one
extreme, the scientific perspective holds that &obstions are viewed as
uncontaminated by the scientist's theoretical aispeal predilections” (Bryman in
Strelitz, 2005:61) and thus “the positivist apptoae social enquiry claims that there
is a ‘real’, independent reality that can be appreled by an objective, detached and
value-free inquirer” (ibid.). Looking from the othside, however, the social scientist
is required to interact with subjects and createammg together with others and
involve their thoughts, interpretations and biasethe process. Christians and Carey
(1989:38) say that

Humans live by interpretations. They do not merelyct or respond
but rather live by interpreting experience throutje agency of
culture... It is then, to this attempt at recoverthg fact of human
agency, the ways persons live by intentions, pwapoand values
that qualitative studies are dedicated.

3.6.1 Quantitative data collection (questionnaire)

Bearing in mind the complexity of the organisatiats large areas of service
provision and the diversity of its staff it wastféhat while interviewing individuals
would give a more in-depth feel it was also neagsga consult a larger number of
managers and staff members. Through an online iquesire | attempted, as
Rasberry and Lemoine (1986:27 — Appendix |) sugdgesinclude knowledge of the

“organisational environment”.

3.6.1.1 Why a questionnaire?

A questionnaire was useful for several reasonsstliir several questions were
designed to gain a larger view of the topic acrthes organisation by providing
participants with simple questions with a choiceoptions. The results to these
guestions could be numerically analysed for trendgive a broad basis of data with
which transcribed answers to in-depth interviewsl@de collated. (Refer to Chapter
5 for numerical details). One question was alsoipytlace so that participants who

wished to participate further in the study couldlidate their willingness after
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completing the task. Strelitz (2005, 68) says ttia¢ findings from the qualitative

phase act as a source of hunches or hypotheses tested during the quantitative
phase”. In the case of this research, it happemed ather way around. The
guantitative phase was useful to act as a sourdmunc¢hes to be developed in the
gualitative phase. This proved to be one of the tmogportant aspects of the
guestionnaire, helping to elicit potential categerifor further discussion and
elaboration during the interviews. A fourth andafifunction of the questionnaire was
to act as a test of reliability for the data thaaswcollected in the face-to-face
interviews. (See section 3.12. in this chapterafdiscussion of reliability and Chapter
6 for a combination of interview and numerical datalysis).

3.6.1.2 An online questionnaire

The questionnaire was designed over several mowitisjnput from both within the
university and externally, and from those involviedthe arts, the sciences and
business. It was one of the researcher’'s goalsutatqgether a questionnaire that
people could answer easily, quickly, and withowaiviag their desks. It is incredibly
difficult to get a staff member’'s perspective onngs during interviews only,
especially when their managers are sticky abountleaving their posts”. It was
also a concern that people might not fill in pageestionnaires, or that they would
get lost or be a waste of a precious natural rego(paper). So it was decided to
allow participants to complete the questionnairdinen This also contributed
significantly to the ease of data collection. lasteof having to re-type each of the
returned questionnaires, this method allowed redpots to type their own input
directly into the system, where it was stored agttigved exactly as they put it in
(spelling mistakes and all). This time-saving wdsgeat benefit in allowing the
researcher to dramatically increase the number edfple who were invited to
participate.

3.6.1.3 Pilot group

Before administering the questionnaire to the dataup it was tested on a non-
representative sample group from within the orgatios. This group was selected
because the researcher has a close link with tharoieents tested and she knew she

would receive honest and constructive criticismnfrathe test group. This
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guestionnaire was designed in DreamweaverMX ameadth associated with a back-
end database (excel) it did not allow for much claxipy of searching and analysis of
results.Comments were then fed back into the questionnaiicejding the first check

of validity and the questionnaire was re-designeditzand coded in MySQL server

3.6.1.4 Selecting potential questionnaire responden

The selection process for potential respondents @@ through a process of
elimination. Firstly, respondents needed to hawess to e-mail and have their own
e-mail addresses. Secondly, since this is a mamagermommunication study
respondents were required to either be directly agad by or directly manage
people, hence the communicative link between themare immediate than those
involved in distant relationships, and more hienaral than those who are on similar
power levels (such as lecturers and heads of depat]. A total of 935 staff
members at the university had e-mail addressdseatirne of this study. From these
addresses all academic posts, where the acadeneicsot a head of department,
director or perform a management position as dasaghby their title, were removed.
Duplicate addresses were also removed leavingdtabdse at a size of 600 potential
respondents. The respondents were non-academidnoiniatrative staff and their
managers, who may or may not be academic staff sblmes. Approximately one

guarter of the respondents fell in management ipasit

These potential respondents were then e-mailedtingvthem to take part in an
online questionnaire. They were given three weeksotnplete the questionnaire and

reminded weekly, also by email.

3.6.1.5 Questionnaire delivery mode (online) andrsicture

The questionnaire appeared on a website (put tegéthMr J. Balarin with a back-
end program that collects the data as the formoimpteted). Respondents were
required to follow the link to the website and aased the questions by clicking on a

selection of answers or typing in answers, sholmdduestions require it, or should

® The design of this database must be credited tdddy Balarin of the Computer Science Department
of the university under study.
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they wish to expand upon their answer. The queséima consisted of 14 questions,
including an option for other comments and a qoestspecifically requesting
respondents to indicate their willingness to paéite further in the study with room

for them to give their contact details.

Questions followed the form of both close-endedstjoas also called controlled or
fixed response questions (Irwin, 2004:11-18) aneinepnded questions which “allow
respondents to answer the question in their owrdsiofLemon, 1996:133). Many
guestions used both controlled response questoaskt participants to make a choice
between several alternatives and open-ended quossiech as “Explain your choice.

If you can think of a specific incidetitat is relevant please use it to elaborate on your

explanation” were utilised to extract further infaation and enrich the data.

More information on the questionnaire follows ingpker 4 which discusses the data

and explains more about the questionnaire’s cositent

3.6.2 Qualitative data collection (interviews)

The qualitative technique (semi-structured inteming) involved in this research
gathered in-depth, detailed information from indivdls who could help me
understand this phenomenon from their perspectivieslioff (1995:245) says that
“qualitative research involves the production obwhedge, not its discovery”. Thus
the interviews with participants helped me obthis knowledge in combination with
interviewees to produce knowledge about their comigasion situations in order to

help gain understanding from both of our perspestiv

3.6.2.1 Interviews and sample selection

The data collected from questionnaires was veryul$er providing a structure for
interviews as well apointing the researcher in the direction of isstiest required
further discussion or elaborationStrelitz (2005:68) points out that qualitative
techniques are not uncommonly used to corroboratinfys or explore issues in
greater depths. This is partly the role of intemgen this study. As such, it was useful

to choose interviewees whose responses indicatedliagness to talk, a certain
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knowledge of the subject area, and enough insigtitedr management role to make
the discussions interesting. So interviewees wé@sen purposively, to a certain
extent. According to Bless and Higson-Smith (198%:8 purposive sample is “a
sample that is chosen on the basis of what thearelser thinks to be an average
person”. However, the selection of intervieweeshalgh purposive, did involve
other selection strategies. Firstly, a questionltbuto the questionnaire asked
respondents whether they would be willing to beemviewed further or not. This
allowed participants to self-select for interviewsaking the process of selecting
potential interviewees much simpler. Actually séleg who should be interviewed
was still no easy task, however, since at leagie®ple indicated their willingness to
be interviewed and still others, who for one ortAeoreason did not manage to fill in
their details or answer the question, also voluett¢o be interviewed. The richness
of the potential interviewees’ responses playeargel role in whittling them down to
a manageable number. In addition, responses wehergd from managers and staff
members in departments, divisions and sectiornsvall the university. It was decided
that a spread of staff representing as many depattof possible would help gain a
broader picture of communication across the uniwessservice areas. This helped
further to whittle down the list of potential inté@wees. It was decided to try and find
a nice mix of both managers and staff members aal@ @nd female participants.
Interviewees could not be selected by an equalildiston of racial characteristics
since the sample was unrepresentative of the lgygeulation of South Africa and
managers within this organisation tend to be IgrgélEuropean origin. The final list
brought a dozen potential delegates to the setetéible and the final selection was
made randomly, within service areas, so that reptasives of all university

functions were chosen.

The final six interviewees represented the follayaneas:
1) The Dean of Students Division (involved with seevicprovision
(accommodation, food, etc.) for students in théerge system)
2) Grounds and Gardens (deal with upkeep of the gasdvell as planting and
maintaining the beautiful gardens)
3) The Internet Technology (IT) Division (software popt, telephony, databases

etc.)
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4) 2 academic departments — (interviewees includech et departmental
manager and a dean)

5) Academic Planning (policies, procedures, acadenndity control etc.)

Interviews were conducted during a two-week pemodhich all six staff members
were interviewed. Once transcribed, their intervieanscriptions were fed back to
them so that they could make any improvementsificiaions or omissions as they

saw fit.

3.6.2.2 Interview contents

Questions for interviews were based loosely aroguodstionnaire questions and
responses to the questionnaire. The interviewdestdry asking each interviewee
specific questions designed around issues of isitéhat were revealed as a result of
the questionnaire and then followed the format ofba-scheduled interview in that
“those interviewed are free to expand on the tagithey see fit” and the interviewer
is also “free to formulate other questions as judggpropriate for the given
situation” (Bless and Higson-Smith, 1995:107). Tiheerviews tended towards in-
depth interviews, described as “a conversation witlurpose” (Pitout, 1995:113), to

provide detailed background about the reasons vamticppants
give specific answers; allow for observations oftipgpants
nonverbal behaviour; and [to] provide extensiveadaincerning
participants’ opinions, recollections, values, mations and
feelings (bid).

More information on the interviews follows in Chapt4 and the discussion of

gualitative interview and questionnaire findingdws in chapter 6.

3.7 Data analysis: thematic grouping

Rich data was collected from both open-ended questin the questionnaire and
from interviews. Once interviews were transcribet ajualitative questionnaire
responses were grouped into separate documergadbrquestion the next step in the
process was organising the data into categoriesorfling to Wigston (1995:160)

“categories are the meaningful groups into whichalNecate our units of analysis”.
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The researcher found, on the first analysis, d tdtdl different categories including
points like stress, praise, honesty, trust, oveldarcommunication, motivation and
leadership as well as general communication, réspiex purpose of communication,
meetings or frequent contact and speaking anodimguiage, as well as several others.
The same categories were applied across questienaiad interview responses and
colour-coded, for ease of reference.

Although all of the issues were interesting, retdyvand repeated themselves across
interviews and questionnaire responses it was isiples to discuss every topic
separately and so, for ease of reading, severdghefthemes were collapsed into
general topics. These categories were merged i@ rgeneral sections and are
discussed in Chapter 6. The discussion is dividamsections. Firstly, a discussion of
effective communication includes:

- Motivation and praise
- The role of listening
- Building relationships
- Respect
- Language and culture
-  Teamwork
- Communicating often and
- Email, technology and putting it in writing.
And the second section discusses challenges tctigffecommunication including:

- Time
- Stress and
- Space.

3. 8 Triangulation

Strelitz (2005:60) says this of triangulation: ‘@mgulation in social research can be
described as the use of more than one method ekiigation and hence more than
one type of data”. The unusual combination of witaws and questionnaires in this
research allows for the triangulation of qualitatiend quantitative data. Strelitz
(2005:66) adds,

despite the methodological differences between tifatime and
gualitative research, fusing the two approachea single research
design enables one to draw on their respectivagitns.
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Although not much numerical data was collected dhisprovide a point from which
triangulation could commence. See Chapters 5 afat @ata discussion involving

some triangulation.

3.9 Ethical implications

Several ethical issues must be addressed in ssitidg One is that of permission for
research. The Vice-Principal of the university unsieidy has given permission for
this research to be undertaken, provided the osgdaon is not mentioned directly.
The researcher has strived to provide anonymitguiinout the research by using
pseudonyms where necessary and removing names land peferences where

applicable.

Secondly, there is a risk, because of my “insidesypective” that the research might
be biased. It is possible that | may have favoulhedopinions of certain areas of the
university because of my previous exposure to dspef the university and

experience thereof. Although this bias can nevewlbelly overcome the research has
attempted to provide information on both positivel anegative aspects of this study
and, as such, has actively striven to provideptfwholly unbiased, at least a multi-
faceted approach to the organisation. Consultinfjiphel sources including hundreds
of participants via a questionnaire and using tteeipe words of interviewees will go

some way towards representing the organisation fra@rperspective of the research

subjects, rather than from only the researchersgaetive.

Researchers in the social sciences observe hunigactws as well as becoming
involved in the research process themselves. Siec@are human we bring certain
conventions, beliefs, and perceptions with us toheancounter with other human
beings. The only way we, as researchers, can dtteampvercome our inherently
human bias to some small extent is by acknowledgirexistence. The rationalist,
empiricist, philosophical and methodological fransekvhas tended to dominate the
history of research (Janse van Rensburg, 2001rd e still subscribe to this view
to a certain extent by attempting to “systematjcativestigate a problem” (Lemon
1995:31). But it has long been acknowledged thantlere choices we make, from the

subjects we choose to the methods in which we tigage them, already cause our
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research to reflect a certain way of seeing thid tand hence no research can ever be
truly objective, as | discussed earlier (see se@i@. of this chapter). However, being
firmly established in the social sciences this gtuths no need to prove the
importance, or the bias, of the human perspectiithiwit. Greenfield (1986:142)
says that “We can do nothing to validate our peroap of reality other than to
describe it as we see it and to argue for the wlthur description”. It is in this spirit
that | boldly proclaim this study to be a collectiof perceptions. The respondents
and interviewees in this research describe thedvad they see it, and I, as an
interpretive researcher, interpret their descrigtiovithin my own way of seeing the

world.

As Greenfield & Ribbins (1993:10) put it,

While the cultural scientist may not discover ulie reality, he can
interpret what people see as social reality andeigd, he must do so
according to a consistent, logical, and rigoroughwdology. It is
such a discipline for interpreting human experiemtéch provides
the science in the cultural scientist’s work, nist dility to discover
ultimate truths about social structure. Thus theppse of social
science is to understand social reality as diffepgiople see it and to
demonstrate how their views shape the action wiiei take within
that reality. Since the social sciences cannot fpateeto what lies
behind social reality, they must work directly witkan’s definitions
of reality and with the rules he devises for copingt. While the
social sciences do not reveal ultimate truth, ttieyhelp us to make
sense of our world. What the social sciences affeexplanation,
clarification and demystification of the social e which man has
created around himself.

In trying to explain, clarify and demystify the s$alc forms of management
communication |, as a researcher, needed to becorob/ed in my study and with
my participants. By placing this study within thedrpretive paradigm, it is implied
that understanding and defining a situation is parhy research task and “to do this
requires not detachment but active involvemenherocess of negotiated meaning,

using the researcher’s social competencies” (Cenri®93: 20).

Other ethical challenges include privacy, or vadumtparticipation, anonymity and
confidentiality (Bless and Higson-Smith, 1995:10248 is not felt that the issue of
voluntary participation was an insurmountable anthis study since those who chose

to answer the questionnaire did so on an entireluntary basis and interviewees
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were selected from only those who indicated theliingness to be interviewed. The
points of anonymity and confidentiality were notedd addressed. Questionnaire
responses were submitted anonymously. Only thoseindtuded their contact details
willingly, for potential interviews, could be trage#f down. Once the interviewing
process began participants could obviously no Iongenain anonymous to the
interviewer. Nevertheless, their testaments rengas@nfidential through the use of
pseudonyms. With regard to the issue of privacterinews were conducted in a
space suggested by the interviewee in which theyldvteel both comfortable and
secure, and where their privacy would not be dsdrtoo much. Interviewees also
took part at times best suited to themselves, aed ee-scheduled interviews when

originally scheduled interview times were no longenvenient for them.

3.10 Limitations

The strength of interpretive and case-study rekaarthat they provide real data from
a small sample, allowing for in-depth “slice ofelifpictures of an occasion. But this
approach does have its limitations. Firstly, therggth of the responses depend to a
large extent on the ability of the interviewer taild relationships and extract
information in a way that is honest and skilful. Bammesson (2003:485) puts it,

Interpretation requires subjects — researchersd-tlagir ability to

continuously fine-tune their skills with each res#aproject. The
approach thus is not just tied to an objective rdersubjectively
approved procedure, but also rests inside eackithdil researcher
as a professional scholar.

There is also the risk that interpretive studidg eatirely on qualitative data, which,
while rich and detailed can often not provide aaller picture of the issue under
study. | have tried to overcome this disability &igo using a quantitative research
technique — questionnaires. Firstly, the questioarn@arovided several answers which
could be analysed numerically to look at similastiand differences in opinion
between managers and staff members. An exampledwoell question 1 of the
research, “What, in your opinion, is the primarylercof communication in
organisations?” The analysis of results could mevia numerical comparison
between the most popular choice of managers, staffibers and the group who fell

into both roles and answered as such.
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The questionnaire, while firstly providing numeticdata, also allowed for rich
gualitative responses from a larger group of pedples giving quantity to the quality
responses. The discussion chapters use respormes bioth questionnaires and
interviews to triangulate responses. In this wag tlata discussed is both cross-
referenced for validity and enriched by detailespanses. In this way it overcomes

some of the limitations of either purely qualitatior quantitative research.

Other limitations to this research, apart from @hiimplications such as research
bias, and the restriction of purely qualitativee@sh, which is not applicable, lie with
the participants, the time limit, and mechanicdicges. Although participants were
generally enthusiastic, and interviewees were dmlihiencouraging, the issues that
they brought up were discussed sensitively. Andpiaces where interviewees
mentioned names these were deleted to protect angnyAnother limitation was the

time allocated for research which was, of necesdityited. While this did not

necessarily have a significant impact on this stymy se, it would, obviously, have
been a richer and larger study had there been timoeeavailable. It would have been
a bonus to have more time and space available fora detailed discussion of all
the interesting issues that were raised, rather $ihaply having to mention them and
move on. Any study of communication, an extremanplex phenomenon, can and
must only focus on a limited area of research amdcé gain only a limited

understanding of ‘the bigger picture’.

A mechanical glitch occurred with the data collectiof the manager answers to
guestion 2. As a result of an error in the back-gaiz collection mechanism question
2 could not be analysed numerically. Fortunatelglitative responses to this question
were not affected and so the consequences ofrtioisveere not too dire.

3.11 Generalisability

Strelitz (2005:65) defines generalisability as “hfawone can extend the account of a
particular situation or population to other peopi@es, or settings than those directly
studied”. Obviously there are challenges to rededhat focuses on a specific

instance at a specific time and one must be carefulto make wild suppositions
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based on a limited scope of a single research giroRut there is great value in
obtaining a slice of life, in this case a slicaled communication life of managers and
staff at this university. Greenfield and Ribbink993:19) say that

What is needed for better research on schools tierbenages of
what schools are and what goes on in them... Theagdsmwould
be sets of ‘one-sided viewpoints’, as Weber calledm, each
throwing ‘shafts of light’ upon social reality irtsools.” (Greenfield
& Ribbins, 1993: 19).

Hence, this study has attempted to throw a shaftligift upon management
communication by looking at images of these prastin an organisation with a wide
and varied experience of learning, from the pempeof those who facilitate the
learning process of others. Throwing a shaft ohtligf course does not imply
complete illumination. There are many areas, evahirwthis topic, that fall in
shadow or lie on the edges of the light. Thesethecareas that require further
research. But a case study, such as this, is d&bigm be an example of a few
instances within in a broader area. Baker says that

Effective case studies serve as classic exempidnavwosocial
research can be done. They may reach theoretinalusions which
have widespread and long-range implications, bothigally and in
terms of theoretical developments in a field. (Bak€94:304).

It is hoped that the theoretical conclusions of thésearch will be applicable to
broader situations beyond this institution. Althbugcated firmly in a specific time
and place this case study deals with human behavema actions. Maxwell
(1992:293) argues for the importance of generajisesults from a specific instance
to other instances and says that qualitative rebeiaruseful in developing theories
from which generalisations can be made. StrelitD0%265) agrees, saying
“Qualitative research should be judged by the gdisability of cases to theoretical
propositions, rather than to populations or unigstsThere is value in taking central
lessons learned from the example of others anda@iig them into theories and
applying them to one’s own life. This is the stréngf the case-study approach. Yes,
it is localised, yes, it is of necessity limitediia scope, but it is also a powerful tool
of observation. Although the practice of manageammeay (and hopefully will)
change over time it is likely that there will alvgalpe those who have the power and
manage others and those who are told what to dowig how to get messages
across power differences is an important lessobdtn sides.

57



It is also important to distinguish between intéraad external generalisability
(Strelitz, 2005:65). While internal generalisalilis concerned with applying the
same findings to different populations within a @ypo(such as managers within the
university), “external generalisability refers t@rgralising to other communities,
groups or institutions” (Strelitz, 2005:65). Thréuthe triangulation of data collection
techniques this study possesses a certain degregeafal generalisability, but it is
vain to claim it has external generalisability. déed, Strelitz (ibid.) asserts,

“qualitative research seldom makes claims for exegeneralisability”.

3.12 Validity

Baker (1994:122) says, “Put most simply, validitydeesses the question “Am |
measuring what | think | am measuring?” Accordiod.€edy (1997:32) it asks

What does the test measure? Does it, in fact, meagat it is
supposed to measure? How well, how comprehensikiely,
accurately does it measure it?”

In essence, a study is valid if it tests what ytssd's testing. This research’s validity
has been tested by the duplication of questiomst@mviews and questionnaires. It has
further been tested by being administered to arabgtoup.

There are many types of validity. | will discussotwpecifically, face validity and
content validity. Face validity addresses the isstigvhether the researcher, upon
deep thought and introspection, can honestly sayttie research is answering the
guestions it purports to ask. This research ask$alfowing question in 3 parts: what
role do managers and staff members think commuaitgblays in their work
environments, what are effective and ineffectivenocwnication strategies and what
can they both do to make communication more effe@tiAlthough it is difficult to
reflect on one’s own work and often it is a casealf being able to see the wood for
the trees because one is simply too close to geareh, it is encouraging to note that
the very questions around which this research sedare asked again and again, in
guestionnaires, in interviews, and in the analg$ithe data. By carefully examining
the measure of a concept in light of its meaningd asking myself seriously whether
the measurement instrument really seems to be miegsine underlying concept
(Baker, 1994: 123) | believe that this researctsdowleed, have face validity.
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But face validity is not enough. Content validisyalso important. This “asks whether
the empirical indicators (tests, scales, questiamsywhatever) fully represent the
domain of meaning of the underlying concept beinglied” (Bohrnstedt in Baker,
1994:123). It is impossible to entirely represehe tdomain of meaning in
management communication because it is an enorareasand, as such, only a small
section of a) management and b) communication earepresented. Baker agrees
that “when the concept to be measured is moreaadtstrit is much more difficult to
establish content validity”. Since this study isalin the first place, exploratory (i.e.
it is examining a subject which does not have agaaly established base of research)
it will, by nature of its subject matter, not belealo “fully represent the domain of

meaning of the underlying concept being studielit().

Baker (1994:301) goes on to indicate that anothstr df reliability and validity is “if
another researcher studied this same case witbatine research question, would the
results be the same?” “Could another researchakéBcontinues (ibid.)

read the case study through its various stepsk thimugh the logic

of how to link the propositions to the data, repgbatresearch effort,

and reach the same conclusions?
In another institution, it is likely that while thadividual responses may differ, the
underlying success strategies would be similarpBe&s frequent communication, and
the ability to listen, to name just a few of thecaess factors in manager-staff
communication, are issues of central importancerdjegetting the message across
and b) developing successful business relationshipslieve that the research has
asked the right questions and listened to the aisswex way that has reached into the
heart of management communication. Only time amdlai research studies will tell
whether these themes | believe to be of centrabrtapce will prove to remain so,
but the triangulation of resources from questioregiand interviews will have
helped. As Baker (1994:302) says,

Yin strongly advises that the case study researgeeermultiple
sources of evidence and/or try to establish a cblavidence so that
one can pick out the steps that lead to a finalogff

| have attempted to point out the direction of tieisearch throughout the process and
it is hoped that the final effect will thus be lesfable and valid.

59



3.13 Reliability

In addition to trying to ensure that this studyadid it is also important to ensure it is
reliable. Bless & Higson-Smith (1995:130) say thatiability is concerned with the
consistencyof measures” (their emphasis). “Put simply, religbis defined as the
degree to which a procedure for measuring prodgaedar outcomes when it is
repeated” Baker (1994:127). In the case of thigl\stif a test were administered to
check the research goals by another mettdtie same timas the study was being
undertaken the measurement tools would most likgigduce reliable results.
However, since the study is cross-sectional, thrigg@ants are individuals, and the
data-gathering method is primarily through intewseit is a very difficult task to
even attempt to reproduce the same study and ettpestime specific results. When
dealing with individuals, their feelings and emaso and their perceptions, it is
impossible to state that these variables will f@nge over time. As such the study
could never be reliably repeated to produce theesassult each time (Babbie,
1995:124). Indeed, it would be hoped that a simslady undertaken on a similar
group of people at a similar organisation wouldd/subtly different results because
different results would mean that communicatioatsijies are being employed more
effectively in some situations than others. Newadss it is likely that the underlying
principles that have been established from thieareh would be comparable. As
discussed in section 3.12.above, the principles etyidg the success of
communication are, it would seem, universal. Acrtss globe humans are more
likely to be able to communicate well if they listed one another, respect one another
and one another’s opinions, and have a persoraksttin the people with whom they
are conversing. In this respect the study’s findiage reliable, even if subsequent

research differs in focus and extent.
The following chapter goes on to discuss the resespecifics and lists questionnaire

contents, tabulates some of the questionnairerfgsjiand discusses interviews in

more detalil.
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Chapter 4: The Data

4.1 Questionnaire design

The bulk of this chapter covers the questionndirelescribes the contents of the
guestionnaire, points out a few encouraging thaugim questionnaire respondents’
interaction with the questionnaire and then presentsummary of questionnaire
responses in a table form. This table is then éxgth A discussion of the

guestionnaire data, including an analysis of thentjtative data follows in chapter 5.

The interviews are briefly touched on in this cleapas well. A more detailed
description of interview contents also follows imapter 6, intermingled with
guestionnaire responses, since interview questieladed directly to findings from
the questionnaire and the responses are ofterdlittkeommon themes.

4.2 Questionnaire testing and implementation

After months of planning and very careful codingaamplex in design, yet simple to
use questionnaire was put together on MySQL serizach line of code was
individually put together. Each “please do not &irgo answer this question” or
“please only choose 1 answer to this question”ramessage was designed to avoid

receiving meaningless data.

The result was both encouraging and rewarding. §@0f members and their
managers were originally invited to participatedigail. Unfortunately the database
from which the email addresses were gathered wad0@% up to date. So, of the
initial 600 invitations only approximately 550 wetd real addresses. Of the 550
potential participants a total of 194 responsesewexceived. Several of these
responses were from individuals who had problemspteting the survey and so
tried more than once. Taking this into account disdounting duplicates gave a total
of 145 people who filled in the questionnaire, franotal of 49 different divisions or
departments within the organisation. This kind edponse, a 26% response rate, is
unusual for a questionnaire of this nature. Itasgible, from this response rate, to

generalise the findings of the questionnaire. Hawethis was not the researcher’s
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intention. Although it formed an important quartita data collection method and
certain counts will be employed to show generatdsefrom within responses, it is

not the researcher’s intention to generalise thesgonses to the entire data group.

The questionnaire was a success. This may have limause respondents enjoyed
being individually invited (by email) to particigabr it may have indicated an interest
from members of the university in communication ganeral, and management
communication in particular. Alternatively, it mdyave been the uniqueness of the
nature of the questionnaire (for a lot of peoplengpeable to click buttons and fill in
questionnaires online is still new and exciting)dded, it may even have been
because there was a genuine need for respondefitsiie their say” (it certainly
seemed to fulfil the function of an anonymous diarypsychologist, as the responses
from several participants who nearly gave theiirenife stories would demonstrate).
Whatever the reasons, it allowed a very rich bodgada to be collected. In addition,
because of the questionnaire design the data tedlewas not only quantitative.
Questions such as “If you feel the role of commatian is not adequately covered by
the above statements, please indicate below whathyok it is” and “please explain
your choice”, as well as “please elaborate. If gan think of a specific incident that
is relevant and will help explain your answer ahopéease include it in your
explanation” allowed respondents to elaborate, aRpand comment should they
choose to do so. And they certainly did! Pages panges of textual data collected
from the freeform questionnaire answers containespaonses so rich that the

researcher considered not even conducting intesvavall.

4.3 Questionnaire contents

As explained earlier, the first step of the reskafollowing the questionnaire design
and testing, was to present the questionnaire ltsge number of participants who

were invited by email to complete it.

Printed copies of the different questionnaires atached as Appendix Il and the
online version can be given on request. The welagitress will not be mentioned
here in order to protect the organisation’s comfiggity (it is hosted on their

webserver)
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The questionnaire took its starting point from Tiskirand Hargie's (1996:41)
proposed open questions in a study assessing #igyqof communication between
managers and staff in the National Health Servi€hsse questions ask managers and
staff to indicate strengths and weakness in the pemple communicate with them as
well as asking them to describe a typical commuiunaexperience in their
organisation and thirdly, requesting them to lsee ways to improve communication

in their organisation.

This study’s questionnaire added to those questmialsincluded questions designed
to elicit general responses on: the perceived sbleommunication in organisations;
methods of communication (email, telephone, infdrmaetings, etc.); how much
information is felt to be given; how open the linscommunication were; and the
types of feedback given and received (congratulafigriticism etc.). It also covered
specific topics including: perceived effects ofharbehaviour such as tone of voice;
non-verbal behaviour (body language); and the ebleommunication in motivation.
Subsequent questions also asked respondents stfycle@mmmunication in their work
environment as effective or ineffective and to expltheir response as well as asking
whether this questionnaire had made them think eiteat more on their

communication practices at work.

The questionnaire appendix lists 3 questionnairesld 14 and 23 respective
guestions in total. The two appendicesdaly managers andnly staff members have
several questions in common (questions 1,11,1A%8, 14. Question 14 was used
only to elicit interviewees). The appendix answebgdhose who arboth managers
and staff members has eliminated the duplicatedtopres and the numbering of this
appendix differs from the first two. As such inemaing back to the appendices of
qguestions | will refer to the numbering of the widual (manager®only, or staff
membersonly) questionnaires, rather than the combined questio® to avoid
confusion. In the following discussion question® aeferenced as they appear
numerically in the individual questionnaires listasl appendix lla (managers only)
and appendix llb (staff members only) not apperittixwhich combines both the

manager and staff member’s perspectives.
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4.4 Encouraging thoughts on questionnaire respondési interaction

with the questionnaire

Before immersing the reader in a specific discussioresponses to the questionnaire
let me first discuss a few general findings thaereged from a first reading of the

responses.

With 100 responses (out of 550) on the very fiest df distribution | was excited and
encouraged by the reply. 15 people already indic#teir willingness to participate
further and a sample of interviewees could alrehdye been chosen from this
selection. Further responses trickled in over teekend. How encouraging it was to
know that people actually took time off over a wedt to fill in the questionnaire! It
made me think that people really had a need to &h&ut their experience of

communication.

In some cases this became a “rant session” fowiohghls, as in the following
comment: “It is a surprise and coincidence to nezéhe questionnaire and get given
the chance to express my frustrations at a timenwe largely very frustrated about
these issues”. Rather than seeing this in a negditiht, however, | saw this as
fulfilling a greater role and as serving a largatt@rtic” role for participants. One
aim of the research was to get participants to rgtded communication better from
their personal perspectives. Even if they haveetoagmngry and make comments that
are not largely useful for a constructive solvingpooblems they are undoubtedly
valuable for a) gaining a bigger picture of the owmication at the organisation
(realising that in places some people are desperatdappy, and have needed to use
this opportunity to vent their frustrations) and bglping them reflect on
communication. Similarly, this has also been anoopmity for people to realise
when their boss/subordinate is doing a good jobthls way it reinforces positive
feeling and contributes to continuing effective coamication. A response to question
12, “Has this questionnaire made you think or wfl@ore on your communication
practices at work” shows this positive reflectidie respondent answered “No not
really - it just made me realise that the commurocabetween my manager and
myself is good.”
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This questionnaire seems to have given peoplee @sd a constructive one, of what
may have been lacking in their manager-staff comoation. Comments such as
"Thanks for the opportunity to participate - hopg comments have helped. Can you
help me to devise a survey for the campus too?festy encouraging as are "Thank
you for the opportunity on having to reflect!" and

I've been able to clarify some of the weaknessemyself. | am
realising (perhaps for the first time) clearly thie# can BE MUCH
BETTER AT COMMUNICATION, and the Ilink between
communication and good practice is CRUCIAL!” (themphasis).

The questionnaire seemed to fulfil a constructigée rin informing people about
aspects of communication they may not previouskehhought about, or not given
due consideration. Comments such as the followergahstrate this.

| find it amazing how awareness of body language &elp

communication, but | know that my knowledge is tieai and needs

further attentive scrutiny to pick up on subtle coumication

through body language with cultures other than mg.o
Similarly, useful feedback from people who commaieceffectively indicate how
well they know the tool they use every day. A commmieere about tone of voice
illustrates this point:

I've found the approach to be key in all staff memgresponses, but
in many cases its not only the tone, but the péimepof the
manager’'s authority that makes the difference —if.@ younger
manager uses the exact same tone in approachiteagoés they
often get a totally different response to the mepgerienced
manager!”

While the intention of this research is not to “ckeip” on individual departments or
even to pin-point instances where managers antl atafreflecting on each other’s
personalities, since this research is not aboutithgals’ actions, personalities, or
styles, it was interesting to note that occasigrstihff from within a department were
reflecting on each other’'s practice. In one caseaiscience department, a staff
member gave very positive feedback on their marsgehaviour saying

My manager (HoD) gives me enough information to ersthnd
what is required from me and what is needed fromtaneomplete
the job. There is good communication between wb laalways
understand what is required and what needs to be.do

Another member of the same department commented
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| feel motivated in my job already and my manageesiencourage
me and congratulates me on a job well done and mnyager does
encourage me to do courses etc.

The manager simultaneously demonstrated a greaeaess of the role and effect of

communication, with his/her own comments such addhowing:

Everybody loves to be recognised for a job well @l@and it is

wonderful to see happy faces. You can always impanw situation

by highlighting the positive and pushing the negatway in order

to achieve the same and sometimes even bettet.resul
The same manager also commented that “they knakeltheir lives and happiness at
work seriously”. This demonstrates how in this &iton where communication is
clearly effective, the manager’s behaviour was lagipreciated by his/her staff as
well as specifically intended to come across thaty.wClearly being aware of
communication and using it effectively has beenogeised as an effective

management tool in this case.

4.5 Tabulated questionnaire results

Here follows a table presenting a summary of thesgjannaire’s findings. A copy of

the database, listing each response in detailasadole on request.

Questionnaire responses summary: managers and staff
members

No Question Manager response Staff member response
topic

1 What is the |« “Communication should aim to build a satisfactory working
primary role relationship...”
of e “Maintain a two way channel of dialogue which intrinsically
communica- encompasses most of the above, informing, facilitating, giving
tion in organ- feedback, sharing, motivating, encouraging, supporting, liaising,
isations? initiating, concluding, guiding, deciding, instructing, resolving,
(Comments in proposing, challenging...”
addition  to | « | believe the primary purpose of communication in any situation
selected is to develop relationships. Without sustainable relationships,
options.) which result in trust and respect, any information is useless. If

you don’t trust a company then you will not believe their adverts,
if you don't trust or respect your manager then you will not put
value to their communications.”

e “Without communication, nothing can be done - work-related and
in ones personal life.”

2 How do they | Face-to-face Face-to-face, one-on-one
communicate | Open-door policy (impromptu)
? (Comments | Over tea At my desk
in addition to | Talking as they work Chance encounters as we
selected Bi-weekly team meetings rush past each other!
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options.)

Talking and helping each other with
daily work.

We have no meetings
Internet Messaging (Jabber,
ICQ, MSN)
Manager
morning
Informal verbal updates

pops in every

How  much
information

is passed
from
manager to
staff
member?
(Explanations
on the choice
of too much,
enough, or too
little
information.)

Too much: “The more people know
and the more included they feel, the
better the team will function.”

Just enough: “l don’'t have enough
time to spend explaining everything in
detail.” “Enough information is all that
is required.”

Too little: “I should explain more in
order for them to grow.” “I expect the
staff to take initiative also.” “Generally
overloading people with information is
counterproductive to getting the job
done.”

Too much: “...Sometimes |
do get too much info at the
time.”

Just enough: “My manager
provides sufficient
information but  doesn't
overload me, which can also
be good, because
superfluous information is

also negative, as it may
“cloud” the important stuff.”
“He often gives me
confidential information that
makes the bigger picture
appear clearer and this
motivates me to go further to
please and serve.”

Too little: “Sometimes my
manager forgets to tell me
information.” “He seems to
think that keeping us in the
dark and not consulting us
gives him an edge and keeps
us off balance.”

How open
are the lines
of
interpersonal
communica-
tion?
(Comments in
addition to
selected
options.)

“Your door must be open to your staff
all the time, it's the only way to build
trust and have effective
communication to work as a team.”

“I work hard on encouraging open
communication, but there is definitely
a mentality of whinge and whine and
unrealistic expectations with some
staff. This unfortunately discourages
open comms.”

“Due to overwork, manager
is not necessarily available.”
“I feel | can speak to my

manager about almost
anything, work related and
personal.”

“It is difficult at times to
approach certain issues and
staff due to stress levels.”
“Urgent issues can be raised
at any time. The door is
always open. Any issue can
be discussed.”

What sort of

feedback?
(Comments in
addition to
selected
options)

“Letters of commendation are posted
on staff noticeboards, when an event
has gone well and all staff have been
involved the entire group is called
together for commendation.
Photographs are sometimes posted on
notice boards when appropriate.”
“Feedback from meetings, e.g. senate,
and liaison meetings with legal
profession and other Deans.”
“Disciplinary encounters when required
— | try to be constructive if at all
possible.”

“Something more subtle — a kind of
constant affirming — showing personal
interest in others work is hugely
motivating | think — kind of reminds
people why it's good to be alive and to

“Complaints that staff are not
working but without specifics of
who and when.”

“He shouts a lot and is often
rude about colleagues behind
their backs.”

“I get very little feedback
unless there is a problem.”

“I have had one letter of thanks
and motivation, which really
made an impact. | felt part of
the team and felt | was doing a
worthwhile job.”

“Well done or positive
feedback is very seldom given.
Errors are often highlighted
and continually used as a
stick.”
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work at THIS place.”

“To my knowledge, there are
no formal structures in place
for evaluation, so unless |
directly request those they are
also not forthcoming.”

Can talking
differently
affect
person’s
response?
(Elaborations
on their yes or
no answer.)

the

“As the saying goes, it is the tone
that makes the music.”

“Ask nicely, with a smile, and the job
will be well done.”

“I have a simple philosophy: treat
others as | would like to be treated.”
“It is important to be encouraging
when work is done well so that the
staff member always tries to do
his/her best.”

“Tone, body language, the WHOLE
package sends a message.”

“Choice of language is also important
especially when dealing with people
of other languages. Second language
English speakers often respond
better if their home language is used
to communicate with them -
particularly things of importance.”
“The atmosphere of the department is
largely determined from the top, and
the way in which the communication
lines are set up, and the TONE in
which they are delivered goes a long

way to developing a healthy,
productive departmental
atmosphere.”

“Tone is very important. | tend to talk
straight and to the point, and | expect
professional people to  meet
deadlines. Some staff react
negatively to what | say on occasion
when it creates a perception of
disapproval and/or intolerance. More
diplomatic people might get better
reaction from staff, and greater buy-in
from them on some issues.”

“If my manager is snappy or
in a bad mood, that can
affect the way | respond.
Conversely, a happy mood
can produce a good
response from me.”

“I think it is important for self
respect to be maintained no
matter who the person and
what their grade is...”

“A dialogue is more open,
friendly and less personal
when it's done it a friendly
manner.”

“Of course it does. For
instance when initiative is
used and the manager is
really happy with the way
things have been done, it
encourages one to always be
on top of things. There has
been one or two instances
where tone or word choice
(not necessary, has taken
place), one takes it and gets
over it and makes sure that
this does become necessary
again. Managers too have
their bad days!”

“My manager is polite and
down to earth always willing
to listen and can answer you
properly.”

“While encouragement or
congratulations might not be
said as such, the tone of

voice does indicate the
person’s feelings, and thus |
take strength from that.

Similarly, if the individual has
a different tone of voice, | am
aware, without being told,
that | have overstepped a
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mark.”

Body
language
(Elaborations
on their yes or

“Body language can either encourage
or discourage communication. It is
very important to watch your body
language and the message that it is

“Body language... normally
facial expressions often says
more than what is actually
being said in words.”

no answer.) sending.” “Body language also helps
“Body language should be in tune | me to understand my boss
with content being communicated.” and what he’'s trying to
“l try to maintain eye contact and an | express so | can respond
open demeanour, and not give the | more valuably.”
impression that | have already made | “Eye to eye and a smiling
up my mind.” face is conducive to a heart
“When conflict issues are raised and | to heart conversation. One
| am the mediator, | tend to fold my | tends to be relaxed and more
arms and sit upright when | need to | open to questions and
take control of a situation. Staff react | answers.”
to this and allow me to direct the | “I'm sensitive to body
situation to a more conducive | language and read it very
discussion.” carefully. I've learnt that
some gestures are just
mannerisms which are not
necessarily meaningful. But |
can also "take a hint" when
body language and tone of
voice are saying something,
and because I've worked
with this manager for many
years now, | can most often
tell the difference and work
with it. So in other words,
body language and tone of
voice are part of the overall
communication.”
Motivation “Communication is very important in | “I think that a manager’s

motivation. The manner in which a
manager communicates with his staff
can affect their performance.
Congratulation on a job well done
makes staff work better and aim for
high standards.”

“Everybody loves to be recognised
for a job well done and it is wonderful
to see happy faces. You can always
improve any situation by highlighting
the positive and pushing the negative
away in order to achieve the same
and sometimes even better result.”

“l think the staff here are motivated
by their own deep needs and

ultimate goal i.e. to build a
team relationship with you,
supportive and authoritative,
which will in turn grow
respect for that manager, will
encourage and incentivise
your performance. Support
systems and incentives are
far more motivating than
speech patterns.”

“He needs to listen better,
encourage people.”

“Often there’'s not enough
time for encouragement.
Pressure is intense and
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ambitions - | can do little more than
show an interest and remind them
why its important - but even then they
will act according to their own drives
and desires.”

encouraging seems to take a
smaller role.”

“In the same way that | see
myself as an encourager and
motivator of both staff and
students in my activities in
the dept | would also like to
have some positive
acknowledgement of some of
my efforts in this regard.
Everyone needs some form
of appraisal from time to time
and this is what is not often
forthcoming. A pity as the
HoD is such a warm-hearted
and friendly person. Perhaps
he feels | do not need it!”

9.1 List of own |+« Admit mistakes/ accept e Admit mistakes
strengths suggestions (I'm not always * Approach directly
(strengths right) * Be prepared for meetings
shared by |« Be supportive, give ¢« Be supportive,
both praise/encouragement encouraging,
managers and * Being available/open/plenty of complimentary  when
staff are in access appropriate
bold) « Being patient « Being available, easy

e Communicating often access/open-door
e Getting personal (real interest in | » Being
staff) flexible/open/amenable
e Giving clear goals/instructions e« Communicating in their
e Giving feedback first language
* Giving them the bigger picture *  Communicating often
* Honesty/ openness « Don't waste time on
e  Humour unimportant issues
 Including people/team-work *  Flexibility
« Keeping records, using email Friendly/pleasant, nice
(putting things in writing) * Giving
« Respect feedback/keeping
«  Speaking in a calm way informed
» Treating staff as equals ¢ Honesty / openness
e Trust e Humour
«  Willingness to listen * Informal
« Keeping records, email
* Loyalness
* Not being scared
* Respect
e Talk about problems
immediately
e Trust
*  Willingness to listen

9.2 List of one- |+ Ask questions * Collaborative, team-
another’s e Collaborative/treat as equals building, togetherness,
strengths «  Co-operation willingness to involve
(Strengths . Enthusiasm them
shared by |« Forgiveness for mistakes/attitude | * Explains well
both «  Frequent / often | Face-to-face
managers and communication communication
staff are in |, Friendly e Fair
bold) . Get personal (personal | * Frequently
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interest/builds relationships)
Honesty, not afraid to speak
out

Humour

Informal

Listens

Motivation is mutual
Open/available

Positive attitude

Respect

Share information

Talk about issues immediately
Trust

Friendly

Get personal (build
relationships or take a
personal interest)

Gives the bigger picture
Honesty /openness
Humour
Informal/relaxed

Keeps to the point
Leads by example
Listens

Motivating /  gives
praise
Open/approachable/ava
ilable

Patient

Polite

Puts things in writing,
uses emalil

Respect

Share information,
willingness to
help/work

together/explain
Supportive, encouraging
Trust

10.1

List of own
weaknesses
(weaknesses
shared by
both
managers and
staff are in
bold)

(aggressive/defensive)
Aggressive

(buy-in) Don’t get their buy-in
before going ahead with
something.

(frequency) Don’'t have as
many meetings or as much
contact as necessary.

(knowing things) Assume they
know more than they do.
(listening) Could listen
more/better.

(minutes)Need for minutes of
meetings.

(time) Don't have/give enough
time.

(too informal) door is too open
Allowing more dominant team
members to dominate others or
involve one person only, not the
entire team.

Expect staff to be as committed
as they are.

Impatient.

Language problems.

Not clear in instructions or
needs.

Not flexible enough
Not forceful
(confidence).
Take the power away because
believe they can do the job

enough

(aggressive/defensive)

Defensive

(buy-in) Don't persuade
the boss enough about
their ideas.

(frequency) Don't
communicate often
enough, infrequent
meetings

(listening) Don't listen.
(minutes) Don't write
things down or put it in
writing.

(time) Not enough time,
therefore too rushed.
Don't deal directly (ask
others instead).

Don't discuss problems
immediately.

Don’t know when to ask
questions.

Impatient.

Not clear enough

Not confident enough
(forceful)

Not good at dealing with
conflict

Not sensitive or too
sensitive to time
pressures

Should talk face-to-face
more often.
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better.

Take on too much (e.g.
not tell the boss if they
can'’t cope or are sick).
Too far away (location).
Too honest about short-

comings
Too informal
10.2 | List of one- |+ ( Doesn't talk well or clearly ) (knowing things)
another’'s Unclear Assumes they know
weaknesses « (knowing things) Not enough things that they don't
(weaknesses updates on progress (not or don't give feedback
shared by reporting back) (lack of honesty) not
both « (lack of honesty) say they honest
managers and understand when they don’t Away a lot
staff are in|. cultural differences (or speak in Doesn't give feedback or
bold) language which excludes the gives negative feedback
boss) Doesn’t inform  /not

» Don't ask when have problems enough info

« Don't inform enough/full Doesn't talk well or
picture clearly

e Don't pay attention (condescending, too

« Don't respect seniority fast, brusque)

« Email rather than talk face-to- Don't put things in
face or not keep written writing  OR  overuses
records of meetings email instead of talking

« Forgetting to tell things (e.g. personally
when they are out of office) Forgets

« Infrequent communication / Inappropriate humour
don’t communicate, especially Infrequent
face-to-face communication

e Language barrier Intimidating

» Listening (could listen more) Leaves things until the

e Personal issues last minute or not

«  Too busy enough warning

«  Us-them mentality (hide things) Listening (doesn't

listen enough)
Makes them feel bad for
mistakes or is sarcastic
Not open to suggestions
or criticism
Personal issues or
doesn't take the time to
build relationships
Says one thing and
changes mind without
informing staff
Should provide more
motivation
Shouting at staff
Too busy, not enough
time.
Treats members  of
groups unequally
11 Communica- “Our section works as a cohesive, extremely productive unit and |
tion effective | think that this is largely because there are open lines of
or communication between all staff, not just between staff and manager,
ineffective? and this leads to a mostly comfortable and encouraging work

environment.”
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“I think that lack of communication is often expressed in the
workplace in bad labour relations, job dissatisfaction, etc. So, it is
possible to judge when a lack of communication has arisen, as this is
reflected in staffing problems. Generally, a quick and informal
meeting between affected parties clears the air. “

Issues raised in this question:

e Several people feel frustrated and left out of the picture
because information is not passed on (often because people
are too busy)

*  Weekly or fortnightly meetings are very important but there is
often not enough time to build relationships.

« Email mailing lists help a lot to pass on information

« If problems are addressed immediately they tend to be solved
more easily.

« Communication is often effective within a specific section, but
not the whole area or division.

e Being open to, taking the time to and building successful
relationship helps build a happier, more open working
environment.

» Openness, trust, frequent communication, working as a team,
a smaller group of people working together, the ability to
disagree with one another and using the grapevine for
positive information all contribute to effective working
environments.

e There is always room for improvement (even when
communication is good) but factors such as managers being
away too frequently from the office, staff competing for
managers’ attention, irregular communication or a lack of
information passed on contribute towards ineffective
communication.

12 Has * Any questionnaire will make one evaluate / any reflection is good
questionnair e Some learned things from it (to encourage more, to be more
e made you available, to improve areas of weakness as identified by
reflect on themselves, to make time to listen to one another).
qommunica- e Several were made to appreciate the good communication they
tion? have at the moment.

e Many agreed that it made them aware of their current situations,
for good or bad. “Yes. | had to think about communication,
something that one takes for granted and does not really spend
any time thinking about, but without it everything would fall apart!”

13 Anything else |« “As | said before, without communication, everything would fall apart,
to add? not only in the workplace, but in our everyday lives. How would we

teach our children right from wrong? How would we say how we
feel? or ask for a job to be done? | think communication is one of
the most important things in life - it goes hand in hand with
understanding. If we don’t understand, how to we indicate that
without communicating?”

*  “People must be made aware of how we address and talk to people
as being very important. Body language in also important. It would be
lovely if we could do away with the word "support staff" and replace
with (name replaced for confidentiality) University Staff -- than we are
indeed one family !!”

* “No communication practice is ever perfect but this kind of
investigation should at least highlight problem areas and motivate the
responding parties to correct some errors.”

* “Maybe my manager should hold staff meetings with her staff so that
we can communicate with her and she can also get to know us better
also become aware of how much we actually do or don’t do in our
jobs. Meetings would at least open our lines of communication.”
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e ‘I think my boss is the bees knees. He is honest and forthright and
treats me with respect. | have loved working for him, despite regular
difference of opinion about how to get things done. He always treats
me as an equal and gives me a large degree of autonomy.”

4.6 Explaining the table

Where columns are merged (as in questions 1, 1anii213) the answers presented
were not unique to either managers or their staff. such, these questions are
discussed in general, without distinction betwdenttvo groups. Where columns are
separated (as in questions 2-13) these questiores avswered by both groups and
extracts from both groups’ perspectives are sunsedrin their respective columns.
The managers’ responses are on the left, and dlffens¢mbers’ responses are on the

right, for ease of comparison.

The data table above presents qualitative extriiol® questionnaire responses.
Several questions, namely questions 1,2,3,4,5,&6@¢B11 also elicited quantitative
(numerical) responses. These results follow in dghantitative discussion chapter
(chapter 5).

4.7 Interviews

As discussed in previous chapters, interviews wardertaken over a two-week
period, following the closing date for submissioh questionnaires. It was an
extremely difficult process to narrow down thoséesid for interviews because
there were simply so many enthusiastic people vgpeared to be interested in these
topics and whose input would have been valuabldofitimately the scope of this
research necessitated limiting the number of ime@rs undertaken. A final selection
of six interviewees was made to encompass a witgeraf business areas within the
university (refer back to chapter 4 for a more tdietladiscussion of the selection of
interview participants). Those interviewed were resentatives from academic
departments as well as service staff involved imtaing the grounds and gardens,
catering for the live-in students, handling IT atedlephony needs; as well as a
representative from academic planning, the depattmesponsible for overseeing the

content and structure of the university’s varioaarses.
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Interviews were semi-structured and open-endedeAgi 11l is the list of questions
on which the interviews were loosely based. Thst finterviews were structured
around a simpler version of this list of questisitee originally the list only went up
to question 7e. However important points of dismusscame up during further
interviews and as they were raised these issues aduled to the list of questions

culminating, ultimately, in a total of 7 main quesis with 17 sub-questions.

Most of the topics were covered in each intervibut, there was no specific agenda,
other than ensuring that each area was discussedonme form or another.
Interviewees were occasionally asked to elaboratéheir points and the researcher
sometimes interjected to confirm whether what skarth was, indeed, what the
interviewee intended. As a result the interview egafly followed the format of a
non-scheduled interview in that “those intervieveed free to expand on the topic as
they see fit” and the interviewer is also “freeféomulate other questions as judged
appropriate for the given situation” (Bless and ddig-Smith, 1995:107). The
interviews tended towards in-depth interviews, desd as “a conversation with a
purpose” (Pitout, 1996:113), to

provide detailed background about the reasons wnycgpants give
specific answers; allow for observations of papteits nonverbal
behaviour; and [to] provide extensive data concgyrparticipants’
opinions, recollections, values, motivations aralifgs (bid).

Each interview lasted approximately 1 hour and tptaice in the office or home of
the person being interviewed during non-work tirfies over lunch or after hours). It
worked out well to have interviews during times wiparticipants were in the office,
but not involved with other tasks, as it helpedgk#dem focussed on communication
in the environment in which they were discussin@.&. at work) as well as allowing
them to discuss things openly, while not beinguilistd by other interruptions. The
fact that they were not in the presence of oth@plgealso allowed interviewees to
speak more naturally and honestly, without the askhem being overheard. Indeed,
several of those interviewed commented on the agsnrand ability to share
information with the interviewer. As one participaaid, “I've been fairly open with
you. | would guard my comments in a number of emvinents because | would be

cautious as to how those were being taken.” Itésrapliment to the intimacy of the
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interview process, the confidence with which thosterviewed were willing to

discuss their situation, and the faith in the odefitiality of the research that
interviewees could be honest and open and saysthimgy would not ordinarily say in
other contexts. This freedom to express oneseltithe core of the interpretive
research paradigm and was not only expressed enviatvs, but also in the online
guestionnaire. One respondent said,

What | have shared here is VERY CONFIDENTIAL andd not

want any of this to be repeated. | have merelytteeanswer some

of the questions and in doing so have found myadittle carried

away!
It is fantastic that he nevertheless had enoudh faithe research’s confidentiality to
still submit his response.

Although it is sad to leave a discussion of theyvech data accumulated in
interviews until later, Chapter 5 moves away froollecting textual data to focus on
the questionnaire and specifically numerically gsatl responses to several
guestionnaire questions. In this chapter | list go@ntitative responses to questions
asked during questionnaires which provided numeerésaults. | explain the numerical
analysis procedures that took place in order tainbheaningful numerical data and
then explain questions 1-14 in more detail, withtipalar reference to numerical data
relevant to those questions, where applicable.p@n#® then returns to the interviews
and links questionnaire and interview data togeihea discussion of successful

management practices and features.
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Chapter 5: Quantitative data discussion

The discussion of data collected in this reseascluite in-depth and for ease of
reading it has been divided up into two chaptels first chapter, quantitative data
discussion, deals entirely with the numerical firgdi collected from responses to the
guestionnaire. This chapter discusses the numeaicalysis process, tabulates the
numerical question responses, and then explaingrabelts of data contained in

guestions 1-8 and 11, drawing on selected quotes fjuestionnaire data to elaborate

on numerical findings, where necessary.

5.1 Explaining the numerical analysis of question 1

The numerical discussion of question 1 separatgsorses from those who answered
as managers only, staff members only and both nesisamnd staff members. Results
are normalised across the numbers of responsdsatagtiestion. For example, 14
managers answered question 1, 72 staff membersathe same question and 61
participants who considered themselves both maram®t staff members answered
the question. Results are expressed as a ratiosovess to one another across the

groups.

Let us use managers’ responses to question 1, ‘Whgour opinion, is the primary
role of communication in organisations?” to expldia numerical analysis process by
which results were normalised, or made compardhlejuestion 1 managers were
asked to rate a selection of 3 of the possible arsfvom 1 to 3, in order of perceived
importance, where 1 was the most important and Sthe least important. When all
these responses were added up this answer gavaexioal result, a total of all the

managers’ responses.

Unfortunately these psychological associationsst(firs better, second is less
preferable and third is the least preferable of dptions) do not work well

mathematically. In maths an answer of 3 is a greatieie than 2 or 1. In this example
a manager who rated “to deliver instructions” asirttprimary role, assigned that
option a value of 1 (being the most important, “ts@mone reason”, for them), but

mathematically this answer should be given a highenber, i.e. 3. To solve this
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problem and to calculate a more accurate matheahgticture, the numbers were
assigned a different value. In other words, if atian was rated as a 1 (i.e. managers
thought this was most important) it was given a adoal value of 3 (numerically
higher), if an option was rated as a 2 (less ingmijtit was given a numerical value
of 2 (numerically lower), if an option was rateda$8 (least important, according to

the manager) it was given a numerical value oh& [dwest numerical value).

Having resolved the psychological vs. numericalbfgm the challenge was now to
make the numbers mean something. The numbers vesveadded up, so that the
rating for each possible answer was given a tdtials means that if the option “to
enable dialogue and team-building” received a highumerical total than the option
“to deliver instructions” that this option was rdt@verall, as more important, or, that

this choice was more popular.

Because the number of responses varied in the tategories, the group totals were
not comparable. To reach a simple number thatdcbhelcompared across the group,
the numerical total reached by weighting differeesponses and adding them
together was divided by the number of total respsrer that group. For example, 14
managers answered question 1 and the overall natisghe highest for the option “to
enable dialogue and team-building”. This most papuhoice was given a total
numerical weighting of 23. The same answer wasrgav&@umerical rating of 62 by
72 staff members. Once the managers’ total of 28 digided by the number of
managers who answered the question (14), and #fiensembers’ total of 62 was
divided by their group total (72) the result gaveumnber that expressed the answer’s
popularity for that group. In other words, the opti“to enable dialogue and team-
building” was much more popular with managers, vehtigtal weighting gave it a
rating of 1.64, than staff members, who rated iD&6 (compared to their highest
scoring option which received a numerical weightwfgl.47). So managers rated
enabling dialogue and team-building as the mostomamt role of communication
and staff members rated “giving facts and infororatheeded to do the basic job” as

the most important role of communication.
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5.2 Presenting the numerical analysis

A table of numerical results appears below. A dis@n of the numerical analyses of
questions 1,2,3,4,5,6,7,8 and 11 follow after #ide. Additional comments based on

gualitative responses to the same questions ahedext where these answers help

explain the quantitative results.

Table 2: Quantitative data

Numerical questionnaire responses

Question Number Expressed Manager Staff Both
as:

Question 1: What, is the primary role of communicat ion in

organisations?

1.1 Deliver instructions Ratio | 0.07 0.63 0.69

*

1.2 Give facts and info to do 0.5 1.47 1.61

basic job

1.3 Info re: higher purposes 0.71 0.54 0.46

1.4 Motivate staff 1.36 1.19 0.95

1.5 Resolve work-related issues 1.57 1.24 0.93

1.6 Resolve interpersonal issues 0.14 0.07 0.03

1.7 Dialogue and team-building 1.64 0.86 1.23

Question 2: How do you communicate with your manage r/staff?

| Data not valid due to database error

Question 3: In general, how much information do you feel you
give/get?

3.1 Not enough % 3% 11% n/a **
3.2 Just enough 24% 50%

3.3 More info than is required 44% 32%

No answer 29% 8%

Question 4: How open are the lines of interpersonal (face-to-face)
communication?

4.1 Door open, any subject| % 48% 49% n/a **
discussed

4.2 Door open, selected subjects 4% 6.5%

discussed

4.3 Appointments for any issues 21.5% 19.5%

in private meetings

4.4 Appointments for selected 4% 3.5%

issues in private meetings

45 Any issues for public 17% 11%

meetings

4.6 Selected issues for public 5% 9.5%

meetings

4.7 Open  discussion not 1% 1%

encouraged
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Question 5: What sort of feedback do you give/get?

5.1 Congratulations % 20% 28% n/a**

5.2 Encouragement 20% 19%

5.3 Criticism 12.7% 18%

5.4 Coaching 14% 9%

5.5 Personal benefit suggestions 16% 14%

5.6 Personal information about 7% 7%

oneself

5.7 Formal evaluation 9.3% 5%

Question 6: Can talking affect response?

6.1 Yes % 69% 75% n/a**

6.2 No 3% 12%

6.3 No answer 21% 13%

Question 7: Can body language affect response?

7.1 Yes % 60% 60% n/a**

7.2 No 12% 24%

7.3 No answer 28% 16%

Question 8: Can one be motivated by talking to or b  eing talked to

differently?

8.1 Yes % 44% 41% n/a**
(61%)*** (50%)***

8.2 No 28% 41%
(39%)*** (50%)***

8.3 No answer 28% 18%

Question 11: Is communication effective or ineffect ive?

11.1 Effective % 54% 64% 60%
(74%)*** (90%)*** | (100%

)***

11.2 Ineffective 7% 7% 0%
(24%)*** (10%)***

11.3 No response 29% 29% 40%

Notes:

*Ratio: here the highest numerical value indicates the most popular choice.

** \WWhen not identified separately the group identifying itself with both the

manager and staff member groups had to answer the question separately as

a manager, and again as a staff member, hence the common group “both” is

not applicable.

*** Percentages in brackets are an expression of only the responses that

were answered relative to one another. In this percentage expression the

non-answers are ignored.

Question 1 “What, in your opinion, is the primary role of meunication in

organisations” received different answers from ngans, staff members and both.
Managers rated “to enable dialogue and team-bgjldiost highly (1.64), while staff
members rated “to give facts and information needé able to do the basic job”
(2.47) most highly, as did the combination of mamagand staff members called
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“both” (1.61). “To assist with helping or resolvingork-related issues” was rated
second most highly by both managers (1.57) and staimbers (1.24), while the
combination of both rated “to enable dialogue aaht-building” (1.23) more highly
here. All three groups rated “to motivate staffwork harder or feel part of the
organisation” the third highest (1.36, 1.19 andb0@spectively) and there were no
significant trends with the other options excephte that “to deliver instructions”,
“to assist with helping or resolving interpersoisdues” and “to give information
about the higher purposes of the organisation” wated near the bottom ends of the
scale across the groups. It is important to nodé tiis rating scale, while useful to
identify certain similarities and differences beémemanagers and their staff (i.e. the
basic distinction between work, or people, being fbcus depending on your
perspective as the one doing the work, or manatfiegpeople), cannot paint a
sufficiently accurate picture. Several respondgrusited out that they felt athe
points were important as part of effective commatian, others felt they would have
liked to be able to rate more of the options, afiliathers (who raised this directly
with me later in person) commented that the vetynesof having to rate these things
that are all such an important part of what theyrdstrated them into not continuing
with the questionnaire. From this one can concthdé manager-staff communication
involves all of the factors given as options irstuestion, as well as many more. As
one respondent commented,

Communication involves all of the above, both folignaand
informally. Further important functions include animal education,
modelling of techniques and attitudes, extension gehneral
knowledge about the academic world, and so on..
| would argue thathe mixed responses to this question indicate iffieudty of pin-
pointing the actual, finite, role communication y$ain manager-staff relationships,

while simultaneously highlighting its vital imponize.

Question 2was designed to find out how managers and thaif ate talking to one

another. Is the use of email more frequent thasqrexl, face-to-face communication,
or are there other ways of talking that the quest&ire design did not cover?
Unfortunately data gremlins crept in and made thenerical comparison of the
groups impossible, but textual answers (as taldilatesecion 4.5 of the previous

chapter) as well as answers to other questionshénquestionnaire indicate the
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importance of face-to-face discussion as well asvital role that meetings and tea-
time play in successful manager-staff communicatedationships. Having an open-
door policy, having the time and taking the oppoitiuto discuss personal issues or
topics unrelated directly to work (as occurs durgmgup tea-times) as well as being
able to discuss things openly and immediately e success secrets that contribute
to effective working relationships. Meeting or dissing things frequently as well as
regular interaction, the ability to interact in emaother’s space and the use of hi-tech
communication facilities (such as email and interneessaging programs like
jabber/ICQ/msn messenger) were also pointed out kags to successful

communication.

Question 3 asked whether the amount of information given eewkived was just
enough, more than required, or not enough. 44% ariagers responded that they
believed they gave more information than requiredije 50% of staff believed they
received just enough information. These resultsewellowed by 32% of staff who
believed they were given more information than neband 24% of managers who

believed they gave just enough information.

The key issue here was the subtle relationshipd®atvgiving too much information,
contextualising things, and expecting staff or ngara to find things out for
themselvesMany managers feel that giving “the bigger pieturor contextualising
their staff members’ jobs within the role their sece/department/division plays in the
organisation helps them do a better job. HoweVeeret seems to be a fine line
between giving staff enough information to contekge their role and tasks within a
broader picture and a need not to overload peojtteimformation. There is an issue
of information overload in some departments whicdyrhe a feature of task-overload
as well, some managers are coping with too manyaddsand do not have the time
available to give a lot of information or spendoa of time on giving information.
There is also an element of managers expecting $tefif to find out more if it is
required and expecting their staff to be proactiveeeking out information. A last
issue is one where managers do not feel that s@ff cope with too much
information. This may be the case where staff amisd-language English speakers
or in charge of simple tasks where more advancsttuictions may be counter-

productive or seen as the manager trying to “tedht how to do their job”. In one
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case a respondent emphasised the role of motivatiamformation-giving as well,
saying they see the role of communication to “Gode info, also info about rest of
team, rest of Division and University. | see comination as a vital motivation tool -
people need to feel involved. The strength of gagicular questionnaire, (its open-
ended questions) was also observed again hereoufjthquestion 3 seemed fairly
simple and self-explanatory, the responses to ¢kersl part of the question asking
respondents to “please explain your choice” eliciteimerous topics and issues of
interest. In this particular question respondenentioned some new and some
repeated topics which include: their frustrationnat having the information they
require and, in contrast, their delight with begigen information about the bigger
picture; the need for frequent contact between gensaand their staff members; the
impact of personal issues at work and the impodaaot building relationships
between staff; the need to take one’s own inite@ativdoing tasks; the fact that bosses
often forget to pass on important information; theccess of team-work, brain-
storming, open communication and group discussasnyvell as issues with having
enough time to communicate, the need for minutes@étings, the abuse of email
communication lists, the importance of asking fetphwhen one is uncertain, the
need for policies and procedures on communicatidhis particular organisation and
the different relationship between managers anid stambers when staff members
have worked at the organisation for many years dort actually need any more

information on how to do their jobs.

Question 4 asked “How open are the lines of interpersonake-f@-face,
communication between managers and staff’? 48%aofagers chose the option “the
door is open and any subject is open to discussim if it's not work-related”, and
the percentage of staff members who chose thisoptas similar (49%). The second
highest rated option by managers was “appointmeartsbe made and any issues can
be discussed in private meetings (21.5%), which alas the second-highest rated
option for staff members, of whom 19.5% chose tpHon. Rated third highest by
both groups was “any issues can be listed on tlemdeg and discussed in public
meetings”. 17% of managers chose this option coetpss 11% of staff members.
The lowest rated item was “open discussion is maioaraged”. Only 1% of both
managers and staff members who filled in this qaesaire believed that open

discussion was not encouraged. Again an open-eqdestion, this one asking “If
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these statements are not adequate, please comelent’ braised certain issues on
this topic. One respondent mentioned the amourtineé available for discussion
saying, “Because my boss holds down two jobs tieré the time for face-to-face
communication”. Other respondents mentioned sormameles where things are
going well, and why this is the case. One staff ensaid, “I feel | can speak to my
manager about almost anything, work related andsoped”, and a manager
commented “Your door must be open to your staftta time. It's the only way to

build trust and have effective communication to kvas a team”.

Question 5 discussed types of feedback given and receivednaljlrs listed
“congratulations on a job well done” as the mostdugype of feedback along with
“encouragement to keep going or to do better”. Twas followed by “suggestions for
personal benefit”, “coaching on the job”, and “icigm”. “Formal evaluation as
required” brought up the rear with “personal infatmon about themselves”. Staff
members believed that they received “congratulation a job well done” most
frequently from their managers, followed by “encgement to keep going or to do
better”, then “criticism”, which was rated almosgually with the amount of
“encouragement” received. “Suggestions for perksbeaefit” followed “criticism”,
with “coaching” following before “personal informan” and “formal evaluation”.
Although the results of the two groups are remdskalmmparable an interesting
difference comes to light when one compares theuamof criticism believed to be
given and received. It appears that generally spgaknanagers feel they are giving
more feedback than staff feel they are gettinge fidle of praise and encouragement
is highlighted once again in the open-ended quesigking “If there are any other
types of feedback they use, please list them belaw’is the importance of frequent
feedback and meetings. It was sad to note the mesgdrom staff members who felt
their managers weren’'t giving any feedback, sayiRgedback is not regular or
structured”, “There is never anything positive yeld’, “Virtually no feedback other
than occasional grumbles about time taken whictabee of overload is beyond my
control” and “Well done or positive feedback is weseldom given. Errors are often
highlighted and continually used as a stick”. lerss that staff members are more
aware of the stick than the carrot when feedbadkvislved. Managers, on the other
hand, believe that they are aware of the importafideedback. One manager says he

gives “something more subtle — a kind of constdfitnaing — showing personal
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interest in others work is hugely motivating | tkirwhile another manager stressed
the importance of making sure that feedback givenvork done incorrectly is done
in as positive way as possible. “Give them upbuaiddcriticism”, this manager says,

“and make sure they understand you are criticigiegob and not them as a person!”

In question 6 managers and staff-members answer whether thak that verbal
factors can affect the listener's response to tlessage. 75% of staff members
believe that speaking differently to them can makem react to the message
differently or affect their subsequent behavioumpared to 69% of managers who
acknowledged this as a factor. These are both mehdso high numbers since a
disappointingly large number of people stopped a&nswy the questionnaire at this
point. This meant that only 3% of managers belietret verbal factors did NOT
affect their staff’'s response and only 16% of stafmbers were in agreement (21%
of managers and 13% of staff members did not refpadkgain, the strength of this
guestion lay in the open-ended responses. Theignestked respondents to “Please
elaborate. If you can think of a specific incidémat is relevant and will help explain
your answer above, please include it in your exatian”. While not many incidents
were discussed, several themes came up again. Tindaded issues such as the
importance of being positive or speaking positivegrsus speaking negatively or
‘talking down' to people or in a way that implieamagers think they are stupid. Staff
members also discussed how being “cut off” whileadfing gives a negative impact,
the importance of being treated equally, the inguoré of being given the time to
discuss things properly and how they deal with rgamna when they are too busy,
including mentioning how being under pressure cause people to react badly and
create misunderstandings. The importance of pesféedback, the ability to listen,
saying thanks and motivating staff, respect, apatiea, the use of email and keeping
things in writing, as well as tone of voice, freqag of meetings and an awareness of
the fact that managers are human too, roundethe®taff member’s responses to this

guestion.

Managers also brought up issues of trust, respeatse, the importance of using
email appropriately, a need for sensitivity to eliéint cultures, the importance of
treating everyone the same, as well as demongraim awareness of their own

communicative behaviour. The responses to this tquegienerally show a great
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awareness of the issue surrounding verbal and edwal factors indicating that
respondents are giving this question a great dehlooght. Perhaps the question was
not well phrased as respondents tended to respeneraly to “ways of speaking”
i.e. including body-language, and not just verladtdrs. It would be interesting to
find out if there is a link between managers whe aware that their tones do not
always come across as they intend, or that thepamses are perceived negatively,

and their management styles. Perhaps further @seauld develop this link.

Question 7 discusses body language. The question asks, “otlyiok that your
body language when talking to your staff (e.g. seasarms, looking at the floor,
hands on hips, i.e. non-verbal factors) can or ddkest their response?” and for staff
members it asks the same of their manager’'s batdyukge (i.e. can their manager’s
body language affect their response). 60% of batbugs (managers and staff
members) believed that managers’ body languagedcaifiect staff members’
responses. Again, there was a disappointing la@nsivers from managers (28% did
not answer this question) and an increasingly largaber of staff members who also
did not answer the question (16%). This result f@yas a result of fatigue, a finite
resource of time (they may have allocated a cedaiount of time to complete the
guestionnaire and did not see it through to the endechnical issues (quite a few
people indicated they could not complete the qaestiire because, for example,
their browser timed-out or they could no longeremscthe internet for whatever
reason). Once again open-ended questions helped make sense of numerical
answers. Managers seemed to be particularly awdredy-language and mentioned
factors like sensitivity to other cultures, theeraf listening, and the importance of
motivation in their textual responses. Staff mempdoo, discussed the role of
listening, the importance of having a relaxed aoddst approach to one-another, as
well as treating each other equally. They also martl that it is good to be sensitive
to body-language, but that it is important not éad too much into others’ body
language in case that is not actually what is uéenby it. One quote sums it up
particularly well,

I’'m sensitive to body language and read it veryetidly. I've learnt
that some gestures are just mannerisms which areeuessarily
meaningful. But | can also “take a hint” when bddpguage and
tone of voice are saying something.
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They also stressed the importance of “knowing” ymanager, being able to read
their actions, moods and behaviour patterns andgresing when something is

directed towards them personally or when the maniagest in a bad mood.

Question 8discusses motivation. It asks whether manageril ecoativate their staff
differently by talking to them in different waysf @e total questions answered (non-
responses are excluded from this count), an equabar of managers said yes, they
did believe speaking differently could motivateittsaff differently, and no, they did
not believe that this played any role. Staff memlimlieved more that language had a
role to play. 61% of staff members said yes ang @9% said no. Nonetheless, it
would appear that not that many people believeetiea direct link between the way
one talks and the results on performance, or at le&tween different kinds of talking
and motivating effects. The open-ended responses gere clues as to why this
might be. While some managers agreed that theofad@mmunication in motivating
staff was incredibly important, saying things like

It has been my experience that people will go duheir way for
you as long as you ask them in the right way. Aekedging
strengths and encouraging them seems to be the pnodtictive
approach
others believed that self-motivation played a mualger role. The following
comment shows why this is the case,

| think the staff here are motivated by their owged needs and ambitions. |

can do little more than show an interest and rentean why it's important,

but even then they will act according to their advives and desires.
The somewhat ambivalent response to this questay lme partly as a result of the
phrasing of the question itself. The question lidierent examples of ways of
talking to people (e.g. by shouting, persuadingmeouraging). It is possible that by
listing “shouting” as an example that those respaognanay have been confused and
answered “no” because they don't believe that shquat someone can motivate
them (some answers demonstrated this awareness, @'t believe in shouting —
rather persuasion through encouragement”) rathan thnswering the general
question. It is unfortunate that the initial or {pesting process did not pick up this
potential confusion. Staff members had a lot maresay about this question,
responding again to the open-ended question fatigwie yes/no choice of answer.

Staff members spoke a lot about the importanceeofgoself-motivated (“I love my
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job, it would not take shouting to make me impromg work” and “My motivation
comes from within. | don’t believe that it is rgapjossible to motivate another person
to cultivate an acceptable work ethic. This is sibrimg that a person either has, or
doesn’t have.”). Also mentioned often in this qu@ss response was the importance
of being appreciated by one’s boss, how being gieesouragement makes a
difference and the need for managers to listen raoteshare more. Once again the
issue of a lack of time and too much pressure,edkas the importance of team-work,

treating one another as equals, respect and miotivaere also discussed.

Since this is a discussion of the quantitative Itesto questionnaire questions,
guestions 9 and 1@vill not be discussed in any more detail here.eRé&d Table 1 in
Chapter 4 for lists of themes emerging from thegestions and to the following

chapter for a detailed discussion of the qualieatesponses to the issues raised.

Question 11 asked simply whether managers and staff thoughtnaaication in
their section or division was effective or inefiget Unfortunately this question had a
particularly low response rate. Reasons for thiy @ similar to those mentioned
under the discussion of question 7. Another paadéméason may be distrust in the
guestionnaire’s confidentiality. Despite being r&eelly assured that their responses
would remain anonymous it is possible that those hdd negative things to say may
not have wanted to take the risk that they mightfband out”. Alternatively, the
structure of the question (there was only a sinsplgice between yes and no, no soft-
option such as “maybe” or “not all the time”) magMe dissuaded certain people from
answering. This forced-option was put in place twié fence-sitting. While it
certainly did this it may have had unanticipatedjaize repercussions of non-
answering by respondents. Nevertheless, of thogedihanswer the question, 76%
of staff members said communication was effectivel 24% described it as
ineffective. 90% of managers described it as affecand 10% felt it was not. And
the group of both managers and staff members @0%) described communication
as effective. Again, open-ended questions provitede meaning. Having chosen
either yes or no, respondents were invited to e&tboon their answer. This was a
good opportunity for those who felt communicatioasnsuccessful to appreciate their
relationships. Some saw their immediate commurtinatelationships as successful

but reflected that communication in different see with whom they interact
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frequently do not have such success. Once agaiimih@rtance of regular and open
meetings was raised, as were the importance obparselationships. Some believed
that communication simply did not happen enoughe® raised the point that
communication works better if problems are addmkssamediately and it is less
effective when information is not passed on, algifomost were aware that the reason
for information not being passed on was often beegreople were too busy. Some
noted that there is always room for improvementhe@s raised the issue of email and
the usefulness of mailing lists and quick respoigemmails, while the double-edged
sword of email was raised yet again, as in thistgi®ften memos, emails and
personal conversations are poorly phrased and rasut are perceived badly and
people get very upset”. Another interesting issues what some people within a
division appear to be competing to get the managattention. Others felt that
discussing issues, communicating openly and fretyyemorking as a team, not being
scared to disagree with one another and using ridygeygine effectively contributed
towards a successful communication environment. arether issue that was raised
was the difficulties in communication when manageese frequently away from the
office. A quotation from one manager showed howaie communication can (and
does) take place, and what the reasons are thats#eefor this success: “The work
gets done, generally without complaint and erroesa a minimum. This can only
come about if it is done as a team, and the teaonlig as good as its ability to

communicate properly”.

Questions 12 and 13re adequately summarised in the Table 1 in Chdptbut to
re-cap quickly, the questionnaire did seem to hedymagers and staff members reflect
on their communication practices at work in a feways Firstly, when
communication was good it made them realise thi @ppreciate it, secondly, it
helped them to become aware of issues that neexied fand learn things about
themselves and their communication relationshipsn&agreed that there was room
for improvement, others were made more aware oivtnethings could be improved.
However, there is never consensus. As one respopdeit,

Communication is always a sticky point. You maykhemail is a
good way to communication but another person wiifgr face-to-
face communication. As long as there is a diverseig of people
involved you will never get consensus.
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In precisely this vein, there were also those talathey did not think or reflect more
on communication as a result of this questionnd. by the same token, others
commented that any questionnaire would cause seftéction, so those who said
“no” either had thought about these issues a lomé mentioned that this was,
indeed, the case), hence the fact that this péatiquestionnaire made no difference
to them, or they simply did not feel any immedibenefits. Lastly, in the place for
“any additional comments” once again the point wesle that it is vitally important
to communicate frequently. Others mentioned theyreweayrateful for the
guestionnaire, and said thanks for the opportutatyespond. They also mentioned
that they hoped this would highlight problem aread motivate responding parties to
correct some errors and others said “people mushde aware of how we address
and talk to people as being very important”. Sitlhers learned to appreciate each
other as a result of the questionnaire and onenegnt said that the organisation has
a wonderful training programme in place that covessnmunication for its staff
under its supervisor and administration trainingwaver, it would appear that this

programme is not widely-known.

Question 14is not discussed here, although it appears onapigendices. This
guestion was simply to establish who would like participate further with the
research and to gather their details, and as dufdrmed a purely administrative

function.

Chapter 5 discussed the numerical results fromtouegire questions. Unfortunately
the quantitative data supplies very little inforroat on people’s motivations,
attitudes, and interpretation of facts. On theinpthe numbers give a very limited
view of the reality of the communicative environrhehthis institution. To provided
a more detailed picture a discussion now followsgoalitative data collected from
both questionnaires and interviews. Where applegabumerical data from this

chapter is re-visited to triangulate qualitativedings.
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Chapter 6: Qualitative data discussion

Chapter 5 showed responses from managers andreaibers to specific questions
asked in the questionnaire. Chapter 6 now goears¢ some of these numerical
guestionnaire results, open ended responses asaweihore in-depth, qualitative
responses to examine issues raised in the queatienand further discussed in
interviews in more detail with six people from thiganisation, who have been called

Mary, Tom, Sally, Rebecca, Graeme and Gertrude.

Interview findings

The difficulty with in-depth research is to try andrrow down the incredibly rich
data that emerges from participants baring theissarhis difficulty falls into two
parts: firstly, knowing when to stop gathering tighly informative information and
having the willpower to stop and, secondly, knowimoyv much of the data to try and
squeeze into the research findings. Lindloff (1285) says that,

In the final analysis, qualitative reports areatlbut perspectives of

lived experience. The researcher must decide whdtdf author he

or she will be, and what sort of story to constmicthe ‘facts’ of the

case.
Thus the presentation of the facts in this chajgd@he researcher’s choice. As an
author | have decided to construct as many aspéthte case as | am physically able.
Since so many delicious points for discussion eettrgach discussion will, of
necessity, be brief. It is hoped, however, that*#tery” emerging on each topic will
nudge the reader towards a broader understandinthesfe topics as well as

encouraging them to find out more on their own.

Key issues that emerged from questionnaires aridwige subsequently discussed in

interviews, as well as issues that emerged duntegviews, are listed below:

2) General communication, awareness of communication
3) How much to know
4) Effective communication

- Motivation and praise
- The role of listening
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- Building relationships

- Respect

- Language and culture

- Teamwork

- Communicating often, face to face

- Email, technology and putting it in writing
5) Challenges to effective communication

- Time
- Stress
- Space

6.1. General communication, awareness of communidanh

“The colossal misunderstanding of our time is thsuanption that insight will
work with people who are unmotivated to change. @omication does not
depend on syntax, or eloquence, or rhetoric, oicwdation but on the
emotional context in which the message is beingchd2eople can only hear
you when they are moving toward you, and they axelikely to when your
words are pursuing them. Even the choicest worsks tbeir power when they
are used to overpower. Attitudes are the real égwf speech.” - Edwin H.
Friedman

Since the starting point of this research is comation, let this discussion begin
with what those being researched felt was the m&mwd communication. Observant
respondents answered the first question of thetigmesire by acknowledging the
very central role communication played in their Igalife, saying, “Without

communication, nothing can be done - work-relatediia one’s personal life.”

So it would appear that participants are awarehefinportance of communication.
But what role does it play in their lives? For ontrview respondent communication
literally is her job. Rebecca (not her real name) works widpteony every single day
of her life, both in the installing of new teleplasn maintenance of existing lines, and
everything to do with the switchboard. For her theestionnaire was easy to answer
because, as she says, “Our business is commumitatithe fact that the
guestionnaire was answered by so many responde28% response rate is unusual

for a questionnaire) is also indicative of a pesitinterest in communication.

Interviewees each gave their own explanation of ghgposes of communication.

They mentioned, in the very first question, the amance of communication going
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both ways, listening to one another and giving b@etf. One said communication
was to create understanding and acceptance ambihex interviewee’'s own words,
Gertrude (not her real name) says,

Gosh, imagine if we didn’t communicate with eacheot | think it's

very important to communicate. | wouldn’t really &ble to do a lot

of my job if I didn’t communicate with people.
But the most eloquently phrased answer was froae@e (not his real name), an
academic dean who says this is the purpose of cargation in a work environment:

It would be to allow the development of shared aand goals. It
would be then to allow a means of deciding on howdhieve those
goals and aims. It would be a way of feeding in wau think
would be the most appropriate way of doing it. ttuld be a way of
listening to counter-ideas and ways things are éaiog. It would
involve or offer opportunities for monitoring, fdrearing how it's
going, for reflecting... for admonishing, for quesiiog,
disciplining. It's so huge it's almost like sayinghat’'s the role of
human interaction, because communication is venuwa;verbal, it's
the whole tooti!

Knowing that communication is vitally important seed to be a common awareness
possessed by all six interviewees but how will pesend and receive messages in a
way that promotes understanding? Sally (not hémaae) mentioned that something
she had noticed about getting the message acrdisatipeople will only receive the
informationif they want to hear it. As Reuss and Silvis (1981:18) put it,

Whether the audience gets the message from fornaanels in the

organization or from the grapevine, the audiencgiliscompelled to

interpret the event according to its individual andllective

experiences... The fundamental question is, What ttossnean to

me?
Getting messages out there in a way that peopleutiially want to pay attention to
them is a constant struggle for Sally since parhef daily job is to keep people
informed of the institution’s vision and stratedlget frustrated at how difficult it is
to communicate”, she says. Managdestry to get the message across in humerous
of ways to their staff. They will call them togetter meetings, chat when they bump
into each other in the corridors, pop into one haos office to talk, put notices up on
notice-boards and send emails to one another.cindae of the most effective ways
of disseminating information to a large group obple is using email mailing lists.

Gertrude said,
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My boss is very good about telling us what goesvéa've all got e-

mail, we’re all on his mailing list. And, look, Iean, he’s got a big
staff. But we always know what's going on in thavensity. He's

very good about telling us.

However, there are a large number of people atrdexels in the organisation who
believe that they are not being given the full ymet One reason may well be the
afore-mentioned factor of, “What does this meam&?”, that makes them ignore
certain information. “I think because until sometihibecomes of personal importance
to an individual they very often won't take cogmsa of what it is” says Sally. In
some instances there are gate-keepers who do settpa information along. An
interview respondent commented of their boss, “enss to think that keeping us in
the dark and not consulting gives him an edge a®p& us off balance. It is a very
frustrating management style.” Referring to certaianagers who do hold on too
tightly to information Sally said,

Ja, | think that is it to a certain extent. But ewvehen they don’t pass
it down and make it available it's much easiertfog person to say
“I didn’t know about it” than to take the trouble go and read the
notice-boards. There has to be some form of pnaaeiction on the
part of the individual as well.
Another interviewee, Mary (also not her real nanagyees with her but points out
that even if information is not passed down theesveays of finding it out.

We all have access to (the internal newsletteripatibn). We all have access
to the internet. So if they don’'t know where todfipolicies and procedures on
the internet then why not go up to HR and thenvelsre on the internet it is?
There are circulars that go around. There migtgdmee things, now and then,
that get lost in an office because of the volumevofk in there but then |
would communicate, for instance, to the head ofahid say can you please
email it to me?

Another way of getting information across an orgation is through the grapevine,
and informal channels. De Mare, in Reuss and SiiM81:14) says,

The first and by far the most common level of comioating is that

which goes on below the conscious control of somakhanisms

and channels. Perhaps 70 percent of the commuomncati an

organization occurs at this informal, unorganizscel.

Using informal mechanisms appropriately is perhaps of the key success areas of a

department, division or section which shows sigrishealthy communication
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practices. Time and time again, throughout the tiu@saires and interviews,

respondents mentioned how important it was to hiagquent meetings, regular
feedback, and informal time to just discuss thitigg weren’t necessarily relevant to
work, in order to keep communication running smbotiihe grapevine is one way of
getting information to people who are managed kig-faepers or simply to get the
message across from one side of the organisatitietother.

The termgrapevineapplies to all informal communication including
institutional information that is communicated vaip between
employees and people in the community. It coexisith the
administration’s formal communication system” (Laberg and
Ornstein, 1991:193).

In small towns, like the one in which the univeyst situated, the grapevine can even
cross over organisations. A conversation from aerunew with Sally illustrates this

point nicely.

Interviewer: So the close nature of our organisaéiod our community, our
town can be a double-edged sword?

Sally: Oh yes. Absolutely. And also because | tirekall wear different
hats in different environments. For instance cenpaople are on school
governing bodies and so they see people in therdiit environment
there and might talk about issues there which affesn in their
university environment. And people who are marteedach other often
have to deal with issues that are very sensitibeir respective work
areas. So | might hear about someone who is apfgma position at
the organisation that my husband manages (namegahisation deleted
for anonymity), for instance, who might be in ayelose relationship to
me, which | wouldn’t know about otherwise. And teathere it's a
small town and you’ve got to actually be very cmapect about what
you say and how you communicate those sorts ofjghin

This is another aspect of what Lunenberg and Omstéer to when they speak about
the negative features of the grapevine. The cleselapping of roles in society, the
nature of people “having their fingers in many piesmes out when information is
disseminated within and across groups who, in &wontext, do not have much to
do with each other. And because people are solglasmnected in a small town
something that is one person’s business soon bectmebusiness of everyone else
who is interested.

One of the negative features of the grapevineptiethat gives the
grapevine its poor reputation, is rumour. Becaumse ihformation
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cannot be verified, rumours are susceptible to reedestortion as
they are passed from person to person within tlgarozation”
(Lunenberg and Ornstein, 1991:193).

However, “While a major disadvantage of grapeviieshe spread of rumours,

informal networks serve a number of purposes im&drschool organization” (Hoy

and Miskel, 1996:361). These purposes includeigaiuseful source of feedback for
leaders, satisfying “social or affiliation needd neet by formal channels”, and filling

gaps in information dissemination by carrying aagiréeal of information (Hoy and

Miskel, 1996:362). As one questionnaire respondartt,

It is great working in our department. People genha@ and the
grapevine is constantly growing and it works for Hspecially since
we have the monthly meeting. We are always trymgriprove our
service to students.

The role of the grapevine is both potentially pgsitand negative and it is important,
as a manager, to be able to tell what informatiour\staff would really benefit from
hearing and when that information is too sensitivepass on. Another manager
interviewed, Tom (not his real name), acknowledgesmportance of listening to the
underground.

The underground talks a lot and it feeds infornmatiorough from
various sectors at different times and | think itfgoerative to listen
to that because it sometimes tells you what idyremling on against
what you've been told is really going on.”

Knowing what is really going on is vitally importafor a manager who wants to
make decisions that are relevant and insightfuingJany and all the means at one’s
disposal helps give managers a fuller picture liteno the link between what you
know and how you tell it is a very subtle one apéroto personal interpretation, as |

will discuss in the next section, “How much to krfow

6.2 How much to know

“Effective communication is 20% what you know afé&o8how you feel about
what you know.”- Jim Rohn

| believe the primary purpose of communication ity &ituation is

to develop relationships. Without sustainable ti@teships, which
result in trust and respect, any information islese If you don’t
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trust a company then you will not believe their exds, if you don’t
trust or respect your manager then you will not yaitie to their
communications. — Questionnaire response

Trust, relationships and respect, are all importaspects of manager-staff
communication that came up in questionnaires atehiilews. Making people feel
like they belong, like they are part of somethinggler, requires a certain amount of
information to be passed down and often that infdrom is supposed to be
confidential. One respondent mentioned that hdimig®f being “in-the-know” has a
lot to do with the open attitude her boss has tdwaharing information.

My boss (name deleted for confidentiality) is thedkof boss, and

I’'m not sure if this is common knowledge, but evergek, at our

request, he reads out the minutes from senior nesmeut.
As much of a “breach of etiquette” or “betrayalaainfidence” as this may seem, it
seems that the extent to which information fromi@emanagement meetings is
passed on differs only in the degree of accuracthefpassing on of information.
Several interviewees mentioned a previous manaigéreaorganisation, a bit of a
legend in his time, who, although he ran an exthgriight ship, was very good at
getting staff buy-in. Rebecca recalls:

He would come from a senior management meetingapdhss is
what has been decided will happen, how do youdbelt it, how is
it going to impact on your job, how can we sort allithis? And you
were never left in the dark, you were always pdrthe decision,
whether you liked it or not.

Graeme agrees that there is a difficulty, as a g@mattending senior management
meetings, of knowing what to pass on. “We go totings and there’s a fine balance
to know, what things could you share, because suintke stuff is confidential. On

the other hand, you know, a helluva lot of it ish’t

The key to gaining support for organizational objexs, policies

and programmes is to serve the organization’s natesudience: to
know what information they want and the media tpesfer. Even

though these needs might never be met completebple who feel
they “belong” and are important to organizationateess will be
much more likely to support their organization ththnse who say
that “management hardly tells us anything and tbeyldn't’ care

less about what we think” (Reuss & Silvis: 1981, 6)
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How to most effectively serve your audience angdrtavide information to one’s staff
is the job of the manager to decide. Sally sayspshéers to give people too much,
rather than too little information.

Well, | think the more information that people hate more likely
they are to feel part of the organisation. And itiet just the
everyday stuff that they need to know about. | khieople need to
know about the big issues as well, every now araghag

Knowing about the big issues can really help staéimbers in their daily tasks. A
response from the questionnaires illustrate thistpo

We have a very informal relationship and often aésc topics

relevant to the university and its mission but pgsh not directly

related to my immediate job. This gives me a brogmespective

and adds interest to my job
said a staff member who filled in the questionnakecess to information about the
bigger picture helps motivate staff as well as iimfimg them. But information
overload plays a subtle and complex role withis tiuestion. Sally would rather have
too much information than too little and commentshow disappointed she is by the
number of people who voluntarily request to haventkelves removed from the
university’s official email mailing list, top-list.

I've noticed how many people want to be de-listEd, instance,
from top-list. They do not want that information time first place.
They don’t want to be bothered. They see there’snéarmation
overload. And | find that quite sad because | wather remain
open to all that information then you have the cado exclude it,
rather than take the chance of missing out on wiight be very
important information.

Not everyone chooses to remain open to the infoomabut it is partly the manager’s
responsibility to choose information to pass orhi® or her staff that the staff are
open to. According to the numerical data obtainednfthe questionnaire managers
feel that they give more information than is regdirwhereas staff members feel they
get less information than they feel is required®4df the managers who answered
this question indicated they give more informatiban required to their staff, but
only 32% of staff members felt their managers dit.t 24% of managers who
answered the questionnaire felt they gave just gimanformation, compared to 50%

of staff who felt they gave just enough informatiohhis would indicate that
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managers feel they are actually giving more infdromathan needed, and staff
members believe that getting just the right amadimformation is important.

Managers are responsible for choosing how muclotontunicate to their staff and
these questionnaire results indicate the importahcéoosing to balance information
passed on very carefully. This is a point that doog usefully discussed between
managers and staff — how much information is en@ugtlearly, viewpoints differ.
One staff member commented in a questionnaire nsgpabout the subtle balance of
information they receive from their manager:

In my experience, my manager provides sufficierformation;
sometimes more than basic, which is great, butrdbésverload"”
me with information, which can also be good, beeasigperfluous
information is also negative, as it may "cloud" timportant stuff.

This is reinforced by Quiblet al. (1996:23) who say that

Communication problems may arise when a sendes failgive

sufficient information to the receiver. In most ess however,

senders simply miscalculate the amount of inforamatieceivers

need for proper understanding. When the gap betweerder intent

and receiver comprehension becomes too wide, &ignif

communication problems are created. To overcomé pucblems,

the sender must try to determine the informaticat the receiver

will find helpful — and then provide the desiregh¢yand amount of

information.
Questionnaire responses are filled with examplesvef- and under-communication,
although there are more problems with under- thear-oommunicating. Managers
would often rather provide more information thassleSally, in her questionnaire
said, “I would rather provide too much than todlditinformation. It is up to the
individual as to what information they would like tise and what to ignore.” Staff
members generally don't seem to see receiving nmidion that puts them in the
know as too much of a problem, unless the managexplaining things that the staff
member already knows, as in this quote from a ¢qumastire response, “Sometimes
too much information that makes a person think thatmanager thinks you don’t
know how to do your job”. Quible, Johnson and Mad®96:23) point out the danger
of giving too much information:

Providing the receiver with too much informationther oral or
written, can create communication problems. Wherivers have
an excessive amount of written information to digesa limited
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period, they do not have the time to read it cdiygind completely.
Either way, they will miss significant information.

Nevertheless, it is rare that people actually teel’'re being talked to “too much”.
Graeme is a possible exception. In his questioanasponse he said that he was
aware of the fact that he might talk too much sdtaff and colleagues.

| realised that | struggled to answer some of thepsestions, and
wondered why. Maybe it is because there is so nsoatimunication
in the [....] department. We are forever talking wahach other in
our offices, in the corridors, in meetings, at tei@, We are, in fact,
in danger of information overload; not everybodyed® to know
everything that is going on. Maybe our communigatmould be
more streamlined.”

In an interview Graeme elaborated on why he sdgl there is an extract from the

discussion.

Interviewer: What gives you that impression (that yalk too much in
your department)? Are you saying things that doa#d to be said?

Graeme: Okay let me put it this way... | don’t haweet in my daily
working life to do much research. Why? Becausentdwave the time.
But, when I'm sitting in my office | don’t sit famore than 10 or 15
minutes and I’'m up and I'm talking to somebody. \WWBecause we are
helluva social beings, people there, and | enjtirtg with people,
sharing ideas, moving, | don’t enjoy spending 3rBon the library on
my own. Okay? So what this means is that, andrndaalso when I'm
totally hell-bent on a task that I'm doing, it migte writing an article, it
might be that I'm finishing a report or somethitigen suddenly | find all
these things which are normal parts of my dayaiting and get in my
way, whereas normally they don’t. Now, then | askseif but why?
Because suddenly I've then got more of a focusoomeshing else and
then | realise well, actually, | could do this evéay if | really wanted to
and | think that goes for all of us. Staff are eemtly available any time
of day or night and we enjoy talking about ideakafning and
education.

Interviewer: So you actually have to make the chosometimes, not to
talk and rather to get on with the job?

Graeme: Not to be so bloomin’ sociable! So | théoknetimes we could
be more disciplined and I'm saying we are too add and then it
makes it easier for anybody to pop into your damwl the corridor
because we don’t have times on our doors.

But countless more managers and staff membersgitrugth not getting, or passing

on enough information. Managers occasionally fimat they assume their staff know
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more than they do, (“I assume that they know wbatd and don’t bother them with
trivia, when sometimes | find that | have assunwedrhuch.”) and staff members feel
frustrated that they are left out of decision-magkithat their boss “forgets” to tell
them things they need to know, or changes his/Haed rat the last minute without
telling them. Indeed, most of the frustration el in the questionnaires centred
around managers not giving enough information, evpilaise came from those who
felt they were in the know and empowered by thisvidledge. “Not enough time
spent explaining what is required”, said one stafmber who felt frustrated by
under-communicating. A manager also felt that undemmunicating could be
dangerous, commenting that their communication is,

Generally effective, but sometimes not enough oadtthat key

people are un- or mis-informed. We are a complelx afefunctions

and role (sic), and without communication we canonee unstuck

and perhaps unravel.
Similarly, a staff member who said that there wasugih communication also added,
“But sometimes that is not enough as the manages dwt remember which
information has been shared”. And even when wuitidrmation is shared, there is still
occasionally the feeling that people are still reatlly “talking” to one another, as this
guestionnaire response points out, “We don’t comoaia often enough, but in the
absence of no issues, why communicate! Maybe irdisocial/ ‘I just came to chat’

communications might be good.”

An important part of the process of communicatehyo-way street, according to the
management communication model provided in Appehdiscbeing able to give and
receive feedback, though this is not always eailye up the chain of command.

The opportunity to communicate upward — to knowt tbae’s

suggestions and comments are being heard — isthieg balf of

organizational communication exchange, and whatearrbe done
to facilitate this exchange — specifically the updvlow — should be
done” (Reuss & Silvis, 1981:15).

From gquestionnaire responses it would appear that af staff members feel that
they are being heard. They rate listening as ammdly important tool for successful
management communication. “He LISTENS! and therdeg/discusses”, said one
staff member who appreciated his/her ability to et message back up the chain.
“My manager has a very non-threatening approadetding with issues. This does
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not make me fearful of him when he asks to talkn& He is very open-minded and a
good listener which encourages me to share infoomat But there are others who
are not so lucky. One questionnaire respondent said

| haven’t been lucky enough to experience muchdaekl on my
performance in my job, which can sometimes be fatisig and
unsettling; simultaneously | have not been thepieat of criticism,
which then, by definition, assists me in feelingtth do perhaps
perform adequately. In addition, to my knowledgeré¢hare not
formal structures in place for evaluation, so usledirectly request
them those are also not forthcoming.

The role of communication in management is perceniferently by managers and
their subordinates. According to numerical dataaimiatd from questionnaires, more
managers rated dialogue and team-building as tineapy role of communication in
organisations (a rating of 1.64) than staff mempernso rated this as the fourth
highest role. Staff members rated giving facts mfiokmation to do the basic job as
the most important role of communication and géne & rating of 1.47. Interestingly,
both managers and staff members rated resolving-vatated issues as their second
choice, with a rating of 1.57 and 1.24, respecjivé?ossibly by balancing the flow of
information to suit both managers and staff, ‘resm work-related issues’ would fall

away from its position as the second most impontaletof communication.

Generally, it is difficult working out how much imfmation should or can be passed
on. Not only staff members struggle to pass infram up the chain. Managers often
feel that they are not being listened to by theanagers, or senior management.
Some of the managers who were interviewed exprass@ddissatisfaction as in this

extract from Rebecca’s interview.

Interviewer: Do you think if there was someone ayraup of people who
were involved in working with communication, alkthime, as part
of their jobs, that it could actually make a diface?

Rebecca: Maybe, but | feel, you know, if you've gagroup of people who
are not prepared to communicate, like senior managg is it
going to make any difference?

In an ideal world, commented another interviewéenanagement actually listened
and if there was honest communication without idtemotives perhaps they could

pass information upwards. But at the moment theasagers do not feel there is
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room for upward flow of communication, and are utene of how much to let their

senior managers know, as evidenced in the followiteyview extract:

Interviewer: Do you see communication making anyfedence, not
necessarily in your relationship up, but generaitypeople can
understand more, can talk more, can get the messdadkere more
effectively, in an ideal world, do you think thatlimake any
difference?

Tom: Gina, in a world where people trust each pthes. | would guard
my comments in a number of environments becauseuldvbe
cautious as to how those were being taken. Bechts®k that
sometimes the forums which are created for comnatioic are not
ideal and they are very much one-way and that ithe-frames
given for that communication don’'t allow resolutiof
understandings. Some people might be inclined &o tvbat you're
saying, but fromtheir perspective, and not what you're actually
saying.

Without effective communication programmes and withthe ability to give and
receive the right amount of feedback from all aréagels and representatives of the
organisation, communication is doomed. As Reussl\s31981:16) explicitly state.

The effectiveness of communication programs witrégase as they
facilitate the exchangeof information, ideas and feelings among
people from all levels of the organizations. Ané importance of
communication in organizations will continue to gras it becomes
apparent that communication activity has a realaichpn overall
organizational results. In truth, management itsetfommunication
(their emphasis).

6.3. Communication policies

At the moment there are no policies or procedurssudsing communication at the
organisation under study. While there is a langyagey this discusses mainly the
use of different languages in circulars and writlecuments to accommodate people
who speak different languages, in order to acconateodecond language English
speakers. Sally, who is involved a lot as part ef job with the drafting and
formalising of policies, has this to say regardamgexplicit policy on communication:

Well, the communications division has, over thergegroduced
several documents which seem to have just quiedg dlong the
way about communication and strategies and what/bedy should
be doing. | don’t know if there’s anything curre. the language
policy we have tried to bring in the communicatialigsion a little
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bit more. Perhaps we haven't spent as much focus on
communication as much as how we deal with [diffgren
language[s]. Perhaps a university policy in th@aawouldn’t be a
bad thing, although I'm also wary of policy sometsnbeing a bit
limiting. As soon as people feel like they havefdtbow steps 1,2
and 3 it kind of puts people off doing anythingadit So, I'm not
sure. I'd have to have a look and see the iss@smbuld be in such

a policy would be before | could comment.

There appears to be a subtle line between dictdinovg things should be done and
letting people get on with the job the best wayytkee fit. And yet, it would appear
that in some instances managers and staff do nded in place to tell them to
communicate regularly. This interview extract destomtes how Sally, a manager
who is very aware of the importance of communicai® surprised by the fact that

some managers do not appear to be aware of theméedt frequently and in detail.

Interviewer: | was aware when | first started thisercise, coming from
the bottom up, that people were really strugglindetel part of the
organisation, to feel that they had a sense ofqaapAnd in that
mindset that | was | was going why is there no gplion
communication? Why is there nothing saying you neetalk to
your staff at least once a week? You need to dgtiia@ve time
when you sit down and you get personal. And | denaw if that is
the responsibility of the bigger picture.

Sally: | think it is. It's almost an unwritten asaption that that is one of
the responsibilities of a manager. It's quite ftaghing to think that
there are some managers who would believe thdsthat part of
what they need to do.

The lack of communication can go both ways. As oremager says of their staff,
“They sometime JUST DO NOT communicate and thatATAL!!” But
communication policies need to do more than justatk how frequently managers
and their staff should communicate. One questioenaespondent indicated his
frustration with meetings that do take place, atatten rather pointless.

Because everyone is generally over-worked and epeng high
levels of stress, communication tends to be sporddost weeks
there is a meeting in which everyone is meant ponteon progress,
but these tend to be boring and ineffective.

One cannot expect a policy to dictate how effectommmunication should be
achieved, especially since there are no (or vesy feard and fast rules to ensure that

communication, of any sort, runs smoothly. Howeube simple things that both
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guestionnaire respondents and interviewees hawvetgobiout as useful tools (like
listening, respect, frequent interaction and hgndst name a few) can help make a
difference in how managers and staff talk to eattteroand ultimately, one would
hope, in their efficiency and happiness in theirkvenvironment. Communications
and management policy need to include some ideast alve volume of information
to be shared, and ways in which this can be madt@and agreed on by staff at all

levels of the command chain.

6.4. Body language

How much one knows, or how effective communicatcam be, also depends on
one’s ability to read a situation. Body languagd #ome played an important role in
people knowing how to communicate easily. Accordiaghumerical questionnaire
data 60% of both the managers and staff membemsgtadart indicated that they
believe body language can play a role in how peuwjillereceive messages. Several
respondents mentioned that someone who looks theéheieye when they are talking
to them will make them feel more like they are lelistened to. Similarly, an abrupt
tone can indicate that now is not a good time lottaa manager. One staff member
discussed their way of using their manager’s tana alue to how to deal with them,
“When he is in a good mood or not too busy, hetlms to "chat”. If in a hurry or
angry over something, it is quite clear by his toh&oice that now is not the time to
shoot the breeze.” Another manager in the questioementioned that he is aware of
how not paying attention to his staff when he’sybcsn cut them off.

I’'m inclined to carry on working (sometimes) wheafs pop in to
see me - keep looking at the screen reading emaltsody awful |
think - it says: Get out of here I'm busy ...Whappens then is that
staff leave quite soon (which is what | want) bhve failed to hear
them or give them the space they need (a bit ofddace).

6.5. Effective communication

A CEO, referenced in Reuss and Silvis (1981, 8) ge following

Our job, and mine at the corporate level, is toivadé and support
operating managers to communicate. We can helpadpgtheir
communication skills and show that communicatingniportant,
but we have to do it by showing and encouragingpgcedict.
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It has already been demonstrated that policieslewimportant in raising awareness
about a particular point, cannot help those witdmnorganisation, without the people
firstly choosing to pay attention to what the piggsay, and most importantly, in the

end without them choosing to behave in a certay wa

In the questionnaire study 74% of the staff memlvein® answered the question
asking them to rate communication in their sectas effective or ineffective
described it as effective. 90% of the managers dkscribed communication as
effective and 100% of those who answered as bostath member and manager
concurred. This would indicate that there is addvgdy of satisfied people. However
there still exist significant enclaves where peapie frustrated and feeling left out of
communication (26% of staff members). My convemativith Sally confirmed the
fact that you will never reach a situation wherergvsingle staff member will feel
satisfied with communication in their work enviroent. But she also believes that
comparatively, people at this organisation are re&atdy “clued-up” about what is

going on.

Interviewer: Do you think the average person sturclan office on the
other side of campus who never leaves their officsees what's
going on is actually more aware of the bigger pitof this
organisation than people in other large organisatiacross the
world are?

Sally: Yes, | do. | do, because of the size andibse of the very personal
relationships that people have. So | think theyge¢ a much better
chance of hearing about something, whether it's ainpub
downtown, on a bowling green, on a golf course, neter, than
they would in another institution because we gdhesocialise
with similar people from the institution, etc. Soyou don’'t hear
about it at work you might hear of it, you know, anplace like
WITS everybody goes home and you don’t see eacér @bain
until you come back to work. So there are more dpdties for
getting the important messages across. | think thag I'm not a
scholar of communication theory, but | do believeloesn’'t matter
whatever system you have, the nature of organisai® such that
you will always get some who are dissatisfied, yoll always get
some who will say they are getting too much andesavho are
getting too little. So there is no ideal out thérat we will finally
say we’'ve arrived, everybody’s happy, that's negming to
happen.
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Bearing this in mind the challenge now is to findt hat is happening in the areas
where people are happy and communication is sutte&ne question specifically
asked managers and staff members what they belieeegl their own strengths, as
well as the strengths of their respective bossesibordinates. A summarised list of
strengths is discussed below. For more informatedar back to question 11 of the
table in the previous chapter.in Table 1, Chapter 4

While there were differences between managers’ statf members’ opinions of
communication strengths | will discuss the poirttattoverlapped, and hence were
seen to be important from both sides. The ones whihtbe discussed here are:
motivation and praise, listening, building relasbips, respect, language and culture,
teamwork, communicating often and the use of emnadl technology as well as the

importance of putting things in writing.

6.5.1. Motivation, praise, encouragement and suppbr

“Flatter me, and | may not believe you. Criticize,nand | may not like you.
Ignore me, and | may not forgive you. Encourageand, | will not forget you.
Love me, and | may be forced to love you.” — \amiArthur Ward

Let us first look at the role of motivation and igein management communication.
Mark Twain once said, “I can live for two months @me good compliment”.
Compliments oil the wheels of communication. Itmach easier and more fun to do
something for someone who appreciates you and Nerlsemonstrates this
appreciation. According to numerical data collectsa the question discussing
motivation, 61% of managers who answered the questelieve that talking to their
staff differently can motivate them, compared taffshembers who were split 50/50
between a yes and no answer to the question. Beeigh only half the staff members
answering this question believed that managersdcmdtivate them by talking to
them in different ways there were a large numbepaditive responses indicating
pleasure in receiving praise, motivation and enagement. One questionnaire
respondent pointed out how a good word can make wotk harder for your
manager, “If your manager speaks to you like yoel meeded and appreciated, it
seems to pick the staff member up and they seemotk harder and perform better.”

Similarly, in her interview Gertrude said this ofrmnager with whom she works,:
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She (hame deleted for confidentiality) can motiageple. She can
get you going. And she makes things sound interg@sthd exciting
even if they are just very ordinary, mundane thir§ise can make
them sound so much better than what they really are

Tom believes strongly in bringing his staff inteetbffice to deliver praise as well as
criticism.

Whenever we get a verbal or a written comment gletés passed to
the relevant individuals, either individually, sainges they get
summonsed to the office, because it's good to hlagesummons to
the office for discipline as well as for complimdrgcause you see
people’s faces light up when they realise that 'teepn the red
carpet for praise, they’re not on the red carpetrfmble.

From a staff member’s perspective, Gertrude apatesithe positive feedback she
gets from the head of her division, as well asniamager just discussed.

There are so many of us, that if you do somethied, ine will

email you and he will say well done. Or I'll givéenha report and

he’ll think it's an excellent report he will emarie and he will say

well done, you know, excellent work.
Similarly Rebecca is thanked by her bosses, as agelhe people with whom she
interacts with on a daily basis.

Interviewer: Do you have that at all, that you fywl’'re thanked?
Rebecca: | am. Both by (my boss) and (his bosshésadeleted for

confidentiality). And you know, even the peopletthgo out and
do chores for, you know, well not chores, my jobey are
generally... | rarely, rarely can think of someoneoiglrude or
cross or. | find if | explain to them why thatst iNo, | can’t

complain about that at all.

Like with so many aspects of communication and rgameent, there has to be a
balance of praise and criticism. Gertrude appresitite praise she receives from her
head of division because, “Likewise, if you do stimreg wrong he lets you know that
you’'ve done something wrong.” Graeme agrees thas@ris important, but that it is
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also important that people do not feel over-praised hence not take the praise they
do receive seriously.

| think I'm fairly good at affirming people, at regnising them. So
generally | will concentrate on that and affirmindgpat’'s going on
and well done and not be patronising either. Itiehcate thing. But,
yes, it's an important one. But it must never obg affirming and
strengthening. If it doesn’t sometimes carry sonmgtlabout balance
in that then sometimes you think, well, has thatatleed someone
because there’s no opposite side?”

It is important to also give the opposite side @ige, constructive criticism. But too
much criticism can be incredibly damaging. Clearty all managers are getting the

balance right.

Questionnaire responses indicated a mixed resuithto kind of feedback received.
While the staff member group showed a trend towesdsiving congratulations more
frequently than other kinds of feedback (congrdinites rated 28%, followed by
encouragement at 19%), managers said they giveaimhgfions, encouragement and
suggestions for personal benefit to their staff mi@xjuently (20%, 20% and 16% of
the total responses by managers to this questBua).from the staff-member’s
perspective, criticism was the third-highest ratiguk of feedback, scoring 18% of the
response and closely following encouragement, whétdeived 19% of their total
responseThis could be an issue to investigate furthEarmal evaluation was given
the least frequently, according to staff memberkp wate this the lowest, at 5%.
Managers and staff members rated “personal infoomatbout oneself’ as the lowest
and second-lowest, respectively, indicating thatsqeal feedback is given the least

frequently of all responses.

Obviously the above-mentioned results are genataliss. Indeed, there are instances
where negative feedback greatly overshadows angiy@msr constructive comments
given. A questionnaire respondent had this to Sawyould love to receive praise
from my Manager and not only have feedback on mgfopmance, when that
feedback is negative.” Another said, “there is meagything positive relayed”. And
yet another insightful respondent had this to shgriicism given in its extreme

form, i.e., shouting:
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Shouting at one never gets a positive responseheneidoes
intimidation - it just encourages contempt. Itoalswers ones self
esteem, and you begin to believe you are useladsgdaserve to be
yelled at - | had this in my previous job.

It is likely that the 10% of managers and the 24Pstaff members who feel that
communication in their division is unsuccessful Wbwprobably have similar
comments to those just mentioned. Verbal motivatasn a tool of successful
communication cannot be underestimated. But matimadoes not only need to be
verbal. In his questionnaire Tom mentioned otheysvaf pointing out when his
workers do a good job.

Letters of commendation are posted on staff ndimads for all to
see. When there has been a "big push” for an dhanthas gone
well and all staff have been involved as a teamethigre group is
called together for commendation. Photographs ammetmes
posted on notice-boards when appropriate.

To return to verbal praise, Sally feels that sheoisstantly verbally acknowledged for
a job well done by her boss. In her own words, gpshthey share too much praise.
But she is also highly aware of the role the givapgpropriate praise can play in one’s
work environment. It is important to pass on prawsben one believes it is
worthwhile, and often people are surprised andgtigdid by receiving a compliment.
It does not only need to be from their own bosdlySacalls a discussion with a
fellow staff-member where she passed on a comptirekae had overheard on this

person during a senior management meeting.

Interviewer: Linking very much with that is the aef praise, telling
people that they're doing a good job. Do you fihdttyou can do
that, with the staff member that works for you ahdt (sic) the
person who you work for? Do you get a lot of prateyou share a
lot of praise?

Sally: We do, in fact, and maybe too much. Youwpnbdefinitely make a
conscious effort to give praise where | feel itlise and I'm quite
surprised sometimes. | said that to somebody theratay who is
in a relatively senior position. | said “You're dgj a really great
job” and “Well done”. And they looked at me in suse and said
“You know, you're the only person who has told rhatt. And |
said, “Surely not, because I've heard so many gtkeple say what
a good job you're doing”. And they said “Well, naeis actually
told me”.
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It seems that managers are not often told whenrthelping a good job. Although
one questionnaire respondent indicated, “I try ¢opositive and give praise to all
(even the boss)”, Graeme says,

I’'m affirmed far less than | affirm my staff, byeim, because they

don’t think | need it. But sometimes you think, geg it guys, I'm

just like you, | need it as much as you do. Buet ifgelsewhere.
Tom agrees, it's hard to be affirmed by the peaph® he ultimately reports to, but
there are people on the ground who appreciate dik.Wi think | must acknowledge
the fact that there are a lot of people outsidethaf senior administration who
appreciate what we’re doing. So affirmation of b yeell done encourages you to do
more.” Still, it is important to receive acknowlemtgent from the people who employ
you, who pay your salary. As Tom again says, “tbably comes back to this thing
of affirmation, that when your affirmation comesrir people who don’t pay you, you

begin to wonder whether what you’re doing is impott’

The adage goes “it's lonely at the top”. If appadicin is not always forthcoming from
those above you, it is even less frequent frometwaso work for you. Occasionally,
and probably more often than their staff memberslevahink, managers need
motivation and encouragement from their staff. Frparsonal experience | have
found that giving encouragement, support, and méiion back to your boss is of
vital importance. But having an open relationshifp greatly affect the possibility of
such interaction, as will the relationship of indival participants. Other responses
from the questionnaire demonstrate that managess aéed to be affirmed and
praised for a job well done, as well as havingrtlséaff acknowledge the fact that
they are human too and can also make mistakest t®hia hard job”, says one
manager who answered the questionnaire,

because | also have a life. There’s the crunchavieha Faculty to
run, but I ALSO have a job as teacher/supervisadamic and
balancing these is just hectic for me.

Tom shares an incident below where he pointed mat $taff member that he is also

human and sometimes even managers have to getdotiekoffice 15 minutes late.

Interviewer: Have you had any instances where thak, “You know,
it's difficult, but I'm human too. I'm a managergey, I’'m looking
after you, but I'm also human, don’t forget that”.
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Tom: Oh yes, ja, on a number of occasions. Mordicqugarly from
bottom up, but also from top down.

Interviewer: Do you think there is a way of makigople more aware of
the fact that you're also human?

Tom: | say it sometimes. And | mean, it doesnjpeen that often that it's
a major issue in my life but certainly it has hapge and I've said,
different situations, one guy once stood at ther ddwen | came in
late, after a lunch break and he looked at his kvatad said “Hah,
15 minutes late!”. My response there was, “Were fiete at half
past seven like | was this morning?”

Even though being a manager is a hard and ofterklges task, at the end of the day,
for the people | spoke to, doing their jobs is dabmore than just earning an income.
While Tom acknowledged that he needs to work tolpead and butter on the table
and provide a home for his family, he also dodsria more meaningful reason. “But
| also, then, have other reasons to work and th#t imake a contribution, from my

professional point of view, that maybe others cameha better environment in which
they live.” Rebecca works because she has to vilrkbelieves it might as well be

pleasant. What she believes is,

As | say | do believe that we've all got to worlndawe’ve got to
work for 8 hours, so let's try and make it as cortable as well as
doing, which is our most important function, thé jinat we have to
do.

Gertrude also works because she has to, but she Wlvat she does.

| love my job. Actually, the one day when she (hmager) spoke
to me some months ago she said “You really enjogtwiou do,

don’t you?” and | said to her, “yes | do.” | actiyadlon’t know why

she said that. She said that so many people dajoy ¢heir jobs.

Yes there are days when | don’t feel like comingwork, not

because | hate my job or anything, | just think,d#ar, there’s so
much to do at home, I'd really like to be at honnel &d really like

to do this. But I find that | miss my colleaguesyhwhen I'm on

leave too. | miss everybody. It's nice to go onvkedut when the
leave starts getting towards the end it's nicecime back.

Although motivation is an important management tibas often an added bonus,
rather than a necessity when it comes to emplogimgy working with largely self-

motivated people. In Gertrude’s case it would appbat she comes to work and
consistently enjoys her work without explicit matiion from her boss. A staff
member who answered the questionnaire also satidhthauestion explicitly asking

about motivation was not applicable since “My bds®s not need to specifically
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motivate us - we are self motivated and very muppreciated by our boss”. In
his/her appreciation of them the motivation is itijpl Some managers are very
obviously aware of the role it plays:

| mostly motivate by email - so that | can printt dkieir highlights

and lowlights and keep in their personal apprdigal This helps for

merit awards etc. | think | must motivate more \adigbthan | do at

the moment.
However, it was generally agreed that getting pasiteedback, encouraging one’s
staff, and giving praise for a job well done doestiate people highly. So does
motivation play a role? “Yes it does, a friendlyt Bum boss who keeps motivating
staff is the most important thing to make peoplentma come to work”. Constant
affirmation, reassurance, and encouragement apadlbf building an effective team.
As one participant said, “I have had one lettethainks and motivation, which really

made an impact. | felt part of the team and felak doing a worthwhile job.”

To summarise: the impact that positive feedback bame on staff cannot be
underestimated, but it must also be sincere amahbatl. Even staff who received a
lot of positive feedback appreciate it when mansgéso give them feedback on what
they aren’t doing so well. By the same token, isvghown to be vitally important not
to give consistently negative feedback. One staémiper felt particularly de-

motivated by their boss, as this comment demomrsiratWell done or positive

feedback is very seldom given. Errors are oftghlighted and continually used as a
stick.” When this occurs frequently staff membersel interest, energy and

enthusiasm and work is likely to suffer as a result

6.5.2. Listening

“The most basic and powerful way to connect to haofperson is to listen.
Just listen. Perhaps the most important thing wer &ive each other is our
attention.... A loving silence often has far more @ote heal and to connect
than the most well-intentioned words.” - Rachebhé& Remen

“We have two ears and only one tongue in order thatmay hear more and
speak less.” - Diogenes Laertius

“Two monologues do not make a dialogue.” - ety
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An aspect that was raised again and again is tpaatof “listening”. In one case a
staff member mentioned in the questionnaire thhe 36 particularly positively
inclined towards their boss stating the reason “&k LISTENS! and then
guides/discusses”. It appears, particularly in tbaése, that the manager under
discussion who is, incidentally, new to the pod#, bringing an openness to
communication and a willingness to be open himsaeifike a past manager whose
closed-ness may have been detrimental. The samserparho praised their current
manager for listening had this to say of a pricsdhdPrevious manager (who held a
higher position) held information close to his dheAt times when | was proactive in
requesting more information | felt as though | eaeng put through an inquisition!!”

Graeme is particularly aware of the importancastéhing to his staff and colleagues,
and they appreciate this. He says,

There are staff yes, who certainly do talk, who, sggs they do
appreciate me being approachable, they appretiatehey can go
in at any time, to one’s office and be listenedmal taken seriously
and acted upon. | think those are, yes, those bese appreciated.

Both Graeme and Tom realise that communicatiors ismmach about listening as it is
about talking. As Peter F. Drucker says (referamgienown), “The most important
thing in communication is to hear what isn't beisgd” and that can only be
accomplished if one is listening, hard and intenffym says that the secret is
listening without reacting.

Ja, | think the biggest issue in terms of commuriocais trying to
get to where people are at. And even in a westevir@ament not
everybody is at the same space in time. And soidleat of empathy
with people and developing an empathy with people a
willingness to listen without reacting, that goexcl to trust. And
having had kids where | know | have reacted, paldity with the
older ones, where you react first and then yoenisifterwards, but
it's too late. That willingness to allow peoplelte outrageous and
maybe even hyper-critical of you and to say, whkt might be your
feeling, | disagree with you, or | look at it from different
perspective, | think that's important in terms ohumunication, that
somebody can say “Hey, you bloody so-and-so”.

It is difficult to discuss listening without ackn@dging the role that having respect

for the other person’s opinion plays, as does shgwi genuine interest in the person
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you are listening to. Graeme agrees that a seoredffective communication is
respecting the other person’s point of view.

Um, | think probably respect underlies it, that wespect each
other's opinions and because of that communicai®nbetter
because communication takes as much listening dses talking.
And yes, we do, and we value each other’s contiohuih a very
egalitarian, collaborative way.
It is also important to listen, even when one disag. “Communication needs to be
two-ways”, says Tom. “And the fact that it's two-ygadoesn’t mean to say that |

necessarily agree with what you are saying, betldno hear you.”

Rebecca also realises that listening is an impbitol, but as she, herself, says, “I

don’t think I listen enough”.

Interviewer: You don’t have the time to listen agh?

Rebecca: No, and that’'s one of my concerns. Tomyepersonal thing, my staff are
my most important tool. | don’t believe that I'midg them justice.”

In her situation it is incredibly difficult to lieh enough because all her staff are desk-
bound all the time (answering the switchboards) stmelis often out of the office, all
over campus. “It's definitely a skill that one haswork on all the time”, says Sally,
“especially as the more knowledge one gets theitedmed one is to listen. So the
higher one moves up the hierarchy the less likely i3 to listen to what people are

actually saying.” Gertrude also agrees that listgms vitally important.

Gertrude: | do think it's important to listen torseone... | think it's very
important. But you see now that problem | don’t éndbecause |
work closely with (name deleted for confidentialgyrposes). She
listens. She will listen. You can tell her anythexgd everything.

Interviewer: And she sometimes listens to the thiggu’'re not saying as
well?

Gertrude: Ja, and she, she always listens. Sheer e too much of a
hurry. She will always listen to what you've gotday.

Interviewer: Even if she’s too busy?

Gertrude: And even if she’s busy she will stop wdted’s doing and she will
listen.

The ability to stop what you're doing and give yataff your full attention is a very

important part of building a relationship with themaking them feel important and
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valued as an individual. It's part of the respéett tmanagers and staff members have
brought up so often in the questionnaire and imt&rs. As a questionnaire
respondent said, “Our manager is a good listendrvéimen busy we just arrange to
discuss the issues at hand a little later. Henleasr been [un]interested (sic) in the

guestions posed to him.”

6.5.3. Building Relationships

“The quality of your life is the quality of yourlegionships” —
Anthony Robbins

“The relationship is the communication bridge betwgeople”. -
Alfred Kadushin.

Developing positive relationships at work is vited the success of the work
environment. As Mary, in her interview said,

| believe the more informal you are with your corlers the better

your communication level and your relationship. 8ese we spend

more than 7 hours a day with our co-workers s@if’se not going

to communicate with your co-workers all is lost.uvgo home, you

might be awake for 2-3 hours, you go, you sleepmdiwow

morning. So, | think you basically spend 3-4 hques day with your

household people and 7-8 hours per day at work.
It makes sense that a friendly working environmeng that promotes openness and
honesty, an environment where people respect ost@em get involved in things as a
team, share information, have an interest in omm¢hen’'s lives and can use humour to

lighten the mood is a successful environment. But boes this work?

Listening and paying attention both form part oveleping a quality relationship
with one’s staff. It's what | call “getting persdhanot in the sense of taking things
personally, but of taking an interest in one’sfstifiding out more about them. Tom
has a large staff complement and realises that hetias personally involved with his

staff as he could be.

| maybe as an individual will say that | err moretbe side of being
more focused on things and results than on pebtpieiot a natural
people person. It's an area in which | am growiig.to sit down
and talk to someone about their children or abloeir tholiday when
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it's working time, I'm developing in that area besa I'm aware
that that builds relationships.

He mentions that he struggles to build these watiips often because he doesn't
share the same home language with his staff. Glerisufortunate to speak an African
language, which really helps her interact well withr staff, the casuals she employs.
But it's more than just knowing the language, sllees a genuine interest in their
lives, their families and what's going on at homecduse all of this makes a

difference to how they will perform at work.

Gertrude: Also, you know, the casuals talk to ntetaeven the staff. Often
when
staff have to come in for something they will alwask if | can be
there to interpret or whatever. But my casuals tbey will come
and tell me if they’ve got a problem at home anthdy won't be
available for work and they feel quite comfortabligh that. And,
for instance, if they’ve got a sick family membé#irdlways inquire
if | see them again if the family’s okay. If | helnere’s a death in
the family, for instance, if | phone a casual shgss look | can’t
work this weekend, a family member of mine has dieden she
eventually comes back again I'll say are you alrighd did it go
well, that kind of thing. I'll talk to them a lot.

Interviewer: So it's taking an interest in people?

Gertrude: Ja, | think you've got to try and takeraerest in people to try
and get them to perform well. | certainly think smd certainly
when someone takes an interest in me... Let’s gatyibu this
way. | treat people | would like them to treat mbat’'s the basics.

6.5.4. Respect

“Love and respect do not automatically accompampsition of leadership.
They must be earned.” —Source Unknown

Treating people the way you would like to be trdate a basic principle involving
respect and common decency that has been raiseéd agd again in both
guestionnaires and interviews. A questionnaireaedpnt said one of their strengths
in dealing with their staff was, “constant interant treat as colleagues rather than
subordinates”. A staff member said the same tHnogy the other side. Success came
because of the way they deal with their manageredf as colleague rather than as

boss”. Again and again people said, “I have a snghlilosophy : treat others as |
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would like to be treated” and “my manager speakktegats me with with respect and

from my side it is automatically the same. We wad| together.”

Respect can be expressed as well as earned hyrigtéy taking an interest, as well
as doing simple things like greeting one’s emplsyaed trying to learn to speak their
language, even if it's only a few words. Mary eledies on how she communicates

with her staff on a daily basis:

Mary: In the morning | normally have the servicafSstoming in here and
late in the afternoon. | also have the other staffiing in and
there’s nothing wrong with “Hi, how are you?”. Jtisat
friendliness opens a door for you. Which, if theglkvin and you
start rumbling or just, you know, not paying attent You are not
going to earn their respect. And also trying talpe the language
barrier. I've learned a lot of words?

Interviewer: What? Xhosa words?

Mary: Ja. It's like and then they would answer naelbin Afrikaans, things
like that. So the importance of when you see theenfitst time for
the day and there’s nothing wrong with, even if gee them in the
passage “Hi” again. But most people think it's deling to greet
service staff. I'm serious!

6.5.5. Language and Culture

“We dissect nature along lines laid down by ourivaianguage. Language is
not simply a reporting device for experience bdeéining framework for it.” -
Benjamin Whorf

Speaking different home languages can be quiteraebao communication but
learning more about different cultures and eves bit other languages helps to
facilitate effective communication. Tom agrees, points out that language and
culture are not the same thing.

| think learning the language and the culture a@ separate things,
definitely. But if you can learn the language ahe tulture and
understand them. That makes a big difference. nkthhat's an
ongoing process. That needs to be a two-way sieeiell. Why do
we as whities do things in a certain way? And wlyywk as, a
certain academic on campus says “we as blackies”ththgs a
different way?
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Tom struggles, occasionally, with cultural diffeces with his staff. One particular
difficulty is when his staff say they understand mstructions and they don’t. It is
rude, according to their culture, to say no torthess, even when he is asking them if
they do or do not understand what he has saidogears that others filling in the
guestionnaire had similar problems, expressing fhestrations when “some of them
don’t ask when they don’'t understand and then dwshincorrectly, which then has
to be corrected afterwards. Another said, “I gghatrent when they don’t understand
but say they do”.

Sometimes, depending on the relationship, the vecenay be too

intimidated by the sender to ask appropriate gomlsti Then very

little can be done to salvage the communicatiorcgss (Quible,

Johnson and Mott, 1996:23).
Not asking questions when one does not understadeleterious to getting the job
done and not admitting that one does not understaimein asked is incredibly
dangerous to the working relationship as well ageixdorming the task at hand. Tom
understands this and it trying to explain to haffsivhy he needs them to admit when

they do not understand. But it is a battle agaiesturies of cultural conditioning.

Other questionnaire respondents indicated thatharanstances “cultural differences
sometimes hamper proper dialogue” and “languageometimes a barrier”. There
was also a respondent who indicated their troubith wlifferent cultures and

languages in communication was that they felt ¢eft when staff spoke different
languages that they couldn’t understand. “Speakhiosa to each other which makes

me feel excluded”.

We live in a multi-cultural and a multi-lingual sety. It is becoming more and more
advantageous to speak another language (or evenatexdditional languages) over
and above home languages and those taught at scBedftude finds speaking an
additional language is vital in her job.

Gertrude: And also | speak their language whichesakeasier.

Interviewer: So you do actually speak Xhosa?

Gertrude: Ja, | speak Xhosa which is one of theams why | think I've
also probably been put into this job and | alsoang build up a
relationship with my casuals.
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Although Tom struggles with cultural differencesdaes know a lot of Xhosa, which
helps in dealing with his staff. He also realidest speaking someone else’s language,

even if it's only a few words, shows an interesthiam

Interviewer: Do you speak the same language as statfif? Do you speak

an African language?

Tom: | am not fully conversant but we will very eft conduct meetings in

Xhosa.

Interviewer: Do you think that makes a big diffecenn the relationship?
Tom: Ja, without a doubt. | think, | mean. If | loat (my assistant —
name deleted for confidentiality), he came hera asn-Xhosa speaker
and even he has attempted to learn the languagsebftgtary (name
deleted for confidentiality) attended the XhosarseuMy assistant
would have gone but he let the secretary go bechesdeals a lot more
with the staff. You can see that the staff apptedidbecause now there’s
a bit of banter because you're learning and youenmistakes so now
there’s a point to joke around, hey, you fluffedttbne! Ja, and I think it
kind of says “I'm interested in you, as to whereiymme from” and it's
a two-way street.

Interviewer: It develops a relationship with them?

Tom: | would say so. There might be areas whesent critical but even
when you're travelling if you start speaking someoslse’s
language, no matter how rudimentary your langudgks sare it
opens a door which says “You are... and I'm integksteyou”.
And | think that's the way we are.

6.5.6. Teamwork

“The leaders who work most effectively, it seem®i¢o never say 'I'.
And that's not because they have trained themseloeso say 'I'.
They don't think 'I'" They think 'we'; they thinteam'. They
understand their job to be to make ttlgam function. They accept
responsibility and don't sidestep it, but ‘we' giies credit.... This is
what creates trust, what enables you to get thk teme.” — Peter
F. Drucker

“People want to know that they are important arat the work they do is valuable”
(Reuss and Silvis, 1981, 11). One way of makingpfeeteel important is to involve
them in projects with other people and share thingsponsibility, goals and projects.
Working as a team is another factor that both staff managers mentioned as a key
to success. Once again, it goes hand-in-hand edjhect. As Mary again points out,

| always work on you give me respect and you walvén my respect
in return. So if | start treating my staff diffetgnl won’t have their
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respect. We work on a give and take, the whole .tiared | work
with them as a team. And it works. We're living pfo

Questionnaire respondents agreed that teamwomnkpsriant. One said,

We most often work as a team to meet deadlinesitifgegoals,
resolve problems, develop systems etc. and constguthe level
of consultation between us is often greater thaaoldvgenerally be
the case for someone in my position.

Being part of a team means sharing informationnesdy and openly. A
guestionnaire response had this to say about disgua problem immediately, and
not letting it fester.

| think we are a good team, and if something is1eohg us we tell
each other straight away, we also feel if it isggbr problem it can
be discussed in front of our manager, otherwiseaoffice is a very
"Happy Office"

Once again it is about building relationships. Ehgaotes from questionnaires below
reflect on the importance of team-work and involeam A staff member discusses
how they believe their manager should involve l@s/team members, a manager
reflects on his/her ability to involve his/her teaf staff member reflects on their
appreciation that their manager includes them lyngdor their opinion on things, a
manager reflects on the role of communication smtevork and another manager

discusses the importance of having an open-doarypol

» | think that a managers ultimate goal ie. to bailtkam relationship with you,
supportive and authoritive, which will in turn grawspect for that manager,
will encourage and incentivise your performance.

» | like to think we are effective. | know what th&&a strengths and weaknesses
are ; what their needs and what their gripes aneth® other hand, they know
all there is to know about the department, whdtaigpening on each day.We
do work as a team - this is visible when we hawta#f shortage and require
extra shifts to be worked, and when there is ascris

* We work together as a team and my manager ofteresdmme to ask what
my opinions are on an issue.

» The work gets done, generally without complaint erdrs are at a minimum.
This can only come about if its done as a team tl@deam is only as good as
its ability to communicate properly, even at a paed private level, building
up relationships. If people know each other bgitgsonally, then the attitude
to work together as a team is that much bettea. tHam is working on a big
project, each in their niche, for that project tacceed, many forms of
communication has to operate to keep that loosats together.
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* Your door must be open to your staff all the tintg,the only way to build
trust and have effective communication to work #esaan.

It is not enough to acknowledge an individual, dket an interest in their home life
and family, without also taking an interest in thevork. This means sharing
responsibility, wherever possible, and team-wosdists with this sharing, particularly

the sharing of information.

6.5.7. Communicating often, face to face

“The more elaborate our means of communication, lg®ss we
communicate” — Joseph Priestley

Over and over and over again employees say thatpileder to get information about

the organization from their supervisors. And comioation research shows that this
relationship is the element that most stronglyc@ffesuch attitudes as job satisfaction,
group cohesiveness and morale (Reuss and Silv&l:19). In our internet age,

where communication across the globe is almosaitiaheous, sometimes technology
can get in the way. Although email helps get thessage across in an organisation to
a larger group of people some managers are relyimg on technology and less on

face-to-face communication to get the messagesio staff.

How to get the information across is a challengasdhow much information to give.
Earlier in this chapter, in the section entitleedthmuch to know” I looked in more
detail at the quality and quantity of informatioasged between managers and their
staff as well as confidentiality and the difficuldf knowing what one is allowed to

pass on versus what one should pass on.

However much one chooses to pass on, one the mpstrtant success secrets to
effective management communication is doing it pealy, and doing it often. In her
guestionnaire Gertrude said,

Whilst my communication with my manager is just abail, the
general communication in our department is verydga®we use our
e-mail all the time and are connected to everydse, eeven our
kitchens in the department.
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Having the time available to talk frequently as Ivasd making the time to talk about
all sorts of things, including things that do nohmediately, appear to be work
related, but that can affect how one relates tcerotbeople at work, is vitally

important.

How are managers and staff at this organisatiotingethe message across? They
mostly seem to be talking often, and, by and latigey appear to be talking to one
another in an open way. According to numerical tjaesaire data, a comparable
number of managers and staff believe that they l@vepen-door policy with one
another. 48% and 49% of managers and staff, ragpbct who answered the
guestion regarding the openness of interpersomahumication, say that the door is
open and any subject can be discussed, compad®d wf both groups who feel that
open discussion is not encouraged. 21.5% of masamer 19.5% of staff believe that
they can discuss any subject, provided they makapaointment and talk about the
issues in private meetings. This is an encouragurgber reflecting a large group of
respondents who seem willing to talk openly withe cemother. One person who
answered both the manager and staff member queaties attributes her
department’s success to their openness and thaeiney of their communication,
saying, “We talk all the time - have fairly regulaeetings - interact daily.” Another
manager says “l work hands on with everyone maatly network all the time with

them”.

Many interviewees pointed out the importance ofilngvegular meetings. Gertrude
feels that her department does not have meetiegsdntly enough, indeed, at all.

| do feel that we need to have more, we should magetings on a

regular basis even if it's once a quarter, or wwateBut we’re not

actually getting to that at the moment becauseredasy.
Having frequent meetings, however, is not enoulgiere has to be time that is
setaside just to build relationships. Having “téajether, although it can be seen by
some as a time-waster, is an important part of ldpugy and growing relationships

within an organisational group. Gertrude elaborates

Gertrude: When | was down in admin, my manager @hataleted for
confidentiality) made a point of say[ing] every sed week or
whatever, we would have tea together on a Fridsrradon at 3 0’
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clock we’'d sit down and have tea and chat, that gothing. And
what we've started, we've started a similar thiegehwhere maybe
once a month we have tea on a Friday morning andimest have
breakfast, as it were, but we've started doingoittisat we can
actually mix with each other and interact with eatter. Otherwise
everybody sits in their offices and we are so bimat you could
literally be working in this office and you wouldrknow who’s in
the office next door. | mean, | know, | have daysew | come into
work when 1 just sit down all day. | just find I'teo busy to even
go and have tea. Our tea lady will bring me teal &m sit here the
whole day without seeing anybody.

Interviewer: So when times get stressed and predsactually you need to
make that time to set aside.

Gertrude: You need to make time to stop and getthmy, once a month,
once every two months or whatever... But when youtggéther
you do discuss a lot of staff issues, you discu=mspie and you
learn a lot. You learn a lot about people that glon’t know about.
And | think that's important too.

Sally agrees that it is important to make the timbuild relationships.

Interviewer: Do you feel you have enough time ald#é to build
relationships, to communicate effectively with eumre that you
need to?

Sally: | think that time is available BUT it's a @stion of how you allocate
it. Perhaps we don’t allocate enough of our time tte
communication aspect of it and possibly | don'tert | think in
terms of planning how to communicate, becausenittssomething
you can just do spontaneously either, and peoplonit think,
realise that you actually have to plan right in lbieginning how you
are going to be communicating... But it's a choiceneChas to
prioritise communication and perhaps that's whatreveot doing
enough of.

6.5.8. Email, technology, and keeping it in writing

“Regardless of the changes in technology, the mafke well-crafted

messages will always have an audience.” - Stevadit

“Electric communication will never be a substitiftg the face of someone

who with their soul encourages another person tbfage and true”.
- Charles Dickens

In addition to making the time to have both formaald informal meetings another

issue that came up regarding meetings is the irmpoet of keeping records of them.
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One manager indicated in the questionnaire, “I maedites of meetings - often the
results are not recorded in writing”, as did anotweo said there was “not enough
formal recording of decisions”. A staff member aoWhedged one of his/her
weaknesses as being “do not commit all communieatim writing/file note for

record purposes”. This is one of the ways in widoheil has played a very important

role in modern management communication.

The change to new communication technologies prsnie have
personal, social, and pedagogical consequences.withespread
adoption of new technologies has altered the conwatian process
itself. Each new medium imposes its own specialiregqnents on
how messages are composed, governs the speed mreh@mce of
message transmission, and influences the waysvezsaieconstruct
meaning (DeFleur, Kearney, and Plax in Hoy and ©1i4/996:351).

Email and email mailing lists are an incredibly fusetool. They help get the
information out there en masse, quickly, and withipansmission errordt is also
useful when people are away or out of the offidéet @and for keeping written records.
In the words of a questionnaire respondent “facdatee often is forgotten later,
written/email is recorded”, so written communicatio the form of email definitely
has its advantage&ertrude says “email has made a helluva differéacsur lives!”
She discusses an example where the manager witmwhe works was simply so
busy on a particular day when she needed to spedieit that she emailed the
information because she simply could not get irdodffice down the corridor to talk
about it. “I find email very, very useful”, she sayand elaborates on a few ways in
which email has made a difference in her life.

You see, long ago when there was no email thathig you never
knew what was going on between your head of degsuttiaind that.
Now our head of division (name deleted for confitdity) sends us
emails regularly. He'll send us an email and saynfrx date to y
date so-and-so will not be in the division, they# on leave, or we
are a bit isolated up here, he will email to ug, she notice from
this manager saying we have to work on such aatatee university
is closing on such a date, or this public holidagoing to be taken,
or we have to work, and how the staff are goingd@aid. So email
plays a very important part in my life. Also withndénce. For
instance, | was off sick last Wednesday and someletsk had to
pay a couple of people for me and they never ctldedgayslips. It
was just, instead of rushing down to admin, tryingetrieve them
all | did was | emailed the salaries lady (nameetsl for

confidentiality) and said these people must be fraith that account
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number, those people must be paid from those atecumbers. It's
fantastic!

Email can also save a lot of time. Instead of tegkio dozens of people individually it
is often quicker and more effective to send outraug email. Rebecca says she

simply could not work without email.

Rebecca: For me it is essential. Because a) I'mtloaitoffice, except of
course | have a cellphone and they can communiziditeme. But
we have to do a lot of changes on the system ancpmayious
experience taught me this because | find people kaw selective
memories. So now, if they want anything done ... Hritlere are
any changes to be done | ask for them by email...eBuail is, in
my job | can out of my office and have 9 new oné®mwIl come in,
in half an hour... | like everything in writing.

Interviewer: It's useful that email speeds thaupt.

Rebecca: Absolutely. Email is phenomenal in my job.

In terms of putting things in writing and havingrecord of it email is also a very
useful tool. But it has its downsides. Sally disagswhy email and technology are so
useful to her but also points out how instant tebbgy can contribute significantly
towards stress.

Interviewer: Do you find email a useful tool?

Sally: Yes I do. | think it's been an amazing deyehent but | think it's
also one of the reasons why people feel so mucle stogss now
than they used to because everything is so muck monediate.
You know, when you send an email you expect an silinomediate
response. Where it used to be you'd send a letebrtavould take a
week to get there and then you need to think aibamid then write
back. So with emails, faxes and cellphones, | thinak is what has
created a huge amount of additional pressure foplpeand why
they think they have less time. You also have spoad without
having a chance to process the information. Yowatrare tempted
to hit the reply button because you know if you’tdo it
immediately it's quite likely that you won'’t get tbfor a while, so
you probably send off your initial thoughts and fpayhose are not,
if you had time to think about it, the same kindegponse that you
would give an hour, a day later.

Technology has its benefits as well as its disathgas. Tom believes that having

access to more recent technology would help himensaly in his job.
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You don’t have to sit in the office and work, yoand have to be
connected. People can phone you through moderrersgstand
again the university is going that route, so thati ylon’t have to
incur another cost to pick up a call out there.l $on’t think that
we’re making enough use of the technology thatailaile to us in
order to free us up from being deskbound. As |,sthithgs like a
PDA or a laptop would mean that you could take raara, a laptop
and a PDA, you could go out where guys are doipdaating job
and you could actually be physically there recagdinstructing, and
planning, all at the same time.

Gertrude agrees that without her computer she wbeltbst. “I know how to do the
work physically, because that’'s how | started, hodn only get through the volume
of work that | do because it's computerised”. Relaeagrees that her university
cellphone is essential to her being able to dojtiermore efficiently, since she is
often out of the office and can take calls while @ampus as well as planning her
movements around campus so that she makes betteofuser time. But Graeme

warns that technology can’t replace the human touch

Graeme: | think it's the quality of the communicetj really, that counts. |
think as a leader | think it's important to haveeduent
communication, | also was never one to, if | cagaspto somebody
I will walk and go sit in their office rather thggmone them or email
them. The same goes for university admin. If | wanspeak to the
registrar or somebody, or some filing clerk is dpsomething. If
possible I'd rather go speak to them face-to-fdcpist think it
allows much easier Jcommunication]. But yes, one ogerdo it.
You can.

In addition, email can often be misconstrued. Somext people say things in emalil
that they would not normally say face-to-face, @fsirthat can be hurtful or taken in
the wrong way. The tone of an email also carrieammg that can sometimes be
misinterpreted. One staff member said this of trnsggles with communicating with
his boss, his boss “prefers to send poorly tonethis to everyone than address the
issue personally and directly”. Another questionmaespondent is also sensitive to
using email when it is appropriate: “I never tefigple difficult things over email:
always face to face. Email communication on triskipjects can cause serious upset,
because it is a highly reduced communicative cdritdrx addition, sometimes

spelling and grammar mistakes can cause confusi®rthis respondent discusses,
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“regarding email - some staff are not prolific \erg - so the way they write email can
often lead to miscommunication - spelling and granplay a great part”.

6.6. Challenges to effective communication: timefress and
availability

“I know you believe you understand what you thirgaid. But I'm not sure
you realise that what you heard is not what | méant - Anonymous

“There are men who would quickly love each othamite they were speak to
each other; for when they spoke they would discthagrtheir souls had only
separated by phantoms and delusions.” - ErnedioHe

Communicators have always tried to assess thetietfeess of their
programs, or to examine the relevance of what these trying to

say with what senior management wanted them to @atg make

sure what they were saying was being heard by those were

trying to reach. If they didn’t do these thingsdam a regular basis,
either one of two bad things happened: they foumeimselves
looking for a new job or, worse, they discoveredttthey were

working for an organization that did not care abootnmunicating

or did not want to communicate (Reuss and Sihg§1149).

Is this organisation communicating enough? The aesps to questionnaires and
interviews indicate that yes, by and large, theg. &8ut are they paying enough
attention to communication? That is not certairertfaps a university policy in that
area wouldn't be a bad thing”, says Sally, the @geraho works most closely with
university policy. There is certainly room for ingmement, as there always is, in any
area. A communication audit might be a solutiongteing communication more
attention than it currently receives. “The goahafaudit is to determine which of the
organization’s philosophy and goals need commuioicaupports” (Reuss and Silvis,
1981:53). But it is certainly not an easy processinidertake. “It is a very complex
and time-consuming process and involves skills taatiniques not always found in
the communication process or among those who dinegbrocess” (Reuss and Silvis,
1981:50). There are already processes in placaghkatniversity employees to reflect
on their communication practice, as Sally discussdew, but these are infrequent,
and, as she admits, it is possible to “fudge” #mults a little bit.

Every few years we have a review of academic departs and we
have a review of our support divisions... And what deethere is
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we ask a question about communication, how do ywuncunicate
with your staff? What sort of management style da have? And
people can fudge that a little bit. But then weoadsk them what
process did you follow in developing this documeAt®l we also
interview people and ask, anyone in the departro@mtsubmit their
own comments and submissions so in that way weagle B way of
accessing what's happening beyond that managdr leve

This questionnaire and these interviews have,derain extent, fulfilled a portion of
what a communication audit would achieve. It isglale that this is the most in-depth
management-communication study of this organisatian will be undertaken for a
long while, but there seems to be an emergingeastean this area. Two studies that |
have come across undertaken by the university dinseresearch began two years
ago have focused on communication and how infoonasi passing through channels
and how people feel about that. The question is thne formalising such
investigations would have merit for the organisatitn the absence of any more
official and broadly-scoped research the findingghes thesis will have to point the
way towards finding out what is working well and aths not working quite so well
at the organisation.

6.6.1. Time

“Slow down and enjoy life. It is not only the scgngou miss by going too fast -
you also miss the sense of where you are goingvluyd - Eddie Cantor

“Time is the scarcest resource and unless it is agaa nothing else can be
managed.” - Peter F. Drucker

There are a few issues that present large chabeogeffective communication at this
organisation. Although | touched on this topic iearl think that “time” is enough of

an issue to merit a more in-depth discussion.
If one were to glance again at the quotes scattdremighout this chapter from

managers and staff-members, one would notice thatynof them mention “not

having enough time” as a significant deterrentetiigg the message across.
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One questionnaire respondent felt that their mand@ould share more. Often too
busy and preoccupied to unwind and chat.” This fienoa problem even when
managers are aware of the need to communicate. tbugme constraints the
interpersonal bonding factor can often be ignorechlise it simply can’t be fitted into
the schedule. “Sometimes there isn’t enough comaation, because the manager
has too many other things on her plate”, said arotespondent, illustrating this
point. “Manager is over-busy so does not have timeliscuss tasks in any more
detail’, was another response, as was, “becausgyane is generally over-worked

and experiencing high levels of stress, commurooatnds to be sporadic.”

There is a common conception that “time is money tatk is cheap”. Perhaps this is
one of the reasons that communication has not been as a particularly important
part of management until fairly recently, with t@wing realisation that the human
aspect of management is an important factor inessfal organisations. An extract
from the interview with Sally highlights why takirtbe time to talk with one’s staff,

colleagues and managers is important.

Interviewer: One of the issues that people alsserhivas the issue of either
over communicating or under-communicating... What Moygour
situation be?

Sally: Well, | think, first of all that's an excusand | think it's an
unacceptable argument to use, that “I'm so busgrn’'tchave time
to talk to my staff” because | think effective leaship is based on
communication with your staff... In my own job, mysp®nse to
that would be you have to find the time! Communaratis
important enough to say that if you don’t get thgiht you might as
well not bother with whatever it is you're doinge@use we just
don’t exist in our own little island.

Making time for your staff is a choice. Graeme sadier, and | repeat his quote here
now for ease of reference, “I don’t have time in dajly working life to do much
research. Why? Because | don’t have the time.” @eabas chosen to spend his time
developing his staff rather than focussing on pooay research. And Mark, while he
realises the importance of developing his stafsdasy simply does not have enough
time to be able to focus on what he knows is higkmess.

We've just had a workshop this week where the coninweas
passed that managers shouldn’t spend 5 hours aalay office-
type work. | don’t know how | would get my work denf | didn’t
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spend at least 5 hours on most days, in the cusreration, because
we’re working in the current environment where e times are
so much quicker, or expectations are much shorter.

Rebecca is also concerned that she doesn’t havwegykerione available to share with

her staff. She says,

| don’t think that | have enough time to talk teeth by nature of
their job. It concerns me that when they have peksproblems,
which always impact on one’s job, that | sometirder’t give them
enough time to help them through this rough periog. got one at
the moment and to pin her down to just say “Talk’ is probably
difficult because she’s always got their backshowall...

Mary believes that if the people in her office wemget to know her better they must

make the time to share things, to ask about het@sbow a genuine interest.

Mary: ...And if they can only show a little bit moneterest and humanity
towards co-workers their lives would also be better

Interviewer: What about people who say they doa¥ehthe time to show
interest or humanity?

Mary: ... if you don’t have the time then make tinidglose 10, 15 minutes
aren’t going to take such a gap out of your day thgou can see
one of your co-workers is either in a bad mood oying or
something, get the person one side and try and help

Another thing that managers said they would darirideal world, if they had more
time available, is use it to plan better. The itigbito plan fully constantly puts

managers on the back foot and this can cause (gtRss.

6.6.2. Stress

“The time to relax is when you don't have timeitdr
- Sydney J Harris

“Stress: The confusion created when one's mindrales the body's basic
desire to choke the living daylights out of sontk yeho desperately deserves
it.” - Author Unknown

| think one of the biggest challenges facing thigtitution, but a lot
of institutions too, because | have a lot of cotstaationally, is that
more and more organisations are expecting peog€djcplarly

people in the middle management level, to do autalllot more

131



than they were doing with the same amount of haurs day that
they have to work, without resourcing them. Andtkere’s this
huge expectation, you can deliver, but without &figrmation of
“thank you, you've really done a bloody good job!Tem, in
interview.

Managers are having to cope with more and morssstretheir daily lives as they are
expected to take on tasks that were never patiedf jobs before, particularly in an
academic environment. In the university under stadpademics seeking to be
promoted to higher ranks (e.g. from a lecturer tgenior lecturer position) have to
possess solid administration skills, research araigh often, obtain higher degrees
of their own, get involved in community work andosh an interest in the

administrative life of the department. All this @adition to teaching solid courses,
marking numerous essays and tests and being aeaitalprovide academic support
to struggling students. But it is not only the amadts in a university who are under
immense pressure. As Tom says above, the expettatiananagers is to do more
and more with fewer resources and staff in lesg.tils it any wonder that staff are

suffering from the physical effects of stress?

Stress came up frequently in questionnaire resgoasean issue that can affect
communication. “When under stress, there have bed#rursts”, said one respondent
of their department. A staff member pointed out 8teess makes them less eloquent,
“When stressed/rushed, | know what | want to comicate but don’'t do so clearly,
point by point, thus the manager might not get earclpicture”. Knowing how to
communicate with a manager who is showing sigrstress is an important skill that
many staff members have had to learn, as thisviet@rrespondent discusses, “I wait
for the right moment before | speak to her as sheontinually stressed”. Another
staff member agreed, “| sometimes leave a query ontl the next day when she is
less stressed”. In general, questionnaire respesdimonstrated an awareness of
how stress affected their ways of speaking, akignexample:

Particularly at stressful times when we are allargtessure - there
have been times when | have taken offence to ado@ecomment
which affects my interaction (on my part) with manager for some
time afterwards. The difficulty is that the tone @@mment was
probably not deliberate, but just as a result ofadible pressure to
meet unmoveable deadlines.
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Interviewees had different takes on stress. Moshem felt stressed at times during
their jobs. Mary constantly has to deal with stresg/ing of stress, “I invented it!”
and Gertrude said, “No, look, | do stress a lot ibitoesn’t affect my work that |
don’t perform. | actually tend to work better undress, like | am at the moment.”
Rebecca can't sleep when she is under too muclsyeesas well as finding that it
has an effect on the way she talks to her staff.

Interviewer: Tell me more about how you cope witness and if it
changes your verbal behaviour.

Rebecca: | think it does. | think when I'm veryesised I'm probably a
bit abrupt as well, without intending to be. Théet thing | find
when I'm really stressed and pushed is | sometifosget things.
That's why | carry this (pointing to a notepad).irtipacts when |
come home, | don'’t sleep. But that's my problemerEhare times
when I'm just run off my feet, who isn’t?

But Graeme and Sally have different takes on stfeslty says that avoiding stress is
about realising that one has choices and one aarseho succumb to stress or not.

| think stress, to a large extent is a very perschallenge. | think
people have choices and a lot of people don’'tsedhe choices that
they have. | think working in a university enviroent is less
stressful, again, than working out there because Been how
difficult it is to fire somebody. So even if yourcaget to that work
that you know you should be doing, and as longaashave a clear
conscience about why you can’t get to it, the cbarare you won't
get fired for not doing it, | just think to myseifell, why stress about
it? You do as much as you can and that is my owrsopeal
philosophy. So | think it's my own personal manageitskills that
help me not get too stressed.

Similarly Graeme believes that stress is sometltived one can create or avoid,
depending on how one sees oneself, as the persohange of the overwhelming

action, or as a victim of it.

Interviewer: Tell me a little bit about stress drav that will affect the way
you talk.
Graeme: | generally don’t suffer from stress.

Interviewer: You're very lucky.

Graeme: | think it's more than luck, unless it’'svshing in the genes or
what we’re born with etc. etc. But | think it hastdgo do with one’s
approach to things and what causes stress. | 8tnelss can be a
power thing, in terms of, the more out of controlyfeel the more
stressed you're going to become, because you’'ietanvof forces
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over which you have little control. The more yoelféhat | can be
an agent in this world, | do have the power andctgacity to make
things happen and not just be a victim, the legsséd one is about
that or caught up in that. So | think that’'s aruessAnd I've got a
strong belief in our capacity to make things happ®a | don’t
necessarily feel myself as a victim of greater gdeinOn the other
hand, | do believe there are forces greater thasf udhich we are a
part. But I've learned to trust the process overybars so that I'm
not too terrified by those, or worried about theé®o, no, stress is
not a great thing for me. It has been. It's sonmgghive grown into
more.

The challenge as a manager in a busy and oftesyregbwork environment is to be
able to take charge of things without feeling tings are taking charge of you. And
the key to successful relationships is knowing Howdeal with those around you
when their behaviour changes. One staff memberorelga to the questionnaire
guestion on body language with this comment:

It (body language) helps to assess mood, and ko boss well
now allows me to judge whether frustration or extieént etc are
directed at me, or simply a result of something,et® | don't take the
wrong things personally, or assume that they aextiid at me.

6.6.3. Space

“The space within becomes the reality of the buaidi — Frank Lloyd Wright

Although the physical proximity of employees to arether and the physical space
available has already been mentioned as a factbdegussed with the question of
“openness”, being physically unavailable for youaffs or manager can cause
difficulties with communication.

Another problem of communication flow is distance.
Communication with those who share an office sigitmuch easier
than it is with those who are in separate buildingke usual
geographical dispersion of a school district caneatw
communication problems that should not be overldok€ampbell,
Corbally & Nystrand, 1983:157).

One questionnaire respondent said “Being locateith@mar side of the building to the
rest of the team - | don’t make the effort to candlly integrate myself in their work

and dialogues”. Another respondent commented that,
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Private offices mean that the non-team playersatoemerge often

enough to communicate with. It has confirmed myirée® push for

structural/building changes as open-plan scenanadvenhance the

comms.
Another staff member from a different departmeanfecms that being in closer
proximity to one another aids communication floWé're spread all over campus, so
| think we could work better as a team by beinthie same location, even though we

have a meeting every 2 weeks.”

“We're very short of office space at the universisays Gertrude. And the university
is growing, steadily, but increasingly. So the aemare the people will become more
spread out and “out of touch” with one anotheria® tprogresses. Rebecca’s staff
work the switchboard, so they can never leave tficeoand keep in touch,
physically, with what is happening around campushd®ca feels she owes it to them
to let them “get out” more, so that they are nst i “voice” to people. She says,

| feel they must go out and see campus. They atejuoice to most
people. When | say to them the new AMM buildingeythsay,
“What?” Whereas | had to go and have a tour ofaihiéding. | just
feel it's important.

“Management by walking around” is one managemesgythat gained popularity a
few years ago. It's not enough to see one’s stafkimg in a well-oiled machine from
the glass office far above all of it. The populanf TV programmes likdack to the
Floor demonstrate that managers walking around their lmmmesses and coming to
grips with the basic services they provide is attezmely popular idea. If it attracts
viewers on television, surely this idea would bepeapular one in the work

environment too.

Having a manager that walks around, or simply elatle all the time (or most of it)
makes a big difference. Sally says that one ofd¢lasons she does not feel extremely
stressed in her work environment is that she hasidaccess to her boss whenever
she needs it, even though he is the head of ttenizagion.

The other reason why I’'m possibly not as stresseotlzer people is
because | have direct access to my boss almodiraay And that’s
a huge support, that you know you can pick up thenp or pop
down there, you know... he’s got an open-door poéoy it's not
just for me, it's for all the senior management émdall the heads
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of department, in fact for anybody. A student caalkwn and say,
please can | talk, and he’ll make a plan. So Ikhiat also helps.

She also mentions that she is comfortable in hberhjecause she knows that the
organisation is solid, stable and secure, as isdierwithin it. Physical proximity to
the head of the organisation may well assist hénigfeeling, as she is well aware.

| think the fact that | have insight into the imgtion and know that
its a very stable and financially healthy and wekpected
institution makes me feel a lot more secure in . j| mean,
somebody who’s down working in Grounds and Gardaiggt not

feel the same way. They might feel that their jplomn the line and
that, ja, that would make a person a lot more s¢sAnd how
communication can help that, | don’t know, exceptds keeping on
trying to get the message across that this istdestaganisation, it's
a successful organisation, it's been around foorgy Itime, it will

continue to be. That it's a learning organisatibthink that's what
we need to try and communicate more.

Should management be communicating more? It i ¢hked Sally, who has direct
access to the organisation’s ultimate managersta&efort from the knowledge she
gains from this privileged position, as well asnfrohe permissive attitude she feels
she gets from her boss. But as an illustration esf goint, Tom, who is, as Sandy
guessed even though she had no idea of his patimipin this study, is in Ground
and Gardens, far away from the central universitp Bnd feels frustrated with his
physical and emotional distance to upper manageni@stlack of physical proximity

to the boss certainly can’t help.

The next chapter goes on to discuss some secratsnmfiunication success from

management communication literature as well asnglkbout what the university is

currently doing with its organisational communioatipractices. It also talks more

about leadership and how communication can helgelsaand managers manage
better.
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Chapter 7: Drawing it all together

This chapter attempts to review this research withi broader organisational
perspective and draw in some literature discuss@aavious chapters.

Why is it important to acknowledge the role of coomitation in management?
Hopefully by now the readers will have no doubthiair minds as to its vital role. But
to re-emphasise this point, here is a response d@rgoestionnaire participant.

Without communication, everything would fall apargt only in the
workplace, but in our everyday lives. How would weach our
children right from wrong? How would we say how Veel? Or
ask for a job to be done? | think communicationng of the most
important things in life - it goes hand in handhwiinderstanding. If
we don’t understand, how to we indicate that withou
communicating?

7.1Management and communication

So communication is undoubtedly important. It malssnse to say that any
organisation concerned with improving the qualityt® service must turn its focus to
how people are getting messages across, both aflierand externally. Barrett
(2002:220) believes that

If management can be coached into realizing thapl@mee
communication is a key ingredient in becoming ahipgrforming
company, they will more likely give it the time aedergy it needs
and deserves.

What is happening with communication at this orgation? It would appear that
there are areas where communication is successifilll emclaves of dissatisfied
employees who used this questionnaire as an oppyrtto vent their frustrations.

The number of responses to this questionnaire & BSsponse rate) is a positive
indication that managers and staff members wakihtov more about communication
and this research is, as such, a step in the dighttion. So, knowing that people
want to know more, what is the organisation doibgua communication, and what
should it be doing? Fletcher (1999:156) stresses ithportance of providing

employees with a sense of the bigger picture:

137



Organisations cannot expect to be successful ifermat
communications are ineffective and employees arstriated by an
environment in which they feel completely uninfodrend without
direction.
Sally, who interacts closely with the head of timévarsity under study, does not feel
frustrated or uninformed. She says that knowing wbeks for a stable, financially
secure, and well-respected organisation gives tefidence in the organisation and

in her role within it. But not everyone at the angsation feels the same.

The challenge is to get the message of soliditgursty and confidence to all
employees across the campus and to all areas ohitiersity’s working life. This is
not to say that the university is not trying to getssages across to its staff. It has a
good internal communication newsletter for sta#f,veell as one for students. It has
numerous email distribution lists that send vitalssages from management right into
the in-boxes of all staff members with computersc@ars are distributed regularly
by email and in printed forms in several languagesccommodate staff members for
whom English is a second or even third languageer@tare flyers, posters, and
notices attached to salary slips. And many savvypagars make good use of the
grapevine to get information across informally aslvas to receive information that
they may not otherwise have access to. But therstdl people who say they are not
receiving the messages. This happens for sevexrsbns. Firstly, there are some gate-
keepers in place who believe that holding on t@rmition and not passing it on
gives them power. Secondly, people are opting aaeteive the information. It is
easier for them to say they didn’'t know than todnd find out what is happening,
even if that is as simple as reading an email ewvagond day from upper
management. They choose instead to remove therssélom the generic staff

mailing list.

So saying, there may be adequate ways of gettiogmation from the top down, but
what about feeding information up the chain? Inatepents and divisions where
managers belong to management committees and siimportant boards and
decision-making groups, the messages that areipedc® be important enough can
be taken higher and acted upon. It is also easiertliese managers to pass

information about the bigger picture to their stadicause they are more privy to this
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information. But as the university spreads itselfttier and further away from a
central administrative hub, departments spreachndtlose contact with one another
and the organisation’s aims, as well as findingrtbelves in a position where they

struggle to make anything happen and lack a “chamigb take on their causes.

In chapter 2 | quoted Bennis (in Hoogervorst (2808), saying that organizations
are often “over-managed but under-led”. While dartalepartments at the
organisation have exceptional leaders, | beliea¢ tiere is often not enough access
to a “leader” figure. While the organisation’s amt head has an open-door policy
not many people would take him up on this. As @ett | made an appointment to
see the Vice-Chancellor. As he was away from tHeeyfl got to see the Vice-
Principal instead. The policy was open-door enotoghccommodate my request for
an appointment, but how many people with problenesbaave enough, or feel that
their issues are important enough to take thent tighhe top? Perhaps the issue is
not that there is not enough accessatieader figureas much as tseveral leader
figures throughout the chaimhis organisation is a bureaucracy. There isfaite
hierarchy to be followed, which would explain whose at the bottom are reluctant
to take up their issues with the person at the Tpere are unwritten rules that
prohibit jumping steps in the chain of command.rBah & Deal (in Bush (2003:9)
say that

Organisations which are over managed but undeevedtually lose
any sense of spirit or purpose... The challenge ofdeno
organisations requires the objective perspectivéhef manager as
well as the flashes of vision and commitment wisadership
provides.

| argue that in departments or divisions where #gdtion’s head possesses both
leadership and management abilities, a sense f gpipurpose lives on. But other
departments lack the flashes of vision and commitrfrem a purpose-driven leader.
These sections need someone else they can takesthe?s up with. The struggle is
either to place a “leader” within the existing laerhical structure, or to give people
access to a leader with whom they can comfortabbp@ate. For many employees
the Vice-Chancellor is simply too much of a Gocklifilgure to approach. After all, it
is human nature to complain about a distant figlike God) who does not answer

prayers. But having to deal with a God on the gdowould be a much more daunting
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task. This is why prophets and priests play a vidé# in many societies. Should we
not have someone playing the role of an intermgdiara top-down, hierarchical
system such as a university bureaucracy? In otlwithSAfrican organisations
Fletcher (1999:157) found that

organisations are underestimating the importanceleatiership
development and do not understand that employeesand lacking
the support and guidance of a strong leader capsat possibly be
effective and motivated.

So how can organisations promote internal commtioita Since the work of Parker
Follett and Barnard in the human relations approd®20-1940) (Hellriegekt al.
2001:59) management has been striving towardsdimduthe workforce in decision-
making processes and problem-solving. Is there rdomthis approach in an
organisation that still operates in a very hieram@hway?

As | mentioned in Chapter 2, Van Stadetnal. (2002:23) suggest several hints for
more effective communication across levels in olggions. These include:
constantly keeping communication routes open; eragpug and enabling lower-level
staff to gain access to their superiors; and atsheommunication chain that avoids

the broken-telephone effect and flattens the conication hierarchy pyramid.

This is precisely the kind of advice that this angation needs. Middle managers
need to be able to talk to their supervisors easitg staff members must have access
to their bosses as well as their bosses’ bossdsthiguwill not happen without the

organisation specifically paying attention to theilitation of messages up the chain.

7.2. Motivation

"What does the word “work” mean to you? To somepéans unpleasantness,
stress, and drudgery. To others, it means happjriagment, challenge and
gratification.” - Catherine Pulsifer
Companies are learning to place more importanc@mappiness and motivation of
the employees in their organisations because haptaé are more motivated staff,

and the more motivated a staff member is, the handeé smarter he or she will work.
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A motivated employee is a happy employee and ayhapyployee creates a happier
board of directors and a more positive bottom likecording to Sunter (1999:88)

One foxy English company measures the happineits wbrkforces
as part of an annual social audit and publishesrébalt. Imagine
that — indexing happiness as well as productivity!

Kurt Lewin realised, many decades ago, that peopézl to feel valued in their jobs, a
place where they spend a large percentage oflihed:.

Work, he insisted, had ‘life value’. It gave meanito a person’s

existence... ‘The worker’, wrote Lewin, ‘wants his rkdo be rich,

wide and Protean, not crippling and narrow. Workusth not limit

personal potential but develop it. Work can invdlvee, beauty, and

the joy of creating’(Lewin in Weisbord, 1991:76).
It is rare, in this day and age, that people com&adrk each day with a sense of
anticipation and return home with a sense of satigin. But there are a number of
people who work at this organisation for whom warkvertheless has a deeper
meaning. One interviewee indicated that although ehjoys her leave time, she is
happy to come back to work at the end of the hyglidecause she misses her work
and her colleagues. Another interviewee, while entty dissatisfied with his work
and frustrated with the lack of acknowledgementisereceiving from the top
managers of the organisation (his bosses), nevesthenotivates himself to come to

work to make a contribution and to improve people’ss in some small way.

While managers can and should try to contributdhvéomeaning that their employees

can get out of their work, it is important to fitfte right way to do it.

7.3. Management versus leadership

“The function of leadership is to produce more leeg] not more followers.”
— Ralph Nader

There is a subtle distinction between managingleading. There are managers at the
organisation, such as Rebecca, who clearly showetenes towards leadership,
trying to develop their staff, encouraging themttipg their needs first and trying to
fulfil their greater emotional needs. And yet theguld never classify themselves as

leaders. On the other hand there are academicscathdhemselves leaders and
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struggle with fitting in management tasks, althotlggse are required as part of their
job function. As one questionnaire respondentiput i

It is perhaps inappropriate for high-flying acadesnito take on
managerial positions. They are good at their acadeutivities
(which contribute to the University’s reputation @s institution of
academic excellence), and management and relatadsisare not
necessarily their speciality.

To me it would seem that a manager, especially saomé middle-management, can
choose to concern themselves only with the dayato-dunctioning of their
environment, and academics are not often able éziaise in the areas of both
management and leadership. These academics/managersontent to “allocate
human and material resources and direct the opasabf a department or an entire
organisation” (Hellriegel and Slocum, 1996:5). Bukeader, even one who does not
intuitively recognise him- or herself as possess#aglership abilities still, “influences

others to act toward the attainment of a goal” [fieglel and Slocum, 1996:445).

Tom is one such leader who sees his role as cgeathrer leaders. He understands
that often staff members who appear to be trould&ers are leaders looking for a
place to lead. He sees his role as developing thate leadership potential in
different ways, using their strengths to encourtigam to be all they can be. Tom
says that

Some leaders are scatter-brain[ed] and they’re bikiterflies. And

butterflies can’'t be harnessed, because you dathage Whereas a

horse, you can put a bit in its mouth, and you paimt it where it

has to go and it will do that. And we have thosedkof leaders too,

who are happy to be harnessed, and they want &ideged, they

want to be directed, but once you've steered they'll keep going.
Tom subscribes to the view that if you “Label somea leader — give him or her the
leader’s role — and a conscientious person tridset@r do what the label implies”

(Heifetz in Elgin, 2000:11).

7.4. Comparing the results of this study with pubkhed research

The findings | discovered in this research, namidgt motivation and praise play an
important role in developing relationships with fGtahat it is important to have

respect for one another and one another’s diffel@mjuages and culture, and to
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listen, really listen, to what people are sayir@ttit is important to be involved in
management and communication as a team and to coicexe often, using
technology when appropriate and to put things ining to avoid misunderstandings,
are duplicated in management texts focusing on aamwation. For example, Gibson
and Hodgetts (1986:393-395) stress the importahggving positive reinforcement,
being open and honest, taking a genuine intereshés employees, communicating
frequently, listening, soliciting employee feedbaaid setting a good example. Adey
and Andrew (1990:33-34) recommend that managerst nuse face-to-face
communication, be sensitive to other people’s bemkgds, use direct, unambiguous

language, repeat instructions if necessary, beod tigtener, and be supportive.

Similarly, the frustrations experienced, particlyldrsy managers who feel they can’t
communicate up the chain, are also repeated inghdal research. Again, Tourish
and Hargie found that staff felt a need for infotima and upward communication,
and believed it was important for senior managerbd visible and involved, they
also stressed the need for proper communicatiomngta and the power of the
grapevine (1998:179-180). Similar findings werpeaed again in Quinn and Hargie
(2004:146-158), Lotter, Ripley and Reynolds (2004:and Tourish and Hargie
(1996:46), while Thornhill et al. (1996:19) have suggestions to improve
communication. They recommend that consistent, iltleecand employee-focused
communication be practiced in order to obtain a mément to quality in the

organisation.

Systems, including communication systems, are yarE00% perfect. As a
guestionnaire respondent pointed out, even thoufife 3s happy with the
communication in their department, things couldajs/be better. “We have a good
communication system in my place of work and feat even though there is always

room for improvement in anything - our departmesrnes out tops!”

So what are the secrets to communication succaggnberg & Ornstein have a few
suggestions of ways to promote effective commuimnat(1991:189). They

recommend that you view everything you do as a fofrmommunication, be aware
that communication is often the first step in preugy and solving problems, want to

communicate with others, model effective commumicgt adapt to the
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communications needs of others, want others to asmuate amongst themselves,
provide opportunities for communication, provide -sgrvice programs on

communication and reward effective communication.

There is room at this organisation for a greateusoon communication, particularly
between managers and their staff and also in depats where people are further
away from the decision-making processes and comesitit physically and

emotionally.

Reuss and Silvis also share some insights and reeoations on how to improve
policies and objectives of organisational commuiica They give the following
advice: 1) Establish regular communication witheatiployees, 2) distribute regular
downward communication at least once a week, 3§ leapublication including in-
depth coverage of internal and external issuesjsd)e a special management
publication to address the special needs of masafeemphasise subjects relating to
corporate objectives, 6) hold regular meetings betwmanagement and employees
and encourage questions and open discussion, apeegarding the bigger picture,
7) give employees information regarding the busnesview (finances, etc.), 8)
encourage supervisors to meet regularly with emgdey9) communicate information
about the organisation to employees no later thas distributed to outside news
media, and 10) encourage employees to ask questionduct surveys to evaluate
communication effectiveness and evaluate the dbgstainnually to ensure they are
in line with organisational objectives (Reuss afdi§ 1981:10).

| believe that all ten of these recommendationsrapace, in spirit, at the university
under study. The challenge is to find leaders wittach department and section who
will take up each recommendation and hold theiff stad managers accountable for
their communication practices. Someone needs tahkeperson to encourage
employees to ask questions, conduct surveys, legladar meetings and ask about the

business review.

James Humes (reference unknown) says that thé eshamunication is the language
of leadership. As the university travels forwardoirthe next century with a new

leader, it needs to take stock of its current prast particularly with regards to
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communication in order to learn how to speak theglege of leadership more

successfully.
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Chapter 8: Conclusion

“This is not the end. It is not even the beginnoighe end. But it is, perhaps, the
end of the beginning”. — Winston Churchill

Reaching the end of a journey is a satisfying erpee, but one simultaneously
fraught with potential disappointment. Firstly, thas the sadness that comes with a
satisfying task reaching its end. This is also rofecompanied by doubt in the
validity and usefulness of one’s study, in the scapd breadth, in the way in which
the data is put forth, and a myriad of other smpfirehensions.

In order to diminish any potential doubt and hdgs tjourney reach a satisfying
conclusion, | will now review a few of the centthkmes that we have visited along
the way and try to bring it all together so that wave one another with a sense of

accomplishment rather than dissatisfaction.

8.1. Review of chapter contents

The thesis began by introducing the research focusmmanagement communication
from my personal history. To re-cap, | approachad study because of a personal
interest in communication developed largely by @yily and an emerging interest in
management as | observed its successes and fanures organisation at which | was

employed.

The thesis title,Communication strategies in management: a case stydof
interpersonal manager-staff communication at a Souit African university, aimed
to answer three questions, namely:

4. What role do managers and staff think communicaptays in their work
relationships and how do they use communicatidheir daily working lives?

5. What do managers and staff perceive to be effectwe ineffective
communication strategies?

6. What strategies can they suggest that might be tesgdomote or enhance
effective communication?

| started investigating this topic by looking armmounication as a central function of

human existence, defining a working role of manag@ntommunication and using
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Rasberry & Lemoine’s (1986) communication modeplace communication in the

central role in management that it deserves.

In chapter 2 | discussed how organisations workteowd humans use communication
within an organisation.. This subject was thendiekd by a discussion of the
importance of management communication in manageritesories across the
decades and an attempt to trace communication imagegment from the era of
scientific management, through the human relatmmgroach towards post-modern

approaches which consider language to be at tlyeegsence of human existance.

After a brief glimpse at social theory and languagsociety | moved on to look at
communication in the context of study, pointing eatme subtle distinctions between
management and leadership. | then took a walk girguootivation theories and tried
to grapple with language, power and misunderstagsdbefore noting how language

functions in organisations. A look at current reskanded Chapter 2.

Chapter 3 began with a description of our era & fthpilogue or after-word”
(Hodgkinson in Greenfield, 1986:xi) and led on taliacussion of the interpretive
paradigm, how all research is, actually, interpestiand how the strength of this
research lies in acknowledging the central rolé tha researcher plays in creating
meaning from participants’ descriptions of their magement lives and
communication occurrences. In describing my useaotase study approach |
explained that studying a single case at an instamtime creates access to a unique
situation and looking at this case interpretiveBlpls participants reflect on their
actions. | then touched on the uniqueness of tigarosation, an academic institution
that hosts many of its students on its groundseangloys staff to cover a multitude
of functions from administrative to academic to thesc, and the challenges
associated with its unique situation. Using an ranlguestionnaire and interviews
were ways of collecting data that could captureidewange of perceptions, while
still honing in on individual responses. And altgbuit was difficult to select
individuals to interview, simply because so manteresting people were willing to
give their opinions on this subject, it was possitad select 6 respondents who shared

a wealth of information and personal experiencetlom subject of management
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communication. Finally in this chapter | acknowledghis study’s weaknesses and
discussed issues of generalisability, validity esichbility.

The next chapter moved on to describe the praitiesalof data description: the
guestionnaire design, testing and implementatiemtents, and results as well as

touching briefly on interviews.

Chapter 5 began the complex process of data discud3ecause both quantitative
and qualitative data needed to be discussed angjirdogether in a unifying whole
it was decided to divide the data discussion imio thapters. Chapter 5 dealt with
guantitative data from questionnaires as well @sgbrg in some textual data from
guestionnaire responses to explain numerical eswhile Chapter 6 tackled
interview findings and data from open-ended questiire questions. The discussion
revolved around issues of general communicatiomramess of communication; how
much to know; and effective communication includimgotivation and praise, the
role of listening, building relationships, respelethguage and culture, teamwork,
communicating often, the use of email and technolgd the importance of putting
things in writing. It also included a discussion ahallenges to effective

communication namely: time, stress and space.

Chapter 7 was a unifying chapter, attempting toryndreory and research findings
into a conclusive whole by re-examining issues gQhduup in Chapter 2 and
comparing and contrasting them with research figsliftom Chapters 5 and 6. This
chapter took theoretical knowledge and applied ittrrent research, harmonising
management communication theory with the practicmanagement communication

in a tertiary-education organisation.

8.2. Findings

By its very nature, management is a complex proageds therefore,
is a multidisciplinary field of study. Managemesta combination of
science, art, philosophy, social sciences, psygyobnd industrial
psychology (Pinduet al 1995: 75).
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It is appropriate that a university that studie®rsce, art, philosophy, social science,
psychology and industrial psychology pay attentie@ management, and
communication as an aspect of the complex prodedsis management. But is this

university learning its own lessons?

It appears that managers and staff at the uniyeusitler study are communicating
differently in different environments. There areas where staff are incredibly happy
with the communication relationships they have willeir managers and they
attribute this success to several factors, somehath were discussed in detail in the
research findings. Firstly, being praised for a jwell done and being constantly
motivated played a large role in encouraging staffnbers to work more effectively

and generally made them happier to achieve a Tdske were instances where staff
also motivated themselves, but even they felt blaaing an encouraging boss would
make them happier to undertake requested tasksingdaan open relationship

including an open-door policy, where one could tadkthe boss as frequently as
necessary, also encouraged a positive communicatiwironment. Both managers
and staff felt that it was very important to listem one another and to treat one
another with respect. Respect goes both ways, apdaawn the communication

channels and power structure. Often both managetrstff members indicated that
“treating others as you would like to be treatedisva centrally important attitude to
promote open relationships and communication. Usawnology effectively also

had a positive effect on getting the message a@odsputting messages in writing
once they had been discussed also contributed dswareping instructions clear and
in the open. People also found it important to eesphe languages and cultures of
others that were not their own. Learning more aleadh other, including how to

speak different languages, even if it was onlyva ¥eords, showed an interest in the
person with whom one works. Lastly, building a teamcouraging open discussion,
accepting criticism and encouraging people to beoluied in decision-making

processes were also successful in motivating staii encouraging them to

communicate openly.

Aspects of manager-staff relationships that diseged open communication were a
lack of time which often caused stress, and diffies with physical space. Although

other areas that were raised under the questiohngeaith managers’ and staff
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members’ weaknesses were not discussed in thisoisetttese were mainly the

corollaries of successful aspects of communica®hsted in the previous paragraph.
For example, | felt that issues mentioned as chgdle to effective communication

such as not listening, not showing respect, beiggressive or too scared were
adequately covered in discussions of positive factontributing to communication

success and, as such, | did not discuss their adppasider the negative factors.

There was a general awareness that although coroatiami is extremely successful
in aspects of the university, in other areas pea@gnitely need to work on it.

Several managers felt dissatisfied with senior rganeent, feeling that they were not
being acknowledged for the work they do, or tharé¢hwas no way of making
themselves heard up the chain. There was also aneaess that communication,

while important, was not really a focus of universnanagement or policy.

8.3. Recommendations

8.3.1. Recommendations for practice

Reflecting on one’s communication practices is atreenely useful tool for any
manager who wants to use communication as a polweaiy of motivating staff and
getting buy-in. Weisbord (1991:86) says that “lfuyeant to be an effective leader
you need to do more than study group dynamics. &sa need to learn more about
yourself.” But knowing how to speak to other peopdenot only something that
managers should do. Chapter 2 discussed in gretil dbe importance of
communication in management as well as the vital tltat communication plays in
human interaction. Paying attention to one’s spgaatterns and learning ways of
giving and receiving messages so that greater stadeting is reached more easily
and quickly is an important lesson for each andyesgegle human being. Haslam
(2002:14) stresses that

Communication skills are essential business toats,well as a
prerequisite for management of global economic megdions and
effective government in complex society. Commun@atinderpins
Western values and ensures that, through feedbackegses,
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organisations appreciate the different value $etsdan impact upon
the success or failure of policies and enterprises.

It is my recommendation that not only should manadgake heed of the principles
behind communicating effectively, as describechia tesearch, but that every human
being should be taught to understand whether wiey think they are saying is
coming out in the way they think it is. People afeed to learn to match others’
words with their intentions so that communicati@t@mes less of an esoteric art and
more of a popular one. Peters (1999:265) strebsesded for speakers of a language
to understand that what they are saying may naotlm the listener is hearing, and
vice-versa.

The image of conversation as two speakers takingstun order to
move progressively toward fuller understanding ateother masks
two deeper facts: that all discourse, however mimey speakers,
must bridge the gap between one turn and the maxt,that the
intended addressee may never be identical witat¢heal one.

8.3.2. Recommendations for research

In terms of conducting future research on topiedommend a combination of large
and small scale data collection techniques. Usmdjrfgs from open-ended questions
to questionnaires as well as in-depth intervieypoeses allowed the construction of a
bigger picture while still retaining a small-scafgersonal feel. | also believe that
using online questionnaires is a useful tool, palarly when one is looking at groups
of people who spend most of their working livedront of a computer. Furthermore,
the impact of sending emails to individuals, imiftithem to participate in research,
cannot be underestimated. So, my recommendatiomes tlat research into
management communication continue in a similar ¥eithis study, but delve even
deeper into specific aspects. Since this was aloeatpry study it needed to touch on
issues only briefly, particularly in the questiomeal would be encouraged to see
future research that focuses on, say, body langmag@nagement communication, or
the subtle role between leaders’ and managers’ofissommunication strategies.
Above all, | recommend that management communicatantinue to be studied! The
value of finding out what is really going on in Gmewn organisation cannot be

underestimated. The communication audit plays gortant role in discovering this,
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but personal, in-depth research as well as gengrmliews can examine aspects of

organisational communication that a general comopaiian audit cannot.

8.4. Limitations

One of the most disappointing limitations of thesearch for me is the fact that it is
not possible to explore many of the aspects of comoation which emerged during

the study. The first is the issue of culture in cammication. This topic has great
potential for study but was simply beyond the scopé¢his research. Management
communication and the subtle link with culture isarea that can most certainly be

more fully explored in future studies.

It would also be useful to explore the link betwéegdership and communication. Is
the ability to communicate easily and effectivelytrait of leaders? Are there

managers who can communicate vision and motivafélsit still do not fit the bill of

a real “leader”? These and other issues arountirtkéoetween communication and

leadership would be a fascinating study but oneithagain, beyond the scope of this

research.

This research has also not been able to addrefssdahat discourage or negatively
affect communication in any great detail. Thereagainly room for further research

in this area.

There are other limitations to this research ad.weistly, since this research is
conducted in an interpretive paradigm it is possitilat there will be those who
dismiss these results as not scientific enougis. ioped that they read this research
with an open mind and a reflective attitude towatdsr own communication before
they voice this accusation. Nevertheless, it mastdknowledged that a case study is,
by its very nature, focused on a very limited sanpurther research will, once again,
be able to strengthen the applicability of thessulte by drawing on the research

findings to come out of it and apply them to futoesearch.

It must also be acknowledged that this case toa&epin a fairly unique environment.

It is entirely possible that some of the findingdhos research may not be applicable
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to other larger centres or countries with differehallenges to their communication
practices. | do believe, however, that althoughrésearch was conducted in a fairly
unduplicatable venue that the findings are moreeg@rto human nature because of
the scope of research (several hundred participaantd the collation between
responses of a fairly surface nature (questionmagponses) and those that focus in
more depth from interviews with participants whalhg discussed the meaty issues

they experienced in their daily communication atés.

Other limitations to this research must also benashedged, including what this
research did not do, where the findings were inadexy and whether a different

approach would provide more useful results.

Firstly, this research did not aim to provide stadally viable numerical results.

While a few numerical questions were used, theses wet statistically valid, nor

were they intended to be. In addition, this redealid not aim to give a very broad
overview of communication practices at the orgaisaunder study, but to look at a
specific instance of communication, between marsaged staff members. | cannot
make generalisations for all staff members, ortfer unique relationship between
academics and their heads of departments, or dhah these research findings
represent the communication situation betwakrstaff members at the organisation.

It is simply a useful way of providing a slice d€l

There were instances where findings did not prowad#icient information. A data

glitch in question 2 of the questionnaire meant theould not numerically analyse
how managers and staff members communicate, aeemiail, telephone or face-to-
face. Perhaps future studies can look at the mbderomunication in greater detail.
Once again, this study was also inadequate forrgksation purposes, but that was

also not its intention.

Would a different approach provide more useful its8ulf one is looking for
statistical, quantifiable, repeatable data thiglgtwill not give this information. So
another study attempted through a different resegaradigm will certainly give
different results. Whether these results will maseful or not is up to the reader to

decide. | hope that a reader approaching thisftext an interpretive perspective will
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find results reflect individuals practice and pewisufficient in-depth interpretation
of the meaning that managers and staff make of dwnmunication practices with
one another.

8.5. Conclusion

In concluding this research | would like to diregpu to look at your own
communication practices. Whether you are a manageranaged by someone else,
whether you believe you possess strong or weak aonuation or leadership skills,
may this research serve to challenge you to examm& own assumptions,

behaviours and expectations of communication.

Bush (2003:17) impresses upon the reader the impoetof acknowledging both the
theory and practice of educational managementngayi

In an increasingly global economy, an educated foock is vital to
maintain and enhance competitiveness. Society ¢xpschools,
colleges and universities to prepare people for leynpent in a
rapidly changing environment. Teachers, and theadérs and
managers require greater understanding, skill assllignce to
sustain their institutions. Heads, principals aedi@r staff need an
appreciation of the theory, as well as the practiteeducational
management.

Understanding the role that communication can phajacilitating management in
educational institutions, as well as further afiegdd/es today’s manager access to a
powerful magical amulet that will never lose itstgrcy. If work has life value, as
Lewin (in Weisbord, 1991:756) asserts and it “[glveaneaning to a person’s
existence”, then we owe it to ourselves and thoseinteract with for the vast
majority of our waking lives to treat our work amdl aspects of it with respect.
Understanding the power of words, non-verbal messaiipe importance of creating
and maintaining respect and building relationstigslistening and motivating, as
well as the importance of providing opportuniti@s dommunicate frequently and
openly, gives both manager and non-manager an alleduadvantage. | challenge
you to, as Lewin (in Weisbord, 1991:75) puts it, “put burrs under complacent
saddles, agitat[e] people to question assumptioss,common sense, and find out

what works bytrying it (their emphasis)”, particularly with regards tavgaunication.
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Because “If you want to be an effective leader gead to do more than study group
dynamics. You also need to learn more about yadtir@&kisbord, 1991:86).
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Appendix |

Rasberry and Lemoine’s (1986: 27)

Model of Effective Managerial Communication
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Figure 2.2 - A Model for Effective Managerial Communication
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Appendix lla

Manager - Staff Communication at X University

I have been given permission by X University to conduct research
into communication at this organisation, as part of my Masters
degree in Educational Leadership and Management.

The aim of my research is to gather a range of perspectives on
communication practices at X University between managers and
their staff which will help gain a larger understanding of
communication in general at the organisation.

I would appreciate it if you would take the time to complete the
attached questionnaire as honestly and openly as possible.

Please note that there is space at the end of the questionnaire for
general comments. Use this space for anything else you may wish
to add.

If you have any queries concerning this questionnaire or research,
please do not hesitate to contact me at g.balarin@ru.ac.za or at
084 517 9504.

Please note that all information will be treated as
confidential.

Your anonymity will be preserved throughout.

Please click on the link below that best describes your level of
responsibility.

Manager

Staff Member (who does not manage anyone)

Manager and Staff Member

Manager Questionnaire
You have indicated that you are a Manager who is not directly
managed by anyone else. If this is incorrect, please click here to

go back and choose the correct option.

Please select the Department, Division or Unit where you work from
the list below.
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| Please indicate your place of w ork -

Manager Questionnaire

You have indicated that you are a Manager in the Finance Division.
If this is not the case, please go back and change your selection as
appropriate.

This questionnaire is intended to be answered by those who only
manage staff and are not managed in turn by others.

There are 14 questions and it should take between 10 and 15
minutes to complete the questionnaire, depending on how much
information you give. Please give as much information as you can
and feel free to make comments in the section provided at the end.

Each question will be presented on a different page which is
accessed by pressing the "Next Question" button. The questions are
numbered in such a way as to show how far through the
questionnaire you are. The final question will have a "Submit"
button which will take you out of the questionnaire after saving
your last answer.

Please complete the questionnaire in one sitting - as the
questionnaire is anonymous, it is not possible to save your place
and return to the questionnaire at a later time.

Manager Questionnaire
Question 1 of 14:

What, in your opinion, is the primary role of communication in
organisations?

Choose 3 of the following statements which you think best answer
this question and rank them from 1 to 3 in order of importance,
where 1 is the most important.

(Enter the numbers 1, 2 and 3 in the boxes next to your choices.)

IiTo deliver instructions

IiTo give facts and information needed to be able to do the basic
job

IiTo give information about the higher purposes of the
organisation

|_To motivate staff to work harder or feel part of the organisation

|_To assist with helping or resolving work-related issues
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IiTo assist with helping or resolving interpersonal issues
IiTo enable dialogue and team-building

If you feel the role of communication is not adequately covered by
the above statements, please indicate below what you think it is:

.

[~
I i

Manager Questionnaire

Question 2 of 14
In an average week how do you communicate with your staff?

Choose the 3 options which are used most often from following list
and rank them from 1 to 3 in order of frequency, where 1 is the
most frequent.

(Enter the numbers 1, 2 and 3 in the boxes next to your choices.)

|7E—mai|

Iilnformal meetings

IiFormaI meetings

|7Written documentation that is not e-mail
IiBy telephone

|70ther: ‘

Manager Questionnaire

Question 3 of 14:

In general, how much information do you feel you give to your
staff?

> Not enough information to do the job
> Just enough information to do the job
> More information than is required to do the job

Please explain your choice:

[~
I o
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Manager Questionnaire
Question 4 of 14:

How open are the lines of interpersonal (face-to-face)
communication between yourself and your staff?

Select the most applicable statement(s).

" The door is open and any subject is open to discussion, even

if it's not work-related

" The door is open and selected issues can be discussed (e.g.

not personal problems)

= Appointments can be made and any issues can be discussed

in private meetings

= Appointments can be made and selected issues can be

discussed in private meetings

2 Any issues can be listed on the agenda and discussed in

public meetings

" selected issues can be listed on the agenda and discussed in
public meetings

= Open discussion is not encouraged

If these statements are not adequate, please comment below.

Manager Questionnaire
Question 5 of 14:
What sort of feedback do you give to your staff?
Select the most applicable option(s).
Congratulations on a job well done

Encouragement to keep going or to do better

Criticism when a job is not done to your satisfaction

171 17

Coaching on the job

2 Suggestions for personal benefit (e.g. information about further

training opportunities, etc.)
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Personal information about yourself

" Formal evaluation as required

If there are any other types of feedback you use, please list them
below.

I o

Manager Questionnaire
Question 6 of 14:

Do you think that the way you talk to your staff (for example,
your word choices, tone of voice etc., i.e. verbal factors) can or
does affect their response?

£ ves
» No

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it
in your explanation.

Manager Questionnaire
Question 7 of 14:
Do you think that your body language when talking to your staff

(e.g. crossed arms, looking at the floor, hands on hips i.e. non-
verbal factors) can or does affect their response?

& Yes
£ nNo

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it
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in your explanation.

I o

Manager Questionnaire
Question 8 of 14:

Do you think you could motivate your staff differently by talking
to them in different ways (e.g. by shouting, persuading or
encouraging)?

> Yes
> No

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it
in your explanation.

=

H
I o

Manager Questionnaire
Question 9 of 14:

Think about any strengths in the way that communication
happens in your department, division or section.

List three main strengths in the way you communicate with those you
manage.
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List three main strengths in the way those you manage communicate
with you.

Manager Questionnaire

Question 10 of 14:

Think about any weaknesses in the way that communication
happens in your department, division or section.

List three main weaknesses in the way you communicate with those
you manage.

List three main weaknesses in the way those you manage
communicate with you.

Manager Questionnaire

Question 11 of 14:

Would you generally describe communication in your department,
division or section as effective or ineffective?
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C Effective
C Ineffective

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it
in your explanation.

N

< | o
Manager Questionnaire
Question 12 of 14:

Has this questionnaire made you think or reflect more on your
communication practices at work? If so, how?

| i
Manager Questionnaire
Question 13 of 14:

Do you have any comments or anything else you would like to add?
Please answer in the space below.

I o

Manager Questionnaire
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Question 14 of 14:

Would you be willing to be interviewed about your responses to this
questionnaire in order to help further with this research? Please
remember that if you are interviewed, all information will
continue to be treated as confidential and your anonymity
will be preserved throughout.

£ ves
» No

If you are willing to be interviewed, please enter your contact
details below.

Name: |

Email: |

Telephon |
e:
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Appendix Ilb

Manager - Staff Communication at X University

I have been given permission by X University to conduct research into
communication at this organisation, as part of my Masters degree in
Educational Leadership and Management.

The aim of my research is to gather a range of perspectives on
communication practices at X University between managers and their
staff which will help gain a larger understanding of communication in
general at the organisation.

I would appreciate it if you would take the time to complete the
attached questionnaire as honestly and openly as possible.

Please note that there is space at the end of the questionnaire for
general comments. Use this space for anything else you may wish to
add.

If you have any queries concerning this questionnaire or research,
please do not hesitate to contact me at g.balarin@ru.ac.za or at 084
517 9504.

Please note that all information will be treated as confidential.
Your anonymity will be preserved throughout.

Please click on the link below that best describes your level of
responsibility.

Manager

Staff Member (who does not manage anyone)

Manager and Staff Member

Staff Member Questionnaire
You have indicated that you are a Staff Member who does not
manage anyone else. If this is incorrect, please click here to go back

and choose the correct option.

Please select the Department, Division or Unit where you work from
the list below.

| Please indicate your place of work -

Staff Member Questionnaire
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You have indicated that you are a Staff Member in the Sol Plaatje
Media Leadership Institute. If this is not the case, please go back and
change your selection as appropriate.

This questionnaire is intended to be answered by those who are
managed by others and are not managers themselves.

There are 14 questions and it should take between 10 and 15 minutes
to complete the questionnaire, depending on how much information
you give. Please give as much information as you can and feel free to
make comments in the section provided at the end.

Each question will be presented on a different page which is accessed
by pressing the "Next Question" button. The questions are numbered
in such a way as to show how far through the questionnaire you are.
The final question will have a "Submit" button which will take you out
of the questionnaire after saving your last answer.

Please complete the questionnaire in one sitting - as the questionnaire
is anonymous, it is not possible to save your place and return to the
questionnaire at a later time.

Staff Member Questionnaire
Question 1 of 14:

What, in your opinion, is the primary role of communication in
organisations?

Choose 3 of the following statements which you think best answer this
question and rank them from 1 to 3 in order of importance, where 1 is
the most important.

(Enter the numbers 1, 2 and 3 in the boxes next to your choices.)

IiTo deliver instructions

|_To give facts and information needed to be able to do the basic job

IiTo give information about the higher purposes of the organisation
To motivate staff to work harder or feel part of the organisation

|_To assist with helping or resolving work-related issues

|7To assist with helping or resolving interpersonal issues

|7To enable dialogue and team-building
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If you feel the role of communication is not adequately covered by the
above statements, please indicate below what you think it is:

.

[
I o

Staff Member Questionnaire

Question 2 of 14:
In an average week how do you communicate with your manager?

Choose the 3 options which are used most often from following list and
rank them from 1 to 3 in order of frequency, where 1 is the most
frequent.

(Enter the numbers 1, 2 and 3 in the boxes next to your choices.)

|_E—mail

Iilnformal meetings

|7Forma| meetings

|7Written documentation that is not e-mail
IiBy telephone

|_Other: |

Staff Member Questionnaire

Question 3 of 14:

In general, how much information do you feel your manager gives
you?

> Not enough information to do the job
> Just enough information to do the job

> More information than is required to do the job

Please explain your choice:

[~
I o

Staff Member Questionnaire

Question 4 of 14:
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How open are the lines of interpersonal (face-to-face)
communication between yourself and your manager?

Select the most applicable statement(s).

2 The door is open and any subject is open to discussion, even if

it's not work-related

2 The door is open and selected issues can be discussed (e.g. not

personal problems)

= Appointments can be made and any issues can be discussed in
private meetings

2 Appointments can be made and selected issues can be

discussed in private meetings

2 Any issues can be listed on the agenda and discussed in public

meetings

= Selected issues can be listed on the agenda and discussed in
public meetings

3 Open discussion is not encouraged

If these statements are not adequate, please comment below.

Staff Member Questionnaire

Question 5 of 14:
What sort of feedback does your manager give you?
Select the most applicable option(s).

Congratulations on a job well done

Encouragement to keep going or to do better

Criticism when a job is not done to their satisfaction

11 1T

Coaching on the job

2 Suggestions for personal benefit (e.g. information about further

training opportunities, etc.)
I

-

Personal information about themselves

Formal evaluation as required
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If there are any other types of feedback they use, please list them
below.
-l

[~
I o

Staff Member Questionnaire

Question 6 of 14:

Do you think that the way your manager talks to you (for example,
their word choices, tone of voice etc., i.e. verbal factors) can or does
affect your response?

> Yes
& No

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it in
your explanation.

[~
I o

Staff Member Questionnaire

Question 7 of 14:

Do you think that the body language your manager uses when
talking to you (e.g. crossed arms, looking at the floor, hands on hips
i.e. non-verbal factors) can or does affect your response?

> Yes
E No

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it in
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your explanation.

[~
I o

Staff Member Questionnaire

Question 8 of 14:

Do you think your manager could motivate you differently by
talking to you in different ways (e.g. by shouting, persuading or
encouraging)?

> Yes
E No

Please elaborate. If you can think of a specific incident that is
relevant and will help explain your answer above, please include it in
your explanation.

K1 2
Staff Member Questionnaire
Question 9 of 14:

Think about any strengths in the way that communication happens in
your department, division or section.

List three main strengths in the way you communicate with your
manager.
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List three main strengths in the way your manager communicates with
you.

Staff Member Questionnaire

Question 10 of 14:

Think about any weaknesses in the way that communication happens
in your department, division or section.

List three main weaknesses in the way you communicate with your
manager.

List three main weaknesses in the way your manager communicates
with you.

Staff Member Questionnaire

Question 11 of 14:

Would you generally describe communication in your department,
division or section as effective or ineffective?
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> Effective
G Ineffective
Please elaborate. If you can think of a specific incident that is

relevant and will help explain your answer above, please include it in
your explanation.

< | 2
Staff Member Questionnaire
Question 12 of 14:

Has this questionnaire made you think or reflect more on your
communication practices at work? If so, how?

H
I o

Staff Member Questionnaire
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Question 13 of 14:

Do you have any comments or anything else you would like to add?
Please answer in the space below.

I o

Staff Member Questionnaire
Question 14 of 14:

Would you be willing to be interviewed about your responses to this
questionnaire in order to help further with this research? Please
remember that if you are interviewed, all information will
continue to be treated as confidential and your anonymity will
be preserved throughout.

> Yes
> No

If you are willing to be interviewed, please enter your contact details
below.

Name: |

Email: |

Telephon |
e:

179



Appendix llc

Manager - Staff Communication at X University

| have been given permission by X University toawet research into
communication at this organisation.

The aim of my research is to gather a range ofpeets/es on communication
practices at X University between managers and ghaff which will help gain a
larger understanding of communication in gener#h@torganisation.

| would appreciate it if you would take the timecimmplete the attached
guestionnaire as honestly and openly as possible.

Please note that there is space at the end olLigstignnaire for general comments.
Use this space for anything else you may wish tb ad

If you have any queries concerning this questiaenai research, please do not
hesitate to contact me @tbalarin@ru.ac.za or at 084 517 9504.

Please note that all information will be treated asonfidential.
Your anonymity will be preserved throughout.

Please click on the link below that best descnmes level of responsibility.
Manager
Staff Member (who does not manage anyone)

Manager and Staff Member

Manager and Staff Member Questionnaire

You have indicated that you doeth a Manager and Staff Member If this is
incorrect, please clickere to go back and choose the correct option.

Please select the Department, Division or Unit whau work from the list below.

| Please indicate your place of w ork j

Manager and Staff Member Questionnaire
You have indicated that you are a Manager and $taffber in the Campus

Protection Unit. If this is not the case, pleasdogak and change your selection as
appropriate.
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This questionnaire is intended to be answered tyethvhdboth manage staff and are
alsomanaged in turn by others.

There are 23 questions and it should take betw8emd 18 minutes to complete the
guestionnaire, depending on how much informatiom giwe. Please give as much
information as you can and feel free to make comsnerthe section provided at the
end.

Each question will be presented on a different palgieh is accessed by pressing the
"Next Question” button. The questions are numberedich a way as to show how
far through the questionnaire you are. The finasgion will have a "Submit" button
which will take you out of the questionnaire afsawving your last answer.

Please complete the questionnaire in one sittagythe questionnaire is anonymous,
it is not possible to save your place and returthéoquestionnaire at a later time.

The Manager and Staff Member Questionnaire wilktakew minutes longer than the
others. Should you feel that you do not have tine tio complete the longer
guestionnaire, please complete either the "Stafhbkr" or "Manager" questionnaire
instead. Clickhere to go back to the beginning to choose anothepopti

Manager and Staff Member Questionnaire
Question 1 of 23:
What, in your opinion, is thprimary role of communication in organisations?

Choose 3 of the following statements which youkhiast answer this question and
rank them from 1 to 3 in order of importance, whetie the most important.
(Enter the numbers 1, 2 and 3 in the boxes neydto choices.)

‘_To deliver instructions

_To give facts and information needed to be abliotthe basic job
‘_To give information about the higher purposes efdhganisation
‘_To motivate staff to work harder or feel part of thrganisation
‘_To assist with helping or resolvingprk-related issues

‘_To assist with helping or resolvimgterpersonal issues

‘ To enable dialogue and team-building

If you feel the role of communication is not adetglyacovered by the above
statements, please indicate below what you thirk it
=

Manager and Staff Member Questionnaire
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Question 2 of 23:

Please answer this question from your perspectigesiaff member managed by
someone else.

In an average wedkow do you communicatewith your manager?

Choose the 3 options which are used most often fallowing list and rank them
from 1 to 3 in order of frequency, where 1 is thestfrequent.
(Enter the numbers 1, 2 and 3 in the boxes neybto choices.)

r E-mail

rlnformal meetings
rFormaI meetings
rWritten documentation that is not e-mail
r By telephone
Other:‘

Manager and Staff Member Questionnaire
Question 3 of 23:

Please answer this question from your perspectigesiaff member managed by
someone else.

In generalhow much information do you feel your manager gives you?
L2 Not enough information to do the job

L Just enough information to do the job
> More information than is required to do the job

Please explain your choice:

KO B

I i3

Manager and Staff Member Questionnaire
Question 4 of 23:

Please answer this question from your perspecsigesdaff member managed by
someone else.
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How openare thdines of interpersonal (face-to-face) communicatiobetween
yourself and your manager?

Select the most applicable statement(s).

" Thedoor is openandany subjectis open to discussion, even if it's not work-

related

" Thedoor is openandselected issuesan be discussed (e.g. not personal

problems)

L Appointments can be made arahy issuescan be discussed private meetings

L Appointments can be made argklected issuesan be discussed private

meetings
-

-

Any issuescan be listed on thegendaand discussed jpublic meetings
Selected issuesan be listed on thegendaand discussed ipublic meetings

= Open discussion isot encouraged

If these statements are not adequate, please carbelew.

Manager and Staff Member Questionnaire
Question 5 of 23:

Please answer this question from your perspectigesiaff member managed by
someone else.

What sort offeedbackdoes your manager give you?
Select the most applicable option(s).
Congratulations on a job well done
Encouragement to keep going or to do better

Criticism when a job is not done to their satistact
Coaching on the job

171 1 1T

Suggestions for personal benefit (e.g. informaéibaut further training
opportunities, etc.)

= Personal information about themselves

' Formal evaluation as required
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If there are any other types of feedback they please list them below.

[

[~
I i

Manager and Staff Member Questionnaire

Question 6 of 23:

Please answer this question from your perspectigesdaff member managed by
someone else.

Do you think that thevay your manager talks to you(for example, their word
choices, tone of voice etc., ixerbal factors) can or does affect your response?

E ves
C No

Pleaseelaborate If you can think of a&pecific incidentthat is relevant and will help
explain your answer above, please include it inrgxplanation.

5

< | 2
Manager and Staff Member Questionnaire
Question 7 of 23:

Please answer this question from your perspectigesdaff member managed by
someone else.

Do you think that théody languageyour manager uses when talking to you (e.qg.

crossed arms, looking at the floor, hands on hgason-verbal factors) can or does
affect your response?

E ves
£ No
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Pleaseslaborate If you can think of &pecific incidentthat is relevant and will help
explain your answer above, please include it inrygoglanation.

5

< | 2
Manager and Staff Member Questionnaire
Question 8 of 23:

Please answer this question from your perspectiesaff member managed by
someone else.

Do you thinkyour manager couldmotivate you differently by talking to you in
different ways (e.g. by shouting, persuading ooenaging)?

E ves
£ No

Pleaseelaborate If you can think of a&pecific incidentthat is relevant and will help
explain your answer above, please include it irrgoglanation.

5

<] i
Manager and Staff Member Questionnaire
Question 9 of 23:

Please answer this question from your perspectigesdaff member managed by
someone else.

Think about anystrengthsin the way that communication happens in your
department, division or section.

List three main strengths in the way you communicate with your
manager.
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List three main strengths in the way your manager communicates with
you.

Manager and Staff Member Questionnaire

Question 10 of 23:

Please answer this question from your perspectigesdaff member managed by
someone else.

Think about anweaknesse# the way that communication happens in your
department, division or section.

List three main weaknesses in the way you communicate with your
manager.

List three main weaknesses in the way your manager communicates
with you.

Manager and Staff Member Questionnaire
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Question 11 of 23:
Please answer this question from your perspecs\geraanager.
In an average wedkow do you communicatewith your staff?

Choose the 3 options which are used most often fallowing list and rank them
from 1 to 3 in order of frequency, where 1 is thestfrequent.
(Enter the numbers 1, 2 and 3 in the boxes neybtio choices.)

r E-mail

rlnformal meetings
rFormaI meetings
rWritten documentation that is not e-mail
’7 By telephone
Other:‘

Manager and Staff Member Questionnaire

Question 12 of 23:

Please answer this question from your perspecs\geraanager.

In generalhow much information do you feel you give to your staff?
L2 Not enough information to do the job

L Just enough information to do the job
> More information than is required to do the job

Please explain your choice:

KO I

<] 2
Manager and Staff Member Questionnaire

Question 13 of 23:

Please answer this question from your perspecs\geraanager.

How openare thdines of interpersonal (face-to-face) communicatiobetween
yourself and your staff?

Select the most applicable statement(s).
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" Thedoor is openandany subjectis open to discussion, even if it's not work-
related

" Thedoor is openandselected issuesan be discussed (e.g. not personal

problems)

= Appointments can be made arahy issuescan be discussed private meetings

Appointments can be made argklected issuesan be discussed private
meetings

L Any issuescan be listed on thegendaand discussed jpublic meetings

" Selected issuesan be listed on thegendaand discussed ipublic meetings

= Open discussion isot encouraged

If these statements are not adequate, please carbelew.

B

I o

Manager and Staff Member Questionnaire
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Question 14 of 23:

Please answer this question from your perspecti\&raanager.
What sort offeedbackdo you give to your staff?

Select the most applicable option(s).

Congratulations on a job well done

Encouragement to keep going or to do better

Criticism when a job is not done to your satisfacti

Coaching on the job

171 1 1T

Suggestions for personal benefit (e.g. informaéibaut further training
opportunities, etc.)

" Personal information about yourself

Formal evaluation as required

If there are any other types of feedback you ulease list them below.

[

[
I o

Manager and Staff Member Questionnaire

Question 15 of 23:
Please answer this question from your perspecs\geraanager.

Do you think that thevay you talk to your staff (for example, your word choices,
tone of voice etc., i.everbal factors) can or does affect their response?

E ves
£ No

Pleaseelaborate If you can think of &pecific incidentthat is relevant and will help
explain your answer above, please include it inrgoglanation.

5
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Manager and Staff Member Questionnaire
Question 16 of 23:
Please answer this question from your perspecs\geraanager.

Do you think that youbody languagewhen talking to your staff (e.g. crossed arms,
looking at the floor, hands on hips iren-verbal factors) can or does affect their
response?

E Yes
C No

Pleaseslaborate If you can think of &pecific incidentthat is relevant and will help
explain your answer above, please include it inrygoglanation.

=l
_

[
I i

Manager and Staff Member Questionnaire

Question 17 of 23:
Please answer this question from your perspecs\geraanager.

Do you thinkyou couldmotivate your staff differently by talking to them in
different ways (e.g. by shouting, persuading ooenaging)?

E ves
C No

Pleaseelaborate If you can think of a&pecific incidentthat is relevant and will help
explain your answer above, please include it inrgxplanation.

5

I o

Manager and Staff Member Questionnaire
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Question 18 of 23:
Please answer this question from your perspecsi\geraanager.

Think about anygtrengthsin the way that communication happens in your
department, division or section.

List three main strengths in the way you communicate with those you
manage.

List three main strengths in the way those you manage communicate
with you.

Manager and Staff Member Questionnaire

Question 19 of 23:
Please answer this question from your perspecseraanager.

Think about anyveaknesse the way that communication happens in your
department, division or section.

List three main weaknesses in the way you communicate with those you
manage.
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List three main weaknesses in the way those you manage communicate
with you.

Manager and Staff Member Questionnaire

Question 20 of 23:

Would you generally describe communication in ydepartment, division or section
aseffective or ineffective?

C Effective

L Ineffective

Pleaseslaborate If you can think of &pecific incidentthat is relevant and will help
explain your answer above, please include it inrgoglanation.

=l
_

[
I i

Manager and Staff Member Questionnaire

Question 21 of 23:

Has this questionnaire made you think or reflectavan your communication
practices at work? If so, how?

I o

Manager and Staff Member Questionnaire

Question 22 of 23:
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Do you have any comments or anything else you wikedo add? Please answer in
the space below.

=l
_

[
I i

Manager and Staff Member Questionnaire

Question 23 of 23:

Would you be willing to be interviewed about yoasponses to this questionnaire in
order to help further with this researdPf@ase remember that if you are
interviewed, all information will continue to be treated as confidential and your
anonymity will be preserved throughout.

E ves
£ No

If you are willing to be interviewed, please enteur contact details below.

Name: ‘

Email: ‘

Telephone |

Thank you very much for completing this questionmaY our responses have made a
valuable contribution towards this research.

If you have any questions or comments do not Heditacontact me at
g.balarin@ru.ac.za or telephone me at 084 517 9504.

Goodbye and have a nice day!
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Appendix Il
Questions to ask during interviews:

1) What do you think the purpose of communication woak
environment?

2) You described communication in your section ae(ive/ineffective).
Would you elaborate on why you think this is theea

3) What effective communication strategies do you eyplith your
subordinates?

4) Do these differ to the strategies you use with yamss? If so, how?
Please elaborate.

5) What is the biggest challenge to effective commation in your
section? What makes communication ineffective®ficed from your
guestionnaire response that you listed... as a proQl& that you
didn’t seem to think there were any problems, howau think you can
improve anyway?)

6) How can this be overcome?

7) This aspect of communication has been pointed ®ahaarea of
contention by people completing the questionn&imy do you feel
about this in your environment?

a) The university does not seem to always pass down
information to different levels, or there are gategers who
withhold information along the way, goes hand-imdhavith
availability of information and information abounet bigger
picture

b) Over-under communicating

c) Placement — physical availability

d) Time — how much time is available, links with enemid
written versus face-to-face communication.

e) Stress.

f) Listening

g) Learning from past managers

h) Leadership

1) Praise

j) Managing your manager

k) Thanking your manager

[) Multi-tasking

m) Are you happy?
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n) What could improve if communication improved?

0) How aware are you of communication?

p) How aware are the others that you work with of
communication

g) Email
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