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PREFACE

This paper has been written in an attempt to research the man
agerial relationship between superior and subordinate through careful 

investigation of the communication variable. Its purpose was to build 
a model which would promote wiser decision making and thereby improve 

the business climate existing between employees of an organization.

The presentation will be both a library research as well as sin 
empirical investigation. Particular emphasis will be placed on cur

rent research in the field of communication available from books and 
journals. The first half of this report will deal with an analysis 
of recent efforts to achieve and design an effective communication 
structure for business. The latter part will concern itself with the 

introduction of a model this writer formulated out of the present 
available research.

The author employed the scientific method in developing the 
immediate problem. To begin with, an observation was made into the 
business climate relationship between superior and subordinate by . 
analysis of the communication process variable, i. e., the process 
of transmitting and receiving information.

Secondly, a basic relationship was formed. We manage and are 
managed primarily by communication. In fact, if we could not commu
nicate with employees, we could get nothing--absolutely nothing-- 
done. Therefore a relationship exists between the communication
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variable and the managerial atmosphere connecting superior and subor
dinate .

Next, a prediction was made. Since the process of communication 
is so important to human relations and motivation, it is unfortunate 
that many managers are extremely poor communicators. Is it therefore 
not logical to predict that if we can improve effectively the commu- 
ication process, and become better communicators, we would also become 
better managers? And is it not just as logical to assume a necessary 

consequence would be the stimulating and strengthening of the business 
climate between superior and subordinate?

The next sequential step was to discover a model. Based upon 

the present research available, concerning effective communication 
processes, a model has been proposed in an attempt to foster and pro

mote communication., It will ask such questions as, "What can be done 
throughout the company to establish and maintain a sound system of 
communication, make managers better communicators, and enhance super
ior and subordinate contacts?"

The model then had to be tested. This was accomplished by means 
of check-lists and questionnaires distributed to various levels of 
management engaged in both military and civilian work.

Lastly, a recommendation for action has been proposed. Deductive 
conclusions cannot, however, refer to the future and thus be useful in 
decision making unless the premises also refer to the future. But the 
premises, if they do refer to the future, can only carry a reasonable 
belief by inductive reasoning, since induction alone can be used to 

produce such premises. With this view in mind, a decision was made a- 
bout the model. It is the sincere desire of this writer that the model
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will be acceptable as a basis for wiser decision making and improved 
superior-subordinate relationships. As Churchman says, "A model may 

not fit the phenomenon closely but using it may be the best method of 
learning from experience."

The writer of this paper is especially grateful to Dr. I. L. 

Beckmann, Dean of the College of Business Administration, Creighton 

University, who encouraged and assisted in the development of this 
research report. Finally, I am indebted to Cheryl Diane Newton, the 
editor and typist of the paper.

Allan Leslie Parker
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INTRODUCTION

The late Dr. Irving J. Lee, one of the most competent students 
of communication in business, arranged to have some of his students 
sit all day in the office of cooperating executives to make notes on 

the types of communication utilized to perform the day's work. Their 
findings are summarized in the following communication log of a busi
ness day in the life of a typical manager 

1• Giving information to subordinates
2 . Interpreting department policies and instructions (on request) 
3• Instructing on what and how to work 
b. Making assignments to subordinates 
5• Following up or checking on general work progress 6 . Getting information
7• Advising subordinates at their request 8 . Correcting subordinates for mistakes 
9* Praising subordinates

1 0. Stimulating subordinates to increase effort
11. Leading conferences to sell a conclusion1 2. Persuading someone not responsible to you
13. Negotiating with equals
1^. Conciliating or mediating disputes between subordinates 
15• Small chit-chat
l6 . Speechmaking inside and outside the business

Might not the alert student of communication add to this al
ready impressive list these additional findings?
1?• Giving information to superiors
l8 . Receiving assignments from superiors
19- Advising superiors at their request
20. Receiving praise or criticism from superiors

-'-Irving J. and Laura L. Lee, Handling Barriers in Communication 
(New York: Harper & Bros., 1957)* — — —
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21. Stimulating superiors to continue or increase effort
22. Persuading someone you are not responsible to2$. Negotiating with superiors
24. Conciliating or mediating disputes between superiors

In view of the foregoing, is it not obvious that we manage and 

are managed primarily by communication? Then a necessary premise 

follows that to make communication more effective means to make the 

practice of management supervision more effective. And a logical con

sequence of more effective communication would be improvement of such 

psychological factors as attitude, motivation, skill, as well as im

provement of the psychological climate existing between superior and 

subordinate.

These premises and opinions form the mental attitude of this 

writer. The following pages will attempt to present a logical and 

orderly argument in support of these premises.





CHAPTER I

INTRODUCTION TO COMMUNICATION

Defined

To attempt a simple but comprehensive definition of the term 
communication , is impossible. We can define it as many ways as we 

might wish. At once it becomes apparent that we are dealing with a 

very complex phenomenon. Many texts think of communication as a 
process of sending and receiving information for the express pur

pose of achieving some form of action or behavior. Charles W. Morris 
implies a more sophisticated meaning:

The term "communication" refers to the systematic use of 
symbols. This definition introduces us to three important 
aspects of communication: (l) it is systematic, the acts 
of communication are related to one another in a stable 
manner; (2 ) it is symbolic, the communications having ref
erence to something external and "real"; and (3 ) it is 
need-related, either satisfying or instrumental to satis
faction.2

Simply stated, communication means the process of passing 
information and understanding from one person to another.3 Note in 
this statement the vital ingredient, passing understanding.

2Charles W. Morris, "Foundations of the Theory of Signs," 
International Encyclopedia of Unified Science, Vol. 1, Part 1 
(Chicago, 1955), P- 77-

3lheo Haimann, Professional Management Theory and Practice 
(Boston: Houghton Mifflin, 1962), p. 466.
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A significant point of our definition is that communication 
always involves two people, a sender and a receiver. It would be 
wrong to assume that communication is merely a matter of sending. 

The nature and objective of the communicating process.implies that 
there is a receiver. One person alone cannot communicate; communi
cation is not a one-way street. For example, a man who is stranded 
on a deserted island and who is shouting at the top of his voice 
does not communicate. This is not so obvious to a manager who is 
sending out a letter. He is inclined to believe that once he has 
sent the letter he has communicated. However, this is not so un

til and unless information and understanding have passed between 
him and the receiver. ̂

Another important facet to our definition of communication 
is acceptance of information. Consider the views of Beckmann and 
Huneryager. They point out:

Many people fail to recognize that in addition to proper 
transmission and understanding of communication, action is also 
dependent to a great degree upon acceptance of the information 
received. Perhaps the basic reason for this is the assumption 
that people accept what they understand. Unfortunately for the 
manager, however, this assumption is not always true. Consider, 
for example, the case of the older worker who was given detailed
and explicit instructions on how to operate a new machine. A1_
though he understood how to operate the new machine, he did not 
understand why the machine was necessary. As a consequence, he 
covertly refused to accept the machine and his output fell.?

^Ibid., 46?.
5l. L. Heckmann and S. G. Huneryager, Human Relations in 

Management (Cincinnati, Ohio: Southwestern Publishing, i960), p
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To summarize, the following aspects must he included in any 
definition of the term "communication".

1. It is a process of sending information
2. It is a process of receiving information
5 • Its purpose is to achieve some form of action or behavior
4. It is systematic 
5 • It is symbolic 6 . It is need-related 
7• It involves one person to another 8 . It involves proper transmission 
9• It involves mutual understanding 
10.. It involves acceptance

We might say therefore that for our purposes, "communication" 
is defined as a systematic, symbolic, need-related, process of send
ing and receiving information from one person to another through 
proper transmission, mutual understanding, and positive acceptance, 
for the purpose of achieving some form of action or behavior.
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Nature of Communication

Communication is involved in all human relations. It is the 
"nervous system" of any organized group, providing the information 
and understanding necessary for high productivity and morale. For 
the individual company it is a continuous process, a way of life, 

rather than a one-shot campaign. Top management, therefore, recog

nizes the importance of communication and wants to do something 
about it. But what

Let us defer answering that question for a moment. Instead, 
let us bring to mind this observation. Granted top management rec

ognizes the importance of communication. But are they aware that 
before something can be done about it, the nature of communication 
must first be thoroughly and adequately understood? This writer 
feels that management has many times failed to mind this idea.

And what is this nature of communication we are speaking 
about ? It’s this! The nature of communication is that it is a 
system. As Jucius and Schlender write :

The managerial functions of planning, organizing, directing, 
and controlling the work of others are not self-communicating. 
They do not transmit themselves automatically between superior 
and subordinate. Some systems must be established to exchange 
information, ideas, and work between team members. Moreover, such 
a system can contribute to understanding one another•s problems 
and needs in acting as team members. This important system is 
generally known as communications.7

^Kieth Davis, "Management Communication and the Grapevine," 
Harvard Business Review, (Jan-Feb., 1953), 31:43-49.

^Michael J. Jucius and William E. Schlender, Elements of 
Managerial Action (Illinois: Richard D. Irwin, 196o77"pT 31Ö.
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If we can accept the proposition that the nature of communi
cation is that it is a system, the next logical question to ask is, 
what kind of a system is it? I should like to answer this question 
by stating that, the nature of communication is basically a system 
for decision-making.

Thus decision-making may be conceived of as a communication 
system, or a series of interrelated communication events. A deci
sion occurs upon the receipt of some kind of communication, it 
consists of a complicated process of combining communications from 
various sources, and it results in the transmission of further 
communieation. 8

It appears that all communications are generated by previous 
communications--or, more precisely, by a combination of them. A 
person decides as a result of the receipt of information about 
the external situation, and from within him, such as goals, plans, 
attitudes, drives, and so forth. And the communications which he 
transmits generate further communication in and from those who 
perceive them. A decision can thus be regarded as a point in time 
when one or a number of communications are combined to become one 
or a number of different communications. It is only when a response 
comes not necessarily in language, however--that we learn that a 
decision has been made.9

If management is defined as a process consisting element
ally of decision-making and if decisions are essentially communi

cation phenomena, it follows that management can be viewed as a 
communication process.

8john T. Dorsey, Jr., "A Communication Model for Admini
stration, Administrative Science Quarterly, (1957), 2:307-324

9lbid.



I now return to the question asked in the first paragraph 
of this section. Namely, top management recognizes the importance 
of communication and wants to do something about it, but what?

To answer this question I suggest that management do the 
following:

1. Recognize that the nature of communication is that it is a 
system

2. Recognize it is a system designed for decision-making
3• View management as a communication process

Take action in accordance with these observations

There are those who see the communication and decision
making processes as, if not identical, at least so interdepend
ent that they become inseparable in practice.10 Decision centers 
must of necessity either coincide with or be in conjunction with 
communication centers.11 A preliminary analysis of a number of 
actual decisions pointed up quite vividly the interrelationship 
between decision, communication, policy, and authority. 12

10John^M. Pfiffner and Frank P. Sherwood, Administrative 
Organization (Englewood Cliffs, N. J . : Prentice-Hall, i960), P. 305

11Herbert A. Simon, Administrative Behavior (New York: The 
Macmillan Company, 1957), pp. 155-156.

2These decisions were collected by a graduate seminar 
posed of very mature persons, some of them administrators. com-
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Why Communications Fail

Communications are so common that, like air, they are not 
noticed until their absence or pollution is noticed. In management, 
this is particularly true. An executive prepares a plan, for exam
ple, but that plan is ineffective until transmitted and understood 
by the team members. Or, an executive issues an order--but an in
complete or garbled order— so the subordinates make a shambles of 
the request. Or, an employee has a complaint but doesn’t know how 
to express it to his superior; so the superior doesn't receive the 
message and, consequently, a case of poor morale goes unresolved. 
In all of these instances, communications failed

Let us briefly examine some of the more prevalent causes 
and reasons associated with failure of communications. Most of the 
current writing attributes this failure to certain important "bar
riers . For lack of a better term we will accept its use for the 
following comments.

Since the sender and the receiver are two separate individ
uals living in different worlds, there exist many barriers which 
tend to distort the messages that pass between them, with the re
sult that the meaning given to the message by one person may not 
be what the sender intended it to be.li+

Jucius and Schlender 
1Siaimann, 472.
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Every manager is familiar with the misunderstandings, frictions, and 
inconveniences that arise when the communication network breaks down. 
A vast majority of the managerial problems are due to faulty communi
cation. These breakdowns in communication are not only costly in 
terms of money, but they create misunderstandings injurious to team
work and morale. The way the superior communicates with his subordi
nate is the essence of their relationship, and most problems of 
human relationships grow out of either poor communication or the 
lack of communication. In the following some of the more important 
barriers which cause communication breakdowns and misunderstandings are:

1. Barriers due to organizational structure
2. Barriers due to status and position
3• Language barrier
4. Barriers due to resistance to changed

Regarding barriers to effective communication Heckmann and 
Huneryager list the following:

1. Semantics
2. Too many words
3• Physical distance
4. People . |
5 • Interest"*"®

No discussion of communication barriers (regardless of its 
brevity) would be complete without the hypothesis proposed by 
Rogers and Roethlisberger. They write:

It is proposed, as a hypothesis for consideration, that the major 
barrier to mutual interpersonal communication is our very natural 
tendency to judge, to evaluate, to approve (or disapprove) the 
statement of the other person or the group. Although the tendency 
to make evaluations is common in almost all interchange of language, 
it is very much heightened in those situations where feelings and 
emotions are deeply involved. So the stronger our feelings and 
emotions, the more likely it is that there will be no mutual element 
in the communication. There will be just two ideas, two feelings, 
two judgments, missing each other in psychological space.^7

15lbid.
^Heckmann and Huneryager, 264-266.
1iCarl R. Rogers and F. J. Roethlisberger, "Barriers and 

Gateways to Communication," Harvard Business Review, (July, 1952). 
Vol. 30, No. 4, pp. 46-52. -----------------------
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It is not the attempt of the author to write a dissertation 

on the various harriers to communication. On the other hand however, 

it is his desire to make management aware that such barriers do in

deed exist. Until this is accepted, management will become frustrated 

in its attempt to improve the communication process and, any results 

will prove fruitless. If we agree to this condition we can start to 

remove these barriers. In their place we shall build gateways to en

hance communication.

Although perfect understanding between two people may be im

possible, there are several techniques available to a manager for 

improving communication. Since effective communication is so vital 

to successful management, an executive ought to be familiar with at 

least one method to maximize his success in communicating. It is the 

opinion of this writer that the most important method available to

day is that of the "feedback concept".

Kie sender must be on the alert for some sign as to whether 
or not he is understood. Without being aware of it, most people use 

is principle of feedback in their daily communications. In order 
for the sender to be sure that the message was actually received as 
it was intended and that it has resulted in mutual understanding, he 
must constantly be on the lookout for any clues of whether or not he 
is being understood. Merely asking the receiver and getting a per- 
functory yes, sir in most instances is only scant reassurance. Most 
of the time more than this is required in order to make certain that 
the message was actually received as intended.-1-®

Since the primary purpose of this paper is to increase the 

executive’s success in communicating, the author will provide a 

model later on in this report. Suffice it for the moment to merely 

reiterate that much can be done to improve communication for the 

management function.

aimann, k j 6 .
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Elements in Communicating:

Wo introduction to the subject of communication would be com
plete without some mention of its elements. So for the final section 
in this opening chapter let us briefly highlight the important ele
ments in communicating. The author would like to state these five.

1. There must be a sender
2. There must be a receiver
5• There must be information to convey
4-. . There must be some medium for this conveyance
5* There must be feedback

A diagram might prove helpful to illustrate the connection 
of these communicating elements.

FIGURE 1-1
Communication Elements

Sender Receiver

This illustration vividly points out the principle that com. 
munication is most certainly a two-way process.
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Of course we could have made our diagram more elaborate by 
showing channels to distribute information. Or we could have in
cluded all of the various sources to generate information and re

ceivers to assimilate it. Or we could have depicted numerous vehi
cles to convey information. Or we could have painted the multitude 
of symbols used in communication. But after all is said and done, 

the figure shows the basic truth that communication is a two-way 
process'.

I would like to spend a moment on the sender and receiver 
elements. Much has been written on the psychological basis of com
munication involvipg these two elements.

A simple approach to communication--which nonetheless has a 
good deal of merit--is that communication involves a sender who en
codes his ideas into symbols and a receiver who decodes the symbols. 
The purpose of the process is to reconstruct the ideas of the send
er in the mind of the receiver. This statement encompasses the en
tire notion of human communication. But the fact of its generality 
obscures much--for example, the psychological basis of communica— - 
tion.19

A person who sends information does so with the intention 
of having his ideas replicated by those who he assumes have need 
of the type of information offered. The receiver accepts informa
tion with the expectation that it will satisfy his need or demand 
in the communication situation.^0

19william G. Scott, Human Relations in Management (Illinois: 
Richard D. Irwin, 1962). p. 177 •

20Ibid.
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Communicated content is a structured or patterened set of 

symbols designed to stimulate the sensory organs f the receiver. 

Content always exists in a communication setting which, according 

to Fearing, possesses physical, social, and psychological character

istics. These characteristics prompt and detemine the behavior of 

both senders and receivers. The key aspect of the communication set

ting is that it is often hazy. This lack of clarity about the envi

ronment builds up "states of tension" between senders and receivers.

Tension, in turn, creates a "need to communicate" and "a need to be 
communicated to ." 21

This concludes the introductory portion of this paper to the 

analysis of organizational communications for management supervision. 

It is the sincere wish of this writer that while the ideas thus far

presented are far from new, they have at least set the atmosphere for 
the following chapters.



CHAPTER II

EFFECTIVE COMMUEE CATION--RELATIONSHIP TO MANAGEMENT AND ORGANIZATION

Role of Communication as a Management Tool 

There’s a very old saying still prevalent and circulating among Air 

Force personnel. I believe it goes something like this: "Oh well, ten-per

cent of the troops never get the word'.". Though this is not necessarily 

accurate as to the percentage, it does confirm the fact that some people 

are not quickly and accurately informed. Be it policy or procedure, oper

ating instructions or general information, regardless of the pains taken 

to spread the word, some people will be misinformed, others will receive 

the word too late, and some, surprisingly, will never know what they have 

missed.

What intensifies these communication problems is the fact that re
lationships among persons in an organization are in a continual state of 
flux. Personnel losses, transfers, promotions, and replacements are occur
ring. Decisions about new policies and procedures are being made, and these 
often modify relationships. Some people are informed about changed rela
tionships before others; some are not informed at all. Although it is common 
practice to communicate decisions to all the persons who are affected by 
them, the problem is often to determine who are the relevant persons. -Unless 
we are extremely sensitive to the social structure of the organization, it 
is likely that we shall restrict communication too narrowly. The restrictive 
communication of decisions about change, however, can be extremely disrup
tive to any consensus people have about their relationships to one another, 
and thus can create for them problems of communication.22

22Jay M. Jackson, Analysis of Interpersonal Relations in a Formal 
Organization, Ph.D Thesis, University of Michigan, 1953*

16
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This brings us to the significant point in this section. Restrictive 
communication of decisions, whether they be decisions of policy, procedure, 

human relationships, or change, is not "effective" communication. If we are 
to ever achieve "effective" communication, we must be made aware of one vi
tal condition. And that is! We must view the role of communication as a man- 
agement tool. For that is precisely what it is.

As a given tool will only perform as well as the skill of the crafts

man handling it, so it must be with communication. Communication is the tool 
and management is the craftsman. With careful and wise use, "effective” com

munication will result. And "effective" communication is not restricted com- 
munication.

communicaSon w ï ï r o t î e r s ^ ^ ï e f t h e r e " 1“  Capaclties affective

™ » ™ i r o S d  “ I T -  Wlti g0°a “ cation T Â
activities c o o ^ i n Ï Ï e r r c o ^ r o l ï : ! : ^
ions depends on successful and effective communieation. 23 ^  funct-

23Haimann, 467.
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Importance to the Manager and Organization

In an attempt to further clarify the significance of communication, 

let us for a moment discuss its universality to the manager and the organ

ization .

Still a further attribute of communication is its universality 
in the organization. Everyone in the company or department, if analy
sis be confined to the sphere of business, is a broadcasting and a 
receiving unit. He senses and thinks and, sensing and thinking, he 
develops ideas and the desire to express them. As a subordinate, col
league or superior, he is required to report, share knowledge, give 
or receive orders and directions, or engage in any one of the many 
other communication actions necessary to satisfy intra-personal, per
son to group, or group to group relations. As the object of observa
tion by others, he involuntarily transmits ideas to them, and, seeing 
them, he involuntarily receives ideas. In other words, no member of 
an organization can escape communicating, unless, of course, he is a 
complete recluse. Even then he may communicate his own image as a mu
seum piece via the involuntary pattern. The implication of this gen
eral involvement in the communication process to the administrator is 
obvious. Since he commands per force in the form of his organization 
a communication complex, it behooves him to consider the matter of 
communication as something more than should be entrusted to chance or 
even good clerks and efficient secretaries

While it is difficult to identify and describe the various strat

agems by which a manager or an organization can bring about desired re

actions through the act of communication, each situation presents a par

ticular problem. Strategic approaches to the recipient can be designed 

to meet it, and they are especially important in view of the fact that

the recipient may have any one of three possible "reception attitudes":
25friendly, laissez-faire, or hostile.

oh.C. T. Hardwick and B. F. Landuyt, Administrative Strategy 
(New York: Simmons-Boardman, 1961). p. 577 •

'Redfield identifies these three possible directions of 
communication.

25
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Some of "the stratagems that the manager and an organization can
26use are listed "below:

1. Call upon the recipient’s sense of loyalty and duty.
2. Use praise.
3• Appeal to the desire for identification with the "big and the 

bold."
4. Stimulate self-interest.
5. Arouse an element of fear6 . Use a communication barrage.
7• Make the desired course of action easy.8 . Use surprise.
9• Employ procedural tactics .
10. Give orders and directions with as little bossing connotation 

as possible.

And so we become aware that there are various stratagems avail
able to both the manager and the organization for achieving "effective" 
communication. It becomes apparent that the organization is not simply 

a conglomeration of helpless individuals with little power to impose 

a measure of will when communicating. It also becomes apparent that a 
manager can, as these strategic courses indicate, definitely impose a 

measure of his will on those to whom he transmits a message. A word of 

caution must be injected here. Care must be taken to recognize the
ethical issues which might arise out of misuse of the stratagems just

oftsuggested.

At this point in our discussion the author would like to express 
a desire. With the increasing use of electronic computers and the ever- 
increasing uses of game theory, it would be interesting to analyize the 
stratagems previously mentioned. Perhaps some ambitious student of com
munication will program them someday.

“̂ Hardwick and Landuyt, 4l8-421.
27william Foote Whyte, Money and Motivation (New York: Harper & 

Brothers, Publishers, 1955)* p • 194•
28Hardwick, 421.
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Relationship to Superior-Subordinate Climate

We turn our attention now to one of the basic premises upon which 
this paper is based, namely, communication as it affects the superior- 
subordinate relationship. This section can almost sum up the whole of 

organizational communication for management supervision. Any effective 
communication model, some of which will be explained later, must take 
into account the complex superior-subordinate relationship.

The following paragraphs come from Jucius and Schlender in their 
discussion of this area:

Superior to Subordinate:

The line between superior and subordinate is so well known and ac
cepted that little more than mention of it need be made..At least, formal
ly this is true. Everyone expects the "boss" to communicate with his 
employees. He is supposed to tell them what to do, and how, and when to do 
it. It is hoped that he will explain his orders and wishes.

But a general expectation is not enough. The line from an executive 
to his immediate subordinates should be clear and explicit. Each person 
should know from whom he is to receive commands. If more than one superior 
is to be allowed the right to communicate with a particular subordinate, 
this too, should be made known to the subordinate. Though it might be 
argued that a subordinate should not have to report to two or more super
iors, this is the right of the company if it desires to use such an organ
izational plan. But the management should make clear what executives, and 
under what conditions and for what purposes, have channels of communica
tions to particular individuals.29
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And, rightly or wrongly, executives other than those who have been 

granted a fomal channel may informally contact subordinates. Such infor

mal channels develop because of inadequacies of the formal structure. In 

such instances, the fornal structure needs to be corrected. At other 

times, politically minded or ignorant executives may be sending out their 

own lines of communication. Such situations should be caught and stopped.50
Subordinate ~bo Superior;

Channels upward between subordinate and superior are also an obvi

ous part of any organization. One of the first things any person wants to 

know about his job is, who is boss? Again, each subordinate may be told 

that he is responsible to a particular individual.

But again, informally, he may find it necessary to report to more 

than one superior. For some things, he »ill find it desirable to go a- 

round his immediate superior. A salesman may make some reports to the 

district sales manager as »ell as to his immediate supervisor. He may 

communicate certain messages-such as grievances-to the personnel man

ager. And he may have a "friend in courf'-perhaps the sales research 

manager-to »horn he finds it desirable to communicate certain facts
opinions, or rumors

And at once we begin to see the complicated maze of relationships 

existing between superiors and subordinates. There is no magic formula, 

no panacea, no textbook, no individual, in short, nothing is available 

to clearly define superior-subordinate communication relationships.
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The effect of a superior's communication with a subordinate depends 

upon the relationship between them and upon how adequately this relation

ship satisfies the subordinate's needs.32

Communication between superior and subordinate often has consequen

ces which neither of them anticipates or welcomes. It is especially hard 

to avoid problems of misinterpretation or ineffectiveness in this area.

In one organization it was found that some employees who received 
frequent communication from their supervisor became more accurately in
formed about their supervisor's real attitudes; but this was not true for 
other employees who also had constant contact with their supervisor. The 
difference, was traced to whether a supervisor said he trusted his subor- 
dinates. When he did not trust them, he was more guarded in what he said 
to them and revealed less of his true feelings. A lack of trust between 
superior and subordinate thus can act as a barrier to the creation of 
mutual understanding.55

It becomes apparent how people's need for security directs their 

communication toward higher status persons in an organization. A study in 

a public utility company varied experimentally the kind of communication 

supervisors gave their subordinates.5^ Employees became anxious and 

threatened in response to two different conditions: when communication 

from their supervisor was unclear and when the supervisor was inconsistent 

in what he said from one time to another.

52Jay M. Jackson
55 iiGlen Mellinger, "interpersonal Trust as a Factor in Communication," 

Journal of Abnormal and Social Psychology, LII (1956), $04-309.
54Arthur Cohen, "Situational Structure, Self-Esteem, and Threat- 

Oriented^ Reactions to Power," a chapter in Dorwin Cartwright, ed., Studies 
in Social Power (Ann Arbor: Research Center for Group Dynamics, University 
of Michigan, 1959).
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It is noteworthy to point out that the persons in an organization 
tend to communicate as if they were constantly attempting to improve their 
positions. This result is consistent with the finding that the experienced 
employees in an organization resent close supervision,55 since closeness im
plies that their power and prestige are less than they want them to be.

Thus the findings from field research point unequivocally to the 
supervisor-subordinate relationship as one of the crucial factors determin
ing the effect of a supervisor’s communication to subordinates. Another 
major consideration is whether the subordinate stands alone in his relation
ship to the supervisor or belongs to a group of peers in the organization.

The effect of a superior's communication with a subordinate depends 
upon the amount of support the subordinate receives from membership in a 
group of peers.56

An experimental study has demonstrated the remarkable effect that 
belonging to a group of equals has on a subordinate confronted by a power
ful and directive superior. Being a member of a group decreased a person's 
feelings of threat and freed him to disagree with his supervisor and make 
counter-proposals. The. person who had the moral support of membership in 
a group reacted to his supervisor's communication with less defensive and 
more problem-oriented behavior.57

A considerable body of evidence also indicates that a group acts as 
a source of social reality" for its members and thus provides them an op
portunity to validate their ideas and opinions.56 When communication from 
a superior is directed to a group as a whole rather than to isolated in
dividuals, it is likely that more accurate transmission of information is 
achieved.

55This finding is from an unpublished study by Jay Jackson, Jean 
Butman, and Philip Runkel of the communication patterns and attitudes of 
employees in two business offices.

56Jay M. Jackson
5ÎEzra Stotland, "Peer Groups and Reactions to Power Figures," a 

chapter in Dorwin Cartwright, op. cit.
50See, for example, Jay M. Jackson and Herbert D. Saltzstein, "The 

Effect of Person-Group Relationships on Conformity Processes," Journal of 
Abnormal and Social Psychology. LVII (1958), pp. 17-24. ----------
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Personal needs largely determine the content of communication to 
of different status. There is evidence that subordinates often are 

reluctant to ask supervisors for help „hen they need it, because this might 
be seen as a threatening admission of inadequacy.39 tod superiors tend to 

delete from their communications to subordinates any reference to their ovn 
mistakes or errors of Judgment.*0 I am sure that these findings are in ac
cord with the experiences that many of us have had in organisations.

These points are some of the most important from this author's vie„ 

if we are to make any progress in improving superior-subordinate relation

ships. The model fomulated in the last section of this paper „ill attempt 

to highlight these observations and propose certain remedies. It is the 

sincere desire of this writer that feelings of fear and inadequacy on both

the supervisor and subordinate can be lessened as a result of the proposed 
model.

39ian Ross, Role Specialization in Supervision. Ph.D Thesis- 
Columbia University, 1957. ~  ’

ko

company b ^ i î v i i ^ e Î !  fr°m “  “^ b u s h e d  study of a public utility
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Business Commun!cation-Its Values and nrit.io^mc

Before ve leave this chapter on effective communication, it would ap
pear reasonable to kind of sum up the values and criticisms. Certainly there 
ia abundant evidence that the values to be derived from effective communlca- 
tion far exceed any of its limitations.

That managements recognize the importance of effective communication 
indicated by answers to a questionnaire mailed to presidents of 100 of 

America's leading corporations by the Industrial Communication Research 

Staff of Purdue University. The total number of replies received was 7 3 . 
Of these, 20 came from company officials other than the president himself. 
Some of the questions and answers were the following:4!

be "slight." P' hlle 14 P61* cent believed the relationship to

=a p™ Z,*t~=2:?ïS '-S l«;*
S T S i  experience?61" ^  “ » *
personnel?

IndUstriaiaCommixQicationfaRirdiii=̂ Tr̂ /rim^f+?ari.?4_̂'-,’̂ i>ferf°n  ̂ Business and — _  — mcc:. m,- „ university, June 1954; Advanced Manage-
Ü55; S y  ré 2^ ^  ReTle"' Ameri0aO «O r n e n t  Associé-
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How much does "the personal regard listeners have for a communicator af
fect the reception of his ideas ? Nearly 98 per cent of the executives believed 
that the personal regard the listeners have for the communicator is of some 
importance. Seventy-three per cent of the group thought that this factor was 
very important.

To what extent is the effectiveness of management personnel dependent 
upon ability in oral communication? The vast majority of the respondents in
dicated that effectiveness of management personnel is greatly dependent upon 
ability in oral communication. Many executives affirmed their belief that oral 
communication is more important than written communication in the performance 
of certain managerial tasks.

The attempt by management men of large companies to improve employee 

communication highlights an increasing desire to return to the face-to-face 

relationships that existed when plants were small. As one investigator said:

We have to find a way to help the subordinate think of the business as if 

he were the superior, and to help the superior look at things as though he 

were a subordinate."

A few industrial giants have developed integrated communication pro

grams . Some firms employ staff communication experts. General Electric 

Company, for example, has installed "managers of communication" at more than 

half of its plants, besides employing five "communication consultants" whose 

job is both to teach "communication theory" to employees and to trouble

shoot when bottlenecks in communication occur at any particular plant.
Thus it becomes clear that the values to be derived from effective 

communication are great. Whatever the criticisms or shortcomings of business 

communication may be, modern management will be able to overcome, as has 

been attempted by General Electric.

____  Harry Walker Hepner, Psychology Applied to Life and Work. (Emrlewrwl
Cliffs, New Jersey, Prentice-Hall, Inc., p. 455.------- Kim&±evooa
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CHAPTER III

CURRENT EFFORTS TO DESIGN AN EFFECTIVE COMMUNICATION STRUCTURE FOR BUSINESS 

A Communication Model for Administration^

••-The conception of organization as a system of . communication, 
plus the foregoing reduction of decision making and politics to commu

nication processes, suggests that it might be possible to construct a 

model which would represent in manageable simplicity and generality the 

essential features of political grouping and formal organization in which 

the political and administrative processes are manifested. In what follows, 

an attempt has been made to outline what seems to me to be the basic ele

ments of a model based on the learning net concept:

1. The net (which represents group or organizational components and 
relationships) consists physically of a complex of decision centers and 
channels which seek, receive, transmit, subdivide, classify, store, se
lect, recall, recombine, and retransmit information. In a group or or
ganization these centers and channels consist first of the nervous sys
tems of persons and second of such nonhuman aids as written documents 
and photographic films of various kinds, electronic receiving, record- 
ing, processing, calculating, and transmitting devices, and filing sys
tems . The net is formed by the arrangement of decision centers and by 
channels into systems or patterns of varying degrees of stability.

2. Information is "a patterned relationship between events" which can 
be transmitted through a sequence of channels by a series of codifications 
and by which one type of event is substituted for another in such a way 
that the event substituted in some sense stands for the other. Broadly 
speaking, information is "that which is communicated." Thus it includes 
orders, instructions, directives, suggestions, requests, inquiries, re
ports, and so on--all of which are simply the forms in which information 
can be transmitted. The form used, incidentally, often serves the meta- 
communicative function of providing information as to how the communi
cator intends the information it carries to be interpreted.

^Extracted from an article by John T. Dorsey, Jr., Associate 
Professor of Political Science, Vanderbilt University, which appears 
in Business and Industrial Communication, by Charles W. Redding and 
George A. Sanborn', (New York: Harper & Row, 1964). pp. 83-86.

27
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3. Action by the net is the manipulating and processing of informa

tion by the operations listed in (l) above as the information circulates 

more or less continually through the net. The arrangement of decision 

centers and channels into patterns permits the operation of screening, 

evaluating, priority, routing, and monitoring mechanisms. The structur

ing or "setting" of these mechanisms is arranged to encourage the devel

opment or maintenance of certain kinds of communication events or rela

tionships (both— or either— internal to the net and/or in its environ

ment) and to avoid or discourage others. Through the mechanisms stated 

above, feedback operates as the results of outgoing communications are 

observed and corrections are made in subsequent communications. In ad

dition to this self-correction, the net can modify its internal rela

tionships and processes in the light of comparison of present with pre

vious experience evaluated and stored in the net's "memory" and in the

light of environmental changes--hence the term self-modifying or "learn
ing net. "

b. The above-mentioned encouragement and/or discouragement of certain 

kinds of communication events and relationships is a way of describing 

what are more abstractly referred to as the "purposes" or "goals" of the 

group or organization. Ideally all, but normally only some, of the net's 

action occurs with reference to these "goals" which are selected and 

set in the net by, with the participation of, or for the net— and may 

later be modified in the same way. The action of the net in relation to 

the goal events and relationships is homeostatic; it tends to seek 

them by manipulation of the environment, or internal modification, or



29

both. That is, it tends to seek or to maintain a state in relation to its 

environment in which its "goals" are being effectively sought or achieved. 

The homeostatic tendency operates through complexes of increasingly gener

al and inclusive feedback processes, whereby the action of specialized and 

limited channels and decision centers is coordinated in relation to the 

broader goals.

5« Individual decision centers and channels are specialized as to the 
kinds of information they handle and the ways in which they handle it. 
The characteristic action patterns of each center and channel constitute 
their roles in the net. Individuals functioning as components in the net 
come to expect themselves and others with whom they communicate regularly 
to behave in certain ways in given situations (or at least within certain 
limits); it is evident that if persons in a group or organization wish to 
coordinate their actions for some purpose, each must know something about 
what the others expect him to do and what actions he can expect from 
others. The expectations concerning the behavior of a given member of a 
group or organization are called role expectations, and they maintain a 
certain degree of stability. Behavior of course may not always conform 
precisely or fully with that expressed or implied in role expectations, 
but a minimum degree of correspondence, and thus predictability, is nec
essary for any cooperative action.

6, In complex nets the roles of individual decision centers and chan

nels are clustered and interrelated to make up subpattems within the 

larger network. As communication nets themselves they receive, process, 

store, and transmit information with varying degrees of autonomy from 

the larger net of which they are components. Their action in relation to 

this over-all system also possesses role characteristics, and they gen

erate role expectations as to their functions in the net. These are sim

ply expectations that a group or organization, or one or more of its 

components, will act in a given way in a given type of situation. Such 

expectations are ordinarily called policies. They merely express, im

plicitly, or explicitly, what the observer can expect the organization 

to do in a given type of situation...
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An Experimental Approach to Organizational Communication*^

.. .About two years ago a series of studies was begun whose purpose 

was to isolate and study certain general properties of information hand

a basic property of all communication systems, that of connection or "who 

can talk to whom."

This property of connection, can be conveniently expressed by dia

grams . The meaning of the picture in Fig. 3-1 is obvious. Individuals A

and B' can send messages to C but they can receive messages from no one; 

C and D can exchange messages; E can receive messages from D, but he can 

send messages to no one. The pattern shown in Fig. 3-1, however, is only 

one of the many that are possible. A group of others is shown in Fig. 3- 

2. An examination of these patterns' will show that they fall into two
1 _    —   - i -  ^  ,3 "V. t v  r-K -rvs-. tvtt r  4 w i -v-x z-x -v»4- ^  V\4- <*3 4 -f1 -f* /—> VI Z"'i

^Extracted from an article by Alex Bavelas and Dermot Barrett, both 
at the Massachusetts Institute of Technology, which appears in Business and 
Industrial Communication, by .Charles.¥. Redding and George A. Sanborn, (New 
York: Harper & Row, 19b k ). pp. 96-99*

^These studies jointly supported by the Rand Corporation and the 
Research Laboratory of Electronics at MIT.

ling systems. The first phase of this research program*^ is directed at

c
Figure 3-2
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Any Pain of individuals in each of the patterns a, e, and f can exchange 

messages either directly or indirectly over some route. No pair of indi

viduals in each of patterns a, b, and c can exchange messages. Patterns 

like a, b, and c obviously make any coordination of thought or action

virtually impossible; we »ill be concerned from this point on only pat- 
terns like d, e, and f .

Since the individuals in any connected like d, e, and f can give 

and Share ideas completely, should we expect that the effectiveness of 

individuals in performing group tasks or solving group problems would 

Pe the same in patterns d, e, and f except for differences in ability, 

knowledge, and personality, Should we expect differences in quality and 

speed of performance, It is likely that the individuals working in one 

pattern would show significantly better morale than the individuals 

working m  a different pattern. Sidney Smith and Harold J. Leavitt con

ducted a series of experiments^ which yielded very definite answers to 
these questions.

An experimental design was used which made it possible to equate 

the difficulty of the tasks which the groups performed, and which per-

the cancelling of individual differences by randomizing the as-

6 * °f £mbjects to’ Patterns. Also, the experiment was repeated
with different groups enough times to establish the consistency of the 

results. A brief summary of the findings is given in Fig. 3-3 .
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The use of qualitative terms in Fig. 3-3 in place of the quanti

tative measurements which were actually made blurs the comparison some

what, but it gives a fair picture of the way these patterns performed. 

Since the original experiments were done by Smith and Leavitt, this ex

periment has been repeated with no 'change in the findings'.

Speed Slow Fast- Fast

Accuracy Poor Good Good

Organization no stable form slowly emerging almost immediate
of organization: but stable organ- and stable organ-

ization ization

Emergence of None Marked Very pronounced
Leader

Morale Very, good Poor Very poor

Figure 3-3
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...A Supervisor's Guide to Building a Competitive Working Team Through 
Communication:

" Pofl't start talking before you know what you're going to say. To 

quote Clarence Randall of the Inland Steel Company, "Too many people turn 

on the spigot before they look to see if there is any water in the tank." 

Trying to act and plan simultaneously results in confusion, misunderstand

ing, errors, and the costly loss of time. Know what you want and plan the 

sequence of steps necessary to attain it. Study the assignment until it 

is clear in your mind that you will have no difficulty explaining it.

2 ' Sell the spirit of the message as well as its content. The 

smart communicator understands timing and adapts his approach to the de

mands of the occasion. Conditions affect attitudes--there are times when 

the pep talk wins enthusiastic response, times when a "no response" man

ner must be assumed. Manner and tone of voice create the atmosphere of 

communications, and the response to what you say is influenced by how you 

say it. When called a name he. didn't like, the fast-shooting westerner 

known as The Virginian advised, "When you say that, smile'."

3- Identify your communications objective. Before you begin to com

municate, ask yourself, "What do I want to accomplish?" Are you seeking 

facts? If so, decide what information you require so you can ask intelli

gent, precise questions. Do you want to make an assignment? Make certain 

you have analyzed the job thoroughly so you can explain it properly. Are 

you faced with a discipline problem? Be satisfied that you have investi-

How to Build a Working Team Through Communication^

^Extracted from James M. Black and Guy B. Ford, Front-line Manage
ment, (New York: McGraw-Hill, 1963). pp. 107-109. ------------------ ‘
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gated the case and have full infomatlon on it before you reprimand or pe

nalize. Are you trying to counsel an employee in order to persuade him to 

Change his ways? Try to get him to talk, and listen to vhat he says. Don’t 

try to communicate too much too soon. If your goal is sharp, clear and 
near, you have a better chance of reaching it.

k ‘ i^ .iv^ualize your communications. If you know your subordinates 

then you know how they respond. Encourage the timid to build their confi

dence. Crack down on the cocksure to haul them into line. Your assurance 

m  yourself is reflected in the assurance of your working group.

5 ' i?.on t do a11 the talking. Give the other fellow a chance to tell 

you what's on his mind. It was said of a certain State Department officer, 

"He listens well in six languages." The only way you can convince a person 

of your interest in him and your respect for his views is to hear his 

opinions and ideas. The supervisor who pays attention to what his subordi

nates are saying learns more about them and more about his job.

6 " ^.eck with^associates before communicating on problems that con

cern them. When you answer questions about company plans, problems, or 

policies, make sure your replies are in line with the facts. If you can't 

answer a question, say so, and then get the answer. Never substitute your 

interpretation of a company action just to give an employee a quick reply 

and get him out of your hair. Employees doubt the communications of a 

management if it is inconsistent and misleading.

7 ' communications with action. The manager who fails to back 

his talk with action misses the boat as a communicator no matter how cap

able he is with words. The launching pad without the missile is of no

value at all. The purpose of communications is to build a foundation for 
"doing."
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8 . Follow up. To make certain it's delivered, you send a letter by 

registered mail. When you communicate with employees, use the same princi

ple. Check up to make sure your people have the story, that they under

stand it, that they are turning instructions into accomplishment.

9 ' .Communicate in the employee's interest. The boss who shows a 

genuine interest in the progress and development of his subordinates has 

no difficulty with communications. If you show you are trying to impart 

information and advice to employees that will benefit them permanently, 

what you say takes on deeper meaning.

' Look to the future. Most of your communications concern the 

present and the need to do the job at hand. If you take the trouble to 

cut your employees in on the big picture, they will have more incentive 

to help you reach your goals...

The supervisor who loses his skill in communications or thinks 

communications is no longer worth the effort soon finds his ability to 

retain the loyalty and backing of his subordinates is dropping off.

What caused his downfall? The expert may tell you, "He lost touch 

with the people. He failed to communicate."
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Studies of Group Communication Networks^

What ve Mean by Communication Nets

...Communication nets are a structured aspect of a group. They tell 

us how the group is hung together. Consider, for instance, the differ

ence between a boss who sets himself up with his staff like this:

and one who prefers to divide his four staff people into two seniors

The lines here represent lines of communication. These diagrams are 

structural. They tell us nothing about the people involved— just some

thing about the "system." What differences might such different setups 

make in the boss’s flow of information? In his flexability? In the 

originality of the ideas he gets?

Consider also the effects on subordinates of being in one com- 

municational position or another— like B in the two charts. In one case 

he can talk to his superior directly, in the other he must go through

Boss

Boss

channels.

U)
Extracted from a chapter, "Communication We 

for Getting the Word Around", Harold J. Leavitt, Man 
(Chicago, 111.: University of Chicago Press, 196FJ7

’ter, "Communication Wets in Groups : Designs 
Harold J . Leavitt, Managerial Psychology. 
Chicago Press, 196^). pp. 229-232.



37

The l^sue here is not whether the several channels in these group 

networks are one-way or two-way channels but whether the problem of exist

ing channels affects the performance of the group. For example, suppose 

that for a group of five men all channels are two-way channels. Then the 

question still remains: What system of channels will be the most effective 

system for these five men? Will such a group solve problems best when 

everyone has an open two-way channel to everyone else? Like this:

Or is this, system better?

Or this one?

Even though each of these networks provides enough communication chan

nels to permit intercommunication, the arrangements and numbers of chan

nels differ, and so, therefore, may the effectiveness of the group as a 

problem-solving body. Moreover, some of these networks fit better with the 

usual company organization chart than others; some would look very wierd, 
indeed, on an organization chart.

In practical terms the question now is this one: How does the 

munication network affect the efficiency of a group's performance?
com-
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The best way to answer such questions may be temporarily to strip away 

the complications found in real life. Then one can set up small experi

mental committees and put them to work in one or another of these dif

ferent networks. By providing each experimental group with some standard 

problems to solve and then measuring performance, one can get some ideas 

about the relative efficiency of one of these networks versus another. In 

the past five or six years such experimental work has been carried on, 

and the results have been both consistent and interesting.

The reader might like to try to decide for himself, on a common- 

sense basis, just what results one should get with one of these networks 

or another. So, for illustrative purposes, consider these two networks 

of five people each:

Testing Communication Networks

Such groups might be analogous to groups of field staff people, 

each located in a different branch or district but all reporting eventu

ally to the same boss at headquarters. Let’s say communication is by 

telephone. In both networks, A, E, B, and D are district people, and C 

is someone back at the central office.

In an experimental setup, one can give each group the same prob

lem, a problem which requires some information from each man before it 

can be solved. Usually it is some sort of puzzle, in many ways analogous 

to a pricing problem in a rapidly changing supply and demand situation.

2
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Which of these t„o groups „ill solve this kind of problem faster? 

Which group „ill have the higher morale? Hill there be a leader in No. 1 ? 
No. 2? Which particular positions in group No. 1 or No. 2 „ill be high 
morale positions? Which „ill be lo„ morale positions?

Here are the ans„ers that have come out of experiments like these:
Network No. 1 will be the faster of the two.
On the „hole, the morale of group No. 2 „ill be higher than that of group 
No. 1 . People will be more enthusiastic in group Wo. 2 .

Only one person in group No. 1 is likely to get a big bang out of 
the job, and that man is C. The others, A, B, D, and E, will probably
feel bored and left out of the center of things.

Man C in No. 1 will probably be the leader of that group. Every

one in the group will be likely to turn to him. In No. 2 the leader 

(the one who gets the answer first and sends it out to the others) can

he almost anybody. In fact, there may be a different leader each time

the group runs through a problem, or else no identifiable leader at all..





CHAPTER IV

A PROPOSED MODEL FOR EFFECTIVE COMMUNICATION

Type
The model represented on the following pages takes the form of a 

combination checklist and questionnaire. Most of the questions used come 

directly from the research section of this paper. All of the preferred 

answers can and have been empirically tested and evaluated by such men 

as Leavitt, Lull, Funk, and Piersol.

The questions asked total 100 points. A few words are necessary 

as to the value assigned each question. An attempt was made to evaluate 

questions as to their relative importance and values were as

signed accordingly. Five MBA students independently assisted in this pro

ject, namely; Gori, Lovell, McHugh, Thompson, and myself. The results 

were then averaged and a corresponding score was attached to each question.

The numerical score which a manager may make on this model is actu

ally of very little significance. What is important is, "Did he learn any

thing from it?" As we are all aware of, awtest or quiz is basically a 

learning experience. It was this objective which the model proposed to 

accomplish. It also seeks to stimulate managers and encourage them in 

investigating current research in the communications field.

As one executive stated, "I've found out what the concept of commu

nication feedback is." Is it not logical to at least credit the model with 

this accomplishment? And if this executive becomes just a little better 

communicator as a result, he should become a more capable manager. And 

hopefully, superior-subordinate relationships will be improved.

kl



42

A  C O M M U N I C A T I O N  Q U I Z  F O R  E X E C U T I V E S  

Some o f  t h e  f o l l o w i n g  q u e s t i o n s  are a s k e d  for r e s e a r c h  i n f o r m a t i o n

p u r p o s e s  only. Others w i l l  h e  s c o r e d  and e v a l u a t e d .  l a k e  5 m i n u t e s  and s e e

h o w  y o u  m e a s u r e  u p  t o  that o f  a  c o m m u n i c a t i o n s  e x pert. Hint: the m u l t i p l e

choice q u e s t i o n s  m a y  h a v e  m o r e  t h a n  one c o r r e c t  answer.

------------ --------------- ctliu. b GriKeS .

a u t h o r i t v ^ f h p Gt i V e n e S S  “ m u n i c a t i o n  is n o t  d e t e r m i n e d  b y  the" 
-— g ^ h o n t y  o f  t h e  com m u n i c a t o r » s  p o s ition.

^ r ^ ° ? h p a U S e ( S ) +°f brea^ d ?v ^ s ^  c o m m u n i c a t i o n  a p p e a r  to.be: 
C i r c l e  t h e  c o r r e c t  a n s w e r ( s ) .)

A. L a c k  o f  c o m m u n i c a t i v e  a b i l i t y  in  m a n a g e m e n t .

c * T n « S n U a i e t r a i n l n g  P r o S r ^ s  in t h e  f i e l d  of  c o m m u n i c a t i o n .
C. I n a d e q u a t e  u s e  of  c o m m u n i c a t i o n  medi a .

D. M a n a g e m e n t  w i t h h o l d s  i n f o r m a t i o n  f r o m  s u b o r d i n a t e s .

1 2 ' t0  get t h e  b e S t  " " * ■  ^  t r a n s m i t t i n g

b! ^ c ^ S y l n T m "  ^rhuSelin“3 ^c. E x p l a i n  p o l i c y  in  an i n t e r o f f i c e  memo.

D. E x p l a i n  p o l i c y  o n  t h e  t e l e p h o n e  o r  i nter-com.

E. H o l d  p e r s o n a l  i n t e r v i e w s  w i t h  k e y  p e r s o n n e l .

1 5 ' < ^ eeoimunication?k° r ( S ' ^  “ n t t i b u t ed  s i g n i f i c a n t l y  to  t h e  f i e l d

A. Davis

B . L e a v i t t

C. S p i e g e l m a n

D. R o e t h l i s b e r g e r
E . H a i m a n n
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lh. E f f e c t i v e  c o m m u n i c a t i o n s  "d e f i n e s "  m u s t  i n c l u d e  w h i c h  o f  t h e  follow.

A. It is a  p r o c e s s  of s e n d i n g  inform a t i o n .
B. It is s y m b o l i c .

C. It is n e e d - r e l a t e d .

D. It i n v o l v e s  m u t u a l  u n d e r s t a n d i n g .

E. It i n d u c e s  som e  f o r m  o f  a c t i o n  o r  b e h a v i o r .

15» A  g o o d  c o m m u n i c a t o r  s h o u l d  :

A. I d e n t i f y  his c o m m u n i c a t i o n s  objec t i v e .
B. Do all t h e  t a l k i n g .

C * S f e Ï t W t h e m a S S 0 C i a t e S  b e f°re c o m m u n i c a t i n g  on  p r o b l e m s  t h a t

D " 2 f e c t W t h L a S S°CiateS a f t 6 r  c o m m u n i c a t i n S  o n  p r o b l e m s  t h a t  

E . L o o k  t o  t h e  f u t u r e .



ANALYSIS AND EXPLANATIONS OF ANSWERS

Question 1. There is no scored answer to this question. It was asked for 
research purposes only.

Question 2. There is no scored answer to this question. It was asked for 
research purposes only.

Question 5• There is no scored answer to this question. The concept of 
communication feedback" is a method, probably the most important one, 

for improving communication. The sender must be on the alert for some 
sign as to whether or not he is understood. Without being aware of it, 
most people use this principle of feedback in their daily communications. 
In order for the sender to be sure that the message was actually received 
as it was intended and that it resulted in mutual understanding, he must 
constantly be on the lookout for any clues of whether or not he is being 
understood. Merely asking the receiver and getting a perfunctory "yes, 
sir in most instances is only scant reassurance. Most of the time more 
than this is required in order to make certain that the message was ac
tually received as intended. Feedback is also obtained by simply observ
ing whether the subordinate behaves in accordance with the communication, 
and if direct observation is not feasible, the sender must watch for re
ports and results.

Question b. Score 8 points if you utilize and practice this concept.

Questions 5 through 12. These questions were asked of top executives and 
reported in the article, "What Communications Mean to the Corporation 
President" by Paul E. Lull, Frank E. Funk, and Darrell T. Piersol. The 
purpose of this survey was to discover the viewpoints of the top execu
tives of business and industry concerning the nature and importance of 
communications. An analysis of the results obtained seems to warrent the 
following conclusions which reflect the consensus of this select group.

Question 5• Score 8 points if you felt all levels of management 
should receive training in methods of communication.

Question 6. Score 8 points if you did not believe very important 
policies should be transmitted through well-worded written media. Very 
important policies should be transmitted orally or in combination with 
written media.

Question 7. Score 6 points if you felt there is a definite rela
tionship between communication and productivity.

Question 8. Score 6 points if you believe communicative ability 
is a combination of natural talent and skill that may be developed by 
training and experience.

Question 9 . Score 4 points if you feel there is a definite rela
tionship between breakdowns of communication and labor disputes and 
strikes.
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Question 10. Score 5 points if you did not believe this statement. 
Effectiveness in communication is partially determined by the authority 
of the communicator’s position.

Question 11. Score 8 points if you answered, "Lack of communicative 
ability in management," "inadequate use of communication media," and 
"inadequate training programs in the field of communication." These do 
appear as the major causes of breakdowns in industrial communication. If 
you failed to answer all three of these, then score 3 points for each one 
you answered correctly.

Question 12. Score 7 points if you answered, "Call a meeting of man
agement personnel and explain orally," and "Hold personal interviews with 
key personnel." Score 4 points if you answered only one of these correct
ly. These 5 alternatives were submitted to the presidents who were asked 
to select the two methods "most likely to get the best results." Fifty- 
one presidents answered this question. The number of presidents who 
checked each item is indicated below:

A. 44
B. 16
c. i4
D. 1
E. 27

Question 13. Score 3 points if you answered:

Davis, Management Communication and the Grapevine.
Leavitt, Managerial Psychology.
Roethlisberger, Barriers and Gateways to Communication.
Haimann, Professional Management Theory and Practice.

Score 2 points if you answered three correctly.
Score 1 point if you answered one or two correctly.

Question l4. Score 7 points if you answered all of them. Communications 
"defined" is:

A process of sending information.
Symbolic.
Need-related.
Mutual understanding.
Inducing some form of action or behavior.

Score 5 points if you answered four correctly.
Score 4 points if you answered three correctly.
Score 3 points if you answered two correctly.
Score 2 points if you answered one correctly.

Question 15• Score 7 points if you circled all alternatives other than 
"Do all the talking." For further information consult James M. Black 
and Guy B. Ford, Front-line Management.

Score 5 points if you answered three correctly.
Score 3 points if you answered two correctly.
Score 1 point if you answered one correctly.
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Questions l6 through 20 
Managerial Psychology, 
ments like these.

. Ihese questions were asked by Leavitt in his book. 
Here are the answers that have come out of experi-

Question l6 . Network No. 1 will be the faster of the two, 
points if you answered this correctly. Score 6

-  S is  ™ ei r h usiastic  in  group 1 ,0  • s - scor=

Question 19• Only one person in group No. 1 is 1 -ikeiv „•=>+ w

E H H F- ia r --“-‘¿-as S H
lpfl̂ PQU?+ii0n 20‘ Sc°re 4 P°ints if you answered "no." In No. 2 the leader (the one who gets the answer first and sends it out to the
eachrt- C8i V e alm°St any'body' In fact. there may be a different leader ach time the group runs through a problem, or else no identifiable one

Well, how did you make out? If your score is 80-100, consider your

self in with that "elite" group of expert communicators. 60-80, you're good 
but there is room for improvement. Below 6o, best get going on your reso

lution to try and become a more proficient communicator.



Testing

The model on the preceding pages was tested on both military and 

civilian executives. The method of testing was conducted by personal in

terviews . First, the manager was asked to spend a few minutes in taking 

the quiz. There followed a brief discussion on the preferred answers to 

the questionnaire. The interview was concluded by a general discussion 

of communication and what could be done to improve superior-subordinate 

relationships.

It was stressed upon the executives that the numerical score at

tained was of no real significance. What was of paramount importance was 

the stimulating of a general analysis of communications. This author was 

elated to learn that not one executive thought the interview a waste of 

time. On the contrary, every executive interviewed felt he had learned 
something.

These interviews were conducted at Strategic Air Command Head

quarters, Offutt AFB, Nebraska. Both commissioned and non-commissioned 

officers were tested. Civilian managers in the Omaha area were also ex

amined. This author found very little difference between civilian and 

viewpoints concerning effective communication.

For the record, and without attempting to explain why, the vast 

majority of those interviewed achieved scores in the 50-70 range. No one 

scored significantly below or above this range. It is also interesting to 

point out that every supervisor and subordinate felt communications could 

be improved in their respective organizations. Considerable time was used 

for discussion as to how to achieve this.
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Evaluation: Strengths and Weaknesses of the Model

It became apparent to this writer, during interviews with several 

managers, that there were obvious strengths and weaknesses to this model. 

An important strength was highlighted by an almost unanimous vote for the 

concept of communication feedback." Nearly every executive interviewed 

had never heard of the term. Once the concept was explained to them, most 

felt they employed some type of feedback. There was general agreement it 

was a most vital technique for insuring effective communication.

Another strength of the model was demonstrated by the fact it en

couraged and stimulated executives in discussing communications. As was 

brought out in the last section, not one manager thought the model a 

waste of time. On the contrary, all interviewed felt they had gained at 

least something. Some stated they were going to do research and reading 

in this area of communication. Perhaps this was partially due to the 

fact that nearly all executives failed to answer the question about the 

important authors in the field.

However, the model proved far from being perfect. Several weak

nesses are worth noting. Many persons expressed dissatisfaction with the 

wording of questions 7 8-nd 10. They felt these were more a test of read

ing ability than anything else. It appears these questions do present a 

negative type approach.

The communication diagrams presented another difficulty. It seems 

many failed to get the right answers because they misinterpreted these 

diagrams. Once the diagrams were clarified the correct answers became 

apparent. Some brought interesting challenges to show the preferred 

answers were not absolutes. Circumstances played a vital part in deter

mining whether or not a particular answer would hold true.
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To summarize, it is the opinion of this author that the model did 

accomplish certain objectives. It brought the "communication feedback" to 

the attention of executives. It stimulated discussions of comnunications. 

It made some executives resolve to do reading and research in the field.

I believe that each and every person interviewed profited at least 

a little towards increasing their knowledge of communication. If as a 

result, they become a little more effective as managers, they become a 

little more effective at superior-subordinate relationships, then this 

model has served its purpose well. As more sophisticated models emerge, 

the rewards and results should be even more gratifying.
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Future: Need for More and Better Models 

Francis Bacon wrote, ...To educe and form axioms from experience... 

to deduce and derive new experiments from axioms...For our road does not 

lie on a level, but ascends and descends; first ascending to axioms, then 

descending to works."

The preceeding logical reconstruction of scientific work might sug

gest that, having made operational definitions of concepts, the next step 

is to hypothesize some relations between these concepts from which some 

verifiable predictions might be deduced. Insistence on operationality 

tends to insure the possibility that predictions can be examined experi

mentally and confirmed or denied by observation. Such a logical recon

struction reflects little of the way in which the work proceeds, but it 

does serve to show the position of relations between concepts. The state

ments of these relations will be called models.̂ 9
By the broadest possible definition of the notion, a model is an

attempt to impose a conceptual order on the perceptual confusion in which 

experience first comes to us. This paper is particularly interested in 

models that can be and are communicated. Everybody works with schemes for 

organizing the data of experience, but these schemes must be made explicit, 

their vagueness reduced to the point where they can be written down and ex

pressed in a language that allows one to talk about them and teach them. As 

has been suggested, it is not entirely necessary that all the concepts in a 

model be operational in a strict sense. It is necessary, however, that the 

model produce some predictions both verifiable and interesting in the con

text of a management decision.50

^William T. Morris, Management Science in Action (Illinois: Richard 
D. Irwin, 1963). p. 83. ---------------------------

50lbid.
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To go along with. Morris, this writer feels and hopes the future 

communication models will be both verifiable and interesting in the con

text of a management decision.

One further comment about models appears applicable at this point. 

The role of future models should be to express the links of reason which 

bind concepts into a system. For, as Sir James Jeans insisted, a heap of 

facts is no more science than a heap of bricks is a house. If future 

communication models are to be more efficient and enlightening, let them 

predict more by assuming less.

The state of the art of communications craves more effective and 

dynamic models. Let us hope they will soon be forthcoming.

i





APPENDIX

As was explained on page hi, an attempt was made to evaluate all of

the questions as to their relative importance and values were assigned ac

cordingly. Five MBA students independently assisted in this project, namely; 

Gon, Lovell, McHugh, Thompson, and myself. The results were then averaged 

and a corresponding score was attached to each question. The values were 

rounded off to the nearest whole integer. Table A summarizes these results.

Question a B r n tp mu v E Total Divide 5
4 10 6 11 10 3 4o 8
5 7 6 12 10 6 4i 8
6 8 7 11 9 6 4i 8
7 3 7 9 5 8 32 6.
8 8 8 4 3 6 29 6
9 3 5 2 3 7 20 4

10 3 6 4 5 5 23 5
11 6 5 9 10 8 38 8
12 10 5 4 8 8 35 7
13 4 3 2 2 2 13 3
14 10 6 4 9 6 35 7
15 8 7 4 10 5 34 7
l6 4 6 9 3 6 28 6
17 4 6 9 2 6 27 5
18 4 7 2 1 6 20 4
19 4 5 2 5 6 22 4
20 4

100
5
100

2
100

5
100

6
100

22
500

4
" 100

Table A
Proposed Values To Questions
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