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COMMUNICATION IN ORGANISATIONS
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ABSTRACT: The essential element that enables individuals leading other individuals
is influencing, while the key element of influence is communication. In addition, efficient
communication is the key to performance. Mintzberg designed three fundamental categories of
management roles. interpersonal, informational and decisional. Interpersonal roles rely on the
permanent communication between managers and subordinates, clients, suppliers, colleagues
and superiors. Informational roles require managers to acquire and transmit information,
which is obviously a communication function. Decisional roles involve the use of information,
contacts and relations with a view to allocating the limited resources, to solving conflicts and to
initiating the solutions leading to the settling of problems, in other words, these roles involve
communication for leading
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1. INTRODUCTION

The essential element that enables individuals leading other individuals is
influencing, while the key element of influence is communication. Moreover, efficient
communication is the key to performance. Mintzberg designed three fundamental
categories of management roles: interpersonal, informational and decisional.
Interpersonal roles rely on the permanent communication between managers and
subordinates, clients, suppliers, colleagues and superiors. Informational roles require
managers to acquire and transmit information, which is obviously a communication
function. Decisional roles involve the use of information, contacts and relations with a
view to allocating the limited resources, to solving conflicts and to initiating the
solutions leading to the settling of problems; in other words, these roles involve
communication for leading.
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The assertions above show that the act of communication plays an important
part in management performance. It is, nonetheless, noteworthy that there is a
significant difference between communication and efficient communication. Efficient
communication is the communication also involving understanding. In short, the
hereby paper sets forth a model of communication and attempts at showing managers
how to communicate efficiently.

2. CONCEPTUAL FRAMEWORK FOR UNDERSTANDING
COMMUNICATION

Communication is defined as the transmission of mutual understanding
through symbols. The process of communication might be divided into a series of
fundamental elements as follows: emitter (communicator), decoding, encoding,
receiver, message, noise, medium, feedback. Essentially, things happen like this: an
individual or a group of individuals (emitter) has an idea, a message or a thought
transmitted to another individual or group of individuals (receiver). To transmit the
idea, the emitter should first translate it into a language (encoding) and then transmit it,
through verbal, nonverbal or written means (medium). The message is received
through the receiver’s senses and translated (decoded) into a receiver’s message.
Occasionally, the configuration of communication also includes noise, which consists
in certain forms of interferences that come out during the stages of the process. The
noise should be decreased or eliminated to get an understanding between the emitter
and the receiver. Owing to a head movement, an expression of the face or an action
displaying a certain meaning, the receiver acknowledges that the understanding
occurred (feedback).

All individuals or groups of individuals might be emitters in an organisation.
The emitters must transmit, as pure and simple as it is, messages, ideas or data to
another individual or to a certain group. To communicate the message of the emitter,
the message should be translated into a language that sets forth the idea, meaning that
the message should be encoded. This happens, as a rule, by means of language, words,
symbols or gestures that reflect the thoughts and feelings of the emitter. The code
should enable the receiver to understand it. The result of the process of encoding is the
message. The goal of the emitter is expressed as a message, which is either verbal or
non-verbal. The medium is the bearer of the intended message. It is important to notice
that the non-verbal medium, such as face expression or the tone of the voice, also emits
messages that might affect communication. Decoding regards the process owing to
which the receivers translate the message in terms that are significant for them and the
emitter, and the receivers should employ the same code as the emitter. This becomes an
issue quite often when people of a certain profession (doctors, economists, engineers,
etc.) attempt at communicating with people of a different profession; and this happens
because people of a certain profession use technical terms.

Communication involves a receiver that should be taken into consideration
whenever the emitter tries to transmit data. An effective communication is receiver-
oriented and not emitter-oriented. Noise is represented by an element or condition that
disturbs and interferes with the efficient transmission or reception of communication.
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Managers should act whenever possible with a view to eliminate noise. Feedback
enables the emitter to check whether the message was received and whether it
determined the intended answer. Feedback might be direct, in the case of face-to-face
talks, through a verbal exchange of messages or facial reaction, or indirect, when it
completely lacks.

3. FORMAL CHANNELS OF ORGANISATIONAL COMMUNICATION

In organisations, communication occurs along three distinct directions: from
top to bottom, from bottom to top, horizontally. Communication from top to bottom
comes from the individuals who are placed at higher levels towards the lower levels of
the organisation. Top to bottom communication is permanent and powerful in most
organisations and, as a result, employees selectively decide upon the messages they
want to receive entirely or partially and upon those they are not going to take into
consideration. In large organisations, the process of communication with the
employees is carried out by a group of communication experts.

Communication from bottom to top. High performance organisations require
an efficient bottom to top communication as much as they need an effective top to
bottom communication. This type of communication, which, in fact, is the feedback
from the employees to the managers, is difficultly reachable. Nonetheless, it is
important because the top management should rely on the subordinated personnel to
get vital information. Consequently, the system of suggestions, open discussions,
attitude surveys and participative-decision meetings can provide valuable data on the
thoughts, feelings, and opinions of the employees, which could be later addressed by
the managers. Horizontal communication is frequently overlooked when designing
company organisation. This is the communication among the individuals placed at the
same level within the organisation. For instance, the chief of the marketing might
communicate with the chief of production about the sales of a certain product during a
future period. The use of routine meetings with the personnel might facilitate
horizontal communication.

4. INFORMAL CHANNELS OF ORGANISATIONAL COMMUNICATION

While the formal communication channels are, as a rule, well-known in
organisations, employees frequently resort to informal communication channels that
double the formal channels. Informal channels might be highlighted through a
sociogram, which is designed based on the data gathered from a group and regarding
the individuals the group communicated with. A sociogram can show the existence and
location of cliques (closed groups with mutual interests) and who the liaison
individuals are (persons located at the centre of the informational flow who connect the
cliques). The informational cluster is a network of communication within informational
channels through which all sorts of facts, opinions, suspicions and rumours, which do
not typically circulate along formal channels, use to pass. Research in this domain
suggests three main aspects: several cluster systems are present within organisations;
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the circulation of cluster information does not follow a smooth path; the cluster data
regarding the organisation are about 75% correct.

Rumours may be defined as non-verified beliefs that circulate, in general,
within organisations (inner rumours) or outside organisations (outer rumours).
Rumours include the following components: rumour object, rumour target, allegation,
rumour emitter. Clusters, rumours and gossips are ingredients with deep roots in
organisational life, so that managers should understand them and pay attention to their
meaning. False allegations might be reversed though providing correct information to
primary emitters or to liaison individuals. In addition, liaison informational systems,
such as clusters, might be used by managers for the benefit of programs, policies or
plans.

5. INTERPERSONAL COMMUNICATION

The type of data that circulate from one individual to another “in confidence”
and within the group is called interpersonal communication. Interpersonal
communication is an essential means of managerial communication. More than three
thirds of the daily communication of managers represent discussions “in confidence”.
The issues managers must face during interpersonal communication generally regard
the interpersonal or perceptual style differences. Managers perceive situations based
on their training, preferences, sensitiveness, etc. These perceptions differ from manager
to manager and from an individual to another in the case of the individuals with whom
managers communicate.

Interpersonal styles also differ from individual to individual and the
understanding of these differences is important for the management and organisational
performance. Individual style regards the manner according to which individuals prefer
to compare themselves with other individuals.

Information is simultaneously detained by everyone and by the others.
Nonetheless, everyone as well as the other individuals might not possess all the data
required. This difference between knowing and not knowing defines the difference
among the interpersonal styles displayed by specialised works.

The four aspects of interpersonal styles are the following ones:

a) The arena is the most favourable area for efficient interpersonal relations. In
this area, all the data required for an efficient communication are known both by the
emitter and the receiver.

b) The spot of blindness comes out whenever relevant data are known by others
but not by the individual concerned. The issues connected with the spots of blindness
are correlated with the idea of selective perception (the reception of certain selected
and complete messages) since an individual with a spot of blindness is probably not
capable to receive and to properly decode the information. The wider the spot of
blindness, the reduced the arena, and vice-versa.

¢) The cover manifests itself when the data are known by the individual but are
unknown by the others. In such a case, the emitter might carry out a superficial
communication, meaning he/she might display a cover. The cover is a false
perspective.
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d) The unknown zone comes out when no part knows the relevant feelings,
perceptions and information and the parts operate in an unknown zone. It is obvious
that in such a case interpersonal communication is damaged. The unknown factor
frequently comes out in organisations when the individuals from different technical
domains should coordinate their activities through communication.

e) Exposure and feedback. The widening of the arena through decreasing the
cover requires that all individuals should be open and honest in sharing the information
with the others. The process owing to which an individual increases the information
known to the others is called exposure as it puts the individual in a vulnerable position.
When an individual does not know or does not understand something, a more efficient
communication might occur through the feedback given by those who know and
understand the issue. This decreases the spot of blindness, augments the arena and
depends both on the individual’s willingness to receive the feedback and to the other
individual’s willingness to send the feedback message, which results in an active
cooperation.

6. MANAGEMENT STYLES AND INTERPERSONAL STYLES

Managers provide information, give orders and instructions, strive to influence,
and convince. They depend tremendously on communication and that is why the
manner they communicate as emitters and receivers is crucial for their effective
performance. Theoretically, managers might employ both exposure and feedback with
a view to widen the area of mutual understanding or the communication arena.
Nevertheless, managers differ from the point of view of their capacity and willingness
to use feedback. Specialised studies have identified four types of managerial styles: A,
B, C and D.

| Type A is the style of the managers who do not employ exposure nor feedback.
The unknown zone is dominant in this style as the manager is not willing to engage in
widening the area of his/her own knowledge or of the other’s knowledge. Such
managers manifest anxiety and hostility and display an appearance of estrangement
and coldness towards the others.

| Type B consists in managers’ willingness to get in contact with their
subordinates while being unable to be open and to express their feelings. As a result,
exposure is not possible, and feedback is dominant. Cover tends to become dominant,
and their subordinates will not believe managers. The managers who are willing to
practice permissive forms of managing people frequently display this type of
behaviour.

| Type C is encountered in the case of the managers who assess their own ideas
and opinions but not the ideas and opinions of the others. They are going to employ
exposure without using feedback. As a result, the spot of blindness widens, and the
subordinates see the type C managers as individuals interested in telling people what to
do and in maintaining their own perception of importance and prestige.

| Type D employs a balance between exposure and feedback. This is the most

efficient style of interpersonal communication as it widens the arena and makes
possible effective communication. Such managers feel safe on the position they are in.
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A style D type of communication can increase the level of trust between managers and
subordinates.

7. NON-VERBAL INTERPERSONAL COMMUNICATION

Non-verbal communication might occur as part of all face-to-face interactions
among individuals. Sometimes, nonverbal communication expresses a message that is
more powerful than the presentation of information (memo or conversation).
Nonverbal communication is detectable in the voice, facial expression, posture or
spatial orientation of the emitter.

When a verbal or non-verbal message is contradictory (the non-verbal message
contradicts the verbal message), the receiver considers the non-verbal content of the
global communication as being more important. The tone of the voice might
communicate anger, sarcasm or pleasure. The movements of the body might include
signs of approval, illustrative gestures (a finger lift meaning, for instance, importance)
or confusion (raising one’s gaze might show confusion or the need to make things
clear). Other two types of body expressions are adaptation and affection, which
represent subconscious communication. Adaptations are expressions learnt earlier in
life and used to face the stress in interpersonal situations (for instance, punching
fingers or passing the hand through one’s hair). Affection is usually an unconscious
expression that directly transmits the emotions of an individual. It includes the
expression of the face (a smile for permission or the rare contact of the eyes to show
discomfort or nuisance about the subject or emitter) and the position of the body
(crossed arms or legs showing a reserved attitude or bending forward showing intended
interest).

Clothes generally represent an important issue in business. Research shows
that women dressed in “extremely feminine” clothes are not promoted so frequently
and get lower salaries than the women whose clothes show professionalism or
conservative spirit. Proximity is another form of non-verbal communication and
regards the use of space whenever an interpersonal communication occurs. Four areas
of proximity are usually defined: intimate area: 50 cm, personal area: between 50 cm
and 1.20 m, social area: between 1.20 and 3.5 m, public area: over 3.5 m. With direct
managers, subordinates begin in the social area and evolve towards the personal area as
the relations develop mutual trust.

Proximity might affect interpersonal communication in the case when the
proximity behaviour of the emitter differs from that of the receiver. This might result in
an issue in the case one deals with individuals from a different culture that tend to get
closer while having a conversation. Such a proximity results in discomfort and tends to
affect effective communication.

8. THE CAUSES OF COMMUNICATION FAILURE
Although effective communication might be obviously important, it

nonetheless might fail due to a series causes. Any of the elements of the process of
communication (emitter, encoding, medium, decoding, receiver or feedback), in the
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case it displays drawbacks, might determine the failure of communication. Here are
some of the causes resulting in lack of communication or failed communication:
conflictual frames of reference, time pressure, selective perception, communication
overcharge, value judgements, semantic issues, status differences, deficient listening,
credibility source.

The conflictual frames of reference come out when the individuals interpret the
same communication differently, based on their previous experience. This relates to
the encoding and decoding elements. Such issues might come out due to the different
positions in the organisation and to the background difference. For instance, a
marketing manager might perceive a price issue differently than a production manager,
while a trade union leader might see the requiring of extra hours differently than a
manager. Selective perception comes out whenever somebody is stuck when
encountering new information, especially in the case the information conflicts with the
individual’s beliefs. For instance, a nurse at a doctor’s office would find it difficult to
accept the doctor’s assertion that there is no money for a salary raise, especially if the
doctor lives in luxury and indulges in the most extravagant expenditures (the doctor
has recently bought a top-notch Mercedes); although the doctor is entitled to make
such an assertion, the nurse only selects what she believes.

Value judgements occur in all communication situations. Before receiving the
entire message, a value judgement has already occurred. For instance, a student who is
continuously absent from courses enjoys only a poor rating of his excuse for having
failed an examination. Status differences exist in all organisations. Each employee
displays a certain level of his status determined by position, title, payment, etc. A
different status might affect communication. The subordinates might find it difficult to
be open and honest with the high-status individuals. The occasional discussions
between the top-level managers and the low-level employees often acquire an
exaggerated importance and a lot of organisations pay less attention to the status and
power differences with a view to soften the issue.

Credibility source regards the trust the receiver has in the emitter’s words and
actions. The level of credibility given to the emitter by the receiver directly affects the
manner according to which the receiver regards and reacts to the emitter’s words, ideas
and actions. Time pressure might be an important communication barrier as managers
are not able to communicate frequently with all the subordinates. Time pressure might
sometimes determine short-circuits, which represent a malfunctioning of the formal
communication system having resulted from time pressure and which leaves certain
individuals outside the communication channel.

Communication overcharging is determined, at times, by excessive
information that becomes possible owing to the technology that rapidly accumulates
tremendous volumes of data. Communication overcharging often makes
communication difficult. Semantic issues come out whenever the symbols used by the
emitter do not possess the same significance for the receiver. A lot of words do not
own any meaning for certain individuals. Reliability might have a certain meaning for
a bank manager and a totally different one for a cashier at a bank. Therefore,
individuals may speak the same language, but they are not able to communicate when
the understanding of the words is different.
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Deficient listening. Most individuals only listen at a 25% level of efficiency. A
person can speak according to a flow of 125 words per minute but is able to listen to up
to 600 words per minute; as a result, 75% of the listening time is spare time, which
enables the listener to become mentally inattentive, which, results in a poor listening.

9. MEANS FOR IMPROVING COMMUNICATION

The managers who attempt at becoming better communicators should do two
distinct things: improve their messages and improve their own understanding of what
other people try to communicate. The improvement of an individual’s messages
regards the information the emitter wants to transmit and might be done by means of:
empathy, plain language, adjustment of informational flow, feedback use. Empathy is a
person’s capacity to place himself/herself in the role of another person and to assume
the other person’s point of view and emotions. Empathy requires the emitter to place
himself/herself in the role of the receiver and to anticipate the probable manner of
decoding the message. Plain language should be used whenever this is possible.
Complex language has been identified as a major barrier for effective communication.
Technical jargon does not help communication and does not elevate the emitter’s status
in the eyes of the receiver.

The adjustment of the informational flow enables an optimal informational
flux of messages and decreases the possibility of overcharging communication. Both
the amount and the quality of information should be adjusted. The use of feedback is
an important element of double-directional communication. Owing to the feedback, the
emitter can see whether the message was received and whether it determined the
intended answer. The improvement of an individual’s understanding of what others
attempt at communicating occurs through effective listening and tracking. Effective
listening is required for understanding. If the managers decide not to listen, no
communication occurs. Tracking involves the assumption that a person is wrongly
understood. As a result, an individual should try to grasp whether the intended
significance was really received.

To conclude, communication is an issue of transmission and reception, and
managers should be good at both: they should understand and be understood at the
same time.
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