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On Communication—I

OMPRISING, as it docs, the major part of all
human intercourse, communication is a vast
field and one of great significance to all ad-
ministracors, who, perforce, must communi-

=1 cate with their subordinates, peers, and

superiors, and in turn receive communication from them,
if organizations are to function.

Communication of one kind or another, no doubt, has
existed since life on earch began, but only recently has the
subject itself been exposed to intensive analysis and investi-
gation. The seudy of language, through linguistics and
semantics, has gone beyond grammar, vocabulary, and
thetoric, to explore the effect of language itself upon the
formulation of our thoughts, the development of individ-
ual, national, and racial psychologies, and the effect of
words and other forms of communication upon our emo-
tions. Symbolic logic has emerged from the more general
ficld of philosophy with an algebra of its own with which
to deal with problems of communication. Communication
theory has brought concepts of '‘bits”" of information
and “'noise” which permit mathematical exploration,
something called “informatio ory ' has evolved, the
role of Hnmczum_._n“__qrm,.mm been investigated, communication
networks have been subjected to controlled experiment, the
concept of entropy has been applied to tmessages, and a new
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word, cybemetics, has been coined by Professor Wiener to
describe his own rescarches in communication.®

All this sounds more lofty and sophisticated than is in-
tended, as though I know all about these things and could
write about them with intelligence and penetration. On
the contrary, they have been cited because I do wot know
about them and have neither the knowledge nor the temer-
ity to discuss communication in any but a pragmartic way.

i

Administrators, as [ have already said, must send and
tecetve communicactions if their organizations are to fonc-
tion. In recent years, as organizations have become what
might be called more democratic and persuasion has had
to replace fiar, administrators have been urged and en-
treated from all sides to Communicate with & capital C.
Workers, it 15 said, will be happier, more loyal, more pro-
ductive, more stable, more tractable, if they are kept
informed about the organization, its health or sickness, its

! Perhaps r personsl comment may be fosgiven. Being incapable of comprehend-
ing ir, 1 have nor read Professor Wieoer's Cybermericr (Cambridge, Mass., Massa-
chuscers Tnstiture of Technology Press, 10487 bux did read his Hemar Dre of Howrs
Brings (Boscon, Houghron Mifflin Co., 1950, which purpomed oo be a prescota-
tion of the subject undersrandable o 4 layman, This experience gave me che fecling
that cybernerics is much less of new field of scholarship than a clever and eupho-
nious new word. Having coined a new word, nae is begniled into believing thar
something new muse be described by ie.

I had che same feeling when, in Waorld War I, Winsron Churchill urged invasion
of “the soft underbelly of Europe.” His frequent urging of chis finally convinced
me thit he wis persuaded more by his own eloquence than by the feasibiliey of
such & strategy. Having characterized the Mediterranean coast as & “soft under-
belly,” it had to be thar way, casily penerrable by che “'spearhead”” of an expedi-
thonary force. Conversely, sach a “sprarhead” would be “blunted” by the im-
peazirabilicy of “Forrress Enrape’” along che Baglish Chaonel,

All of us, Tam sure, fall into this crap from time o time,
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policies, its progress, its intentions, etc., etc., etc. Commu-
_nication, we are also told, is alt street) there must

H.n_.._q...uuﬁé_.m.
be upward, as well as downward, communication, and
much is made of the cathartic effect of allowing the rank
and file to get things off their collective and individual
chests. Thus, communication has become an adminiscrative
virtue as well as a necessity .

_uuun:_. because of this, I suppose, a wide variety of com-
municatiye devices, ::_._nuqm of a quarter century or ‘more

N

nmo “have appeared on the scene. Employee-management

committees and works councils have been born and have
proliferated in industry, in order that management and
rank and file may confer face to face. House magazines,
which used to be slanted toward customers as institutional
advertising, now are directed toward the organization’s
own family and have become as folksy, with names and
pictures, as the old-fashioned country newspaper. Once
dry-as-dust corporate reports have been jazzed up with
colors, pie charts, bar charts, non-technical language, and
photographs, and given wide circulation beyond the cus-
tomary stockholder mailing list. Public address systems
have become only less familiar than the telephone; these
give cxccutives the added capability of informing and/or
exhorting all of their fellows simply by pressing the switch
of the "squawk box'' and ralking into its microphone.

This is stated with some sarcasm and perhaps a touch of
cynicisin, which may suggest a belief that communication
is not a virtue, that labor-management committees are
administratively bad, house organs a form of insincere
propaganda, and so on. The intent is not to suggest this
but only to lead into a discussion of three fallacies:

(1, That administrative communication need consist only
of telling.

-
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H,LE.E_” administrative communication need consist only
of .r.ﬂnanah
(3. That communication of decisions to subordinates be-
fore taking action upon them equates to sharing authoricy
for the decisions themselves,

Admiteedly, these are overstated and oversimplified;
administrators would disavow all of them, the first and
second as untrue and contradictory, and the third as fact
and not fallacy. No administrator would admit to a belief

in nﬂEEﬁn_np:on as only an act of informi ing D e., tellin mu
subordinates, yer many behave as if this were so. Not so
many similarly rely upon listening in a kind of exclusive
sense but some have. u,:_w belie communication of

i, e ———
decision in adva

uam\mﬁmmmﬁmfnm authority are

inscparable 1s almost E:Eﬁmi.
e e e —

3

Several years ago I was retained by a small manufacturing
company to give a series of lectures on management topics
to their supervisory group. A few months afterward, T was
invited to be an observer at an ""Employee-Management
Committee” meeting. This committee had been formed by
the president of the company, in the belief that regular
mectings of such a body would imprave relations between
employees and management and enhance morale.

The mecting lasted m_u_uﬁ an Tﬁ.:_. in an uEEIwﬁrn_.n that

m:as&”___. enough but, even so, the four or five employee
representatives present utteted not one word until the last
few minutes of the meeting. They were told about inven-
tory problems in the store room and tool room, about the
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