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Foreword . . :

Adiguate comnuncation is Lewessdry I any organization, stmpic ot wom-
plea, motda w achicve covtdimation and understanding among the partic
pants Just as pour communieation withm a family causes conflict, su it
does incomplex bureducracies, whee the communication process 1s struc .
turcd by chans of command and wintten gurdelires. For most higher edu
cation stitutions, the conimiuntcation process lacks both the mtimacy of a
faruly and the formalized structure of o Inghly regimented vrganization.
herefore, 1t s necessary for academie institutions to become more aware
W Lunmngnication blugcss n order to mantam o1 mprowe then basic
stiveness and cfficiency: ¢
wlleges and unnersities can be charactenized as information-processing
systeMia Because of the independent and self directed natuare of faculty and
academic departments, deaisions are mote often thap ot based on informal
consensus. I thns consensus 1s based un erioneous information, cffective
deasion making 1s hampered. Cominunication difficalties oceur in three
miagur weas. the flow obinfoimation  getting information to the right people
at the nght time, mformation quaditye devdloping accarate information and
putting it i a form to which people will pay attention, aud the commun
cation process itsell undurstanding how the communication process cun
renthy funtuons md how it nfluences the operation® ol the institution
Procedures and policies that can help improve an aistitution’s communi
cation capabilities will necessatily lead to improventents in management
and_decision makit.
©In this Rescarch Ropgrt, Robert D. Gratz, associate sice president for
academie alfairs, and Philip J. Salem, assuciate professor-ofspeech com- ‘
municaitonn, of Southwest Teaas State University, provude an analysic of =
|

mformation use within colleges and unnestties: Thes descnibe the scope
and magnitude of mtorniation-related programs in higher cducation and
suggest s dions to communication problems m the form of an infurmation
agenda for admnistrators

Jonathan D. Fife |
Disector { |
eric® Clearinghouse on Higher Education ‘
“The George Washimgton Unnversity . |
|
|
|
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This réSCarch report sxamimes mayor themes i the litervatuse velated to
vtganizational commumcation and higher education. Academic institu
tons ate spcial ssstems whose primany, functigros infor mgation processing, :
and, as such, theysare prone to problems conygon among soctal systenis.
Academic insliuiﬁuns have often devoted great enctgy go LUI]]nllfniL.lliUll
\Hl}\ external publics, but then fucus on mternal communication pluL'ium;; .
us}ml!_y has had a lower priotity. Sevaral previous studies have examined
external communication fium an mstitution with emphasis on the public
relations aspects. This repott concentrates on the internal aspects of or
.ganizational communication in higher education.
Three important commumcauon ssues face every administiator
higher education:
P
® /ufurmation flon. Gettng the infogmation, disseminating 1t to the
people who needat, testricting the flow to people who do not need it,
and improving the efficiency and quality of the process.
® [nformution qualuy. Providing communication that 1s pecsutasie and
motivating and creating the gpportunity fur communication that s
instrinsically satisfving. :
® The commuoncation process tself. Determming how communication
- changes, under what cncumstances and at what times patticular (s pes
ol cummunication are most effectine, and how communication infly
ences decision making and decision makers. '

’ . By andlarge, infurmation processig in hngher cdlh.dlluli istmprovised,
not planncd. AlthGugh significant amougits of untc arc devoted to planning .
budgetary, acuvities, peisonnel 1eviens, and othur major activities, the
majonty of nformation disscmmated within o college or univasity s
) comnunicated thiough telephone calls, chance mectings, after commttee
- wtucuses, memotandd, o1 other comparatively sponttancous methods. As
a result, members Who genuiedy need mtormagion often do not reccive
i, speatlic toles and 1esponsibiliaes teman unclear, and informatoa fre .

A quenthoatines i a.distorted form or an untimely manna Because ol
thts unmanaged flow of mformation, svime viganizational dfumbers be
conk sutfoushy vvetloaded whude others sulfet froni igadeguate informa o
ot & “mlormation agenda” may help admiyistiators plan communmcatior
more cffectively. N T

The ¢himate of an vrgamization has an mmpor kst impact on the events . .
that take place there, and one impor tant deternnner of :)h}l cdimate is the
personal stvle of hey mdivaduals in the vrganization: The presstire to oy
cruse dduse supervision and to adopt a burcauctatic personal stale mnoa
compley organizativa ke a unnversity may be great, partucularh for o .
central admmistiator. However, other administzators and faculty may
react unfavorably to this kind ol pessosal style.

The degree of speasalization in the mstitution al,o influences the or-
gamizationtal Jdimate and the mstitution’s commumcation agenda. Me
dism-differentiated institutions are particulanls suseeptible to conflicts
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between.acadenae departinents and the contral admunistrative subsys

tems cver the issue of whether the adnunistiatine o the professional
subsystem will have primary authorigy. -

Individaaly throughout the vrgarization have an impact on the com
munication dimate, particularly when their job responsibiligges place them
in hinking roles between the vrganizaton and others. Care mst be tahen
to match persunal commumcation styles with speafic communication
requirements of jubs or to provide aprropriate communication training
for individuals in pusitiuns with signilicant communication demands.

An organization’s climate influences the people in the unit, and dli-
mates in academic departinents can influence factors, such as turnover,
performance goals, and communication satisfaction. At the department
level, as at the central administrative level, person-oriented climates have
yiclded more positive consequences than system-oriented climates.,

Gathering data for effective decision making is often characterized by
an mformation vverlvad related to the uncertamty of the task. Computer
nfurmavion support has been helpful at-institutional and inter-institu
tonal levels but the day-to-day. decision mahking plousm.sufl s college
and uni . ersity groups are characterized by weak information. i& awide
range of communication finks, and very flenible btmdanes. These prub
lems are compounded by discrepancies in powet that members attribute
16 variouy positiuns and by .unb:z,uuus role dt.fmmum. for kt.) adminis-
trative positions, .

Several patterns of decision making have been dt.bt.llbt.d in the liter-
ature, and adoption of problem-<olving agendas has proved beneficial,
Exammations of the faculty committee system have suggested commu
nicatton problems. the limited sesemblance between the nominal organ
izational huerarchy and the actual functioning of university conmittees,

the use of committees 1n mappropriate situations, and the tendendy of

many committee members to employ a win lose uticntation.

Prupuncnts of applyimg both participative management and manage
ment by -objectise (MBO) incolleges and Wit ersities have suggested there
are certam benefits from using these approaches, When par tiuipative man
agement or MBO has been applitd, attitudes tow ard an institution’s com-
mutication and deaision making systems have muproved although im
provements in perfurmance have been less apparent.

In the existing rescarch on mformation m colleges and universities
there has been no systema 1 attempt to desertbe the mformation needs
of the people who veeupy hey roles in the commumication system. There
15 also a lach of 1escarchon the diffusion o information in lugher education
systems. More rescarclron communication networks is needed to pinpuint
discrepancies butw cen acttal commumcation roles and the roles suggesied
by the furmal vrganizational siructure, The effectiveness of various net-
woutks used to dehiver guality information alsu needs to be stadied further,
as well as the vver ingrcasing impact of problems of infurmation vverload.

Additivnal mvestigations of speaific relation hips between personal
communication sty lv and other influcnces on vigamzatronal chimate (such
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as mstitutiona! size o1 idstitutional diversity) are needed. Studies of the
impact of vrganizational communication cimate on productivity in col
leges and universities are sorely needed.

In the arca of decision nahing,. both rescarch coneer mnb the better
use of data at Iuyku operatimg lovels in acadennua and gencral studies ol
decision making in academia remam ‘lpplupll ate topics fur furthen in
vestigation. /

When institutions have moved bevord an impiovised approach tocom
munication, they have usually chosen an bureaucratic model shat, .|I
though 1t does emprove documentation, 1s tvpically charactenized by limnéu
respunsives.ss end sensitivity to the human charactenistios of the system.
Mot suphisticated project matagement and matfix appioaches have been
far less frequent. Having informaiion avatlable in a dear fashion does not
compel pg(}plc to action, and the vrganizational dimate assumes an im
portan, intery emng role. A critical need 1emains to establish a typology
of conditions and behaviors o mprove the asatlable repertoire of com
munication responses mdividuals in colleges and unnversities mav use.
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Higher Education Communication Systems

-

Oii Systems, In General  ~ . -
A general hnow ledgy of systems helps to aaplam the compleaity of com
< munieatton - academia by providing a theotetical model capable of
tegrating material flom saveral disciplines. Educational administiation,
cducation, specch communication, anthropolegy, soctology, social psy
cholugy, psacholugy, and many professtonal schouls have contributed to
this hterature. Reviewmg the dnerature withan the content of a svatems
mudel s not onlv convenient, but also wil enable us tw'provide an vuerall
picture of what is known, .
. .
Boundaries. A sistem 1s a set ol intenrelated orinteracsting compongtits
{Kuhu 1975). A component 1s the smallest dentifiable unit i a4 system
(Mille: 1978). Althouzh anyvthing may be identificd as a component
objuect, person, role, idee, ete. aset of componenits 1s not a system unless
the compunents interact with cach other. Furthermore, the intetaction
must be such that the product of such activity 1s greater than the sum of
the pat ts. The compunents interact to produce sumcetling that is, e o
fess, holistie, A football team, fo example, s more bohistie than a relay
team because the fuotball team n\ mbds worh together o aaceute plays
they could not accomplish as mdividuals.
The boundary of a system s sontg hind of division that wentifics the
system (Kuhn 1975). Boundaries niay be phasicdl (e.g., walls), abstract

(c.g., propetty lines), suctal, ceonomic, ot political {e.g., a list of members).

Are students part of the school o are they customerns? Are teachers part
of the school ot are they autonomous professionals cooperating with the
school? The answers an adnumistiator ginves to these bouttdary questions
determine much of the desigin ol the entire svsten.

Inputs and outputs. A system produces outputs. Outputs may be things,

products, services, encrgy, ot mfurmation (Goldhaber 1979, Knight and
McDanicl 1979). Outputs ¢ie not behaviors ur mteractions, the, are the
product of mteractions In the dasstoom, teaching iepresents an intet
action, and know ledge may bedentified as anoutput. Although one might
udge the qaality of teachmg (an mnteraction) by ovaluating the hnow ledge
produced (output), teaching should not be confused with knowledge.

Inputs are clemenyts brought mto a svstem fiom vutside, and the,eaact
nature Of inputs 1+ af divase as the natwe of sutputs. A sy stenn tramsforms
inputs into outpuds. Teachmg, fur cxample, transfornes the teacher’s
knowledge and attitudes, the teat, the matertals 1 the dlasstoom, et mto
a package of knowledge presented to students,

A system can control its outputs by manpulating mputs, A sustgm s
constrarned, however, by the quantity and quality of the mputs available

to it. The only way a system can control the mmputs s by produding an
output that can mfucnce the mput. Such a system s sard to have feedback

and is called a cvbernetic system, .

’

System levels. Explamnmg a system by exanunmg cach separate compuo
\

~ ' «
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nent is genctally tedious and a waste of time. Secdom does every single
component mteract with every othar component. Moie often, ddusters of
components form subsystems, which have the propertics of a system
(Faracc, Munge, and Russell 1977).

All systems are subsystems to a larger system. Suprasy stemiis the term
for a larger, more complex system that incocporates a system being in-
vestigated.

In the physical scrences, distinet tons between cumponents, subsy stems,
systems, and suprasystems appear to be made casily because the bound-
aries of systems appear to be phasical. Anarbrtrary dediston by a physicist
or biologist to call une thing a system and another a component can be
rainforeed by an apparent physical sepatation. There 1s always sume ar-
bitrariness, however, when dealing with systems hicrarchies or any aspect
of systems research. ‘

All' surtounding conditions, including the suprasystem, that affect the
focal sy stem are called the eny noument (Sommerhoft 1969). Other sy stems
at the same hicvarchical level ase called parallel systems. Theséactine
entities outstde a system’s boundary are th source of mputs to and the
teeciver of outputs from the svstem,

Structure, function, and process. A svstem 1s identifiable because of 1ts
structure, which consists ol clements that are relatnely constant over time
(Cushman and Craig 1976, Fisher 1980} The most obvious structures are
the structures of objects. These structuges exist in space and are generally
wdentified as bemng “in front of,” “to right of,” or “above,” othar elemeuts
The stiucture s what identifies one object as different from another.
The strrectures of social systems are patterns of behavior, or cycles,
occurting over teme. When a behavioral pattern s repeated and predict-
able, the aacle s a structure. A structured class is different from an un-
structured class, for example, because the structuned class emplovs a
predictable pattern of behavior. :
Some .subs\slcms 1 every system are devote., almost c\t.lusncl\ to
maintaning some pudn.ml)llll\. In an wStitution of higher education,
most stall offices and any offices mvolved 11 internal standards are in-
volved with mamtaining stiucture. Whea a purchasig office, for example,
msists that procedures for processing ordets be followed, 1t mav appear
to be imhibiting progress. Actually, 1ty ensuning some predictabilin ol
activity; it 1s maintaining structure. -
Funecnion refers to the way a system fulfills its purpose (Dance dnd
Latson 1976, Sztompha 1974). A subsystem that sechs to maximize func-
tron could do so tg the defiimentof the sttncture. New university programs
ate a typical example. ally, such programs are allowed to bypass
eaisting structures untid their enrollments are well established. Too many
caceptions to the rule, (g the same prograim ot from maey, will threaten
the legiimacy of the structgre. Sume structure must be maintained no
matter how important the function.
A particular role or subsystem can be tdentificd by erther structure or
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funcion. Fur example, o teacher perfornga regular and predictable ac
tivity called teadhing, The subject taught and the hnowledge produced are
outputs. Pasuns who labdds themscves as teachers of speech communi
cation, for example, have wdentificd both the sttucture teaching * and
function—knowledge of speech communication.

Process tefers o svstem Changes over ttme (Cushman and Craig 1976)
How can the decrcase i enrollments be stopped? How should programs
bue adjusted to meet the challenges of the current cconomie situation?
Thiese questions seeh an analysis of process and wie concerned with cre-
ating ot preventing change within lln. svstem. These questions are about
a sastem avolving ur adapting to coitmgendies. Process analvsts seche tu
duseribe evolution and contingencies.

Although the structure, function, and process ol systems miay appeat
techmical or difficult, we all use structural, functional, and process anal
vses i out dav to dav thimhing. All deaistons mvolve sume assessment of
how things are Problem solving, for example, assums that a person sees
somcthing thet nught be called a problem, making a choice assumes that
a pursor, sees the opportunity for chotee. Such a prelimimarsy assessment
15 astrtecttral analysts because 1t imvolves recognizimg the airanganent of
events ot wompotients. Any mcrease m hnowledge or familianity of events
is the product of a structural analyss.

To mahe a decision you need to know mure than what s available,
you must have sume idea of what vou want. Determiming what vou want
ol es o furnc onal anady sis because trequunes assessing dosited outputs
and the potential for avarlable acrvities, ot mputs, that can produce those
outputs.

Knowing what 1s avalable and what 1s pussible must be contrasted
with what s desited You mav want the satistaction of cating a cheesecahe
{functional) but also know caeto 1s no cream cheese e the house (struc
tural). Giuen the arcamstances, vou will chuo.e a course ol action vou
believe has the greatest likehhood of vicldimg the most beadit You miahe
a contingencey decision. You complete a process analvsis

“In this monograph we are concerned about the structuie, function, and
process of higher cducation systems and the communication that oecurs
in these sucial systems

On Communication and Social Systems .
The structure of communication s displaved i the flowchart i Digure
1. Each Crepresents a communicator, and, although € niay be a culture,
a souety, an audience, o an aspect of a persunality, the stiuctuee of
communication s more casty understood of Cas regarded as one hunian
buing.

C's produce M's, ot messages, which aie symbolic outputs packaged
i sumne physical form  sounds, spatiad anrangements, touches, cte The
phusical aspuects of messages are not what separate them fromy other out-
pr.ts, rather, the destinc ot i that messages are outputs with the potential
to miluence bevond thenr phvsical attrnibuics When sonicone savs, ' Conu
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Figure 1: Structure of Communication
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1. C and C are Communicators (¢ ., humans, groups, organtZatiens, ¢le.)

2. M, and M, are Messages produced by the Communicators.

, 8 . . ~
3. Ris a sodial o1 1ole rdationship that the Communicators may share
(c.g., superivr-subordinate, friends, ete)

4. Es an Episude, when Messages become part of a dialogue and not two
monologues.
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.
hare,” for example, the micssage 1s pachaged as @ sound, and afthough the
Iistenet will react to volume, tate. or pitch of the sound. the histener will
alsu tcact to what the sound mav represent. In this case, the sound may
tepresent an mstiuction ot mvitation for the hstenet to apptoach the
sender of the message.

What the physical aspects of the messages tepresent, the symbolhe
sighificance, 15 usuallv thought of as the svmbol’s meanmg (Betlo 1960).
There are, of course, several meanings for any message The sender ol a
message may intend the message to represent one set of thoughts, and the
listener may understand the message o represent ancther set. Funtha
mote, the sender’s and the recenet’s view ol the meaping of @ given mes
sage is altered by the messages that came betore it and the messages that
came later. The tmpottant thigs to remember are that the meanings of
messages are - the minds of the users of the messages and not in the
tiressagds themselves, and that meanings change as part of a conversation

The werons from M, to C, and from M, to C. ate displavs of the ability
of hunians to momtor the vwn messages (Fisher 1978) Individuals can
heat themsehves talk ot watch themse” oS wiite to judge whether the
owtput was what was mtended. This s o 1y important loop. It suggests
that the only person who canevaluate a tie sage with respect toits motive
is the person who prodaced it.

My and M, are directed at R, the relationship or amy specally con-
structed 1eahity (Pearce 1976). A telationship s a sucial context. Relation-
ships may be very personal (.., fhiend, lover, brother), informal
(acquatntance, student), os-formal (supetot-suburdinatd). Al the C's m
any patticular 1clationship mas be part of the communication (e.g., both
pattics to a martiagd), but commumcation often happes when onhy a
pottion ol R s presunt (e.g., mother talking to daughtet as part of family).
The mpottant thing s that relatonships will mfluence how one com
municator sees another communicator’s messages (Swanson and Delia
1976). This is the eaplanation for Message, not bemg aimed diectiv at
Communicator; and for Message, not bemg ammed ditecth at Communi-
cator,. ;

R prouduces E, an eprsode (Peatce and Conklin 1979) An episode is a
seguence of messages in which one message influctices another: Sometimes
this patternmg i the messages cair be deaphered by nearlv anvone, but
at other tiies the patterning 1s recognizable only to the comnminicetors
In the latter case, this means that either the relationship s very personal
ot that the relationship as a soctal context that vou, anobscerver ot intruder,
are ot famthar with, I vou have ever entered an ongoing conversation
and had to stup to figuie out what was going on, you hnow this circum
stance.

It 1s from the episude that communicators learn what cach other s
saving. It s lrom the context of what was said before and what came later
that we haallv detcmune the meanig of a particular message ”

Both R and L e in dotted lines. Sumetimes people talk m the presence
of uther people with vers hittle regard tor who they mught be talking to
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or who might be listening to what they are saying. Sumetimes people talk
. } to themselves while other people watch. Jnst about the enly pattern that
emerges is d turn taking patternin which one talker stops while the other
person talks (Berlo 1960). There is very little influence by a relationship
arnd very little patterning in the cpisude. There is also veny little com-
municaticn benween such people, .
Salem has two aunts who talk like this. At a family gathering, they
willbombard cach uther with the latest news about cach other s families.
Tt is obvious they have not developed much of aclationship.because the
only pattern jn the episode is a turn-taking pattern. (Sometimes this dis-
appears and they both talk at once fur long stretchés of time.) I you
) recorded their “conversation” and deleted what one of them was saying,
what would be left would sound like an informative speech on the recent
history of one of the familics. Each aunt is 0 busy «eminding herpell about
) the wonderful time she had last year that she never hears what the other
is saving. ’
o “The dotted lines also account for the circumstances when the com-
. municators have different ideas about what their relationship ts. You may
tliink you are talking to a friend, but the friend miay think she s talhing
~tuacomipetitor. The-episode will-h wea very erratic pattern.
The flowehart also has (wo different lines from E. one line to C, and
. one line to C_. These lines represent the tendency for cach communicator
to recognize different patterns in the episude (Laing, Plullipson, and Lee
1966) A goud way to judge if two communicators understand cach other
is to compare their impressions of an episude. The mote these two mpres-
sions are similat, the more the two communicators understood cach other.
Information is the term communication scholars use 1o discuss Stius-
- ture. The information theorist is concerned with fidelits —the eatent to
which the structure of ung person’s messages is cea Iy represented i the
other person’s reception of the episode. These thicotists are concerned with
the extent 1o which twu peuple see the same structure m the eprsudes. The
extent to which people understand cach other is the punapal mierest.

prrE——

ol investigation. ' :

Communication is alsucexchange, inmvolving exvaluation and persuasion,
of pzll'l?,éhfl'igg‘l:ccl'll-is_tlhc value of ‘messages, the eatent to which mes-
sages fromad particular c6mmunicator will affect what the communicator
can receive from the episode and the extent o which the episode will
influence the messages produced by the communicator. The idea of ex-
change, evident in Homans' claboration of social eachange theory (1974),
inmvolves a concern fur the fuiction of a cummunication system. How do
miessages and episodes change over time? How do the stiucture and fune-
tions of-communicators differ from oné time to another? What feedbadk
is necessary to improve growth and prevent drag? What cycles alter the
system? What cycles do communication systems move through? These are
questions about process Communication is an infor mation eachange pro-

cess. .
© a Organizational Conmunication » 9
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Communication systems differ from other social syStems.only in that
the-nputs and outputs are messages and episodes Inforimation processing
: 1s only one aspect of a system. Systems also process njatter and energy
Higher education is no different. i
) P Sy “

Academic: Systems and Communication
A college or university existy in a physical emironment This environment ! ;
influences the nature of raw materials that are comverted into classroom ’ .
. buildings, dormitories, offices, and libraries. Other matter-energy flows -
include food, electrity, office equipment, and audiov isual material When
an administrator completes the apital outlay and the maintenance.and
. operations portions pf the budget, the organizational subsystems_con-
= cerned-with thie physical plant are set in motion. The roles in the lower
’ echelons: of these subsystems process very little information; they are
converting, moving, or maintaining matter andlor encergy. e
The remaining inputs to an educational system comé in the form-of
anformation. The psychosocial environment of higher education provides
) social norms and values, individual needs and personalities, skills, knowl-
cdgier ete. These inputs are recognizable only to the extent they are ac?
tualized in inforriation ur sone communication activity, What seem to
< be fanrly, abstract mputs are casily identifiable as degrees, certification
e _documents, lectures, rescarch, and many varieties of talk. Social input is
’ 8 inherently symbolic-and-packaged.as_information. . \
The cconomic environment provides/a method ol ekchanging -gogds
and services. The input is money or several forms of money. Money itsell
may be regarded as information (see Miller 1978). Certainly all those
K ~ arufacts of ceonomiv exchange (im oices, receipts, ledgers) are informa-
L tion, . . S e N C ’ .
The pohitical environment onstrains higher education insofar as in- —
. stitutions of higher education have'little or no direct impact o the inputs \
° recetved- from-goverament. Some institutions receive economic imput from
o government in :lhc form of budgets, but all institutions must act_ within
- the rule of law..This more general mput comes as regulations and policies  ~~ T
- from vartous governmental SouTces: Agam; the inputdsinfommation. - _ __ ¢ |
i Higher education 1s prumarily an information-processing system, aiid :
the various ways it prowesses information will be examined in the next
VA hapter. Communication ditficultics are more than irritants to such a
. ™ system; they are life-threatening. What is more, if such difficulties should
appchJ)_crvasi\fc, the very legitimacy of the contrivance is threatened If
proplewho are m the business of communication cahnot communicate
amgng themselves, knowledge will not'be pursted in current organiza-
o~ - ~—ional settings-(sce Prrow 1970). ____° . R
_ Higher education 1s simular to all social systems in that it-is contrived.—~ =~
(Katz and Kahn 1978). Colleges aind™ miiversities are not physically or .
biologically deternuned events. They are purposefully constructed to >
__mamtain some predictability of activity, to define a functional social struc- e

e A

ture. .o ’ -
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The cpmponents of sodial systems are roles and role relativnships.
Culleges and universities dv not employ the-whole person, but.a.portion
olaperson’s behaviotal tepertoire that will be combined with other 1oles
to form sume sy mblutn. and predictable relatienship. In any uncz.uu/allon
the people themselves are patt ol the sucial i ironment, and the uanU) ee
\‘ . conttibutes shill and labor ineachange fur sume reward. Parntal inclusion

is the term Allpurt used to desuribe this segmental imolvement with-a
- socm\l\svsu.m (Katz and -Kahn-1978). -.
An organization, then, begins with alist of behaviors that are t..\pu.lt.d
10 be performed-in. the cottteat of ot ganizational roles. It mduces people
1o contribute -behaviors that_fulfill thuse expectations, aii,it provides
mechanisms o ensure that such expectations are-met 1 a-predictable .
fashion. Some structure is necessary to ideiitily.a _SYstem as a system,
Mcarar (1975) argued that lcm.hmg I DOt an.activ ity that is is part ol the
structure of higher education, e

~

—

- Collcges . . . arc not urganized education. if one defures them s way they
: appear impuossibly (hsu:g,mmul and mept. . .. Rather schools are organ-
iZations processing anciliany 1esonrees for wuul ac i ites whose ntedn-
] - -
<

_ ing Is established and controlled elsewhere (p. 4).
Merer’s argument is based on a description of what colleges and uni-
warsities actually do control wath respect o education. Adnunistrators
fullow furmal guidelines for every manner of adiniistratine behavion from
transferting funds-to-1epurtmg schedules, What theyx-admimster—cdu:
cation  “has no-mstituttonal guadelinies that define .\pu.lc.d behaviors of

. cducators v n they ‘teadh. lg’\smunmc séldom, f c.wl,-lu,quuuL
spedific behaviors or methods of teaching. Rather, they leave sm.h contiol
to others and manage only definitions by ensuring that a “bona fide”
teacher is in an “approved” assroom with “registerced” students, )

Thus, Eeont 1, a3 an vrganizational clement, Ias nothing to do with sub-
staninve nshiuction w ceononites (whch would 1equire some surt of vr-
—  gauisational definnton und conrol). Lt s an_assanbly_of w_centficated
. and assigned teacher, a ugululul list of students .. . a space and some .
resources (Mever 1975, p. 6}

i

S
|
I
|

” .~ J
When these elements are brought together, education is expected to take
place. . .
Mcyer (1975) condludes that dediston makers attend to pragmatic del-

. mmum ol changes moure than to than intemal mplications fun mternal

_activity. The course. name, the depariment name, the dq,l ce name change,

but liu_. activity does not change, v the activity may ‘.Imnf,c as long as
T e sande ndime cairbe emplogid. - <

This may be an ovatly pessinustic view, and surcly unionization and
duuunldbxlll\ have brought greater attention to the activity of education:
Howevef, our vwn survey of the rescarch on communication in hlz,hu .

N .
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education administration reveals that nearly, all sucli rescarch is about
external-communication: . ' .
e with local go\'clfnmcnl officials (Bard-and Olinsky 1974)
® o prospectine studenys and families of prospective students (Carlson
zmd'Bo;rch 1976; Treadwell 1976, Whalen 1975, 1hlanfeldt 1975)
} @ between schools at the same or dilfeient levels (Dobson and Dobson
T 1977; "Donovan and-Schaicr 1978, -Goddu 1976; Ensign -1974; -Boldt _
1977), alumni (Williams 19793, student services (Kelly 1975, Otto 1974), ’
institutional advancement and advertising (Stear 1977, Hull ¢t al. 1979, »
| gRowland 1977; Peltason 1979) o ' o :
: ‘ -® about evaluating external communication in general (Goldhaber 1974, Co
- DeSantis 1978). M ) '

- » -

M N

rararealy

From Meyer's perspective, this body of research and the trend-it lollows

represents just so much checking on the legitimacy of definitions 1t is :

research directed at improving those means to verily categories, and it-is

. research descnibing those methods most likely to convinee elements of the

environment that theappropriate terms are being used.

Meyer’s uritique is enlightening becagse it rcfninc!s administrators of
: -how little they can control.directly. Some structure is necessary for every

social system, but higher education appears to be loosely structured only

with respect to activitites that are directly a-part of education Higher
\cdycqlion possesses a tight structure on the delivery and processing of
~ancilliary services. 4 . T .

; ' Theprocessing of the matter and energy that is part of ancillary services
- - such.as building maintenance, the bookstore, or the cafeteria happens in
atight s;lruclurﬁt[job\pﬂucdurcs, relatively close supervision, and mon-
fclm:y..cc‘\m[d_s*.__\‘h’hal Meyei suggests is that the information-processing
activities associated withactual education do_not exist in such a structure
When an académic commmitiee fapproves a nmﬁ:dﬁ%@,}ﬁc&nnmiﬁcé is
only approving the description of the course, the “definition""as Meyer

- said. The committee-approval signifies that:the course meets socially ac-
= ceptable definitions, and the committee assumes that the course will be
taught within the confines of a socially acceptable definition of “Teachmg ™
The actual teaching of the course is not supervised, but is left 10 the

-professional teaching the course. It is because the actual education activ-
ities are-indurectly controlled through the. management of the definitions ]
that Meyer called this phenomenon a loose structure, = ¢ 7 e s
. All this suggests one other attribute ol higher education systems. They
“. have.diverse histories and evolutionary patterns. Organizations may all
have the same programmed responses-to change.-However, the contrived
nature of social systems is such that_the common-methdds of responding

"3

‘are dilficult 1o perceive: This difficully may beléss a problem withr o’
v . _ _..ganizational behavior and more a problem of organization theory It may
. be.reasonable to assume that in a given set of circumstances a particular
' social structure will emerge for a particular function, but to maich én-
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. ‘ironment to structure to function requites at least a typology of all three
o1 a-trait measure that can be applicd to all three, Sm.h suphistication is

o only now cmerging. . e .
T\ enil-such L\U'UllUlldl\ patterns could be discerned, the adlmms- .
trator is less concerned with determined reaction and more concerned . .

with pmpuscful action. An administiator needs to hnow what feedback 1s
necessais to control.the arcumstance, The-optimum situation would be o
R _.one lhdl provides.the negativefeedbach needed to.move_away.from_un: 1.W._._‘.M
ﬁ\umblc ones Very ittle literature on higher cducgtion administration
. ‘appluuhus these. plub'luns ufadaplalwn and ruu'glu‘mun diréetly, .
. Since social-systems are contrived, dedisions are required v define :
) sodial structure. Although there is little literature about the adaptation
. and revitalization of structures and functions, there 1s considerable ht-
g crature-about the devision making processes needed w construct, destroy,
o1 modify social systems. Cummunuamc process and sodial process come
together in a decision. The emergence of decision will reveal much about
the contrivance of a re dllunshlp (R in the fodel) or a social systent.
2 Wehave organized the remaining chapters of this nionograph unda
’ titles appropiiate to.out definition of communication and tu the cirrent
termifiology of organizational rescarch. The neat chapter will eyplore
problems related to information, from ambiguity to-overload. Since-m- -
formativa processing 1s the )Illl]dl) Ium.uun of highet cducation, it seems’
apprugriate to begin 4n cxamination of this type of problem. What
is more, exchange ahd process will not occw without information.
o The _chapter following focuses on communication exchange and or-
- © ganizational Uithate. Topics iy pically assowtated with these terms are :
aotivation and satisfaction. We will present information about ¢ mmu :
nn.am ¢ function, the eatent to which messages and cpisudes perstade. -
“Finally, we Aill pILSLIll the literature about communicatine process

and decision mal\l!ng. } .
- L}
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« *  Introdiction . -
In the last chaptet, we described te ganieral relationshipe, betweeri higher
cducation and commat cation. Cou amunicailr was, defined, and we pre-
sented.a model-of how the nfur nmnun ach .u{,% prowess works. In this
chapter, we will extend i vodll 0 scthod of reviciving wmmung- -
cation problems aswcmtcd Nol ..fnrm ‘tion.

This chapter bc.;__ms with at acineweedg aent o7 the origins of contem- .
porary_im estigations of |nl'u|mau\m n. tafo.mation processing. These
carlier works were not designod to © \plm.l a'"commumication, and They
did ot address problems of persuasion w1 i ommunicative develppment.
These pioneers were mostly concerned witen - fidony of communication: :

. They wanted wmmummllun to by Jear enough fer jeople to understand

. cach other. - . -

7 ‘The great strength of these cas e, works was that they pointed out .

. much of what we all take for granted. T, 2y analyzed the message, mahing .

distinctions about s content and the nature of the language used. They

- categotized the ways mwhich we communicate and geeognized that mes ;

: sages thdt arc spohen have different meanings from- thyse that are not. )
Inthis chapter we review litérature 2byut three information prublems.

(1) uncertainty (Du pu.gplc recene the information they need?), 2) timeliness

. ajd distortiun (When do they get lhc needed information? Jsitin the most

- au.umu, and usdful fonn"), and’ (3) ~verload (Du people get too much ’ :

- ,u;ful mation?). From this review we develop an “information “agenda,”

which me hope will help_admmistiators in lug,hu LdllLdllUll plan cum
: ~ < nunication more cffectively. - .t .

Key Concepts '
) ‘A‘historic‘tl note. I 1948, Claude Shannon pul)llshcd an essay that intro-
: . duced the “mathematical theory of communication.” The theony protided -
S apset of technical tams fur dLSLIlblllg infur mation-and a ﬂuxulnul -that
anudeled the transfur of mfyruation and bug_.y.blt.d amcthod fu: measuing
. and analyzmg such flows. Infurmatign theory was boin (Shannon 1948, .
R Slmnnon and Weaver 1949).. ) -

i Shannon initially was interested in the Llu.llulllt. aspectsof data trans .
oo fcr—ﬂ}&oﬂgmn}H}eofﬂhd—m;&-auuum—fur d]&-d&bul—l&l oftheinformation__
. provided by-the source ot the value of the information to the receiver. -~ |

The entire model is best understood by considering a telephone con

- ersation, An mbormation source- a person holding a phong - constructs
a-message that is spokent into a transmitten (the buttom portion Of the
common hand-held phone). The transmitter conveis the mussage into a
_signal (electrical cturent) that is fed into o channdl (phone Hnys).. Ty
T Channel caggies the signal 10 a recejver (the top purtion of the handlield Te
phone) that reconstiucts the message ‘and mahes it availaole to the dos
tmation (the persun on the other end of the line). At each point of c.bn
version from signal 1o message u1 message to sigral and espedially in tln.
~mosvement.of the signal m the chanacl, there is danger thatthe amount
—uf mfmmallun bLll]é communtcated can be dimimished by a distuption .

— i
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- ut alteration in the signal. Ihl. name for lhxs dlblupll\t, qllpnl is noise. °

. ~ A poor phone cunnection is "noisy.” . . :
- There are several ways to overcome noise. A source ma, repeat the

nlLde 2 or try to rephrase it A source may try a different Lhdnm.l and

. call’ m,:un -hoping.to get.a. new” phone line. The souree may_call | sumeone

’ with a better phone system {clearer channels) to relay the nu,ssaz,c ln a
Ny ‘- \\r.llqn message, the words alone may be insufficient, and su a pn.lurc

~ dlagr‘im or-table might be used. In a face-to-face communication the .
— ﬁpuken \wl(m«x_b«r.xupplyumiand_mn.m_u_d.b) a touch, tune, or -
guslulc All these miethods of reinforcing w u.pwlmz, the message are

called redliiitdaiicy = ; T
Berlu's.extension of carlier communication models 1s noteworthy be-
. cause he Tried to account for psy chological qualificrs and to model, the
gy transfer of infurmation between two humans (Bulu 1960). He dlbt.dldt.d
the-terms transmitier, dutmulwn and signal. Ir}hm model, the source and
1receiver are humans pussessing hnow ledge, a(mudu. and bl\l“b, the source
. andreceiver must alsu be understyod as n.pn.sunhlnu of sucial systems
. and cultures. The source maaufactures a content (an 1dea) that is {uded -
(pul itua lan;ludg.u) and sty lized and transfers the final symbolic paciage
by chuusiniz une O more sensory channels (scunz,, hearing, cte.) as a
) methud of transfer. His eaplanation of human communication included
_anmtegration of scveral learning theories, theories of attitude change (e.g.,
Janisand Hu\ldnd 1959), sus. tal psy Lhulut,) (Mcad 1934), sucial psydhiatry
(Ruun.f) dlld Bateson 1951), and bcll&.l'dl semanticd (W Juhnsun 1946,
a;,akaua l949) This sopice, message, channel, and receiven (SMCR)
. modt.l was lhc*basxs for a generation of rescarch,

One of ll§c strengths of SMCR was Berlo's taxonomic_rigot. lh. sub-
. divided the term message’ into content and vuxh.f noting that both content
. and vode have elements organized in a structure and that all portions of a
cmessage are “treated” ot stylized to reflect the various mternal charac-
- tenstics of the source (Berlo 1960). He noted that the term chammel has
- "been-used 1o mean the matter ot energy pachage of the message (the
a:bnali the mechanism that mahes these. pm.l\dz,us transfcrable (the tres
miifer and recenver i the old Shannoi modul) and the .n.iual mcthod of
ey g these pachages frum une place 16 another (Slmnnun 5 uuz,lnal usc i
of the term.channel). He remimded his contempuoraiics ol the importan.e” ~~ :
. of definitional clarity m the gonstruction of their owin models. \
e These general mudels of the mformation flow were tust applicd to the .

viganizational conteat (a relationsiup in the model presented carlicr) by

Redding (Reddimg and Sanboin 1964, Redding 1972) and later scfined-by

Lo, Goldhaber (1974). Thu haie been bL\lel dllundlnc mudcls presénted

t
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Uncerfainty and information. Uncertamty 1 the inubility to predict a sit- -
~~ uation or the outcomes of a situation (Galbraith 1977). Sumc situations |
are mherently more unpredictabie than others because they mvohe more i
factors and because some factors can be combined in myl e ways llmn |
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. others. Thc flip.of a coin 15 casier to predict than the turn of a card because
onI\ two “outcomes dre possible-for-the coin,.but fifty-two outcomes are
possnblu for the tards. More random corbinations are possble, of course,
with two cards than with two flips of a coin. |

Shannon was faced. with the- ploblun of reducing the uncertainty in
u.h.phonc communigation., Ifa  message o1 electronic element reduced the
_number of consequent messages or ¢léctivnicelements-that needid to be
consndc.rc.d or if a message or electronic signal reduced the apparent ran-
domness in a.situation, the message or u&nal provided information. The

. amount of-information was measured by the.amount of uncertainty re-

duced. He consiructed precise -mathematical formulas to describe these
relationships, , ‘

The appllc‘..son of this model to human communication systems re-
quires some psychological qualifiers. Uncertainty, for example, was rep-
resented as a-mathematical index reflecting the variety and frequency of
various electronic elements in the system and the probabilities for their
Tuse; a physmal circumstance.couid be-measured with respect to the un-
certainty in it. Such an ;ndex also reflects the amount of mformzmon that

can be reduced. .
. Or&am/allonal researchers have attempted to construct similar in-
dexes of-task complexity (e.g., Van de Ven and Delbeeq 1974) that, in turn,
should quantify the information required-to complete a task. A problem
develops, however, when one trlcs‘to .use uncertainty inherent in a phys-
1ological circumstance to explain doubt in the mind of a human who must
perform in-that circumstance, The amount of information required 10
complete a tagk is determined by the uncertainty inherent in the nature
of the task and, simultancously, by the perceived uncertainty in the mind ”
of the person who must perform the task. An experienced dean of a school
-that offers dmrsc'dcgrc.c programs in a variety of disciplines may, in fact,
require_less. information than a new dean- ofa school that offers a few
Aégrees inrelated disciplines because the new dv.zm has a greater per u.nv.d -,

- —unccnalntv -

Information is not data. Data are stimuli with the potential to become
informative or meanmgful (Garrett 1973). When data reduct uncertainty,
there is lnform'mon If data do not afféct- the level of uncertainty, there

- may be redundancy. Sume data may «.or)fusc other mfmmatwn and, therce-
fore, act as a sort of message noise. Data do no tome infor m'\me
they impreve- famlllarn) (Ackolf and Emery 1972) or are: usdul (Knight ‘

and McDaniel 1979). Uiility is not inherentin the natuncofdam but—xTW
is perceived by commitunicators in i creation ofilhur episodes.

_.A particular message-may become information . because tht comniu-
nicater -perceives something mc.anm;_.ful in the physical aspects of the
message (e.g., getung roses’instead of dandelions or getting an interview
with-the boss-instead of-a-simple phone call). The message may be infor-

mation-because the communicator percéives some mc.anmg in the words
that were used (e.g., “satisfactory work” instead of “ outstanding”). The
communicator may sce the order of messages in the episode as meaningft.l

3
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(c.g., the first question ashed in the emplay ment interview was about
~ arital status). A message becomes infor mation when a potential sy mibolic
impact is perceived ‘by a-conumunicator. The messages in the episude
generate the communicator’s perception: and the pereeptions, in turn,
~determiiic themessages-the commuicator will offer as-part of the come

time, -the products of perceptions.

With the exception of the ancillary h‘: vices (maintenance, the physical
plant, the-cafeteria, etel), every other actnaty performed m g higher ed-
ucation system is information processing. Information changes its form
from -lecture notes to a lecture, fram roygh draft to manuscript, from
commitiee meeting to minutes, from telephone comersanon o memo,
Information is often comverted from one language ot sét of symbols to

lated” into language suitable for alumni o1 a professor “translates™ his
ot her tescarch into language suitable for a particular dass. Infurmation
"is also related to other infurmation to arrive at decisions o1 to mteLpret
the significance of a particular picce of information. When the mput is

' infurmation and the vutput js infurnation, lhc.b).sh.'n_l Is prucessing in-
formation. . Tt . .

- If. the vrganization dovs not provide all the needed mformation, suine

: P' uncertainty will iemai. A membet of the urganization nm_y'\( ait, defaying

action wtil the ngeded informationas provided, o1 the member may act
o withuut the needed information, rishing crior. In any event, a lengthy v
, <« persisient petiod of uncettamty may lead-the nieber to escape from the
situation  to leave Yhe university . Most uni. cisities, fur example, attempt
"o issue contiacts atla spedified time m the academic calendar . 1 contiacts
ateaery late, faculty may keave inspite of assurances from a chairperson,
Very often, i the needed information is not provided., & person may
“absorb the uncertainty™ by. “reading between ihe lines™ to fill;in the
missing picees (Mdich and Simon 1958). In,other words, members of the
vrganization will supflement meompletcmmfor gmtiun with sume of theit
own hunches. The imomplete 1s made complete, often i an unimended

way. Uncertainty m®y result in a (Iih)rtcd message.
e ___ [ the viganization does not provide the needed information, s mem-
bers may be_required to find the necded mformation onthieit own. New

. " The university cannot provide all new members with the specific infor

nution they may need. The nev members must initiate theit own com-
-nunication to satisfy their needs. .

= ——__ Theasnadffortiequired to teduee a pusonal uncertaingy s gencrally
' casy to-maintain fur a limited 6cllud. such as a first year, If eatia effort
bevomel the norm, A will drain the member of the urganization. The
demands to produce unc’s own pyrsonal infopfhalon nay require, effunt
beyond ond’s capacity. This type of infogmation oy 2rbsad 1s generallyree
—ugnizadas“burnout.” {1t is hikely TOGCTar munew programs ot depat tinents
. dhatseem 1o constantly change gdals‘_qr faculty 1esponabilitics ot in uld

he L]
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tinuing ¢pisode. In this way, messages contribute to-and-are, at.the same

anofher CExamples of this are when the same eaceutive decision is “trans.

faculty members are often faced with ths situation durmgthen fiust vear,

a4




PR proxzrams lh.ll do not revise absolute g wals ot responsiblitics to meet dlan;,cs
_ Just-asone fire is put out, another isstarted, -
In an atteinpt-to reduce unc.ulaml} an organization ma\ proyide too
mugh-informatidn. Then a different, but more ob\wus. owrluad is pro-
. duced JHow _many memos ary, really needed 1o-kacp.eseryone informed?
‘How many -meetings do-some- nu.mb;.rs rmllv need in order to stay in-
formeds. How muttrgfetail is really ‘needed? Reducing uncertainty most
_effectively means providing only the infor manguéttlxrg isnceded. |

- [ W . v

_ The. conlen! ‘ot communlcalion. What can mformauon be about?: Whal
< types of mformalwn do people need? Mt.smg.s may be Llassnﬁul b) their

R contents. et
Mc.ss'ag,c.s and LplS()dLb “involve one-of three COI“L!][S T..lbl\ messages
. ard about a job..a problc.m a result; this content contains datdf necessary

- for one or more communicators to accomplish their assignment. Policy
.messages deal with organization- -wid¢ concerns and define, alter, or aug:

. uonal-p;.raonal matters such as salary, eva nlualwn;:, and purely social topics
" such as family, gosslp, sports, or diets. Tdbl\ information enables individ-
_— uals 10 fulfill-th@ir responsibilitics, human infdrmation motivates and
7N atisfies, and ponicy information defines and clarifies responsibilities'and
prou.Jun.s All thSL\D pes of information are pecessar, ) lo constitute any
© social system. ' M~ ~ 1
An exhaustive list of such contents in Inghu cdueation is impossible.
.l Teblg 1 displays sume common examples of thethice types of content?
.
Verbal and-nonverbal communicatjon. Verbal wmmunu.mon refers o
~ nformation presented in surae Img,ulsuu form, in some language. Non-
- verbal communication refers o content obtained in nonlinguistic forms
such as voice inflection or touch. In a social system as diverse as a uni-
versity, the choice of language is critical. The message must be presented
i a language appropriate to the roles participants assume in the rela-
‘ tionships. Jargon, whether bureaucratic, bovclnmcnlal, social, or disci-
pline-specific, wiil casily change information into noise if the participants
. are not directing their language at the appropriate audience. Similarly,
. . an inappropriate gesture, louc.h or movement, will cloud otherwise clear
. Iang,uagc., ”

4 '
. .

- Vocal and nonvocal communication. Communication’is vocal if it involves
spekeh, All w'nmunu.allon not expressed as speech is r2onyocal The most
common type of numseal comniunicativnis written cummunication, Very
often determuining whether to put something in \\rmng\uan be a crucial
* important. )
The verbal and vocal distinctiuns are important s hen consideti ing the
amuunt of information that can be communicated in a particular circum
stance. On the ‘lclc.phonc, information cannot be communicated nomo-

’ - - .
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- ment formal role relationships.'Human contents include some organiza-

decision. For sofie, the fact lhdl information |s in "black and white” is_
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| © Table:1: Messages Classified By Content
| o :

.

| TFask Messages-—mc.ssagcs about the ]Ob

—_ test orders .- ‘ . .
R i ~ > N " N v

: : pur(.hase. ordérs - : : o~ . .

o class assignments C T :

S rcgistmtion’form's‘ ) i

‘ most faculty: mcetings
! " grade feports - o W - .. 7 .
{ - N
P Human. Messages-—dlrccud ata puson about a person . -
) i : >Our Salary \ . - T q:
Lo marrlagcs divorces, births A - - . .. .
> . - .. -your evaluation . .
i > friendships - o ;
: oo jokes S
e RS« : : - :
" movies, plays, sporting events - -
.. Policy Messages—directed at formal roles, from the organization about
the organization o . -
sa}z)ljy schediile = . . R
- school calendar (deadlings, etc.) ; . .
job descriptions . . t I -
~— " organization chart _ : . '

. formal evaluation procedures . . -
—/ . “instructions for Lomplulng a form oo T . .
e registration methods ,

. ‘ , ;
«ally, and nonv erbal information can be vofiimunicated only through aspe 1S
of speech such as inflection, pitch, or volume. A letter or memo Itas an = .
atyantage of apparent permanence but will not communicate information

) . through, any vocal device. Fage-to-face communication will provide the
. * most iformation since 1t communicates both verbally and non\crbally '
e and both vocally and nonvon(ally - --

o , o
! v Methods of communicating. How is information diffused? What methods :
. are used to connect communicators so that messages can be exchanged?
. The answer i0 these questions could be any of the following: a bulletin,
ELL a memo, a policy book, a letter, an informal discussion, a committee
: meeting, a public presentation or speech, a film, or the telephone. These
. . different devices have most often been called channels in an atiempt to
extend Shannon's earlier work, described at the beginning of this chapter :
‘ -1, Because of the confusion surrounding that térm (noted carlier), we shall
‘call these.devices simply methods of conmunicating. - .
. . -~ O~ - . . . e
. N > N .0 — -
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. Weshall-confine ou dlsuxssluu hete to a consideration of the planned
use of methods of cumnmiunication and the unplanned v improsised use
We shall idenufy those planned methods and compare them with simila-
impiotised methods. Wwe will then use this assification in the consequent
hterature 1eviews m this monograph. A more extended development of
this classification schieme may be found in Jolhnson (1976, 1977).

Tlie {irst planm.d method is called-documentation: A document is a
written or typed method of communicating that confurnts to an oigani
zational standard fur presenting a message. A form, such as a voudher, is
designed so that speafic infurmation (prices, dates, ete.) van by cmcnd
1N Lertain spaces ol a page. Pulicy statements ate often wiitten duoldmg_.
to a required scheme speafying what information is requited, ihe vider
of thatmfur mation,.and sume notation method for wentifying pages, par
agraphs, and Iimes. In a university, documents also include notices,, Lon-
uacm bulletins, ang formal reports. { .

A document 1s a planned method of, communication because-of the

._presentation sclienie. Sumeone, sumc\\ln.u constders what has tu be put
in prmt and what the most uscful lm.lhud of presenting, storing, and
retrieving the neededanformation is. lmplu\lbcd written, ur printed forms

(letters, memos, nuics, et J ueeur as the nu.d arises or un the spua of the
momeént. ' ;

A second type of plaimed method of communicating is called meplanmed
furmats. This method may mvolve few or many communicators and is not
mediated by print o1 a form of print. Communication is limited, however,
by an agenda. Interviews, conferences, sume committees, and nearly all
public cummunicatin are prgpl‘mnul One vt more of the participants
thinks about the content and the order in which it should be presented
Formal rules such as parliamentary procedure may be cmployed Infor-

. mation s shared, sume persuasion may tahe place, o1 some routine de-

. cisfons may be made.

This type 1s in sharp contrast to informal face-to-face encounters such

.. as thechance nteeting of L()“Ld!,ll(.\ lunches, hurticdly called conuniitee
meetings, the improvised telephone all, or the cont ersation that develops

~_ - when sumeune simply walks into an office. The only restrictions placed
on_such improvised communication coime frem social and cultural norms
~51 from some unque norms that cummunicators may have placed vn cach

other, The type, amount, or form of mformation c\t.llang,cd may be lim
iless, allowing, on the one hand, invention and creativity and, on the
other hand, distorticns and prattle. . .

The thid planned meth d of communicating is collective decidion build-

- nig. This method imolves groups ol five to ten people whose putpuse is
erther to make or implement one specific decision vt to make policy de-
ustons that affect all the particpants, These dedision groups may. take
the form of prgject teams calted together until a project is completed or
they may beexeeutine coundils that meet frequently to determine pulicy
On a campus spme examples melude schoul coundils, coundils of deans,
faculty senates, and graduate couiteils.

-

e

[

———

el Y e Organizational Commuencation

f




”

ERIC

Aruitoxt provided by Eic:

3 .

Collective deuasion groups are significantly different from the pre-
planned furmat of commuttees. Committees generally have more members
than dedision groups, and then only mvolyvement with pulicy s to execute
it A hibtary comnnttee, fur example, will supervise the dispersal of money,

but the formula lon dispersal was sct by vtganizativnal policy determined

by an-txecutive or an exceutive council. :

Mémbers of collective decision groups find diat their organizational
idengity is linked to the group. Although the nicmbers of a buard of tegents
may -be identificd as “regents” flium certam arcasor schuuls,.all-thuse un
the campus(es) they supervise know them colledtively as a “board.” This
is .siyliﬁwnll\ differentirum the wentity awarded a faculty member who,
for Txample, is the member of a comnuttee as important as the appeals
committed fur promotion and-tenure, the member is fnst wdentificd as
“faculty” and  then as h-niember of the commitice,

The method of communication an administiatotschooses will affect all
aspects of infurmation wapsfer. In genaal, more information will be com
municated thivugh collective deasion groups than thivugh preplanned
mcthuds, more thiough preplanncd methods than thiough doctnicnta-
ton, and more thiough documentation than through impirovised com-
muntcation. Sumetimes, the improvisation is supcrior, but it s quickly
changed to a planned method if 1t carnnies more furmation. Two chaitmen
may be playing golf, fur example, when one mtroduces o topic of common
concarn. H the topic tequn os httle mformation exchange, the citie matter
may be tesulved between holes, I, un the other hand, the topic 1equites
mute mformatton, documents will be consulted; interviews held, and,
perhaps, committees appointed.

It takes time to design a {orm, write policy, create an agenda, or pur-
furnin a deasion group. Cost (ime, moncy, and human cncigy j imcreases
\\h‘uulllnllllllulllull naolves gicater plannng. If the avug mformaton
that can be communicated through gicater plannig s needed, the cost
may be justified. The wiong method for a particula crcunmstance will
aggravate a problonn end add waste, as the sections of tus chapter dealing
with uncertainty, distortion, and overload demonstiate.

Communication networks. Communication uccn s 1 a relational conteat.
When two people communicate, they consteuct messages to have meaning
as part of the scdattonslup thay hase with cach other ” In an viganization,
messages travel through many relationstaps, with cach iclationship al
tamg vt modifying tessages to iahe tham meammgful. When the dean
snforms thechanpason about sumcthing that must be communicated to
the charperson’s faculty, the dean’s message will take on added and pu
haps wntended meaning as the chapersot sforms cach faculty manbe,
Each porson will mterpret the message i the content of the elationslup he
ot she has with the chaperson, What 1s more, the dean’s message is sub
et to adteration when one facults member discusses the message with anoth
erfacudty wember within yet apother iclational conteat. To effectinely com
municate the message to the charrperson, the dean be concerned with iy

1

1
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. '\ ot her relationship with the chanrpersun, but to communicate the message
ceffectinely to the faculty, the dean must beconcerned with the relation-
,ships between the chairperson and Ln.ull\\ﬁn'l the relationships among

. the faculty members. The dean must be concerned with the entire config

umm,n of relationships. Such configurations are called wmlmnmallun

3 nc.u\'urks (see Rogers and ancaul 1981).
Networhs may be dassilied according to the direction of the com-
munication.mithin the formal relationships of a hies -archy  Horizonial
nn.sm;,c flows oreut between members of the same rank. Vertical message

- 0\vs%u| ‘between members in a direct line of agthority. Downward

ERIC - \ Ju

flows begin 11[\\1-. supervisor and are sent to subordinates, the reserse

pallun 15 called upward flow. Dm;:sm il patterns exist between mcmbu.s
ufdlfﬁ.n.nl 1anh that are enot in.a direct Iine of authority . Informal paticrns
that do not reflect orgahizationa relatiunships but are based on social

. rc.ldllunshlps -are called the grapevine. \‘\\\ . ' .

-\ Olz,dm/.atlun charts display an urganization’s str uguuculhm is, its
intended diasion of fabot and chain of command. Such a chait alsoimplics
the formal communication network along with the concomitant dire
llunal flow of information. Faculay members, although free to commu
nn.au, with anyone, should be spending most of thei time commumicating
with others in then department., Certainly sume members of a department
should be communicating with similar departments, linking the depart-
ments in schouls, chairpersens, as -part of their responsiblities, are re-

~_quited o perform such linkmg. Similar patterns are suggested at higher -

leyels. Just as the university s organizational chart suggests an or ganisud,
nonrandom pattern of worh, it alsu suggests an vrganizucd, nonrandom
pattern ?f communication. Just.as a university "s ur ganization chart iden-
tfies cach membet’s formal role (dean, Ln.ult\ ctel), it also suggests 3
comimunization network role.

Although thare are at lcost ten discrete communication I]Ll\\ulk rules
(see Ruz,-.rs and Agarwala-Rogers 1976, Farace, Monge, and Russell 1977)
only fout \ull be considercd here. the digue, liaison, bridge, and isolate
A netwuth thque s t.umpusc.d of mdividuals Whost relationships and in
lcl‘ullur‘ls are mostiy with cach ogher. The emergence of a clique in a
networhits as tmpot tant as the eaeténee of a work group in a division of

labor. Ity nujp.‘m.s the emergence of a subsystem with its own sense of

wentiy and: mtulml t.uupuallun Slm.c llh. Ill‘ljulll\ ol lhul interaction

pu. may emerge “because members wnsuuusl\ du.uk tw Ilmn
m.uqn to a few relationships or because of a ph\sn.dl circum
stance su h as haun;_. ufhu.s mn lln. sam building oron lhc same ﬂuul

dcpa: fme
fium the

1 mdnralgs that the lcm.hm;_. that [,ut:.s un \\nhm it is dllfucnt
caching i other depattments. A purely iandom network with

Q
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© signment of instructors to courses would ensure chagtic education. Gen-
erally, cliques in a network are a goud thing as long as the cliques are
linked together. X R o
The two moust important network hinking roles are haisons and bridges.
A liaisun is a nondlique meniber who hinks at least two cliques together,
and a bridge is a Jique member who links the dhique to at least one other
clique. These two tules arce essential to heeping naturally emerging cdiques
connected and informed of cach other’s activities. They are also important
to urganizational climate and decision making and will be discussed in
later chapter's. . . to - R
An isolate.is an v ganization membet whose communication is insul-
ficient to establish mote than one relationship, New members to most
uni ersity.communitics begin as isolates, and there are sume older inem-
bers who withdraw into this role. Sume might argue thar faculty -ought -
tu be isulates, mamtammg only then relationship with the chairperson
(and, of course, students), although we find this 1o be an eatremely un-
desitable position. As with all network roles, there 1s nothing inhersntly
.. harmful ur beneficial about being an isolate, rather, 1t is the nature of the
isulated vrganizational position that dctc;'nlincs‘ the value.
The impact of these network roles is demonstrated by recalling the
example that began this section. The dean may believe that_a certain

. chairperson 1s a leader 1n a wohesive department and is performing a

ciucial bridge or rason role with other departments, the dean will design
a1 message fur the Ciainperson assuming that this type of network exists.

) Let us assume, howeser, that the actual networh issignificantly different.

. The “'cohesive department” is not une clique but three, and although the .

chatrperson 1s a bridge, he does not hink the cligues in his ow n department. -

. ) "The dean’s message will be given to the chairperson, who will commu-
nicate it to the members of one of the department’s Cliques and*to the
membuers of a diffurent depagtment. Believing that his interstew with the

. charrperson s sufficient, the dean will not send a memo to the chairper N

sult’s depattment. As a result, two-thirds of this department will not be -

informed.

N

~ An information agenda. What follows 15 a review of literature about in-
formaton and mformatiun problems in lugher education. The purpuses
of thiis review are to describe the scope and magnitude of these probiems
and to proside sume direction fur then solution, The general solutions to )
_these probloms arc eapressed as an information agenda for admiristrators
in higher education. The entire agenda is displayed in Table 2.
The first five ttems un this agenda are directed at reducing the like-
Ithuod of uncertamty. Following cach item are the page numbers in this
chapter whee that stem is discussed. Acung on these items will improve
the chanees that people get the information they need.
Items six and seven are about the quality of information. Again, the .
page numbers are a handy refepence to a more claborate eaplanation.
. Needed information must come in a complete furm and on time.
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Table2: An lnformation Agenda for Admimstrators_,in Higher

Education s
. : 2 -

1. Find out the infornmlion needs of others inﬁllfﬁ system. (pp. 24-25)

2. Determine the sending responsibilities of ofher members with
respect Lo the already determined content an.as (pp. 24- 23)

3. Identify the various languages and nu..ssdz,x..s most fr oquunl_\
contacted and learn the-nonverbal cues most-important-to gthers. (pp
’ 25-26)

4.. Assess the ability of existing methods of communication to provide
» needed informatiion. (pp. 26-29)

- *

5. Assess-the status of existing networks with respect to the institution’s
design and- augment current flows with additional reporting procedures
or |nform'u|on sourees- and pusqnncl to reinforee hey Iml\s (pp 29-33)

o —— e

6. Reduce protessing tnm. by dm.umq information at a lu.\ group of
people and overcome sx.qu«.nunz, dlfﬁuullltb by proper plannlnt, (pp

i 33-35) o IR B
. 7. Plan-the periddic use ofom. or more of the chedks on distortion (pp
’ 33-—36) -

,( o - -

responseApp; 37—38)

1

- - N -

Th‘féfmal itgm could have been several items. There are many wads to

- hapdle overload, but some ways are better than others for a pmnculm

cireumstance. “The circumstances need x.\p].nmnon and so the referenced
pages need 1o be read more carefully thati othérs.

o .
S <
oosE Uncertainty in Higher Education .

Social perception problems. The first 1tem on the infor n'mnon agenda of
an admunistrator in higha education should be tofind out the information
needs of others in the system. The second item should be to determine the
sending responsibilities of other members with respect to the already
deternuaed content arcas. The administration aceds informatior about
information sources as well as recceivers,

Part of individuals’ percepiions of the relationships they have with
others 1s the perceived need for both the sendiag and receiving of infor-
mation. If people do not-hnow what others need to receive or if people do
not hnow they are expected.to send infor nmnon, llu. needed information
will not arrive. .

Gustad (1962) mvestigated the puupllons that administrators and’
faculty have about cach other. He correlated the responsés of the two
groups to a set of 1tems about faculty activities (lasl\ content) and faculty

3 . . . .
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rewards (human content). The results would indicate the extent to which
the two groups agree about faculty responsibilitics and benefits. The cor-
relations were very small {in sume Lases negative) un all the:human- items—
topics such as how faculty are rewarded, what activities should_be lc
warded, or the availability of rewards. The principal tash item, \\«Imt
“facults do,yiclded a relatively wedh cot relation coefficient of .70. lffa‘.ull\
and administrativn don’t agree un the nature of ther relationship, lht.)
wilt not provide cach vther the needed infurmation. They will not hnow
-+ what s, nu.dc.d
Althou&h there is a general pattern of misperceptions regarding roles, .
and role lciallunshlps in many o1ganizations (Farace, Munge, and Russell . -
1977), academic mispereeptions are different. Sumie role ambiguity and
role conflict exist (Medrano 1978), but the problem dues not appear to be )
. one of task uncertainty . Moust university woi hers tend to understand their .
. own personal-respunsibilitics well.butare ubcertain about-how their-tole
Alates 10 other roles. They are also uncertain about reporting lines and
lines ol respunsibility (Guldhaber and- Rugers 1978). These are policy mat-
ters that ought to define’the organization. o
— TR perceived need and-desivesforzhuman and puln.\ information is
~ great (Lochwoud 1977), and hlg__hu LdlchIUUD ducs. not provide as much- et
as is needed (Guldhaber and ngzus 1978). The infurmation_may not be _,
forthcoming because of an mwﬁct‘umw yPureeptiun “abuut-what is needed.
_The simple unar ailability of the Heeded information i the apathy of
*soutees of infurmdtion may alsd’provent the infurmation from bcln;, pro- -
vided Across all drganizations, people report they want tu receive more .
infurmation than they send (Guldhaber et al. 1978, p. 82). Uncertainty
_seems jo beget unccrmint_\'.

o — o e

e,

Vcrbal and nonverbal communication. The lhml iem onan adninistiga-
tur’s information agenda should lg; tu identify the vanious languages and

. mussages most frequently u.unlm.tul This alsu includes learnng the non-

‘ verbal cues most important to ot Wiy, Messages must be cunstructed m

the language appropriate for-the receiver. .

N Little rescarch is available on nonverbal communication m any ur-

ganization (sev Salem 1977). The impact of chousing @ particular signal

(speech, touch, wiiting, cte) is seldom eaplored without reference tw'a

method of communication such as small group donferences, mterviews

; documentation schemes, or the telephone. :

Language differences need investigation. In addition to the obyvious

jarzon problems that develop within the academic subsystems of highe

vducation systems, uthar language problems are likely-1o oucur between

. academicians and stall and between viganizational members and noh-

. " organizativnal members. Every institution has its own language for ev-
ervthing from grades, Course nimbers, and academic titles to procedural
shorthand and the titles of forms, “

A particulatly cummon problen is the tendency to use actunyms, Salem
: recenthy directed a graduate rescarch project (unavatlable as a manu- ,
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¢ . script) lnvlelz,allng the eatent to which ug,ular faculty in a high school,

students, and clients could accurately -identify a full range of acronyms
used by vocational education wotructors. The resulte were dupussmg not
only because of the low .ccuracy, scores,. bul also because the .,ubJLcts
identificd vocational educaion teachers as the subjects’ principle source
jof information® about these code.items. .
Most curient-textbooks on-communication (su: Knapp 1978, Burgoon

and Saine 1978, Scheflen, 1974) review the sm,\II amount of literature that
investigates nonyerbal, clenients inthe organization. At-the very least, we
would éxpect t.administrators 10 be sensitive to studies of thé communi-
_cative-implications of space since space allocation and use are-c (})mmon

-, areas for decision. .

Methods of communication. The fourth item of the information agenda

should be to assess the ability-of existing methods of communication to

_provide needed.information. if the needed information i is not flowing ad-

. cquately, the. methods of exchanging the information must be improved.
____._by,prcmdmg fiore resotrees.oeby training key personnel to upgrade their
skills JIf the method of communication nedding correction-is some type of
documentation, resource refers to equipment or ‘matuldl but when the
defective method is some preplanned, face-to-face method or a collective
decision.sy; stem, lhwnost important resource is time. Theé resouses will,
in the end, saye time and’ énergy-because resgurees will not be needed
~ later to correct failures created by a poor information flow.
. There are- some studies of the variows communication methods used
by academic personnel. Sever -al of these studices eaplain the personal pat-
l terny of variouy administrative positions, and we have reserved this re-
scarch for a Jater chapter, There arve few studies that investigate gencral
differences m communication methods betw een different roles in the acad-
émy. . :

-Holsenbedhs (1977) noted that uniy ersities tend 1o use more paper than
other 1y pes of communication methods, and that volleges and universities
“tend to.use more papet than othet types of organizations. Even so, nearly
80 pereent of asuniversity cmplouc s communicative behavior is oml
with telephone use and one-on-one talk accounting for nearly 70 percent
. (Goetznger and Valentine 1962). The 1962 study also lcpomd that most

communication lasted five o 15 Hnmms with most telephone and,\umcn

infur mation la!\mb Iess than five minttes to process Most uniyersity com
> munication is inlprovised. ¢ -

- This finding secms intgitively wrong unless an example is considered
Assume that a |ldld working professor i using the morning (four hours)
to prepare a mar?usulpl and to prepare for an afternoon lecture Fur-

* thermare, assumge, that the professor consulted cight sources in the course
of the morning dl,ld plov.luu.d both a pottion of a manuscript and the
complete lecture notes. These 10 communicative |m.|(luns(lcudmg,cn.ln
and writing, two) ae just part of the entite day that includes conversations
with colleagues angl students, telephone ul“s and the public presentation

.
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cessity for storage and reticval ‘before cicating the

Thow-to do il= (L)—-blll never know why to do. it—(b).
y

..ERIC

of lhc lecturé In moust cases, the 10 nomocal communicative incidents
can be matched by the miategials in the professor’s mailbux—memos and
letters that pmb.nbl tahe lu!b than 15 minutes to review. The number-of
improvised L\Lllls is ;».lmpl\ su great that when the llnplu\lbul are added
to the planm.d the 1962 studs beging to make sense. The improvisation
‘has little inipact on some tashs (c,g., the professor’s lecture), but wil)

cncourage confusion when a tash requites the cootdination of two ot 1aore

members of the system.

Thlb general reliance on improviscd formats may accountfor svme of
the lOlL‘ amblgum mentioned carlict. This reliance may alsu account for
wliat sume have called ““shortness of the corporate memay.” Tustore and
1o cetrigve infurmation 1eliably are two of the lellunbu faced by any
adnum&tr.mn inany grgasization, and improvised communication 1s not
a way; of meeting that. challenge. 7 - -

Doulnunnuon serves two purposes. First, ducuments provide a more
reliable method for stor age and retrieval, Requiring information to conie

in a particular form assumes that an admmistrator has sonie idea of what

-can be discarded. No #iems on any form and no forny should be ereated”
withotitmssessing the necd for the storage, retrieval, and general use of

the information requested in the item o fuim. The neat time you recerve
aform to complete (budget tequest furm, schedule form, evaluation form),
t..nd'uII\ chedk cachiteny. Who needs t\hls information? Why do they necd
o store it? How often will they retrieve it? How long will 1t beay ailable
in storage? A well designed documentation scheme can, plu\ ide an eacel-
lent niethod of storage and retricval. If administiatyrs evaluate the ne-

z. 1, a forest can be
saved forever.

Documentation also provides ful dedisions in_advance of exceution

(Galbraith 1977) Rules and proceduies create unifor mity and reduce the
administrators’ load by providing subordinates with a wiitten decision
as reference. Again, howerer! the eatent to which this puIpase Is accom-

plished depends on tha need to accomplish the purpose, in this case, the”

need for uniformity. - . .
The success of any documentation scheme also depends on the content
provided in the documient. Farace, Monge, angl Russell (1977) suggest that

wvety policy o1 written document contain three types of informaton, .

(@) information describing carrent or recunnmg problems or difficaltes,
(b) the goals, ubjectives, 1emards, o motivation for changing o1 remforang
the situation, and (0) the method for accgmplishing the desited ow-
Lagpes the implementation. Tou often-documents piovide only (a) ot (4).
Seldum do documents-provide (b). People may hnow what to do—(aj—ul

The Operating Letter (OL) s\slum at Southwest Texas State Unnversity
is based on an exeellent documentation scheme (see Babbidge and Dacus
1971, Shave 1974). Each OL begins with a description and purpose section,
satisfying (a) and (b). “The bulk of the letter focuses on (cf. methods of
operatiup acruss units in the university. Particular OLs that are dislihed
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on our campus are the OLs with poorly written purpose or description
sections or ones that include eacessive detail in the methods of operation
section. A major effort 1s presently undeeway 1o correct these difficulties
while maintaining appropriate levels of documentadion. ’ g

A-set of rules or procedures is created to ensure uniforniity, but, too
often, they enduise mediocrity. When.aform calls for a particular-piece-
of information, for example, it-requires a person to provide oply that.

.information-and-nothing more. When a procedure requires that an office

be cleaned-a certain way, it calls for no other way. If penple “work to the

rule;"” information-that does not fit in the space is uot-communicated, and
Tiew.clcariing methods will not be tried. A policy orprocedure defines only

the minimum st:;r.dard,_‘a_ridut_hc,minimm_n.is~very»Iikcly ‘¢ becoing-the
. norm. Although the documentativn may have been intended to improve

performance, rules and documents may reduce the level of, performance
' (sce-Katz and Kahp.1978). . R

Written rules, procedures, and documents also act as a constraint on
inhovation: Someone who contemplates a change r{&u’st.ulsp con. ‘mplate
achange of paper, innovation usually results in‘udterations of paper People
are generally resistent to change because of the consequeny work involved
in altering paper. ; )

There are also several problems inherent in any s?cmc involving non-
vocal communication. Written material gencrally takes longer to process
(writing or reading). Some extra cuergy is normally reguired just to deliver

documents. The sender of a written message is at the mercy of the receiver
for-a response. There is the likelihood of poor timing. Less content can be
.communicated, and, in {act, some content can never be expressed in writ-
ing. The processing time, the case of response, and the type of content
that can be communicited may be Lombined in the term “richness ""Doc-
uments are-not a very “vich” format (Wofford, Gerloff, and Cummins
1977). . .

Preplanned communication, such as formal interviews and public pre-
sentations, overcomes some-of these difficulties by providing spme im-
mediacy of feedback, and the potential for better timing and for wider
contact, These methods require more energy )than documentation simply
because they require more planning, Although preplanned methods are
similar to documentation in that they can be directed at a “class” of
people, the advantage in preplanned methods is that they can, also be
formed for a specilic person, class, or audience. This means that the actual
people who fill the roles must be accountéd for in the planning. One

. division of an castern university,_in fact, reported thit they get more
information from meetings than from miemos (see Goldh wber and Rogers
1978, pp, 36-87). «

In spite of the enormous potential for ghese preplanned, face-to-face
methods of communicating, their success is& otty, and they are not used
as often as they might be. Oncexplanation is that platning requires per-

+ - sonal energy—energy we are not accustomed 10 %c\'otin'g 1. face-to-face

communication or energy we do not have.. Altho gh\an interview may
3
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exchange more information, a telephone call L¢eins so much casier. Read-
-ing 2 memo or repart is even easicer. ) - .
. A sceond explanation for ihfirequent or ||1conS|su.nt use of the pre-
- planm_c‘l fate-to-face methods 1s 1gnorance. If people do not know how to
conduct an interview o to construct and execute a committee agenda they
will be less hl\c.l) to do so. Il they do try, thc.y will spend more personal
energy, and effort than if they {ere experienced. The u.chmquus for em-
pIO)m;, prc.planm.d face-to-faccemethods are well known in many disci-
pllm.s, and it is ironic tosee poorI) run committee meetingsin anacademic
b institution thatoffers dasses in mtcl\u.\wng,,c.onfc.n.m.c planning, or busi-
-ness- 'md professional speech communieation.

Enuz,) and skill are -important consldurallons when contemplating
collective decision methods of communication. The increased participa-
tion of group members and the. o\glall diversity of oplnlonb expressed in
ploy.g,l groups or decision groups mahe collective dedision bulldmz, the
tichest method of communication, This .1pploaz.h demands the greatest
pc.rsonal c.fforl and cnergy to ensure success singe there is a geometric
increase in the pl.mmnz, required and the number of - relationships-that.
must be tahen into account. Conblbl&.ml) goud performance in such a group
v also requires-interpersunal and group communication skills that are the
. norm for academic administrators (see Goldhaber and Rugus,l978 Loch-

wood 1977). ’

Collective "decision building is at .one end of the continuum of the
* methods of communication. As one moves away fiom collectine decision |
bunldmz, toward the preplanned, face-to-face methuds, less information
will be c.uh.mg«.q but less energy will be required. A similar pattern
emerges as vne motes from preplanned methods to documentation and
from dvcumentation to improvisation. Improving methods of communi
cation, in uthu wor ds, has its cost, and if the n.sultam increased infor
m.mon is not really needed the cost becomes waste.

a — .

.

.

Communication networks. The [ifth item on an adlnin'isumor's infor-
mation agenda should be to assess the status of existing nctworks with
respect to the institution’s design and ty augment current flows with
additional reporting procedures ui infor mation svurces and personnet to
- reinforce key links. C

) There has been. to our knowledge, only one thorough analysis ofa
communication network n an academiy institution. This network anal-
)SIL of a medium-sized (1, 400+ mn1b-|s 16,000 + students) midwestern
university, ("MU") was c.am«.d out as part of an organizational commu-
nication audit conducted, by a rescarch team that included one of the
authors of this manust.rlp?(SaI«.m) Some results of the overall audit have
been published (Guldhaber ¢1.al. 1978), but the significance of the network
analysis nsc.lf has not been explamcd The conclusions drawn iom this
. university’s network will be compared and contrasted with other data to
give a more complete picture of the status of networks in hlghcr education
- and the extent to whith they carry information. ,
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student-teacher communication is not the university, however. It is more
. likely to consist of coutse related or tiotivational topics Tlie purpoge of
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Academicians and those people who. manage and perform ancillary
services tend to recenn e more information in a university than do academic
stafl persunnel such as secretaries o1 ddmlmslldllu Aissistants. This. con-
clusion is supported by Holstnbedh (1977) and by the networl, at MU in
which less than 10.percent of theentire ul;,dm/.mo’n could be classified
as Isolated from aither the-formal or informal nets ok, Although staff .
personnel at MU had fewer network lints than did line or academic por-
tions of the university, -they uu.upud near I) as many of the key liaison
roles as the au.ndc.mn.mns A dean’s administrative assistant, fux_r.\nml :
may not have as many rt.ldllullbhlps in the university asa fzn.uh) numbu
but-the u.lmlunshlps that the assistant does have involve hey and diverse
personnel that nmiay supply more infurmation than could be garnered from
the faculty member’s relationships. ..

Secretaries are’hey staff pusitions. Goldhaber (1972) studied the com-
munication of the top seven administrative offices at a southwestern uni-
versity, Sug,lu) percent of the students surveyed interacted with these
offices during one week. Of this 70 pereent, all of whom initially ifiteracted
with sccretaries, 36 pevcent reporte som{ncgali\c interactions, with
more thap half the number (a little over 20 peteent of the s‘aﬁlpk) not

returfiing te the-office. The.most often reported rLJbun{ful the negative . .
anteragtion were' time delays and rudeness on ilic part of the secretary . JIn_ ..

other words, nearly one-fifth of a student body did not receive needed
mformation during their interaction with administrative seactaties.
Faculty were generally the most active network members at MU. In 1“
addition .to their links within the university, faculty are, of course, the
mosd active links between the university and studente. The content of most |

class-related communication is not to fink siudents to a university but
rather 1o course material.

. Nonclass-related communication is very often improvised at chanee
meetings on or off the campus, or it is likely to veeur as part of the T
development of an mterpersonal relationship. The frequency and scope of !
these umprovised contacts have not been researched and may be difficult |
to measute aceurately . The most common npnimprovised method for mak

mg, these nondlass 1elated contacts is the use of office hours. Although the }
discussion may turn to cass matenal, office interviews aré more likely to
fucus on the student and.provide the oppor tunity for a faculty member 1o
sonneet the student to the university officially by providing university
refated nfuimation. Goldhaber (1972) ILpUIlLd that faculty actually- hept
therr “office hours™ only, aboui 30 percent of the time, which appears to
be-yet anuther example of a squ.mdut.d opputtunity to increase a flow of
infurmation, .-

Not only does the flow of mful mation from university personnel to
students fail o follow ntended patterns, but also the flow within the
university deviates from intended patterns. The organization chart of MU,
for ummplu, identified more than 60 dt.pallnunls and offices, \\lth some
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' cartam furn imust request the dle

offices o1 administiative posifions senving as li\n,l\.s tuo ensure that infor-
mation-could flow from any one segment of the universit 10':|n‘\__t&hc|.

When the members of MU were ashed to identily thein pypical conmimu- .

nication activity when perfornung then tormal U{gdlli/.dliullill roles, the
resultent configur ation (the actual formal nowork) was significantly dif-
ferent from the organizational structure suggested i the chart. Only 35
cligues—not the expected 60-plus t.‘li_(_y_q_c_.s__,qnm'gu‘d. aitd-nearly half of

these 35 cliques were notdinked i any way to any gthcr clique. -

Tmﬂmﬁuna of this formal network seein reasonable in spite
ofthe app;\l‘cl‘fl‘ld\ of predictability. Jrmany cases, ty o v more academis
departments jomed to form one chque, challenging, the departmentali
zation desited by the system’s organization, chart. Fyom a purely infor-
mation perspective, this finding meant that the fiow of peeded imformation
required.-feyger cdiques and, pachapst that the informiition may be com-
municated as efficiently with fewer departments.

Earlict we suggested that colleges and universiticy niay exhibit the
most.control vvar behaviors of mdividuals that provide anallary seivices.
The adriipistiative and staff portions ol the network should reéflect this
pattern. At MU there was a lack of ddique development in these offices,
some of them cenaal to the functioning of & uiversjty, The network,
patterns in these offices were randdm. It was not that peopie in the ad
missions office, fur Lample, did not talk to cach other (although some
did not), but ratha that they talhed mote to umversity egmploy ees vutside
then office. Consequemly, offices did not function as coliesive units, but
tather-as collections of talented individuals. If one of thy pcuj)lc was 1e
placed vt was ill, the function they petformed ceased. When was the Jast
tme you were told o call back because the person who normally does
something was not there? T

To understand how this behavior happens and how itdiffers from the
behavior of acadenne umits, wonsider for cxample, an adcounting office
cmploy ing 20 10 30 people. A small put tion of these people i professional
ot degredd parsonncl whoscamtial taming has bean auginented by-thein
vwn eaperiences with the acLounting procedurey umgue tghe nstitution.
Their professional training and tenuie at the university, alloy them to
maptovise if and when eaceptional dircumstances ansce. The vast majority
of pusonndd arg, howeva, deths with a limited cducativhal bachground
and a nartow view of thedr esponsibilitivs vncouraged by the division of
labur withm then own office. To simplify the tashs of these minimally

trained personnel, they are often assigned to process only a few of the

many furmg sunt to the uffit.c.fumcunc who telephongs concerning a
: who processes that form o wait thiough
a series of “holds™ until the particulaf employee is identjfied. .

If the commun:cation of the cmployees in this office it primarily with
people vutstde then office, the oppurtuaities o share their problems and
knowledge with other members of thein unit 1s linuted {o thei informal
contacts at breahs or lunches, When a clerk assigned to process pai ticulat
furms is ill, the 1emaining derhs are unable o improvise because they

.
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lack the professional trammgrpr hnow ledge of how the whole unit ouglht
to function. The office works aronnd the delay, a cirannstance unap
pealing to the pepson.whose.activities have been delayed.

Such circumstances daic less conumnon in acadunie dt.p‘u tments where
the telati cly smmlar taming and Lovader view of faculty allows lor nwic
rapid substitution of departmental o1 academic roles (e.g., committee
memburs, advisars, direciony, ol programs vt cotses). When substitution
1s 10t pussible, it is usually bevause the f‘n.ull\ mentber who filled a certain
pusition did, m fact, spend more l1mt..«uu|mu|numnb otitside a depart
nient than within . Nevertheless, the tainmg and expeticuee of Ln.ult\
menibers can.compensate for a lack of inernal communication vt a ﬂuunl‘
of conmmuunication-front ontside a departmient, and 1t s méee likely that
substitute fm.ult\ nicmbers will paform then. n.spunsllnlnn.s with fewar
Co _problems than will staff persotiel in similar, situations. Unfortunately,

. Tthe problems in the staff o administrative offices are e likedy o affet
.. a.gricater-proportion of the university. ) -

’ A probicm consistently reported in the rescarch about infor mation
flows 1s the lach of iformation from the top levél(s) of the unisersity w
college. The MU networh helps explain part of the problem with these

. dow n\\,‘nd flows. Middle manegers (deans, chairy, office licads, et tended
- 10 use the formal networh more than the formal, and the-nature of this
networh veas such that if i or two staff people were missmg, the infor

mation never reached its destination. .

_Schorzmann (1978) found that niemiber perceptions of pepurting lines

in a comgnunity college did, in fact, conespond o the intended links. The

MU network tends to confunt this gencral hnowledge of horizontal and

apward lines. Lochwoud (1977) repotted a need for a more systematic,

, method of upward tommumication about topies that could be cgarded

L as human and policy content. Except for the schiange on hey individuals
{alsu nuted by Schoutzmann), tash infor niation L eenis o follow ilic desitged
, pathis, an increase m the amuuul‘af human and policy infur niation seems
to require a recognizabie path upward o encotage sending.

Organization members will obtain the information they nead vie way
ot anuther. Il the formal networh waill not proy ide the needed mformation,
then the mfornial nctwork will (Rogers and Agarwala Rogers 1976). Coy
iteh ¢t al. (1974) noted the smportance of mormal networhs in acadentia,
The mformal network at MU was more actine than the formal and exhib
ited greaten compleaity and coordination. i all the studies noted in this
networh section, the grapes e was tecognized as a hey factor, The problem
with rts use 1s disturtion, as will be explained in the scction following .

The linnted rescarch explaining the comnuni ation networhs m In,_.ln.l

. education mav be summarized as follows: .
. N

%

o

»

® The conmmunivation networhs in colleges and unis ersitics cxubit an
miptovised conmnumication puttern. The informal actworks are betta
. controlled by suctal and cultural rules than the fornal networks are
: contrglled by organizatjional rules. §
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® Académic units tend not toreflect departmentalization i their com-

I ; - municative behavior. - . ' ‘ X
o . ® Institutions tend turely heavily un key personnel, especially talented
R individuals in key staff positions. d

e Although it may be difficult tu evaluate the: het impact uflhuc trends

: . . in a\.ademlc units, ancillary services will suﬂu tf the information flow | ..
P is not well-planned and cuo:dmau.d : -’
LN ° ) 1 -
c The Quality of 'Information '
- Timeliness. Processing time may be reduced by duu.lmg mfun mation at L
) 2 a key group of people, and sequencing difficultics may be overcome by . ‘
. proper planning This is the bl\lh itemoun an ddmlnlblldlul s information ;
e 1 ] agclxda. . ;‘

Sometimes the needed information dues arrive, but it may not. have
been processed with speed and accu'rzn;) The quality may be su bad that
the data cease to be information and may bu.umc m fact, useless redun- o
N daucv or noise. - .
) [nnelmesa may refer (1) to the time it takes t process information or .
- . ’ (72 tu the inability of infoimation to arrive at the time in which itcanbe .
uscful This first use has been called duration by Wofford, Gerloff, and :
. Cummins (1977) and umpI\ processing time by Miller. One variant of
duration is lag (Miller 1978), i.c., the time u.qulu.d tu act gnee inforntation .
is pluCLbde Turmaround time, the time required to respond, is a form of
lag A consistent camplaint across all studies on vrganzativnal commu-
nication in higher education is a lack of foHow-up w responsiveness (see.
UL Go|dhabu and Rugers 1978). . .
Sequencing refers to the timing factors thatexist betw een the reception
of a message and other important events in the communication situation
(Woffuld, Gurloff, and Cummins 1977). MU members 1eported problems '
in varivus aspeets of processing time and also in mformation arrnig Ialc
Late information is a problem ofsequencing. /
Sume of the principles already presented apply to timeliness. Planned / ’
' methuds of communication that allow for some feedbadk, “a give and
- tahe,” will improve chances fur timeliness. A coordiated communication
networh swith several cligues connected by well-placed liaisons not only
ensures that needed information is received, but also that it is 1ecened
in-time. Often timeliness problems and uncertamty problems are sohved
- simultancously. J
If all this is known, why is there a tmelmess plublcm" The problem
is inherent w improvised communication. And since communication 1y
higher education is improvised, 15 it any wonder there is a_sequending
problem? Thuse hey liarson personnel noted carlier bu.umc bulllt.m.y D
when they are absent ot overloaded. There are no natural connections
between some wliques, which was teue with half the ciques at MU. T)u.sc
p‘.rsunal links are more lmpullanl ‘than public cummunication Ul“lndbs
media. . B { . -
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The use of documents o1 mass media alone is not sufficient for effective

7 diffusion.d twosstep prowess is necessaty for this tohappen (see Lin 1973).

An 1itial awareness of sume potentially informative data may be created
. by mass media, or example, but it is the personal contact with an opiition:
leader o1 hey information sourie that gonfirms the information in the
carlier communication (Agarwala-Rogers et al. 1977). ’
What do collegebashetball fans talk about immediately after the game?
The game, of course. They comparestories to confirm that others saw or
expentenced what they eaperigneed even though they know their audience
may have been sitting in the adjacent seats. They are really not confirming
- cach uthers’ eaperiences, but each others” reports of the experience The
< talk about the event becomes lhcf\ ent itself, The pustgame dialogue is,
mitially, a rehearsal of reality. Exieryone will get the stories straight

What do faculty do when they receng written notice of a general change
of poliy? They talk to vther faculty about the black-afid-white expression
of the, policy. The sigmificance of the ducumient is neve lly resolved
uniess there s an mmediate consensus about the dociiiaciit’s meaning or
unless the confused parties appeal to an authority to clarify a‘n_f' misun
derstandings. They contact opinion leaders if the opinion leaders are not
immediately available. .

The general pattern is demonstrated by the rescarch of Agarwala-Rog-
ers apd her colleagues (1977), They inyestigated the way in which infor-
mation about computer-assisted dependent educational innovations was
diffused among university professors. An initial puol of professors was
infor med about a battery of such mnovations. Then the subsequent request

- for further information and the communicative history of those professors

. who adopted une ur mote innovations were used to constitiet a diffusion

networh. The network displayed the flow to initial information receivers
and requesturs, unward to secondary teccisers who communicated with
these mttal recenvers, and finally to the tertiary receivers who had learned

.about the” innovation frum secondary sources.
The secondary soutees, influenced by mass media and the interpersonal
. contact with mitial soutces, actually received the most information The
actual adoption of une o1 Mot e MNOYations was greatest among secondary
receivers and tertiary recenves (the twosstep fluw). and the adoption was
mote hhely when a potential adopter could visit sumeone who had alrcady
done s, an opinion leader on the innovation. The rescarchers concluded
. that one of the mam approaches to innuvatton in higher education is to
launch an mnovation with a crrtical mass of ndividuals who then spread

it interpersonally among their peers.

The mportance of these hey haison personnel in improvised sucial
networhs 1s gencrally tecognized by anthropologists (see Rogers and Kin-
caid 1981). The impuot tance of these roles as part of the total system in a
communyty college was noted by Schorzmann (1978). Diffusion thiough
any systenn depends on the network thiough which information must flow
Duecting the mformation at hey sources will reduce the time required fut
the infurmation to reach all the intended receivers. \

i
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Timely diffusion of ‘information assumes that the sender has some
knowledge of the sequence of esents and of the times that are most v aluable
for the inforination to be received. Planning is a prerequisite to effectine
sequenging The improvise nature of the informanon flow in higher cd-
- tcation’Suggests that such planning is not the norm. Admmistrators do
not plan their diffusion well.

Se¢veral planning devices are available to an admimstrator, and de-
cision making and implementation schemes are discussed i a later chap-
: . fer One planning device, PERT, is most sensitive to the idea-of time

‘because it analy zes all behavior as a finite sequence o activitics leading
to a desired outcome(Phillips 1973). Such an approach s appropriate fur
__.—planning¥outine, flows.

Eeevmy

Distortion. The seventh item on'an administiator’s information agenda
should be to plan the periodic use of one'or more of the Chechs on distortion.
Implementation requires planning. Reducing distortion, however, will also
increase load. : e
Noise involves errors that result from unintended message alterations., \
Distortion refers to intended or unintended errors produced from mtended
mussage alterations Distortion is the 1esult of a conscious act, normaliy
not malicious, that alters information. Four gencral tpes of distortio
can be deseribed gatcheeping, supplementing, summan g, and_assi-,
ilating. . . ’

* Gatckeeping is distorting a message by simply dropping clements of & &
the message, ie, withholding some mformation. Supplementing occurs
when additional information is provided. Summarizing 1s the tendency
: 10 highlight only those clements of informatior that a membir feels are
important Assimilating occurs when the information 1s modified 19 con-
form to the needs of the reproducer of the information (see Allpott and
"Postman 1947) Although distortion may be deceptive, distortion 1s not
deeeption, as a closer examination of the organizational conditions con-
tributing to these behaviors will show. '

The information received ))'\_ an organization member may not meet -
the need of the member, so the member will “read between the hnes.”
Reproduction of the message may then mvolve supplementing o1 sum-
marizing to assist the next receiver of the message. The uncertamty has :
been absorbed, resulting in a distorted rebroadeast.

Some rescarch suggdsts that supplementing or assimilating may oveur
because of the limited availability o1 the pour quahity (Housel 1976). In
an attempt to capitalize on the limited oppet tuntties, a person may 1elay

v
a message that coMtains mote information than is needed o may attempt ‘
to twist the .mc.s.s_agc to advantage. Poor quality leads 1o worse quahty.
Uncertainty and ambiguity can lead to distortion.

Sussman and Krivonos (1979) summarized tescarch about relational
variables that affect distortion. Personnct who are ambitious o1 upw ardiy
mobile will tend to distort more than those who are not. A fack of trust

: ‘will increase the likelihood for distorton, and potentially threatening o1
. \
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unfavorable content will tend to be distorted. The interests and goals of
the communicators, thercfore, will affect the probabilities for-distortion

The-number of people mmolved in the sequential reproduction of a )
messageawill also affect distortion. This activity, whichsuggests a network,

. 1s called seiralcommuuication (see Pace and Hegstrom 1977) Gatckeeping
- normally oceurs first, with members dropping various clements of the
» message. Details are then lost as the information is summarized Although
supplementing and assimilating may oceur at any time (they appear to
- be more she product Gf the menibers” interests), the vpportunity for these
types of distortion appears greater at the end.of the chain At this point,
the fewer wotds and topics.(due to the summarizing) and lack of detail
(due to smnmarizimg and gatcheeping) invite supplementing and assim-
ilation.. ) -
’ Cuiibuy (1976, p.27) discovered that only 20 pereent ol theinformation.
. — T->enl~dmvnward'in a seven-ticred hrerardhy was received accurately Red-
N dmg (1967) concluded. “The higher one goes in the hierarchy, the more
must deusions be based upon less and less detailed information of tlie
Nfe-facts.”” Accuracy is, therefore, a problem in the formal network, and, -
as the aumber of people mvolved in the serial process increases, distortion ;
should also merease. This condition is not true of the informal network,
however. ’

Informal relationships are based not on organizational roles. but on
soctal roles (e.g., friends). The informal network is often called the grape-
vine (Davis 1953, 1973). The grapevine is fast and it carries much infor-
mation. A person’s iinvolvement and role in a network are determined
more by the nature of the information being carried than by the person. . _

_Although grapevine mformation may lack some important detail, it is
. from 75 to 90 percent accuratg (seg Davis 1973). Its accuracy ni.y be
accounted for par tually by the grapeving’s tendency to forma cluster pat-
iern, with pochets of individuals confirming reports before reproducing -
them. This cluster pattern gnes the informal network its‘grapesine ap-
pearance.

The negatine aspect of the grapevine is that it carries rumors, Davis .
defines tumors as informativn communicated without seeure standaids
of evidence bemg present, someone receives and reproduces information
without ashmg the source, "How do you kiow this is true” Since rumors \
may be, by definttion, ambiguous o1 uncertain, they are more likely to be
distorted. . . )

Rogers and Agarwala-Rogers (1976) suggest three general approaches’
to dealing with distortion. 1epetition, verification, and by passing Repe-
tition means sendng a message in different forms over diiferent net paths
‘ in different formats over time. Verification means ensuring the accuracy

of a previous message, chedhing the acearacy of the message when yan
recene i, andior cheching the perceptions of your receivers By passing is

: any method that sidesteps intermediate connections in a transmission,

1.e., going right to the top. Spectfic activities that conform to these general ;
types are provided by Pace and Boren (1973, p. 356).. i
!
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Overload > : : . c

. Overload 1s a condition of mput c\uudm;, output capacity. Any adjust-
ment process must cither reduce the mput or increase the capacity. The,
last item un the admmistiator’s mformation agenda shuuld be tw identily
putential vverluad problems and unlupt the appropriate |prU"bL‘

When the amount of infurmation to be pru;;sbu(l exceeds the tapacity
ol anorganism to process it ot erluad veeurs. There is so much information
that it exceeds a persun’s capacity to speah, write, read, or listen. I( the
condition persists, the resultant stress may lead to a total breakdown or
even death (see Miller 1978). .o

Therg are two general approaches to coping with overload. One ap-
proach s to prevent the excess mformation fiom actually. |Lm.h|ng apet-
son. One can; for example; avord-the'stress through coffee bidaks, Lacations,
ot sabbaticals. Stmply omutting comverted information is another method.
The need for the eatra information can be reduced by lowering perfor-
mance standards and aceepting poovter quality work. These methods of
teducing the amount of information that needs to be processed © .mpro-
mise clficiency for volume. But they are generdlly casy to au.umpllsh

Queuig 15 @ method of reducing the information flow that requires
wsight and coergs. It involves letting information build up, taking com-
mungeation one at a trme, until sume slach time is available to complete
what was delay ed. Waiting lines and the pile of papers on @ desk are an

axample of queumg. 1t s a good method fur coping with oy erload as long’

as gny tmceliness plubluns can be antiup ‘md Queuing vanbeeliective

- o —-i[-it-ean"be-planined. T <

Filtering is the nu.lhud traditonally ased to cope with oserload aciuss
asystenm. It means giving proi ity of assignment to certain message types
and processing only thuse messages. It incans reating standatds or rules
that direct only cottam raessages to certam places as others messages arc
fiftcred off o othars or omiatted. Desclopmg ¢ hierarchy of authorty . nar-
rowing the span of control, enforcing 1ules and procedures, or simply
miahing plans and sctting goals are desiees traditionally eniployed to han
dle load (Galbraith 1977). )

Any method of copmg with ovarluad by reducing or himiting the actual
infurmation buing processcd niay lead to the discovary that certam preces
of mfurmation are not really necessary. On the other hand, any of these

" micthods rishs losing hey iformation necded to accomplish a tash. When

the potential tor lusing necded mforniation cannot be avoided, a seeond
approach is needed.

The second approach to copmg with overload 1s to inerease the infor-
mation processing capactty of an mdindual. Sumctimes this means train
g people o miprove then abihity tospeah, wiite, read, ot listen, v simply
to impirose thar abihty o organize and plan their commumeation. In
ceastngly, capacitics are improved by supply g cquipment such as word
processuts, computyts, cte. The traditional method of improyving capacity
ts to hite motc people (C.g., an assistant v1 aide). A most important non-
traditional approach is to involve multiple-channels.
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To use multiple- t.hanm.ls (a term ﬁmn Miller l978) means to require
more than one person or vrganizational unit at the same level in a hier-
arc.hy 1o process information, thus reducing the load to any one person
~ or unit. Creating scll-contained units is one way to auumpllsh this tash.
. A multicampus college or university cieates self-contained units when-it
decentralizes sume of 1ts deciston making o1 when satellite administraiive -
- offices-are-installed-at cach campus. -

Multichannel use may mvolve the creation of lateral relations between
‘units. This may be done by simply, providing a-link between managers
who share a problem o1 by ucatu)b tash forees to sulv'u problems thal
affect many -departiments. More permanent adjustments,indude the m.,»
ation_ol_an_integrating_role (c.g..ombudsman)._or the changc ol the or-
ganization's structure to project or matrix designs (see Galbraith 1977).

The'wrony of the methods for coping with overload is that adopting
any of these choices increases the likelihood of distortion. The adjustment
{ AGPIULESS will erther increase the um.ulalnl)’m messages o1 increase the

number of pepple iy olved 1n transmission. Simultancously avoiding un
) certainty, poor timing, distortion, and ourluad requires planning.

The Value of lnformation

T Information may bu satisfying because of the intrinsic worth uf discovery |

} and of recognizing and gaining knowledge. Information_may satisfy o1

_ assist in satisfying'sonte extrinsic desire such as completing a tash. Sume
have investigated the idea of communication satisfaction (see Lin 1973),
but there has been no systematic investigation of the value of information.

"~ Uncertamty appears to be undesirable because of the likelihood of role
ambiguity or role conflict. Sume positions, however, thrive on ambiguity
(Gulbraith 1977). College teaching may be one such prolession, rejecting
the extrinsic value of information provided by others for the intrinsic
worth of sell-discovery. On the other hand, an admissions worker rejects
the intrinsic value attached to a persunal search of cach student’s history
and desires unly the portions of a student’s history (presented |n a pre-
scribed form) necessary’to admit the student.

The maternial pu.sumud in this monograph may lead you to correct
uncertanty, timeliness, distortion, or overload and su assist you in ac
wmplishing your task, the monograph may lld\c an extrinsic Lalue. It
may be interesting and pique )uur curiosity to the extent that you may
pursuu your own rescarch, 1t will have an intrinsic value. We want it, of
wutse, buth ways. The adnunistrator also should want information to .
satisfy both desires. Behavior that is both eatrinsically and intrinsically |
valuable will be the most motivating (see Herzberg 1966).

Rescarch on the relationship between uncertainty and extrinsic sat-
isfaction does not suggest a linear telationship (see Schacfer 1981), moe
infor mation ts not necessattly better. The relationship appears to be v
vlinear. At a certam pumt, mformation ceases to be satisfying, and, in :
fact, anincgease m the amount of mformation is dissatisfying. People can
know too much. This curvilivearity has already been investigated in in

%
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terpersonal relatonships (Gilbert 1976) and has been suggested as an .
vrganizational communication law of marginal retwns (Tubbs and Moss . .
1980). . ”
Not only must administiators assess information needs, but they must s
alsu deter mine the information desires of their potential receivers. These .
desites are not inherent in the organizational roles or the explicit role |
relationships established as part of the vrganizational structure. The de-
sires vary from individual o individual. To determing the information .
desires of people in the system, the administrator ficeds persunal infor-
mation from the peopte imvolved (see Miller and Steinberg 1975). I in-

_lormatign satisfaction is the goal, the administiator must be willing to

wiiifiuiticate ifteipersondlly to ascertain how.much information s de-
sired and the point of diminishing returns. . e -

The Conservation of Information k
The transfer of complexity Any_living system enists unl\ at the behest of :
its environment. Systems, m fact, have an interest in mamtaining their
environment since their environment provides the inputs it needs to sur-
vive. In llllrn, the environment s interested in maintaining systems that
serve its purpuse, and so any particular system will find a method of
adaptation-that reflects its environment. Systems are refractions of their
environment (see Weinberg and Weinberg 1979), )

Hunian systems sutvive m and muror their informauon environments
{see Emery and Trist 1963). When data are of a given compleaity (i,
when there is a given amount of information), the system will petform |
activities that reflect that compleaty. The processing of a great amount |
of infurmation requures bohavior moie complea than the behasvior needed |
to process a small amount of information. |

How this happens may be eaplained by the use of a mnemonic device. |
Information vcurs when uncertamty is 1educed, when the complen is |
made simple. Objectively this means that a complex pattern ol events is |
reduced to a stmple pattenn (see Miller 1978). Pereeptually, infot mation ‘
vccurspwhen a person recognizes a pattern (Farace, Monge, and Russull
1977).That 15, what was formet ly thought of as being random 1s recognized
as Im\ln;_. some meaningful pattern. The pattern is ldl\m in. The form is
taken in. One is in-formed. .

The initial recognition of a particularly complea form normally re-

ﬂqulrgs considetable encrgy. A system normally attempts to process the

form by scarching for the nght combination of behavior that will unlock
the mystery, much as a naive student scarches ir hit-or-miss fashion for
amay to understand a new academic subject. Oncee the form is recognized,
howevet, the system will have identified the particular patternof behavior
needed ty recognize theé new form. The pattern of behavior will be as
complex as the form that was recognized. .

Therefore, the complexity of a message is evidenced in the compleaity
of the behavior used to communicate it. This notion is suggested from the
works of Weidh (1969) and Wenberg and Weinberg (1979) who noted the
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parallel nature of the envnunments and the sy stems that sunvive in them.
What this finding implics 1s that complety is not reduced as information
is prowssed, complexity 1s transferred. Information is conserved in be-
havior. o

“This teridency to Lunserie informationin behavion is suppor ted by two
recent studics. Budenstemer (1970) demonstiated that as the level of un
certdinty -increased, urganizations tended to. use more complex cummu
nication (v erbal-rather than numverbal, vocal rather than nuomocal). The
amount of, face-to-face interaction and the frequency of telephone use
mcrcased as uncertainty increased. He did not emipluy Juhnson’s ty pulogy
and suit1s difficult to defipe these methuds as either improvised or planned:
Nevertheless, during the petiods of uncertamty the orgamzationincreased
its use ¢f methods for complex messages. i .

_ Comnolly (1975) was cuncerned with cummunication patterns in gen’
-cral-as uppused tu Budensteiner who u?\csligulcd spetific instances. Cun
nully alsu tised a measure of pereeived un&:rl;’nint} tu confirm that twu
types of research departiments were i two different information environ
ments (sce Emery.and Trist 1965). The departments in.the more uncertain
environment had more complea t.ummuni-:g{ign networks. That_is, the
departments with the greater amount of mf?;rm‘niun to process had the
mor¢ complex information-processing belayior, ) )

Universitics m a relatinely stahlc.._cmiru/nmcnl, thercfore, v.ill need o
supply little tash infur matiou and will cmploy_ improvised communication
methuds in a simple networh. As the environment becomes mote complex
and infurmation demands increase, theuniversity will adupt a burcau
cratic structure, The amount of tash related information in a docamented

Aorm will increase, but m a relatnely simple, downwardly duminated
networh, Further.organszational development will requite preplaneed v
group-decistun communication methods dissenimating tash, human, and
pulicy mformation m complex networks reflecting more comples orgain-
izational structures. P

These natural developments canhowenTr, be altered by an adminis-
tracor, Organi/.dtigl}§_ﬂ|‘c~;0ﬁi?f( ed, and the Jdeasions that are a part of
the contrivan.e Jclc_l mme the actua) stnicture of thc urganization The
chotee of ot ganizational structusc must tahe into ackoimt the infurmation
demands of-the system.

> 3

-

Org?nizat_ionai,étru_clu;cs. If an vrganizativnal stiuctane is tuo stmple and
the 1nfor mation demands are gieat, on if the stiucture is complea and the
mformetion demands are low, the nmismatch could generate the prublems
of uncartaity, information quality, and vverluad to such an gatent that
the very life ofthe organization will be in jeopardv.

The traditiunal butcauaatic structure is employed by most academic
mstitutions, and several of the problems alieady identified can be traced
tu tmprov istiy tathar than actually following that b caucratic fermand

movig to docuinentation and preplanned nicthods of communication.”

- Burgaucracy fails, however, when mfurmation needs are great. Sume in-

i
", \},.,,J"'
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stitutions have evolved to a project structute to supplement the burcau-
cracy. Members of the organizaton from several different units may be
pull;d togclhu by passing traditional authority structures for the dura-
“tion of a project such as a majur freshman oricntation ceffort, a research.
~_study, or an institutional advancement cffort. ,

The most flexible urganizational design, the vne capable of _prycessing
the most.information but requn mg the most plinned communication, is
the matrix design EA mattix d\,blgn is a method of accounting for both the

o differences between projects ot sites while, at the same time, mamtainmg
uniformity of behaviot across critical functions. The probiem [fa hud by

< most organizations migving to this ipe of stracture 1s recognizing the

unique aspects of prujects. However, the problem associated with aca-
demic institutions is recognizing the need for uniformity. In a business,
labut is divided by rcdudhg complea tashs into a sequence of simple unes
that are tied togeiher to produce a preduct or service. In academia the
cducational functions are scldom divided, and organizational units, sieh
as departments and schools, scive as pdld"t.l units performing the . e
tasks but in different disciplines.

Although project structures may emerge in academia, the use of a
matrix design is unlikely . Such a design requires two types of managers.
funciional managers and project managers. The academie pottions of highet
cducation are duminated by project type admmistrators (deans, chair
persuns, cte.) As Mever (1973) puinted out, colleges_ and ‘universities do
not directly control the actual educational behaviors such as lc‘uhinz, A,
functional manager is created-when uniformity of a behavior is desired
acruss projects (see Kingdon 1973), and lult.lllllz.,. conducting rescarch,

and performing services all are behaviors that resist uniformity. e

A matrix destgn for an institution of Ligher cducation nught require
the configuration shown in Figure 20 Such a situation requues dual re
porting lines and tishs an increase in conflict necessitating more collective
dedision making. Evenaf a university administrator ware walling to tish
such an approach, it s unlihgly that teachas would commit themselves,
preferving to remain professionals partialls mvolved e the tash of cdu
cation and not in its adipinistration.

The administiation of ancillary services appear: to be tou simple a
tash tu tequite such a complen stiucture and the aich commumicative
behavior that is its consequence. One can hardly enviston an admissions .
or personnel unit needing such a strueture.

Wo do not want to leave the impresston that these difficultics prohibit |
the use of matrin designs m higher cducation. Seycral mstitutions cmploy
such structures, but they refur to them as “cluster systems.” The success
of these systems depends very much on the envitonmental ciicumstances.
In periods of growth and decay, the advantages of such systems appear
to outs cigh the disadvantages. The reverse seers ttue i persod of stable
ciullments and ceononue conditions. Thare s no Jiteratuie about these
designs indhigha cducation, but the contimued suceess of sume institutions
should produge a more enlightened basis for evaluation.
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<+ Figure 2: Conﬂguration for a Matrix Design
Academic Departments (Projccts)

Majhcmmics Philosophy | -Economics | Others |

A4 - aAr..adc.mu..

Foundanons o ,

| Education .

Graduate * o :
I Studices .

Community*
Services i SN

-Professional
Services™ . . ‘ , N

Public ’ .

‘Service . .

Educational bﬂ‘ices

-

Grants and -
‘Contracts )

Social . -
Research

Others . ’ i .

The administrator should choose, therefore, responses appropriate to g
the ivvel of complexity i the information to be processed. Documentation
or improvised retworts will not meet a great domand for information,
major, ditfeaon efiorts will not imsprose the dissemmation of simple data,
multiple appreache. m ot be enpluyed to correct the distortion of cum
plex inform. tivn, and, queuing wid not significantiy reduce the lvad of
nonroutine 1. vrmation. Match ag behaviors with infu, mation is the hey.
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Climate

Background . .

In any crganization, une key indicator of the health of the communication
environment-is-the organizational climate. The concept of olganlmnondl
cdimate has been used to characterize an emergent dimension of acomplex
organization. Certainly, all of us are familiar with differences in the gen-

eral feeling we experience i different organizations, and we often- reg-
vgnize the impact this g general impression has on our attitudes about-and
behavjor in a-g ¢n organization. An individual who moves from one ac-
ad&.mlt, institution to another frequently finds the differences in the gen-

eral climate of the two nstitutions more striking than specific dl(Tucnu.u
in policies and procedures. - .

The concept of organizational climate has been treated-in a wide va-
riety, of ways by previous investigators. Historially, three major ap-
proaches to organizatonal cdimate have been_cpuployed. the perceptual
approach, the objective approach, and the process approach.

The paceptial approach has suggested that the dunate depends on how
. the individual member perceives lus or her environment and,_as steh,
cach mentber 1s likely 1o possess a taique set of responses to the Jdiate.,

In the ubjective approadh, the individual’s response to climate is a product’
of the aspects of the organizational vlements. ... The process approach
stiggesaed that the wdn idual’s responsce to dimaie is a function of wiich
aspects of the orgamzation’s elements we most relevant o him or he
and how these were commeat d (Sanfurd, Hunt, and Bracy 1976, pp.
217-18). . -
These-yame authors attempted 1o provide a further description of organ
yational ddimate and suggested that fownr major dimensions of organi
/g jonal Jimate can be identified. (1) structure, rules, control, (2)
responsibility, challenge, (3) risk, rish taking, tolerance, and (4) support,
wai n\lh LUI]bIdLIJllUl](Sdnruld Hunt, and Bracey 1976). A factot analy tic
Cstudy of work dimates conducted in a noneducational setting found-six
major factors assuciated with vrganizational cimates. (1) conflict and
ambignty, (2) jub challenge, importance, and varety, (3) leader facilita
ton-and Supputt, (4) work group couperation, (3) professional and or gan
1zational thrll. .md (6) jub standards (Gundusun 1978, in King, Strcufert,
and Fiedler 19
Org,.lml.mun.nl chimate ma, be examined as eithar an antecedent o a
wonsequence of u{mmunn..mun in the vrganization, and t.h.lngu in the
quality of commungeation in the organization and variations in the v
ganizatignal chimate go hand in hand. The analysis in this chapter will
futus on .s;lu.lgdglum\nls uf urganizational Limate that have a particular
impact onorganizationgl communication and that have been llu subju.l
of previous investigationy in educational sut;xg,s -

Antecedents of Organizational Climate

Communicative style. Scyeral carly imestigators used various dimensions

\ e
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-ulpersunal style as mechanisms for oxplaming indis idual bohavioral pat-
terns. The car I\ study of authortarianism (Adumu et al. 1950), Rukeach’s
(1960) examination of dogmatism and of the’ u.ndum.\ fur individuals to
employ an upen vl a used strategy in.dealing with new ideas and beliefls,
and Chiistic and Gets's (I970) study of Machiavelliahism (the tendency to
be- manlpul.nn in mterpersonal |L|¢IllUnbhlpb) are all examples of this
approach. Sumc .authorities have suggesied that ong hey antecedont of
organizational climate 1s a relatively stable set of environmental char
acteristies 1e dated o the leadership behavior of thuse in cential positions
in the urgmu/nllun “The effect of this impact of the leadership behavion
at lhg top aad upper lev_ls of an organization upon all levels of that
viganization 1s now bemg referred o as organizational dimare” (I:ﬂ:ll
, and Likert 1976, p. 102, emphasis in the uriginal). ) L
The orgamizational climete as produced through the ILﬂ(ILIbhlp be-
hd\lul of thuse at higha levels serves as a slunl’lmnl wonstraining foree ,
. i deter minmg the knds of attitudes and behaviors individuals feel free
- “to employ 0 an vigantzation. The ability o influchee the organizational :
: Jimate 1n meaningful way s declines at cach lower level of the hicrarchy .
: Henge, as_progiessinely lower fevels of the organization are considered
the more likely 1t becomes that two distinet perspectives of the organi-
zaton will extst, one related to the immediate work group and a sceond
related to the larga organizat. m (Likert and Likert 1976). The differing
- per u.pt 101y coneerning the ficacy of an academic sy stem were confitmed
in a surdy of a Flonda community college. In that slud\ of an institution
. empluying a traditional, burcaudatic vrganizational model, perceptions
) held by top admmestiaters concerning the intetaction, decision mahking,
: aml communication m the college were significantly mote positive than
: lho\st. held by other administiate . or by faculty (Weaver 1977, p. 81).
One famthar descniption of vt ganizational dimate has focused on sup
pultivene.s I o gantzations. Gibb (196 1) distinguished between defensive
and supportiv e Cimates m small groups, arguing for the importance of a
suppurtive Jimate, Likert (1961, 1967) described the importance of sup-
portne behavior un the part of superiors and contended that successful
supenvisorswerc parccived by then subordinates as buthsctting high goals .
and behaving in a supporting manner-. . f
The rclationship botveon vt ganizational Lllllhll\. and communication
stybe m higher cducation s deatly demonstrated in a study of adminis
tratine management styles iz 49 institutions (Astin and Schenei 1980).
Many of the majur distinctions among the four presidential styles iden
ufid (bancaucrat, mtcllectual, cgalitanan, and counselor) were charac
ter 1ized by stgnificant diffaences inseveral ol the commumcation behaviors .
eahibited, such as frequency of mraraction with'various individuals and
. - groups and the wonteats in whic  these contadts tooh place. A brief sum-
maty of the four major prosidential .\l)lg.\ described in this study should
tNustiate the impact of communicatise style”{1) A burcaucratic presiden
tral sty le mvolved frequent diret communication with other top edmin
istrators, particulatly the duef academic and fiscal officers, and indiredt
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contacts with vthers tlnough staff. Tlis style led to pereeptions by faculty
and otha adminstrators ‘that the president was remote, not open, and
relatively méfficient and ineffective. (2) The intellectual presidential style
mcluded frequent communication with, Ln.ull) and with academic ad-

aministiators such as provosts, duans, aiid assistant deans, but less frequent

inturac tions with sume mternal support officers (such as the registran) and
with potential external dgpers. This style resulted in faculty perceptions
of an mntellectual presud€nt. (3) The t.a.alu‘n 1an presidential sty le included
a broad range ol communjeative contacts with a diverse group of indi-
viduals within the univasity, including many internal support officers
(such as the financial aid officer and the registrar) who were seen much
less frequently by those employing other styles. The most dominant per

wption tesulting from tus style was that of & nonatuthotitarian president.

(H-A counscle ~presidential style muﬂu,d greater reliance on informal
mectings and pusonal comversations.as Well as a tendeney not o redy on
exturnal constltants. This I),Lpﬁ.mufll‘ Istyle was associated with older
presidents who had been at then istitutions longat than others and who
were perceived as good entreptrencurs or fund raisers.

High factor luading, between a burcauctatic presidential style and
Inena cucal adnmnsgrations and between an cgalitanan presidential sty le
and humanistic adntipistiations suppott the notion of the centrality of
leader blllp behavio un\li_lll\ placed individuals to vrganizational dimete.
Motcover, the rdatiy y Jower satisfaction levels of admimstrators in hi
crarchical admnnstlatnum and of faculty under a burcaucratic presiden
tal sty e, coupled wath lnz,llu admunslmlux satisfuction lovcls lnhunmnlsm
systems and higher leveds of faculty Satisfaction undu an cgalitarian'style,
conlpnm the importance of the organizational cdimate and pu.sldunml
stale on faculty and adnuntstiatin e satisfaction (Astin and Scheniei 1980).

Othu authots have alsu commented on the general problems assodi
ated with a burcauctatic model and have commented on the impact of
this ‘lpplu‘lt.ll on certan dimensions related o an viganization’s com
munication climate:

Hhe mam flan e the biacanaratic moded s that when t{;? e (and 1 stll
ts wadespread i orgamzations of all tpes), 1t ofte o ducs not work very
well. One mam reason for tus s tat Tniman needs —especially social,
ps’\«}m.’u;s cal and .sz.[[-m. tealication needs—are not udcqnalcl_\ Ill[ﬁ”(’([
Another reason 1> that the burcancratic model creates senots ntforna
twtidd probloms. On the vther hund, there are sull many sunatons where
a rdatnely brrcatieratie or anthottartan apmoach s called for and does
work beuer than othar approaches. These indude sitations in wind
Nennean ecd fudftlliment docs not suffer very seriously, whae rontine and
preptogramnied decstons are inolied, where stundwdization 1s appro-
pricte, where o guuch deciston o dearls needed, and particndarls where
the vrganization vt o gnen part of o functions i a stuble enyvnommnent
arted 15 not confronted with van sygnficant uneertany (Richmar asnd
Farmer 1976, p. 29). -
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Obh 1uusly, the stable envionment with Imlc uncertainty described abure
does nut very aceurately desribe the system we know as @ cullege or a
unnensity. We would be well advised to rgmember that although a bu-
reaucratic model provides a structure that is more fully documented than
the mprovised one common in many colleges and unisersities, the strac
ture is not necessarily planned in n.Ial.un - a\wmplcx environment and
certainly lacks the suplustication and: bgnslll\ll\ of either o project man
agement or 2 matrix system. 4 ‘\ 2
The impact of the president’s style may lnnc\m‘nju!«.unsuqucnus for
the mstitution as a whol, particularly by defining how frec othersTeel w
empluy their own preferred communication styles, Howovdr, every indi
vidual in the urganization helps to shape the characten of tie relationships
in that urgamzation tlivough his o1 her personal cummunication style. In
a discussion of a commumication audit conducted ina section of a large
southwestern university, Guldhaber and Rugers commented on seretarics
who acted as buflers for their busses by referring misdirected questions
1o mure approptiate authorities in the institution. Thes contrasted this
legitimate seactarial jub function with an alternative situation, noting

when the secretary becomes overprotective of the adninishator, contin-
wally rebuffs student visutors, addresses students bluhly or in a conde
.uunlnq., mariner, or makes 1t almost nnpossible fur the student 1o gain
entrance tu the admmstrator, then the seeretary has become a “barrier”
to commumication (1978, p. 80). .
.
In this mstitution, the situation was serious enough that the communi
cation auditors.ultimatels made the following recummendation i

Secretartes who are barriers to commnoncation bemveen students aval ad
mnstrators shoudd be replaced by conrteonts, sensune mdividnals who
enjuy terac ting with people (c.spumlh with students) v uun.slmul tu
offices shere thewr responsibilities dv not require them to intetadt ‘fre
quenty with students, They condd also be renained by partic ipating in
COMMIICAIIon v sensiti ity traming sessions desighed to imprave thei
mteraction with people, For example, they might be shown videotaped
role-play g seenes of student-sewgetary niteractions, discussions would
Jollow: the role playing (p. 83). , )
5

Thus, throughout cach collyge o1 unisersity, the ddimate is profoundly
influcnced not only by the commumeative styles of thuse in central pu
sttions, but alsu by thesommunicative behaviors of vthers who retleat the
Baracter of the |n>l|l;?lwn Presidents who employ a butcaucratic per
sunal sty le and who impuse « hicrarchical administiative stiucture should
probably anticipate a commuanication dimate characterized by lower sat
isfaction levels amoug othar admmistiators and faculty members. Thuse
employing a moure cgalitanian porsonal sty le and a morc humanistic stru
ture may generally expect greatar satisfaction among other administiators

2
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and facultgs Although the tescarch on this tupic was condgctedwith pres-
idents, a-sinulat pattern might be eapected at other” lopgls of academic
adrunistiation. Howewver, the specific relationship between personal com-
municative style and vther components of v g,am/auundl climate at other
levels of acadene aulnnmslm“un 1emains upen to inyvestigation.
Throughout the urganization, questivns about the perdonal commu-
arcative sty les of employees and the communication demand of par tiquln
Jubs deserve carcful attention. Spedial attention *shouid b \t,l\.t.‘ll tuthe
persunal communication sty les of indsviduals whose jubs will n.qum.- them
tu act as haisuns, perfurming important linking fum.lluns between the
vrganization and indnidual. In sume cases job placement dluslun\ may

be used to improve the orgamization’s communication Llll]hllt‘ In ogher -

situations spu.ml communication tratming for new employ cc]s may be -

quired. v
e el v

¢ i
~ 4 i

. A
Organizational complexity. Another [actor that influences the communi-

cation Jhimate of a college or umiversity 1s the complenity of the organi-
zatton. Colleges and universities differ greatly i their degrees of diversity,
differentiation, and complenaty. With a range of institutions varying from
eattemely small, single-focus (often teaching-oriented) ‘colleges to very
large multipur puse universitics with well-develuped teaching, rescarch,
and service compunents, ciganizational complexity interacts with other
dimensions to ifluence the communication climate.

Organtzational compleanty s often an internally nposcd condition,
and the tendeney of colleges and unnersities to centralize adtharity and
deciston making functions has been apparent forseyveral vears Increasing
finanicial pressures, aceelerating public demands for accountability, and
the necessity of being myvohved mucht miore duectly with external sy stems
that ate alicady burcauctatized (such as the federal government) have all
helped to proinote this tendencey. However, this centrahization is not with-
out its impact on the viganizational chimate and on communication in
-the organization: . .

The trend tovward increased contralization 1s often excessive, wnvarranted,
wimise, and dyvsfinctional o the gools, prionities. and viability of the
mstitietion. Exeesstve centralization leads not only to the loss of power
anedd arttonomy Jor nuddle management, but also fur o frequently 1o
slower and poorer decisions, furdin commupucations, and mueks infor-
mativni-clogging d distortion. This stems fromt not wilizing a contn-
geney approdlht based on an adeguate assessment of salient conditions
and uf the resudts destred. (Richman and Farmer 1976, p. 247).
\\
Cortaruly, the hinds of consequences concening communicatiowrdescr ibed
al)u&u int.t tahe thew toll on the organizational climate. Although the
need. for carcful woordmation of a large numbey of functions within a
college .ot unversity 1s apparent, when centralization is equated with
. LUUldlndllun the vrganization’s communication Jdimate may suffer.

!
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Finkin (1981) has commanted on the potenttal impact that collective
bargaming car have on an academic institution’s cimate, particulatly by
mcicasing the number of formal internal constiamts. He noted that the
Crelatively general gurdchines uséd to vperate academic institutions under
the assumption that disagreemaits would be resolved ina manner sen
sttive to faculty terests may be replaced by an inaeased level of adju
dicaton and arbitration based on the assumption that nothing s blmling,
if 11 has not been stated 1 the collectine agreement. He suggests that this
increasingly prease defimtion of faculty toles and an auumpan\m&,xtgn
dengy to Imt,alc.\ that role can lead o an excessive emphasts on integ nal
detail (p. 78). This hind of situation wouid certamly change the mternal
communtcation dimate within the y ganization, inucasmg the cmphasis
e the develupment of commumcation rules and much more fuormalgzed
role descriptions.

Darkenwald (1971) categorized jinstitutions aceording o then dq,lu..
of differentiation and studied the mipact of diffeeentiation on the duz,lu..
of conflict between academic departments (and then chanpersons) and
central adnunistratine subs\slunp on matters affecting departiments, He
~found: . F

» l
! ) H

a cun thiear nhumu})up bcn’(ccn confitet wnd vrgamizational differen-
gation i colleges and unnerbities. . Wuth mereasing levels of wstitu-
tonal differentiation—and, meunuluml\ professtonalication—cuonflict
dHereases up to the powmt at u Tuch unversities begnn to take on the attre-
butes of full-fledged professt d1al orgamzations. At this stage, «uu/hu be-
___Buntud dmmmh When cuthey the professionalor the admuiistrative, uulh’um\
straetnre 1> donunant, mternal conflict tends to be relatnely low. When
there is no cear subordination of one to the vther, « struggle for powes
ensues and conflict is exaterbated (p. 411}, ]

The pattern described abut e would appeat to have sume consequences for
the communication cimate of a college or university . The potential fu
increased levels of conflict between acadenue departments and centeal
admninustrative s{nb»sluus i these madium-diffcrentiated instituggags seems
dear, and the eApectation of a different set of Rey issues in depar tments,
with sume relativnship to the degrec of institutional differentiation, also
seems probable. A institutional communication agenda wath significant
cmphasts on contlict among subsy stems and on the distiibution of pona
could be capected in these mstitutlons. Academic admimistiators ntthese
nicdium differentiated stitutions would be well-advised to pav partic
ular attention to the communication agendas i their institutions. 1f a
consensus has not been attamed on whether the admimstratine o the
professional subsystem has primary authonty, many apparent disagice-
mentsover specibic ibsues miay actually be manifestations of disputes vy et
the distiibution of pdwer. These kinds of conflicts will probably be maie
common 1t medium diffarentipted stitutions than m mstitutions that
are cithar high or lov jm msl,iullulml differentiation. Admiumistrators in
/
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thuese situations may be amazed when apparently clegant solutions, im-
plemuentead without appropriate attention to the hidden agenda question

-wedbout the distribution of power, lead to tesistance v uppusition instead
-of thie support that was anticipated. B '

v \ .
Consequences of Organizational Climate [l

Performance. Earlict, we suggested that . urganization’s communication
dimate l.lhl es a difference - that a supportive, open dlimate is more bep:

clicialthana restietne dimage. However, the speaific benefits of a more .

open ¢limate are by no.means clear. Bass and Rusenstein (in King, Streu-
fert. and Fiedler 1978) noted in a discussion particularly related to pai
ticipatiye management that this style “has been eapected to increase
s‘msﬁu}iun, imolvement and commitment as well as to improve perfor-
mance. f{u\\g‘\ er, 1t has Been casier to show the effects on attitudes and
fechings thanon petformanc” (p.4). Inone study of deans and department
heads at thiee New England land grant universities, Baceus (1978) found,
no tcdationslup between percened organizational cimate and achicve
nhent motivation. fmeestigators i an industrial setting have commented
on the impagt of sclf fulfilhing pl,l;phgucs un the development of younger
membec of the vrganization. They have labeled the aitical rolg that
SUpLIVISULY L\.‘&\p\.'tldllunh can play i cstablishing a pusitine Llim‘nc for
the purformance of then suburdinates “Pygmalion in Management™ (see,
for wxample, Liyingston 1979). Howava, the impact of an administratot’s
capectations mdaveloping a dimate that encoutages positive purformance
aapectations fur pewer members of the orgamzation man academic setting
appears to deserve further study . The effects of climate on productivity
in colleges and unpversities also represents a neglected arca of rescarch.
Perhaps the difftcu]ty of operationalizing “productinty ™ this conteat
15 partly to blame, but whatever the redson, the relationship between
orgatnizativnal conmpunication ddimate and producunats in academia s,
at this puint, Iargcl\'\i\l matter for speculation.

\ .
Integration into the grgani/.ation. A pusiting otgantzational cimate might
help mdinaduals become more effectinely mtegrated mto their enviton-
nient. This process of talcgration 1s particulat v impor tant fur new mem-
bors, but 1t alsu hedps continung inembers to maintain vt ganizational
identification. An viganmization uses commuiication between superions
and nuw suburdinates as well as messages from highar losels to acquamt
new members with the vrgamzation. The purpuose is to des cli)p m the new
mentbers a change m perspectine su they will better iden kf‘\ with the
goals and objectines of the viganization. Pathaps the dearesy evidence
that this change m perspective has taken place would be a tradsition m
the new member’s interest from what “they™ are domg to what "We™ are
dotg. The arca of vrganizational chimate and intcgraton of indiv rlyals
mto then envionmient su colleges and universitics has received sowe
research attention,
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In an mtiguing approach, Place and Sorensen (1974) surveved 88 fur- \
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met faculty members to review turnovet in light of perceived influence
patterns. Althvugh ghey found that the upward influence exercised by,
department charrpersons was related o former faculty’s perceptions of
and fechings about the mstitution, they were surprised to discover little
telationship between the eatstenee of collegial 1elationships and weulty
morale. Instead, morale was mote dosely related to the strength of a
chairperson’s external relationships, re., the chairperson’s effectiveness
in obtaiming destied 1esoumees from hus o1 her dean, Anuthér study con-
Jduded that faculty attitydes toward morale varied directly with thein
perceptions of the level of faculty imvolvement in policy formulation as
well as with several demographic variables (Wells 1976).

When seven Califurnia community college campuses were examined \

from the perspective of Likert’s profile of a college, several differences in
the.percenved dhimates were vbserved. Evidence of differences in the way
the vrganizational dimate was perecived was reflected in the fact that
presudents believed more goal commutment eaisted than did vice presi-
dunts. Also, thuse in higher pusitions were moze likely to belicve that the
organization was uperating at a "System 4" level, described by Likert and
Likert (1976) as a level characterized by high-quality membua interaction,
high motivation and.pattiapation, high 1ediprocal influence among mem
bets, effective communication, high performance goals, and a well devel
oped leadership stucture (pp. 16-17). Parceptual difleiences among faculty
mcluded beliefs about the, deciston process. Faculty at single campusces
were mote positive about thers envitonment than lhusu at multicampus
districts and those fiom more traditional “academic™” departinents pes
cerved lower quality deaston processes than faculty fiom more applicd
disciplines (Hushaw 1977). H

Shulman (1976) studicd 18 academic departments in a st.m suppot ted
Big Ten unnersity and observed three major factors that .wunu‘ tu be
related to differcuces i organizativnal communication climates:
(1) downward patterns, (2) fanuliarity, and (3) influence. Significart re
Tations emut ged betw candepar timental communication dimates and var
tablus stich as turnover, depattimental loy alty, morale. performance goals,
and conmunication satisfactivn. A studs,of the relattonship betweer lead
ciship behavior of phyvsical cducation department chairpersons and o
gamzational communication ddimates conctuded that clthough
admumistiators agiced among thamselves aboutiole expectations and need
dispusstions, suburdinates disagieed with these dimensions Additionally,
idivduals davdloping parsun-onionted ddimates were more clicient and
effectin e than thuse develeping svstem oniented Jimates (Hedrick 1976)
Following his studv of thice tvpes ol LU“Lth in fow seniot institutions,
Arca (1978) alsu suggusteu that deans and gther college administiators
could enhance.the leved of taculty satislaction by developing and using an
mformal commuitcation system and by deaicasmy rigidiy in commu
nication whenever possible.

Finally, une reviow of faculty and administrative pereeptions ol down
ward messages 1w a smiall, Iiberal arts college resulted m the discovary ol
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pusitine telationships botween communication satisfaction and institu-
twnal satisfaction. The teview also discovered no relationship between
these items and dimensions such as vears at the wollege, years in rank -
general acadenie arca, ot aceessibility of the dean. Age was significantly
rcdated toboth satisfaction measuies, with younger faculty members dem
onstrating more dissatisfaction (Ravage 1974). ) -

To summarize, studies of the integration of faculty nn.,mbus intu ol
Icges and unis cesitics have suggested that impor tant clements include the
upward influcnce chanpersons arg belicved tohave and the les ol of faculty
imvolvement an policy formulation. Departmental communication i
niates had an ipportant impact on issues such as turnover, performance
goals, and communication satisfaction. Onee again, person oriented li-
mates yiclded mure positive consequences than sysiem orrented dimates.
Adaptability dealing with innovation. Ot gamzations are conftonted with
the ungoing problem of mahmg adjustmerits to accommodate changes in
the environment and in many clements within the system. As viganiza-
tons with central goals related to eapanding the fiontiers of knowledge,
colleges and unncrsitics would seem particulary susceptible to problems .
assouiated with adaptability and offectiv e wass of dealing wath ingovation.
Curtanly, dimensions described catlier such as the degiee of openness
ptuesent in the commurncation system would appear to be telated to the
ability of & system to be respunsive (o innovation. However, colleges and
univustties sometrmes fail to deal with mnovation in effective ways,

Onc important factor related o an institution s ability o deal effec-
tndhy with innovatior s the establishment of necessary communication ,
hiuks within the vrgamization. Oastler (1973) described the experences of
the City Colleges of Chicago n chl.lbllshlnb a speatal “learning 1esources
laboratory” hnown as “TV College.” TV College used televised Courses to
senve the educational necds of special groups of students, mncuding,
houscw ives and the handicapped. However, Oastler noted that the colege
campus had failed to take full advantage of the TV College program even
though 1t was part of the sanie system, partly because cfective links had
not been developed between the TV College and the test ol the system.
Additionally, he noted that policy mahking had been confined to cential
adiinistrators of the TV College, thereby reducing the motis ation of ulh
ers involved in the project.

The imput tance of adminustrative supput tin developing a chimate lh.n
vicws thnovationpusitisely was cmphasized i asstudy exploning the use
of LXPER SIM  a computer stmulation used to teach tescaich design and
strategy itsone 67 colleges and universities (Agarwala-Rogers and Rogers
1976). This notion was modified sumewhat by aninvestigation of instrue-
tional devdlopment projects that noted that the presence of crther inno-
vation and aggressive teaching faculty or high lesel academie officers had
& greater tmpact on the devedopinent of now programs than did formally
tramed developers (Lawtason 1977). [n anodher study, formal actworks

involving consultants or tesourees were found to be mote effectunve than

\

A}

A)
Orgamzanonal Communicqion 8 51
. ~r ' )

o J ’ ;




- -

< . R -

:\.» ¥ I3 ‘
,admmistratine encouwragemant, informal communication networhs, or ST
petsonal satisfactior in predicting faculty use of instructional innovations
(Kozma+1979). . .
. Thus, avaricty of factors in the organization’s communication climate
have been shuwn to have some selationship to the adoption and cffective -
use of mnovations. These factors include. admimistiative support, aggres-
sive and movative faculty, fuumal networhs mvolving consultants ot e 0| |
1 suutees, and the estabhistmicnt of appropriate Lummuniun:lun linths within
the organization. | -
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Noaioe ' ' ; ~
Background ’
Atone level, the process of deaston making imvolves selecting a preferred
course of action frum a range of alternative actions available. Hu\\"c\ er,
cifectine deasion mahimg mvolves mote than simply sclecting une rig,ln"

alternative while leunalln& meorredt chorees. Farthermore, sinee the,

du.lblun making process is a means to an end and administrative effec-
ll\\,ncss will uften be ¢valuated in terms of buth the results obtained and
the methods that produce the results, an administiator must be oneerned
with buth the guahty of the sutcome and the quality of the process Dnrd\{l
has Lullllllvt.lll\,kl on the centrality of the deasion making function fo man-
agers. “Executives do many things in addition to making dedisidns But

,on’h exceutnes mahe deaisions, The first managerial shill is, therefore,

the making of effective decisions” (1974, p. 465). -

Therange of dearsions processed in an academic institution varies from
the tivial to the aoticdl (from determining the brand of wolfee tobe used
ma Ln..xll) lounge to developing a strategs for 1educing faculty positions
undet ictienchment) and from the routime to the unhnown (from deter-
numing a departnient’s schedule of ‘Uasses for a given semester to pre-
dicting the couseyguences of pussible federal legislative action on a speific
campus).

Deuiston imahing s ubiquitous in academia, confronting students, fac-
ulty, and admimstiators nrsteady doses. Thice general types of decisions
can be distinguished. (1) probleni-solving decisions, involving attempts to
cotteet spu.nfn. dilficulties, (2) oppurtunity decisions, imolving attempts
toselect mord advantageous cour ses of action, and (3) project management
devistons, involy ing normal aspects of daily uperations (Rausch 1980)

Deusien mahing and communication, are intimately related Evenin
situattotis where decision mahang appears to be a unilateral phc.nununun
with a stngle mdividual and not a group scelecting a course of action, the
data-gathening stage of the precess often mvolves interaction with others
At severalspeaficpoini i the decision making process, the role of com-
muntication is pan ticularly ti'lcur. T -

Value Clarification/Priority s«.ltlng/(;oal Development

The process of develuping asct of guals to be pursued serves as a prelude
to effectine dearston mahing i an viganization. At the mstitutional level
i a college o unnerstty, goal setting may be accomplished thiough the
developnient of & nussion statement and suppur ting goals, by the adoption
of a formal nandgement system such as management by objective, or
thiough a number of uther approaches. At this level, goal ambiguity can
present a serous problem. In fact, sume have contended that the ability
of a university president to gener ate significant accomplishments depends
on whether the goal system remains highly ambiguous or becomes sul-
huently operational (Cu|lcn and Marh 1974). Others argue that this anal-
VoIS mucI\ \.\pldll]\ why many colleges are expericncing difficulties and
wontend that more must be done to expand empitical rescarch into power
i acadenie institutions (Richman and Farmer 1976). Although the im-

i .
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portahce of develuping wonsensus on goals bas long been recognized as
) contrituting to effective ploblun solving (see, for example, Likent 1967)

goal consensus is by no means uaiversal in Z\det.llllt. institutions. As
Corson has noted, ;

Four reasons that stem from the baste natiie of an mstitution uflng,hu .
learning, the college or university functions with only the nost guxual
. understanding as to gouls to gude the individuals who carn o its ac- ‘ |
. tivities. I, this respect the ﬁuiyvsil_» differs sigmtficantly as an organt- . I
zation from its connterparts—the bustess enterprise ot the meditary unit \ ,
and sqmie - ..., but not all, govenunental agencies (1975, p. 77).

In a Sludy of goal consensus among commq‘nil\ college personnel,

greater censensus was observed on strategy statements than o 1 gogfutate-

ments. Additionally, the degree of consensus varied according to fitadenuc
division with consensus oceurring most frequently among faculty mem-
bers in the divisions of business, life scicnces, library services, physical
stienees and lcd)hulog\. and sudial science. The greatest varance among
respordents was in the hum‘m.ma division (McHugh 1975). {

An eatensive analysis of the. Precess of working toward goals, ncluding

_attention to many of the iclated communication issucs, has been provided

by Rausch (1,980) — ' b

—— .
Data Gathering

N
‘

" One advantage traditivnally Jdamed in using small groups tu sulve prob ‘
lemis-is that the quality of decisions isimproyed-because of the larger puoul
of available 1esources (experiences, judgment, ctc). The stage at which
information related to a pending decision 1s gathcred 1s cutically impor -
tant in determining the vyerall quality € the ultimate deaston. Although
& frequent complaint is that infurnw_u[ﬁucm tu niahe a quality

dedision, a surplus of infurimaiion 1> an cven greatur problom Fhis suiplus
mahes it necessary to develop a sorting strategy to deternnne. the infui -
mation that must be processed m detqil and the information.thiat may be

discarded. Long before pniemporary computer developments., Thd\\.l !
commented on the problums of data management and the way that such

problems can be eaa

\
i
zeerbated by developing technologies \
The present cap hilin of duta (,ullu,l(uu processing, uml preparation \
equipment and procedures s suclt as to vertably flood the udm.mslmlm
f

with current aitd comprchensive data about Ius orgamzation and s en-

vironment. But the sheer increase un speed and cxtent of data antegration
across functional botduries has not solved the bust questions of what?

where? who? when? how? and how nuect? I fact, such problems have
dactrtally been nuenstfid by data ardware and softwe tedlnology (Thaya
1967, p. 79). o

The uncertainty that 1s charactenstic of many situations in colleges and
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unnersities also surves toantensify this problem. As Galbraith (1977) has ‘
noted, “the grzater the tash uncertamnty, the greater the amount of infor - :
nmllon that must be processed among,decision-mahers during tash eac ‘
umon in order to achicve a giv on level of performance” (p. 36). |
"Out ability to mahe offectae use of managemend information has been
. cnhancad tlggough the developnient of organizations such as the College |
and’ Unyasity Systems Exchanges (CAUSE).and the Nativnal Cc.nlq ful
Highe Cducation Management Sy stems (NCHEMS) (See Gamso and’Ser-
viee -1976). Othar innovations at the institutional level have included the
oo devdopment of a management sy stems mventory (MSI) designed to pre-,
.WQ scatanmproved mechanism for self study and evaluation of institutional
. Management (Parchh 1975) and an information based curriculun) LI\.\LI
upment system (Martin and Gutlo 1976). A dmywst:k teview and sglf
study process, onginally intended for use in voluntary vrganizations, has
alsu beun suggested as a mechanism for gathering bqlu data and em
ploying the .avatlable data more effectinely in higher education (Mink |
1975). ° . . |
A senies of studies has been reported in the arca of improved intet
utnnedsity communteation thiough the eapanded use of computer net
wothing (Zinn, Parnes, and Hench 1976, Interunivarsity Communteations
Council {(EDUCOM] Proceedings 1974, 1976, Emery 1978, Emery ct al.
1976, Johnson ct al. 1980). Recently, a call has been made for more an- .
tiapatory tatha than teactive deaaston mahimg o lngher education, with
the suggestion that an integrated stitutiongl data basy serve as a hey
clument in the system (Mishta and Gannon 1980) However, individual
aid sntall group dedisions prosent)s Being madt throughout the organi
zauont vt a daily basis olicn auplos far weakat supporting technologics.
Conclusions drawu from simulation studics suggest that sttuations char
actetized by aither logh o low information loads produce adverse effects.
X

The relattonshup bonveen mformation load and deciston making cqni-
pleaity os cundinear, wath taformational and personalis vartables play ing
o 1ol pr spectfying the detaids of the function, Deciston making under
Jugh load tends to become sterconsped, dwaacteriied by the weduction of
mformation scarch, the selectne tse-of mformation, _and mcreasingly
stomtdus-bound reactions . (Suedfeld 1978, 01 King, Strenfert, and Fred-
~ ler 1978, p. 209). .
Cohen and March commant on this problem and argue that choee pro
Cosses 1 wht acaderite sstitution mav casthy boecome overloaded and that |
the orgamzations where this happens typically have weah information
bases (1974, p. 207). An Lpisodic Commurication Channels Organization
(LCCOJ atialvsis ta techugug fur ttacing message flow i an vt ganization)
caamincd cumnisscation patterns withi a major unnersity: and con
Inmicd thes situation, concluding that the avaitlability of a wide range of
it al and oatas nal communication sourees to facaltv and stalf makes
itevttemely difficult to cmploy a standard, formal, top dowii pattern in
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an analysis of this urgamzation (Holsenbech 1975). David H. Smith has
alsu coitmented un the celativedy weab information bases of colleges and
universities, noting: . )

P

If admiinistrators liave hutle mfurnation aboud the vtdeontes of e sy
acweities, factdty membars m o have relanvely hutle inforination on
tmportant factors external to ther onn activities and then own dopart-
ments, Thex are pieally uorant of nupurtant policies_of the state gos-
enpent, the systent vr the wnversity of whaeh-they are-a part. They are
ofteit surprised when they bécome aware of thuse policies and find an
cffective mgthod of du:lmg walt many of thent 1s sumply 1o remant un
informed (N79. p. 36). J o

In summary, gathering data lor effective dedision, making in colleges
and universities often indudes mformation vvalvads telated to the un
certainty of the tasks. Computer infutmation suppott has been nore help-
ful at the institutional and interinstitutional levels, with the day te das
decision making processes of many colleges and unuy ersities chatactenizcd
by weah infurmation bases, o wide tange of communication links, And
e flexsble boundar tes. Addinonal inyvestigations are needed of the niech
anesms available for data gathering and mfurmation management for the
in.nﬁj?l?ﬁl'\—‘dmﬁuns made by small groups 1n academic scttngs.

Roles o o L
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" Anuther Hput tant \;llhlbIL i the deasion-mighing process involves the

voles assumed by v ascuibed o mdividuals imvolved i that process. Al

though the dassical distisietion betwean tash, group buillding and man
tenanee, and imdividualgoles (Benne and Sheats 1948) temains the most
common general approach s sole analysis, the study of specific pusitions
within a universitv has been a more frequent rescarch stiategy fur ex-
aming toles and communtcation behavior of indiaduals inroles m ac-
ademic institutions. .

When Sechafer (1977} examined magor communication topies for nearly
300 college and uunuml\ proesidents, he found that topres related to fac
ultv and academic affairs consunied the greatest amowit ol the prostdents’
communrcation tme. This twopic arca was followed by bustess tinancal
mandgomant cotinianicatton, fund raising, business rcdoted esternal so
acay, and student communication, rospectinely. Shightly more time was
Jovotad to vommuscation inside the unversity than vutstde. Presidents
of private institutions spent the greatest portion of ther tme on fund-
ratstiig topies, and presidents of public mnstitutions spent the greatest
pur vt un faculty and scadenmue affatrs. Others have eaplored the tole of
the commuuity college prestdent. with special cmpliasis on the leader
behavior of these individuals (Stevens 1976).

Adams (1977) found considerable conflict about the role of the aca
denne dean e arcas of authunty, 1ole tespunsibiltties, and delegation of
tespunsibthitn, One study of the departnient chaimmpersou wole (Watne

356 ® Oiganezanonal Commmpucation

& <% '




Aruitoxt provided by Eic:

munde 1976) comimnented vn communication flow, noting that the primary,
flon was upward from faculty to dup‘nlmcnl charperson. Also, more
stceessful chairpersons (as perceived by peers and superiors) more fre-
quently confined then communication to unnersity tather than personal
matters and 1ecen ed more commumcation contacts than their less st
. cossful colleagues. Anuther studs on chantpersons commented on the in
ccteasingly admmistiative nature of that pusition and on the tendencey of
chief academic and eaccutine officers to attribute more power to the chain
. person than is, in fact, present (Admire 1978).
A recent exploratory study surveyed nearly 400 faculty members at a
latge midwestarr unnasity m an attempt to cdarily ll)u. Lummon Llcr
. mtional clements 1in jub puful mance fecdback and dimensions of vrgan”
© rzational communication. Thiee common, dusters of variables cmerged.
(1) a sct molving the general quality of the information in the entiron
ment, (2)a set related to the souree of the mformation, with one subdi
tienston tdated to upsward communecation with the department head and |
anuthar rddated to hotizontal communtcation with colleagues, and (3) a
sct related o affective reactions with colleagues o pect sodiability . The
nuostigators abo noted that tesponses pndicated some Lunfusiun about
the 10lé of the leupusun stggesting that faculty sumctimes purccived
the leupubo/n as an.authouty figure and other times as a colleague
- (Hanser and Muchinsky 1980).

Another study imvolvng the use ol ECCO analy sts confitmed differences
inayatlable infurmation based on an individual’s tole m the vrgamzation,
with higha -level admustrators hnowing more infurmation. and more
acctttatg mformation than lower level admimstrators, Thuse at highe
levels relied more heavily on one-to-one contadts for thenr information and
also 1clar cd more information (Sanders 1976). Additional investigations
have gaplored communtcation and leadarship patterns among chiel col
lege student personued olficars (Ebbs 1973) and leadership. management
stafes of head staff members LU“L!,L and unnersity residence halls
(Chambers 1976). -

Paul and Schooler (1970) explored diffcrences in criterta cinploved by
juntot - and sciior lavd faculty members in management and wn;ludul
that stgmficant diffcrences easted. Speaifically, jumor faculty members
assigaied a much highar prionty toscholatly cfforts than did then more
senior colleagues. .

Clanty of easungrole slm;luusalw hasbecnimvestigated. Ambiguity
of casting roles was noted i the comprehansine communication audit of
a mudwestern university ited carhier, and the mmpact of these ambiguous
1ol dfmitions on communication m the siganization was desyribed.

The vvens iy magor iy of persons recene less miformation about then
jobs, roles, and revward systems than they want. The mformation that is
sent wsnally arrives wo lute to be of nuddi wse, Lack of adeqgiiate infor-
matton has contributed o anotha, perheps more harmful, problem—a
luch of cdaniy 1 roles. Most persuns feel that they do not adeguatel
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‘umlenlumlmm.ll\ what theer jobentails—tts duties, responsibilitics, pow-
ers, relattonsiup to other obs and the wuversin's goals at large. This lack
of dariy contributes to the pmb{um of vverlvad ("1 don’t know what to
send”), underload (Wit dou’t they send me what § need?”). feedback and
responsiveness ("1 thewght someone dlse ywas gomng to handl this”), and
coordmaton (L don’'thnon n hul the other departnients are doing”) (Gold-
haber and Rogers 1978, p. 74)

? .
1
. | -
. General descriptions of the roles of significant college administiators such
\ as the president, the dean, and the department chairperson, have been
suggested (see, fur example, Millett 1978), but these theoretical deserip-
ttons must mmtmiz the wide diverstty of vrg E:Inll.dllulhll structures found
1, spectfic institutions, As Kauffman noted 1n Ius description of the pres-
. idency:
' v
Insome cases the president 1s the eaecnnive ufficer of the governing board,
ntothers, the president 15 a nuddle-level manager of a fcl(l uffice. In sume
cases the preswdent selects the munbcr.s of the mstitienion’s 5u|tmmg board,
wuthers, the tnustees do not cvm know the president and may, not have’
set fool on s v her campus. 1 hmc seen institutions where the president
was totally I)unml by a manual, contract or procedures for evers possible
action, and™ have seen other institntions where thers was noc even a
f(uull) handbook vr a written governance description (1978, p. 60).
1
Coladalu (1980), in a discussiun of the dcmslnp calls for new rescarch
methydologies and pdmdl;,lns in studying adnumstrative roles in highet
eduzation artd woncludes that new 1escarch strategy may be called for

The overrtding vbjective 1s to gencrate sumetung we now setionsh lack

if an tadud tive shategy s to be nonrished—a competent und growig bases

for frafud, mducive guiests fur commonalities and for workuny induetive

Inpotheses abunt 1elationships bem con and miteractions wnong gh e 1ole

. defortions, performances, personal attribuaes, mstitntional Jaracteris-
ties, ete. Over nme, such studies, if they adequatels inf-. *u each vther,

wlso will pernut the develupnient of u more lmﬁd taxonomy of variables,

Wl can senve the duad purpuse of advismg new stdies wid inviting
more stmlaruy of witach amonyg then (i Griffuhs and ,\h(um 1980).

However, evep as this miproved rescardh base is evlving, role defi-
mitiwns must be developed in conteat and must caterge,as one character
istic that helps to define cach college ot univer ity as a unique system

Many acadumic admunistiators might be relucgant to impose the’ kind ol

constraints that specific; detarled job descrrptions could imply. However,
if 1ules 10 an acaddmic istitution are pumillcd tu exist near the “am
biguous” end of the “ambiguous - well defined” continuum, the proba

belity of an cffectn e organization 1s mgrcased. Divargent role definitions
among organtzativnal members promote communication difficultics, and,
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unless a fur degree of consensus van be developed on rclatum'\l issuvs,
success, in solving content. issucs will be impaired.

Patterns of Group Decision Mak g,

A large number of carly studies un small group decision nml\mz, imolved
the use of sume variation of John Dewey ‘s reflective thinking sequence. A
comprehensive review of these studies may be found in Larson (1971).
Although a cumpatison of the reflective thinking seqiftnee ith alternative
standard agendas based on the work of Harris ‘and Schwahn (1961} and
Kepner 4nd Tregoe (1965) suggests that these other patterns may be more
effective than the reflective thinking sequence (Larson 1969), the notion
that. employ ing sume sort of standard agenda facilitates the work of the
deusion-making group seeins well established. Although a variety of prob-
lem-solving and deaision making sequences have been suggested by var
ious authurs, a common theme in most of then includes stages for:
(1) concentrating on sttuation description and'vbtaining dl,lt.cnll.lll()n the N
nature of the status ‘quy, (2) focusing un the goals of the group and at-
tempting to ubtamn consensus on the set of goals relevant o the present
situatiott, (3) considering alternative courses of action in the situation;

and () selecting a prefaned course of action. Regearch on problem solving
thinhing patterns, common in the 1960s, continued to receive attention

m the 1970s. However, most of these studies were concerned with groups

that met unly one time for a specific tash-oriented purpose (Cragan ard ’ 1
Wught 1980). The availabihity of rescarch data on groups with a mare « .

sustained meeting seheduale (3 more limited. . :
In the last few years several investigators have adopted a phasic or-
oyihical approach to small-group analysis and have explored the stages
commonly exhibried by tash-oriented groups. Fisher (1970) has described
a sertes of four such stages. His model of decision emergenee indluded
(1) uricatation, characteriged by darification and agreement as a social
Jhimate s developed and tentative atmudcra‘re eapressed, (2) conflict, as
attitudes are stated with mote Jdarity and vigor, (3) emergenee, as some
ambiguity 1s used to mediate disputes and as favorable expressions in-
cieasy, and (4) teinfurcement, as members expiess posit iveattitudes about
the deasions and attempt to remnforee their confidence in the decision
§ that has been 1eached. Another four stage mddel has suggested that task-
vtiented groups pass through stages of Bitency, adeptation, potency, and
gual attenment (Mabry 1975, pp. 68-70). Others have explored interper-
sunal, confiontative, and substantive phases of conflict (Ellis .md Fisher
1975). Howevet, 1 spite of several studies that support the notion thai
deaston-mahing groups progiess through a regular sequence of behaviors,
the concepts mvestigated have been defined consistently, and refation | o
ships butween the findings of individual studies remain open to consid-
ctable speculation. Additiunally, one very recent study (Poole 1981) has
\ provided expanmental cvidence favorng a contingency based, muitiple
sequence model of group decision making instead of the earlier alter na
tives that had suggested a common st of phases experienced by all g z,loup%

o )
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Clearly, more rescarch is needed on this question. Fui now,, the practitiona
wul l\mt. with deaisiote making gronps mught antapate that a group will
progress through phases like thuse desaibed in the studies citell above,
though tempered by contingencies in-the sitvation or tash. !

Onc of the murc common pechanisngs for academic dedision makinb
the faculty committee, was examined in a lat g, state-suppor ted univ et sity
by Tucher (1973,. He wn;ludu] that the communication patterns eahib-

‘ited by these committees bore little resemblance te the insticition’s ul-

ganizational chait or to what mught be suggested by the institition’s

organizational hicrarchy, .
simee conpnittees frech commumicate ar all levels and across hdrizonal
lines-in an tnrestricted fashion. . . . Comnittees do not operage wath as
Ingh a degree of speciahization as nught be miferred from their formal
description with theareas of real responsibiliy hun;, umn olle ' large
part by the judgments of the members themselves (p. 221).

Tucher’s siggestions mdude increasing org .=.zational constiamts and
dcwmr?alll,mg the decistons that drc.uu‘lcml_\ assigned to these comnnt
tees. -

In a discussion of the use of faulllx committees, Balduuun described
thiec major problems mherent’in most Lu.ult\ committey s\.su.ms {1) the
amount of time faculty munbc rs spent in comniittee worh, (2 ') the ten
dendy tu use committees, momany cases, when one Iu.punslbl\. puison™
could do as effective a job, and (3) amateunism and 1apid tnova amung
comnuttee members because of atotational assignment scheme (1974).
Othdrs have contended that problems with faculty committees stem not
so much from weaknesses in the way they employ problem solving pro
cedures, but from twgustiuctural plubluns (1) the fact that many of these
groups scive onby as recommending bothes, untimately forwarding e
ommundations to groups stinctured accopding to pathanentay pring
plds, and (2) a win luse, onientation employed by partiapants wimany of
these groups, with membas assuting thag any dedision inevitably pro
duces one group of victors and one group of the defeated. This practice
often acts-to nhibt significant Jhgs 1gus. Others have argued that the abd
1ty to promote a Win win otientativn is charactenstic of managers, but
not of lcaders, and that lcaders and managers differ i certam basic pa
sonalty charactenstics (see, for example, Zalozmk 1979)) However, this
AsSCLUON seems opan fou testing, and fur ther rescarch is Ceatly wartanted.
In o judgment, moie deatnve approaches to deciston making might be
able tosshift the focus of group niembers so that' they sech alternatives
that produce mutual benefits whenover possible. This shift nijght result
in both cffective management and good leadership.

Anadditional problomiss somctimes crcated by the fact that even those
who suppott speaific deustons often have little real 1espoysiblity fur im
plementation (Likert agd Likert 1976). One authur has suggested that the
numba of fuimal 'dLu un mahing groups and the mcicased coneern for
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. propet procediues and due process wartant the Sreation of an office of
aniversity faculty parltamentartan i many instituticns (Ncher 1978).

. . Isummary, although specific rescerch on dedisivn-mahing patterns

th acadenmia s sparse, mvestigations of the faculty committee system have

suggestud suveral problums of communication nduding. the limited re-

. semblance botween the vrganizational hicrarchy and the actual function-

: g of unnersty committees, the uses of committees in inappropriate /
sttirations, and the tendency of mary committtee members to employ a
win-lose orientation.

BEPR Communication and Leadership in Groups Lt
.« Tur many vears the subject of leadership m groups has been a topic of '
rescarch mterest. Eatly muestigatons (sey, fur example, Stogdill 1948) at-
~tumpted to wentify pt.l\un.llll\ trarts assuciated with leadership. Many
catly studies t thrs area were relatinely unsuceessful, producing only the
most gencral descriptions of relationships between personality and lead
arship. Mute tecently, Gerer (1967) eaplored tratts of communication as-
. suctated with leadership emergence, noting that five traits—being
untnfurmed, fonpat tiaapation, c.\uum‘uj ngidity, authoritarian behavior,
- . and otfusinevarbalization scemedto preventmdividuals from emerging
as gr({up\ lcaders. \
Other imvestigators (see, fur example, White and Lippitt 1960) have
studied the et of varons leadership sty les, eaploring differences be- .
tween dontocratic, authuritarian, and lassez fane styles Functional the
Ot ies of leadurshtp have coneentiated on the speailic behavioral functions
that an mdividual performs in a group, and ubscrvation systems such as
the une provided by Bales (1950) have been used to descnibe these cha
actetistios. A numiber of studies m speech communication insvolving the
cvannnation of leaduship in groups have béen teviewed i Larson (1971)
and Cragan and Wright (1980). AN
Eatly caponcnts of a situational approdch to leader ship suggested that
Icadership behavior was an cmargent phenonienon resultung from speaific
charactartatios of the situation (see, for example, Gouldner 1950). More
teeently, considerable tterese has devcloped w exploring the impact of
the sttuation through o contingenoy approach to keadaship. Fiedler (1967)
has sugg;.slid that the most appropriate leadership stale in o given situ-
ation depends on thiee primary situational constramts. (1) the puwer in
herentin the feader’s posttion, (2) the nature o structure of the tash being
. puforned, and (35 the personal telationships of the leader with other
group members. Fredler suggests that i situations that are extiemely
fasurable for the leader (having powet, a early structured tash, and goud
pursutial tdlations with oher group members) o in sitaations that wre
atrenidhy unfavorable for the leader, an authotitarian apptoach is most
cffectnve. In modaratey favorable contests for the leader, a democratic
approach 1s mote cliective. Fedler, Chemers and Mahat (1977) have also
prosuntyd a self-tc sching guide designed o help mdividuals fearn how to
be cifectine inapplyng a u{mtingcnc_\ stile of leadership.

v

'
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Onc organizational d;su__n strategy with strong communication v ivhes
sumetimes n.mpluud I Teeent sears i Lull%us and universities is sume

vanation of a “participatise management” approash. Anthuny provides
adefimtion of panu'lp.nn ¢ management and contrasts this .|ppru.ul. with
strategics of autocrats, bencvolent autocrats, consulters, and free-1ein
managers. He describes a situation imolving partivpative management
as |n;lml|ng, a4 genune sharing of authority and dediston mahing powet
between managers ‘I‘lld thuse bung supervised. Addiionally, he comments

on the communicative implications of this approach? \

! »

Under thns a p‘{;gfuh HIAIagers Dliest bu shilled t good mterpersonal re-
lations. They must be goud commumeators. Thes need to be managers of
conflict so that disugrecinerits are resolved and LU”[I!LI 1 chanueled mto
constrictve endeavors. They must know how to brtng., ot the best wi'thew
group, hgw v L(l))”(l’l.,l, on cach mdn idual’s Mrc/q,lha and to wvercome
cacht person’s neaknesses., Thex need to know how 1 compromise m such
o miarner that group and urbam.,uuunul upululzuns are sutwsfied (1978,
p. il . '
. \

Sume of the benefits nornially atunibuted to pariIUpative management
have dear communication mmplications. These bencfits melude greater
ability te aceept cange, mereased ~ul)u|d|n.|l¢ ¢ nmrtment to the ot
ganization, gieated ‘tiust, of management, less feed {ur duse supervision,
impiroved deasion guality, improved apward, communication, and 1m
proved teamwork (L\nlhum 1978). The imputtance of cffectine comipu
ntcation and of carcful information systems management within
pattiapdtne maiagement have also been emphasized (Anthony 1978)
Accotding to vue suney of subordinates cgnducted 1 a nonacademic
setting, ‘

are cdear, the orgumizational Jimate 15 watm and trusting, the manuger
N has long-term objecinnes, tashs we compleyj and subordmates have more

wiformation abont decrsions than does the Junmgw. Effectneness of work
ot operations 1y enhanced by participatiie managenent when vrgam
canonal policies ar. lear, tasks are comple and subordmates have more
discretionun upqurlmmus on how to cotplete then jobs (Buss and
Rosenstemn 1978, in Kung, Struefert, and Fieller 1978, p. 6). -

i

participutive mmiugcmum 15 most frequentinhen onganicat-onad polices
|

Certanly, a number of the characteris=tids dite
plicable to colleges and universities. o
Several parallels betw een paricipative mandgement as described by
Anthony and SysteniA4 managgement descr tbed thert and Likernt (1976’
atc apparent, and both argue speaibically o aduption of a lniLhI\‘
pattivpatine model of ccadenmue governance. Anthony notes that a p.u
cticipative strategy \\huun higher ley \.I\ of man, wd\s view themsches As
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facilingtors of -the work of proicssionals is a must appropriate appioach
to mandge..aent 1in higher education. Similarly, Likert and Likert argue
that Systom 4 managerent will result m a college ot unnverstty with a
much greatdy capaait of productive conflict resolution and decision mah-
ing (1976).

In the cumprchensive communication audit for a nudwestern univer -
sity uited carhier, the auditors desanibed the eafsting communication sys
tem for participation in deasion mahing which might weil apply to other
colleges and universities:

|

Participation m dectston miahing s tnadeguate at most levels, Lower-level
personned, particdurly fucrdty, fedd that wdmustrators w e makig all the
dectstons without wdeyuate consudiation. Sume fucndiy feel that they are
ondy "rubber stwmnps” whyse mput t decistons is more apparent than
rweal. Chawrpersons tend 1 feel that deans are not really open for wput,
anted most deans feel that they colleenvels do not have sufficent formalized
mput 1o viee prestdenttal decistons. Even somie stee presudents feel the
lack of sufficiont mpta mito the deciston-making process (Goldhaber und
Rogers 1978, pp. 73=7-4).

When Hewin (1978) studicd a statewide community college system, he
found that faculty members pucened a wider gap shared authory
than did administratoers and that faculty preferied more communication
and consultation to new delegations of authonity vr new organizational
structures as solutions to this problem.

In a laburatory experiment based un a partcipatine model, Har (1978)
exaninad the cffectiveness of a particpatine budgeting svstem. Within
this scting a partiapative mode tesulted i incieased accuracy in pur
cavang the,positions of othas concernmy resoutcee allucation, macased
congruity with superiors, and increased aceeptance of the final budget
deastons. Although generalizations trom thas hind ol simulation need to
be nteipreted with sumic caution, the study dous supputt the pussibitity
of signiflicant conimuication bundits from geruinedy partiapative man
agement stvles.

Management By Objectives
Although managument by objectives (MBO) approaches have been em-
ptoved mondustrial scttings for many years, spedific application of these
technrgues to colleges and universities 15 a moie 1reeent phonomenon.
Buohs by Decganand Fritz (1976), Harvey (1976}, and uthers have provided
maie suggestions lor ecmploving an MBO-based approach m unnersity
management. Among the common benefits daimed for MBO 15 an en
rchment of the comniunication chimate within the organization. Some
asscrt that commuuication in the organization will increase in fiequency
and improve i quality i both’ upward downward and lateral contexts
under MBO (Harvev 1976). ’
In a comprchensive review of some 34 colteges and unnusmu im-
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plementimg citha MBO ui an MIS under a sertes of Resvuree Allocation
and Management Program (RAMP) grants provided by the Exson Edu
catiotial Foundation, approsimatcdy half the inststutions rated these pro”
grams a suceess (Baldrdge and Treiney 1979). Another study eaploring
the suceess of MBO ‘at cight community jumor colleges repurted com
mungation suceesses e ludig conflict reduction between supetiors and
subordinates, expanded participation in deasion making, and increased
mutuar understanding and consideration among colleagues and supe.iors
and suburdinates. However, the same study noted no cdear improyement
i urganizational perfor mance (Russano 1975). A third studs of admin-
istiators at 32 community colleges employing MBO concluded that furln.ll
conitac ts between supertors and subordinates had increased sumewhat,
suggestiops fton subordinates had increased and a higher percentage of
thuse sugizestions had been adopted, and fechings of 1espunsibility, were
datificd as suburdinates pacanad a greater part m decision mahing (Cartar
1979). Huweser, Carter alsu noted sume negative cffects on communication
across division lines within universities. ’

Curtamnly, many of the goals of an MBO system que telated to improving
the w g,dllll.dllull.ll communication Jdimate and Lr;.'.lllng atche content
fur conumuntcation, However, the vanety of forms that MBO has tahen in
higher education mahes these goals less than universal in situations where
MBO systems are in place. .
Decision Acceptance /
Ouie value ttaditivnally damicd for siall group deasion mahing involves
the acceptance of dedssions by group mctibers and the commitment ol
these members o carny out deasions thoy have helped to forni A fumber
of studies ftom nonunnersity settigs have suppotted the wdea that in
dividuals who have partiicipated in deaston mahing groups are more likely
tu aceept the deasions teachad and to assume responstbility for canrying
them out. This assumiption furms unie of the underiving bases used tu justafy
appruaches such as participatine management and MBO - Although ey
plutations mto the speaific operaton of this phenomenon i colleges and
universttites are not avarlable, some general ubseryations can be sug
gested. -

Tae enstence of a Lage numbur of groups with decistun-making re-
sputostbilities as well as the wide dispersal of power m many colleges and
univer sitics produce a comploy patietni of 1esponses to decistuns, as cach
affected group mteeprats deasions frons the perspective of its own as-
sumptions, eapericiiees, and values, Smularly, the perecived quality of
opput tunities for pat ticipation, thy existence of appropriate feedback re
latwnships for cvplamng dedisions, and the methods used to implement
deaistons also mfluence decision deeeptance. Additiona? factors that may
imhibit deciston acdeptance m osituations where o decision mvolves sig-
nificatit change miclude organizational mertia, taditonal academic val
ues that nias oppuse oy dhoi, and threats o secured pusitions At I¢ast
ohie suutce has suggestud that the hinds of communication networks pres
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ent i higher vducation often fw] to produce commitments like thuse that
oceur in other organizations:

Noune of o large waverstttes appedrs o have an teraetion-inflience
network embracing all parts of the unnersiy throngh wineh efficient
commuutication and problem-soly iy can veetr . Mereover, once decistons
are reached, the mteracnon-mfluence nenworks of these unnversities do
not create the levels of motnation and felt responsibility among all, o1
virtualhy all, students, facudts, and admmstrators o assioe that the de-
cstons udll be effectively mmplemented. The present mteraction-influence
networks of vtr lurge universities are as madequate for creating wide-
spread responsibilits as they are m ther commumneation and problem-
solving eapabilities (Likert and Likert 1976, pp. 43~44)..

" Other Studies of Decision Making, Management, and Communication

O
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Scretal authors have presented reviews of cetnmunication research into
group deasion making (Dichens and Heffernan 1949, Keltner 1960, 1961,
Larson 1971, Cragan and Wright 1980). Another author conducting a more
genetal 1eview of rescarch on group deaiston making has commented that

the bulk of the research on group deciston making and vaplementation |

has fuersed un the mfornmation search, mformation evaluation, and de-
cistorrmahking steps i the process. Most of this research has used tashs
e which the group has been required to reach deseriptive judgmentts with
ertterta wradable, essentialh a problem-sohing context. In contrast, very
Lttle attention has been dvected tonard dectsion making i a relatively
crttenia-free context, whid appears to be more typreal of that facing mary
orgamzational deetston makers. Also, virttially 2o attention has been gnven
t three eentral phases i the deeision proeess. the sele ton of alternatives
to be considered, the unplementation of the decsion vnee reached, and
the reaction of the group to fecdback (Castore 1978, m King, Steufert, and
Fiedler 1978, p. 273).

H

Cnfor tunately, the research on deaision makmg in colleges and uninersinids
has done hittle o danfy thus prcture, and Castore’s call for additional
rescarch s just as appropriate m this setting. However, some additional
factors relaied o commumication and decision mahing in academic set-
tings have received attention.

The. concept of subunit power as an mtervening variable i an organ-
ization was applicd to the study of an mstitution’s budgetary evolution
ovar e, Subunit power was specifically defined as departmental influ-
enice as masuied thiough ratings of department chairmen and member

. [ A ‘ . .
ship un major university commuttees, The results supported the rotion

that "“the more puwer a department lias, the more its change in 1esources
o time s mdependent of ¢ s change over ume in work load or student
dumand” (Pleffa and Salanch 1974, p. 148). The relativnship between
Latsting puwer in an ot ganizatidnal sabsystem and vrganizational com
sunication patterns mvolving that subsystem temains to be investigated.

o
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One additional factor that has been the subject of an investigation in

. higher education is the impact of the sex of the administrator on the

percerved quality of a decision. Although Tactlty members suineyed’in-
dicated that the sex of an administrator was a relatively unimportant

factor when the admimistrator was selected for the position, decisions
attnbuted to same-sex admunistrators received slgnlfn.anlly higher faculty

ratings lhan the same dicision attributed t administi aturs of the uppusite
sex (Fluck 19753).

Other contributions refated to decision maklng, mdndgcmunl and
communication in academia have covered a wide variety of tupics. Areas
cxplored have meluded the importance of the effective use of comimuni-
catjon by finaguial managers during an era of limited resource (Mann
1979). faculty motnaton through application of behavioral theories
(McIntyre 1977), and campus human resource develupment, as an element
of tutal mstitutional developinent (Mcensel 1977) through nativnal net-
wouths fur development (Smith 1977) wi through wmnbuuuns of thuse in
speech communication (Justice 1976).

Collective Bargaining

Although faculty umomzation and collective bargammg have become more
ficquent m higher education, specifie eaplorations of the impact of col-
leuive bargaming oncommunication m higher education are not common.
One repotted study examined campaign tedhniques in faculty clections
and suggested o modd fur a succesful unmonization campaign (Stephens
and Tunm 1978). Othur studies hav e expluted cues gnen by thuse involved
m collective bargaming situations through various messages available for
examination (Thonmas 1977), have examined the semantic reactions of
faculty and admustrators to the language of unons and management
eniployed m collectinve bargaming situations (McCrachen 1978), and have
provided suggestions fur implementation, ingduding the suggestion that if
tmplemented carcfully, collecne bang{.aining can serve as a mechanism
for upening up new channels of commnication (Schacider 1974).

In view of the potential impact of collectine bargaining on vrganiza-
tonal commumeatson in colleges and univensities, this arca would seem
tmost approptiate for aapanded rescarch. Obviously; one consequence of
collec tive bargasng m colleges and universities deals with modifications
in the communication environment. A collective bargaming agreement
may define a numbesr of arcas as mappropriate for discassion until the
nat round of contract negotiations and may provide very spedilic pro-
cedures fur comnunicating about othar key vrganizational eveats. Explo
rations of the impact of collectine bargaining un vrganization. | decision
miahing and on the urganization’s communication chmate are particularly
important arcas deserving of further attention.

.

Training for Better Decision Making, Management, and Communication
A numbecr of special programs have been developed to provide speaial
training 1in mote, Cffective decsion mahing, management, and communi-
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cation. One spectfic example of this hind of program is the Management
Development and Trammg Program fur Colleges and Universitivs, a sys-
temi developed by the Higher Education Management Institute (HEMD),
undet the sponsorship of the Amenican Counal un Education. Other pro-.
grams such as the University of Texas System’s Institute of Higher Edu-
catton Management have placed special emphasis on selected components
(i this case, acadenmic plannng). Still other examples of workshops and
wistitutes dinected tom ard special groups such as department chairpersons
o toward spectal topics can be foufid m almost any issue of The Clronicle
of Highe Edncation. Many of these programs include components related
to providing ttaming in more cffective communication behaviors, but a
compichensive ttamming program mvoelvung orgamzational communica-
tion traning fur practivoncs w higher education is not available. (The
HEMI program does mclude one instiuctional pachage on organizational
communication.) Not tov surprisingly, reports on the efficacy of curnent
progtains to promote better deciston making, management, and com

municagon have not appeared in the available literature. :
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Conclusions - \ . [ .
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+
|

Communication within admmistiative structures in colleges, and uni
versities is all tou frequently an imptovised matter. This re ew of vtgan
1zational cummutircation and higher education has provided spme infur -
mation about why this 15 true. In many arcas, the scope of the problem
of viganizativnal.communication ar hugher education rematns pargely un
defined, and rescarch is needed o clanfy this scope A l_\pulug}I matching

communication conditions and appropiiate bchaviors in colleges and um

versities remains to be developed.

Problems of diffusien, distortion, and uncertamty all need further at-
teation in colleges and universities. Many other types of ofganizations
have lung ago attempted to define which members of the grganization
need to know which infurmation. However, i higher educatipn this prob-
lem has often been addiessad by assuming that eversone néeds to hnow
every thing, and mforfnation has been disseinmated as wadely as pussible.
The most cummon way of ey aluating the suceess of current dissemination
systems appeats 1o be to assume that if no une s complainfing about the
infurmation tecened, then eversthing must be vperatng vell. However,
most mdividuals have developed at feast one sorting strategy for de. ling
with infurmation they believe s unneeessary. They are fay mote likdy to
discard the niatenial than to call to coimplain about recerding . The et
effect of this disscinination systern is to increase distribution costs by
providing a large amount of material that is simply dhscarded and, in a
time of inaeasing ovetload, to nisk having valuable matedial treated as
unimportant and be discarded with the rest. Sigmficant additional 1e¢
scatch on deahing with infor mation vy erload m the college and uniersity
sctting needs to be devtloped. Admimstrators need to assess the infor-
mation needs of then suburdinates and the methods of diffusion cinploved,
including a review of both the formal and informal networks.,

Questiuns elated to the vrganizational communication cimate i col-
leges and universitics m.n_\’buuxﬁlc a greater focus fur researchan the next
several years. The system s, after all, a human system, and humau re-
spunses tu the vrganizational communication ddimate desenve additional
attention. The infui v ativa on vtgantzational communication chimate and
performance .aes would appear to be a particularly valuable arca
for rescarch. Inan carher time, faculty members and others working in
colleges and universitite were willing to aceept salaiies lower than thuse
in the business and p tessional world partly because of the Cimate avail-
ablu in these institutions, the “qualsty of life.” More recently, t an cra of
dramatic growth and shairp increases in domands for accountabihity "bu-
fuauctatic structures and demands for objectne indictors of achicvemunt
as a preteguisite for rewards have become more conamon, An attempt has
been made in many sctungs to replace hat was baswcally an intiinsic
rewards stiucture with an extrinsic structure. Now, as resout ces dimimsh,
competition for tax dollars becomes more acute, and extimsic rewards in
guneral becomde harder to attain, attaition may have to be fucused on the
vt ganizational communication climate and the “quality of life” i colleges
and universities. :
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dAnagement and
thein communi
cative mpacts on colleges and unn usnms Methody Tor improving the
sfot pation covironmaent for the manm small decisigh- making groups up-
u‘mgz. thioughout most colleges amgd universitigg’deseine all;n\lun, and
approaches to minnuzing win lose onientattons in faculty commitiees and
otlier groups 1epresenting a wide varn ty of interests should alsv be made.
Clear defumtions of the 1oles of hey individuals in the system should be
providad to mimmize the ambiguitics often found-in colleges and uni
varstties. The tdlationshup botween collective bargaining and the v1gan-
1zattonal communication dimate 1s one particular area where additional
research is needed.

O1gamizational commumcation and highe L.dllLdllUll include many
arvas wher topies of common rescarch imterest are available, and a gicat
deal of addiional 1esearch in these arcas needs o be undertahen. The
developnient of a typolugy of commuunication conditions and behaviors
tur the purpose of increasing the avalable repertone of communication
rosponises for adnumistzators i hugher cducation could be an extiemely
valuable contibution, with mam lung, tange benefits for both vrganiza-
tional commumication and hgher cducation.

Improved orgamzational structures, such as project o
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