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Preface

This boolk is a manual concerned with the principles and
problems of orsl industrial communications. The content is
designed for use by the Haintenance Department, Spruance
Plant, E, X, du Pont de Nemours and Company, Richmond, Virginia.
The focus of the writing is basically in the area of lower
supervision which includes salaried engineers, scientists,
foremen, and men in the two levels 1ﬁmediately above the fore-
men,

Pook I is a brief summary of the principles of oral
communication., The chapters deal with the principles, advane
tages, and value «of effective oral i{ransmission of information,
This book is not intended to be & complete tezt on the sub-
Ject., Nerely, 1% points out the principles and benefits
which waﬁld apply to the aforementioned organization.

Book X1 is concerned with specific problems of oral
communications in the organization as they presently exist.
The intention here is to define the problems, recommend re-
medial action, and discuss the results to be expected.

¥ree oral flow, which is referred to several times in
this work, requires some explanation, It is the free flow
of information up and down'au a vertiecal axis znd laterally
on a horiaontai axis. Actuzlly, this flow moves in a total
of four directions; it moves up and down in & straight line

organization and moves to snd from lateral staff organizatiozms.



The term free oral flow, however, is intended to mean the
flow cf information to and from the following groups: one,
top management; two, lowest echelons of the organization; snd
three, side or lateral staff groups.

Footnetes apprear many tinmes tﬁrovghout this composition.
One might wonder vhy this is so since the purpose of the work
is to serve 25 2 mapual. Actually, the writing of the manual
is servinzg & dual purpoese. TFirst, it is designed to 2id in
improving oral communicaticons in 2 specific organization.
Second, it is to be pressnted as the writer's thesis for a
Magter's Dogree in Businegs Adminisirstion. It is in the

sgcond aspect that fooinotes are desmed to be in order.

IX
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Book 1

values and Principles of Oral Communication



Chapter I
Introduction to Oral Indusirial Commupilcation

1
Current Trends in Industry

Puring the last two decades the American emdnemy kas been
growing at an accelerated rate. The population has been ine
ereasing rapidly and industry bas been growing at a psce suf-
ficient to matisfy the nseds of the warket. During thia:pmriod
of growih, cevtain trends bave developed which are expected to
contiaue in the foreseoable future., One, the nunber of unskilled
jobs ip relation to the mumber of skilled jobs has diminished
steadily. Two, the raitio: of the mumber of nonagenent people {o
the nunber of bhourly people has incressed. Three, in recent yesrs,
there kas been & trend toward delegating wore of the decision-
makingy to the lowor levels of an organizstion.

The prowih expectsd in the future will continue to create a
need for more employess with higher levels of skill, more managee
nent p&ayi@ with 2 higher level of cospetence, and more technie
cally trained people who can work effectively with people
representing specialtiss other than their own., Accordingly,
pregressive industry will be concerned more end more with the
developnent among its workers of a broader kpowledge and under-
stanﬁi&g,'@f bBigker levels of s8kill, and of attitudes condueive
to cooperative sccouplisbment. |

An iacrossed interest in the é@@éia@m@ut of peoplie to the
end that they becona more maturs, mra@m@amamfw, WMOTE COnPO-

tent, and more productive, has resulted in ¢loser attemtion to
ap improvement in face-to-face relationsbips,

, 1. T&a Hecvssion of An individunl'g ﬁ@yfﬁrm“pe@' P d e
g DivAsiTH, T LpI0yeE Helationd LOUEIINERt T 1. an Pont do
Howmours & Co., Inc., Vilmington, Delaware, 1437, p. 1=1,




Management Development

In order to develop people with a broader knowledge of or-
ganizational and technical problems, Iindustry nust pnecessarily
improve its present management and develop its future manage-
ment. The key here is leadership, or the art of getting things
done through peaple.z

The development of ménagem&nt 8lso includes training in
the principal steps in solving problems.3 An analysis nust e
made of the situation which pertains to a problem. All perti-
nent facts skould be secured. The method of accomplishnent
or correction should be organized. The proposed solution nust
be presented to those who will accomplishk the work. Finally,
direction must be provided during the pericd when the activitiea

are pursued in ordér to implement the solution.

The Role of Oral Communication

Oral communication plays a vital role in three of the steps
which mapagement must follow in performing its tasks of solving
industrial problems. As previously mentioned, 2ll pertinent
facts of a problem must be secured, If these facts are to be
obtained from people, the manager must exercise oral communie
cative skills, Once the facts pertaining to a problem have been
assembled and organized, and a nethod of solution chosen, the
plan‘must be presented to‘those who will accomplish the tasks.
Again, the manager must utilize oral communicative skills to
present his plan, Finally, these same skills will be utilized

in directing the activities asscociated with the solution.

o Phillips, R. ¥. and J. O, Dibbs, "How to Communicate,”
Product Engineering, XXIX (December 23, 1957), p. G4.

3. Marsteon, Tverett C., Loring H. Thompson, and Frank
Backer, Pusiness Commnication (Mew York: The Macmillan
Company, 1940), D. Sid.




Prief Account of the Developments in Communication

Interest in face-to-face communication skilis was stimu-
lated by research performed by Dr. Paul Rankin of Ohio State
University in 1923.C:Rankia discovered that on the average in
America seventy percent of our waking day is a verbal communi-
cation day., ©Of this verbal conmunication day, he reported that
we devote forty-five per cent of our time to listening, thirty
per cent to speaking, sixteen per cent to reading, and only
niné per ceat to writing.é This research, which was widely
published and circulated, awakened educators and others to the
necessity of training in thé principles of listening and Bpeaking.s

Starting around 1940 ﬁn@ or two colleges replaced the fresh-
man English course with a year of freshman communication train-
ing. By 1948 a similar change bhas been made in more than a
score of ocur colleges. Dy 1954 at least four hundred of the
approxzimately fifteen hundred colleges were offering freshman
communication in place of freshman English.6

Today there is a fresh awakening to the importance of
113tening in the field of communication. The origin of this
recent inﬁerest is traceable to research, performed at Columbia
University in 1840, which concluded that ninety~eight per cent
of all that a person learns in a lifetime is detected through
ejes or ears.7 In the past decade several studies have re-
vealed that listening effectiveness can be improved signifi-
cantly by training in listening t&chniques.a

4. Rankin, Paul T., "The Importsnce of Listening Ability,”
English Journal (College Zdition), (October, 1928), 17:623-30.

5. Hichols, Ralph G, and Thomas R. Lewils, Listening and
Speaking (3rd reprinting; Dubuque, Yowa: ¥m. C. TFown LORPany,
1957Y, p. vii.

6. 1Ibid., p. vii,

7. mn, p. 2’

8. Tbid., p. S.




Various methods of oral transnission received exten-
sive development during World War I!.g The armed services
exploited the advantages of visual aids in teaéhing techni-
cal skills to millions of men, The military also developed
the technigue of the conference in its efforts to solve
problems of great magnitude. These methods are presently
finding increasing favor in industry. With reference to
communications to emplovees, attention is being directed to
semantics, the study of word m@aning.la In other words,
widespread efforts are heing made to phrase nessages SO0 as
to improve their effectiveness through a better reception
and understanding.

Recently, the telephone companies have made great strides
in the improvement of their services, It is now possible to
holévconferences in a room with one or more conferees taking
part in}another city through the use of a telephone and room
speaker system, It is conceivable that in the near future
sone telephones will be equipped with television screens,

It must be noted that industry, in recognizing the superi-
ority of visual over oral communication in transmitting
thoughts, is beginning tq recognize inadequacies in exist-
ing methods of oral communication, YFurther, industry is
beginning té take steps to correct these inadeguacies, Ef-
fective oral conversation is less expensive than the rroces-
sing of written reports or the operation of mechanical
communication aids such as radio and televisicn.

@, Ibid., p. 108.

10. Chase, 8., "Executive Communications; FBreaking the
Semantic Darrier," Hanagement Review, XLVI (April, 1957), p. 60.




[41}

Hanagement is becoming more aware of the fact that oral
communication is s skill which can be sharpened by the em-
ployment of sound principiles and téchniques. Perhaps the
- most sigaificant development in this fisld is the recognition
and understanding of employees' needs, attitudes, and philoso-
phy.ll These feelings, on the part of the employees, must be
considered in the development of policies and directives. To
this end, oral communication must integrate the interests of
the enterprise and the employee.lz Perhaps any basic attack
on the problem of communication mustlge made primarily in

3

terms of face~ito~face relationships. This in turn requires

cloger attention to attitudes, behaviors, aand backgrounds,

Sumnary

Becauze of the fechnological advances of modera industry,
nore specialized managerial abilities are required, Manage-
ment presumes leadership. More and more employees are being
led rather than driven. Direct personal contacts are assuming
greater importance, The fundamental objectives of these con-
tacts are to promole 1degs or gain intelligence from the

enployee's experience,

il. Du Pont, op. eit., p. 1-2,
\
12, Davis, Ralph Currier, The Fundamentals of Top Manage-
ment (Mew York: Harper & Rrothe¥s, TU0IL), P. o83.

13. Habbe, Stephen, Communicating with Employees,
Studies in Persornel Policis8i Ko, 140 (New YOra: nactional
Industrial Confevence Board, 1852), p., 40.




Chapter II

Scope of Oral Communication by lLower Supervision

Communication is 3 meeting of minds or an integration
of interests.l The keypoint of communication is the message.
in industry, the process of flow of information from top
managenent down and laterally to all levels of the organi-
zation, and vice versa, is generally thought of as the
scope of communication. The subject matter of this thesis,
on the other hand, is primarily concerned with the‘?roblems
pertaining to communications in the area of lower super-
vigsion. Im this context lower supervision includes salaried
engineers and scientists, foremen, aad men in the two levels
immediately above the ioreman,

Industrial communications, to be inclusive, must span
the entire organization. Communication downward should flow
to lateral or side staff levels 2s well as dowanward in the
line organization, Conmunications upward should flow to
lateral levels as well zs to the top of the line.z Come
nunications emanating from lateral levels should flow laterale
ly to comparable organizations as well as upward or dowaward,
as the case may be. This flow of information should involve,

therefore, all line a2nd staff sub-organizations under the

jurisdiction of fhe parent management.

1. Davis, Ralph Currier, The Fundamentals of Top
Management. (New York: Harper & Lrotheérs, I001), P. S03.

2. 1bid., p. 226.



7.

Industrial compunications sre concerned with the trans-
nission and reception of 2ll uessages and information which
are of interest to the organization involved. The trans-
mnigsion of this information can be formal or ianformal, re-
guired or volunteersd, soalicited or spontancous. The bulk
of the subject naticr frapsmitted or received is informal.
Towever, there is in most organivstions a hard core of trans-
nitted information which is reguired in @« specific form, such
a8 status and progress reporis. The parvamcunt problem associ-
ated with 1ndu5triai comzmunications iz the stimulation of the
flow of information not covered by the sforvementioned core or
nucleus. |

Bffective iadagtriai conpmunication is not am “on sgain,
off again” program"?@ pe successful, the desire and willing-
ness to communicate must be culiivated Qvéry day ol the vear
throughout the life of the organization. &s with all tech-
nigues, it pust be practiced continuously to maintain exlist-
ing skills, Furthermore, it must be studied coatinuously to
develop new s8kills which will serve mancgement &8 aids in in-
creasing efficiency, &n inéuatrial communication progran can
be likened fto 2 newsgaﬁar: if it does not search for facts
and remain sbrezst of changing conditions, ithe proceeds will

not justify the cost cof operatica.

3. Newcomb, R., "Sins of Zmployse Communication,”™ Duns
Review of Modern Industry, LEIX {April, 1587), p. 44.




8.

The bulk of all communicaticn, industrial or otherwise,
takes place fnce~to—face.% The surest way to transmit a message
is to talk directly with those who are to receive it. The super-
visor or foreman, as the voice of management, is involved in
2 high percentage of oral industrial communication. bue to the
part played by the supervisor in oral communication, his im-
portance in the overall communication program is evident,

The major advantages of oral communication are its speed,
adaptability, and low ces&.a it includes face-to-face re-
lationships, télepmon@ conversations, conferences, and meet-
ings. It caa be used wherever two or more people gather to
receive or transmit informatioa. The only cost involved is
the value of the time of the persons participating. I¢ nust
be emphasized that suchk time ﬁyént in oral communication is
equal to or less than the time required for any other type
of communication transmitting or receiving the same information,

The major disadvantage of oral conﬁersation is its lack
of opportunity for cri%iﬁae priocr to tramsmission.6 Regard-
less of what wmay be said in evidence, defense or rebuttal,
the effect of an original oral statement can not be totally
changed. The best renedy for this disadvantage is sound train-

ing in good communicating practices.

4, Case Boolk, Employee Communications in Action (MNew
York: National AS30CIation O HADUIACLULGrS), P. 4.

5. Harstomn, Svereit C., Loring ¥, Thompson, Frank Bacher,
Business Communication  (New York: The Hacmillan Co., 1949),
P. vud.

€. Philip, B, ¥., 2nd J. O. Dibbs, "low to Communicate”,
Product Engineering, XXVIII (December 23, 1857), p. €5.




Chapter III

Effective ﬁral Communication

Cral communication is preferred in business because it
is faster, easier, more economical, and more personal.l Mo
function of busipness is carried on without it, no person in
the organization untcuched‘by it. There are many advantages
which are peculiar to management, other}adv&ntages to en-
ployees, and still others which pertain to both management

and the employees.

Values to Hanagement

Crisp, clear, and concise messages at all levels of an
organization are known to iaspire ﬁeep respect toward manages
rent on the part of the amployeea.g An understanding and
accurate presentation of the official word by supervision
eliminates the need and temptation for the grapevine., Poli-
cies and rules presented in this manner receive acceptance
and compliance in the minimum amount of time, In addition,
any supervisor presenting 2 good message is identified with
top management in the employees' winds, thercby streagthening
the position taken by supervision when issuing other orders.
This identification with top managenent a2ids the foreman or
supervisor persconally in developing his own mapagerial phi-

193953?&39' .

1. Harston, Everett C., Loring M. Thompson and Frank
Zacher, Dusiness Communication (Wew York: The Macmillan
Co., 1848}, p. 4G7.

2., Jucius, Michael'J., Personnel Management. (3rd ed.;
C mmmemamd  Tlldmnie. Richard D. Irwin., Inc.. 1955) p. 323,




10,

The acceptance of a pelicy or rule hy the enployees does
not necessarily entail their confidence. TFor instance, the
average working man toends to be suspicious of changes or new
ideas, If he has experienced adverse situations ia the past
resulting from the mishandling of palicy messages, he views
succeeding messages with eénﬁi&&rabla disﬁruat.g Tee distrust
usually Spréaﬁﬁ to his felilow workers. To forestall suck a
- situation, all messages should be clear znd easily understood
by all personael. Iessages siuply stated and fivmly and falrly
backed reduce apprebensiocn and create an atnospiere of trust.
This atmosphere of trust will prevent varicus anxieties which
could develop vwith sny other simple er@@r.4

Tanagers pust c@ﬁ&@aatky know the status and coanditicn of
their organigations in order to eentral and auﬁarviga their
op&raﬁia&s effectiveliy, SHone indices of condition can be do-
.veloped by vritften status reports on such subjects a8s pro~
duction, safety, disability, and research, Howevsr, & good
mansger should have the informastion contained in the reports
generally in his mind long before the written word gets to
him, In addition, ke is interested in and should have infor-
mation conceraing enployee attitudes, émployea'astivitiﬁg,
the degree of acceptance of compsny policies, and the effective-

neas of sﬁh*@zgaaizatimﬁ operations, The prompt transmission

3. Ceesels, L., "How o e ”eﬁmav&& , Hztion's Dusie
n@wﬁg ILviIY (ﬁ@?ii, 1883 p. B2,

4, foooman, Herbert ., Jr., and Joka G. Turnbull, Per
sennpel Adoinistration and Lalor ?@iani@ﬁﬁ, 4 ook of Reaaaﬁgs,

(ew York: Prentice Hall, zaw,, 18523, B, 406,




11.

of this information to the manager can only be sccomplished
by the free oral filow from all orvani,ational levels, |

411 industrial management has one paramount goal: to
producs a product or service which can be sold at a reasonable
profit year in and year out., Labor kas a dusl goal: Jjob
security and good wag .5 In reality, though viewed from
different standpoints by the two groups, these goals are
quite compatible and dovetail with each other. It is the
long~range job of communicsations to eaplain, éemonstratu,
and premota this important concept to both groups. Without
this understanding management runs the dﬁager of striving
for a high profit at the expense of labor and labor striving
for high wagezs and job security at the expense of the enter-
prise. It sonmetimes resembles the case of the two mules
‘pulling sgainst each other in order to eat separate piles
of hay.

The integration of interests in big 1ad§stry is conmpli-
cated due to a third interested party, labor umioms, in ade
dition to top mansgenent and lakor. Thke following guotation,

~ taken from TEE KEW SCCIETY by Peter Drucker, exemplifies the
obstacles whichk efficient commuanications must bridge between
the three groups:

"Gach of the groups s¢es the sape thing, the 2aterprise,

from 8 different viewpoint and within a different. angle

of vizgion., What one group sees 83 obviocus and plain
fact, the other simply cannot see at all., Each group,

, 5. Raube, S. Avery, Factors Aflecting Employee Morale
Glew York: Nationpal IndustTIgLl Uoniercnes LOAEA), D. D




12,
though seeing only a part of the picture, fancies that
it sees the whole. 4&And each group, convinced that it
sees the whole, is convinced that its viewpoint is
logical and fair.”~

If mapagement can approach 2 unity of yiewyoints by the three
groups, acceptance of policy and operating instructions will
be greatly enhanced.

A suecessful communication preogram cannot be organized
and maintained without censiderabla’cost; It is estimated
that management spends over $112 willion annuallg_en ﬁubli—
cations in this field alo&e.7 ¢f course, there are many
nediums which can be emphasized and/er utilized, i;e.,
printed annanacemﬁats, publications, telephones, auto-calls,
recording equipment, television, radio, a3 well as oral con-
versation. Of this group, t&a oldest, most widely used,
most cconomical, successiul, and potentially effective
rediunm is oral convarsation.g However, the high effective-
pess in this medlum caanot be attained without cost. Tais
cost is derived in thres ways. First, part of the cost is
attributable to the wvalue of the time of the person de-
livering the nessage., & second part of the cost is attri-
butable to the party receiving the messapge., Third, the sum

total of these tvo cosis is decrensed by traipinz in effective-

6. Drucker, Peter, The New Socilety (FNew York: Harper
and Brothers, 1930), p. 181,

7. Dosher, Y. Jozeph, Effective Communicaticn on the
Joh (Hew York: American MONaDoDont ADGOCIALLCNR), Ps 15,

£. Yarston, Thompscn, and Zacher, lec. cit.
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ness of receipt and transmission of information.

- Training in oral communications is the bed rock of any
communication program or system. The most effective receipt
and transmisdion ©of messages is accomylished face~t0~face¢9
Any other medium is a supplement to oral commenication. There-
- fore, dollars spent o training ia oral communications are the
soundest communication investment, and are not spent at the
expense of any other medium.

' Tﬁa &pﬁnt&n@bn@ oral flow of mnessages can be extremely
fazt in apefaticn. zaf@rmatiﬁn can be passed aloung without
delays for the sei-up time secessary for such wmedia as
‘_ printed announcenenis and reporis, conferences, and formal
personal interviews. It is evident that, if desirable, 2
| forewsn caa orslly irsasuii pertinent status information
to a supervisor long before a daily written progressg report
can be initiated and processed. Also, it is evident that
kmowledge of union activities can be transmitted orally by
a supervisor loung before top nanagement hears of the same
activities and asks the supervisor for details. Of course,
 the speed of this modiuva dépands largely on training in
metho&s and subject matter desired.

Acceptance of m@aﬁages in & desired manner depends a

great deal on semantics, which bas been defined as the

9. Case Dook, [mployee Communications im Action (New
York: Xational ASSOCIACiON O3 LARUIACLUFGYS)y Ds 4.
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10 .
systematic study of meaning. i1t is generally realized

that a perscn can change the meaning of a word, phrase, or
sentence by a slight inflection in his voice., In addition,
the meaning of a seantence can be changed by the rearrvange-
ment of its words or by its punctuation. Picture then the
changes in the meaning of 2 message passed down from top
managenent, ﬁhrongh many.levels,»nltimataly aimed at vage
roll employess, The inadvertent changes in wording and the
different iaterpretations of meaning by alddle management
can pyramid unstil the oessage fipmally deiiv@réd to the wage
roll emplayées has a neaning quite different from that
- wisualized %y the originator. 4&s 2 result, predispesitions
are sometimes difficult to covercome or erase when the true
maaaing of the message béeamﬂs available.il However, 2 sound
communicatiom program, promoted by training, can go a long
way in preventing circumsiances wvhich foster such misundere
standings. | | |

Iﬁeaa.icr the betterment of the enterprise are net pecu-
liar to mepagement aléua. In fact, more suggestions ior ige-
provement come frowm below any cextain level of organization
than above. 1t is true that not all the ideas‘are sound, So

there must be an objective evaluation., Suchk an evaluation is

10, Chase, 8., "Executive Communication, Ereaking the
ZSemsntic Darrier,” Hanagement Review, XLVI {(Aprii, 1837) p. €0.

: 11, farlow, R. F,,"Looking Arcund, Art of Communicating,"
Harvard Business Review, XXXV (November, 1957) p. 145,




possible only if the ideas are presented and transmitted in the
first place. Thisbstimulation and pr@sentatioa of new and
different viewpoints is a valuable return on the communications
investaent.

The preceding advantages of sound description, presentétion,
and reception of informatica are but a few of the nany values
of effective commumicantion. In every phase of the organization,
there must be chamnels of information fiow for nanazerial
coantyrol., If this information flows fresly, rapidly, and ac=-
- curately, mapagerial countrol is simplified and itg effective-

ness is increased.

Values tc}ﬁﬁploya@s

The free;~aecarata, and rapid flow of information in or-
ganizational channels has a greatl deal of bapefit for'wage
roll empioyees a3 well as management. First, all Ameéicans
have the right to be informed, want to be 1n:ormed and
usually live in an environnent where the desire to remain
informed is stimuiaﬁeﬁ¢lg 1£f, on the job, employees receive
interesting information freely, a democratic atmosphere is
ereated.lg I1f information is withheld, they becoms sus-
picicus, emotional and uncompromising. This latter condition

leads to sccidents, dissatisfzetion, and animosities toward

‘125 %&I‘lﬂw, :?n Fv; 1%. Giﬁ.

13. Habbe, Stiephen, ﬁammnnicﬁting with Euployees . (New
vork: XNationzsl Industrial Coniercico LOATG) D. Ge
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eaployer and fellow employeas.

The integratiocon a: interests, basically important to
managenent as well as employees, cannot be discussed and
directed unless a democratic atmosphere exists.14 Without
the integratioﬁ of interests leading to lover cost and
higher efficiency, labor's goals of job security and bigher
wages cannot be attained,

‘Many caﬁpaniag kave plans for rewavding employees for
a2dopted aﬁggsﬁti@ms\leaﬁing to cost reducticon or incressed
productivity. Mowaver, these rewards z2re not forthconing
if there are no open chznnels for receiving and discussing
ideas of employees. ¢Ff course, the free flow of these
ideas is not limited to cost reduction and productivity
items. Vorking conditionz can be improved and physical
effort can be reduced by enployees freely discussing con-
ditions Qith nanagernent in 8 democratic atmosphere,

ost employees regard the romor mill as their personal
and generally relizble source of current information. De-
cauge this information guite often reaches the employes
before the official word, it usaally hes 2 mere lasting
effect than the official wnrd.ls As a result, misundere
atandings azre fester@d which are usually damaging to the
demoeratic atmosphere., Though the information econcerns a
benefit to the employee, the message can be altered by the

rumor nill so 23 to cause animesity by the employee toward

14, Davis, Ralph Currier, The Fundsmentals of Top
Management (Hew Vork: Harper & Croihers, 1951), P. 563.
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the benefit. Althaggh this is contrary to the original
intent, A& certain amount of irreparable damage has besn
done, As a result, the rumor mill is actually a dstriment
rather tkazn a benefit¢ to the employee, The only way the
rumor miil can be controlled is to promote swift and re-
liable communications, thereby beating the rumor mill in
time and accuracy. °

The overall ﬂﬁ?&%ﬁ&g@s,of;g@aé communication to the
enployees can be summarized in the creastion of the domo-
cratic atmaggher@; 211 specific benefits will not materi-
alize to their fullest without the free interchauge of

ideas.

16, Dooher, M. J., ©p., cit., p. 188,
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Chapter IV
Principles of Good Reception

Free oral flow of 1nfmrmaﬁ1an enphasizes the receeipt and
transnission of messares along fwo axes: up and down and
za&erallé¢ Transuission ¢l information in either of these
directiong is no wmore imporizant than the ﬁhiliey of the

. transmitter to receive the information in the first place.
Bovever, if all communication programs and ﬁ?ﬂt@&ﬁfﬁ&?&
saatyz@d,'m§st companies would probably find that &hay do
vot understand or prazctice the principles of good reﬁegfiun.
Good reception d%pindw 2 great deal on the ability of indi-

'vidualx to listen.

'”ann Door'’

TheVopen door! or the constant avaﬁl#bil&ty and wiiling-
nesg oa the part of supervision fto listen, receives more dig-
cusgion than zractice,. ﬁakualif, it is the key to success for
apy program ©f receiving and transmitting spontanecus and ine-
f@imal NOSFRCOG . “Tn be offective, supervision must have the
desire t&(iiﬁt%ﬁ.& This desire must be exenplified not only
in the sppervizor's office, but in conferences and ia the

field with individuals who have a subject whick they want to

‘1. Dosoher, #U., Joseph, Effective Coumunication on The
- Job. (New York: fAumerican MnTEERERIARSGCIATION) p, B4

2. Habbe, Stephen, Communicatisyg With Fmployees (Hew

»»»»»

York: National Indusirial TOnTerEncs péafd)| P, 7.
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digevmgs. Quite ofien this iz a 41fficult chore for the superw
vizor because be considesys oiher duties more presging. However,
traininy in discussion leadermtip will relieve this difficulty
to some extent,
Above all, the sincerifiy and »illingness of supervision
to listen must not be an “eoff again, on again"propaaitinn,s
To be effective, they must be practiced continuveusly, Without
them, a large ?értimn cf the demorratic ainosrchere disappesrs.
The way to maint&inlﬁhe function of the epen door im to keep
subordinates continually aware thant surorvision wants te listen.
¥est communications sre usually delivered in g particular
context or meaning and are designed to bhe f@meived a5 such,
It is up to manarement in accomplish thig,a PFowovor, too
often receivers have their own ideas shont the geoals of the
amnder.é Az 3 vesult, sore communications night not be transe
mitted with the proper ohiectivity., Theze conditions must be
combatted. If the realizatien af the inaceourzcy of transmission
reachked the originator, the "open door’ atmosphere would be ire
reparably damaged. The sucecess of the policy depends on the

ebiective sincerity of avpervision, It is evident thot Leen

' reception i costly in time, undorstanding and emotionzl cone

6
- trol.,
3. Wewcomb, R., "8ins of Tmplovee ﬁcmmnaication,” Duns
Review of ﬂuﬂevn Ynﬁustrw LYIN (April, 1957, p. 44.
4. Heluarry, B. W., snd 1. 0. zaeff@r, "Analyvaine Your

Communication Droblem,” ﬁm@rivan ~Lszne% TEYIY (ﬂay, 1957),
T 1?

3. Leoc. cit.

e e e pa—

6. Habke, 8., op. cit., p. 40,
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The%épéﬁ"dﬁér”impiieé&hat cmployces come to supervision
withlecmglaintﬁ, suggestions, and beipful intelligence. Mostly,
the information received through the open door will be sugges-
tions and complaints., These are very important. Supervision
must not rely oa pat answers in these cases.? Answers
should include evidence of unéerstanding and some plan of
acticn.. Promises must be kepi. Standard, nmeaningless . punswers
and a lack of promised action will eliminate any future

bensfit of the policy.

Ability to Listen

The ability to listen includes much more than the hearing
of words or noises. It includes a couplete mental recording
of the oral mcssage delivered. In addition, it includes aa
analyzis of the conditions that prompted the origin of the
massage.a The conditions upnder which 2 nessage is delivered
affect its meaning. TFipally, listening includes the summation
of all analyses of the comditions of delivery and the content
of the message intoe the meaning of the message.

The cardinal principle in receiving an oral message is the
accurate reception of all the words contained in the mossage.
Too often, some words are assumed by the receiver, snd
thereby, the neaning can Lo misinterpreted., On the other

hand, a trapsaitter might assuwme that he used a certain word

71 ﬁﬁmﬁx“r‘y, Roi&g., 1@@0 ﬁ'ita

8. Dooker, H.J., 0p., cit., p.143.
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or words when actuaily he did mpot. Azain, the meaning of
the message transmitted and the meaning of the nessage received
do not colncide, If time permits, {the message verbally re-~
peated to the transmitter will verify accuracy of werding.
Verification of wording accurascy does not include verifi-
cation of m&aﬁing. Again, if time permits, repeating the
wessage a third time but in differeat wordiag will gaié a
check on meaning. A further primpciple to follew in ascer-
taining mesning is the assumption of the originator’s |
position in the situation, If the situaticn is not known,
Iit should ke investigated. Like any other skill, listening

can be improved with practice.



Chaptor ¥

Principles of Good Transnission

The traasmission of oyxal reporis, anncuncoments, and
directives requires much of the same thought and preparatiocn
reguirved for written documents. The thoughtis to be tranz-
witted nust be agzreed upon and arranged in logical order,

The accuracy of statements and supporting dats nust be verified,
Wording of the message siould be reviewed with reference to
level of understanding, concilseness, coverage, and trevity,

Time and place of delivoery ghould ke considered, Finally,

the message should be reviewsd to ensure conpletencss of con-
tent. 7The foregoing are logical principlies of transmission,

the knovledge and the practice of which are esseantial for

gfficient transaisziocon of information.

Authenticity

Ewery moassre tronsnitted should be sanalyzed with refer-
ence to results oxpected from the message,. ¥ith referonce to
policy, the true purpose of the policy sheould be thoroughly
understood bofore the nessage is argaaiﬁed.l The transmitted
neaning should be thoe seme a8 that of the policy formulating
vody. Coly then 1is th@}m@%ﬁagm authentic as (o purpnse,

Authonticity of messages in the process of trancnission

1. Dooher, ¥. Joseph, Eifective Commupication on the
Jeb  {(New York: A merican Hanagoment ASSOCifLion),D. ods




requires that messages be re-transmitted in the same context
in which they were received.z Azain, this requires the analysis
of the meaning of the message received.

The initiation of messages should always be withheld
until the subject matter has been verified as to its existence.
Authenticity includes statements as to whether or not there
is doubt of basic assumptions or of subject matter reported.
Accuracy, which is extremely important in a message, should
be borne in mind wken éetermining authenticity. It is indeed
possible to report a condition or situation with only inaccurate
figures as background, but the inaccuiacy of the figures

should be clearly explained.

Importance |

Messages transmitted in either direction in an organ-
ization must have enough purpose to warrant the effort expeanded
in transmission. This seems to be an obvious statement;
however, there are many pitfalls-associated with determining
2 messages's importance.

There are some nessages which go up or down 2 line
organization until they reach a level where action can take
place, Quite often, this is not a pre-set level, It is up to
the supervisors of the various levels who handle the message

to deternine which level guaiifies for action., This action

2. MeHurry, B.N., and R.G. Schaeffer, "Analyzing Your
Conmunication Problem,” American Dusiness, XXVII (¥ay, 13567),
pa 13‘
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or decision should be made at the lowest level in the
crganization that has the requisite competence, authority,

3 The superviscr who nakes this decision wust

and prestige.
determine whether further transmission of this information

up the line for status reporting is required. A4 B8till

higher supervisor determines the cut-off point for transmission
of the status information. For efficiency of the communication
system, these levels sitounld be kept as low as possible, still
maintaining the desired organizational control, If manage-

ment will practice this principle, the channels of communication
will remain free of chbstacles for messages of primary

importance,

Aceuracy

"Accuracy of transmission depends in most cases on ac-
curacy both in reception and in the data to be transmitted.
Once a nistake is made, it can be carried or compounded
through many levels, The mistake. may be minor initially, but
if nagnified through many levels, it can assume great
importance.

Hessages going down the line or to side staff ievels should
be no less gncurate than messages going up the line, For
example, the acceptance of a policy depeands greatly on the

initial preaentaticn.% If there is doubi in a supervisor's

3. Davis, Ralph Currier, The Fundamentals of Top
Hanagement (Wew York: Harper ami-Brothurs;I¥81), T. 307.

4, Barlow, R.F., "lLooking Around, Art of Comsunicatiag, ™
Harvard Business Review, XXV (Yovember, 1857), p. 140,
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mind eoncerning the accuracy of a message he has received for
transmission, he certainly should diplomatically request a veri-
cation, Supervision is paid to think; it, as well as eaployees,

has & right to understand,

Comploteness

HYessages reguiring transmission should be analyzed
for requisite information., All pertimnent facis should be includ-
ed. Host important, facts believed but not inown for sure to
e pertinent should be mentioned., This latter principle, if
not followed, can often nulilify the work and decisions
prompted by the message. If a2 message is pot complete, it
should always be so stated, If this is the cose, the orig-
inator assumes the responsibility of asceritzining the remain-
ing facts as rapidly 23 possible.

Analysis of a composition iz more complete when the
originator mentally takes the place of the receivsr.s As the
receiver, how would I reazet to this information? oOr, what
answer would I pass back up the line in reference to this
message? If these answers are not what the transaitter
believes they should be, then he should review his wuessage to

see 1f it is complete in every detail.

Yording
Hessage conposition should be undertaken with the chare
6
acteristics of the receiver in nind. Again, taking

5. Dooher, . Joseph, op. clt,, p. 47.
6. Loe, ¢it. -
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announcements as an example, the wording of related messages
should be such that every employee affected by the announce-
‘ment should be able to understand the message and be familiar
with all wérds ugsed., This is spot alwayg eaay.‘ The combined
vorks Gf‘econamists, social workers and/or scientists must
often be tiénslateé into messages to be understood by per-
sons with gramméé school eduoatians; On the ctheg hand,
scientific, engineering gnd mechanical technology must be
translated into meaningful words which can be unﬁerstooé

by a generally well sducated but men—techﬁically trained
management. Zditing according to the level ol understau64
‘ing includes wording for mamyydifférent lévels af under=-
standing., The recipients must be iﬁwestigateé as to which
level they fall in, and then the message should be worded
accordingly.

Semantics is an integral step in the editing of mes-
sages according to level of ﬁnderstanding. "The najor
principle of semantics is to stop, look and listen when
& message comes in to be decoded by the brain and not let
it trigger off an emotional respcnse."7 The following
barriers to true meaning can be removed by an elenentary
application of semantics:

1. The confusion of words with things, i. e., co-

operation, management and syndicate,

7. Chase, 5., "Executive Communicaticns; Breaking
The Semantic Barrier,” Hanagement Review, ¥LVI (April,
1857), p. €0,
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Z., The eéreless use of abstract words, i, e., liberty,
capital and labor.

3. The confusion of facts with persongl apinioa.

4. Judging people and,eveﬁts in terms of black and
white, 1. e., "The Russian communists denounce spying, sone
Azericans denounce spyiag; therefore, scme Americans are
gemmnnists", |

All messages concerned with industriazl communication
should be concise as possible yet 5till retain the intended
meaning. This means that sentences and paragraphs should
he kept short. Only information directly pertinent to the
main theme should be included in the tran&mittgl. The nore
words, phrases, and pavagraphs a recipient has to absord, the
more difficult it is to gresp the intended meaning. Generale
ly, it is more effective to digsenminate several campleia,
short doses of information rather than n lengthy treatment
of the over-all subjact.g This also is hard to do and still
keep messages completes, vet relatad,*

Editing fﬁr'cav&rage ineludes review of the szope of
dissemination., ¥ho should receive this information? Pro-
visions should be taken, when originating a trausmitial, to
make sure that all persons who are to receive the message
bave a good opportunity {o hear it, CLare should he ifaken
not to spend effort rewording for the benefit of persons

not ineluded in the intemnded coverage. Assurance of coverage
8. Harlow, R. F., op. cit., p. 146,

- % Brevity of messages has heen-stressed in some
circles,; particularly engineering .institutions, to the
point of omission of articles. Often; these omissions,
which are designed to improve clarity, actually make
the message more difficult to understand.
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can best be accomplished by use of check lists. These sane
eﬁeck lists are useful is editing according to level of under-

standing.

Tining

Timing of transmission often can drastically influence
the meaning, recelpt, or effsctivenecss of go announcenent or
order. Timing has refercnce to a compariscon of eveants which
affect the gezeral atmosphere of related dealings. The re-
ilease or temporary withheliding of anncuancenmcunts regarding a
nodification of old rules or an issuance of new rules alds
in the enforcement or general acceptance of zp entire body
of rules. The release of informatiocn regarding benefits
to individuals or groups can influence their cholce of re-
presentation in future dealings with management.

One specific point must be emphasized, A4ll official
announceaents are running & racge against comparsble ua-
official anncuncements pergetuated by the rumor =»ill., The
wmessage which first¢ reaches thé common destination stands
the best chance of accegia&ce.g Maxinun benefit is gained
by the rumor mill in cass of ties. Therefore, timing

necessarily includes maxinum speed of transnission.

ga Haflotﬁ, r{t I{‘." 1@00 Citl‘
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Chapter VI

Hotivation to Communicats

People are stimulaizd {0 comaunicate by exirinsic or

jotrinsic motivations, and the same person may e alterw
3
nately affected by boih motivations. Generally, estrine

sically wotivated c@mmnﬂicgticn is forced in nature, rather
than free and spontancous. it can be forced by the trans-
mitter or it can be forced by the receiver. Iessages forced
out by the tramsmitier are usually done so in an effort to

3
bring aboutl sowme vesulii which is considered desirable. For
grxauple, a foreman might keep his superviscr informed pri-
narily because of the favor he wavnis to ovreate in bis super-

visor's aind, Communications based op this mgtivatian pre

3

zpt to be ope-sided, bissed, or incomplete. llessages which
are based on thig ill-conmceived idesn can be hard to svaluate
objectively., The best soluticn seenms to be in the under-

standing of subordinates on the part of the supervisosr.

0

Another type of extrinzic wmotivation is caused Ly pres-
sure to communicate ezsried by supervision., Reporis with
deadlines and dirsct questions are examples. This motivation

is not lasting., Usuvally it is directed toward a specific

1. Xaun, I, L., dud . ¥. Cannel, "Problens of Top
Hanagement, Nobody Tells e Anyih 1M$,” buns Review of ¥odern
Industry, LXX (Moveumber, 1858),p. 36,

2. Louc, @iﬁ.
3‘ Ibidl ’ 1’0 ’37.
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subject. It is effeciive only as long as it is pursued by
the interested supervision or tabulating bhedy.

Intrinsic motivation arises from the fact that it is a
pﬁyﬁhologically rewérding experieonce to tallk with a receptive,
understanding person oa a topic of mutugl interest.4 The
speaker is possessed with a desire to tramsmit. Usually,
mezgages delivered and based on this moﬁivation are nn-
inhibited and free from any'external pressures. An ex~
azples is found in the discussion between a maintenance
nechanic and his foremsn, initiated by the mechanic, con-
cerning maintemance methods which would proleng the iife of
2 machina. Rarring the possibility of a suggestion award,
this discussion wgould begin merely because the employee is
intareste@_;n.tne machinery aud the enterprise. To be truly
sffectivé,Aa‘cmmmunimatian system must be based to a great
extent on this latter type of motivation. |

Intrinsic motivations to communicate, om tke part of
groups of employees, are usually developed by the supervisor
of these em@logees, It is dome by Jdeveloping sirong personal
relatioaships.a nowever, until these relations evolve, the
exeeutive nust depend on other means of extrinsic motivation.
It must be reemphasized that exirinsic motivations should be
utilized temporarily since their continued use commonly is
~accompanied by a decrease in efficiency. The key to guide

the changing of motivations fron extrinsic to intrimsic is

one's ability to undersiand people.
4, JXbid., p. 37.
5. 1Ibid., p. 28.
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Technicues of Oral Communication

Cral industrial communication, as previocusly ezplained,

pertains to the fleow of infoermation up, down, and laterally

mrovgh a lime organization, Despite its arparent’ in-

P e

formality, this conversation reaches 1ts unzimum effective-
nesg if 1t is systematically planned, orgonized, and de-

of

0

livered, Effective czpression, like all cothor fazot
good management, is 8 gkill invelviang numerous technigques,
dome of these technigues oro bosic while countless others
are peculiar to specific sitnatioms. Like all skills,
prysical or mental, effective oral communication is dow

veloped with thought and practice.
Comumunicotions Downward

Commonications downward, for the purpose of this thosis,
are considered to include all steps in the preparation and
delivery of messages {rom 2 bhigher level to a lower or loteral
level, They are concerned with all principles of good transe-
mission: authenticliy, importance, aceuracy, complelensss,

wvording, and timing.

Freparation

The fundanenial objective of most face-~to~{ace communie
1
cations on the job is to sell an idea. The arbitrary command

1. Docher, M. Joseph, Effective Communication on The Job
(Wow York: Amsrican Managemenl ASSCCiation), M. 0.
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2
is rapidly disappearing from use, Ia order to gain support

or acceptance of an idea, the idea must be adeguately explained.
Adequate explanation implies delivery in such 2 manner that
all intended receivers understand the meesage People have
to understand in crder to give their best support.

The wants and desires ol the workers should never he
, 4
forgotten. Demember, the averagse industrial worker is ine
3
w
. Thanever those

Ul

terested in job security and higher wages
subjeats are mentionsd, his attention is immediasie. Next

in the line of basle desmires comes fawmily sscurity, Tollowed
cio@sly by recrcaticnsl interests, Wanits and desires can be
used to command atiention or stimulate interest., However,
care must be exercised pot o satagonize th@#e intercsis
because they are strongey and more deeply imbedded than the
loyalty to the organization.

Recent expariences c¢an be mentioned or can form the
nucleus of a message. & perscon can visualize an experisuce
and its meaning more rapidly than he can comprebkend a total-
iy new idea. aulte often it i8 secessary to remind 3 ro-
cipient of an expericnce. If an employee can recall a situ-
ation, even if reminded, it is wore readily understood than
a series of cold facis,

Facts having been gathered, goals established and ree-

cipients analyzed, it iz now possible to organizme and word

2. 1bid., p. 105.

3. Raube, 8. Avery, Factors Affecting Employee ﬁoral@
(New York: Naticnal Induwzriai ToRierence Boari)s D J.
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the body of the message., The facts should be arranged in logical
aréez. Few points should e connected with old in a natural

BAY . Zvery ismportant related exﬂariencé in the bsckground

of the recipient bacomes 2 hasis for interest incentive,

.

it is pise to state 2 case in terws of people rather

v

han an abstract idea. People are ianterested first in individuals,
- :
4 last in ideas. An effective approach is

then in things, an
to personalize 3 message, that is, deliver a nessage in a
manner whiech makes 1t obviocus how it will afiect the indi-

6
vidual recipiont. 4n oxanmple would be the comparison of the

cost of an individual hospitollzmaticon plan with that of a -
company-sponscered grouvp plan. .

information should be trassmitted in small doses, If
this is not possible, aﬁﬁﬁiéératiﬁn should be given to spreade-
ing thke transmission into seversl doses over a neriod of tine,
gare 3hauid ve taken fto mabe individual messages complets and
satisfying, but still inter-related.

'?eayla retain meaningful %nﬁarm&tiau more rapidiy thaa
less well-understood material.u They can be counted on to act
only gfter they have docided as to the bhenefit to be gained or

lost. Therefore, there is a teondency for material considered

4. Hariow, H. F.,"Looking Around, frt of Communicating,”
TR
£

B5T), p. 145,

Harvard pBusiness Peview, XXXV (ovember, 10

G, Loe. cit.

6. Habbe, Stephen, Communicating ¥ith Employees (New
York: Faetional Industrial CCRICTEREs 1odFdy, D. 40,

7. Jucius, Vichael J., Personnel Hanagement (3rd ed.,
Lomewood, Illinois: Richard D. I¥vwid, Toc., LUoo), DP. o24.
8' ﬁarlc’i?, ﬁt FO’ 1060 Cit.

£ T e ~nd
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pleasing to stimulate aciioun move rapidly than malerial cone-
sidered unpleasant. Ii wmust be omphasized that alarming or
distasteful informaticn stimulates the desive to resisi, Once
established, a yreﬁgdica will attempt o prove or disprove
argunonts at will.

The more compleiely people ig;t ially learn uaterial,
the longer they will rewmonboer i€, Thereiore, it is ad-
visable to restrict sulbject matiter., Comuvnicats within @

context., Restrict each ne sage to one suvject.

In the case of persuasive wessages, conclusions will be
12
retaiped rather thon argument. srguncnt permics the access

of ideas which could stray away from or compleiely abandon the
original thought.

The advantages of the use of the af@ram&atian@d techs
nigues are more or less mhmieuﬁ, and a lengthy, systematic
analysis of every type of oral communication is inmpossible,
However, skill in transmission can be attained thirouvgh prage
tice. Teriodiczlly, a supervisor siould tohe tlm; 1o reduce
a propesed oral communication to a written outi&me.lﬁ hie
act affords an egtimnte of the degreo of usage to which the
shills of oral tyassmicsion sre placed. This written cutline
ig particulariy helpful in preparation for group weetiings and

conferences.,

10, Loe. cit.

11. ¥arlow, R. F., op. eit., p. 148,

12, Loc. cit.

13, EKabm, B. L., and C, P, ﬂannal "froblens of Top
Management, Nobody Tells le Anything,’ ﬂuna Review of Modern
Industry, LXX (Hovember, 19@8), p. 37,
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Organization for Dissenination

The transamissicn of 2ll messages fellows the identie
fication of intended recipicnts. Decisions have to e nade
48 to which or how many levels should receive the information,

In pany cases it is advisable and prefsrable to establish a

(o)
as

seqguence of reception., TFor exauple, communications traveling
straight down 2 linge organization should start a2l the highe
est level and progress dowan, Ancther example 15 the informe
ing of supervision, for prestige purposes, of a genersl wage
inerease prior o dnnouncenment to the union,

lost wessages sbould be ftrapsmitted by the Tastest prac-

2 3 ] X ro A
tical means. 8peed ard nccuracy of tra:
i

{aki%ﬂiﬁﬁ enhance tho
prestige and suthority of supervision, ’ Alaso, speed and
accuracy aid in formulating recoptive and favorable predise
ositions. The rumor nmill is therehy deprived of the inierest

ing subject matter vhich it requires for iis v%istavca.

23
nd

The bulk of information to he carricd dowaward 18 pro—
cessed through o lue organization seguence, starting at the
nighest level and progressing dow ﬂﬁzr& through the next lower
level. This procedors is generally correct and uplverssalily
practiced. Ususlly, it is clear-cul and easy to follew., How-
ever, it iz far from bLeing the nost rapld means.

The wost effective compromise Letxamn iine authority and

15
spedd of transmission is koown a8 the modified line wmethed,

vl Tk

1’;0 JKECJ.E"" ,’}2, TI! a@- ﬂii;w ?43. wddont @
v «—--.W'; -

15, Mussmpan, ¥illiam W., Com aiaati& Within Tfe Hanago
wment Group Now Yori: Maii@whu TAGGETIIEY Jouiecrence aar&?}
Pa e
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This method involves the informing of or transmission to
several levels at one time. It is easily utilized through
the mediunms of conferences and grbup meetings. In addition
to speed, it has the advantage of reducing the number of
times a message has to be received and retransmitted before
it reaches its destination. This aids in the maintenance
of accuracy. One possible disadvantage involves the less
of prestige which a supervisor might feel when his sub-
ordinates receive information concurrently with him. How-
ever, training in the advantages of speed and accuracy of
transmission can overcome this difficulty.

Care must be taken to cover all levels desired. Ob-
viously, one break in 2 line organization method of dissemi-
nation halts the transmissien. Increased control of coverage
is available when using the modified line approach. The
modified line method has further advantages in the saving
of executive time, increased contact between the high and
low levels of management and the opportunity for the direction
of pertinent questions to authoritative sources.

Organization for dissemination should include plans
for feedback, if desirable or applicable. Feedback is the
reception and transmission of information back up the line

16
in response to a message tramsmitted downward. In

16. Walton, Eugene, "Evaluating Feedback Channels,"”
Supervision, XXI (March, 1959), p. 4.
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other words, it is & monitoring of the uliimate «ffect of the
transmittal., PFeedback can be in the form of spontancous re-
plies, brganiaed ohservations, questionnaires, and production
ox other status reports. Usually, fesdback is informal, un-
organized, an& consequently lacking in cenclusiveness., TFeede
back which is planned and stimuiated resulis in a healthy
interchange of information. Until immediate reactions or
eventual results are made kpown to a2 manager, h@ has very
littie knowledge of the success of his directives and policies.
Hany messages are issued for puwrposes of coordination,
Some companies have twoe or more parallel lines or organization,
In addition, there may be seversl ztaff sub-crganizations
apart from the maim lines. It is desirable for 211 these
groups to be so informed that they can utilize information
gathered by others and thereby provent duplication. The
reguirements for coordinated ceormmunication imersase in a1
geonetric progression s ithe size of the firm incrcaaaa.k?
Considerable status information concerming the company
is carried to lower levels of managenent in order $o zid
them in making decisions peculidr to their seape of conirol.,
For exapple, the production forecsst is 8 great zid Lo
naintenance supervision in the scheduling af’@qnipment OvVere
hauls, Also, the degres of competition, as ncted to lower

nanageunent, will cclor their attitudes towasrd cest reduction.

17. Davis, Ralph Currier, The Fundanentals of T
Vapagement (New York: Harper & frothers, 1581y, ”I “ﬁ?.
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Similarily, safety sististics for sn oruanizaiion 23 a whole
cop flar ceriain safeiy aitlfudes ov baszerds which individual
foremen nighi overlook.

The trousmizsion of information concerning plaas and
policies ig far from seceessfal in nagy companies, This is
probably caused in part by the laree gmount of detailed ine
forpation inveolved, Thlds lack of swccess it alsoe dup to a
sk of appreciation of the pripeiples of trzoeniggion, 1. 2.,
the information conmes in lavpe doses; the subliect maticr is
diffienlt to understaand; becavge of complications of wnder-
stending, transmission is giow; and because of sloy trange
mission, the rumor mill gains the lead in tho roce to the
last r@ceivarﬁ. However, thought, the &ﬁpiieatibn of sound
principies of trensmission, and cpre cap result in the do-
sirved effect,., Sinece plans pnd policies form the basis for
mest othey business docisions, they pasi be stated ao-
curately and applied,

Successiul dewaward communications can e basod on the
asaveral princivies provicualy covered. Howover, oach nmessage,
tike each individual involived, is differont fren the nout.
Tharefore, the prisciples involved must ba utilizod Lo Overe
‘come meny differomt barrlers to the flow of imformation.

The following 1ist is Lut & sample of the obstacles which are
conmonly wet and which smsl be oveorcomo in the successivl

fransnlisaion of information,
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Barriers To Comnmunication Pownward

Hapagement Reasons

1. lack of a well-considered policy regarding communicaticons

2., Authoritarian climate in the company

3. Past record of insincoerity

4. Timidity or indifference in management
Organizational Nezsons

1. Decentralization

Poor definition of rvezsponsibilities and authorities

-
LS
L)

3. Excess echelons of manasement
4, Qverleadingr of nanavement personnal
5. Lack of training

Hechanical Reasons
1. Fallure in meaning due o word construction
2. lLack of eguipmant, i.e., telephones and “inter-com” units
3, Incorrect use of media
Payehological Reasons
1. lack of open nminds
2. Jealousies
3. Fears and prejudices, i,e,, the reluctance of a presie
dent to state his position, the fear of stirring up unrest

and grievances with 2 union 2nd the personal prefervence of one

nedium over another.

18, Habbe, 3., op. cit., p. 14,
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4, FHostility on the port of the union
5. Hostility in the grapevine

. Failure to understand the real interests of enployees
Cormunications Upward

Communications upward include all information origi-
nating at lower levels and transmitted to higher levels. In
essence, they compriss all the facts, figures, and thoughts
which management must counsider in the operation of the busi-
noess. Like communications dowvaward, laterval levels should
be included in the scoupe of dissomination. This phase de-
pends basically upon intrinsic motivation ito coaverse,
Limited usage can be made of extrinsic motivation in the
form of manéatafy reports, guestionnaives, or question-and-

answer seasgions,

Types of Information

The informntionl%ranﬁmitted upward is someltines sun-
marized in five catagﬁri@s, They are: status information,
unselicited personnel ianformaticn, labor problems, guality
of production data, and information related to conmpetition.
Each of these types can unake a sigaificant centributiba to
the pool of knowledge reguired to teep an eniBryprise healthy.

Status information is concerned with the existing con-

dition and coperation of plaant and personmel. The statistics
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involving the effective work-force aid in establishing
efficiencies, costs, and organizational structure. Pro-
duction reports are vital status dnoia vwhick 2aid in estabhlishe
ing sales goals, aid in forecasting raw material reguirements
and are indispensible in establishinp standard costs. The
gondition of plant inforpation alds in establishing naine
tenance cosis, deprecialing premises, and determining the
nead for ezxpansion or contraction. The status of p@rﬁonﬁy
nel norale, as previonsly noted, is in&icaﬁig@ of the
\e

decree of acceptance of plans and yalicicﬁ.ld Por the noest
vart, status informatlion is solicited through standard nedia
rather than through iairinsically wotivated sources, Its
valua, hovever, would be much grester if the revorse were true.

Vasclicited personnel information is obvicusly moti-
vated from within, 7t comprises all intelligence gained
from spontaneocus oral conversation., Its outstanding cone
tribution is enlightenmont enncerning conditions of morale.

Beeause of the very nature of this type of coaversation, the

e

speater's attitvndes sre vevealed, uite often the conver-
sation on the part of one person iz indicative of an entire
group. Uasolicited discourse is the most reliable source

of reaction concerning plans and policies. Orisvances, which
fall in this category, ave indientive of the spirit of co-
operation of the workers and the degree of control of morale

by managenent.

1%, Hoore, Granklin G., Nonufacturing Managenmcnt, (Home-
wood, Iliinois: Richard D, Irwin, 1904), D. o9.
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Labor-problem intelliigence refers Lo specific lzhor
issues and enlightenment concerning union activities, This
jatiter field includes the pgoals, desires,; actions, and the
power of the union angd itz leaders.

Competition informntion is concerned with 211 data on
competitors which mizght be in the hands or mindzs of the in-
auiring organization. Correlation of such information also
includes the employes's opinion of individual competltiors
and conpetition as a whole,

The guality of preduction information embraces all
inowledge on the quality of a preoduct. In addition, it ian-
cludes suggestions and programs for on ingrovement of quality.
Cozt-roduction schemes, efficiency developmeant, and standard

or gff-standard nethods 211 in this category.

Listening

23 of

{

£

The brief deseription of the fTorezoing caterori
desired information is indicative ©f the wide fields of data
which can and should Lwe received, ftransmitted, and consumed.
The progress of this information always begins with one or
nore parties listening and obzerving.

To be effective, listening must be cultivated and prage

ticed. Periodic spurts of interest in the Skill will not

e
e

succeed in its efficient development. Shery listening ond

cbzervation must be continuocus and {0 some degree ﬂyatematic.
The system pertains o steps which may be f@lleved routinely
o eansure a coustant appixemﬁiéa of listeaning and observation

skiils.,
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A good listener remains alert during all ﬁ@ggarastiana
snd considers the meaning of all words he hears. This ro-
gquires an immediate evaluation of all statemenis, Good lis-
tening involves a good deal of self-control in that boredom
must be cheched and personal feelings contained, In addition,
kﬂen raception includes an unnlysis of the speaker, his goals,
hi$ axparianaa, and his bac&graund.al
} Listening must b2 balanced in that the listencr nust
,gz:mﬁ interest in all subjects. If this is mot done, the
,ééﬁ#érsi#ion/wiil be marrowed in content to the point that
xt mﬁy exclude significant facts, y,

Mha evaluation of o speaker's polnt of view iz extreme~
1y halytul in detarmimizg the meaning of his ward&.zz This
can ‘be aaeamplish@d by taking the spesker’s stand im an srgu-
mant or taking his place in & situation. This is uaually v
aaﬁampxiaheﬁ by timely quaatinna, It is wise to vrenalize that
suhjaata«dn not always appear to subordinates 28 they do to
aa@arviaarm.

12 the napariar nalntaing strong opinions concerning &
subject, he dggs well to withhold them until thke end of g

conversation. Such opinions should nmot be evidencad by

20. Dooher, N. J., op. cit., p. 28,

21. The Discussion of An Individual's Performance, Traine
ing Division, TEpIcyee LelatIoos Teparimenc, L. L. oo vont d2
Kenours & Co., Inc., ¥Wilmingtom, Dalaware, p. & ~ 2,

. 22, 1Ibld., p. 20-1,
23, Dooher, ¥. J., op. cit., p. 148,
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physical actions or facial distortions. Hanagement, in order
to gain maximum bemefit from the free flow of informatiom,
maintains an open mind aﬁaut'a subjecé until thé finzal ﬁé-
ciaiohs are made. EHven after these decisions are made,
canttaﬂictory 1deas shauld ba acc@pt@d for canaideratiun
'withuat condescension. _ ,

' 'Successful listening will not evolve unless the 1istenart
148 the desire to listen and converse. This @a:nast desire
aids 1n the development of a democratic climate ét free ex-
praaainn' The key to maintaining 8 demﬂcratic eiimate is
:tha obvious demonstratian of sctions, to the benefit of the
auhardinatas, as tk& rasalﬁ of tha free interchange of 1&@3&.24
Ia,ather words, prove with deeds the advantage ¢6f the spone
t&naaus flow of information. Cata should be exercised to
process all promises. !f»thera are mno intantidnm concerning
an aa;gyn, iﬁplicatiuna cennurniug the action shculd not be
nade.

‘Listening to nnd agreaing with infnrmntian known to be
falze or misleading 1a 88 bad as tranamitting unreliaﬁle data
in tﬁa tirst place. Regardless of the difficulties invelved,  26
arronaous 1n:eliigenca should be corrected as soon 2s possible.
Evan-if the corrections result in additional arguments, the
aﬁﬁantagea of commonly understood premises will hasten a suc-
aeﬁa!ﬁl.enmgiettun'at an interchange of thaugkts.

24. Hememan, Herbert G. Jr., and John G. Turnbull, Person-
nel &dministratian and Labor Helations {ew York: Prentice-
ml Incn, 1952;‘ P M~

25, Dooher, ¥. J., Op. cit., p. 148,
26. Habbe, 5., op. cit., p. 7.




Special opportunities for listaning ald in providing
gituations w&ere conversors are free ané stimulate& ta coavey
thelr thoughts, TForeuen's meetings ﬁ-avide occasions when
several foremen nn'a certain level cam voice their individual
eyiaions and gonelﬁde by crganizing a joimt opinion. Qﬁﬁr
ferences provido oceasions for hearing mamy diversified |
apinians about specific subjects., Outside the ¢onfines of
the buéineag facilities, picaics, dinﬂarﬁ, and dances pro- |
v1ﬁavae¢aaions for hearing wmany ideas aﬁ& opinions frea ci
any rﬁal er implied crganizational pressure,

| Cnnﬁi&erahle intrinsically motivated information can

eone from & vnion which feels that & democratice atmnsyhere
@xista.‘ This information source can be cultivaggd by striv-
ing to:cengﬂrate with ressonable union desires. This does
not mésn that any and all uaiénxrquaata should ke granted.
Eqwﬁkér, it does mean ihat alllraqneﬁts and statements should
Vb@fﬁeafd aﬁ& action taken based oun wmerits set forth in the
h@éring. Is this respect, the organization, operation, and

aimg of the union must be thoroughly ua&erstaod.

Transmisgion Upward

',‘ Gﬁca information iz gathered by listeaning or by obszer-
vatian, only half the communlcating job is dome. The ine-
teiiiwence, to be of bemefit to any person ather than the

recipient, must be correlated and tramsmitted npwaré or

27, Habbe, 5., op, cit., p. 96,



46

laterally. The listening and correlation is an individual
problem of the éecip&ent. The transnission, however, can
be corganized and yrcaedures'establisked. |

Procedures for the oral transmission of messages epeci-

£y whé is to receive, where the reception should take place,

and whea‘tha'reeeptien should take place, The responsibility
of car##ing'eut the'pracednra lies jointly with the Buper~

~ visor 5@4 the mubordinate. The lead in discharging this re-
Bpnaaibility, however, ﬂh@ulﬁ be taken by the supervisor.

| Th¢ portion of the procedure which specifies who 1S to
reaai?a the information is developed around the Qrganization.
Thﬂlsﬁboidiustea must know their supervisors and must be
fawiliar with cemparable lateral lavela of supervision.
'Further, tkose who should receive specific information de-
‘pands,’zn many cases, ‘upon what the information is about.

Far ekampla, a manufactaring foreman, when aamouncing

mﬁchauical difficulties concerned with his operating nachiaery,

‘ﬁhomld inform both his supervision and the representative of
‘the maintaaaaee organization whichk can help him with his
mpeeifﬁc problem. If the philosophy of the orzanization

y&rmita, the annennnsment to supervision should ke a aoti~

'ficatian only ané the aanaaneemeat to maintenance should be

a'éemaag‘faz action. This makes clegar the necessity of

‘ superviﬁion'thnrcughly vnderstanding the organization éad
knawing tﬁe yersvnnel on lateral levels who can be of
assistnn#d - Further, it 13 chrious that the speed of aetion

'r:'.'
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is greater if the communication flows freely to the lateral
levels rather than up to higher levels before the cross over
is nada.zs Chart A illustrates this point.

Consider A as the president of ap organizatiom. B, C,
U, B, and F in one line, and G, H, I, J, and X in another
line, are line supervisors reporting to A. Further, assume
that ¥ wants to tramsmit information to E. If he were to
roilov the conventional line mathod, the message would be
received and retransmitted ten times before it reaches X.
If the message vere transmitted laterally, only one trans-
missi#a and one rgééytiea are izvolved. Thus, by follow-
’Lng'¥§e 8traighﬁ 1ine organization method, there are twenty
' ¢§#§¢3& of error. The modified line metbod allows but two
¢ka§§és:ot error. |

' E#pkasia must be placed on the fact that frequently

" E should receive the informstion for status or pontrol pur-
é@éea§‘ The height to which the transmission upward should
&aaéﬁ'éhculé be the lowest level in the oréanizatian which
has the requisita comyeteneeégaatkarity and prestige to
make-ar~ratify the decision. ’ | '

The wvhere and when ceacarning recaption of communi~
uations are of ne¢essity datermined largely by tka availe-
ability ef the person who is to receive the message.{ This
person canld e a higher &nparviamr or a meaker of SUper-
gisian on a lateral level. At the outset it should be'

Q23}; ﬁavia;;g. C., op. cit,., ﬁ.'ﬁaﬁ;
29, !33?13, Be Cn«’ _921 cito;?t 3&?&
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énphasizéﬁ that nén»avaiiability of a supervisor should not
be allowed to halt the flow of information.>0 Procedures
should be specific in pointing out next higher levels of
reception 1f the standard level cannot be represented. In
many cases sone levels of supervision may resent this
because they view it as a threat to thelr job security. The
elimination of this fear iz s managerizl problem which must
be solved in order to keep the chaanels open.

 Supervisors should establish times and places for face-
to-face contact with 5mbmrdinataa.3z These comntacts should
be routine and practiced faithfully. In additlon, supple-
mentary contacts should be nade on a acn-scheduled basis to
anaﬁre eh#t the spirit of the communications prograu is pere
petuated, These supplementary contacts, though not on a
regular ﬁahadgl&, should be continuous and regular in nunber
over a period of time, There is no way of determining when
or where required information or nawé iz going to break.

Supervision on lateral levels should establish routine

occasions where information can be exchasged. This i3 best
accomplizhed through faithful daily contaclts oven if there
is no spegcific message to transmit., These dally contacts
could be summarized in periodic conferences.

- 30. MeMurry, B.N,, and R.G. Scheeffer, “Analyzing Your
Commmnication Problem,” Americen Business, XIVII(July,1957),p.25.

31. Dooher, M.J., op. cit.,p.148.



Summary

The techniques of free oral flow are numerocus. Cone
punication programs canaot be successfal unless supervision
knows and understands the organization. Particulsrly, the
portion of the organization immediately above, below, and to
the side should ke thoroughly undeystocd., Oace the arrange-
ment and needs of the corganization are appreciated, super-
vision is them in 3 position to receive and analyze applicable
informaticn. DRNecepiion includes accuracy of hearing, an
analysis of backgrounds and events, and za appreciation of
many points of view, Transmission ineludes the organization
of the nessage, orgaanization for dissemination and evaluation
of results. Finally, these principles and techaniques umust
be faithfully practiced im order to develop desired effeciive-

ness.
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Chapter YIII

Occasions for Cral Communication In Industry

Several occasions for oral communications sre discussed
in this chapter. These talks are the wost commonly cccurring
situations in industry whick reguire cral copversations.

Traits, techniques, and pitfalls are discussed and illiustrated.

Normal Imnstructions and Order Gilving

The bulk of oral communications issued by supervisors
involve instructions and directives. The first step is to
deternine what ias degi?ed.l Second, the method of accom-
plishment must be outlinsd. Third, responsibilities znd tasis
must be divided among the employees who will work on the job.
Fourth, standards of time a2nd performance must he establighed.

Thalfitth step is to repeat steps cone through four to
the employees. The sixth step is to exgl#in why the job is
being dene. Finally, the last step is to answer questiocns
which the employees night have or pose questions te them teo
ascertain their uanderstanding of gha assignnent.

The supervisocr should know and thoroughly undorstand the
job in qneﬂtign. Hiz ezssignments should be based on the
capabilities avallable or need for training of less capable

2

people, Assigoments must be msde impartially. It is unfair

1. Harston, Everett C., Loring d. Thompson, snd Frank
Zacher, Business Communication (New York: The Hzcmillan Co.,
1849), p.435,

2. Dpooker, %. Joseph, Effective Communicstion on theJob
(Hew York: American Managewenl ASGOCIALLION), Paild.
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and demoralizing to overlosd willing warkers.3 Instructions
ghould be limited to jobs which can be ressonzably accomplished.4
A serious pitfall is to sssume that workers understand in-
structions without makiny adequate checks on their compre-
hension.
5

211 orders fall intec one of four clzssifications:

1. The call for volunteers

2. The implied order

3. The request

4. The direct ovder

The call for volunteers has compavratively little usage
in industry. In most cases people have assiguned duties which
prevent them fram\h@iag volunteers or glve them excuses
behind»which they can hide, & tyvpical use would be a call
to a2 group for some of the group to perform a job of limited
duration teogether, Example: The time is cleose to the end
of & work day. ©Several employees are standing tomether talking.
The foreman in charge wanis to unleoad & hand truck 50 that the
vehicle will be available (o the nightshift., FHe addresses
tke group. "It would be 2 great hel§ if sgeme of you would
unload this hand truck before you leave.”

The implied order, which suggests that sometbing be

done, uzually gets best results from ap expericnced, depend~

3. 1Ibig,, P, 102,
4‘ LOQU eitq
5. 1bid,, p. 195,
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able and above all, williag wsrkeru* The supervisor, in
this case, does not give complete instructions or set
standards of performance. In the case 0f conscientious
emplayees,ithis type of order is the most effective since
it complinents their ability ta comprehend, reason, and per-
form. Ixzample: A superviscor desires {o standardize the
location of a movable part on a series of machines. He
addresses John, “John, I ha;iave our gquality of production
would be improved if we jig drilled and doweled this part
to all of the machipes.” Hany capable workers would take this
suggestion as an order to act.

The request is the most widely used fozm of order in

industry today. It does not offend n sensitive worker when

&

a direct order night aantagoanize him, fften i€ can partially
nellow the hard-boiled aan aaﬁ is always worth tryiang befcore
the direct order is given. Exanple: "Frank, I would
appreciste it if you would wipe up the oll under number siz
pachins,” |

The direct order receives only slighkily more usage than
the call for volunteers., In most cases, the order is reserved
for emergencies and special situations where cerialn vorkers
reguire sonme forceful dir@@tian.7 The direct order shogks

nost workers out of leibargy ana provents further reprinands

6. Loc. cit.
7. 1Ibid., p. 106
* The implied order involves exceptions to the

principles of good transmission. This technique, used on
certain individuals, sometimes promotes better cooperation.
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It is appropriate for a chronic viclator. If prior orders,
issued as requests, have been violated or not carried out, the
direct order night be utilized to ensure results, It is

not advisable to use direct orders on 2ny persoan ésntinu@usly.
If possible, direct ordsrs should be reserved for emergency
situations since the mere hearing of a direct order will
indicate a severe urgsncy to act.

Any order, regardless of the four types, shouwld be fol-
lowed by an adequate raaﬁon_fcr its issuanc@.a Yorkers want
to know why théy are ?@rfsrming a certain toask, The expla-
naticns should be the basic reagons, not the fact that the order
w838 passed down to subordinates. Also, enthusiasn ai&s'in the

promotiocn of reasoning.

Over the Desk Speakiang

Though over tﬁe deslt speaking is usually very informal,
preparation can be very heipful, The goals should be the
complete tranenission and reception of the subjects discussed
in the least amount of time. Discussions should be objective
and aimed at develcoping idé@s and thoughts of the subordinate.
The following traits are agpiicahl&:g

1. Attendepce for discussions should be prompi

2. Conversation should not be sllovwed to wander

3. Subordisate should feel welcome

4, Courtesy is indispessable.

8. 1bid., p.100.

9. Harston, k.C.,, L.Thompson, and ¥F. Zacher, op. cit.,p.435,
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6.
7.
8.

&5

Decisions must be made forcefully

Ability to compromize should be used when desirable
Emotional control should be muintained .

Ideas developed in conversation should be discussed

and analyzed,

Telephone Coaversations

The telephone is o helpful instrument in increasing the

spead of communications, DRasic frzining ipn its use includes

all of the principles gand technigues of oral conversation

in addition to sgversl which are peoulisry to the use of the

19

telephone itself, These tochaigues arse listed below,

Preparation for Outgoing Calls

1'
2.

2 ]
“ e

Determine why ihe ¢all is o he nade.

i)

Determine who i to be called.

Organize message, interrogation or request.

Handling Outgoing Calls

1.

<%

3.
4.

Announce who is czlling.
Announce subient.
Give backpround. -

¥ake request or deliver message. .

Beceiving Iacoming Calls

2’&
3,

3.

Try to answoey before the end of the second ring.
Anncunce name and position.

Talk directly into the instrument,

10. Ibid,, p. 491,
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4. ¥ake notes during conversation.

5, Record nessages for others.

Announcenents

Announcements, to be effective, are thoroughly organized |
ag to content and coverage. All the principles of transmission
should be applied. Announcements are difficult because
they usually deal with change, such as procedurss, policies,
and regulntian&.ll The effect of these talks cuuld‘be far-
reaching since they con alter sezf—ﬂ@ﬁfidenéa, Stﬁtﬁﬁ,
earnings; sincerity, privileges, and plans. The prereqguisite
Qf‘tﬁié type of conversation iz that it be complete in scope
and coverage, authentic, and properly edited iﬁ content, It
is probable that more anacuncements are mishandled in industry

i2
than any other form of oral communication.

Recognition

Talks of recognition can be’in the form Qf introductions,
commendations, and messagaﬁ'mf appreciation. The nosi impor-
tant trait here is sincerity. These talks become more
meaningful if facts, places, and dates are used in the body

of the message.

Reprimands

Cecasionally, every supervisor faces the necessity of

administering a reprimand. Reprimends are difficult because

11. Ibid', p'n 462"'4630
12. 7Ibid., p. 463,



there are different reasons and éitnations whiich prompt
thelr requirement. The various reasons and situations arise
from the fact that every employee is different from the next.
The basic premise of a reprimand is that most employees
are conscientious and want to be fair.13 They have a desire
to take pride in their jobs. The reprimand should therefore
be more than 2n admonition; it should include a discussion
of causes aznd suggested cures, The supervisor should begin
by stating the reascns for the criticism followed by words (o
the effect that officially the exmployee is being reprimanded.
After the employse thoroughly understands the reascns for
the action, the remaining pertion of the interview should be
devoted to discussion of what can be done to improve the sit-
uation. This discussion should include suggestions by both
parties. The interviey should be concluded with a statement’
of what is expected in the futevre, If possible, it is advane
tageous to gain the subordipate’s agreement to the siatsnent
and willing cooperation to 1mprave.14
The setting of a reprimand should be completely private.
The supervisor must maintain composure at all times. It is
wise to 2llow ample time becaunse rushing will make the emgloyee‘

feel that ke has not had time 4o state his case.

13, ©Dooher, op. c¢it,,p. 108,
14, Ibid, p. 110,



Foreman-Employee Meetings

The foreman-employse meetings, if regularly scheduled,
can serve as a core of zn oral communications program.la
This meeting allowz employees, a3 a group, to listen to
announcements and dizcussions by thelr immedinte supervisor.
There are several sirony advantages to management associsted
with these meetings:

1, TPorenmen, as firﬁﬁ ling supervizion and potential
managerial naterial, are tauzht by practice to stand
on their feet and speak to a2 groupn.

2, Foremen are taught to think under pressure in froat
61 a group. |

3. Toremen 2re stimvlated to uaintain their organiza-
tional and job hnowledge because they have to denci-
gtrato thizs knowledge in frout of their subordinates,

4. These meetings are stimulating to management
because hard to answer questions are passed up the
line until snswers are received,

Imployee-foreman moeetings have other advantages peculiar

to the employees. The nmeeting is an sssewbly of the unit
in whick the emplovees® primary interests lie.l6 ¥hat happens
in an emplovee's work unit determines largely bhow he adjusts

to his job and how he regards his gupervisor and company,

15, EHabbe, Stephen, Communicating wvith Employses
(New York: WNational IndustvPial (Cnierence Loard, 19us), P. 23.

16, Loe. cit.
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The employee looks to the suporviscor for help gnd guidiance.
When an employee attends these meetings, he realizgs that he
iz in asscecilation with 2his scpervisor and thaet the @@pefa
visor is interested in keeping him informed,

Chart B i3 a sinplified outline eof the mothods of con~

dueting enployee~foronan neetings,

- Conferences
The planned conforsnce 1s a neans o 2 definite end

providing for an orderly stfack and croesg discussion of a

problem o plan by a linmitsd nunber of melsct conferees
’ 17 ' :
under the guidance of a leader. It does noi begin witl

an affir&ativa or nagative side, Ho one is expected to
force his points. At the end of the cenfersnce, however,
it is expected that & decision or plan of sction will have
| begon reached ﬁﬁﬁ agresd upon by a majority of the conferess.
¥ost conferences fall int@ ono of the following fhree
categories:
i. 7The Line Supervisor Type. The lins supervisor
type of conference iz one held by a line supervisor az the

ieader and his subordinates ag the g@af@reaﬁ, This type

%)
pade
“
w
o
2
9
b
e |
s
@
¥
]

z2llows tﬁe superviscr to strangthen his orger
ere several disadvantages, however, ‘T%Q‘Eiﬁ% superviger

might not be a good conference leader, T&@ best exyariemca
is not provided because the e&mf@ranﬁa iz aiways conducted

with the same pengia, Conferess might be hesitant to discuss

17. Harston, Thompson, and Zacher, op. cit., p. 512,
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CHART B2
HOW TO COHDUCT FOREMAN-~-ENPLOYEE MEDTIRGS

I. Foremon to Conduct Heeting
A. Invite speakers only on special occasions
B. Be infcrmal
€. Answer all guestions
D. Ee sipcere and discuss matiers frankly

17. Be Ready for The leeting
A. PRemind employees of appointed time
B. Establish an sgenda prior to mesting

1. Production figures

2. Schedules

3. Equipment

4, QRepairs

8. Procedures

6. New employees

7. Suggestion awards

8. Recognition for jobs well done
2. Discussions on improvement of performance
10, Aancuncements

11, Quality
12. Safety

C. Review notes of previocus meeting
D. Make notes if helpful

I1I. Schedule Keetings Begularly
A. Daily or weekly
B. Schedule during the paid working day
C. BHold at a convenient time
. Eold in {farilisr surroundings

iIv. Follow Up
A. Correct improper conditionz and information
B. Give auswers as soon as they are learned
€. Take action promptly

Y. Benefits to Foremen from Yeeting
A, Confidence ip spesking before and leading a group
B. Increased job interest
Q. <Closer contact with men
D. Opportunity to review objectives
E. Cooperation within unit crew ‘
F. Opportunity to ohserve employee reactions

a. Habbe, Stepben, Communication with Zmployees
(New York: Hational IndusTrial Conference rdoard, 1993), P.23.




mattors which are favored by or irritating to the leaders.
Finally the time rﬁgaircé rUMOVEs cgmgﬁete snb-organization
from the job siée.

2. Xead of Organimation Approach. This type of cone-
ference is one cosducied Ly a high echelen or top menber of
supervision, Its pmrgq 3¢ 15 to compress as many levels into
the confarence coverszy 28 possible hecause the yesulting
advantages are great il tho oessages are applicable, ths
total number of mestings is Rept esmaller, and the executive
timwe is saved. In addition, the messasoe is closrer due to
the fewer number cof ropeais, and the lower levels of mamagam
ment are affmrd@ﬂ eontact with bigher echelons. The gr@&ﬁ@%t
disadvaniage is that the meoting is wocessarlily large znd a

.,

great psrcentage gg supervislion must e away from the job
site at one time.

3. 8taflf Conferences. Htaff conferences tachle probe
lgws reguiring the speocialized ssrvices of siafl groups.
The senior line orgaanizaiional meunboer is not nscessarily
the conference leader. The nonber hoving the basl undere
standing of the problem or situatiopn should be the leader.
The major advantage is the éiﬁerﬁifi@d ald fyrom the gtalf
groups. One p@sﬁib&a disadvantage would be the efforts of

a staff member to win support of bis program which might

18, Hussman, Villian, Coumunication Within The Hansge-
m@at Group (Wew York: National Ipdusirlal Tondersics Loard,

19. Ibid., p. 9.
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rot be to the hest advantage of the area. The goals of the
area, usually producticn, 2are paramount. From time to tine
staff groups lose sight of this principle. The staff tvpe
conference enjoys grest ﬁumﬁégg in manafecturing areas,
Supervision should receive specific instruction on
m@tbods involved in conducting aonfereaceﬁ. Using proper
skills and technigues, z conference leader can establish

high standards and goals.

Digecussion of Performance Interviews
A discussicn of perforuance interview iz an cccosion

f

o

when a supervisor reviews and discusses the performence
a subordinate. Thezse contacts are extremely important as
all the activities, goggﬂ and attitudes of the employee are
summarized and grad@ﬁ.a In the case of nembers of super-
vision, this rat;mg could deternine advancement or incronse
in pay.

The preparation for g discussicn of performance intere
view should be thorough, ofienr requiripg several days to
accomplish., All available ingormatien e@ﬁaeraiag the gne
ployee should be accmmmlat@dgwl A piaée for the interview

should be chosen which iz completely private. Tha ratling

applied should be outlined with ressozs Jor decision.

20. The Discussicn of An Individual's Perfozmance
(Training DIVISIsH, LLpLOYEE HeLIALLIOLE LEpBrihkenLs M. 1. du
Pont de ¥emours & Co., Inc., ¥ilmington, Delawvare), p. 1-1,

21.0, . Ibid’ '3 pq 1@"“2 .



Conference Situation

1. Discussion of a current

problem, either of a single

department or a broad
problem of the company.

2. Discussions of problems
of supervision.

3. Dpiscussion of policy or
related administrative
. procedure.

CHAR

Three Conference

Coniference (Cbjective

To get the best thinking of those
who have an iaterest in thLo prob-
lem and ¥ncwledge and expevience
to contribute to its solution.

To raise the standaxd of super-
visory performance by examining
the best existing practices,
either among members of the group
or exemplified by industrial
supervisors elsewherc.

A. To assure common understanding
of policy and procedure by
management personnel,

B. To examine policy and procedure

to see whether it is eguitable
and workable,

C

b

Situstions

pa )
.

a0

ir.

C.

j5]

.

leadexr's Approach

i.ead group to recognize and isolate the problem.
Assemble facts and evaluate them.

Uncover available solutions.

Select the solution which seems best to the group.

Draw out experience of group as related to the
topic; encourage group to back points by specific
exanples,

Discuss and analyze the effects of one course of
action in relation to other possible actions,

Get agreement as to what seems to be the best
principles to be followed.

Provide or have someonce else provide authoritative
information or background essential to sound
cenclusions.

Get group to examine critically the policy state-
ment to determine its fairness and workability.

Get group to recommend changes that would
strengthen the policy or related procedure.

Get agreement concering recommendations to be
submitted to other segments of management for their
consideration,

Failure to have recommendations accepted no re-
flection on group. '

«y

b. lcFeely, Wilbur M. and William Mussman,

Techniques of Conference Leadership (New York:

National IndusTrial Conference Board, 1946),p.13.
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\ During the sctual interview the atmosphere should he as
informal as possible. The sunnary of performsnce, with
strong points, should be read or atated followed by a pause.
This pause allows for employee's reactions, The weak points
aﬁenld tﬁeﬁ be itemized fellaw&ﬁ»by another pause, The enw
ployee should ﬁ@'givaﬁ.aﬁ&qaat& time to state his opinion
¢f the rating. Care should be gxcrxcised to resiate on-
ployee'’s auswers or couments to make sure that they were
received in the intended context, The remalinder of the
interview should be deveted to a discuzasior of fature im-~

provement of performance.

Grievance Interviows

& prerequisite ip handling a grievance is knowing and
understanding the grievapce prosedure appiicable to the
&ituation.gg During the interview the employes should be
made to feel at ezase. Ne should be allowed ample time to
state his case. The supervisor should coatrol his teumper
and pot reveal it ﬁhreﬁgﬁ facial expressions, The ag-
grieved employee’s story should be restated in different
vords so that Bbis meaning can be chocked. It must bo borne
in nind that the Interview is not over until the employee
has talked Limself out. It is desirable to make a settle~

ment or form a plan of action as soon as possible., If this

22, Dooher, M, J., Op. cit., p. 214,

23, Loc, cit.
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is impossible, plans for investigations should be explained
to the employee and times and dates fixed for future meetings

concerning the problemn.

Protection of Confidential Information

Part of what every supervisor knows is confidential.
There arises a problem of what to do when a person asks a
direct question about a confidential subject. There are
several possible correct ways to handle the question, but
there is no single best way. The answer depends on the
situation, the question, and the person.24 The problem is
to change the subject without offending the interrogator
and without stimulating his curiosity. The following pos-~
sibilities can be explored:

1. Change the subject as though you did not hear the
query. Bring up ahother matter.

2. Pleasantly say, "No comment”™. This conceals facts
but does not ridicule or chastize the questioner.

3. Raise the time element; i. e., "Still up in the
air. I am sure there will be an announcement soon";

4. Ask questions yourself rapidly. It tells him

gently and gradually that you are not going to answer his

questions.

. 24, Shepherd, W. G., "How to Conceal the Facts Grace-
fully,"” Textile world, CVII (September, 1957), p. 64.
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5., Give 2 qualified "No”, but indicate an announce=
ment will be made in the mear future.

€. Inform him that he is ocut of line, but in 2 tactfal
wvay. "You know wﬁat? You sound like someone who does not
have encough headaches of his own and wanis to iake on some-

one else's.”
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Chapter IX

The CGrapevine

The grapevine is an informsl systenm of receiving and
traﬁamitﬁing informetion in an unsuthoritative nanner to
and from personnel, some of whom deserve sccess to the ine-
formation and some of whom do pot. It carries information
which is personally iﬁtgreating to individuals and groups.
Vithout this inier@ﬁt there is no btasic drive to perpeotue-
ate its activities.

The basis of a grepevine is ugually attributed to
insdequacies in the official cwmﬁﬁuicatian sy$&ams.1
Interesting news, once veleazed on agy level, tends fo
find its wag to other levels even if neo afficiéi Pro-
visions sre ﬁa&e for the transmissioen. The form the in-
formation is in when it reaches its final destinmation
might not, however, resemble the original idess, Yhen-
ever it is desirable to tramsmit information coxrrectly
and rapidly, the initistive must be taken by an officizl
communication gvaten., Alse, this system must be accurate
and effective. The point is to control the formation
of rumors by distributing the facts before rumors can
materialize, A company uﬁually is entwined in %he kind

e

of grapevine it deserves.

1. Dooher, M. Jogeph, Effective Communication on
The Job (few York: America¥ Lanagemcnt ASBOCIALION)s
1 .

P

%

2. Loe. cit.
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The grapevine indicates th&tﬂam@l@yﬁes have more than
8 routine interest in their 3oh@gw Rumor travels cnly when
- the story hes importance both for the g@peaker and the hearer,
and the tyue facts ers shrouded in soue kind of ambiguity.
if pecple are sntious about the outcome, they may sceept
the version that serves to confirm their fears. If they
are hoping for betier t(hings, they will snatch abt any
' &&ﬁng that colors tiwe world to a rosier Lue, If they arve
resentful, they will be 31l the more receptive to iﬁeas
that “fiz tho blame™ on & porson or group they dislike.

in a&alywimg a grapeving consideration should be
given to the differeant porsons invelved., Scome ¢an be
considered as liaison individuals wvhile others are pase
ﬁiva.4 Tie ﬁiai&an individuals should receive detalled
serutiny, Their éetians aad tmagghts are constantly obe
gerved and imitated by fellow employees, These people,
with their natural desire and sometiues rbility to heaw
and converse, forn the backbone of this informml systenm.

Hany autborities comsider a grapevine entively bad.
To be sure, it creates many disadvantages and piehleﬁs.
{n the other band, it can be used to advaatage.u Sny
individual who'has & right to receive certain information
but for some reason does not, is justified in exploiting

L]
the rumor mill to his personal advantage. Hormally, it

3. Loe, cit.

4. Loc, eit,
Spernoff, B. J., "Grapevine Helps Pic& Supervisor,
%vxﬁagm@; Journel, XEXV (December, 1958), p. 288,

&, Habbe, Stephen, Qemmunicatingbwith nployees (New
York: National Iandustrial conlercnce BrQ, LOod), . 18,
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is a3 jeint responsibility of gsupervision and subordinates to
keep each other informed. If one of these parties drops the
responsibility, it does not necessarily relieve the other
party of the same obligation. If he does not receive of~
ficial messages, he is duty bound to exploit the grapevine.

Rumor mills have other peculiar uses., They can he €3-
ploited experinmentally to tesi the effect of a pending policy
or plaan. OFf course it is degirable that the scope of the
experinent be controlled as {to the number and status of io-
dividuals receiving the information. Alse, a relief valve
or stop device must be available to stop the rumor if it
goes out of control.

Humors ha#e been used o combat plans of groups or
unions., Consider 2 company which has 2 union beset with
Jurisdictional problems, Basically, these jurisdictionszl
 problews are internal umion zffairs. Due to their existeance,
however, persomnnel are interested, agitated, -and upset., It
igs to the company's edvantage 1f the problemns arg solved
because the agitation and disturbances are czusing botk &
lcss of tine from work and a 1oss of preduct guality due
to inattentiveness., A pessible solution is to start a
runor that 211 work causing the jurisdictionzl arguments
will be contracted cutside the company if the problems are
not rapidly settled,

The disadvantages of & grapevine usually outweigh the

advantages. The runor mill i3 not carefsl {o check the

7. Loe. git.

-~



validity of stories. TUsually, the information transuitted is

sensational and gosgipy. Mo ong smoumes respopsibility for
¥

B3
)

ocigination, wordiug, coverage, or transuission. Hany
types of me&sages-dé na§ enjoy couparable success 0f (ranSe
piszion. ?&aré is oo conitrol as to ultimate coverage and

o assurance that all lpterested and deserving partics are
reached,

Sometinmes kostile grapevines can be turned in an ade
vantageous direction. Iany companies operatle igfarmal
runor clinics where rumers are activaely @@ught.w The
¢linic, which can be ome or more nesbers of supervision
and one or wore wage roll employecs, analyzes the runoy
and the supervisicn seeks the facis. The rusor is fherew.
Uy credited or diseredited. If applicable details are
nissing, they can be filled in., Later, ike supervisory
mém%&r& should reanalyze (he rumor for the cause and cure
ef the original lesk, Like 2ll plans, bowever, the clinic
wmust benefit botk supervislon and labor i it is to sur-
vi&@. If it ig used only as @& tool by supervision to puil
out firves, 1ts success iz doowed,

The harsh effecis of a rumor mill can g@ mininized by
m@@tinﬁs and gontacts with natural lwad@&s.L These neseliags.
should promote an interest in honest communications, This

&, Loc. cit.

At ey wn

9. lLooc. cit.
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Chapter X

reaining in Qral Tronpsnission

25 already Btated, every business utilimes and depends
on efficient oral communication. Yes, this means of COt~-
| mﬁaieatiwn“rﬁaazﬁﬁﬁ less developaont than other usdia, per-
haps because it is assumed that everyoune knows how to talk,
Little analysis is made of the @ﬁi@g&iﬁ@ﬂ@ﬁa of conversation.
Like the cost of operation of the medium itself, the cost of
training in oral conversation is less than the cest of traine
ing for any otber system. The reason for thiz is that ade-
guate oral conversational skill must be developed prior to

the effective use of any cotber medium,

Advantages of Training

In brief, training in oral anﬁwmmiaatiﬁn tesches indi-
viduals to talk less aand aay'mor&.“ Fecple who can talk
effectively are beliwv@d and followed more readily thon
persons lacking in uwmtvwiaml skilla, Speaking, &o o skill,
im learned by a@aakﬁnm. Porfornance improves &3 eonfidence
| is gained, Confidence is developed by continued prectice
and by analyaiﬁ of resulis.

i. Epeage, L. i., "Communications Training, A ¥eglected
Approgch®”, Persomnel, TXXIV (Jovember, 1987), p. 65,

2, Harston, Zverett O., lorning M. Thompson, and Frank

xﬁvﬁﬂr, Tuﬂiﬂ@ﬁ% Communication (Vew ?@ri: The Hacmillan Co.,
164 ﬁ:}}s e Jﬁ?é-

3. Loe. eit.
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Goals of Training Program

The development of confidence in oral conversation
should be the primary geal of the training program. Once
é&ifnraiimaca,ia developed, the spesker has po reason to
hesitate in applying t&@iaﬁher traits and techniques of
awaiAs@awarsa&i@n wkiﬁk promote the operation of a sound
overall communication systen,

-~ To gain confidence, the traines should be taught to
lock for opportunities to share mesgages. This neans that
every opportunity to speak must bo exploited. These oc-
cazions can be supplensated with assiposd talks on various
subjects. Hovice mye&k&?a should be reguired to give talks
veriodically throughout the course as a@wvgrinaiglﬁs are
learned. 28 the camx&&,grbgwﬁ@ﬁaﬁ, the princizles of oral
transuission should be &tr&a&aﬁ and followed by 2 discus-
gi@n of the actual tools which can be used, The course
ﬁﬁ@uld ﬁoil@w'%ﬁwaa_etagwa ﬁf.@r@graasi@m:é

1. Belease - the speaker lesrns to relax asad forget

‘self,
2. Confidonce - the studeat bepins to pain copfidence

in bis ability to transwmit an idea.
3. Persvasion - the spesker gains skills in promotion
snd selling ideas throuph the unconscious use of come

@araati@ﬁai'tmals.

4. hee. gi%.
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Critique of Efforts

Training in communications should result in less errors
of operation, less missunderstanding, less clarification of
questions, and Eigher morale. It is difficult, however, to
weasure yragrwws in commnicatiag abilities with 8 firm
yarﬁmtick. The resuliing advaatspes, regardiess Low great,
are slow to mﬁture, The best éh@ak on progress is to ob-
serve the actions and listem to the comments which are
stisulated by the communications. Jupplementing these ob-
servations, studies can be made of over-time hours and jobs
completed on schedule. This data usurlly shows a trend of
inprovement as comsunication effectiveness incresses. A
gquesticnnsire shout some pessSage recently received o0r {(ranse
nitted ecan be utilized on occasion. This guestionnaire should
azk for facts, times, dates, and situations. It can be
utilized for any wessape at any level of the organization.
The questionnaire, compared with the resulis expected from
the transmission of the messsge, will give an indication of

tie offectiveness of the communicating system.
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Chapter I
Scope and Purpese of Study

The maiﬁt@aa&ea organizaticn at the Sprusace Fibers
locatlion serves a multi-plant facility which is composed
of one yayon plant, one nylosn plant, aad!uﬁa research
laboratory. ?he dhjeativa of the maintenance group is
to maintain the operation and bousekeeping of the plant
yrn&uati&a magﬁinery,'faﬁiory vuildings, éna @&&nt~&er-
vice machinery and buildings in a safe and orderly man~
per. This abjactiv@'ia sccomplisbed by approximately
three Lhundred mechanics aad eraftﬁwea,.t&a.majarity of
whom are available for work im any of the three plants.

211 waintenpance supervision reports to higher super-
vision wiﬂﬁgika\maintaﬂaaee organization, The highest
maintenance official, the maintenance supervisor, re-
ports to the ¥Works Engipeer. Organization Chart D,
page 76, illustrates the plant line organization. Or-
genization Chart B, pape 77, illustrates the Wérks
Engineering organization, A further, detailed discus-
gion of the organization and 1£s duties will be covered

in Chapter II.

Scope of Study
The oral communications most frequeatly used by

maintenance supervision will be examined. Included in



CHEART D
LINE QORGANIZATION

Plant Mansger

Assistant Plant Kanager

Hanufacturing Superintendent

Area Supervisor - Hylon

H
i

i Shift Supervisors

Area Supervisor - H#lon

 8hift Supervisors

area Supervisor - Rayon

! 8hift Supervisors

Area Bupervisors - Rayon

8hift Supervisors

Works Engineer

Haintenance Supervisor

Engineering Supervisor

! Power Supervisor

A Process Superintendent

Process Supervisor - Hylon

Process Supervisor - Rayon

Mechbanical Process Supervisor

Process Control Supervisor

Pergonnel Superintendent

Accounting Superintendent

Planning Superintendent

vt e n
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CHART E
WORKS ENGINEERING ORGANIZATION

Yorks Fnzineer

__Haintenance Supervisor

Area Maintenance Supervisor - Hyleon

__Area Maintenance Foremen

Area Maintenance Supervisor - Rayon

Area Haintenance Fo:emen

Area Vsintenance Supervisor - Rayoa and Tech. Lab,

Area Maintenance Foremen

Shops and Crafts Supervisor

Shops and Crafts Foremen

Shops and Crafts Supervisor

o

Shops and Craf's Forenmen

Engineering Services Supervisor

mngineering Supervisor

Design Supervisor

Engineers

Project Group Supervisor

Forenen

Pover Supervisor

Power Bouse Supervisor

L. Foremen,
Electrical Supervisor

Foremen

Power Services Supervisor

. Foremen
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this seope will be the following communications to the fore-
man levels

1. Communications from superiors to foremen.

2. Commuanications from lateral organizational levélw to
foremen.

2. Information direcited to wage roll persomnel through the
farém@a.

4. Information from wage roll personnel to foremen.

Also included in the scope will be communications from the
f?yemaa directed up the lins:

1. Briefings for superiors.

Z, Briefinpgs for lateral levels of the orvganization.

Purpose of Study

The maintenance organization (under study) kas been
in service for many years. 1Its accnmplisﬁm&ntﬁ are well
known and respected highly within the company. Any ore
ganization, howvever, nust img&mv& its methods and pro-
cadures to remain cm&p@titive. This study is designed to
iocate exzisting deficiepcies in oral communications within
/vthe maintenance organizaticon and to suggest improvements.
 The writer's belief is that the overall contrel of the
organization can be streagthensd by the adoption of sone
of these suggpestions, The writer realizea that aot all
of the recoumendations are new; novertheless, a re-appli-
eation of the ideas can result in tangible benefits, the

pature of which is explained in the concluding chapter.
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Limitation of Study

Yaintenancs at the Spruance Plant implies maintenance
to three producing facilities, 28 mentioned previocusly.
This stndy, bowever, iz concentrated on the segmonts of the
paintenance organization which serve the Hylon plant, ERe
cept for & fev ninor differences dictated by the type of
product produced, the pripeciples of oral communications as

discussed are universally applicable te all three plants.
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Chapter II

- Organization of Maintenance Department

The objective 6f7tha Maintenance Dapartm@nt. 28 mentioned
previously, is to maintain all plant machinery and factory
,b&il&ing& in a safe and arderly.mannar* This work falls
into twu»eategnriea, routine ard non-routine, Routine wain-
tenaacé iz that which is performed on & repetitive cycle or
established sﬁh@dnla, Yon-routine maintéaa@ca ineludes oc-
casional rﬁpﬁirs resulting from mechanical breakdmwﬁs, the
unodifications of existing equipnment, and the minor instale
lation of new equipwment. |

Crganizational Arrangement of aintenance Department

The wmaintenance organization is subdivided into five
sub-organizations whichk report to the Maintenance Smy@rvisor.l
These are:

1. Eylon Area maﬁntenaace

2., Rayon Ares Haintenance

3. Research Laboratory Area Haintenance

4. S8hops and Crafis Group #1

5. Shops and Crafts Group #2

The three area maintenance sub-organizations bave the
responsibility for all maintanannavwi&hin'ﬁhei# respective
plants. ESzch of these area sub-organizations has crews of

mechsnics who perform maintenance jobs im their assigned

1. Refer to Organization Chart &, page 77.
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plants only. These jobs include the daily adjustument of
machinery,}hﬁnsekeeping of eguipment, limited overhauls,
and the minpor installations of new equipment. The afore-
mentioned crews are supervised by arez forewen who have

the responsibility for all meintenance in 2 particuiar area
of the plant. |

Zach area foremsan's duties, iam addition to the super-
vision of men who report directiy to him, include the co-
ordination of all wvorks encineering services performed in
his partieular area. These services includs those by the
electricians, the instrument group, the power group, the
plant Jdesign section, aad the project group.

The shops and crafts groups form a pool of craftsmen
and mechanics who are available for use in any or all of
the three producing facilities. The work of these crafts-
wenr is scheduled scecording to the reguivements of the
three area maintenance groups. Approximately one-~third of
the mechanical mainterance man-hours are supplied to the
area nmaintenance groups from these two shops and crafts
groups. The caardinaﬁian and scheduling of this effort is
also a responsibility of the area maintenance farameh. The
shops aad crafts superviscers handle the adminpistration of

their mwen and follow the details of thedr jobs in the field.

Maintenance Coordination with Line Organizaticn
Tke plant line orzanisation is the body of people who

actually operate the equipment manufacturing the Product.
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Haintenance is a staff service to this line organization. In
order to render efficient and satisfactory service, mainte~
pance must coopevrate with and serve the manufacturing groups.
This means that each area nmaintenance group must cooperate
with and serve the correspounding manufacturing groups,

Manufacturing supervision within the Hylon plant is
divided into two areas, each with a supervisor reporting
to tke Hapufacturing Superintendent. Rach manufacturing
area supervisor bas four shift supervisors reporting to
bim. Each shift superviscr, in turn, has twe or uore fore~
men reporting to him.3

The avea malntenance group in the Sprusnce plant has
an area naintenance supervisor whko reports to the Hainte-
nance Bupervisor. The area maintenance supervisor has
three grea wmainteonance foremen and itko ares engineers under
his jurilsdiction. Two gf the area maintenance foremen and
thelr crews and one area malntenance engineer,serve one of
the mapufacturing areas and the other foreman, crew and
engineer serve the remsining manufacturing area. The ares
maintenance anpervisor oversees all of the maintenance with-
in the plant. The ares maintensnce foremen supervise and
coordinate the specific maintenance activities in their areas.
The peordination between lhe area mainienance foreman and
the manufscturing area supervision is the major link between
the two grosgs.4

3. Refar to Chart P, page 83.

4, TRefer to Chart 7, page 83.



CEART F
LINKS BETWEEN MANUFACTURING ORGANIZATION

AND STAFF GROUPS

‘Manufacturing : Plant Maintenance :
Area Supervisor - Supervisor Progcess Supervisor
C . Area Maintenance | Shops & Crafts . v
Shift Supervisor ___Supervisor Supervisor _ L..group Leader
. Area Maintenance '
Area Foremen _Foremen __Foremen Engineers
l ! ’ ! :
P : R : ’
e e e e e A e e e rd v et e v e e

Line of accountability

-~ -~ =~ T,ateral level contact 1line

This chart illustrates the levels of cross contact which foremen and engineers
mest frequently utilize in their cooperative effort to maintain effective commu-~
nication. Tor the purpose of simplicity, this chart does not list all plant
staff groups which maintain contact at the foreman level. :

€8



£4

Chaptor (1Y
Existing Methods of Oral Communication

Suggestions for Their Improvement

Some of the oral communicatioms within the malintepance
ﬁﬁﬁ%rtﬁ#ﬂt, including conveorsations betwesn forecmen and
gupervizors end bhetwosn #mgzmgaa@ and forewmss, were re-
viewed 2 to depvee of effectiveness. The grand total of
all types of acﬁm&ntaatima»ﬁr&ﬁaﬂtly in use iz zo great in
nunber that fall ard accurate deseription of them would

reguire many pages of oxplamation., There are, bowever,

in effectiveness. Thete methods snd thelr werkneospos 8re

discuseed, and recommendations are made to strengtien them,
Oral Cowmunications to the Poreman lLevel

Cral communications to the forerman level include mese
sapes from kigﬁer supervision, from supervisicn on lstesral
levels, and from the employpees whom the foreman supervises.
The content of these messares oan Le officiel or unollicial,
authoritative or kearsay. Repardless of the nature of the
inforpmation, the forsman muet be able to receive and trans-

nit the messagw.



Bupervisor to Foreman

The aup@fviﬁar is the fareﬁgn’ﬁ source of most of the
officisl information which comes from the top of & lime
nrg&aiaatign.; also, he is the foreman's source of mﬂ%i
of the depavtmental information which im tx&nﬁmit%&ﬁ &aw§~
ward. Whether or not the foreman acts in the paasner do=-
sired by bigher manasgemont will depend on the supsrvisor's

reception and tranznission of ths messages.

- Supervimor's Indirect Sources

A1l communicationd ﬁ?@@ the stalf level directed to
enmployees flow down t@.th& lower leovels of neintenance 23
fcllows:

The nessage is developed by the Vorks Englineer, who
iz 2 nmenber ei the plant staff, He, in turn, briefs bis
egtzff (the Eagin&a:sﬁg Supervisor, the Pover Supervisor,
and the Haintenpnce Supervisor). This latter briefing
takes place in the Yorks Unginecer's office, which is over
one-~fifth of & mile zwey from the mointonance supervisor's

foiﬁ“@a

1. Wational Assccisiion of Hamulacturers, Cose Dook,
Employeo Communicaticns in Action, Few York, p. 5.
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The maintenance supervisor usually holds his staff
meeting in his office unless the information is extremely
urgent in mature, in which case, he utilizes the telephone.
This meeting is attended by three area maintenaﬂcé supervisors,
the shops and crafts suyerviﬁors, and the maintenance engineer-
ing supervisor. The mintenance gsupervisor's office is ono-
eighth of a mile away from the Hylon area maintenance super-
viscr's office,

The area raintenance supervisor transmits information
gained from his superior's wmeeting to his foremen the
following day unless, of course, the information is of an
urgent nature, Finally, the foremen retransail messages
ained at wage roll persoznel the nexzt morning.

The current procedure for the transmission of routine
information progresses through\four levels before it reaches
wage roll personnel; The information is received four times
prior to reception by the employees. The information
necessarily must be transmitted four times, wmaking a total
of eight possibilities for misinterpretation or error. In the
course of the procedure the message is carried over one~third
of a mile, requiring two and one-half days before it reaches
its destination. Information from the staff level which is
to be stopped at any intermediate level takes proportionately
as long.

The foreman'’s source of this information canm bhe improved



87

by combining tgo levels of recegtion.z The works engineer could
include the area maintenance and shops and crafts supervisors

in bis staff meeting for the yurpsse.af increasing the speed

of transmission., By so doing, one day and one-guarter of

a mile of distahee are saved in transmission., In addition,

two chances of error due to misinterpretation are eliminated
and the lead over the grapevine is increased,

Itens not discussed im the works engineer'’s staff
neeting which the maintenance gupervisor wants to cover with
his staff could be covered by another neeting of short dura-
tion or could bhe discussed by telephone., The advantage here
is an incresse in speed and accuracy of oral messages to the
foremen for their benefit or for further t(ransmission to the

emnployees,

¥ethods of Transmission to Foremen |

The prﬁvious gection dealt with delays in transmission
from the staff level. The problem was one of both the number
and delasys of transmissian, since the plan of disseminating
2 known message had been established. There are cases,
however, where information is not transmitted in a logical
direction to the point where it camn do the most good. The
case in point is the biveekly quality meetings which discuss
all the indices of product quality., CGuite often these

2, Hussman, Willian ¥., Communication Within the Hanage-
ment Group, (Wew York: Hational Industrial Conlerence Loard,
m), p‘§0




indices are influenced by factors which maintenance could
alter. Although the meetings are open to all supervision,
attaﬁﬁa&e@ by maintensnce is irr@galar;‘ Usually, the {ranS-
migssion of the information pertinent to maintenance is
accounplished by a member of the manufacturiny ares organization.
1f the information weras noted by the manufacturing aren |
- gupervisor, it would probably be trassmitted by him to the ares
naintenance supervisor who in tura would pass it om to the |
area maintenance fﬂée&am, The foreman, in turan, would probably
have to discuss the provlenm with his ares englinesr. This
involves three levels and four menbers of supervision,
tuite often the mapgpitude of the probien is reduced by attendance
at the quality wmeeting by the zres maintenance supervisor.
The difficulty here, however, arises from the fact that the |
arez maintenapce supervisor is pot so familiay with current
process details 23 an ares maintenance foreman or ares
nmzintenance eﬁgiu@er. fstablished, clear-cui, metheds of
transpitting the data concerning maintenance do not appear
to o in constant operation.

Information egnc@raiﬁg the qaality of production could
ke transwitfed to the foremen in 2 nmore direct manner by re-
guiring area foremen or the area engineers to atiend the
biweekly guality meetings. This procedure could eliminate {vo
levels of recepticn and transunission, ono by the manufacturing
area supervisor and one by the ares nmaintenance supervisor,
It is not intended that area faf@wsn or area epngineers attend

the guality meeting in lieu of the zres maintenance supervisor,
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but rather that the foremen or enginesr attend in addition

to their superior, The area maintenance supervisor nust maine
tain control gnd Imowledge of his corganization's respounsivilities.
If this system were to he establisbed, its practicze should

be faithfully followed.
Enployee to Foreman

Considerable information whichk is helpful, asnd sometimes
lnécessary, in the managenent of 2 business is trapsnmitted to
forenen by wage roll empleyeea.a Thase messarzes do not have
the preparation which messages Irom management have. 4S8 &
result, these messages are sometimes difficult to recogaize,
Recognition and apprecistion of this type of information nmust
ke cultivated if the foremen intend to perpetuate tke free

cral flow of intelligence.

Use of Feedback

Feedback is the term applied to information reaching a
comnunicator in response t0 2 message presented by the compu-
nicator.4 Usually, feedback serves two purpeﬁés. Pirst, it

can serve as an indication of reception, understanéiag; and

3. MNobinseon, €., "YHeeded, YMore fSell In Imploves Commie
nications,"” Management Review, XLVI (February 1257)p.24.

%, Waltqa, Eugene, "Evaluating Feedback Chapnels,”
Supervision, XXI (HMarch, 1958),4-06,
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effoct of a message. Second, feedback may coantain specific,
.sought-after information which is desived by management.
Generally, #n analysis of feedback provides o good indication
of coumunication effeaaivaﬁ@ﬁs.s

Little uze is mads of feedback. This lack of use iz probe
ably atiributable to 2 lack of understanding on %the part
of the ’fofeméﬁw as €0 the advantages of this teehﬁiqae. Its
nost frequent use could be in the sscertalinment of under-
standing of issued instructions ag illustrated ln ke

foelicwing examples:

oo
by

natructions concerning how &

b4

Example 1: After issuing
Jjob should be done, the iastrucior-forgman could request

a demomstration by ithe workers. If the job ip aot adapi-
abie to a demonstraiion, the progress and the procedure
couldi be observed, The procedures followed, as indicated
by the observation, would be indicative of the effective-

neés of the initial instruction,.

fxample 2: During a meeting of his crew, as insiructor-
foreman could exzplain a revision of a plant policy.

Later, after the conclusion of the meeting, the iastructor
could ask an employee to state his understianding of the |
revision. This description and meaning of the pelicy
change would indicate the clarity of the foreman's
transmission of the nessage. |

L 3



Example 3: A foreman could assign a mechanic te nmaintain

a perticular area of a plant. The nechaniec could be
instructed to maintain housekeeping, check the operation
of all equipment in the area, and report items to the Iore-
man which must be handled by otker craft groups., A
conparison of the reports turned in by the mechanic

against actual observations by the foremsn would iadi-

cate whether or mot the mechanic understood his job.

This latter case assumes that the mechanic has the requisite

initiative and qualifications,

Transmission of Status Information

iaintanance foremen, like other managers, must keep
abreast of all activities in their réspaciiﬁe areas of re-
sponsibilities.” This is per se a difficult task, but it
could be greatly simplified by means of a system of receiving
status information oazurgeﬁrive~schedale. Reporting of this
nature is sparse due primarily to a geaeral‘lack of under-
standing of its need on the part of the employees. ’Aﬁ a
result, maintenance foremen eitker seek the information out
themselves or remain ignorant of current conditions.

¥aintenance foremen have responsibility for the mainten-
ance of many different types of machines and gystemz, Since
the equipment is scattered out at different locations, some

of whkich asre relatively inaccessible, the foremen cannot check

6. Doohker, 4. Joseph, Effective Communication on the
Job (Hew Yorlk: American Management ASBOCiation, 100G), P.lsl,




each item daily, Howover, the employees in the forewen's crew
czn usually check the machinery on a desired cycle. Once s#ch
2 eycle is estabhlished, the problenm of reporting the status
of tke eguipnent aaméa into focus,

The success of reporting status information rests on
bagic procedures. 213 m@ahaniGS'withiﬁ & maintenance foreman's
crew, $f not working directly in fromt of the foreman, should
be instructed and have the opportunity to report the status
of his job or area, Initially, the mechanic should be instructed
to repmft the results of his routine ehea%& of machinery.

The value of théﬁe renorts ﬂhﬂﬁid.&ﬁ expisined to the mechanic
in terms of hmw»the information is sefuslily used., For emamgle,
the mechanie should know and understand how his reports affect
the st&eduling of major nmaintenance on his equipment. The
mechanic should have some appreciation of the status information,
pertazining to his aren of responsibility, which the foreman

anugt report to his superiors.

Effective reporting of this intelligence, once the
mechanic learns what is desired, depends on a systenatic
pursuance of the report, Adeguate time and encouragement
nust be provided. The scope of the information can gradually
be increased to cover any area activity of interest to the
foreman., Care must be taken by the foreman periodically
to veview the zrea itself, the content of the reportz, aad
& summary of the desired information with the mechanic. This
review maintains g check on accuracy, scépe, and interest.

Use of this status reyorting will save a foreman valuable

time and energy.
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Transnmission of Personnel Information

Personnel information, in this context, includes infor-
mation concerning the thoughts and activities of workers,
individually and collectively., Enowledge of these ideas
and actions is reguired in order ito appraise the collestive
morale status of an erganizatiéa.? Alsge, this dinformation is
indicetive of the degree of employse accepiance of company
plans, poliecies, and rules.

fhi& intelligences is commonly hard to gals primerily
because of & lack of trust betweer the workers a2nd wmanagement.
& venber of zupervision is not considered "one of the boys’,
and rightly sa.g For this reasen he iz not admitted to "bull
sessions”,

Persceanel informaticon is much easier {o collect if
empleyess trust their supervision than it is in 2 situation
where enployees are suspicious of every question or statement
issued by nmanagement. ¥For the free and spountanecus {low of
personnel information to exist, a democratic climate nmust
be @5tablished.9 & foremsn can aid in the creation of such a
democratic climate by treatinmg each of his men egually,
Inpartizlity can be descanstrated by & systemastic rotation of

7. Yoore, Frankliam &G., HManufacturing lanagement{ Homewood,
Illinois: Richard b. Izrwin, Inc.,, 1Lo7) p.od.

8., ikid., p.82,

, 2, Tabbe, Stephen, Counmunication with Imployecs (Hew
 York: Wational Industrial COnIerence Doard, 15udl, D.u.




Job assicnments, If each employee has the opportunity of
sharing in the desirable and undesirable jobs, ke feels
that his opportunities to demonstrate hiz skills sre equal to
those of his fellow workers. Also, thers iz no reason for
an ennloves to feel that he recoives more than his share of
"rough’” jobs,

A Zurther effort to maintaln 1apartiélity can be Jdenone
,3t§atad by a dally conversation with each employes. Sueh

a conversation may be in a 1light vein or nmay cccasiomally

. beconme quite serious, The light conversations are bhest
_ aq

reserved for p@#ioaﬁ when the foreman is rushed. Also, a

light coaversation can he uged a3 a foreman 18 issuing an order.
An example ¢of the latter occaszion would be in asking a few
questions about an emploveae's hobbies while the foreman is
nmaking a safety chechk of the euplovee's tools. Oare should

ba oxercised by the foreman not to allow sll his conversation
with anv one employvee to he light in.nature.lg Occasisnallf,
the foreman should initizte and participate in conversations

in deeper suhiect matter such 23 politiesm, mmﬁicipal affairs,
civic affairs, church afifairs, or family problens of major
import, These more wesningful contscis indicate to the employee
that'ﬂh@ foreman bonestly wants to converse with bhim, Smployees
have been known fo regard a foreman's coastant use of light

conversation as another part of the foreman's dally wmethedical

0. Hedurray, R. H. and R.G, Schaeffer, "sinalyzing Your
Communication Problew,” American fusiness, XXVII (Hay,1857),p.17.




youtine,and accordingly, respond to it with little sincerity.
Regular conversaticas withk each employes halp dispel
reasoning on the part of the mon thal one employee associates
with supervision move than anotber. This system allows
enployees to eszpress thouselves freely without feay of
ridicule fron fellow wark@rs.. This ridicule, if partiality
exizsis, usually cones in the form of zccusaticns of "apple
polishing! by other employees,
| A foreman's sincerity in conversation can b@lfurther
daomonstrated by the foreman’s lisking past coaversations to

: 11 . . . .
the prosent one. In oiher words, the foremaza's interest and

£

ndersiandiag can be proved to the enployee Ly ke foreman’s
- recollection of subjecis, facts, and figures previously discussed.

CThe following is an exawple of {his technigue: 4 foremsn recalls

2

3

that last nonth one . of Liis ey

£
1y

loye:s was concerned about the
wmarks his son was making im 2 college englneering course.
The foreman approaches {he employee énd a3hs, "John, was
yau& son able to improve his grade in Principles of flectrical
Ingineering?” The foremasn, by his question, Lhas proved
ithat he was listeaning to and interested in the prior conversa-
tioan. |

In conversations with employees a foreman is wise not

. , 12
to mehke premises unless he is sure be cap keep thoem. Often

1l. Harlow, 2. F., "Looking Arcund (4ri of Conpuanication),”
Harvard Pusiness Review, XXIV (Wovember, 1987}, p.345,

12' DQQ}%QZ’, guﬁ}. 32' citn’ ?. 1*&3.



it is difficult not to make & promise on the spot. 4 pro-
cedure to avoid making immediate promises is to glve assur-
ance of further discussion of the subjeét. If the foreman can
gssure that he will discuss a subject again in the near
future, it allows him to organize his thoughts and proposals
and to request any necessary authority for commitmeunts to

the employee or employees.

A situation may arise, which is extremely frustrating to
management, when supervision strives to seek information Irom
eaylcyeea concerning union activities ahout which the employees
are héneatly ignorant. 43ually, it is to management's benefit
for employees to be aware of union actions. This canditien'
willrprevent ﬁeciaiéa& gad conduct by unlon officers which
might irritate employees, thereby causing disturbances on the
job. Appreciation of this reasoning is not felt by all
maintenance foremen. |

Foremen who supervise unionized employees do their best
to remain abreast of union activities. Unless there is scme
plant or area~wide movement in opposition to the union, &
for@méh should be free to cooperate with the union in subjects
of mutual 1nterest.13 Tais cooperation does not imply sube
nission to all unicn reguests. 1t does, however, mean that
the foreman cooperates oa any subject which does not set a pre-
cedent for other areas. This sincere cooperation oz the part

of the foroman will usually cause some employess to mention

13: Kab%, Su b 3 Op. cit” F. 35.
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current or proposed union zsetiviities., If this intelligence '
is worth transmitting upward, cars muét be e&%rcised not o di-
vulge the source in 3 mapner which would allow the employses
to pinpoint its origin.

Quite often mapagenent finds itself in 3 position of undere
standing an officisl union action which is a2 wrstery to many
of the union members. If such a move has a @otaatial for causing
future conivoversies, it is wise to drop comments about it
and its significance to employecs, who may be trusted to pass
the word along to ch@r cmaloyees. The total disturbance
caused prior to the union action night e less than the
disturbance engendered by & union action taken without

the employee's understanding.

Limitation of Opportunities For Discussion

The amount of informaticn received from ﬁage roll per-
sonnel is aﬁvioualy restricted by the amount of time devoted
‘to the task. Maintenance foremen are generally busy with many
problems and asctivities. Ouite often the desire to solive or
control these problens cauvses maintenance foremen to spend littie
time with their men. The result is a smaller avmber of contacts
and less time per contact,

This situation is particularly true of maintenance forew
men with technical background. Technical problems stinulate
theilr winds and challenpge them to solutions. The seclutions

commﬂnly'censame much more time thanm the ron-technieally
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trained members of supervision would attempt to devote to
problems in the first place.

Technically trained forewmsa should realize that their
primary respensihility is {o maintain the administration,
safety, and efficieécy~o£’tneir craws.14 In many cases this
primary responsibility should prevent then frcm attacking a
preblém requiring their technical skill., The assuumption
by the foreman of responsibility for the solution of these
technical problems might be dugs to one of two reasons.
First, the foreman may desire to work on the problem because
of his professional interest. Second, the problem may be
assigned to the foreman by a superior besause the superior
recognizes the foreman's techaical gualifications. In
either event the foreman should moke an effort to refer the
problem to & staff group which specializes in this work,
¥hen specialist belp is not available, and the forsman's
professional skills gualify him as managenment’s cheice to
work oa th@lgroblem, efforts should be made to relieve fka
foreman temporarily from his primary respopsibllities. If these
prouéénrea are not followed, the foreman will probably find
that he is 1osing‘valuable contact time with his employvees.

Information from wage roll personnel; on the other
hand, can also be restricted by the duties assigned. The

best=inforned mechanics - those with initistive snd sound

14, T@Tusband, Ricbard W., Applied Psychology. (¥Wew
York: Harper & Brothers, 194%), p. 208. T
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job knowledge - are assigned to critical jobs which keep
thenr relatively busy compared with @thér nen. AS & result
they have less time available for discussions. This coaw
dition is particularly true in areas where machinery
operating continuously has g hizch maintenance rate., The
problem can be partially solved if the recommendationscon-
cerning daily, systematic conversations are followed.. ?ﬁ@
prectice of maintaining an “open door' policy can also be

of great value in this connection,
Lateral Levels to Foreman

Yeny manufacturing areszs bave ceumittses compossd of
works emgineering, mznufacturing, and technicazl representa-
tives whe discuss and ssek solutions to«ﬁréblems within
an area. Cenerally these conmitieces umeet on an established
schodule, perhaps weskly or biweekly., Dased on the com-
bined experience and knowledge available, many ares plans
are formulated and projscted action is coordinated. These
comnitice meetings have been extremely successful in
achieviny coordination in the solution of problems, Prior
to the meetings tho coordination waz not so effective.
There is a tendepey, hovever, to combine more than one
aresz into a committee's agenda. Also, there are efforts
to increase the length of time between meetings. These

two moves reduce the total npumber of weelings bul incressze
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the duration of each meeting. Naintenance foremen, in ade
dition tg serving in & staff or service capacity, must
‘supervise their nen iﬂ’ardew to maintain their’&afe%y angd
effecﬁivaness, This latter respomsibility is the more
irportant of the tws.lJ i3 & result, there zre many OCw
casions when naintenance forenmen miss these meetings be-
‘cause of the primery responsibility to their crews. This
situation ea@sas the eres to lose the coordinatiom of the
maintaaanee EXroup.

&rea maintenance foremen should be encouraged to |
make a point of attending are&‘cﬂmmitte@ meotings for their
conplete duratién._ In an effort to facilitate such atten-
da&re the meetia gz should be kept as short in time as
feasible, Quite often it is overlooked that the nmainte-

" pance foreman is the only member on the committee who
'actﬁaliy supervises wage roll employees. Liﬁiting the
scope and increasing the frequency helps shorten the
duration of the maeﬁingﬁ,‘tkua leaving more time for the
area maintanancé foreman to supervise his crev of man,
| In a chemical plant e¢xch maintenance forenan mﬁin«

‘tains close contact with two members of supervision on

' 15. The Discuszion of An Individual's P@rfermance,
Training DIVIETION, NUpIOYEE HOlALIONS LEDET LSRG, Se 4. Qu
Pont de Hemours & Co., Inc., Wilmington, ﬁalawaxe, Segtion 1.
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hkis own level, the area manufscturing foreman and the area
process engineer, These three men form a supervisory team
whiech maiatain& the cantinuity of ares yroﬁmctiaa, Contacts
btetween and‘amang the three should be frequeaf. The‘mana~
fagtgrimg foreman and process engineer should have knowe
_laége of 211 maintenance jobs, in nddition to daily routine,
vw&iﬁk axe»in rrogress. In mnst cases the manufacturing
foreman has this knﬁ@l@éga@' On the other ﬁaaé, contacts
betwoen the mainteﬁauée foreman and the process engineer
are 1imit@d}ta area'e@mmittae peetings and discu&sianslon
specific, individual problems. The ac%i#i;i&a of these
threo groups are not t@ar@ﬁghly understesd by one another,
Again, Qpﬁimam cén:éiaaticn ié usually not zehieved,

The area process enginger znd the area nanufacturing
foreman should devezaé rrocedures whereby they aSsuie
tﬁ@mﬂelve@ of daily contact with each other. The burden
of making this contact should be aséignad to one of them
as agreed upon. It is wise to coatinue the practice even
thoush there may zppear to be unothing ﬁ?eeific to discuss,
Vaintaining a workable procedure is the most difficult
task. Once in operation, however, such a‘syatem gncourages
closer tenuwwork.

todern industiry is constantly expanding and modifying
its existing facilities., On large plant sites there sre
engineers designing end arranging for the installstion of
~neyw machinery. This gffort must b coordinated with
LiBRARY
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'exiating operations in order to maintain contiauity of
production and to secure the benefit of field ezperience,
The contact between the desizn engineers and maintenance
forenmen 18 usually resiricted to interviews meaQeyaiag
gpecific problens, In the writer's opinicn this type of
ca&rﬁi&atiﬁa iz altogether uﬁsatiafaét@ry. The maiﬂte-,:
rance forenmen shémld be awvare of the progress of the
design of all new Pacilities or modifications of e0uip-
ment in his aren. This knowledge éhmulﬂ be used in the
scheduling ot_mainzamaﬁme~an exiﬂtiﬂg facilitien, ohasre
vations concerning shoriconings in existing facilities
which can be correcied during future imstallati@as,"and
.in $3hﬁdﬁ11ﬂg the installation of nev facilities. |

The contécts botweon ares zmainienance fovemen and
enzinoers caardiﬂating aew instslliations should bhe scheduled
according to the tempe of the jobs requirier coordination.
It @sggibleyat iz an aigd for ome eonzineer to naintain a
knowledge of all projecied iﬁgtaZIatiums for a certain
ares. BSuch being the Qﬁﬁ@, this enginesr and the ares
maintenance  foreman could establish 2 schedule of neei-
ings for the puryaﬁa of ianforming tha srea maintenacnce
foreman of fortheconing construction or new installziion

aetivities,
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Cral Communicationz by Foreman

bral communications by foremen inelude zll oral nes-
sages which f@rﬁﬁﬁn transnit to enploeyess, superiors, o
slide staflf 1@va§$} These nessages are transeitted every
kour of the day. The vast number of Snﬁ& possares, and
the rush of business, tend to dizcouraze forvemen from
2yplyving the reguisite principles and t%mhmi@ﬂﬁs wf'ﬁrans«
missien. The suggestions discussed in this section are
desiceed to ﬁhqw how hettar to apply the priaciples most

freguently overlooked.
Foreman to Employes

The efféctivanﬁgﬁ of cral communications hetween
foremen and employesz is diveatly proporiional to the
use of the principles discussed in Took I, Chaplter V.
The following 1l 8 brief discusgion ef the freguent lack

of spplicaticn of some of these principles,

Misunderstanding of Purposys of Usssage

Yany meséagﬁﬂ are transmitied through the foreman
level to the epployees withoul the clear undermtanding of
the foreman, This misunderstanding ceﬁlﬁ he due eliher
to inaccurate iransmission to the foreman or lack of pure
suance of the facis. In either case the messaye im ingcw

curnte and the desired resulis are difficult to ebiazin,
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The foreman cannci iransmit an accurate uessage if ?@
,4&6@3 not possess aan accurate backpround for the nessage. ¢
There are two simple ways to make 2 check on ons's personal
raecention, One way 1s to ask the pPerson delivering the
message to r&p&at’it. Tha second wvay i to repeat the
mesgage to the perzon from whon 1t wes received. Tither
nothod shonld be utilized i€ there im any doubt 23 to the

clarity of the reception,

Misunderstanding of the Implovee's Needs
Many foremen, parilcunlarly thoses with 8 collexs edu-

eation, lack an understanding af‘amplmymﬁﬁ‘ backsrounds
end philosophies. The misunderstanding iz in nost cases
e to 2 lack of probinpg on the part of the foveman., A
study of theae factors usually roveoals that the cnplovess'
background, enviromment, and philosephies are quite dif-
Terent from those of the foreman. Therefore the foreman’s
megsages should appeal an often as possible to the em~
vloyeed' mseds, If ihs nessage tends to satisfy a want or
neceggity, the ﬂh&ﬁﬁ%ﬁ ot poed reception sre notably ene

17
~ haneed,

Izzconplete Planning
Tvery nessage to employees should recsive soms plane
‘ . 8 ’
ning on the part of the foreoman. There initiated by the
1ﬁ . Dﬁﬂh‘ax‘, m‘ !gv ¥ ﬁ?' ait. 2 ?"’ 23'

i7. Harlow, R. ¥., op. cit., p. 146.
18, Dooher, ¥. J., op. cit., p. 23,



forenan, the planning may take the form of arranging the
facts and objectives of the wmessage., On the other hand
it can assume the shape of 2 logical reorganization of a
message transwmitted from higher management and intended
for employees. Hany moessages of both types are trans-
mitted with limited authenticity, limited accuracy, ia-
conplete coverags, insdequate timing, and ambiguous
wording., Haturally, veception of the desired interpre~
teztion by the employees is far from perfect.

All outgoing messzges can be refined gnd iuproved
with increasing degrees of planﬂiag.lg The amount of
planning which can be undertaken depends, of course, on
the perticular situation., It is not difficult or pare
ticularly time-consuming to review mentally and satisify
the following requirements for adeqguate tranamiﬁ&ion:zo

a. Define the purpose

b, Gather the facts

¢. Check the authenticity of the facts

d. Organize the mezsage

e. OQutline the classes of recipients

£f. Outline the resulis cxzpected

18. Harston, Everett €., Loring M. Thompsom and
Prank Zacher, Business Communication (Hew York: The Uac-
millan Co., 184%), D. <77

20. Ibid., p. 367.
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Absence of a Stated Purpose
Decisions and orders are trapsmitted more cften than not
without sn explanaticn 23 Lo wby the decisions were mads.
This is particularly noticeable awong foremen with lony serw-
vice who have progreszed up from the rapks, The work whieh
is dome by the mechanics in response to such 2 Jorenan’s
order migkt contaln errors which could have been eliminated
i? the broad reasoning were understood, Also, orders withe
ut reasons ﬁeléaﬁ stimunlate the desire for accompliskment.
Host authorities agree that emplovees veact (o orders
mere favorably, on tkg average, if they are supplied with 8
reason for :the order, ' 0f course there are cicepiions
wh@n_amplcyaea dizagree with the resson. However, the ol
tinved use of the stated purpose will probably &@imulmﬁ#
more laterest and enthusissse in doing & job than any other
fastor, This prizciple should be applied to any order, no
matter hovw large oy bow spall. Stating the purpese of the
ordar geserally makes fhe job take on more importance in the
enployee's mnipd, The following examples illustrate Lhe use
of the stated purpose for 2 minor and a major order;
"Tom, I weuld app?@@iﬁ%@ your sweeping tlhe trask from
under the beackh Zo thsat we can maintais ocur high house-
eeping standard,” Tom, in carryimg out this order, feels
that e ls Jdoing more than merely pusiing a broom: he i
21, Ezton, ¥., Jr., ‘Taainq The sauhla Talk Out of

Communicating,” Tactory lanagewent, CIV (April,~1857),pp
114 - 120, :
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belping to set 2 bigh standard of performance for 2 shop

groug.

"Joe, I would like Dick, Jack and you to change the dvive
metor on Nunber 2 machine. York on the job until it is
compleie, even though 1T tak@ﬁ.y@n past youax lunsh hour,

The reasosn for the rush iz that all groduction fron

Humber 2 machiune will be lost uniil the wmotor is reoplaced.
Also, s8ix gen will be idle upilil the machine is in operation.
I'11 se2 to it ihal the cafsteria gerves you when you
cenplete ibe job.” These zen, haowing the isporiasace of

the job, will o less apit to complinis absoul wigsiong their

luneh scheduls., Also, they will probably W inelined

to periorm the job in the lsasl possible time,

Eeployuent of @hyﬁiaal Aidm

3 utinge discussions betvesn fovromen and exployess uduidle
1y lschk the advaniazes of physical aids., The nost azparent
resson for the abssnce of ihese ailds is the time reguirved
and the difficulty o locate and display the sids, Tho bupe
den of explanation, thersisre, iz carried by the foromoun's
words,

The usual patiern for lscuing orders {0 mainisnance
crews centers around @ wmorning safely or line-up weeting.
After discussing the safetiy ?w gr&m or sowe other sublect
directed to the euvloyess, the foveman issues the first or

daily work assigoments. These meelings ineresse in meandeg
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_ ' 22
and interest if large easel-type pads are utilized. ¥aterial

to be shown on thegse pads inciudes the following:

1. %ork sssignments | ’

3f Diasgrams of e@&iymsnﬁAto be éverhaaled

3. FEey points of the safety progran

4., Fey factors in a plant policy

Other physical aids which can be of’aervice to & main-
tenance foreman im talke with his men inelude:

i.,’nxua prints |

2. ﬁquiﬁm@nt demonstrations

3. Charts

4. Posters

Expectancy of Routine

ﬁaay{faremaa organize thelir patterns of commumnicaticons
to employees on 4 Tirm roultine, It is possible for many
messages to logse effectiveness ns a result of too cloze an
adherence to thiz established r@utina.

Tt has been the writer'’s experience that employees
desire a certain ampunt of xeutin@ procedure in ordar for
them to feel secure in thelr jobs. In other words, if an
enployee expects ceriain things to happen every éay,:aad
these things do happen every day, the employee feels that

the situation is rmormal snd nothing new is threateninp his

o 22. Dunbsr, ¥. R., "Pegineering Briefing, A Communie
cation Hedium,” fero-Space Engineering, IVIII (March, 1959), 235.
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security. If this routine is perpetusnted indefinitely, hove
ever, it is possible to dull the exployee’s sensa ﬁf'?ﬁ&@ﬂti@ﬂA
since he assumes that the routine will follow. In zn effort
to stimulate recepiion by the employees, it is wise to wake
a temporary change periodically im method and time of frons-
mission, If these methods are czplained as being temporary,
the employees’' sense of roception will be stimulated by the
change, but the kmowledsge that the change iz temporary will

prevent any feeling of imsecurity.

Distracting Setting

Vage roll employces are oasily distracted during a
. meeting or comversation., HNessages from maintenance fore-
men to enmployees are comuonly transmitied ia sctive or
noisy surroundings. For this resson attention on the part
of both listeser and speaker is copstantly chkallenged.

Porainy line-up or safety wmostinge should be held in
a setting which is guiet aund private if possible. The
foreman should mgke it kna%mAt@ bis associates that he
prefers not to be disturbed while e is coanducting the
meetings. If a telephcme is close by, one employes should
be delegated -the responsibility of answering the telephone
and teking 2 messapge wiih the leanst amount of distraction
to the crew.

- vhen a foreman 18 in the field issuing orders or con~

veraine with employecs, he should matke an effort to B0k



110

the quietest spot in the vicinity for the conversation.

Reception by either party is adversely affected by surrounding

noises,
Foreman to Supervisor

Hessages from foreman {0 superiors are hanpsred by
 pﬁyehn1eg1ca1 barrierﬁvaﬁd also Ey the failure to ezploy the
wost effective te&%&iquﬂa.gg The folloving suggestions,
designed to improve the flow of information from foremeam to
superiors, deal with the psychologienl and actual barriers

encountered in foreman-to-superior communications,

Lack of Opportunity

The vest majority of maintenancs f@rémﬂn anpd supervisors
nave man# provlems and imterests. These problems and interesis
are usually in greater supply than the time availéhie for solu-~
tions agd satisfactions. There are cases, therefore, vhere
the desire for solutions and satisfactions on the part of
the supervisors and the Toremen prevents thelr meeotliny for
transnission of information upward.

Cbvicuasly, there can be no conversation betweoen main-
tenance supervisors and foresmen if there are no opporiunities
for contact. However, arrangenents ¢an be made and must be
made to emsure the occurrence of these contacts. The foreman's

primary responsibility is to Lis men and similarly, 3 supervisor's

23. Dooher, MN.J., ep. eit., p. 146,
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pfimary respensibility is to the foremen and engincers under
him.zé Usually, the time and oceasion for fo:e&anwsupervi&er
contacts can be established by the supervisor. If this is
not true, the ipitiative should be taken by the foremam. It
is the foremar's duty ¢to paszs the information along whether
the supervisor specifically asks for it or not.

One generally practiced procedure is for the supervisor
to hold & weeklyvmﬂating to discuss ifens of geperazl interest
to his fereaan and eugineers. Care should be exercized not
to prolong these meetings mo as to hold the foreman out of
circulation for abmormal lengibs of time.

The aforementioned meetings are gr@ag affairs, Usually,
the information is flowing in oze dirvection, Irom the super~
visor to the foreman. There is a need, therefore, for
cther neetings hetweéa supervisicon snd foremen in order to
facilitate the two-way flow of ideas. The copportunities
and systemns fdr these mestings are numerous, esch depending
on the peculiar conditions surrounding the supervisor and fore-
men, The key point, however, is to utilize a system which
will ensure adequate cbmta@t between the two. An example of
2 simple but satisfactory method follows:

Tarly in the shift, prior to the foremen's assignment
of daily tasks to his men, each foreman could check individe
ually with his $upﬂrviﬁﬁz. This sheort, informal peeting

would provide the foreman ths opprortunity of enlightening his

24, Husband, R.W., op. cit., p.208.
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supervisor as to happenings during the periocd between shifts.
Also, mear or at the end of the shift, the foremsn could |
&heck with the supervisor again to inform him of happenings
ééyiﬁg the shift. However, arranged, the routine must be
firm.  If the forenman does not appear for the meeting, éh@ Su-
pervisor should seek the foreman out to ascertain the reasons

which prevented the opportunity for the usual contact.

Enowledge of a Supervisor's Needs

Evefy'fareﬁ@a should have a‘gwnarax'uﬁd@wﬁtandiag of the
information required of him by his supervis@?.ﬁﬁ Enowledge
-of existing and future requirements quite often is not
explained to foremen with any repetition. I? a foreman kuows
what is desired Ly his supervisor, the chances of the super-
visor gaining the information ke needs sre measurably enbanced.

Wise supervision will take the cpportunity to make these
r@quiremmnta‘knawn to the foremen., In othar'caa@&, foremen
might bhave to take the 1nitiativa to find out what is needed
by the supwrviﬁ@r.2$ The supervisor's needs include statua
reports on tha‘work foree, progress atatua on all specilal jobs,
and out-of-production time on equipment shut down for maintew
nanee, The supervisor should be awaré of decisions and

recommendations made by area comnmittees., Further, he has

25. bpooker, M.J., op. cit., p.131,

26. Leoc, cit.
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& need of maintaining an imsight into the gensrsl morale of

the foremen’'s mﬁn.g? Periodically, these needs should be
reviewed with the foremsn to emsure the coversge of all desired
information. Some foremen will mover get a conplets ides of
what a supervisor wants from thewm unless the supsrvisor oute

liges these wants explicitly.

The Fear of Open Associntion with Supervisica

ot a few members of supervision are prone to the same
fear of association with %aperiwr&vag are wage roll employees.
The result is that the superiors are required to fake more time
to gather required informatiom than they would if foremen
voluntarily came to them for discussions,

This fear 18 ag real as it is ﬁifficult to overcone.
Usually it stems from two circumstances, First, there is the
feaf of ridicule by fellow supervisors or foremen in‘tha
ferm of accusaiions of "apple polishing”., Second, there is
the fear that the higher supervisor might regard repcated
routine contacts as " apple polishing”. Theze fears can be
lessened by frequent and equally apportioned meetings between
8 supervizsor and 2ll his svbordinates. Also, il the super-
visor is aware that thiz fear is prevalent, he can opeanly
discuss it in a group woeting, &mphasiming the subcrdinate's

»

respemsibility'ta contact and converse with the superior.

27. Hoore, ¥.G., op. cit., p.8S.



Personal Self-Confidence

Foremen with self-confidence furnish an izspiration
to their pen. %This self-confidence is adoivreble so long a3
it dees not preclude Inip from supsrvision or other scurces.
Apparently there are times when foremen rely euniirely on golf-
confidence in am effort to maintain respeet by sheir CYews,
This condition can be harnfal {0 an orgaznization Lecauss it
limité the suﬁgriaria econtrol aﬁﬁ restricis the effectivensss
of the forenman.

The resulis of over-confidense of Joremen can usually
ba controlled by the supervisor, once he is swvare of the Bitu=
‘ation. This contrel can be exercised by reguiving foremen to
outline their various decisions on matters after the fact,
The superviscr can determine the grounds of the decisions. IF
‘tﬁese decﬁaigﬁs'awa weak, the superior can begin to exsreise
a closer supervision coupied with guidence. In addition, the
superviscr should comstnntly emphasize to nll foremen the
advantages of securing specialimed or experienced help

in the solution of their problems.

Torenen 10 Lateral lLovels
The maintenance foremen have as many problens in processing
their communications %o isteral levels as they do in receiving

comparable information.
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Communications Within ¥Mainlenance ﬁ@partmeat

The coordination of effort Ly area maintenance snd the
shops and crafts groups iz a vrespoensibility of the ares main-
tenance foremen. Dowever, the &rea maintenance fToremen have
no authoritative centroel over the sheps and eraflis corews.

The headguarters for these crews are distant froem the nanu-
facturing areas which ultinately benefit from their services.
Recause of the distance imvaiéeﬁ, and the total punmber of jobs
in progress, the contact between the eraft foremen and the
area maintenance foremen is limited. The result is less than
optimum coordination between the two.

Communication with the headguarters of each of the shops
or crafts crews should be available tm‘tba area maigt@nance
foremen. This is difficult to achieve gatisfactorily becsuse-
the shops and crafts foremen cover the eantire plant site in
an average day, TWith the existing organizational stfuctura,
it appears té the writer that the best way to provide oppor~
tunities for oral conversaticn with shops and crafts faremen
is through the use of a call system. Censidering the size of
the plant involved, the zystem must be extensive in coverage
of area and Qeraeuaﬁl. The wechanical operation of the call
equiﬁment must be flawiess for optimum usefulness. The nse
and importance of the gystem should ke reviewed pericdically
with all personnel who participate in its operation.

The problem of contacts between arez maintenance foremen
and shops and erafte foremen can be simplified by the partial
integration of areas maintensnce and shops and crafits crews.

Some area maintenance organizations haée repetitive need of
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sarvices by a certain number of shops and crafis mechanics,
These shops and crafis nechanics perform small, niscellaneous
jobs in the manufacturing area, As the situation presently
exigts, the area maintenance foreman must contact the sheps
and crafts foremen daily to arrange for these jobs., Haay

of these contacts can b2 eliminated by havine the shops and
crafts mechanics report to the sres maintenance foreman in the
wmorning on a firm schedule, For exaépia, cne or itwo painters,
sheetmetal workers, and pipe fitters could report to the area
paintenance foremen for deily assigoments. This system
eliminates the need of transnitting the assigmment twice, i.e.,
»from area maintenance foremen to shsps and crafts forewmen to
shops and erafts mechanics. This system need not be limited
to daily situations. Shop millwrighis, welders, and carpenters
could report to the sres maintenance foremen om certain days
of the week for miscellgnecuvs assignments, It is proposed
that shops and crafts mechsnics report to area maintenance
foremen for assignments oaly and that they be reessigned by
their own foremen to opportune or emergency joﬁs as the
gituations arise, Further, it is expected that these shops
and crafis mechanics would report to their ow# shops and
erafts foremen for all needs other than direct work assignments.
In short, although » complete integration of arca maintenance
and shops and crafts crews is not advisable, it is wortih

while to reduce foreman contacts for small miaceiiaﬂeons.jobs
by the partial integration of selected crafts and area

naintenance.
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Chapter IV
¥Yessuring and Summarizing

The Benefits of Effective Cral Communications

‘ The numerous benefits of effective oral e@mma@ication
are, for the most part, intangible in matura,l it is dif-
- ficult to place a dellar value on the conditions arising
from the advantages of & fast éﬂ& accurate free oral flow
of infermation., The benefits can be rﬂccgﬁiaed even

though they cannot be neasured precisely.

Heasuring Effectiveness

licasuring the effectivencss of oral c&ﬂ&umicéti@a
can be accomplished by several methods. The results of
these methods are not absolutely accurate or completely
conclusive bécansa the methods iavolve an analysis of
employees' thoughts. XNo study of a person's thoughts
or attitudes is 1007 reliable, but grouped togethor
the results of 2 study can provide the basis for a con-

2
clusion.

1, Habbe, Stephen, Comsunicating with Fmplowgses,
(New York: National InduSIrial Conlerohce Foard, 1o02),
;3; 8‘

2. Rauhe, 8. Avery, IExperience with Employee At-
titude Surveyvs (Wew York: ARatiofal fHGUBLrial Lonlerence

roard, 1901y, p. 14,
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Surveys can be iritianted concerning information which

hag been passed down through an organizmstion. Ian the case

of information transmitted to wage 1011 employees, the
survey may congist of 2 questionnaire directsd to all or
2 selected group of maintenance meckanlcs, The question-
naire would contain questions concerning company henefit
policies, company rﬁleg, and subjects of g@n@ral plant
interest. The questlonnaire would be presented with an
explanation of its purpose, l.e., an explanaiion that
the sole purpese of the survey i3 to investigate the ef-
fectiveness of the oral transmisgiocn of information.
Above ail,vcare'aheuld e taken fo assure th@rananymity
of each employee participating in the surwwy.s If this
1latter reguirenent is not met, participation will he
difficult to okizin 2nd ansvwers might not be objective.
Wgrding of the questions should be as simple as possible,
reguirisg answers iaveﬂly cne or ¢two words. One or two
guestions sheuld ask for a2n opinion of a subject, the
answer to w&ichve@uiﬁ e vBed as an indication of atw
titude or worale,

Once the survey is completed and the answers to the
guestionnaires tatulated and analyzed, conclusiops can

be Tormulated as to the effectiveness of the prograsm.

3. 1Ibid., p. 14,
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The results of the survey could be anzliyzed for the pure
rose of checking the nrplication of each principle of
transaission outlined in Chapter ¥, ook I. This analysis
will almost cortainly reveal weshnesses whieh can bo COre
rected by training or by a renewed emphasis on the appli-
cation of the principles. TFortunately, survevs of eanplovees?
attitudes are flexible in scope. They cap be designed to
cover o plant, s deparinent, or an individual erew. Supore
wiﬁera can vee them to checek on thelir ability o communie
cate with fn:am@a.é Forpumen can use then to check on thelr
ability to converse with mechenics, In any event, the
proposad use gnd content of any survey should be roviewed
with higher levels of supervision in an ¢fiort to aveid

the possibility of arousing disgensicon within the level

beins anrveyed.

Tabalation of Completed Jobs

A superviser or forenan usually heeps a check or {abie
lation of the prograss and conpletion of major jobs in his
gren. This tabulztion conld be broadened in scope o ine
dicate which jobs were completed on schedule., An ansliysis
of the joba not cowpleted on schedule could be made (o see

which ones were hindersd by inadequate communications.

4. Hevis, B. 2., "Personal Side of Inpincering; Ime
proving Communications,” Nachine Desigm, FET (dpril 17,
1958, p». 136,
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This type of analysis would in 21l probability reveal weak-
nesges in the existing systems of oral communicaticon. This
analysis could also e utilized as a check on the progress

in improving communicative ghills.

Tabulation of Oveétimﬂ Hours

Many maintenance Jobs requir@ overtime hours cutside
cf the regularly scheduled workday beecause af_ﬁneffaative
caordiaatiea‘. Cuite often this ineffective coordination
is due to miavnﬁ&r&tamﬁiag&'between suﬁerviaiﬁn and the
mechanics or ameng the wembers of supervision. An snalysis
of these overiime jobs can be made ﬁo’tabulate the ones due
to ineffective or ipefficient commupicaticps, This latier
analysia would indicate 2 weakness in 2 systen, group or
an individual, Once the defieciency has been defined, traino-
ingy or emphasis op the principles apnd techniques can be ap-
plied. avtﬁnning record of overtime jobs dus to lack of
coordination would help indicate progress or regression in

communicated skills.,

rabulation of Grievances

¥any grievances rezult from misunderstandings betwesn
foremen and wage roll wa?k@ra; Theze misundersiandings stem
from e%eu&y explanations of rules, policies znd vork assigne

pents. Also, the duratiom of a grievance often depends on

5. Dooher, M. Joseph, Effective Communication on tge Koy i
Jot (¥ew York: American Managemcut ASSOCLAtiIon, L1506),n. 210,
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the ability of supervision to present its case znd to underw
gtand the empinyéa'a point of view. A4l1l of the principles
of trancmission and reception are invelved. A tabulaticen
of grievasces, snd their progress, could serve 25 an ip-
dination of supervision's uaéersﬁaadiﬁg and practice of

the aforementioned principles.

Summary of Rumors 7

The rumor nill, 23 pointed out in Chapter ¥11I, Book I,
is an alternative to the prompt, authoritative flow of in-
formation. The existence of rumers often indicates the
vioclaticn of the grinéipleﬁ of g@@d‘tv&n@miﬁsiaa of nog-
- sages. A summary and anzlysis of rumors will serve &3 an

aid in detecting deficienciss in existing wethods apd skills

L]

of oral communications. t is recognized that many rumors
are the result of leaks of informaticn rather than of defects
in commumicating %111, These cazes, however, can be de-
tornined and noted when mtudying the problem from the point

of view of improvipg communicative methods,

Summary R

- This manual desls Witb the technigues and principles
of oral communications which are necessary for the proper
verfornance of their duties by supervisors and workers, Ia
this respect both groups are iavolved in doiﬁg the work

necesgary to the effectivencss of the organization. Each
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group depends on the other. Supervision depends cn the

workers for the satisiactory careying cut of the duties

asgigned to them., The workers Jdepend op sypervisicn for

direction, guidasce, judgment of work performed, and help.

To be effective, both groups must be able to understand

the other through the medius of oral conversation.

Thiz manvsl is divided inte two books: 2eok I,
Principles %ﬁﬁlfﬁéhuiﬁﬁﬁﬁ of Cral Commenication by Lower
Sugervi@ibn«aaﬁlﬁﬁ@k 11, Study of Oral Coummunications
¥ithin Area Waintemance. Desk 1 deals with principles amd
techniques of oral communleation whick apply to any lodus-
trial organization. ﬂ?hﬁ affsetivencas of recaedtion depends
on the 2bility to listen. 7The effective oral transmisgion
and reception of messapges togsther prove i be of real value
to both panagerent and labor,

Book II, & Study of Oral Communications Bithin Arvea
Uaintenance, is desizned %ﬂ reflect existingz wethods of oral
copversation which can be improved in usefulness znd effoct,
¥ot all of this corganization's communication efforis are dise
. cussed, The wyriter has aimed to selsct the meihods and teche
piques wost susceptible io improvement., Fimally, it is
emphasizad that comyunicative efforts can Lo measured as to
gﬁﬁ@?@i effectivensss. Altkough such messurements are not
all-conciusive, they do serve 3@ valuable indicstiocns of
weakness or progress.

€., Husband, Richard W., 2Applied Psychology (Now York:
flarper & Drothexrs, 1843%Yy, p. <O,
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