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(v)
ABSTRACT

This study is on hunman communi cati on between superiors
and subordinates in Zaria Industries limted. |Its objective
Is to pronote better job performance through the use of
communi cation to influence the attitude of subordinates so
that they would be encouraged to give their best to the or-
gani sation by what is comuni cated and how thi s comruni ca-
tion takes pl ace.

The data for the study was obtai ned through question-
naires and interview ng four heads of departnent and ei ght
of their immediate subordinates. The data was anal ysed by
conparing the responses of the subordinates agai nst those of the
superi ors.

Findings fromthe study, revealed that only a few superiors
are aware of the role of communication as a nmeans of influenc-
ing peoples attitude towards performng their jobs, while
nost of the subordinates are ignorant of this role at the beg-
inning of the study. However, at the end of the study
nost of the subordinates admtted that conmuni cation can
affect their attitude. Superiors have in addition also
expressed their desire to inprove their communication by
overcomng sone of the communication problens discovered in

the study.
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HAPT NE

INTRODUCTION KASHIM 1BRAHIM l_lBRl_P_Y:.
\MMADLE RELLD UMIYUTRE
My interest in this topic was generated“Uy "the fact that

inspite of the efforts of Managers to improve their abilities
in motivating their employees to contribute their best to the
attainment of organisational objectives, some of them have in-
advertently ignored the role that communication could play in
this direction.

This might be because communication is an aspect of human
behaviour which is so natural that even children are involved
in it, Some superiors therefore, may see no need in devoting
their time and energy in developing communication abilities

which they may require in communicating with their subordinates.

Others on the other hand feel that communication is the
function of the public relations department of the company and
is therefore none of their responsibilities.

whatever might be the case, the Nigerian Manager cannot manage
without communication since it is the manager's responsibility
to achieve the goals of the organisation through the co-ordina-
tion of the individual efforfs of the members of the organisa-
tion, his ability to succeed will depend on how he communicates
STATEMEN " THE

Today in many companies in the country, Industrial harmany

is hard to preserve because of misunderstanding between labour
and management. Superiors refuse Lo consult their suberdina-
tes on issues that affect their welfare which results in
suspicion and distrust, Work instructions are poorly
communicated which is reflected by shoddy performance of
duties., Subordinates can neither contribnte to decision

making nor make their grievances heard because of inacessibilit)
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and lack of concern by their superiors. In some cases, an immediat
subordinate may not be on speaking terms with his superior because
of soured relationship. 1In situations as stated above, the
organisational climate cannot be said to be ideal for people

to perform their jJjobs effectively and efficiently. To have

good organisational climate pressuposes fhat good relationship
must exist among the members of the organisation, For this
relationship to exist there must be communication among the
members, In the formal organisation, it is therefore important
for the superior to set up the pattern of this communication
because he is not only responsible for communicating with his
subordinates but also teaching them how to communicate with others.
Unfortunately, 1in some Nigerian Companies, many superiors are not
only ignorant of the importance of communication in shaping the
atitudes of their subordinates but alsoc fail to accept the
responsibility of teaching their subordinates how to communicate
with others. As managers, they are expected to evaluate and
interprete the communication directed at them so that they can

use the same to affect the behaviour of others, Some of them

do not care the way they communicate and what they communicate

to their subordinates, As a result of this, subordinates -
feelings are disregarded and mutual understanding is destroyed,

If only superiors should learn to communicate when and what is
appropriate and be responsive to the feelings of those under

them, mutual respect and understanding will be achieved and
people will be encouraged to give their best to the crganisation.

: 3 OBJECTIVES:

The purpose of this study is to examine the way superiors and

subordinates communicate in Zaria Industries Limited with a
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view of establishing whether the way they communicate affects
the attitude of subordinates towards performing their jobs,
More specifically, the study will focus on issues like:
(1) The theoretical nature and inmportance of communication.,
(ii) The communication pattern that existe’ between superiors
and subordinates,
(iii) The types of communication problems encountered between
superiors and subordinates,.

(iv) Appropriate recommendations to minimise these problems,
By conducting this study, my desire is to promote harmonious
working relationships between superiors and subordinates,
Since the superiors are models for the subordinates, the way
the subordinates would treat other junior employees will
depend on how they are treated by their superiors.

l:4 HYPQTHESIS:
One way through which people can be influenced is through
communication. It therefore follows that communication
affects attitude to work,

1:5 METHODOLOGY:
This study involves the study of interpersonal communication
between headsof Department. and their subordinates in Zaria
Industries I, imited. These levels of management were chosen
because they provide the key link between top managémont and
employees in the communication channel, Their pattern of
communication is therefore, more likely to reflect the
general interpersonal pattern of communication that will be
obtained in the company.
The study was conducted through the use of structured
questionaires and interviews. It involves 4 heads of department

and 8 of thelr immediate subordinates.
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~ The subordinates are made up of foreten and overlockers con-

(1)

(ii)

(iii)

sisting of 2 from each department. The departments involved
are perscnnel, spinning, weaving and power, Although,

a head of department is a superior to his subordinates and

a subordinate to his boss, in this study he is assigned tpe

role of a superior only.

Two set of similar questionnaires were sent out to both

the heads of department and their subordinates, Initially,

6 departments were tc be involved in the study, howevery
because it was only 4 departments that responded after one

month, the study has been based on these depariments the res-

ponded, The questicnnaires used are reproduced in appendix

1 and 2.

After having received the completed Questionnaires, the

data was analysed on the basis of perceniage scoregs by

comparing the response of all subordinates against those of
superiors for the same question, This is to enable me

validate the claims made by the superiors and to explain the
reasons for differences in responses. No attempt has been

made to compare the data on departmenftal basis as the aim

of the study is to examine the general nature of communication
between the superiors and subordinates. The questionnalres

used were made up of the following sections: |
section A deals with the personal information on the res-
pondants such as name, department and educational attainments,
Ssection B seeks to discover the respondantt's éwareness of
communication as well as their desire for communicating
officilal information,
Section ¢ attempts to find out the means or media through

which communication is carried out between the superiors
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and subordinates.
(iv) Section D deals with what is communicated, where the
communication occurs and the frequency of communication.
(v) Section E highlights the communication problems and
asseses superiors influence through communication as

well as the need of improving superiors and subordinates

communication,

1:6 LIMITATION:

| The study is limited to human interpersonal communication
in one company. This is Largely because of time and
financial constraints, Another limitation is the fact
that out of the 4 departments studied, 3 are from the
factory division,
The lopsided nature introduced a bias which makes inter-
departmental comparisen meaningless, since they operate
within the factory environment, Similarly,
1 encountered the problem of suspicion from some of the
respondants who were very reluctant to supply some personal

information on themselves like their names and educational

attainments.



CHAPTER TWQ

This chapter examines the literature on human communication
in management, Attention will therefore be focused on what
is meant by communication and the role of communication in
an or-ganisation, Similarly, the communication process,
the media of communication, superior and subordinate communi-
cation as well as effective communication would be treated,
Emphasis will particularly be placed on internal communica-
tion, that is, communication within the organisation.
External communication, that is, communication between the
organisation and its environment is beyond the scope of the
study.
Definition of Communication:
In this study, we shall use the term cocmmunication which is
the same as human communication throughout, This is necess-
ary because there is need to make a distinetion between human,
animal, plant and machine communication. Before embarking on
defining communication, it should be understood that effective
communication in management has been a desire since the turn
of the present century, but before 1940, only a few research
on industrial communication has been conducted. However,
due to reasons which subsequently arose as highlighted below,
there has been a growth and advancement in the research on
communication, The reasons that gave rise to this develop-
ment were:-
(a) International expansibn of the operation of firms and
growth in their sicze,
(b) Incressed specialisation and resultant demand of coordi-

nation,
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(¢) Growth of communication media like telephone, radio,
television and newspapers,

(d) The growth of trade union power and its requirement for
more information in all matters affecting members at the
place of work.

(e) The emergence of the computer that revolutionalised
information cocllectiion, sterage and retrieval,

{f) The dynamic nature of the present day enviromment that

affect the operations of organisations,

The definition of communication are as varied as there are
writers ¢n communication as the following indicates.
According to schram, communication is derived from the latin
word mcommunist which when translated, means "commonﬂt By
this definition, 1t can be regarded as the process of
establishing a commoness of thought between a sender and
receiver, Allen (19°77)defined communication as v"any transfer
of meaning from one person to anotherm 2, He regards communi-
cation as inevitable and concludes that we cannot be non
communicative so long as somecone observes us and attaches
meaning to our lack of action, a
Another author willard (1960) defines communication as

nany initiated behaviour on the part of the sender which
conveys the desired meaning to the receiver and causes the
desired response behavior from the receivern?, To this |
author, meaning is what the sender hopes to convey to the
receiver, the exchange which is facilitated by language-
either oral or written. Meaning can also be conveyed by

tone, facial or hand expressions, by deeds or by silence,
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To conclude, Nwanke (1973), Dance (1970), Thayer (1968)
agreed that communication has occured when an individual
',..took something intc account whether it was what sowme-
one did or said or did not do or say, whether it was

some observable event, some internal condition the meaning
of something being read or loocked at, some feeling
intermingled with some past memory-literally any thing that
could be taken into account by human beings in general and
that individual in particularﬂu, such a communication can be
official or unofficial, formal or informal, Since the last
definition is much more comprehensive, it would be adopted

as the working definition of communication for the purpose

of this study.

2:2 INFLUENCE:

In our every day communication we are constantly attempting
to influence another's thoughts, attitude or actions,  As
Huse (1933) rightly observed, n"language is mainly a means

to bring others to think, feel and act as we desire;

it is a medium for inter-psychological or social activity:
the primary function is to influence; hardliy would anything
- be sald if there were no interest in others"5. Tt could
therefore, be said that the manager needs to be aware of the
attempts of others to influence him so as to be able more
accurately to evaluate and interprete communication directed

towards him and he must frequently employ influence to
modify the thinking and behaviour of others.

Influence according to Lerbinger and Sull-ivan (1964) vwIs

the process of affecting a person or a group in some manner



without offering money or some object of value and without
applying any apparent power"6 To them, it is a subtle
attempt to control others without use of money or power.
For example, dinfluence is demonstrated when some body is
wiliing to die for a cause in which he believes in,

Wwhat a person believes in determines his behaviour and what
he perceives depend in turn upon what he does or is willing
to believe., His behaviour cannot be controlled except when
influenced. A person is influenced through his perceptions
and his beliefs and expectations which ensures these |
beliefs, A conscious effort to influence another person's
thinking, attitude or behaviour then is dependent for its
success upon .the abilities or the power to modify the otherts
perception of his world. We could therefore say, a person
is influenced by that information in his environment
(internal and external) which he perceives to be of value
or of use to him materially or psychologically or conversely,
which he perceives might be detrimental is some way.

To he effective the manager must be influenced and he

must be influential,

He must accept the thoughts and feelings of cthers and he
nust be‘capable of motivating other people to consider his
ideas and feelings. To this end he must communicate. This
communication results in either his being influenced or his
- influencing others,:

The organisation as an expression of communication pattern:

The way formal organisations are structured and informal
organisations evolve is regarded as decision communication

network, The way roles and relationships arc classified,
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activities are grouped and authority is delegated, reflects
with whom to communicate and on what. In an organisation,
you have internal and exter?al communication, As noted by
Chruden and Sherman (1980), internal communication is
often referred to as "the communication network that binds
together all the members and activities within an
organisation"7. Thereare 2 types of Internal communication,
the formal and informal.

Formal communication usually follows a carefully designed
network which is really a chain of command or an organisa-
tional chart. The formal channel determines the flow of
official messages in the different parts of the organication.
They originate from the rules and customs that govern the
distribution of authority, rank and type of network

within the organisation. Such formal communication
structure is usually very effective for coordination and
control.

'hen the free flow of information is inhibited within the
formal organisational network,, they will be supplemented
by unofficial informal network. The informal channel

is the non conventional structure which refers to the
social relationship that develop among the staff or workers
above and beyond the formal one determined by the organi-
sation. It develops because workers want to socialise and
pass information to group members.

The formal channel has the grapevine?%ransmit information

through unofficial means, It consist of a communication

chain formed by friendship groups and casual associations
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which carry gossip and work news. Their messages are

abbreviated, exaggerated, restructured, elaborated or
distorted to look difficult to any person who is not a member
of the group. TFrom research, it has been found out that

the grapevine operates quickly, selectively and in a well
defined manner., EIxternal communication include the contact of
the organisation with the public such as customers, suppliers,
shareholders, government and the sociely, 7Tt is traditionally
the function of the company's public relations department,
Today, due to informed public, competition, mass media and
influence of t he dynamic society, this has made business
organisations realise that every one of ils members can
influence public attitude towards the company.,

In this regard, the fact that top management initiates
communication, it does not mean that other levels of
management can escape the responsibility of communication.
This is because their leadership is effected through
communication, As Davis and Luthans (1967) pointed out,
"Managers are doubly responsible for communicationﬂs. They
are not only responsible for communicating with others but
also ensure the maintenance of good communication among

their staff,

2:4. The Tmportance of Communication to a business organisation:

Today, business organisations operate in an evironment
ﬁhich is dynamic and turbulent, Communication is necessary
if the organisation is to adapt to these changes and
survive, For example, managers require information about
competition, prices, technology, finance, general economic

conditions, government activity etc.
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It is on the basis of this information that decisions

affecting production and marketing strategy can be made,

Demands are made on communication in other managerial functions
such as recruitment, orientation, appraisal, discipline,etc.

It is due to the recognition of this role of communication

that Chester Barnard (1938) stated that nthe first

executive function is to develop and maintain a system of co-
mmunicationn?, The system will exist to promote the goals of
the organisation, to produce, to sell, to reduce cost and

make profit. It has been said that management and communication
are closely related, It is also an established fact that we
manage with the consent of the managed., Wwhich means, we

cannot really manage anyone who does not want to be managed,

50, a manager must constantly be persuading surbordinates that
the goals of the organisation are desirable. In this regard,
Allen (1977) noted that "Communication therefore, is vitally
necessary to an organisation not only to transmit authority

but to achieve cooperation".1o
The quality of planning, organising, directing and control

is largely determined by the quality and speed of information
flowing inward from customers, public, government, unions
shareholders, community, upward, downward and laterally, from
and between employees and the various intermediate levels of
management. To be successful also, the manager must see to
it that the results of planning, organising and control are
made known, understood and acceptable to all parts of the
company through proper plahned and executed communication,
Communication is so vital to management that research find-

ings have indicated that managers spend 70% of their time
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communicating, In recognising the role of communication
to a manager Drucker (1954) observed that wthe manager has
a spe¢ific tocl, information., He does not handle people:
he motivates, guides, organises people to do their own
work., His tool-his only tool-to do all this is the
spoken or written word or the language of numbers. No
matter whether the managerts job is engineering, accouﬁting
or selling, his effectiveness depends on his ability to
listen and to read, on his ability to speak and to write.
He needs skill in getting his thinking across to other
people as well as skill in finding what other people are
a\ft.e:c.r|
Speaking further on depicting the role of communication in
a business organisation, Bavelas and Barrett (1951) noted
that "the goals an organisation selects, the methods it
| applies, the effectiveness with which it improves it own
procedures, all these hinge upon the quality and availa-
bility of information in the system.12
Managers use communication internally in areac like: -
(a) Consultation for information, judgement and opinions
from subordinates, _
(k) Delegation of authority to competent subordinates who
know their responsibilities and duties.
{(c) For team work t¢ promote group cooperation, generate
enthusiasm and sense of belonging.
(d) 7For decision making which is becoming more of a group
process. More specifically, communication or information

is needed in the following areas;-
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(i) Recruitment:

In this area the aim of communication is to persuade
potential employees of the merits of working for the
organisation, It is aimed at giving a favourable image
of the organisation in the mind of the recruits. The
Information usually communicated are about the location,
size, product lines, competition, financial standing,
internal policieé and practices, the organisational
structure of the company and where they will fit in.

(i1} Qrientation:

Communication is used here for familiarising and acqu-
ainting recruits with their peers, superiors and subor-
dinates, It is used for explaining the company'!s poli-
cies, procedure, its operating philosophy as well as
inform them about service facilities.

(1ii) oOperation:

For the employees to carry out their work they need
information on the what, why and how of their jobs,
their roles in the organisation and relationship to other
functions, This is to stimulate zeal, confidence and
better output,

(iv) subordinates need to know how they are performing and.
to asses their contribution to the growth of the
organisation, This is aimed at increasing productivity,
correcting performance and boosting morale,

(v) Safety:
Emplcoyees must be provided with informaticn on safety
to reduce insurance premium, legal defense cost, re-

" placement costs, productivity and labour turnover; their
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lives and welfare are naturally of prima?y importance to them,
tgciniing:

The aim of communication in this area is to acquaint

employees with rules and regulations of .the company so

that they can accomodate themselves to them. Rules like

hours of work, parking space, special clothing, care of

equipment, cooperation, safety and complaints channeling

all require clear and accurate communication.

From the foregoing, effective communication is important

in organisations and indeed anywhere people have to deal

with one another. Managers have realised that the efficiency

of a group depends to a great extent on how well the efforts

of its individual members can be coordinated, Coordination

on the other hand requires communication. Genesis

describes how the building of the Tower of Babel was

disrupted because people could no longer speak a common

language. Where men are unable to communicate with one

another it is obvious that it would be very difficult for

them to work together. In a situation where men do not understa:

the reasons for policy or actions, they often respond with
fear, suspicion, anxiely and aggression. TInternal communica-
tion reduces cost as a result of fever mistakes, encourages
employees and builds mutual confldence among management

and workers, It must however, be noted that communication
cannot substitute other manager-ial functions like planning,
organising, coordinating and control., It is a necessary but

not a sufficient condition for organisational effectiveness,

2.5 The Communication Process:

Allen (1977) regarded communication as "a continues dynamic

15

processh,
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By this, he meant that communication is a continues
human activity that goes on in the mind which cannot be
switched on and off at will, because the mind is ever busy
with thinking.

Schramn (1971) depicted the communication process through

the following model.

inter-preter Interpreter

encoder

decorder [ encoder
|
; decoder

I —— S ——— . ..,.._._..-_._.l.
W

In this model, the communicator is a constant interpreter

of messages and both as a source (encorder or sender) and

a receiver (decoder) at various time, To be useful, the
communication process must posces some ability to predict
behaviour. This predictive ability enables people to

convey intended meanings and establish Lhe desired amount

of rapport and understanding, The channels selected for -
tranemitting a message are simply the five senses, seeing,
hearing, touching, smelling and taeating, The message concist
of the language choosen to exprecs symbolically the communication
aim of the sender. A message is made up of a set of symbols
which are selected and arranged by the sender (the enccoding
process) in an efforl to convey a desire meaning thfough the
perception of the receiver (decoding process),

The sender who has a thought begincs the communication with

a 1lhough or an idea which is encoded in a way thal can be

| ———
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comprehended by the receiver. The sender must have something
to say before he can decide to communicete., The encoding
process requires that his ideas arc coherent snd rationsl,
Tt is al this stage lhal he relecls an appropriele chanmel
of communication,

The next step is the transmission of the encoded message
through the channel that links the receiver to the sender,
The channel may either be oral, written or visual, the sender
usually uses more than one channel to enhance the possibility
of his message getting across to the receiver, who should
have been tuned to receive it. The sender sometimes, is con-
scious of the timing of his message.

The receiver after having heard the message is expected to
decode the symbols encoded by the sender, The sender expects
the receiver to understand the message, which means, he must
have the same meaning as that intended by the sender,
Although, some receivers may be uncooperative and may try

to misunderstand the message, some do make genuine attempts
to comprehend the intended message. Even with the best of
intentions, a receiver may not understand exactly what the
sender intended, because their perceptions may differ.,

A communicator may make others listen but he cannot force
them to understand because it is the receiver alone who
chooses to understand or not and understanding can only

take place in the receiver's mind, Many superiors over-look
this fact when giving instructions or explanations. They
think telling subordinates is sufficient, but the

communication is not truely successful until that which is
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received is also understood,

After having understood the messege, the final step is
action, The receiver acts in response to the message.

The action may either be to ignore the mescage, perform the
task assigned, store the information provided or do
something else, In the communication procecss, the factors
that affect both the sender and receiver are communication
skills, attitudes, knowledge level, social and cultural
systems, When we talk of communication skille of the sender,
it means the degree of his ability to encode messages which
when decoded would give the desired meaning to a receiver,
To the receiver, the skill is the degree of his ability to
decode the message back into the original idea or purpose

of the sender so that understanding among both of them will
be achieved., Encoding skills are writing and speaking while
decoding skills are reading and listening.

Attitudes refer to the attitudes of a sender and or receiver
towards themselves, the subject matter and toward other
parties, Their knowledge level refers to the amount of
subjective knowledge they have concerning the content of the
message, Social and cultural systems refer to the back-
ground and personal experience of the sender and receiver
which affects their expectations from and perception of a
given situation and or message. Communication is greatly
enhanced when there is high degree of similarity of the
levels of the above factors between the sender and the
receiver. It is in support of this observation that wallace
(1966) defined communication as "a process involving the

sclection, production and transmission of signs in such a
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way as to help a receiver perceive a meaning similar to that
in the mind of the sender"lq'

Since in most situations it is difficult for people to have
identical experiences which makes a high degree of

similarity doubtful, to solve this problem, it is better
for both the sender and receiver to be aware of the existance
of these factors and attempt to take them into account

when constructing their messages. The business of taking

the perception of the receiver into account is difficult

and sometimes impossible without feedback.

2.6 TFeedback and Noise in communication:

1) Feedback
In human communication, feed back is all the informa-
tion or cues utilised by the sender to judge how success=s
fully he has communicated.
For example, in a face to face communication both the
speaker and listener continuously give feedback to
each other in a variety of way; by noding agreement
or disagreement, frowning, smilling, yawning or by
engaging or avoiding eye contact., In written
communication which calls for a specific action or reaction
by the receiver, a later observation of this reaction
or action may be the only feedback possible. Feedback
provides the sender with information .about the
effectiveness of his communication., Tt is valuable
only if the sender uses it in planning and delivering

current messages,
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In the act of communication, there are influences that
interfere with the transmission of the message., These
causes of interferances are termed noise. Tt can either
arise in the sender, durihg transmission or in the
receiver. For example, the following might result in
noise:;

A noisy or confined environment may hinder the develop-
ment of clear thoughts,

Encoding may be faulty because of the use of ambiguocus
symhols. |

Transmission may be interupied by static in the channel
such as may be experienced in a poor telephone connection,
Inaccurate receiption may be caused by inattention,
Decoding may be faulty because the wrong meaning may be
attached to words and other symbols.

Understanding can be obstructed by prejudice,

The desired change may not occur because of the feared
consequence of the change.

Communication flow in an QOrganisation:

In an organisation, communication flows in different
directions; downwards, upwards and horizontally. we
will now proceed to examine the direction of these flows.

Downward Communication:

This is found in authoritarian organisations and indeed
in any situation where communication flows from the
higher to the lower levels., Tt is like a water streamiﬁg
down from a water fall or shower heap. It pours down

easily with great force and wets a grest area., In this
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connection, formal downward communicestion in an organisation
flows with grealt force and reaches many people., Downward
communication can either be verbal or written, Tt is
usually directive or informative on such things ac:

i) Directives for handling tasks,

ii) TInformation for understanding the relationship between
tasks,

iii) Procedures and company practices information.

iv) Feedback on subordinate performance.

v) Information about the companies plans and objectives,

vi) Information on conditions of cervice and fringe benefits
to employees.
In downward communication, because of the length of the
chain of command from the upper to the lower levels,
information is often distorted By the time it reaches the
lower levels. Another effect is that the people at the
top level are unaware of the needs for information and
communicstion of the people at the lower level, In this
regard, downward communication which is the tradition of
most organisation was observed by Drucker (1954) that
ndownward communication does not work because it ignores
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the receiver of the communication", Since it is a one

way message from sender to receiver without consideration for
feedback, it has lost the ability to spot error and

effect the necessary correction.

Tt is therefore, difficult to asses how much the message

was properly interpreted and understood. Drucker infact

suggested that communication has to start with the subordi-

nate which means, upward communication,
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Upward communication:

This is often a communication process that is initiated
from the lower levels of the organisation to the top
level., The emphasis on upward communication is an
attempt to democraticise the communication process, Tt
is based on the theory Y assumption of management which holds
the view that subordinates have a desire to grow psycholo-
gically and to contribute to the organisations goals.

Upward communication involves two distinct subordinate
activities in addition to feedback; the participation by
subordinates in formal organisational decisions and
subordinate appeals against formal organisational decisions,
Upward communication make managers to be aware of
important problems concerns and needs of their workers,
Moreover, employees can often provide inputs to

managers in solving technical and managerial problems,

The information is communicated upward through face to face
contact, din written form, conferences and social
gatherings. Inspite of its benefits, upward communication
is very difficult for the employees. It can be compared
with a small spurt of water shooting up from a fountain
against the pull of gravity, ™he higher it travels the

more it losses its force, Some reasons why employees are
reluctant to communicate include;=-

Many employeec fear that expressing their true feelings
about the company to their boss could be dangerous,
especially where the boss is often seen as untrustworthy

to hold candid discussions with,
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The fairly wide-spread belief that idsagreeing with the
boss will block one's promotion, Many employees in some
companies believe that the way to get to the top is to be
a "yes man", Due to fear of relaliation, free exchange
of ideas in such organisations cannot become a reality

80 long as the employees believe that the only freedom is to
agree, It is not therefore, suprising for managers

to get unreliable information because the employees

are afraid to speak the truth,

This arises especially, in situations where management
fails to listen, exercises arbitrary authority, demonstra-
tes intolerance and narrow mindedness. &ince employees
are convinced that the organisation is not receiptive to
criticism, they would refrain from expressing opinions
that might be considred offensive, It has also been

known from research that supervisors stifle criticism

and frank expression of views they think that will

potray an unfavourable image of them in the eyes of

their superiors,

Where management is not interested in employee problems,
management will be remote and out of touch with employee
values and worries. Since communication is a transaction
process, the price management would pay for not convincing
employees that it is concerned wilh Lheir problems is that
employees will close their minds to management concerns,
Employees would not be eager to communicate upward when
good ideas and suggestions are not rewarded. Tn some
companies, top management tend to take credit for good

b
ideas initiated.subordinates without actually giving those
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responsible the due credit.
v) Another reason is the lack of accessibility and respon~
siveness. While many employees accept the fact that their
boeses are good in dealing with matters concerning the job,
some of them are poor in the way they handle complaints and
encourage suggestions, such an attitude tends to affect the
nature of what is communicated upwards,
vi) Where employees are convinced that top management does
not take prompt action in dealing with problems, they may
be reluctant to communicate upwards. Prompt management
responsiveness to employee problems and concern is a key
element in successful upward communication because it

-~ completes or closes the circle of the interchange. Informa-
tion communicated upwards are réports dealing with = BsBtatistics,
opinions, ideas, suggestions, complaints, grievances and
rumours. Some of the techniques for encouraging upward
communication include;~
1) Grievance procedure,
ii) .Team development zand meetings,
iii) Maintaining an open door policy.
v) Suggestions schemes,

(c) Horizontal communication:

This type of communication flow does not follow the organisa-
tional structure but cuts across the chain of command, The
flow is horizontal and diagonal involving people who are
either at the same or different levles who have no direct
reporting relationship. It is facilitated in situations like
lunching together, company club games, conferences,

committees, board meetings, staff advisory functions, etc,
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Horizontal communication has the advantage of speeding informa-
tion flow, improving understanding and coordination of efforts
to achieve organisational goals.
Due to the fact that this mode of communication does not
follow the chain of command, care must be taken to prevent
prcblems through measures such asg-
i) Horizontal relationship should be encouraged whenever
appropriate,
ii) ©Subordinates should refrain from making commitments beyond
their authority.
iii) Subordinates should keep their superiors informed of

important interdepartmental activities.

Horizontal communication is much easier and natural to achieve
than vertical communication. Communicating horizontally among
peers may also tend to furnish the emotional and social bonds
which builds a team spirit. As Katz and Khan (1966) noted,
nTf there are no problems of task coordination left to a
group of peers, the content of their communication can take
forms which are irrelevant or obstructive to organisational

16

functioningm.

The media of communication:

Refore transmitting any message, the sender must determine

what audience he wants to reach and how to reach it effecti-
vely. This rises the guestion of which media to use. 1In
choosing the media, he must know the interest of the audience,
its reaction and the competition for its time and attention.
The forms of media that organisations use include audial,

visual and audio-visual.
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Audial; This include both oral and symbolic media and
consist of:

Face to face contact; that involves 'things like conversa-
tions, interviews, meetings and conferences.

Intermediate contact; 1nvolving the use of things like
telephones, radio, intercom and public address systems.
Symbolic communication; dinvolving things like buzzers,
bells, horns and other signals,

Visual; This include both written pictorial and symbolic
media and consist of:

¥ritten materials; like circulars, manuals, newsletters,
pamphlets, memoranda, house orgasns, annual reports etc.
Pictorial materials; 1like pictures, maps, diagrams,
cartoons, posters.

cymbolic materials; 1like insignia, flags and lights.

Audio=-visual: This is a combination of both audio and

visual media like sound films, film strips televisions
and demonstration,

OQral Communication:

This type of communication is carried out on a face to

face basie involving 2 or more people. Tt has the advan-
tage of providing speedy exchange of information and
feedback., Tt gives subordinates the feeling of importance
and contributes to the understending of the issues being
discussed as the receiver has more advantage in interpreting
the message by observing the sendert tone of voice and facia
expressions. In meetings however, oral communication does
not save time especially, when there is an unresolved

disagreement.



b)

c)

-2 -

Written communication:

It involves the putting down of the information to be
communicated in writing. This is more carefully planned
than oral communication. Ttsadvantage is that what is
written can be reviewed and errors corrected before it is
pagsed to the receipient unlike oral communication which
might be spoken once. Tt is useful for transmitting
leghthyinformation involving statistical figures, tables
and graphs. The message cannot be easily distorted. Tt
provides records and references for legal defence and
tangible evidence to substantiate transactions. "hen
information is written down, it can be distributed to a
large audience.

Tt disadvantages are that it creates a mountain heap of
paper. Tt might be poorly expressed by ineffective writers,
time consuming and provides no immediate feed back,

Mon-erbal Communication:

The nature of communication here involves using gestures,
facial expressions and body gestures, 7Tt is usually aimed
at reinforcing what has been said but this has not always
been the case as what a person says may be contradicted by
his behaviour, giving rise to the saying that maction
speaks louder than words", becsause action tends to validate
or repudiate one's words.

Tndeed, people tend to believe in actions rather than words.
The amount of difference between what one says and what one
does is that persons! communication credibility gap. It
occurs when people learn from experience that what an indi-
vidual says is not trustworthy. when the gap is large,

there is a loss of confidence in that paerson.
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Being verbally fluent does not matter where trust is concerned
when the trust is high, others will accept a message and
attribute honourable motives to the sender.

There are of course some authors who argue in favour of

either oral or writlten communication, whatever might be

the case, the choice of any media is highly situational.
However, for maximum impact, it is better to combine the

use of both media in communicating.

Barriers and break downhs in communication:

In a study conducted by H,L,Cox in (1968), 80% of managers
attributed their problems to communication. Indeed, the
mere existence of .avenues and various media of communication
does not ensure that effective communication will always take
place. Due to large group of people and complex conditions
affecting human relationships in organisations, barriers to
communications are likely to arise. The barries to communi-
cation include organisa~tional, interpersonal barriers,
individual behaviour, timing and channel barrierss

Oreganisational barriers:

The nature, dynamicse, and functions ol Lhe organisation may
be an important barfiers. This occurs in the following ways.
The phyaicai distance between members of an organisation
both in terms of location and activitly is an abvious barrier.
Job specialisation causes individuals to focus their atten-

tion on their specific areas. Tt encourages compartmentalised
thinking, For example, the accountant is cost conscious

while the marketing manager is customer conscious! with the

tendency for each of these managers to view things only
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from their specialisation perspective, it is possible that
misinterpretation and misunderstanding might arise among
them in their attempt to communicate,

¢) The superior and subordinate relationship has a direct effect
on communication, as the receiver tends to evaluate the
message according to Lthe status of the sender. Messages from
higher status people tend to be accepted as accurate and
credible. Research has also established that subordinates
tend to filter out information that will make their superiors
feel bad, while the superior will not communicate to his
subordinates the kind of information that will tend to make
him look unimportant or incompetent,

ii} Tnterpersonal barriers:

In communicating with a large number of individuals in an
organisation, there is need to realise the facl that no

two individuals are alike. People in their childhood and
youth are exposed to different environmental experiences, As
adults, they worked under different employers who exerted
influence on' them as a result communication barriers may arise
in the following areas:

a) Climate of interpersonal contact and relationship: This is
the total complex of feelings and sentiments existing between
the people communicating at any point in their relationship.
The climate constantly changes which inturn affects the
efficiency and effectiveness of their communication. The
climate depends on their actions and intentions nolt on mere
words. Tt will derive from the actual behaviour and inten-
tions of the people toward each other,

b) The values and stondardsof the sender and the reciever; where

they are in conflict, information exchange is difficult to
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effect as a result of distortion, misinterpretation and
misunderstanding.

e) Conflicting and antagonistic attitudes of the people
communicating:
Where the receiver has a nagative attitude towards the sender
or the content of the message, this will cause him to mis-
unstand or ignore the message.

iii) Individual barriers:

This involves the individuals ability to think, act and his
technique in receiving and trancmitting information.

al Habit of thought and action; people do not have the same
ability to conceptualise, discern, meanipulate ideas and
perceive relationships, Clear thinking is necessary for
sound decisions but this must be commensurate with the
personstactions.,

b) The individual's inability to receive and transmit informa-
tion such as .poor listening, speaking, reading and
writing will certainly mean that he will not get all the
information directed to him nor will he be able to transmit
clearly and effectively all the information that he wants
or desiree to transmit.to others,

iv) Time; An individual who sends or receives a message may
not have the time to read, write it or speak it properly
or to comprehend and act properly, this is because there
is competition for his attention both from within his mind
and without.

v) Channel bar‘rieri': The channels utllised may act as a

barrier because certain kinds of information are best
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communicated by face to face contast, others by memos,
telephones, reports, etc., gome can be done formally,

while others informally. A combination of channels will
likely reduce this problem, 1Tn addition to the above,

poor listening, premature evaluation, distrust, threat

and lack of adjustment on the part of the receiver may act
as barriers. Understanding the speaker's frame of reference
rather than to prove and disprove what is being said can
lead to empathy, 1less conflict and better communication.
Similarly, a climate of trust which facilitates communica-
tion rather than forcimg people to change will definitely
contribute to organisational harmony.

2:10 Superior - subordinate communication:

Communication in part is a matter of relationship. People

will communicate and interprete communication according to

their beliefs, attitudes and experiences. Management can

build attitudes, develop rapport, influeng production and
cooperation by keeping employees informed.

If communication will have practical results in terms of
production and human satisfaction, it must been seen as

a sharing and participating in the situations, problems and
policies of the organisation, A subordinate who understands

his job and feels as a part of the company will work harmoniously
with his superiors a part of the company's team. One may ask,
what type of organisation are we attempting to create? The
answer to this question will then determine the content and method
of communication. In practice, most organisations combine
authoritarian and participative practices.

Superiors usually communicate operational information such as
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the following to subordinates;

i) Manufacturing instructions and sufety matters.,

ii) TInformation on the company's products and goals.
iii) The company's policies, practices and rules governing

work behaviour,
iv) Information on the company!'s problems.,
Most of the time, a subordinate will like to know about

his work, the purpose of his efforts, about pay and benefits as
well as the feedback on his performance. While superiors may
find it easy to communicate downwards the subordinates finds

it difficult to communicate upwards. £Subordinate communication
usually consist of ideas, opinions, suggestions or complaints,
but they often refrain from expressing pent up aggression against
their superiors. This is because they value their relatlonship
with them as they have the power to influcence their future in
the organisation. The less influential superior is however

by pacced by the members of the organisation as a respondant

in a research puts it "an influential boss is the only one

worth having, it is no use taking your problems to a fellow

who hasn't the authority or resomrces to solve themﬂj?, and

as likert (1967) noted, "high-producing managers achieve

better communication and greater influence than low
producers".18, we could therefore, see that mutual trust
and confidence is necesgary in superior - subordinasle
communication because the more Lhe trust the more the communi-
cation. TUnfortunately, there are circumstance which impede
subordinates from communicating with superiors such as:-
i) where the message senl might likely resull in negative

punitive actions towards the subordinate by his superior.
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A Gemmill (1970) stated, "if a subordinate believes& that

the disclosure of his feelings, opinions or difficulties may

lead a superior to block or hinder the attainment of a

personal goal, he will conceal or distort itw,

ii)

iii)

iv)

b)

v)

19

Wwhere the superior is seen as being autocratic and
unsympathetic, distrust of him may cause the subordinate
to withold informaticn., The more the trust and confidence
the subordinate has in his superior, Uthe tore he will
give him information openly and freely.

Where the subordinate feels his job is unimportant and

the information he posses is not vital, he will not 1like
to communicate with his superior.

Where the superior indicates interest in the subordinate
and provides him with the feed back on his performance,
the subordinate would be encouraged to communicate upward.
To encourage upward communication, superiors should;
cultivate a relationship of mutual_. understanding between
himsell and his subordinates through an open door policy
and providing regular feedback,

He should make his subordinates to know his desire for
thelr messages and indicate his willingness to listen to
them. |

He should reward subordinates who make efforts to communi-
cate upward when and-where is necessary.

In his communication with them he must be polite and
sincere in giving them instructions and in handling their
problems, gSubordinates inturn will accept downward
communication willingly if the following conditions are
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i) The subordinates must clearly understand the message
communicated and written according to their level of
comprehension,

ii)} When orders communicated are consistent with the policies
and purpose of the organisation.

iii) The subordin~te must believe that the order is consistent
with his personal . interest otherwise it will be disobeyed
through such actions like resignation, malingering and
cabotage.

iv) The subordinate must be able to comply with the directive
both physically and mentally. Ordering a subordinate to
"Sink or swim" is like an impossible order. The order
that cannot be obeyed will not be obyed,

superiors should also consider the "positive sandwich”

technique in communicating negative messages like demotion,

transfers and reduction in fringe benefits to retain the
feelings of trust and goodwill - with employees. The technique
requires that goodnews and information that is true and suppor-
tive should be started with, then the bad news should be
expressed quickly and simply as a slice of thin ham, followed
up with another piece of bread bearing supportive reasons and
assurances, FEncouraging subordinate communication has the
following advantages: -

i) Effective upward communication reveals to superiors the
degree of acceptance and credibility that company policies
have among the subordinates. When a message maoves up the
line easily, superiors can learn how effectively downward
communication has been,

ii) Free open upward communication stimulates subordinates to

work with more enthusiasm and encourages active partici-
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pation in the activities of the department., Subordinates

support company polocies more whole heartedly when they have

some say in planning and evaluating those policies,

iii) Subordinates often have valuable ideas and suggestions
about increasing product quality and production rates,
When, upward communication is good, superiors find out
that, their subordinates can contribute very brilliant
ideas for solving organisational problems.

iv) When messages travel upward easily, superiors can stay

informed about potential trouble-some situations. For

example, wildcat strikes would not be unexpected if this

were the case,

v) Tf a subordinate discusses with a superior about a
personal problem or anything affecting the performance
of his job, his sense of personal value is enhanced.
By listening attentively, the superior satisfies the™
subordinate' s need for self respect.

2:117 Effective Communication;

OQur aim in this study so far is to achieve effective
communication,

Communication is effective to the extent to which it

accomplishes the purpose intended, Where the communication

produces an unintended result, it has been ineffective.

The success of any communication may have in producing
the desired result depends upon many factors,
Communication often fails because there is no purpose,

The sender did not clearly know what results he wanted

or needed for his communication. pAnd due to the absence

of a clearly defined purpose in mind, he had no control
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A clear purpose is a pre-~requisite for effective cémmunication.
A manager cannot operate by accident, he must plan, achieve
and praclice maximum control. He must first decide what he
intends to achieve with his communication before initiating
it. To be specific, the sender should decide;
i) What he wants the receiver ol the communication to know"

after being exposed to the communication,

ii} Wwhat he wants the receiver of the communication to feel

like after being exposed to the communication interms

of his attitude towards the communication and sender,

iii) What he wants others not directly exposed to the co-

mmunication to know agbout it and to feel about it.

7t is after deciding on the above that the sender would have

,in mind the purpose of his communication,

Beside a specific purpose, there are 3 basic determinants of

communication effectiveness, the senders thinking, attitude

and technique. while the outcome of any communication is

in part dependent on the receiver's interest, his thinking

ability, attitude and technique, it is however, the sender's

responsibility to get the results he desires from his communi-

cation with others,

a)

ERffective communication depends on the'quality and effec-
tiveness of the senders thinking, 4part from his ability
to solve communication problems, the sender must think
interms of the psychological forces which operate to
influence the communication outcome including an appraisal
of himself and his intended receiver., Such thinking

requires imagination, insight, a thorough knowledge of the
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subject, the ability to organise this knowledge and adapt
it to specific purposes., This requirement for thinking is
necesgsary for the manager as Hutchins {1947) noted,
vadministration is a work of the mind becauce it is ordering
the means of the end and the principle of order is the

intellect".20

b) In the case of the manager's attitude, a receiver
interpretes meaning not only from the words or gestures by
the sender, he evaluates as many cues as are available
in order to interprete the meanings he gets, From these
meanings he inferes the sender's attitude. Tf he knows
the sender's attitude at the outset, he cualifies the
meaning of the communication to coincide with that attitude,

On some occasion, the manager may communicate with pecple

whom he does not know personally well, In such a case, his

attitude will be reflected in his communication, by such
qualities as tone, completeness, +tact, positiveness,
enthiusiasm, friendliness etc, The manager must inturn look
at these qualities as cues to tell him about the attitude of
those who communicate with him,

Fvery quality which can be detected in any communication is

in some degree a measure of the senderts attitufe towards

his receivers, toward the subject of his communication and

towards the situation in which he finds himself. Because the

receiver interpretes the sender's words according to what these
qualities tell him about the senders' attifudes, awareness and
control are necessary if the sender is to communicate success-
fully.

1ii) The manager's technique; Techniques affects the outcome
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of a communication only if the senderts thinking and attitu&e

are ellfeclive. The manager's techniques are all those skills

like clarity, readability, diction, organieation and
presentation which can be applied to a communication problem
to make the most effective impact., mMepending on his techni-
que, the sender can communicate his meaning completely,
positively, persuasively or otherwise, technique reflect
the sender's thinking and attitude,

For an organisations to achieve effective communication, the

following measures should be adopted: . I

a) Company policies must be defined to enable employees know
the purpose and operation of the organisation.

b) PResponsibility for each individual shoulq be clearly
defind. |

¢) Delegation of responsibility and authority should be made
to cnable subordinates participate in decision making,

d) Performance of the critical areas must be appraised to
identify the strength and weakness and relating rewards
to performance.

ej Prompt feedback is necessary to influence behaviour in the
desired direction,

Iy The company should operate suggestion scheme and maintain
an open door policy to encourage subordinates to initiate
communication,

Training to acquire communication skills should be
encouraged,

gy  Status symbels reflecting high degree of dichotomy between
superiors and subordinates should not be over stressed.

j) Preference bias in recruitment of new employees should

be avoided. !
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CHAPTER THREE

Background Information on Zaria Industries Limited:

The aim of this chapter is to provide some general

information on the company's organisational structure and

operations. An understanding of its orgainsational set up
is vital because it reflects formal communication flow in
the organisation.

Zaria Industries Limited is situated  .along Zaria-Jos road
Just some 4 kms outside Zaria city. Tt is.located in a
village called Dakache. The company is a private limited
liability company that was established in 1974 when it also
commenced operation. The company with an initial authorised
share capital of N2 million which later expanded to K3 milion
is owned by Nigerians and Japanese technical partners.
Nigerians own about 60.,2% of the shares while the technical
partners Unitical limited and Nichemen Corporation of Japan
own 19.9% of the shares each. The technical partners are
represented on the company's board.

%2 Organisation Structure;

Although, the company has an elaborate structure as in-
dicated in the organisational chart in figure I, in practice,
some of the positiors dépicted are not filled up because
given the present scale of the company's operation, it cannot
afford the financial expenses involved,

The company is headed by the General Manager, - It is divided

into 2 divisions, the Factory and general administration

divisions which are headed by assissant general Managers,
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5«3 Personne

This department is headed by a personnel Manager who
is assisted by other subordinate officers. The duties of
the department covers general administration, staff welfare,
security and transport. These responsibilities are carried
out by various units. The company presently has a staff
strength of 260 ; out of this number, 4 are expatriates.
The staff population is made up of 25 senior staff while
the remaining 235 are junior staff. Since inception, the
company has not exprienced high rate of staff turnover except
in 1884 due to the down fturn of the economy when the company
was forced to retrench 20k of its workforce as part of its
efforts to rationalise its operations. It offers employment
mostly for people who posses technical skill required by the
textile industry. The company offers attractive remuneration
to retain the services of its staff. Infact, it has already
implemented the new wage structure. Similarly, inspite of
the harsh economic conditions, the company is still offering
its employees vehicle loans to enable them purchase their
own vehicles. However, it is only the senior staffs that
are entitled for accommodation in the company's official
house. Another incentive to staff is the payment of a

full month bonus salary every December.

On trainning and staff develcpment, the company has been
sponsoring some of its junior staff for certificate courses

in Kaduna Polythenic as well as its senior staff for seminars



44

and workshops. The comnsideration for the welfare of the

staff has also been a central focus of the company. It

has allowed private caterers to provide canteen services

at very minimal prices to the employees. There is also

a clinic within the company that caters for the need of
staff. However, while a senior staff and his family are
entitled for treatment from the c¢linic, it is only the Junior
employee alone who is entitled for medicare. The company

has a football club to promote interaction among the staff.

%+4 Production:

Most of the departments in the company concerned with
production are found in the factory divis&ion. The depart-
ments are maae up of spinning, weaving, finishing, sewing
and power. These departments are headed by their respective
managers who are assisted by foremen and overlockers. The
company is unique in the product it produces because it is
the only company in Nigeria that Manufactures tarpaulin for
motor vehicles, tent making and erecting canopies. The
company has established a reputation for high quality which
ig attested by the 2 quality awards it has receiveé in London
in 1985 and 1986.

The basic waw materials that it uses are cotton and chemical
dyes. Due to the prevailing economic conditions, the company
is now operating at 45% of installed capacity. Production
runs are smoothemed through out the year to avoid stock-outs.
The company is presently faced with the problem of escalating
production cost because of the decline in the walue of the
Naira.
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This situation is excerbated by the fact that it has to
to import 50% of its cotton requirements as well as all the
the chemicals. The other 50% of its requirement is satisfied
locally. 1Inspite of this problem, the company has no intention
of involving itself in direct cotton farming to source it raw
waterials locally. This is because it hasn't got resources to

do 80

3.5 Rales:

Thig department is hesded by the sales manager and is
responsible for marketing the company's products. With the
high demand for the company's product which is seasonal,
especially, during the rainy season, this has encouraged
stiff competition. The fact that the company has the
monopolyY of manufacturing tarpaulin locally did not exclude
it from competition. With the lucrative market, smugglers
have found it very easy to compete with the company. In the
last 2 years, the company was forced to close it lagos sales
office to cut down it marketing coat. The smugglers have
almost dominated 50% of the market with their foreign manu-
factured products against which the local procduct cannot
compe te favourably. Because of the poroux nature of our
borders, several efforts by the government to curb the
activities of these smugglers have not fully succeeded.

The cowmpany is so far studying measures it can adopt to

maintain its market share.

3.6, Frospecta:
Inspite of the s{iIf competition from smugglers, the
future of the company is very brighi. This is because the

existing national demand for tarpaulin products is high while
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the supply is low. In the near future the company is likely
to have its raw materials supplied locally as Nigerian farwmers
continue to engage in cotton farming. The present goverment
export drive will also enable the company to expand it markets
when the local market has been saturated into neighbouring
countries. The support which the company has given towards
state government and community programmes has also earned it

goodwill particularly within the community it is sited.

This support will continue to ensure the patronage of its

services by both the government and public as large.



CHAPTER FOUR

FINDINGS AND DATA ANALYSIS

This Chapter analysbé guperior—-subordinate communication

in Zaria Industries Limited. The analysis is based largely

on the questionnaire responses of both parties. The analysis
examines areas l1ike the awareness and need of communication,
the means of effectiing superior and subordinate communication,
what is often communicated, the frequency of communication,
communication problems and assesing the likelinhood of
‘Bupariors . influencing their subordinates. Table 1, A -

D represents the response of superiors.Table 2, A -E represents
the response of the subordinates. |

TABLES REPRESENTING SUPKRIOR RESPONSE TQ QUESTIONS IN THE
QUESTIONAIRE:

TABLES I. A -D represents superiors response to the various
questions,.

Tahle I. A: Awareness and need for communication

Questions L - No ouveriors
Answer Bﬂggf * of resp
1. Do you believe that communication Yes 2 . 50
with both your superiors(s) and
subordinate{s) can affect your job
rerformance? No 2 . 50
2. 1f communication is that important
to you, do you in communicating with
your subordinate(s) plan:
a) what to say? Yes 4 . 100
No
b) when to say it? : Yes 4 | 100
No
¢) How to say it? | Yes 4 | 100
_ No .




(d)

(@)

(b)
(c)

(a)

L&

Where to say it?

Do you feel that your subordi-
nate(s) need to be:

Provided with information
about the activities of the
company?

Told the importante of their
jobs?

Told about the problems affec-
ting the department?

Trained to transmit information
and answer the questions of
of junior employees?

Yes
No

Yes
No

Yes
No

Yes
No

Yes
No

100

100

100

100

100
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Table T B. Thg media or Means through which communication
- is effected with subordinates.

SUBORDINATES g
No gFefiﬁrpﬁ TesSp.
. Questions Anawers Resp - )

1. Which language(s) do yox

effectively English .
use in communicating? Hausa
both 4 100

2, which means do you use in co-
mmunicating with your subor-
dinate(s) ¢ )

(@) Face to face contact? Yes 4 100
No [
(o) Telephone ’ Yes 3 . 75
No 1 ' 25
(C) Radio message? Yes
No 4 100
(d) By writing? Yes 4 100
No

% In communicating with your sub-
ordinate(s) how often do you:

(a) Talk to them in groups? Regularly
cccasion- 100
nally 4
never

(b) Talk to them individually? Regularly
occasion-
ally 4 100
Never

4, Which of these methods is

effective:
(@) Talking to them in groups? Yes |
No
(b) Talking to individually? Yes 4 ! 100

No
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Table T C. The subjects of communication, frequency and
where communicalilon 0CCUTS Wil SUDGLAINALES,

Superiors
Quegtions Answers No of resp. . ¥ of resp
't. Do you communicate
' 1o your subordinate
(S): o . L7
{(a) Specific tasks you -
expect Yes 4 100
them to perform? No
(b) The standard of :
measuring their Yes 4 100
performance? No
{c} Feed back on their
performance? Yes 4 100
No
(d) Your desire for their
feedback? Yes 4 100
: No
2e How often do you
desire to communica-
te with your
subordinate(s) on - (N
their
(ay  Work problems? Regularly 4 100
. Occasgsion
ally Never
(b) Social and family
problems Regularly
Occassion
ally,Never 4 100
3 How frequent do
you communicate _
with your subordina
te(s)%
(2) TIn your office? 0ften 1 | 25
sometimes 3 ' 5
Never




(v) In his work place? Often = 4 . 100
sometimes
never
(¢) 1In social circles
after working Often
. hours? sometimes 3 75
never 1 25
4. Do you:
(a) Allow subordinates
-access to your Often 2 50
office? sometimes 2 50
' never
(b) Consult them on
igssues affecting Often
their welfare 7 sometimes 4 100
never
{(¢) Use their ideas and
suggestions? Often
sometimes 4 100
never
Table I D, Communication problems with subordinates,
Superiors
Questions Answers No of resp. . % of resp
1, Wwhich of these communica-
tion problems do you
encounter when communica-
ting with your sobordinate - : ¥
(s} :
(@) Getting the right infor-
mation at the right time? 3 75
(b) Getting the message
accepted and acted upon?
(¢) Language problem? 3 75
(d) Tack of adequate equipment? 3 75
(¢) Repetition of message?
(f) Misunderstanding through .
failure to read and ' 25

listen attentively?
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{g) Iack of feedback?

(h) poor writing, speech -
etc?

(1) Inability to select the
~information to pass on? 1 | 25

(3) ~ibconsistency between
words and action? -

2. Do you desire to improve Yes 4 100
in your communicatign with
your subordinate(s)’? No
3. How do you rate the
performance of _ . Very Good
of your subordinate(s) Good 4 100
fair
Poor

Tables Representing subordinateg response to questions
in the questionaire

Tables 2, A~E represents subordinates responses to the
various quesgtions

Tables 2, A: Subordinates awarecness and need for comunication

Superiors
Quegtions Answer No of resp. . % of resp

1, Will communication
with your boss Yes pd - 25
and subordinates
affect your job
performance? No 6 75

2. In communicating with
your boss do you plan:

(@) what to say? Yes 8 100
No

(b) When to say 1it? Yes 8 100
No

(c) How to say it? ' Yes 7 87. 5
No 1 12.5

(1) where to say it? + Yes 8 ‘ | 100

" No
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3. Do you desire to be:

(a) provided with information Yes 8 100
about the activities of the
company? No
(b) Told about the importanes Yes 8 100
of your job? Yo -
{c) Told of the problems affe- Yes
cting the department? No
(@) Trained to transmit informa- Yes 8 100
tion and answer the questions
of junior employees? No

Table 2, By The media or means through which communication
Is effected with superiors.

Superiors
Questions ' answeres. No of resp. . %
of regp.
1. Wwhich language(s) do you English 5 62,5
effectively use in communi-  Hausa
cating with your boss? Bath 3 37,5
2+ Which means do you use in
communicating with your
boss? _
(a) Pace-to-face contact? Yes 8 100
: No
(b) Telephone? Yes 5 62.5
No 3 2.5
(¢) Radio message®? Yes
No 8 _ 100
(d) By writing? Yes 8 100
No
% In communicating with
your boss how often does
he communicate: :
(a) Talk to you in groups? Regularly 1 12.5
: Occassiona- 6 i 13
11y Never 1 «5
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(b) Talk to you individually’  Regularly 6 75
Occassion- 2 25
ally, Never

(c) By writing? gegulai'ly 1 L 12.5

ccassion-
ally, Never 7 87.5
i in group 1 12.5
4. gglcguoirzggrﬁbove methods {0 B0 ar 6 7%
J 5 &ﬁ{yBy writing
) 1 12.5
Table 2, C: The subjects of commusication,frequency and
===  where communication Occurs with superiors,
Superiors
Answers NO of Resp. % of - Resp
Questions
1 Does your boss
communicate to you:

(@) The specific task he Yes 8 S 100

expects you to perform? No

(b) The standard of measur- Yes 8 100

ing your performance? No

(¢c) The feedback on your Yes 8 100

performance? No

(d) How he expects you to Yes 8 100

keep him informed? No

2. Do you desire to be Yes 8 100

informed of your per- No
formances?
e How often do you communi-
cateon with your boss on:
(a) work problems? Regularly 8 100
Occassion~
ally, Never
(b) Social and family
problems? Regularly
Occassion- 27-5
ally, Never 5 02 .5
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4., Where do you communica-
te with your boss:
(@) In his office? often ~ & o 25
sometimes 5 62.5
Never
(b) At your work place? Often 6 5.
sometines 2 25
Never
(¢) 1In social circles
after office hours? Often
sometimes 4 50
Never 3 3745
5. Does your boss:
(@) Allow you access to his Often 5 62.5
office? sometimes 3 i )
Never
(b) Consult you on issue Often
affecting your welfare? sometimes 4 50
Never 4 50
(¢c) Use your ideas and Often
suggestions? sometimes 8 100
N ver
Table 2, D: Communication problems with superiors
Superiors
Questions. Answers No of Resp.% of Resp
1, Which of these communi-
cation problem do you
encounter when communic-
ating with your boss: A
(&) Getting the right .
information at the right 27
time ? 3 O8R4 515
essage
(®) gggé%ﬁgdtggdmacte upon?
(c) Language problem? 1 12.5
(d) ILack of adequate
equipment? 3 375
(e) Repitition of measage?
(f) Misunderstanding through
failure to read and listen 1 12.5
attentively? .

KASLIAM inma.
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(g) TLack of feed back? 3 ’ 37.5
(h) poor writing, speech etc?

(1) 1Inability to select the
information to pass on? 1 12,5

¢j) Inconsistency between words
and action? 2 25

(k) Iack of trust and confidence in
your boss?

Table 2, E: Assesing the likelihood pf superiors.influence

Subordinates
Questions. Answerg No of RESP . % of Resp
1. How much do you Very Much 1 12.5
think your boss can Muckh-. - 6 75
affect your career? Not at all 1 12.5
2. How much background Very Much 2 25
and interest do you Much 6 75
have incommon with Not at all
your boss?
3 Do you think the way
your boss communicates Yes 5 62.5

to you effect towards No
your job performance?

4. 1If your boss communi-
cation with you did not
affect your job per-
formance, what reasons
affected your attitude
to the job?

1. The awareness and need of communication:

In this section analysis of answers to various questions
that determine the respondants awareness and need of

communication is made as stated below?
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(@) 1In answering the question whether communication with
superiors of subordinates would affect the respondnts j
job performance, 50% of the superiors agreed that they
believed that it could affect their job performance, About
75% of the subordinates were of the opinion that communi-
I
cation with their boss would not affect their job perfor- |
mance, what could be concluded from the responses was thai
only half of the superiors are aware of the role that co=-
mmunication could play in their job performance. The ignorance

of the role of communication is demonstrated by the high
number of the subordinates response who believed that i+

could not affect their Jjob performance, The difference
in the level of awareness might be due to educational diffe-
rence since 2 of the swperiors are Higher National diploma
holders while the - gubordinates are secondary school leavers
of pecple who rose through the ranks. This revelation is
not surprising . because the ignorance of communication is
not limited to this company but also to other organisationg
as the following experience demonstrate, In the course of
my search for a company where I wanted to conduct this
study, when I met the personnel Manager ¢f one company and
told him that my purpose was to ceonduct a research in his
organisation on the use of communication as a management
tool, his reply was that "we don't communicate here, what
we do is to produce soft drink®% With this kind of response
the discussion was terminated.
(b) with regard to planning their communication, 100% of
the superiors affirm that they plan what, when, how and

" where to say what they want to say.
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Similarly, about 100% of the subordinates response was
affirmative. To both parties, planning their communica-
tion in the organisational set up is necessary if what
they have to say is to gain acceptance while superiors may

exercise caution in communicating what may undermine their
status ang prestige, the subordinates on the other hand may

communicate only what will be pleasing to the superiors

to avoid offending them,

(c)un the need for information on the organisation, 1UU% of
both superiors and subordinates feel that there is the
need of providing and being provided with such information
if they are to perform their functions effectively. With
such a need, both superiors and subordinates would desire
to improve the content and quality of their communication.

(i) The media or means through which the communication is
effected;

Here we will consider the following responses:

(a) On the question of which language or languages
the respondantsuse, 100% of the superiors responded
that they use both Hausa and English. 62,5% of the
subordinates use and prefer to use English in
communicating with the superiors. 37.5% of the
subordinates use both languages. From these responses
it could be observed that the superiors use English
language in communicating with their immediate
subordinates while using hausa to communicate with
the operatives. The subordinates on the other hand
prefer communicating with their superiors by using

English because cf the belief that the higher you
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climb - up the organisational ladder, the more you
are expected to master the English language, The
fact that it is very difficult for them to give
complex scientific explainations of issues in Hausa
is also one of the reasons.

(b)in terms of which means of communication do the
respondants use, 100% of the superiors responded that
that they use face to face contact and written media,

50% ol them said they also use telephones. The

subordinates on the other hand responded that 10U%

of the communication with their superiors is through

face to face contact and written media, 62,5% of
them said they use telephones, The emphasis on

face to face contact shows :@ - that the level

of interaction between superiors and subordinates

is very high and thus, the likelihood of their'being
influenced.

(c)With regard to how often thé superiors communicated
with their subordinates individuwally or in groups,
100% of the superiors responded that they regularly
talked to their subordinates individually and only

occassionally do they talk to them in groups. This

assertion was substantiaied by 75% of the subordinates,

However, 85% of the subordinates prefered being

spoken to individually. This pattern of communication

may either be the result of the small number of

employees involved or because of the desire of the
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superiors to deal with only one person at a time or desire
for detailed information., Whatever may be the reason,

it appears that this pattern is a company tradition that
serve to enhance the status of the employees since 100%
of the superiors feel that talking to their subordinates
individually is most effective.

iii) The subjects of communication:

In this area we seck to analyse the response to the follow-
ing questions.

(@) As to whether the superiors communicate to their sub-
ordinates the task they are expected to perform, the standard
of measuring performance and providing feedback, 100% of the
superiors responded that they do communicate the above
information, This claim was also supported by 100% the
subordinates.However, on the desire for feedhack, 100% of the
subordinates expressed the desire for feedback, This esta-
blishes the fact that there is no subordinate that does not
depire feedback. Prompt feedbaCkK would enable the subordina-
te to control and correct his behavior, Feedback: will also
increase accuracy.

(b) On how often the superiors communicate with their subor-
dinates on their work and social and family problems; 100%

of the superiors responded that they communicated regularly
with their subordinates on their work problems and only
occassionally on their family problems. While 100% of the

subordinates agreed that they communicated regularly with
their superiors on their work problems, about 62.5% responded



61

that they never communicate with their superiors on social and
family problems. The lack of communication between some
superiors and subordinates on social and family problems
shows that most of the communication that goes on between
them is only related to their work. The absence of communi-
cation on social matter§ either shows that the managers do
not want to delve into the personal concerns of their subor-
dinates or thefe is lack of trust and confidence in the
superiors which hinders the subordinates from sharing such
problems with them. Superiors can influence subordinates
more if they are interested not only in their subordinates’

work problems but also in their social and family problems,
(c) In answering the question where they communicate, 100%

of the superiors responded that they often communicated with
subordinates at their work places. About T75% of the superiors
communicated sometimes with the subordinates in their offices
and social circles after working hours., On the other hand,
T5% of the subordinates responded that they commmunicate at
their own work place with their superiors. 62.5% of them
said they communicated sometimes with their superiors in

the superiorfoffice. However, only 50% of them admitted

that they communicated with their superiors sometimes in
social circles after working hours, The nature of communicae
tion here indigates  that superiors go out to meet their su-
bordinates in their working places to give instructions and
directives This shows that there is close supervisior and

. frequent interaction between superiors and subordinates.

This might be explained in the light of the factory environ-
ment

r
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where most of the superior's jbb involves on the spot
control, The implication of the superiors and subordinates
,Lcommunicating in social circles after working hours shows
that both might be living within the seme enwironment which
facilitates frequent meetings or they share the same social

hobbies.
(d} On the guestion of allowing subordinates access into

their office, consulting them on issues affecting their
welfare and making use of their ideas and suggestinns, 50%
of the superiors responded that they often allowed their
subordinates into their offices. 100% of the superiors,
claimed that they sometimes consulted their subordinates

on issues affecting their welfare and sometimes make use of
their ideas and suggestions. In validating the above claims
62.5% of the subordinates responded that their superilors
allowed them access to their offices often. However, 50%

of the subordinates claimed that their superiors never consi-
lted them on issues affecting their welfare., 100% of the
subordinates agreed thut their superiors sometimes made use
of their ideas and suggestions. While it must{ be accepted
that by allowdéng subordinates access to their offices often

and sometimes making use of their ideas is a reflection of
the superiors open door policy and recognition of the value

of their contribution to the organisation, the fact that
some superiors are not ready to consult their subordinates
on issues affecting their welfare shows a lack of concern

~for the feeling of their subordinates on their personal pro-
blems such an attitude can possibly irritate and cause su-
spicion among subordinates. £
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. This will tend to reduce the subordinates abijlity to perform
to the best of lis ability, While adopting subordinates |
ideas is encouraging as this will give them courage to speak
out, some improvement is needed in the area of consulting
subordinates on matters that affect their welfare., This will
show tp them that their superiors are concerned about their

feelings.

iv) Communication problems

When asked about the communication problems they encounter
with each other, the respondants responded thus: 75&% of the
superiors pointed out that getting the right information

at the right time from their subordinates is one problem,
Other problems pointed out by the same percentage of res-
pondants are language problems and lack of &#gdequate telephone
facilities. Only 25% of the superiors pointed out that
misunderstanding through failure to read and listen attenti-
vely is constituting one of the problems. On the other hand,
37.5% of the subordinates responded that they similarly
experienced the problem of getting the right information at
the right time from thelr superiors as one of the problems.
The same percentage of the subordinates similarly, pointed
out that lack of adequate telephones and feedback are some
of the problems. In addition, 25% of the subordinates also

stated that the inconsistency between the words and actions

of their superiocrs i8 one of the problems. Some other problems

pointed out by 12.5% of the subordinates included, language,

misunderstanding through failure to read and listen and in-
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ability to select the right information to pass on.

From the problems stated above, the failure of giving the
right information at the right time may be caused by thellack
of the knowledge of the information desired by either the
superior or due to the absence of prompt feedback. Both su-
pericors and subordinates are not time consciocus in the manner
they transmit information, The question of inadequate tele-
phones facilities accounts for much of the face to face co-
mmunication among the parties. The language problem arises
as a result of differences in the level of education of the

superiors and subordinates, The fact that.feedback is stated as

one of the problems by the subbrdinates shows that gome of the: sup
iors are not prowiding their subordinates with prompt  feed-
back on their performance. The problem of inconsistency

between the words and actions of some of the superiors demons-
trates an atmosphere of Jack of trust and confidence in the

subordinates, This is likely to affect the superiors credi-
bility. The problem of failure to understand and select the
information to pass on might ail be attributed to the low
educational level of the subordinates. Wwhatever might be the
‘case, thege problems need to be tackled if the communication

level desired should be attained,

(v) In this area, superiors were requested teo indicate their
desire for improving their communication with their subordinates

as well as assesing their subordinates performance. 100% of

them responded that they desire an improvement in communica-
ting with their subordinates, thus, indicating that the present



level is far from satisfactory. They similarly, assesed

thejpr 3ubordinates performance %o be goud.

(v) Assessing the likelihood of superiors influence on suborQ
dinates:

This secgion is not coniained in the guestionaire admini-
stered to superiors. It dealswith the following quéstiogg:;
(&) In responding to the question how much ﬁo you think .
your boss can affect your career, 62,5% of the subordinates
responded that the influence of their supefiors would be
much, 25% said the influence would be very much, only 12.5%
said the superior cannot influence his career at all. The
~conclusion would therefore pe drawn that because of the likely
influence of the superior on the subordinate’s career, the
subordinate will ensure that he must live up to the expec-
tation of his boss if he is to progriess in the organisation,
He is therefore likely take his relationship with his boas
very seriously into consideration when communicating.

(b) On how much background and interesis they have in common
with their bosses. T75% of the subordinates responded that
they have much common interest and background with their
bosses while 25% said they had very much in common. This
trend shows that the superiors employ subordinates who have
common background and interests with them because they intend
to minimise their communication problems. Thus, the lesger
the communication problems they have, the greater their

ability to influence their subordinates,

(¢) In asgesing whether the way their bosses communicated
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to them influenced their attitude towards the performance
of their jobs, 62.5% responded that it did affect their
attitude while about 37.5% said it did not. This later
group did not however, provide any reason be.side communica-
tion which might have likely influenced their atiitude.
The response of the subordinates to this question shows
how each considers commuiication with their superiors. s
. Some of them may seriously be affected by what the
superior's says while others may simply not care especially
in this part of the country where people believe in fatalism.
Whatever may be the case, without human communication,
people cannot work together effectively in gXeups, where
there is no communication confusion prevails. The superiors
should therefore provide an atmosphere within the organisa-
tion which will encourage effective communication. Since
their subordinate® ability to be influenceqd depends on their
comprehension ability, attitudes and beliefs, superiors
by improving their subordinates’ communication skills and
shaping their attitude towards their jobs, they can effec-
tively convert their potential to influence wo. s« Dbehavior
in to actually influencing the behavior of their usubordina-

tes towards the achievement of organisational goals.



CAAPTER RIVRH

CONCLUIE TON

c:1. This chapnter concludes the study, It summarjiges the
major issues raiced and har some rTecommend:itions for
better and more effective commmication in orzamisations,
The chapter is organised into the following (5.1)
summary of the study,(5:2) recommendation and (5:3)
conclusion,

(5.1) Summory
The study =s stated in Chapter one has examined the

nature of commmication and ite role as a management tool

veing Zaria idustries limited as a case study., It was shown
in chapter two that communication is the transfer of meaning
from one person to another involving the ure of symbols, The
fact that people must communicaté has Also been established

if they are to exerciee inflmwence on others, To this end,

managers are ‘influenced and also influence the behaviour of

their subordinates through communication. The importance of
communieation is reflected by the managert ability to function
effectively. For his ability to think, to reason, pacs
juvdeement, to peresive, discern and evaluate are all limited

or facilitated by what he knows or what is communicated to him,

People at the s2me time know him only by wnat he communicates

to them, Hizs subardinates, frienda, ascsociates, customers,

euprliers, bosses all know him and judge him on the basis of
what he communiecates and how he communicates,

It was further highlighted in chapter two that the way orgnisa-

- -
tinne are structured reflect the formal chanrel of communica=
tion.
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T™he informal channel also exist along with the formal channel

to provide for the social need of the memberse, Aittention

has also been drawn to bath interrnal and 2xternal organica-
tional communication with the need for all levels of manage=
ment to be responcible for commmieation, Zimilarly, conei-
deration ha= been piven to the communieation process whiech
irvolves the =mender, the chamnnel and the receiver as well as

the need for both of them Yo rossges encoding And decoding skills
for them to underetand each other, To facilitate the process,
there is need for 2liminating the csvsees of noize ~s well as
ctrenging the necessity of feedback =0 that the eender could

be able to judge the effectiveness of his mes=age, has been
pointed out, Tn addition, the comminication flow in 2n organi=-
sation which conld either be downward, upward and horizental
with the need of improving upward communication has been . |
examined ap well as the media of communication, The subject

of superior and svbordinate communication h=as recgived atten-
tion as well as . : what determines the effectiveness of communi-
ceation, Indeed it has been pointed out that for any communica-
tion to take place, a climate of mutual trust and confidence
mist be eatablished, consistgnt ~ffort ghould be m:de in

taking delibrate steps in improving communicatior skills, The
fact that effective communication ig not a panacea for failurpe:
in other managerial functions 1like nlanning, organicing and
rontrol has also been stressed,

In chanter three, backgroimd information was provided on the
company to provide some famili=rity with the company; special

emphasis has been laid on the companys organisational structure
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beecange it r fleets the nature of the formal communication
flow, It also provides the environmental setting within

which the communijecation between superiors and subopdinates take
place,

The d«ta apaly=is in chapter four brought to lizght the lack

of awareness of the role of communication on the part of

com® of the superiors and subordinates, The fact that both
suparinre and svhordinateg decgire to communicate work related
information has alzo been entablirhed, The study has also
hizhlirhted the faex that the pattern of communication invo¥les
a 1ot of face to face interaction oen individual basin -among

both partiee which most of the =subordinates seem to prefer,

It has also been noted that superiors maintain an open door.polipy
a3 w2ll an woa bhe ddears of Lheir swberdinates to encourage
upward communication, It was alco shown that come communica=-
tion problems do exist among euwperiors and subordinates, This
was further confirmed by the fact that superiors de«ire more
commpnication with their subordinates, The fact that some
suhordinates a2dmitted that the wiy their superiors communicated
afTocted their attitude towards °°  t{heir. job _performance corroboz
the idea thnt communication can be sn affective means of

infinencing work behavior,

5s2 RBecommandatione,

In an attemprt to solve some of the following rroblems
di=eavered in the course of the ctvdy, the following peco=-
mmendotione are madei-

a) On the f=ilure of getting the rizht information at the
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ri~ht time which might be due to lack of the knowledge of

the information derired; In minimising such a problem, .
there is the need for being definite in communicating what

i= desired as well as insisting on timely repnorting. The

time value of inform<tion must be borne in nind at all times
when communicating,

b) In tackling the languvage problems which arices as a
result of the educational differencee between superiore and
subordinates, sapreriore muset learn to communicate at a level
romprehensiable to their subordinates, Superiore should
t2ach their subordinates how to communicate well by the way
they also communicate, They should be encouraged to igrrove
their communication skills by organising such training for
them,

¢) In solving the problem of inadequate telephone facilities;
the company chould Also subseribe for more telephone lines

if it e=n afford it. Telephones should not be seen as Iuxuries
entitled to only the people at the top but as a necessity

th=t will facilitate prompt communic=tion,

d) The problem of feedback on performance which is one of the
complaint of the subordinsates car be minimised by a change

of attitude on the part of superiors, Feedback should be
informed by a desire to improve the performance of a subor-
dinnteg He should be commended when h= does well and erco=-
urared to do betiter when he performs badly, The attitude

nf =ome sureriors that the subordinate is in the best situation
to judge his own performanece and therefore there is no need

to inform him on his perfgrmnnne should be avoided,
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e) In some cases, both superiors-and subordinates mis-
understand each other through failure to read and listen atten-
tively. This problem might be due to dislike for the subject
or the person who is communicating. In solving this probles,
superiors and subordinates must learn to show empathy by
cultivating good listening habits. They should also endea-
vour to maintain good working relationships with colleagues.
f) 1In tackling the problem of credibility which often results
from inconsistency between words and actions, superiors es-
Pecially must bear in "mind that the degree to which they are
able to influence their subordinates is determined by the
Credibility of their communication. They should communicate
frankly and sincerely so as to sustain the confidence reposed
on them by their subordinates.

5.3 Conclusjion:

At the begining of the study it was posited that where
there is an awareness of communication the way the superiors
communicate will affect the attitude of their subordinates
towards their job performance. This assertion has been sub-
stantiated in the study. While at the begining of the study
about 75% of the subordinates felt that the way they are
communicated with did not affect the performance of their
job, by filling the questionaire, at the end of the study,
about 62.% of them had to admit that the way their superiors
communicated with them can affect their attitude towards their
jbob performance. The study has similarlyccreated the need for
more communication among superiors and subordinates for better

understanding. To this end there is a need for all thé levels
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of management to improve their communication skills. The
following ten commandments set forth by the American Manage-
ment Association for good communication would help in achieving
this objective if considered while communicating.

1. Seek to clarify your ideas before communication.. You

must analyse the problem or idea to be communicated to make

it clear., This requires planning which must consider the

goals and attitudes of those who will be affected by it.

2., Examine the true purpose of each communication. Before
communicating ask yourself what you really want to accomplish
by your message. Is it to ohtain information, initiate action,
change another person's attitude; identify your most impor-
tant goal and then adapt your language, tone and total approach
to achieve that goal. Do not try to accomplish too much with
each communication. The sharper the focus of the message the
greater it chances of success.

3. Consider the total physical and human setting whenever

you communicate., Meaning and content are conveyed by more than
words alone. Many factors influence the over-all impact of

a communication and the manager must be sensitive to the total
setting in which he or she communicates. For example, con-
sider your sense of timing, that is, the cirgumstances under
which you make an announcement or rgnder a decision: the
physical setting - whether you communicaté in private or
otherwise. The social climate that pervades work relation-
ships within the company or department and sets the tone of

its communication: customs and past practice, the degree to

- -
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which your communication conforms to or departs fpgm the
expectations of your audience. Be constantly aware of the
total setting in which you communicate because communication
must be capable of adgpting to its environment.

4. Consult with others where appropriate in planning communi-
cation. It is desirable to seek the participation of others
in planning a communication or developing facts on which

to bage it. Such consultations helps to lend additional in-—
sight and objectivity to your message. Moreover, these who
have helped you plan your communication will give it active
support.

5. Be mindful while you communicate, of the overtones as
well as the basic contents of your message: your tone of voice
expression, your receptiveness to others - all have a trem=

endious impect on those you wish to reach., When overlooked:-
these often affects the listeners reaction to a message

even more than its basic content. Similarly, your choice

of language - particularly your awarenes of the fine shades
of meaning and emotions in the words you use - predetermines
in a large part the reaction of your listenexrt, .

6. Take the opportunity, wheén it arises to covey something
of help or value to the receiver; consideration of the other
persons interest and needs - the habit of trying to look at
things from anothers point of view will frequently. point mp
opportunities to convey something of immediate benefit or
long range value to him or her. People on the job are most
responsive to the manager whose message take their own in-

terest into account,
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I7_ Follow=up your communication, Our best efforts at co-
mmunication may be wasted and we may never know whether

we have suceeded in expressing our true meaning and intent
if we do not follow up to see how well we have put our
messages across. This can be done by asking questions,
encouraging the receiver to express his or her reactions,
follow =up contacts by subsequent review of performance.
Feedback is a necessity for complete understanding and ap-
propriate action results,

8. Communicate for tomorrow as well as for teday. While
communication may be aimed primarily at meeting the demand
of an immediate situation, they must be planned with the
past in mind if they are to maintain consistency in the -
receivers view: but most important of all, they must be consi-
stent with long term interest and goals., For example, it is
not easy to communicate frankly on such matters as poor
performance or the short-comings of a loyal subiordinate-but
postponing disagreeable communication makes it.difficult in
the long run and is actually unfair to the subordinate and
company .

9, Be sure your actions support your communication. The
most persuasive kind offi communication is not what you say
but what you do. When actions and attitudes contradict words,
we tend to discount what is said. For every manager, this
means good supervisory practices such as clear assignment
of responsibility and authority, fair rewards for efforts,
sound policy enforcement; these serve to communicate more

than all the gifts of oratory.
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V. To be an effective communicator

seek not only to be understood but to understand, that is,
to be a good listener. When we start talking, we often
cease to listen that we do not attend to the other personé
unspoken reactions and attitudes, Listening is important
yet it 1s the most neglected and difficult skill of comm-
unication. It demands that we concentrate not only on the
explicit meanings another pexrson is eXpressing but on the
implicit meanings, unspoken words and undertones that may
be far more significant, Thus, we must learn to listen with

the inner ear if we are to know the inner person.
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APPENDICES;

AFPENDIX 1

Faculty of Administration,
Department of Business Administration
Kongo Campus,
A.B,U, Zaria,
5th August, 1988.

Dear Sir/Madam,

I would greatly appreciate your co-operation in filling
the attached questionnaire to assist me in conducting a

research on the use of communication as a management tool,

The research is a requirement in partial fulfilment of a
Master's Degree in Business Administration by the post-
graduate school of the University.

I assure you that the information volunteered would
be treated with -~utmost confidence and would not be used
for any other purpose than for the research.

I look forward to your maximum co-operation.

Thank yocu,

I. YAKUBU
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3

Questionnaire of Research on Interpersonal
Communication Between Superiors and Subordinates:
Questions for Superiors (Head of Department)

Section A: (Fill in the appropriate information)
Name......uu............nu........“..n.............
Department:...........-............-...'-........'..'....

POSition:.....00O.O....t.-tt-.t.....u.o......out..-to....

How long have you held the post?
Number of staff in your department:
(a) Seniore.sscccccccsssse
(b} Junior sesersnnessnns

Educational attainmént.........-..oo-----.---...-..-...oo

LR B O L LI B B O B I B B O B A B B BN B A B

Section B (£fil1l or thick where appropriate)

Do you believe that

communication with both

your Superior(s) and

Subordinate(s) can affect Yes No
your JOb performance? sensso seesna

If communication is that important
to you, do you in communicating

to your subordinate(s) plan; sesses ceseve
(a) What to say? C e -
(b) When to say it? & W T
(c) How to say it? . meaaEe PR
(d) Where to say it? - ——

Do you feel that your subordinate(s)

need to be;

(a) Provided with information about sesese cescee
the activities of the company?

(b) Told the importance of T o€ A
their jobs?

(c) Told about the problems
affiCting the d€partment? senses es e

(d) Trained to transmit
information and answer the

questions of Junior employees? e sssnee
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Section C (FilT or tick where appropriate)

1, Which languages(s) do you
effectively use in communicating
with your subordinate(s)?....... e e ireeasenaes teiees

'L L L N L L L O B A O L R LR

5 B F KPR PR [ 2 T B I B I N B B

2. which means do you use in
communicating with your

subordinate(s) Yes No
a) Face-to-face contact? sesene cevesee
b) T31eph0ne.? o "TEEEE sesvane
¢} Radio message’ verene cesssso
d) By Writing? rennree R R ]

3. In communicating with your
subordinate(s) how often
do you; Regularly Occassiocnally Never

sa) Talk to them in-‘llgroups?........o L L L BB B I I O LN L BN N ]
b) Talk to them
individually? sevssaence Gedsasssrsses Weeses

L. Which of these methods is
most effective; Yes No

a) Talking to them in groups 2 «vsssae s esses
b) Talking to them individuallyP....e evevene

Section D
1 Do you communicate to your

subordinate(s) Yes Ne
(a) Specific Tasks you

expec‘t them to per‘for‘m? ssares Geeesaee
(b) The standard of measuring

their performance? ssoveee ssevsnes
{(c) Feed back on their '

per‘for‘mance? ’ ceenvey CrvaBB S
(d) Your desire for their

feedback? . [ 3 B B BN B [ B BE IR BN I N ]

2, How often do you desire to
communicate with your sub=

ordinate(s) on their; Regularlu Occassionally Never
Ea) wor‘k prOblCm? O 80 s sae] o0« s baas aaae 0l
b) Social and

family problemé ? CossuETS (I EERENNERER dassnaa
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How frequent do you communicate

L.

3

with your subordinate(s); Often sometimes Never
(a) In your office? earan secanasn becass
b) In his work place? essen ssennas ' EEEN
¢) In social circles
after working hours? seese sevever EEEY
Do youi=- Often Sometimes Never

{a) Allow subordinates

access to your offices [ ] ]

(b) Consult them on issues

affecting their welfares [ | Ej 1

(c) Use their ideas and

suggestions? | ] - -

Section E. (Thick where appropriate)

Which of these communication problems do you encounter
when communicating with your subordinate(s)

(a) Getting the right information at the
right time?
(b) Getting the message accepted and
acted upon?
c) Language problem?
d) Lack of adequate equipment?
e) Repetition of messagr?
f) Misunderstanding through failure to
read and listen attentively?
g) Lack of feedback?
h) Poor writing, speech etc?
1) Onability to select the information to pass on?
J) Inconsistency between words and action?
k) Lack of trust and confidence in subordinates?

Do you desire to improve yes Ne
in your communication with

subordinates. o l::j~ L1

How do you rate the Very good Good Fair Poor
performance of your : ,
subordinate(s) Job(s)? - LI | S
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APPENDIX 2

Questionnaire of Research on Interpearsonal
Communication Between Superiors and Subordinates:
Questions for subordinates:

S8ection A, (Fill in the appropriate information)

NamMe@,cssoscvnsoescnssesscstnessossosssscsossvesesseses
Departmenticoseecevescsscsvssseccessseocscoscsssessnnsnn
Positionieecesescececcencceccecocscescencesescccsnccee
Name/Position of Your Immediate BoSS%e.ecescccssesee
How long have you worked with your boS8S7sceccosessse
ducational attainments?..ececcesscscccsccccssssesse

Section B (Fill or tick where aporopriate)

Will communication with your boss Yes Yes

and subordinates affect your job
pPerformance?

In communicating with your
boss do you plani-

(a) What do you say?
gb) When to day it?

c) How to say 1it7
(d) Where to say it?

ogood O ol

0 OO0 O=Ooooo o ow

<
»
o

Do you desire to bei=

(a) Provided with information
about the activities of
the company ?

(b) Told about the importance
of your Jjob?

(c) Told of the problem
affecting the department?

(d) Trained to transmit information
and answer the questions of
Junior employees?

Iy

Section C, (Fill or tick where appropriate),
Which language(s) do you effectivily use in
Communicating Wlth }'Dur bOSS? sepoEDERORERES



2.

3.

ho

2

3.

8%

Which media do you use in
communicating with your boss

(a) Face=to=face contact?

-
it
t

(b) Telephone?

(c) Radio Message?

(d) By writing 2

sl
-
=
=

Hooo |

In communicating with your

boss how often does he Regularly Occasionally Never
communicate?
(a) Talk to you in groups? [__] ]

]
(b) Talk to you -
individually? - —1 -
(c) By writing? — - —

Which of ‘the above methods
do you pPEfer? 0ssessPsNO0000RRRROORSSRERERRERRSNS

Section D, (Tick where appropriate)

Does your boss communicate to
you i=
(a) The specific task

he expected you to perform?

(b) The standard of measuring
your performance?

(c) The feed-back on your
performance ?

(d) How he expects you to
keep him informed?

goapome

Do you desire to be intformed
on your performance?

How often do you communicate Regularly Occasionally Never
with your boss oni=

(a) Work problems? 1 E:J E:j

(b) Social & tamily problems ? I

O ooddEk

i
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li. Where do you communicate Often Sometimes Never
with your boss
(a) In his office

(b) At Your workplace?

(c) In social circles
after office hours?

5. Does your boss:ie
(a) Allow you access to
his office?

(b) Consult you on issues
affecting your welfare?

(c) Use your ideas and
suggestions?

od ooo
Joo ogo
oood ooo

Section E. (Tick where appropriate)

1« Which of these communication problems
do you encounter when communicating with
our bossi=
{a) Getting the right intformation at the right time?

(b) Getting the message accepted and acted upon?
(¢) Language problem?

(d) Lack of adequate equipment?

(e) Repetition of message?

(f) Misunderstanding through failure to read and
listen attentively?

(h) Poor writing, speech etc?

(1) Inability to select the information to pass on?
(3) Inconsistency between words and action?

(k) Lack of trust and confidence in your boss?

2. How much do you think your Very much Much Not at all
boss can affect your career?

3. How much background and
interest do you have in common
with your boss? D D D

L. Do you think the way your boss Yes
communicate to you affected
your attitude towards your job ] 1
performance’

6. If your boss's communication with you did not affect
your Jjob performance, what reasons affected your
attitude to the Job? P00 8NP R RN00ER00000R0RRO00RSD

No
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