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Foreword 

Adequate communication is necessary in any organization, simple or com- 
plex, in order to achieve coordination and understanding among the partic- 
ipants. Just as  poor communication within a family causes conflict, so it 
does in complex bureaucracies, where the communication process is struc- 
lured by chains of command and written guidelines. For most higher edu- 
cation institutions, the communication process lacks both the intimacy of a 
family and the formalized structure of a highly regimented organization. 
Therefore, it is necessary for academic institutions to become more aware 
of the communication process in order to maintain or improve their basic 
effectiveness and efficiency. 

Colleges and universities can be characterized as information-processing 
systems. Because of the independent and self-directed nature of faculty and 
academic departments, decisions ale more often than not based on informal 
consensus. If this consensus is based on erroneous information, effective 
decision making is hampered. Communication difficulties occur in three 
major areas: the flow of intormation-getting information to the right people 
at the right timc; information qualitv-developing accurate information and 
putting it in a form to which people will pay attention; and the communi- 
cation process itself-understanding how the communication process cur- 
rently functions and how it intluences the operation of the institution. 
Procedures and policies that can help improve an institution's communi- 
cation capabilities \ \ , i l l  necessarily lead to improvements in management 
and decision making. 

In this Research Report, Robert D. Gratz, associate vice president for 
academic affairs, and Philip J .  Salem, associate professor of speech coin- 
munication, or Southwest Texas State University, provide an analysis of 
information use within colleges and univer-sities. They describe the scope 
and magnitude of information-related programs in higher education and 
suggest solutions to communication problems in the form of an information 
agenda for administrators. 

Jonathan D. Fife 
Director 
Elc1' Clearinghouse on Higher Education 
The George Washington University 
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Overview 

This research report examines major themes in the literature related to 
organizational communication and higher education. Academic institu- 
tions are  social systems whose primary Cunction is inCormation processing, 
and ,  as  such, they are prone to problems common among social systems. 
Academic institutions have often devoted great energy to communication 
with external publics, but their- focus on internal comn~unication problems 
usually has had a lower priority. Several previous studies have examined 
external communication from an institution with emphasis on the public 
relations aspects. This report concentrates on the internal aspects of or- 
ganizational conlmunication in higher education. 

Three important communication issues face everv administrator in 
higher education: 

Infornzu/iurz f l o ~ . .  Getting the information, disseminating it to the 
people who need it,  restricting the flow to people who do not need i t ,  
and improving the efficiency and quality oC the process. 

I~zformu/ion yzruli/!. Providing communication that is persuasive and 
motivating and creating the opportunity Cor communication that is 
instrinsically satislying. 

The cotnnzzrnicution proce.ss itself: Determining how communication 
changes, under what circumstances and at  what times particular types 
of communication are most eftcctive, and how communication influ- 
ences decision making and decision makers. 

By and large, information processing in higher education is improvised, 
not planned. Although significant amounts of time are devoted to planning 
budgetary activities, personnel reviews, and other major activities, the 
majority of information disseminated within a college or  university is 
communicated through telephone calls, chance meetings, after-committee 
caucuses, memoranda, or  other comparatively spontaneous methods. As 
a result, members who genuinely need information often do not receive 
it,  specific roles and responsibilities remain unclear, and information fre- 
quently arrives in a distorted lor-m or  an untimely manner. Because of 
this unmanaged flow of information, some organizational members be- 
come seriouslv overloaded while others suffer from inadequate informa- 
tion. An "information agenda" may help administrators plan communication 
more effectively. 

The climate of an  organization has an important impact on the events 
that take place there, and one important determiner of that climate is the 
personal style of key individuals in the organization. The pressure to ex- 
ercise close super-vision and to adopt a bureaucratic personal style in a 
complex organization like a university may be great, particularly for a 
central administrator. However, other administrators and faculty may 
react unfavorably to this kind of personal style. 

The degree of specialization in the institution also influences the or- 
ganizational climate and the institution's communication agenda. Me- 
dium-differentiated institutions arc particularly susceptible tu conflicts 



between academic departments and the central administrative subsys- 
tems over the issue of whether the administrative or  the professional 
subsystem will have primary authority. 

Individuals throughout the organization havc an impact on the com- 
munication climate, particularly when their job responsibilities place them 
in linking roles between the organization and others. Care must be taken 
to match personal communication styles with specific communication 
requirements of jobs or  to provide appropriate communication training 
for individuals in positions with significant communication demands. 

An organization's climate influences the pcople in the unit, and cli- 
mates in academic departments can influence factors such as  turnover, 
performance goals, and communication satisfaction. At the department 
level, as  at the central administrative level, person-oriented climates have 
yielded more positive consequences than system-oriented climates. 

Gathering data for effective decision making is often characterized by 
an  information overload related to the uncertainty of the task. Computer 
information support has been helpful at institutional and inter-institu- 
tional levels, but the day-to-day decision making processes of many college 
and university groups are characterized by weak information bases, a wide 
range of communication links, and very flexible boundaries. These prob- 
lems are compounded by discrepancies in power that members attribute 
to various positions and by ambiguous role definitions for key adminis- 
trative positions. 

Several patterns of decision making havc been described in the liter- 
ature, and adoption of problem-solving agendas has proved beneficial. 
Examinations of the faculty committee system have suggested commu- 
nication problems: the limited resemblance between the nominal organ- 
izational hierarchy and the actual I'unctioning of university committees, 
the use of committees in inappropriate situations, and the tendency of 
many committee members to employ a win-lose orientation. 

Proponents of applying both participative management and manage- 
ment-by-objective (MBO) in colleges and universities have suggested there 
are certain benefits from using these approaches. When participative man- 
agement or MBO has been applied, attitudes toward an  institution's com- 
munication and decision-making systems have improved although im- 
provements in performance have been less apparent. 

In the existing research on information in colleges and universities 
there has been no systematic attempt to describe the information needs 
of the people who occupy key roles in the communication system. There 
is also a lack of research on the diffusion of information in higher education 
systems. More research on communication networks is needed to pinpoint 
discrepancies between actual communication roles and the roles suggested 
by the formal organizational structure. The effectiveness of various net- 
works used to deliver quality information also needs to be studied further, 
as well as  the ever-increasing impact of problems of information overload. 

Additional investigations of specific relationships between personal 
communication style and other influences on organizational climate (such 



as  institutional size or  institutional di\/cr-sity) are needed. Studies of the 
impact of organizational communication clinlate on productivity in col- 
leges and universities are sorely needed. 

In the area of decision making, both research concerning the bcttcr- 
use of data at lower operating levels in academia and general studies of 
decision making in academia remain appropriate topics for f'urthcr in- 
vestigation. 

When institutions have moved beyond an improvised approach to com- 
munication, they havc usually chosen an bureaucratic model that, al- 
though it does improve documentation, is typically characterized hy limited 
responsiveness and scnsitivitv to the human chnractc,ristics of the system. 
Morc sophisticated project management and matrix appl-oaches havc been 
far less frequent. Having information available in a clear fashion docs not 
compel people to action, and the organizational clinlatc assumes an im- 
portant intervening role. A critical need rclnains to cs~abl ish  a typology 
of' conditions and behaviors to improve thc available repertoire of com- 
munication responses individuals in colleges and uni\jcrsities may use. 



Higher Education Communication Systems 

On Systems, In General 
A general knowledge oC systems helps to explain the complexity of com- 
munication in academia by providing a theoretical model capable of in- 
tegrating material from several disciplines. Educational administration, 
education, speech communication, anthropology, sociology, social psy- 
chology, psychology, and many prolcssional schools have contributed to 
this literature. Reviewing the literature within the context of a systems 
model is not only convenient, but also will enable us to provide an overall 
picture of what is known. 

Boundaries. A system is a set of interrelated or  interacting components 
(Kuhn 1975). A component is the smallest identifiable unit in a system 
(Miller 1978). Although anything may be identified as a component- 
object, person, role, idea, etc.-a set of components is not a system unless 
the components interact with each other. Furthermore, the interact ion 
must be such that the product of such activity is greater than the sum of 
the parts. 'The components interact to produce something that is, more or 
less, holistic. A football team, for example, is more holistic than a relay 
team because the football team members work together to execute plays 
they could not accomplish as individuals. 

The boundary of a system is some kind oC division that ideiltifies the 
system (Kuhn 1975). Boundaries may be physical (e.g., walls); abstract 
(e.g., property lines); social, economic, or political (c.g., a list of members). 
Are students part of the school or- are they customers? Are teachers part 
of the school o r  are they autonomous professionals cooperating with the 
school? The answers an administrator gives to these boundary questions 
determine much of the design of the entire system. 

Inputs and outputs. A system produces outputs. Outputs m a  be things, 
products, services, energy, o r  information (Coldhaber 1979; Knight and 
McDaniel 1979). Outputs are  not behaviors or  interactions; they are the 
product of interactions. In the classroom, teaching represents an inter- 
action, and knowledge may be identified as an  output. Although one might 
judge the quality of teaching (an interaction) by evaluating the knowledge 
produced (output), teaching should not be confused with knowledge. 

Inputs are elements brought into a system h-om outside, and the exact 
nature of inputs is as diverse as the nature of outputs. A system transforms 
inputs into outputs. Teaching, Cor example, transforms the teacher's 
knowledge and attitudes, the text, the materials in the classroom, etc. into 
a package of knowledge presented to students. 

A system can control its outputs by manipulating inputs. A systgm is 
constrained, however, by the quantity and quality oC the inputs available 
to it. The onky way a system can control the inputs is by producing an  
output that can influence the input. Such a system is said to have feedback 
and is called a cybernetic system. 

System levels. Explaining a s\stem by examining each separate compo- 



nent is generally tedious and a waste of time. Scldorn docs every single 
component interact with every other component. More often, clusters of 
components Sorm subsystems, which have the properties o l  a system 
(Farace, Monge, and Russell 1977). 

A l l  svstems arc subsystems to a larger systcm. Suprasystem is the term 
Sor a larger, more complex system that incorporates a svstem being in- 
vestigated. 

In the physical sciences, distinctions betwccn components, subsystenls, 
systems, and suprasystems appear to be made easily because the bound- 
aries of svstcms appear to be physical. An arbitral-y decision bv a physicist 
or  biologist to call one thing a systcm and another a component can be 
rcinf'orccd by an apparent phvsical separation. There is always some ar- 
bitrariness, however, when dealing with systems hierarchies 01- any aspect 
of systems research. 

A l l  surrounding conditions, including the suprasvstern, that alrect the 
local systcm are called the environment (Sommerholf 1969). Other svstcms 
at the same hierarchical level arc called parallel systems. These active 
entities outside a system's boundary are the source of' inputs to and the 
receiver of outputs lrom the system. 

Structure, function, and process. A systcm is idcntiliable because of its 
structure, which consists oSelemcnts that arc relatively constant over time 
(Cushman and Craig 1976; Fisher 1980). The most obvious structures arc 
the str-ucturcs of objects. These structures exist in space and are generally 
identilied as being "in 1.1-ont of," "to right of," or "above," othcr elements. 
The s t r u c t ~ ~ t . ~  is what identilies one object as different from another. 

The s/r~~cttwc.s oS social systems are patterns of behavior, or cycles, 
occurring over time. When a behavior-a1 pattern is repeated and predict- 
able, the cycle is a structure. A structured class is d i l l r en t  horn an un- 
structured class, lor example, because the structured class employs a 
predictable pattern oC behavior. 

Some subsvstems in every systcm are devoted almost cxclusi\,ely to 
maintaining some predictability. In an institution of higher education, 
most stall ofliccs and any offices involved in internal standards arc in- 
volved with maintaining structure. When a purchasing oflicc, lor example, 
insists that procedures Sor processing orders be Sollowed, it may appear 
to be inhibiting progress. Actually, it is ensuring sonic predictability of 
activity; i t  is maintaining structurc. 

F1(tzc/Ioti refers to the way a systcm fullills its purpose (Dance and 
Larson 1976; Sztompka 1974). A subsystem that seeks to maximize func- 
tion could doso to the detriment o l the  s t r ~ ~ c t ~ ~ r e .  New university programs 
are a typical example. Normally, such programs arc allowed to bypass 
existing structures until (heir cnrotlmcnts are well established. Too many 
exceptions to the rule, lrom the same program or lrom many, will threaten 
the Icgitimacv oC the structure. Some structure must be maintained no 
matter how important the lunction. 

A particular role or subsvstem can be identilied by either structure or 



function. For example, a teacher perlorms a regular and predictable ac- 
tivity called teaching. The subject taught and the knowledge produced arc 
outputs. Persons who labels themselves as teachers ol' speech cornmuni- 
cation, for- example, have identified both the structure-teaching-and 
funct ion-knowledge of speech communication. 

Process refers to system changes over- time (Cushman and Craig 1976). 
How can the decrease in enrollments be stopped? How should programs 
be ad,justed to meet the challetlges of thc current economic situation? 
These questions seek an analysis of process and are concerned with cre- 
ating or  preventing change within the system. These questions are about 
a system evolving or adapting to contitlgencies. Process analysis seeks to 
describe evolution and contingencies. 

Although the structure, function, and process o l  svstems may appear 
technical or difficult, we all use structural, Lunctional, and process anal- 
yses in our day-to-day thinking. All  decisions involve sornc assessment of 
how things are. Problem solving, for cxample, assumes that a person sees 
sornething that might be called a problem; making a choice assumes that 
a person sees the opportunity for choice. Such a preliminary assessment 
is a S I ~ - Z I C I Z ~ ~ U ~  u~1u1v.si.s because it involves I-ecognizing the arrangement oC 
events or components. Any increase in knowledge or fa~niliarity of events 
is thc product of a structural analysis. 

To make a decision you need to know more than what is available; 
you must have some idea of what you want. Determining what you want 
involves a fiozctiotzal ar7uly.si.s because i t  requires assessing desired outputs 
and the potential for available activities, or inputs, that can produce those 
outputs. 

Knowing what is available and what is possiblc nlust bc contrasted 
with what is desired. You may want the satislhction of eating a cheesecake 
(functional) but also know there is no cream cheese in the house (struc- 
tural). Given the circumstances, you \vill choose a course ol action you 
believe has thc greatest likelihood ol  yielding the most bend'it. You make 
a contingency decision. You complete a process analysis. 

In this monograph we arc  concerned about the structurc, lunction, and 
process of higher education svstems and the communication that occurs 
in these social systems. 

On Communication and Social Systems 
The structure of communication is displayed i t 1  the flowchart in Figure 
1 .  Each C represents a communicator, and,  although C may be a culture, 
a society, an  audience, or an  aspect of a personality, the structure of 
communication is more easily understood i f  C is regarded as one human 
being. 

C's produce M's, or messages, which arc symbolic outputs packaged 
in some physical forni-sounds, spatial arrangements, touches, etc. The 
physical aspects of messages are not what separate them lrom other out- 
puts; rather, the distinction is that messages are outputs with the potential 
to influence beyond their physical attributes. When someone says. "Come 



1 .  C I  and C2 are Communicators (c.g., hunlans, groups, organizations, etc.) 

2 .  M I  and ML are Messages produced by the Communicators. 

3. R is a social or  rolc relationship that the Comnlunicators mav share 
(e.g., supel-ior-subordinate, friends, ctc.) 

4. E is an Episode, when Messages become part  oE a dialogue and not two 
monologues. 



here," for example, the message is packaged a s  a sound, and although the 
listener will react to volume, rate, or  pitch of the sound, the listcncr will 
also react to what the sound may repr-cscnt. In this case, the sound may 
represent an instruction or invitation lor the listener to approach the 
sender of the message. 

What the physical aspects of the messages represent, the symbolic 
significance, is usually thought ok as  the symbol's meaning (Berlo 1960). 
There are, of course, several rnca~~ings  for any message. The sender 01' a 
message may intend the message to represent one set of thoughts, and the 
listener- may i~nderstand the message to represen[ another set. Further- 
more, the sender's and the receiver's vie\r ol the meaning of a given mcs- 
sage is altered by the messages that came before it arid tile messages that 
came later. The importar~t things to rcmc~nbcr  arc that the meanings of 
messages arc in the minds of the users of the mcssagcs and not in the 
messagcxs thcmselc~es, and that meanings change as  part of a con\tersat~on. 

The arrows from MI to C ,  and from M, to C1 are displays of the ability 
of humans to monitor their own mcssagcs (Fisher 1978). Individuals can  
hear themselves talk 01- watch thcmsclves write to judgc whether the 
output was what  was intended. This is a very important loop. It suggests 
that the only person who can evaluate a message with respect to its motive 
is the person who produced it. 

M, and Mz arc directed at R ,  the relationship or- any specially con- 
structed reality (Pearce 1976). A relationship is a social context. Relation- 
ships may be very per-sonal ( e . g . ,  friend, lover, brother) ,  informal 
(acquaintance, student), or formal (superior-subordinate). All the C's in 
any particular rclationship mav be part o l t h e  con.~munication (c.g., both 
parties to a marriage), but communication often happens when only a 
portion of R is present (c.g., mother talking to daughter as part of family). 
The important thing is that relationships will inlluence how one com- 
municator sees another communicator's messages (Swanson and Delia 
1976). This is the explanation for Message, not bcing air~icd dir-cctly at  
Communicator2 and for Messagez not bcing ainicd directly at Cotnmuni- 
cator,. 

R produccs E,  an episode (Pearcc and Conklin 1979). An episode is a 
sequence of messages in which one message influences another. Sometimes 
this patterning in the messages can be deciphered by r~eal-ly anyone, but 
at  other times the patterning is recognizable only to the communicators. 
In the latter case, this means that cithcr the rclationship is very personal 
or  that thc rclationship is a social contest that you, an observer or intruder, 
are not familiar with. If you have ever entered an ongoing conversation 
and had to stop to figure out what was going on, you know this circum- 
stance. 

It is from the episode that communicators learn what each other is 
saying. It is from the context of what was said before and what came later 
that we finally determine the meaning of a particular message. 

Both R and E are in dotted lines. Somctirnes people talk in the presence 
of other people with very little regard for who they might be talking to 



or  who might be listening to what they are saying. Sometimes people talk 
to themselves while other people watch. Just about the only pattern that 
emerges is a turn-taking pattern in which one talker stops while the other 
person talks (Berlo 1960). There is \>cry little influence by a relationship 
and very little patterning in the episode. There is also very little com- 
munication hrr~~wrtl  such people. 

Salem has 1\40 aunts who talk like this. At a family gathering, they 
will bombard tach other with the latest news about each othcr's families. 
It is obvious they ha\,e not developed much of a relationship because the 
only pattern in the episotle is a turn-taking pattern. (Sometimes this dis- 
appears and thev both talk at once for long stretches of time.) I f  you 
recorded their "convc~-sation" and deleted what one of them was saving, 
what would be left would sound like an inf'ormative speech on the recent 
history of one of the families. Each aunt is so busy reminding herself about 
the \vonderful time she had last \ ea r  that she never hears what the other 
is saying. 

Thc dotted lines also account for the circumstances when the com- 
municators ha\,e different ideas about what their relationship is. You may 
think you arc talking to a friend, but the friend may think she is talking 
to a competitor. The episode \vill have a vcsry erratic pattern. 

The Ilo\vchart also has two different lines from E: one line to C ,  and 
one line to C,. These lines represent the tendency Tor each communicator 
to recognize dit't'erent patterns in the episode (Laing, Phillipson, and Lee 
1966). A good way to juclge if two com~nunicators understand each other 
is to compare their impressions of an episode. The marc these two in~prcs-  
sions arc similar, the inore the two communicators undcl-stood each other. 

Irrfi~ri~lutiorl is the tcrm con~munication scholai-s use to  discuss stl-uc- 
ture. The infol-mation theorist is concerned with fidcli ty-the extent to 
which the structure of one person's messages is clearly represented in the 
other person's reception of the episode. These theorists are concerned with 
the extent to which two people see the same s t r ~ ~ c t u r e  in the episodes. The 
extent to which people understand each other is the principal interest. 
Thc study of inl'oi.mation and related problems is the most popular area 
of investigation. 

Commilnication is also exchange, in\,olving evaluation and persuasion. 
Of particular concern is the \,aluc of messages, the extent to which mes- 
sages from a particular communicator will affect what thc communicator 
can receive h-om the episode and the extent to which the episode will 
influence the messages produced by the comn~unicator.  The idea of ex- 
change, evident in Homans' elaboi-ation oE social exchange theory ( 1  974), 
involves a concern for the function of a communication system. How d o  
messages and episodes change over time? How do the structure and func- 
tions of communicators diller from one time to another? What feedback 
is necessary to improve growth and pi-ewnt drag? What cycles alter the 
system? What cycles do communication systems move through? These arc 
questions about process. Communication is an  information cxchange pro- 
cess. 



Communication systems differ from other social systems only in that 
the inputs and outputs arc messages and episodes. Inlormation processing 
is only one aspect of a system. Systems also process matter and energy. 
Higher education is no different. 

Academic Systems and Communication 
A college or university exists in a ph!~sic~~l environment. This environment 
influences the nature ol  raw materials that are converted into classroom 
buildings, dormitories, offices, and libraries. Other matter-cncrgy flours 
include food, elcctricj ty, ofl'ice equipment, and audiovisual material. When 
an administrator completes the capital outlay and the maintenance and 
operations portions of the budget, the organizational subsystems con- 
cerned with the physical plant arc set in motion. The I-olcs in the lower 
echelons of these subsystenis process very little information; they are 
converting, moving, or maintaining matter andlor energy. 

The remaining inputs to an  educational system come in the l'orn~ of 
information. The psychosocial environment of higher education pl-ovides 
social norms and values, individual needs and personalities, skills, kno\rl- 
edge, etc. These inputs arc recognizable only to the extent they are ac- 
tualized in inForrnation or  some communication activilv. What seem to 
be fairly abstracl inputs ar-c easily identifiable a s  degrees, ccrtificalion 
documents, lectut-es, research, and many \,arietics of talk. Social input is 
inherently symbolic and packaged as information. 

The economic environment provides a method 01' exchanging goods 
and services. The input is money or scveral forms of riloncy. Money itself 
may be regarded a s  i n h m a t i o n  (see Millet. 1978). Certainly all those 
artifacts of economic exchange (invoices, receipts, ledgers) arc info~mla- 
t ion. 

The political environment constrains higher education insofar as  in- 
stitutions of higher education have little or  no direct impact on the inputs 
received l'rom government. Sonic institutions receive economic iniput lrom 
government in the form of budgets, but all institutions must act within 
the rule of law. This more general input comcs as rcgulatiuns and policies 
from various governmental sources. Again, the input is information. 

Higher education is primat-ily an  inl'ol-[nation-processing system, and 
the various ways it processes information \rill be examined in the next 
chapter. Communication difficulties arc  mor-c than irrilants to such a 
system; they are lice-threatening. What is rnor-c, iC such difl'iculties sliould 
appear pervasive, the very legitimacy oC the cotltrivancc is threatened. If 
people who are in the business of communication cannot communicate 
among theniselvcs, kno\vledgc will not be pursued in current 01-ganiza- 
tional settings (see Per-row 1970). 

Higher education is similar to all social systems in that it is contrived 
(Katz and Kahn 1978). Colleges and universities are nut physically ot- 
biologically determined events. They arc purposelully constructed to 
maintain some predictability ocactivity, to delinc a Cunctional aocial stt-uc- 
lure. 



~ 1 1 ~  components o l  social systems a r c  roles a n d  role relationships. 
Colleges a n d  universities d o  not c n ~ ~ l o v  the whole person, but a portion 
of a person's behavior-al rcpcrtoire that will be combined with othel. roles 
to Col-m some symbiotic and  predictable relationship. In any organization, 
the people themselves a rc  part  oC the social e n v i r o n ~ ~ l e n t ,  alrd the employee 
contributes skill and  labor in eschallgc for some reward.  Puriiol irrclr~siorr 
is the te rm Allpol-t used t o  dcscribc this segmental involvement wi th  a 
social system ( K a t ~  and  Kahn 1978). 

A n  o rgan i za~ ion ,  then, begins with a list of behaviors that a re  expected 
to b e  periormed in thc context of organizational I-vies. It induccs people 
to contr ibute behaviors that  iulCill those expectations, and  i t  provides 
mechanisms to ensure that  such expectations arc met  in a predictable 
Sashion. Some  structure is necessary to identify a system a s  a system. 

Meyer (1975) argued tha t  teaching is no t  a n  activity that  is part  of the 
str-ucturc ol highel- educat ion.  

Colleges . . . ure trot orgurri:rcl ed~cc-cltiorr: if'o~zc, dc~f'irres / l l c r ~  this \\luy 
uppear ir)rpos.sibly tli.sorgci~li:ed N I I ~  iliepl. . . . Raillei- sc,l~ool.s urc orgurr- 
izatiurr.~ procc'ssir~g cir~cilliury resoltrces for sociul ricti~>itie.s 11.11ose r1ieu11- 
ir~g is r.stublislled u ~ l d  CUIIII-ulled rlse\\'lrt're ( p .  3). 

Meycr's a rgument  is based on a description oS what colleges and  uni- 
versities actually d o  control with respect to education. Administrators 
lollow Cormal guidelines for cvcr?; nlanncl-oladministrative behavior from 
11-anslcrl-ing funds to  I-cpol-ling schcdc~lcs. What thcy adniirlistel-edu- 
cation-has no  institutional guidelines tha t  dcl-ine expected bc.haviors of 
educators  when they teach. Institutions havc seldom, il ever, I-equired 
specific behaviors or  methods of teaching. Rather ,  they leave such control 
to  othcl.s and  manage  onlv definitions hv ensuring that a "burla Cidc" 
teacher is in a n  "approved" classroom with "I-egistel-cd" students. 

Tl~i i s ,  Ecori I ,  u.\. urr orgarrizutioriul eler)rer~/. 110s riulllirrg lo  tlu \r1itlr stth- 
.stur?ti\~e irr~trirctiorl iri ecorror~1ic.s (\i'/lic/~ ii~o11/(1 rrqrlir-e sorile sort of or- 
gilriizutior~ul defirlitiur~ (11111 cur~trol). I I  i.s ( 1 1 1  u.jse~r~hly ~ f u  ~ ~ e r / i f / ~ u t i ~ ( I  
ccrrd ussig~red teuc/rer-, u reglrlutcd list of 'st~cdcrct.~ . . . a .space utrd sor~re 
rcsorlrces (Meyer 197.5, p. 6). 

When these elcmcnts  a r c  brought  together, education is erpectcd to take 
plact.. 

Meyer (1975) concludes that decision makers  a t tend  to pragmatic  def- 
initions of  changes more than co their intcl-nal implications lor internal 
activity. The  course name,  the department  name,  the degr-cc name change,  
but  thc activity does liot change, o r  the activity may  change a s  long a s  
the s ame  name  can be employed. 

This may be an  ovcl-lv pessimistic view, and  surcly unionization a n d  
accountability havc bl-ougl~t greater  at tent ion to the act ivi ts  of'cducation. 
However, ou r  own survev 01' the research on  com~nunica t ion  in higher 



education administration rcveals that nearly all such research is about 
external communication: 

with local government olficials (Bard and Olinhky 1974) 
to prospective students and I'arnilies of prospective students (Car.lson 

and Bcrlet 1976; Treadwell 1976; Whalcn 1975: IhlanCeldt 1975) 
between schools at  the same or diflcrent levels (Dobson and Dobson 

1977; Donovan and Schaier 1978; Goddu 1976; Ensign 1974; Boldt 
1977), alumni (Willian~s 1979), student services (Kelly 1975; Otto 1974), 
institutional advancement and advet.~ising ( S ~ e a l  1977; Hull ct al. 1979; 
Rowland 1977; Peltason 1979) 

about evaluating external communication in pencral (Goldhabcr 1974; 
DeSantis 1978). 

From Meyer's pcrspcctive, this body ol research and the trend i t  lollows 
represents just so much checking on the legitinlacy of defini~ions. 11 is 
research directed at improving those means to verify categories, and it is 
research describing those methods most likely to c o n ~ i n c e  clemcr~ts of the 
environment that the appropriate terms are being used. 

Meyer's critique is enlightening because i t  reminds administrators of 
how little they can control directly. Some structure is necessary lor evcr-y 
social system, but higher education appears to be loosely structured only 
with respect to activitites that are clirectly a part of education. Higher 
education possesses a tight structure on the delivery and processing of 
ancilliary services. 

The processing of the matter and energy that is part of ancillary services 
such as building maintenance, the bookstore, or  the cahteria happens in 
a tight structure of job procedures, relatively close supervision, and mon- 
etary rewards. What Meyer suggests is that the incormation-processing 
activities associated with actual education d o  not exist in such a structure. 
When an academic commmittee approves a new course, the committee is 
only approving the description of the course, the "definition" as  Mcyel- 
said. The committee approval signifies that the course meets socially ac- 
ceptable defini tions, and the committee assumes that the course will be 
taught within the confinesol'a socially acceptable definition ol"'teaching." 
The actual teaching of the course is not supervised, but is left to the 
professional teaching the course. It is because the actual education activ- 
ities are irzdirt7ctly controlled through the management of the definitions 
that Meyer called this phenomenon a loose structur-c. 

A l l  this suggests one other attribute o l  higher education systems. They 
have diverse histories and evolutionary patterns. Organizations may all 
have the same programmed responses to change. However, the contrived 
nature of social systems is such that the common methods of ~ - ~ s p o n d i n g  
are difficult to perceive. This difficulty may be less a problem with or- 
gar~izational behavior and more a problem of organization theory. It may 
be I-easonable to assume that in a given set of circumstances a particular 
social structurc will emerge Cor a particular function, but to match en- 



vironment to structure to function requires at least a tvpology of all three 
or  a trait measure that can be applied to all three. Such sophistication is 
only now emerging. 

Even if such evolutionary patterns could be discerned, the adminis- 
trator is less concerned with determined reaction and more concerned 
with purposel'ul action. An administrator needs to know what feedback is 
necessarv to control the circumstance. The optimum situation would be 
one that provides the negative feedback needed to move away from un- 
favorable ones. Vrrv little literature on higher education administration 
approaches these problems of adaptation and revitalization directly. 

Since social systems are contrived, decisions are required to define 
social structure. Although there is little literature about the adaptation 
and revitalization of structures and [unctions, there is considerable lit- 
erature about the decision-making processes needed to construct, destroy, 
or modilv social systems. Communicative process and social process comc 
together in a decision. The emergence of decision will reveal much about 
the contrivance of a relationship (R  in the model) or a social system. 

We have organized the remaining chapters of this monograph under 
titles appropriate to uul- deCinit ion of communication and to  the current 
terminology of organizational research. The next chapter will explore 
problems related to inlormation, from ambiguity to overload. Since in- 
lormation processing is the primary function of higher education, it seems 
appropriate to begin with an examination of this tppc o l  problem. What 
is more, exchange and process will not occur without inlormation. 

The chapter following Locuses on communication exchange and or- 
ganizational climate. Topics typically associated with these terms are 
motivation and satisfaction. We will present information about commu- 
nicative function, the extent to which messages and episodes persuade. 

Finally, we will present the literature about communicative process 
and dccision making. 



Information 

Introduction 
In the last chapter, we described the general I-elationships between liighcr 
education and comniunication. Cornniunicatiun was defined, and we pre- 
sented a model oT how the information-cxchangc process \vorks. In this 
chapter, we will extend that model as a methud of reviewing communi- 
cation problems associated with information. 

This chapter begins with an acknowledgment ol' the origins oC contern- 
porarv investigations o l  inl'ormation and information processing. These 
earlier works were not designed to explain all co~mrnuniczrtion, and thcy 
did not addrcss problems ol'pcl-suasion 01- of communicati\,e d c v e l u p n ~ ~ n t .  
These pioneel-s werc mostly cancel-ned with the [idelit\ of communication. 
Thev wanted communication to be clear enough for- people to understand 
each other. 

The great strength of. these earlier wol.ks \vas that thcy pointed out 
much of what we all take lor granted. T h e  analyzed the message, making 
distinctions about its colltent and the nature o l  the language used. They 
categori~ed the wa\.s in which \re communica~c and recognized that mcs- 
sages that are spoken have difl'crent meanings I'ronl those that arc not. 

In  this chaptcr we I-eview litel-atul-e about tt11.c~. inl'ol-mat ion problcnls: 
( I )  uncertaintv (Do pcople rccei\,c the inSol-mation they need?); (2) timeliness 
and distortion (When do they get the necdecl inlo~.rnarion? I s  i t  in the most 
accurate and uselul h r rn? ) ;  and (3)  o\,crload (Do peoplc get too much 
inlormat ion?). From this review we develop an " inJ61.mation agenda," 
which we hope will help administrato~-s in higher education plan conl- 
munication rno1.c el'l'ectivel\. 

Key Concepts 
A historical note. In  1948, Claude Shannon published an essay that inti-o- 
duccd the "mathematical theol-y of con~munication." The theor!, pro\,ided 
a set of technical tcrms 1.01- describing in[ormation and a 1lowcha1.t that 
modeled the t~-rrnskr ol'inforn~atiou and suggc,stcd a method FVI. ~lleasuring 
and analvzing such flows. InTormation theory \\,as born (Shanno~l  1948; 
Shannon and Weaver 1949). 

Shannon initially w;rs intel-eared in the cl~,ctrorlic aspects of data trans- 
I&-; the original theury did not account lor the ;~ccul-a~.y o l  the inlormation 
pro\lidcd bv the source or the value ol  the inlol-mation to thc ~.cceivc~.. 

The entire nlodcl is best undcl-stood b! considc~-ing a te lcpl~on~.  c.011- 

vc~.sation. An inlormat ion soul-cc-a person h o l d i ~ ~ g  a pl~one-c.onst~.uc~ts 
a message that is spokcn into a ti.ansn~itte~- (the bottom portion of the 
common hand-held phone). The transmittel. co~~vel. ts  the rnessagc into a 
signal (electrical curl-cnt) that is fed into a channel ( p l ~ o n ~  lines). The 
channel carl-iCs the signal to a rccci\.c~- ( the top portion oC the har~d-held 
phone) that reconstructs the message and makes i t  a\.ailablc to the dc,s- 
tination (the pei.son on the other end ol' the line). At cach point ol' coil- 
version l'~.oni signal to message 01- messsage to signal and c,speci;~ll\ in the 
movement of the signal in the cha~lnel ,  tl1e1.c is dangcl- that the ;rrnoi~nt 
ol' inlormation being comrn~~nicatcd  '.an bc diminished b!. a disl-uption 



or  alteration in the signal. The name tor this d i s r u p t i ~ . ~  culprit is i1oise. 
A poor phone connection is "noisy." 

There are several wavs to o\.ercomc noise. A source may repeat the 
message or  try to rephrase it. A source mav try a dil'l'erent channel and 
call again, hoping to get a new phone line. The source may call someone 
with a better phone system (clearer channels) to relay the message. In a 
written message, the \vords alone may be insufficient, and so a picture, 
diagram, or table might be ~ ~ s e d .  In a face-to-face communication the 
spoken word may be supplemented and reinforced bv a touch, tone, o r  
gesiurc. All these methods of reinforcing o r  repeating thc message are  
called red~t11darrcy. 

Berlo's extension of earlier communication models is noteworthy bc- 
cause he tried to account for psychological qualifiers and to model the 
transfer of information between two humans (Bcrlo 1960). He discarded 
the terms trutz.sr?litter, dt~stitzutiot~, and sig11ul. In his model, the source and 
reccivet-are humans possessing knowledge, attitudes, and skills; the sourcc 
and recei\fer must also be understood as representatives of social systems 
and cultures. The source manufactures a content (an idea) that is coded 
(put into a language) and stylized and transCcrs the final svmbolic package 
by choosing one or  more sensory channels (seeing, hearing, etc.) as a 
method of transfer. His explanation of human communication included 
a n  integration of several learning theories, theories ol'attitude change (e.g., 
Janis and Hovland 1959), social psychology (Mead 1934), social psychiatry 
(Ruesch and Bateson 1951). and general semantics ( W .  Johnson 1946; 
Hayakawa 1949). This source, message, channel, and receiver (SMCR) 
model was the basis for a generation oT research. 

One ol the strengths of SMCR was Berlo's taxonomic rigor. He sub- 
divided the terrn 111essage into C ~ ~ ~ I P I I I  and cude, noting that both content 
and code have eleiilet1ts organized in a strrrc/lrlv and that all portions of a 
message are "trcatcd" or stylized to reflect the various internal charac- 
teristics of the source (Bcrlo 1960). He noted that the term cl~urrr~el has 
been used to mean the matter 01- energy package of the message (the 
signal), the mechanism that makes these packages transferable (the trans- 
mi ttcr and receiver in the old Shannon model) and the actual method of 
moving thcse packages l'rom one place to another (Shannon's original use 
of the term channel). He reminded his contemporaries of the importancc 
of definitional clarity in the construction of their own models. 

These general models of the incormation flow \irere first applied to the 
organizational context (a relatioi~.ship in the model presented earlier) by 
Rcdding (Redding and Sanborn 1964; Redding 1972) and later rcfincd by 
Goldhaber (1974). There have been several alternative models prcserited 
since then. 

Uncertainty and information. Utlcertaiilt~ is the inability to predict a sit- 
uation or the outcorncs of a situation (Galbraith 1977). Some situations 
are  inherently more unpredictable than others because they involve more 
factors and because some Factors can be combined in more ways than 



others. The flip of a coin is easier to predict than the turn oEa card because 
only two outcomes are possible for the coin, but fift\r-two outcomes are 
possible for the cards. More random combinations are possible, of course, 
with two cards than with two flips of a coin. 

Shannon was faced with the problem of reducing the uncertainty in 
telephone communication. If a message or electronic element reduced the 
number of consequent messages or  electronic elements that needed to be 
considered or if a message or electronic signal  e educed the apparent ran- 
domness in a situation, the message or signal provided information. The 
amount of information was measured by the amount of uncertainty re- 
duced. He constructed precise mathematical tormulas to describe these 
relationships. 

The application of this model to human communication systems re- 
quires some psychological qualifiers. Uncertainty, Eor example, was rep- 
resented as  a mathematical index reflecting the variety and frequency oC 
various electronic elements in the system and the probabilities Eor- their 
use; a physical circumstance could be measured with respect to the un- 
certainty in it. Such an index also rellects the amount of inrormation that 
can be reduced. 

Organizational researchers have attempted to construct similar in- 
dexes of task complexity (e.g., Van de Ven and Delbecq 1974) that, in turn, 
should quantify the information required to complete a task. A problem 
develops, however, when one tries to use uncertainty inherent in a phys- 
iological circumstance to explain doubt in the mind of a human who must 
perform in that circumstance. The amount of inrormation required to 
complete a task is determined by the uncertainty inherent in the nature 
of the task and,  simultaneously, bv the perceived uncertainty in the mind 
of the person who must perform the task. An experienced dean of a school 
that offers diverse degree programs in a variety of disciplines may, in fact, 
require less information than a new dean of a school that offers a few 
degrees in I-elated disciplines because the new dean has a greater perceived 
uncertainty. 

Information is not data. Data are stimuli with the potential to become 
informative or meaningful (Garrett 1973). When data reduce uncertainty, 
there is information. I[ data do not affect the level of uncertainty, there 
may be redundancy. Some data may conruse other incormation and,  there- 
fore, act as a sort of message noise. Data do not become informative until 
they improve familiarity (Ackoff and Emery 1972) or  are useful (Knight 
and McDaniel 1979). Utility is not inherent in the natureof data,  but utility 
is perceived by communicators in the creation of their episodes. 

A particular message may become information because the commu- 
nicator perceives something meaningful in the physical aspects of the 
message (e.g., getting roses instead of dandelions or getting an interview 
with the boss instead of a simple phone call). The message may be infor- 
mation because the communicator perceives some meaning in the words 
that were used (e.g., "satisfactory work" instead of " outstanding"). The 
communicator may see the order of messages in the episode as  meaningrul 
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(e.g., the Cirst question asked in the employment inter-view was about 
marital status). A message becomes information when a potential synlbolic 
impact is pcrceivcd by a conlniunicator. The nlessagcs in the episode 
generatc the communicator's perception, and the perceptions, in turn, 
determine the messages the con~municator will offer as part of the con- 
tinuing episode. In this way, messages contribute to and are,  at  the same 
time, the products o[ perceptions. 

With the exception of the ancillary services (rnaintcnance, the physical 
plant, the cafeteria, etc.), evcrv othei- activity performed in a higher ed- 
ucation system is information processing. Infcormaiion changes its f o r ~ n  
from lecture note5 to a Iccturc, from rough dl-aft to manuscript, from 
committce meeting to minutes, from telephone conversation to memo. 
Information is often converted from one language or set of syn~bols to 
another. Examples of this arc when the same exccutive decision is "trans- 
lated" into language suitable for alumni or  a professor "translates" his 
or her research into language suitable for a particular class. Inlorn~ation 
is also related to other information to arrive at decisions or to interpret 
the significance ol' a particular piece of information. When the input is 
information and the output is information, the system is processing in- 
l'ormation. 

If the organization does not provide all the needed information, sonic 
uncertainty will remain. A member of the organization may wait, dclaying 
action until the needed informalion is provided, or  the member may act 
without the needed information, risking error. In any event, a lengthy or  
persistent period of uncertainty may lead the member to escape from rhe 
situation-to leave the university. Most universities, for cxample, attempt 
to issue contracts at  a specified time in the academic calendar. If contracts 
are very late, faculty may leave in spite of assurances from a chairperson. 

Very often, if the needed intormation is not provided, a person may 
"absorb the uncertainty" by "reading betir,een the lines" to f i l l  in the 
missing picccs (March and Simon 1958). In other words, members of the 
organization will supplement incomplete information with some of their 
own hunches. The incomplete is made coiiiplete, often in an unintended 
way. Uncertainty may result in a distorted messagc. 

[ f  the organization does not provide the needed inhrmation,  its mcm- 
bers may be required to find the needed information on their own. New 
faculty members are often faced with this situation during their first year. 
The universily cannot provide all new members with the specific infor- 
mation they may nced. The new members must initiate their own com- 
munication to sa t i sb  their needs. 

The extra effort required to reduce a personal uncertainty is generally 
easy to maintain for a limited period, such as a I'ir-st year. If extra efLort 
becomes the norm, it will drain the member of the organization. The 
demands to produce one's own personal inlormation may require efcort 
bevond one's capacity. This type of information overload is generally rec- 
ognizcd as "burnout." It is likely to occur in new programs or departments 
that seer11 to constantlv change goals or faculty responsibilities or in old 
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programs that do not I-cvisc absolute goals or responsiblities to meet changes. 
Just as ont: fire is put out, another is started. 

In an attempt to reduce uncertainty, an  organization may provide too 
much inforrnation. Then a diffcrent, but more obvious, o\,crload is pro- 
duced. How many memos are reallv needed to kcep ever-vonc informed? 
How manv meetings do some members really need in ordcr to stay in- 
formed. How much detail is really needed? Reducing uncertainty most 
effectively means pr-oviding on1.y the information that is needed. 

The content of communication. What can information be about? What 
tvpcs of information do people need? Messagrs mav be classified by their 
contents. 

Messages and episodes involve onc of three contents. Task messages 
are about a ,job, a problem, a result; this content contains data necessary 
for one or more communicators to accomplish their assignment. Policy 
messages deal with organization-\vide concet-ns and define, alter, or- aug- 
ment formal !-ole relationships. Human contents include somc organiza- 
tional-personal matters such as salary, evaluations, and pul-cly social topics 
such as family, gossip, sports, or  diets. Task information enables individ- 
uals to fulfill thcir responsibilities; human information motivates and 
satislies; and policy information del'ines and clarif'lcs 1-csponsibilitics and 
pt-ocedures. Al l  these types of information arc necessary to constitute any 
social system. 

An exhaustive list of such contents in higher education is impossible. 
Table I displays some common examples of the three types olconlent.  

Verbal and nonverbal communication. Verbal communication refers to 

incormation presented in some linguistic form, in somc language. Non- 
verbal conimunication refers to  content obtained in nonlinguistic forms 
such as voice inllcction or touch. In a social svstcm as diverse as a uni- 
versity, the choice of language is critical. The message must bc presented 
in a language appropriate to the roles pal-ticipants assume in the rela- 
tionships. Jargon, whcthct- bureaucratic, governmental, social, or disci- 
pline-specific, will easily change information into noise il'the participants 
are not directing thcir language at  the appi-opriatc audience. Similarly. 
an  inappropriate gesture, touch, or movement, will cloud otherwise clear. 
language. 

Vocal and nonvocal communication. Communication is vocal i f  i t  involves 
speech. All  communication not expressed as speech is non~rocal. The most 
common tvpc of nonvocal communication is written communication. Very 
olten determining whether to put something in writing can be a crucial 
decision. For some, the fact that information is in "black and white" is 
important. 

The verbal and vocal distinctions are important when consiclering the 
amount of information that can be communicated irr a pal-ticular cit-cum- 
stancc. On the telc,phonc, information cannot be communicated nonvo- 



Table 1: Messages Classified By Content 

Task Messages-messages about the job 

test orders 
pur-chase or-ders 
class assignments 
I-cgistration forms 
most Faculty meetings 
grade reports 

Human Messages-directed at a person about a per-son 

your salary 
marriages, divorces, births 
vour evaluation 
friendships 
jokes 
news 
movies, plays, sporting events 

Policy Messages-directed a t  fot-ma1 roles, St-om the. organization about 
the organization 

salarv schedule 
school calendar (deadlines, ctc.) 
lob descriptions 
organi~ation chart 
formal evaluation procedures 
instructions for completing a form 
I-cgistration mcthods 

call\., and nonverbal infor-rnation can be cot~~municated only through aspects 
of speech such as inflection, pitch, or volume. A letter o r  memo has an 
advantage of apparent permanence but will not communicate information 
through any vocal device. Face-to-face communication will provide the 
most information sincc i t  communicates both verbally and non\~erballv 
and both \.ocally and nonvocally. 

Methods of communicating. How is infot.mation diffused? What methods 
are used to connect communicators so that messages can be exchanged? 
The answer to these questions could be anv ol' the following: a bulletin, 
a memo, a polic~j book, a letter, an informal discussion, a committcc 
meeting, a public presentation or speech, a film, or the telephone. These 
different de\jices have most often been called cizarzrze1.s in an attempt to 
extend Shannon's earlier work, described at thC beginning of this chapter. 
Because of the confusion surrounding that term (noted earlier), we shall 
call these de\jices simply rnetizods of c o r ~ ~ r ~ ~ ~ ~ i ~ i c c ~ ~ i r ~ g .  



We shall confine our discussion here to a consideration of the planned 
use of methods o l  :omnlunication and the unplanned or improvised L I S ~ .  

We shall identifv those planned methods and compare them with similar 
improvised methods. We will then use this classilication in the consequent 
litel-ature reviews in this monograph. A more extended development o l  
this classification scheme may be h u n d  in Johnson (1976, 1977). 

The first planned method is called duc~irirr~r~rtiiotr. A docun~ent is a 
written or typed method of communicating that conforms to an organi- 
zational standard lor presenting a message. A form, such as a voucher, is 
dcsigncd x o  that specific information (priccs, datc,s, c'tc.) can be entered 
in certain spaces on a page. Policy statements are often written according 
to a required scheme specifving what information is r.equi~-cd, the order 
of that information, and some notation method lor identifying pages, par- 
agraphs, and lines. In a university, documents also include notices, con- 
tracts, bulletins, and fornlal reports. 

A document is a planned method of communication because 01' the 
presentation scheme. Someone, somewhere, considers what has to be put 
in print and what the most uscSul method of prescnting, storing, and 
retrieving the needed information is. Improvised, writ ten,or printed Corms 
(letters, memos, notes, etc.) occul- as thc need arises or  on the spur ot'the 
moment . 

A second tvpe of planned method of communicating iscalled preplri~lrled 
for-trza~s. This method mav involve few or many communicators and is not 
mediated by print or a Sorm of print. Communication is limited, however, 
by an agenda. Interviews, conferences, somc committees, and nearly all 
public communication are preplanned. One or more of the participants 
thinks about thc content and the order in which i t  should be presented. 
For-ntal I-~lles such as parliamcntarb. proced~tre may be employed. Infor- 
mation is shared, some persuasion may take place, or somc routine de- 
cisions may be made. 

This type is in sharp contrast to informal face-to-facc encounters such 
as the chance meeting of colleagues, lunches, hurriedly called committee 
meetings, the iniprovised telephone call, or the conversation that develops 
when someone simply walks into an olfice. The only restrictions placed 
on such improvised communication come from social and cultural norms 
or  from some unique norms that communicators mav have placed on each 
other. The type, amount, or  form of information exchanged may be lim- 
itless, allowing, on the otie hand, invention and creativity and,  o n  the 
other hand, distortions and prattle. 

The third planned method of communicating is col l rc~i~w decisiotz build- 
ing. This method involves groups of five to ten people whose purpose is 
either to make or implement one specific decision or to make policy de- 
cisions that affect all the participants. These decision groups may take 
the Corm of project teams called together until a project is completed or 
they may be executive councils that meet frequently to determine policv. 
O n  a campus somc examplcs inclutle school councils, councils of deans, 
faculty senates, and graduate councils. 



Collective decision groups arc significantly dil'fel-ent from the pr-e- 
planned Sorniat of'conlmittees. Conimittecs gencrall!. have more members 
than decision groups, and their onl! in\rolvcmcnt with policy is to execute 
it. A library committee, fol-example, will supervise thcclispersal olmoncy, 
but the l'ormula Lor dispersal was set b \  organizational policy determined 
by an  esecuti\'c (11- an c,xecutivc council. 

Members of collccti\-c decision groups CinJ that their organizational 
identity is linked to the g t -OLI~ .  Although the mcmbersofa board ofregents 
may be iclentified as  "I-cgcnts" Croni certain areas or- schools, all those on 
the c;~nipus(es) they supel-vise know them collectively as  a "board." This 
is signil'icantly different 1'1-om the identit!, a\varded a Caculty mcrnbel- who, 
Lor- example, is the member ol 'a  committee as important as the appeals 
conimittce lor pr-omotion and tcnul-c; the member is first idcntiCied a s  
"Cacultv" and then as a member 01' the cornmittee. 

The method olcommunication an administl-;~to~- chooses will al'Sect all 
aspects 01' inlorrnatior~ transccr. In general, more information \\ , i l l  be corn- 
municated through collective decision groups than through prcplanned 
methods, mot-e through PI-eplannecl method5 than through docurnenta- 
tion, and morc through documentation lhan through improvised com- 
munication. Sometimes, the improvisation is superior, but i t  is quickly 
changed to a planned method i f  i t  carries more information. Two chairmen 
m a \  be p l a ~ i n g  golC, for example, when one intr-oduces a topic of common 
conccrn. Il the topic requires little information exchange, the en tire matter- 
may be resolved bet\rven holes. It, on the other hand, the topic requires 
mar-c inlormaiton, documents will be consulted, interviews held, and,  
pel-haps, appointed. 

It takes time to design a form, \VI-ite policy, cr-catc an agenda, or  per- 
t o r ~ ~ i  in a decision group. Cost (time, mane!, and human energy) increases 
when communication in\~olves greatel- planning. IS the extra information 
that can be c o m m ~ n i c a t ~ c l  through gr-eatel- planning is needed, the cost 
ni+v be justil'ied. The wrong method lor a pal-ticular circumstance will 
aggravate a problem and add waste, as the sections of this chapter dealing 
with uncel-taint?, distortion, and overload demonstrate. 

Communication networks. Cornniunication occul-s in a relational context. 
When two people cornmunicatc, they construct messages to have meaning 
as  part ol'the relationship they h a w  with cach other-. In an org;ini~ation, 
messages traiel  through man?. relationships, with each relationship 211- 

tcring or modifying messages to make them meaningful. When the dean 
inlorms the chairperson about something that musl be communicated to 
the chairperson's faculty, the dean's message will take on added and per- 
haps unintended meaning as thc chairperson inlorms cach facility nicmbcr. 
Each person will inter-pret the message in the context of the rclationship he 
or she has with the chairperson. What is more, the dean's message is sub- 
ject to alteration when one faculty rncmberdiscusscs the message with anoth- 
er faculty men~ber  within yet another relational contcxt. To cflcctivelv com- 
municate the message to the chairperson, the dean be concerned with his 
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or- her relationship with the chairperson, but to con~n~un ica te  the message 
efltctively to the faculty, the dean must be concerned with the relation- 
ships between the chair-person and faculty and the relationships among 
the faculty members. The dean must be concerned with the entire config- 
uration of relationships. Such configurations are called comn~unication 
networks (see Rogers and Kincaid 1981). 

Networks may be classified according to the direction of the corn- 
munication within the formal relationships of a hier-archy. Hor i~onta l  
rnessage flows occur between membcrs of the same rank. Vertical message 
[lows occur bctmfcen members in a direct line of authority. Do\vnward 
flows begin at the supervisor and art. sent to subordinates; the reverse 
pattern is called upward flo~v. Diagonal patterns exist between members 
ol'difSercnt rank that are not in a direct line oEauthorit\.. Informal patterns 
that do  not reflect organizational relationships but are based on social 
relationships are called the grapevine. 

01.ganization charts display an organization's structure-that is, its 
intended dit,ision ollaborancichain ofcommand. Suc11 achal-t also implies 
the lurrnal communication network along with the concomitant dircc- 
tional (low of information. Fac~llty members, although Cree to commu- 
nicate with anyone, should be spending most of their time communicnting 
with others in thcir department. Certainly some members of a departmetit 
should be communicating with similar departments, linking the depart- 
ments in schools; chairpersons, as part ol' their responsiblitics, are re- 
quired to perform such linking. Similar patterns are suggested at higher 
Icvels. Just as the university's organi~ational  chart suggests an organized, 
nonrandom pattern of work, i t  also suggests an organized, nonrandom 
pattern of communication. Just as a univcrsit\.'s organi~at ion chart idcn- 
tifies each member's formal role (dean, Inculty, etc.), it also suggests a 
c o n ~ m ~ ~ n i c a t i o n  network role. 

Although there are at least ten discrete communication network roles 
(see Rogers and Agarwala-Rogcrs 1976; Farace, Monge, and Russell 1977) 
only [out. will be considered here: the clique, liaison, bridge, and isolate. 
A network clique is composcd ol' individuals whose relationships and in- 
teractions arc mostly with each other. The emergence of a c l i q ~ ~ c  in a 
network is as important as the existence 01' a work group in a division of 
labor. It indicates the emel-gcncc ol a subs\stern nrith its own sense of 
identity and internal cooperation. Since the majority of their interaction 
is within the clique, cliques limit tlie interaction of their members and 
thereby restrict the flow of information throughout the entire o r g a n i ~ a -  
tion. Cliques m a \  emerge because mcmbera consciously decide to limit 
their interaction to a few relationships or because oC a physical circum- 
stance such as having orfices in the sarne building or on the same floor. 

The existence of cliques indicates that communication relationships 
arc not random, in much the same way as the existence of an  academic 
department indicates that the teaching that goes on within it is different 
from the teaching in other departments. A purcly random network with 
Lew cliques would ensure chaotic inrormation exchange as a randon as- 



signnlcnt oC instructors to courses would ensure chaotic cducation. Gen- 
erally, cliques in a network are a good thing as long as the cliques are 
linked together. 

The two most important net\vor-k linking roles are liaisons and bridges. 
A liaison is a nunclique member who links at least two cliques togcther, 
and a bridge is a clique member who links the clique to at  least one other- 
clique. These two roles are essential to keeping naturally emerging cliques 
connected and inlormcd of each other's acti\ities. They are also important 
to organizational climate and decision making and will be discussed in 
later chapters. 

An isolate is an  organization member whose con~nlunication is insul- 
licient to establish more than one relationship. Neu. members to most 
university comn~unities begin as isolates, and tt1cr.c are some oldel- mem- 
bers who withdraw into this role. Some might argue that faculty ought 
to be isolates, maintaining only their I-elationship with the chairperson 
(and, o l  course, students), although we Cind this to be an  extremely un- 
desirable position. As with all network roles, there is nothing inhcrcntly 
harmlul or  beneficial about being an isolate; rather, it is the nature o l  the 
isolated 01-gani~ational position that determines the value. 

The impact of these network rolcs is demonstrated by recalling the 
example that began this section. The dean may believe that a certain 
chairper-son is a leader in a cohesive dcpar t~nent  and is per-forming a 
cr-ucial bridge or  liaison role with other dcpal-tmcnts; thc dean will design 
a message lor the chairperson assuming that this type oC network exists. 
Let us assurnc, however, that the actual network is significantly difkrent.  
The "cohesive department" is not one clique b ~ t t  three, and although the 
chairperson is a bridge, he docs not link the cliques in his own department. 
The dean's message will be given to the chairperson, who will commu- 
nicate it to the members of one of the depal-tment's cliques and to the 
members of a different department. Believing that his interview with thc 
chairperson is sufficient, the dean will not send a memo to the chairper- 
son's department. As a result, two-thirds oC this department irzill not be 
inlurmed. 

An information agenda. What lollows is a review of literatul-e about in- 
formation and information problems in higher cducation. The purposes 
of this review are to describe the scope and magnitude of these problems 
ancl to provide some direction lor thcir solution. The general solutions to 
these problems are expressed as an information agenda Cor administrators 
in higher cducation. The entire agenda is displayed in Table 2 .  

The l'irst five items on this agenda are directed at  reducing the like- 
lihootl of ~~ncc r t a in ty .  Following each item are the page numbc,rs in this 
chapter where that item is discussed. Acting on these items will improve 
the chances that people get the information they need. 

Items six and seven arc about the quality of inlormation. Again, the 
page number-s arc a handv reference to a more elaborate explanation. 
Needecl information must come in a completc Corm and on time. 
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Table 2: An Information Agenda for Administrators in Higher 
Education 

1. Find out the information needs of others in the system. (pp. 24-25) 

2. Determine the sending responsibilities of other mcmbe~.s with 
respect to the alread'  cletcrmincd content areas. (pp.  24-25) 

3. Identify the various languages and messages most frequently 
contacted and learn the nonverbal cues most important to others. (pp.  
25-26) 

4. Assess the ability of euisting methods o l  communication to provide 
needed inlormation. (pp. 26-29) 

5. Assc,ss the status of existing networks with respect to the institution's 
design and augment current flows with adclitional reporting proccdurc~s 
or- information sources and pel-sonnc.1 to reinhrce key links. (pp.  29-33) 

6 .  Reduce processing time by directing inCor~nation at a key g~.oup ol 
peoplc and overcome, sequencing dilTicultics by proper planning. (pp. 
33-35) 

7. Plan the periodic use of one or  marc of the cliccks on distortion. (pp.  
35-36) 

8. Ident ih  potential overload prublems and adopt the appropriate 
response. (pp.  37-38) 

The final item could h a w  been several iLems. There arc m a n \  wa \ s  to 
handle overload, but some ways are better than others (or a pa~.ticular 
circumstance. Thc circumstances need explanation, and so the referenceti 
pages need to be rcad more carel'ully than othcrs. 

Uncertainty in Higher Education 
Social perception problems. The I'irst item on the information agenda of 
an administrator in higher education should be to find out the information 
needs ol'othcrs in the system. The seconcl item should be to determine the 
sending rcsponsibilities of othcl. members with respect to the already 
determined content areas. The administration needs information about 
information sources as \vcll as  receivers. 

Part of individuals' perceptions of the relationships they have with 
others is the perccivecl need for both the sending and receiving of infol-- 
mation. If people do not know what others need to receive or i f  people clo 
not know they are expected to send inforniation, the needed information 
will not arrive. 

Gustad (1962) investigated the perceptions that administrators and 
faculty have about each other. He correlated the responses of the two 
groups to a set ol' items about faculty activities (task content) and faculty 



rc,\va~.ds ( I ~ ~ t m a n  content) .  The  rcsults \\,auld indicate the extent to  which 
the t\vo groups sgl-cc about facult! rcsponsibilitics and  benefits. The cor-  
rclatiurts wcrc \ 'cr \  sniall (in some cases negative) on all the human items- 
topics such a s  ho\v Sacult\ a r e  rc\\'ardecl. \\,hat acti\zitics should be re- 
\ ~ a r d c d ,  01- the a\,ailability of I -eu.a~-ds.  The principal task i t em,  \\,hat 
lac~~lt!.  clo, \.ielclccl a relati\,cI\. \vcak cul.l.clation coc~fficicnt of .70. If CacuI(\, 
a n d  administt-ation don't  ag1-cC on the nature ol their relationship, they 
\ \ . i l l  not pl-o\,itic each other  the nccclecl inl'vrmation. T h e \  \ \ , i l l  not know 
\vhat is ncctled. 

Although thc.1-e is a general patte1.n ul' I-nispc~.ceptions regal-ding roles 
and role I-elationships in man!. VI-ganizations ( F a 1 . a ~ ~ .  Munge. a n d  Ritsscll 
1977), academic ~n i . ;perc~pt ions  a r c  clil'le~.cnt. Some role ambigui ty a n d  
I-ole conl'lict csist (Mcclr.anu 1978), but t l ~ c  problem docs nut appcat- to  be 
one of task u n c e t t a i n t \ .  Most univct.sit\. \vurkcrs tend tu ~ ~ n d c r s t a n d  their  
own pct-sonal I-esponsibilitics \veil but a re  uncertain aI7uc1t how their role 
I-elates to other- roles. The! a r c  also c~nccrtain about  reporting lincs a n d  
lincs of' rcsponsibiIit\  (Goldhaber  a n d  Rogcl's 1978). These a r c  policy m a t -  
tcrs that  ought to define I he o r g a n i ~ a t i o n .  

The, pe~.ccivcd neccl and  clcsirc tor I i ~ t m a n  ancl policy information is 
great (Lock\vuod 19771, ancl higher c~clucatiun docs nut pro\iidc a s  much 
a s  is needed (Goldhaher  nncl R o g ~ ~ s  1978). The inlbrmatiun m a \  nut be  
101-thcoming bec:r~lae oC a n  inaccurate  1x1-ccption about  what  is needed.  
Tile s imple u~ra \ . a i l ah i l i t \  of' the needed inlormation or  the apa thy  ol' 
soctrcc-s ol inlol.nration ma!. a lso p~ .~ , \ . en t  the  inl'ul-mation from being pro- 
\,idc*cl. ACI-oss all u ~ . g a n i ~ a t i o n s ,  people I-cpo1.t the \  \van1 to receive more  
i ~ ~ l o ~ . r n a t i o r ~  tlran they send (Guldhabc~.  c.1 211. 1978, p .  82). Unce[.tainty 
secllls to beget ctnccrt, ' I I I ) ~ \ . .  

Verbal and nonverbal communication. ThC tllil-d item 01) a n  administra-  
 to^.'.; i n l o ~ . m a t i o ~ ~  agenda shoulcl bc t o  idcn t i l \  the \xi-ious I~ungnagcs a n d  
nlcssaFcs rnust I~-eclucntl! contacted.  This also includes learning the non- 
\,cl-bal c . ~ ~ c s  111c.~st i m p u ~ . t a n t  to othc~.s .  Mcssagc,s r n ~ ~ s t  he constl-ucted in 
thc I ~ I I L . L I ~ ~ L %  ~ r p p ~ . u p ~ - i a t c  I'ul- the ~.c>c'i\cl.. 

Littlc ~ - ~ s c a ~ . c l l  is a\,ailablc on non\c rba l  c o m m u n i c a t i o ~ )  in an\ .  o r -  
g a n i ~ a t i o ~ r  (see Snlcn1 1977). The impact  ul choosing a part icular  signal 
(specclr. t o ~ ~ c h ,  ivriting, e tc . )  is sclclom csplorccl \\,ithout refel-cnce to a 
mctlrocl ol communication s ~ ~ c l )  a s  smal l -g ro~rp  c u ~ i f c ~ ~ ~ c r ~ c ~ c s ,  intcrvic\ \s ,  
cIoc~~n~ent:r t ion schc~nlcs, o r  the tclcphonc. 

Idanycl;rgc dillercnccs ncccl i n \ . c t i g a  t i u ~ r .  In addi t ion to t h e  obvious 
,11go11 ~ ~ . o b l c n ~ s  that  dc\,clop \\,ithin the acadcmic. subs! sterns ol highc-r i, . 

education s\ .s tems,  utlie~. lanyuagc pl-oblems a r c  likclv t o  occur  bct\vccn 
ac,aclcmicians a n d  stall and  hct\\c.cn 01-ga~)i/.ational nic.rnbcl-s and nun- 
(11-gani;lational members .  E \c I . \  institution has its o\v~r  language lur e \ -  
c~. \ . thing I~.om yraclcs, caul-sc n u n ~ b c ~ . s ,  a n d  academic titlcs to 171-occdural 
\ h o ~ - t h a n d  nntl the title5 of Ic~~-ma.  

A ~xrr.ticula~-l! common p ~ . u b l c n ~  is ~ h c  tcnclcnc\ t o  Llse acr-un!.n~s. Salem 
~ - e c ~ , n l l \  dil.ectccl 21 gl-aduale reseal-c11 p~.ojccl ( ~ ~ n a v a i l a b l c  a s  a m a n u -  
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scr ipt)  in\lestigating the extent to \\,liich regular- I'acult!. in a high school, 
students, find clients could accur-atel? iclentil) n full range. of acl-on\ rris 
used by \,ocational educat ion instt.uctors. The r e s ~ ~ l t s  \\,c3rc. dcpt-essing not 
only because of the low accul-acy scores, but a lso because rhc subiects 
identilied vocational educat ion tcachcrs a s  the s ~ ~ b , j c c t s '  psinciplc source 
o l  inl'ormation about  these code i tems.  

Most curt-ctit textbooks on communicat ion (see Knapp  1'978; Burgoon 
a n d  Snine 1978; Schellen 1974) t-c.vie\\. the small  amount  oS litet-atur-c that 
investigates non\,er-bal clenlents in the o r g a n i ~ a t i o n .  At the \.el.\. least,  \ye 
would expect administrators  to  be sensitive LC, s tudies  o l  the communi -  
cat ive implications ol' space sincc space allocation a ~ i d  uxc a r e  common 
areas Tor decision. 

Methods of communication. The  lburtli itcnl ol the inlosmation agenda 
should be to  assess the abi l i t \ .  of exisling n~ctllocls of c o r n m ~ ~ n i c a t i o n  to 
provide needed inlo~.nlat ion.  [I the needed i n l o ~ . n ~ a t i o n  is not Iloiving ad-  
equately,  the methods of exchanging the i ~ ~ l o r m n t i o n  must be impr-o \u l  
by providing more r . c s o ~ ~ t - ~ c s  01. b \  training key pc1.sonnc.1 l o  upgl-ndc their 
skills. 11'the nictliod ol 'conlm~tnicat ion needing correction is some t \ p e  o l  
documentat ion,  rr~so~rt -c .~~ I-cl'crs t o  equipment  o s  matct-ial, ~ L I L  \\ 'hen the, 
defective tnethocl is sonlc PI-eplarlned, L1c.c-to-lace method 01- a col lcct i \c  
decision system, thc most important  ~ . c s o ~ ~ ~ . c c  is t ime.  The rcsou~.c.es \ \ . i l l ,  
in the  end ,  sa\.e t ime  a n d  encsg!. bec.ausc t ~ ~ s o u ~ - c c ~ s  \ \ . i l l  not be necdccl 
latct- to  col-rect l'ailurcs created by a poor inlol-mation l'lo\\'. 

Thct-c a1.e sotnc stutlics of the \ .at-io~ls c o m r n u ~ ~ i c a t i o n  mctliocls ~ ~ s c d  
by acaclcn~ic pet.sonnel. Sc\.cral ol' thcsc s t ~ ~ d i c s  explain the personal pat- 
terns of \ , a r i o ~ ~ s  administt .ati\ .c positions, ancl \vc reset-\eel this rc- 
scarcli lor  a later chap te r .  Thcl.c at-c Ic\\  stuclics t l ~ u t  i ~ ~ \ , c s t i g a l ~  general 
dil'let-cnces in communicat ion mcthocls bet\vcc.n cliCCere~~t rolcts i ~ i  the 
cln?. . 

Holscnbcck (1977) noted that u~~i \ . c t - s i t i cs  tc.ncl to ~ ~ s c  more  papet. t11a11 
o ther  types ofcolnmunicat ion methucls, ancl that  colleges ant1 ~ n i \ - ~ l . s i t i c s  
tend to use mo1.e paper  than o ther  t \ p c s  of orgncli/ ,atic)~~s. E\cn  sc), n c a s ( \  
80 pcsce~lt  ol' a utli\ .crsit\  c.niployc.c*'s c o n ~ m u n i c a t i v c  bel ia\~ios is osal ,  
with tclcphonc ~ ~ s c  a n d  one-on-one tall\ a c c . o u ~ ~ t i ~ ~ g  101. n e a ~ . l \  70 p c . ~ . c ~ ~ ~ ~ t  
(GoCt / i t~gcr  a n d  Valentine 1962). Thc 1962 s t ~ ~ d \ -  also sel>ot.tccl tI1;1t most 
c o r n m u n i c a t i o ~ ~  lasteel l'i\,c to 15 n1in~1tc.s \\.it11 nlost t c l c ~ p h o ~ ~ c ~  ancl \\ , t r i  t ~ C I I  

i l lformation taking less than I'i\c r n i t ~ ~ ~ ~ e s  to p~.occss. hlost L I I I ~ \ , c I . ~ ~ ~ \  COIII- 

m ~ ~ ~ i i c n t i o n  is irnpso\.isccl. 
This I'incling seems intuiti\.c>l\. \\,t.clns unlc>ss all c , \ a ~ ~ ~ p l ~ .  is consiclc~.cd. 

Assun~c. that a h;~~.cl-\\,ot.l\i~iy prolcsso~- is usill? 111~. n1o1-11inF ( I ' O L I I .  11o~11.s) 
to pl-ep:1l.e a n ~ a ~ l u s c r i p t  and  to pl-c>pat.ck 1'01. all a l'tCt.l1oon l c , c t ~ ~ ~ . c .  FLII.- 
the~.mol-c, assume. that the. proI'c*ssor co~~sul tcc l  c.igl~t SOLII-ccs i l l  the. c . o u ~ . s ~  
ol t l ~ c  rnosni~lg : I I I ~  pl.od~~c.cd boll1 LI po~. t ion ul' n ~ ~ ~ i ~ n ~ ~ s c . ~ i p t  anel the 
complete. I L % C ~ L I I . C '  I I U ~ C S .  I 'II~SC I0  C U I ~ ~ I I I L I I I ~ C . ; I ~ ~ \  c3 i ~ ~ ~ , i d c ' ~ ~ l s  (rc;1c1i1i~, c3igIll. 
ancl \\.siting, t\ \ ,o) a r c  i ~ ~ s t  put-1 ol the C I I I ~ I . ~ .  cln\ t l ~ n t  ~ ~ L ~ L I ~ ~ ~ ~ ~ C O I ~ \ C I . X : I I ~ C ) I I ~  

\ \ , i t11  c o l l c . a g ~ ~ ~ s  a n d  s t~~tlc .nts .  t c l c l ~ l ~ o ~ ~ c  c ;~ l l s ,  ancl the. ~ ~ t b l i c .  I ) I . L \ ~ L - I I ~ ~ I ~ ~ ~ I I  



o l  the lecture. In most cases, the I0 nun\ucal communicative incidents 
can be matchcd by thC nlatv~.ials in the pl.ofcssor's mailbox-memos and 
letters that probably take less than 15 minutes to review. The number ol' 
imp-ovised eLrents is simply so great that when the improvised are added 
to the plannetl, the 1962 study begins to make sense. The improvisation 
has little impzict on some tasks (c.g., the p~.ofessor's lecture), but will 
cncouragc confusion \rhen a task rcquit.cs the coordination of t\vo or  n1o1-c 
rnembcr-s o l  the svstc,rn. 

This gencral rcliancc. on irnp~.ovisccl lormats [nay account for some ol  
the role a n l b i g ~ ~ i ~ .  mentioned car.licr.. This reliance may also account [or 
what some have called "shor.iness ol' the corporate memory." To store and 
to rct~-icvc inlormation I-cliably are two o l  the challenges faced by any 
administrato~. in any organization, and improvised communication is not 
a way ol' meeting that challenge. 

Documcntation serves two purposes. First, documc>nts pl-ovidC a more 
~.cli;tble method lor storage and I-etricval. Requiring inlormation to come 
in a particular lorm assumes that an administrator has some iden ol \ rhat  
can be distal-tled. No items on any form and no form should bc c~.catcd 
without assessing the nccd for the storage, retl-icval, and gcnc.1-al use u l  
t l ~ c  inlormation requested in the item 01- lol-m. The next time you ~.eceivc 
a form to cornplcte (budget request l o r n ~ ,  schedule form, evaluation lorln). 
ca~.clully check each item. Who needs this inlolmation:) Wh!. do they need 
to store i t ?  How olten will they retrieve it? How long \ \ , i l l  i t  be* available 
in storage? A well-designed documentation schenlc can pro\.idc an csccl- 
lent method of' storage and rc.t~-ieval. If adrninistr.;ito~.s c v a l ~ ~ a t c  the, nc- 
cessity lor storage and I-etrieval belore creating the Lor~n, a lor.c.st car1 bc 
saved forcvc.~-. 

Documentation ~ ~ l a o  pl-o\,idCs lo[- Jccisiorrs in advance ol execution 
(Galbrait11 1977). Rules ancl p~.occ.durcs create unilormity ancl reduce the 
adn~inis t~ .a to~-s '  load bv p~ .o \ . id i~~g  subo~-dinates \~jith a written decision 
as rclerence. Again, ho\rc\c,~-, the extent to which this purpose is accom- 
plished depends on the neecl to accomplish the purpose, in this case, the 
nccd lor unilbrmity. 

The success ol'any clocumcntation scheme also depends on the content 
provided in the document. Faracc, Mongc, and Russell (1977) suggest that 
evel-y policy o r  \vritten clocunicnt contain three types of infurmation: 
( a )  inlormation descr.ibing current or recurl-ing problems 01- dil'liculties; 
(b)  the goals, objectives, I-eu'ards, or motivation for changingor reinlorcing 
the situation; and (c) thC methoel lo[. accomplishing the desired out- 
c o ~ n ~ s - t h e  implerncn~a~ion.  Too often docu~nents  provide only (a)  or (c). 
Sc ldon~  do documents provide (b) .  People may know what to do-(a)-01- 
how to do it-(c)-but never know why to do it-(b). 

The Operating Letter (OL) system at Southwest Texas State lftriversitv 
is based on an excellent documentation schc~me (see Babbidgc and Dacus 
197 1 ; Shave 1974). Each OL begins with a description and  purpose section, 
satisl'ying (a)  and (b). The bulk ol' the letter- locusts on (c) ,  methods of 
operation across units in the university. Particular- OLs that arc disliked 
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on OLII- campus arc the OLs with poorly written purpose or. description 
sections or ones that include cxccssi\~c detail in the methods o l ' o p c r i ~ t i o ~ ~  
section. A n~rijor el'hrt is presently underway to correct thesc difliculties 
while maintaining appropriate Ic\,els ol documentation. 

A set of rulcs or procedures is created to ensure unilbr~nity, but, too 
often, they endorse mcdiocr-ity. When a l'orm calls lor a partic~rlrrr- piece 
of information, Lor example, it requires a pcr-son to provide only that 
inl'ormation and nothing marc. M'hen a proccdurc. requires that an office 
be cleaned a certain way, it calls lor no other \\,:iy. I f  people "\vork to thc 
rule," inlur~nation that docs not l i t  in the space is not corri~nunicated, and 
new cleaning mcthods will not be tried. A policy or- pr-occdur-c dclines only 
the minimum standard, and the minimum is very likely to beconic the 
norm. Although the documentation nlay have been intendccl to ir~~pr-ovc 
pel-forrnancc, rules and documents may reduce the level o l  performance 
(see Katz and Kahn 1978). 

Written rules, pr.ocedures, and documents also act as a corlsti-aint on 
innovation. Someone who contemplates a change must also contemplate 
a changeorpapcr; innovation usually rcsults i n  alterationsol' paper. People 
are generally rcsistent to change because of the conscqucnt work involved 
in altering paper.. 

There are also several problems inherent in anv scheme invol\.ing rich- 
vocal communication. Written material geriel-allv takes longer lo process 
(urriting or- reading). Sonic extra energy is riorrnally required just to dclivcr 
documents. The sender- oSa written message is at the mercy of  he I-cccivcr- 
lor a response. There is the likelihood of pool. timing. Less contcnt can be 
communicated, and,  in l'act, some content can ncvcl. be expressecl in writ- 
ing. The processing time, the ease ol response, and the tvpe ol' contcnt 
that can be cornrn~~nicated may be con~bincd in the term "richness." Doc- 
uri~cnts are not a very "rich" lormat (Wol'Cor-d, Gcrlol'l', and C~rmrnins 
1977). 

Preplanned communication, such as formal interviews a ~ l d  public pre- 
sentations, overcomes some of these difficulties by providing some ini- 
inediacy of Seedback, and the potential for- better. timing and lor- wider- 
contact. These methods require more enel-gy than documentation simply 
because they require more planning. Although preplanncd r~iethocls arc 
similar to documentation in that they can be directed at  a "class" of 
people, the advantage in preplanned methods is that tlicy can also be 
Cormed for a specific person, class, or audience. This means that the actual 
people who Si l l  the roles must be accounted for in the planning. One 
division of an eastern university, in fact, reported that they get more 
inCormation from meetings than Srom memos (see Goldhaber and Rogers 
1978, pp. 86-87). 

In spite ol' the enormous potential lor these prcplanncd, Face-to-lace 
methods of communicating, their success is spotty, and they are not used 
as often as they might be. One explanation is that planning requires pcr- 
sonal energy-energy wc arc not accustomed to devoting to Lace-to-face 
communication or energy we do not have. Although an interview may 



exchange more inlormation, a telephone call seems so m~tcli easier. Read- 
ing a memo or  repol-i is even easier. 

A second explanation for infrequent 01- inconsistent use of the pre- 
planned, face-to-face methods is ignorance. If people do not know how to 
conduct an interview or  to construct and execute a committee agenda thcy 
will be less likely to do so. If thev do try, t h e  will spend more personal 
energy and effort than if thcy were experienced. The techniques lor em- 
ploving preplanncd, face-to-lace methods are well known in many disci- 
plines, and i t  is ironic to see poorly run committee meetings in an academic 
institution that offers classes in interviewing, conference planning, or busi- 
ness and professional speech communication. 

Energy and skill arc important considerations when contemplating 
collective decision methods of communication. The increased participa- 
tion of group members and the overall diversity of opinions expressed in 
project groups o r  decision groups make collecti\lc decision building the 
richest method of communication. This approach demands the greatest 
personal effort and energv to ensure success since there is a geometric 
increase in the planning requirccl and the number of I-elationships that 
must be taken into account. Consistently good pertormancc in such a group 
also requit-cs interpersonal and group communication skills that are the 
norm lor academic administrators (see Goldhaber and Rogers 1978; Lock- 
wood 1977). 

Collective decision building is at one end of the continuum of the 
methods of communication. As one moves away from collective decision 
building toward the preplanncd, face-to-facc methods, less information 
will be exchanged, but less energy will be required. A similar pattern 
emerges a s  one moves from preplanncd methods to clocumentation and 
from documentation to improvisation. Imp~uving nicthods of communi- 
cation, in othcr words, has its cost, and if the resultant increased info]-- 
niation is not really ncecled the cost becomes waste. 

Communication networks. The fifth item on an administrator's infor- 
mation agenda should be to assess the status of existing networks with 
respect to  the institution's design and to augment current flows with 
additional reporting procedures or information sources and personnel to 
reinforce key links. 

There has been, to our knowledge, only one thorough analysis of a 
communication network in an  academic institution. This network anal- 
ysis, of a medium-sized (1.400 + members. 16,000 + students) midwestern 
university, ("MU") was carried out as part  of an organizational commu- 
nication audit conducted by a research team that included one of the 
authors of this manuscript (Salem). Some results of the overall audit have 
been published (Goldhaber ct al. 1978), but the significance of the network 
analysis itself has not been explained. The conclusions drawn from this 
university's network will be compared and contrasted with othcr data to 
give a more complete picture of the status of networks in higher education 
and the extent to which they carry information, 
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Academicians a n d  those people w h o  manage  ancl perform ancillary 
services tcncl to  receive niore information in a university than d o  acaclcmic 
s t a l l  personnel such a s  secretaries o r  adniinistrati\re assistants.  This con-  
clusion is supported by Holscnbeck (1977) a n d  by the  network a t  MU in 
which less than  10 percent of t h e  ent i re  organizat ion could be classil'iecl 
a s  isolated l'rorn ei ther  thc lol-mal o r  informal nctwol-k. Altho~lgh s ta l l  
personnel a t  MU h a d  Icwcr network links than  did line o r  acadcmic por- 
tions o l  the unive~.sity, thev occupied nearly a s  many  of the key liaison 
I-oles a s  the academicians.  A dean's  administrat ive assistant,  lor exarnplc~, 
may  not havc a s  m a n y  relationships in the ~lnivcrsi t?  a s  a Caculty n i e ~ n b c r ,  
but the  relationships that  thc assistant does havc in\wl\re key a n d  di\,er.bc 
per-sonncl that n1;r.v supply more in forn~a l ion  t h a r ~  could be  gat.ncrcd I ' I - ~ ~ I  
thc. laculty membcv-'s relationships. 

Sccrctar ics  a r c  key s ta l l  positions. gold ha be^. (1972) studiccl the coni- 
munication of the top seven administrat ive offices a t  a southwester-n uni- 
vcrsitv. Seventy pel,cc,nt of thc s tudents  sul-\.eyed interacted with these 
oll'iccs cluring one  week. O l t h i s  7 0  percent,  all of w h o m  initiallv interacted 
with secretaries, 56 pc>r.ccnt reported s o m e  ncgatixre intc,ractions, with 
more than  hall' the n u m b e r  (a  little over  20 pel-cCnt of' the  sample)  not 
returning to thc oIfice. The most often reported reasons lor thC ncgative 
interaction were t ime  delays a n d  rudeness o n  the par t  o l  t h c  secretary. In  
o ther  words,  nearlv one-Eilth of' a studc,nt body clid not I-cccivc needed 
infor~i lat ion dur ing  their intel-action with aclministrati\,c secreta~. ics .  

Faculty wer-c generally the rnost act ive ncl\r.o~-k members  a t  M U .  In 
addi t ion to their links within the  university, f'aculty a r e ,  of course,  the 
rnost ~ ~ c t i v e  links between the university a n d  s t ~ r d e n t s .  The content of most 
s t~~c lc , r~ t - teacher  communicat ion is not the un ivers i t \ ,  however. It is niore 
likely to  consist ot 'coursc-related o r  rnoti\:ational topics. The  p ~ ~ r p o s e  of 
class-related cornn~unica t ion  is not to  link stuclents to  a university bu t  
ra ther  to  cout.sc mater ial .  

Nonclass-related c o m n ~ u n i c a t i o n  is vcSy  often impl-ovised a t  chance 
meetings o n  o r  oCC the c a m p u s ,  01- it is likely t o  occur as par t  o l  t h e  
dcvelopment o l a n  intcrpcl-sonal relationship. Thc 1'1-cquency and  scope ol' 
these i r n p r o v i ~ ~ d  contacts  ha1.c not been rcscarched a n d  m a y  be, dil'Eicult 
to measure accurately . The most common noninipro\~ised ~ l l c t h o d  lor mak- 
ing these n o n c l a s s - ~ - ~ l a t e d  contacts  is the use ol'of'ficc haul-s. Although tlie 
discussion may tu rn  to  class mater ial ,  of'lice intc~.vic\vs a r c  more  likely to  
locus o n  the s tudent  a n d  provide the opportunit! lor a iaculty rnembc,r to  
connect the, s tudent  t o  the  uni\rcrsity oElicially by providing university- 
related inlormation.  Goldhaber (1972) I-epor.tcd that  lacultv actr.~ally kept 
their "office hours"  only about  30 percent ol the t ime,  u1hic.h appears  to  
be yet ano ther  example of a s q ~ ~ a n d ~ r . e c l  opportuni tv to incrcasc a llow ol' 
information 

Not only does the Ilow of information I'ro111 u ~ l i \ , ~ ~ . s i t y  personnel to  
s tudents  tail to  Follow intended pat terns,  but  also the llow Lvithin the 
university deviates I'rorn intended pat terns.  ThC organization char t  ol' MU. 
lor example ,  icicntified more  than  hO dcpal.tmcnts a n d  ol'l'ices, with some 



oCCices o r  administrat ive positions serving a s  links to  cn5ut.c that  inlor- 
mation could flow horn any  one  segment  of' the i ~ n i \ c ~ - s i t y  to an\  othcr .  
When the members  ol' MU were asked to identily thcir typical comniu-  
nicution activity when pcrlorming their 1'01-ma1 0 1 - g a n i ~ i ~ t i u n d  I-olcs, the  
t.csultant conliguration ( the  actual  L'ormal net\vo~-k) \vas signiI'ic,antly diS- 
kr.c.nt lr.om the o r g a n i ~ a t i o n a l  s t ructure suggcstccl in the chal-1. Only 35 
cliques-not the expected 60-plus cliques-emel-ged, a n d  nearly ha l l  o l  
these 35 cliques were not linked in a n y  \vay to any o ther  clique. 

The acaclcmic portions of' this lorma1 network seem I-easonablc in spi te  
ol ' the apparcnt  lack olprcdictabi l i ty .  In many  cases, t\vo ol- nlorc academic  
dcpnrtmc>nts joincd to lorn1 one cl ique,  challenging the  depal . tn~cntal i -  
/.ation desired by thc system's o r g a n i ~ a t i o n  char t .  Fro111 a pur-cly infor- 
mation pel-spcctivc, this finding meant  that  the, llo\v of'nccdcd inl 'orn~at ion 
rcquil-ed f'ewel- cliques a n d ,  perhaps,  that the i ~ ~ l b r r n a t i o n  may be com-  
municated a s  cllicicntly \ r i th  k w e r  dcpa~ . tmcnts .  

Earl ier  we  suggested that collc>gcs ancl uni \~crsi t ics  n i q  exhibit the  
most control o\.er- behaviol-s ol individual, that  pl.ovidc ancillary scl.vices. 
The adn~inis t l -at ive a n d  stall  por.tions ol' the nct\vo~.k should rcllcct this 
pa t te rn .  At MU there was a lack ol' c.liqi~c dcvclopmcnt in thcse offices, 
some ol' them central  to  the  lirnctioning ol a university. The nctwol-k 
pat terns in these ollices \vcrc ~random.  It \vas not that  people in the a d -  
n~iss ions  oll'icc, 101- example,  did not talk to each othcl- (although s o m e  
dicl not),  but ra ther  that  the?. talked more t o  universit?. employees outside 
their  ol'fice. Conscqucntly, ofliccs did not I'ilnction a s  cohcsivc uni ts ,  but 
ra ther  a s  collections ol talented indi \ iduals .  I1 one of' the pcoplc \Ins I-c- 
placed 01. was  i l l ,  the  lunction thcy p e r l o r n ~ c d  ceased. When w a s  the  last 
t ime yo11 were told to call back bccausc the  pel-son w h o  normally docs 
something w a s  not thc1.c:' 

To  ~ l n d c ~ . s t a n d  how this behavior happeris and  ho\v i t  dillel-s T I - v ~  t he  
behavior- o l  academic uni ts ,  considel- lor example,  a n  accounting olficc 
employing 20 to 30 people. A small  portion oC these pcoplc a r e  prolessional 
o r  deg~-c>cd pel-sonnel whose initial training has  been a u g ~ ~ l e n t c d  by thcir  
o w n  expel-icnccs with the accounting pl.ocecli~res ilniquc t o  the institution. 
Their  prol'essional t ra ining a n d  tenure at  the uni\.crsity allo\v them to 
impl.ovisc il a n d  rvhen exceptional cil-cumstances arise. The \,as[ majori ty  
ol personnel a r e ,  however, clerks with a limited educational backgroilnd 
a n d  a narrow view oC their responsibilities cncouragc.d by the clirrision oC 
labor  within thcir  own olfice. To  simplily the tasks oC thcse minimally 
t~.ained personnel,  thcy a r e  olten assigned to pl-occss o n l \  a Liv o l  the 
m a n .  forms sent to  the  oCCicc. Someone who telephones concerning a 
certain Sorm must request the clerk who processes that 101-m or  wait thr.ough 
a scrics o l  "holds" until  the part icular  emplo-cc is idcntificd. 

If the communicat ion oC t h e  employees in this ollicc is PI-imar-ily u ' i th  
people outside their olf'ice, the opportuni t ies  to  shar-c their  problems a n d  
knoivlcclge with o thcr  members  oC their  unit is limited t o  thcir  inlorma1 
contacts  a t  breaks o r  lunches. When a clerk assigned to process part icular  
161-ms is i l l ,  t he  temaining clcl-ks ar-e i ~ n a b l c  to in~pl.ovisc because they 



lack the prolessional training or knowledge ol how the \vhole unit ought 
to function. The oll'ice works around thc delay, a circumstance unap- 
pealing to the person \vhose activities h a w  been delayed. 

Such circumstances are less common in academic departments where 
the relatively similar training and  broader view of faculty allo\vs for more 
rapid substitution oS departmental or academic roles (e.g., committee 
members, advisers, ciil-cctors oS programs or  courses). When substitution 
is not possible, i t  is usually because the facult?. me11111er \\rho lilled a certain 
position did, in Sact, hpcnd more time communicating outside a clcpart- 
ment than within i t .  Nevertheless, thc training and cspcricnce ol faculty 
merr~bcrs can colnpcnsatc for a lack oS internal communication or  a flood 
ol  commut~ication from outside a department, and i t  is ~nol-c likely that 
substitute I'aculty members will perSorm their I-csponsibilitics \\,it11 Ic\\,er 
problems than will staff personnel in similar situations. Unlortunatcly, 
the problems in the stallot- adniinistrativc ol'Cicch are more IikcI!. to allect 
a greater proportion ol  the universit?. 

A pr-oblcm consistently I-eportccl in the research about inl'ormation 
flows is the lack of information lrom the top Icvel(s) of the university or 
college. The MU network helps explain part of the problem with these 
downward llows. Middle managers (deans, chairs, oSlice heads, etc.) tended 
to use the formal network morc than the informal, and the r1atLtt.c of this 
network was suc.h that i S  one or t\vo stall people were missing, the inlor- 
mation never reached its destination. 

Schor~mann  (1978) Sound that membel- perceptions ol'reporting lints 
in a community college did, in fact, correspond to the intended links. The 
MU network tends to con[irm this general kno\vledgc of horizontal and 
upward lines. Lockwood (1977) reported a need lor a morc systematic 
method or up\vard comn~unication about topics that could be regarded 
as human and policy content. Except Cor the I-cliance on kc \  individuals 
(also noted by Schol-zmann), task information sec,ms to Collo\v the desil-ed 
paths; an increase in the amount oC human and policy inl'ormation seems 
to require a recognizable path upward to encourage sending. 

Organization members will obtain the inl'ormation they ncctl one way 
or another. Il'the lol-~nal network will not pl-ovidc the nccdcd inl'ormation, 
then the infor-ma1 network will (Rogers and Agal-wala-Rogers 1976). Cov- 
itch et al. (1974) noted the importance of inl'ornial nct\\,orks in academia. 
The inlornial network at MU was more active than the lot-ma1 and exhib- 
ited greater complexity and coordination. In all the studies noted in this 
network section, thegrapevine was rc,cogni~ed as a key Cactor. The problem 
with its use is distortion, as will be explained in thc section following. 

The limited research explaining the communication networks in hig1ie1- 
education may be summal-ized a s  follows: 

The communication networks in colleges and universities eshibit an 
improvised communication pattern. Thc inlormal net\\torks are better 
controlled by social and cultural rules than the formal netwol-ks arc 
controllccl by organizational r-ulcs. 



Academic units tCnd not to reflect departmentalization in their-com- 
municative behavior. 

Institutions tend to rely heavily on key pel-sonnel, especially talented 
individuals in key staff' positions. 

Although i t  may be difficult to evaluate the net impact of these trends 
in academic units, ancillary services \ \ , i l l  suller if the inl'ormation flow 
is not well planned and coordinated. 

The Quality of Information 
Timeliness. Processing t i  me may be reduced by directing information at 
a key group of' people, and sequencing dilliculties may be overcome by 
propcr planning. This is the sixth item on a n  administrator's information 
agenda. 

Sometimes the needed information cloes arrive, but i t  1na.v not have 
been processed with spcccl and accuracy. The quality may be so bad that 
the data cease to be inlormation and may become, in Cact, uselcss redun- 
dancy 01- noise. 

Tiiizr1i1ze.s.s may r e k r  ( I  ) to the tirne it takes to process information 01. 

( 2 )  to the inability ol  information to arrive at the time in ~vhich i t  can be 
usclul. This first use has been called d~lt.ufiot1 by Wol'ford, Gerlol'S, and 
Cummins (1977) and simply PI-ocessirlg titile by Miller. One variant of 
duration is lag (Miller I978), i.c., the time required to act once inlormation 
is processed. Tlrr~~urol~rltl rime, the time required lo respond, is a form of' 
lag. A consistent complaint across all studies on organi~ational  commu- 
nication i n  higher c d ~ ~ c a t i o n  is a lack of' lollor\,-up or  responsiveness (see 
Goldhabet. and Rogers 1978). 

Sequencing refers to the timing factors that exist between the reception 
of a message and other important cvcnts in the communication situation 
(WoSfold, GerlolT, and Curnmins 1977). MU mernbcrs reported problems 
in various aspects of processing time and also in information arriving late. 
Late inlorrnation is a problem ol' sequencing. 

Sotme ol' the principles already presented apply to timeliness. Plannccl 
methods of' communication that allow lor some lecdback, "a give and 
take," will imp-ove chances lor timeliness. A coordinated communication 
network with several cliques connected by urcll-placed liaisons not only 
ensures that needed information is r ece i~~ed ,  but also that i t  is received 
in timc. Often timeliness problems and uncertainty problems are solved 
siniultaneously. 

IS all this is known, why is there a timeliness problem? The problem 
is inherent to improvised communication. And since communication in 
higher education is improvised, is it a n \  wonder there is a scqucncing 
problem? Those kc:\. liaison personnel noted earlier become bottlenecks 
when they are absent or  overloaclcd. There arc no natural connections 
between some cliques, which was true ~ v i t h  half the cliques at MU. These 
personal links are more important than public communication or  mass 
media. 
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The use of'documcnts or mass media alone is not sufl'icient lor effective 
diffusion. A two-step process is necessary lor this to happen (see 1,in 1973). 
An initial awareness of some potentially inlormativc data mav be created 
by mass mcdia, lor example, but i t  is the personal contact with an opinion 
leader or key inlormation source that confirms the inlormation in the 
earlier communication (Agal-wala-Rogers et al .  1977). 

What do college basketball fans talk about imniediately alter 111c game? 
The game, of course. Thcy compare stol-ies to confirm that others saw 01- 

cxpel.icnced what they experienced even though they know their audience 
may have been sitting in the adjacent seats. Thcy arc really not confirming 
each others' exper-icnces, but each others' reports of the expel-icncc. The 
talk about the event becomes the event itself. The postgame dialogue is, 
initially, a rehearsal o l  reality. E\w-yone will get the stories straight. 

What do facultydo when thev recei\rc written noticeof a gene]-a1 change 
of policv? They talk to other faculty about the black-and-whit'. expression 
of the policy. The significance of the document is never really I-esol\,ed 
unless there is an immediate consensus about the document's nieaning 01- 

unless the conlused pal-tics appeal to an authol-ity to claril'y any misun- 
derstandings. The.v contact opinion leaders i f  the opinion leaders are not 
immediately available. 

The general pattern is demonstrated by the I-csearch of Agarwala-Rog- 
ers and her colleagues (1977). Thcy investigated the \\,a!. in which inlor- 
mation about computer-assistedidepe~~dci~t educational innovations \vas 
diffused among university professol-s. An initial pool of prolcssors was 
inlol-mcd about a battery olsuch innovations. Then the subxquent  I-equcst 
for further inlormation and thc communicati\~c history ol'thosc professors 
who adopted one or more innovations were used to construct a diCfusion 
nctwork. Thc nctwork displaved the flo\4, to initial information receivers 
and requestors, onward to secondary receivers who communicated with 
thesc intial receivers, and [inally to the tertiary receivers who had Learned 
about the innovation from secondary sources. 

The secondary sources, inf l~~cnced by mass media and the interpel-sonal 
contact with initial sources, actually received the most information. The 
actual adoption of one or move innovations \vas greatest among secondary 
receivel-s and tertiary receivers (the two-step flow), and the adoption was 
more likclv when a potential adopter could visit someone who had all-cady 
done so, an opinion leadel- on the innovation. The researchers concluded 
that one 01' the main approaches to innovation in higher education is to 
launch an innovation with a critical mass of individuals who then spread 
i t  interpersonally among their peers. 

The importance ol' these kcv liaison personnel in impl-oviscd social 
networks is generally recognized by antlil-opologists (see Rogers and Kin- 
caid 1981). The impol-tancc o l  these roles as part of the total system in a 
community college was noted bv Schor-zniann (1978). Dillusion through 
any system depends on the nctwork through which information must flow. 
Directing the information at key sources will reduce the time r e q ~ ~ i r e d  lor 
the inlurmation to reach all the intended receivers. 



Tirnelv diffus~on of intormation assumes that the sender has some 
knowledgeof the scquenceofc\~ents and oEthe ti111es that arc most valuable 
for the infor~nation to be received. Planning is a PI-crequisitc to cffefecti\!c 
sequencing. The improvisccl nature of the infor-mation flow in higher ed- 
ucation suggests that such planning is not the norm. Administrators do 
not plan their diffusion well. 

Several planning cleviccs are available to an administrator, and Jc- 
cision making and implementation schemes are cliscusscd in a later chap- 
ter. One planning clevice, PERT, is most sensitive to the idea of time 
because i t  a n a l y ~ e s  all behavior as  a finite sequence oE activities leading 
to a desil-ed outcome (Phillips 1973). Such an appr.oacli is appropriate for 
planning routine f l o ~ ~ s .  

Distortion. The seventh item on an aclministl.ator's information agenda 
should be to plan the perioclic use ofone or morc of the chcckson distortion. 
Implementation requires planning. Rcduc.ing clistortion, however, will also 
increase load. 

Noise involves errors that I-csult from unintended mcssagc alterations. 
Distortion refers to intcncled or  unintcndccl errors produced from intended 
message alterations. Distortion is the result of a conscious act, norriially 
not malicious, that alters inlormation. Four gcneral types oS distortion 
can be described: gatekceping, supplementing, summarizing, and assinl- 
ilating. 

Gatckccping is distorting a mcssagc by simply dropping elements o l  
the message, i.c., withholding some inlormation. Supplementing occurs 
when additional inforr-nation is provided. Summarizing is the tendency 
to highlight only those clcments of information that a member feels arc 
important. Assimilating occurs when the information is modified to con- 
form to the needs of the rcproduce~. of the information (see Allport and 
Postr-nan 1947). Although distortion may be deceptive, distortion is not 
deception, as a closer examination of the organi~ational  conditions con- 
11-ibuting to these behaviors will show. 

The information rcccivecl by an organization member may not rncet 
the need of the member, so the member will "read between the lines." 
Reproduction of the mcssagc may then involve supplementing or sum- 
m a r i ~ i n g  to assist the next receiver of the message. The uncertaint?. has 
been absorbed, resulting in a distorted rebroadcast. 

Some rescnrch suggests that supplementing or. assimilating may occur 
because of the limited availability or  the poor quality (Housel 1976). In 
an attcmpt to capitalize on thc limited oppol.tunities, a person may I-clay 
a message that contains more information than is needed or  may attempt 
to twist the message to advantage. Poor quality lcacls to worse quality. 
Uncertaintv and ambiguity can lead to clistol-tion. 

Sussman and Krivonos (1979) summarized research about relational 
variables that affect distortion. Personnel who are ambitious or upwarclly 
mobile will tend to distort morc than those who arc not. A lack of trust 
will increase the likelihood for distortion, and potentially threatcning or  
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unfavorable content will tend to be distortecl. The interests and goals of 
the communicators, therefore, \vi l l  al'fect the probabilities lor distortion. 

The number of people involved in the seq~~cn t i a l  reproduction of a 
message will alsoaflect distortion. This activity, u hich suggests a network, 
is called serial communication (see Pace and Hegstr-om 1977). Gatekeeping 
normallv occurs first, with members dropping various clen~cnts of the 
message. Details are then lost as the inl'orniation is summarized. Although 
supplementing and assimilating may occur at any time (they appear to 
be more the product of the members' interests), the oppol-tunity for these 
types ol' distortion appears greater at the end of' the chain. At this point, 
the l'ewer words and topics (due to the sumttia~.izing) and lack of detail 
(due to surnmarizing and gatekeeping) invite supplementing and assim- 
ilation. 

Conboy (1976, p. 27) discovered that o n 1  20 percent of the information 
sent downward in a seven-tiered hierarchy was I-cceived accurately. Red- 
ding ( 1  967) concluded: "The higher one goes in the hierarchy, the [tiore 
must decisions be based upon less and less detailed inlorrnation of t l i ~  
'life-facts."' Accuracy is, therelore, a problem in the lbrmal network, and,  
as  the number of people involved in the serial process increases, distortion 
should also increase. This conditio~i is not truc of the inlormal network, 
however. 

Inforrnal relationships are based not on organizational rolcs, but on 
social roles (e.g., friends). The informal network is ol'tcn called the grape- 
vine (Davis 1953, 1973). The grapevine is last and i t  cart-ics much infot-- 
mation. A person's involvement and role in  a network are dc.tcrmined 
more by the n a t ~ ~ r c  ol the inlormation being carriccl than by the person. 

Although grapevine inlormation ni? lack some important detail, it is 
l'rorn 75 to 90 percent accurate (ace Da\,is 1973). Its accurac?. may be 
accounted lot- partially by the grapevine's tendency to form a cluster pat- 
tern, with pockets o l  individuals confit-ming I-cports before reproducing 
theni. This cluster pattern gives the inl'ornial net\vork its grapc\,ine ap- 
pearance. 

The negati1.e aspect o l  the grapcvitie is that i t  carries runiol-s. Davis 
defines rumors as  inlorrnation communicated without secure standards 
of evidence being present; someone receives and reproduces information 
without asking the source, "How do you know this is truc?" Sincc rumors 
may be, by delinition, ambiguous or  uncertain, the? are niorc likely to be 
distortecl. 

Rogers and Agarwala-Rogers ( 1976) suggest three general approaches 
to dealing with distortion: I-c,pctition, \'erification, and b\,passing. Rcpe- 
tition rncans sending a message in dillcrent forms over dillerent net paths 
in different lormats over time. Verification means ensuring the accuracy 
of a previous message, checking the accuracy of thc message when vou 
receive i t ,  and/or checking the perceptions of your receivers. Bypassing is 
any method that sidesteps interrncdiate connections in a transmission. 
i.e., going right to the top. Specific acti\itics that conl'orm to these general 
types arc provided by Pace and Borcn (1973, p .  356). 



Overload 
O\,crloacl i h  a condition ol' input exceeding o u t p ~ ~ t  cal)acip.  Anv acljust- 
mcnt process m~ls t  either reduce the input or  increase the capacity. The 
last iteni on the administrator's inlormation agenda should be to idcntil'). 
putcntial overload problems and adopt the appropriate response. 

When the amount oC inlormation to be processed exceeds the capacity 
ol'nn 01-garlisrn to process i t  overload occurh. Therc is SO much information 
that i t  exceecls a person's capacitv to speak, u.1-itc, read, or listen. If the 
condition persists, the resultant stl-ess m:ty Icacl to a total breakdown or 
c\vn death (see Miller 1978). 

There arc two gencr~tl approaches to coping with o\,erload. One ap- 
proach is to prevent the excess infol-mation I'rorn actually reaching a per- 
son. One can, lor example, a\.oid the strc5s ttiro~lgh col'lee breaks, vacations, 
or  sabbaticals. Simplv omittins con\.e~.tecl inkmnation is another method. 
The need lor the extra inl'ormation can be recl~~ccd bv lowering perlor- 
mancc standards and accepting pool-el- q~lali ty \vo~-k. These methods oC 
reducing the amount ol' infol-mation that needs to be processed compro- 
mise efficiency lor volume. But thev arc generally easy to accomplish. 

Q u e ~ ~ i n g  is a method ol' I-educing the information flow that requires 
insight and enel-gy. It involves letting infol.n~ation build up,  taking cum- 
munication one at  a time, until some slack time is available to complete 
what was delayed. Waiting lines and the pile of papel-s on a dcsk arc at1 
example of queuing. It is a good method for coping with overload as long 
as xny timeliness problen~s can be anticipated. Queuing can be cl'lccti\,c 
i l  i t  can be planned. 

Filtering is the n~cthocl traditionally used to cope with overload acl-oss 
a system. 11 means giving priority ol.assignmcnl to certain message types 
and processing only those messages. It nicans creating standards or rules 
that direct onl\ certain messages to certain places as others messages are 
liltel-cd olT to others or oniittccl. Developing a hierarchy ol'authoritv, nar- 
rowing the span 01' control, enl'orcing rules and procedures, or simply 
making plans and setting goals arc devices traditionally c m p l q c d  to han- 
dle load (Galbraith 1977). 

At iv  method or coping with overload by I-cclucing ur I imi ting the actual 
inlurrnation being processed mav lead to the discu\,cry that certain pieces 
ol' inl'ormation are not really necessary. On the o thc~.  hancl, any of these 
methods risks losing key iniorniation necdcd to ~~cconiplish a task. When 
the potential for losing needed inl'ormation cannot be avoided, a second 
approach is needed. 

The second approach to coping !:vith overload is to increase the inlor- 
rnatioli pt.occssing capacity o l a n  individual. Sometimes this means train- 
ing pcoplc to improve their ability to hpeak, \vrite, I-cad, 01- listen, or simply 
to improve thcir ability to o rgan ix  and plan their communication. In- 
cl-easingly, capacities arc improved by supplying equipment such as word 
processors, computers, etc. The traditional nicthod of improving capacitv 
is to hire more people (c.g., an assistatit ur a~cle). A most important non- 
traditional approach is tu invul\c multiple-chr~nnels. 
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To use multiple-channels (a term Crom Miller 1978) means to requit-e 
more than one person or  organizational unit at the same le\rel in a hier- 
archy to process inlormation, thus reclucing the load to any one person 
or unit .  Creating sell-contained units is one way to accomplish this task. 
A multicampus college or  unive~.sity creates sell-contained units whcn i t  
decentralizes some ol  its decision making or when satellite administrative 
olfices are installed at each campus. 

Multichannel use may involve the creation ol lateral I-elations between 
units. This may be done by sirnplv providing a link bct\reen managers 
who share a problem or by creating task forces to solve problems that 
al'l'ect many departments. More permanent adjustments include the cre- 
ation of an integrating role (e.g., o r n b ~ ~ d s m a n )  01- the change of the or- 
ganization's structure to PI-ojcct o r  matrix designs (see Galbraith 1977). 

The irony ol  the methods for coping with overload is that adopting 
any of these choices increases the likelihood oT distortion. The acljustment 
process will either increasc, the uncer-tainty in messages or increase the 
number ol' people involved in transmission. Simultaneously avoiding un- 
certainty, poor timing, distortion, ancl overload I-equires planning. 

The Value of Information 
Inlor~nation may be satisl;ving because oC the intrinsic worth o l  discovery 
and of recognizing and gaining knowledge. Inlormation may satisly 01- 

assist in satislying some extl-insic desire such as  completing a task. Somc 
have investigated the idea of communication salisl'action (see Lin 1973), 
but there has been no systematic invesligation o l  the value ol'inlornlation. 

Uncertainty appears to be undesirable because ol the likclihoocl ol'role 
ambiguity or role conflict. Somc positions, however, thrive on ambig~rity 
(Galbrai th 1977). College teaching may be one such prolession, 1-cjecting 
the cxtrinsic value o l  inror-mation provided by others lor the intrinsic 
worth o l  sell-discovery. On the other hand, an adtnissions \vorker rejects 
the intrinsic value attached to a personal seal-ch ol  each studenr's history 
and desires only the pot-tions of a s~udent ' s  history (presentccl in a pre- 
scribed l'orm) necessary to a d ~ n i t  thc student. 

The material pt-esented in this monograph may lead you to correct 
uncertainty, ti~nelincss, distortion, 01- o\,crload and so assist you in ac- 
complishing your task; the monogl-aph may have an extrinsic value. It 
may be interesting and pique your curiosity to the extent that you may 
pursue your own research; i t  will have an intrinsic value. We want i t ,  oC 
course, both ways. The administrator also should \van[ inl'ormation to 
satisfy both desires. Behavior that is both cstrinsically and intrinsically 
valuable will be the most moti\,ating (see Herzbcrg 1966). 

Reseal-ch on the relationship b e t w e n  ~~ncer t a in ty  and extrinsic sat- 
islaction does not suggest a linear relationship (see Schaefcr 1981); more 
inlormation is not necessarily bcttc~.. The relationship appears to be cur- 
vilinear. At a certain point, inlormation ceases to be satisl'ying, and,  in 
fact, an  increase in the amount of inLorn1ation is dissatislying. People can 
know too much. This curvilinearity has already been investigated in in- 



terpcrsonnl t.elationships (Gilbert 1976) and has been suggested as an 
organizational comnlunication la\\) of marginal returns (Tubbs and Moss 
1980). 

Not onlv must administ t-ators assess inrormation needs, but thcv must 
also determine the inlormat ion desires o l  theit- potential receivers. These 
desires arc not inherent in the organizational roles or the explicit role 
relationships es~ablishcd as part of the organizational structure. The de- 
sires varv from individual to indi\,idual. To determine the inl'ormation 
desires ol' people in the system, the administrator needs personal infor- 
[nation from the people in\~olved (see Miller and Steinberg 1975). 11 in- 
lormation satislaction is the goal, the administ~.ato~. must be willing to 
con~municate interpersonally to ascertain ho\v much inf'ormation is de- 
sired and the point of' diminishing returns. 

The Conservation of Information 
The transfer of  complexity. Any living system exists onlv at the behest of 
its environment. Svstems, in fact, have an interest in maintaining their 
environnlent since their environment provides the inpuls i t  needs lo sur- 
vive. In turn, the environment is intercstcd in maintaining systems that 
serve its purpose, and so anv particular system will find a method of 
adaptation that reflects its environment. Systems are rel'ractions of their 
environment (see Weinbcrg and Weinberg 1979). 

Human ssstcms survive in and mirror their inlormation environnlents 
(see Emery and Trist 1965). When data arc ol a given complexity (i.e., 
when there is a given amount of information), the system will perlorm 
activities that I-cllect that complexity. The processing o l  a great amount 
o l  information requires beha\,ior r-norc complex than the behavior needed 
to process a small amount of information. 

How this happens rnav be explained by the use ol'a mnemonic device. 
Information occurs \vhen uncertainty is I-educed, when the complex is 
made simple. Objcctivelv this means that a con~plex pattern of events is 
reduced to a simple pattcrn (see Miller 1978). Perceptuallv, information 
occurs when a person rccogni~es a pattct-n (Farace, Monge, and Russell 
1977). That is, what was lorn~crlv thought of as being randotn is recognized 
as having some mcaninglul pattern. The pattcrn is taken in. The lorn1 is 
taken in. One is in-lormed. 

The initial recognition ol' a particularly complcx form norn~allv re- 
quires considerable energy. A system normally attempts to process the 
lorr-n by searching lor the right combination ol  behaviol- that will unlock 
the rys t e rv ,  much as a naive student searches in a hit-or--miss lashion fur 
a way to ~tnderstand a new academic subject. Once the form is recognized, 
ho\vcvcr, the system will have identilied the particular pattern o l  behavior 
needecl to recognize the new form. The pattcrn o l  behavior will be as 
cor-nplex as the form that was recognized. 

Therefore, the complexity o l  a message is evidenced in the complexity 
ol'the behavior used to comnlunicate it. This notion is suggested from the 
works of Weick (1969) and Weinberg and Weinberg (1979) who noted the 

lm1251
Rectangle



parallel nature 01' the environments and the systems that sur\>i\,c in ~ h c n ~ .  
What this lincling implies is that complexity is not reduced as information 
is processed; complexity is translbr.red. Inlormation is conscr\,cd in be- 
havior. 

This tendency to collscsve inlormation in beha\.ior is supported by t\ifo 
reccnl studies. Bodcnslcincr (1970) de1:1onstratcd that as the level of un- 
certaintv increased, organi~ationa tcndcd to use rnorc complex commu- 
nication (verbal rather than non\.crbal, \ocal rathcr than non\.ocal). The 
amount of race-to-face interaction and the lrcqucnc\. ol' telephone use 
increased as uncertainty increasccl. He did not cn~plo\ .  Johnson's typology, 
and so i t  is dif'l'icult to deline thcsc methods as cithcr itnl,ro\.ised or planned. 
Ncvcrthclcss, during the periods ol unccl-taint\ the organization increased 
its use o l  methods for complex messages. 

Connolly (1975) was co~lcernecl \iith communication patterns in gcn- 
cral a s  opposed to Bodenstei11c1- \j.lio in\sestigated specilic instances. Con- 
nolly also used a measure o l  pcrcei\,ed uncertainb to conlirm tllat t \ io 
typewOC rexarcli departments \vel-c in t\ro dillcrcnt inlormation en\ iron- 
ments (see Emcry and Trist 1965). The depar tn~ents  in the mow uncertain 
envil-onmcnt had more complex communication net\vorks. That is, the 
departments with the greatel- amount of inrorniation to process had the 
morc complcx information-processing bcha\zior. 

Universities in a relativcl\ stable cnvirotlment, tlicrccorc, \~,i!l need to 
supply little task inlormation ancl will employ impro\~iscd conim~~nicat ion 
methods in a siniplc network. As the en\,ironment becomes morc complex 
and information demands increase, the university will adopt a bureau- 
cratic structure. The aniounl ol'task-I-elated information in a docunlcntcd 
form will increase, but in a relati\:el,v simple, do\vnwa~.dly dorni~latcd 
network. Further ot.gani~ationa1 development \vill require prcplannecl or  
group-decision communication methods disseminating task, human, ancl 
policy incormation in complex nct\vorks reflecting more complcu organ- 
izational structures. 

These natural dc\~elopmcnts can,  ho\vc\.cr, be altered b? an adminis- 
trator. Organizations arc contrived, and the decisions  hat are a part 01 

the contrivance cletermine the actual structure of the organization. The 
choice of organi~ational  structure must take into account the inlormation 
demands ol the system. 

Organizational structures. Iran 01-ganizational structure is too siniplc and 
the information demands arc great, 01- i f  the structure is complex and the 
information demands are low, the mismatch c o ~ ~ l c l  generate the problems 
of uncertainty, inlormation quality, and ovcrloacl to such an extent that 
the verv life of the organization \ \ i l l  be in jcoparcly. 

The traditional bureaucratic structure is ctnplo\.cd by most academic 
institutions, and several ol 'thc problems a l r e a d  idcntiCicd can be traced 
to improvising rather than actuall!. lollo\ving that bureaucratic lorn1 and 
moving to documentation and prcplanned mclhods or communication. 
Bureaucracy I'ails, however, when inlormation needs arc great. Some i l l -  



stitutions have evolvecl to a project s t ructure to supp l cn~en t  the but-cau- 
cl-acv. Members o l  the organization I'rotn several dillci-cnt i ~ n i t s  ma. be 
pulled together, b \p i s s i ng  traditional authority s tructu~.es  [or the durn-  
tion ol' a project such as 21 major. 1'1-cshrnan orientation cl'lol-t, a ~.cseat.ch 
stud),,  o r  a n  institutional ad\.anccmeiit effort. 

The [nost rlcxible organizational design, thc  one capable o l  processing 
thc most i n ro~ma t ion  but requiring the most plannccl comnlunicat ion,  is 
the matrix design. A matr ix design is a mctllocl ol 'accounting for both the 
dil'lcl-ences be t~vecn  pl-ojects o r  sites while, a t  the same t ime,  maintaining 
unilormity 01' behavior act-oab cr-itical lunctions. The problem laced by 
most o rgan i~a l i ons  moving t o  this +pc oc slruc tu lc  is recognizing the 
uliiquc i1s11c~c.t~ of pt.ojccis. Ho\vovcr. the problem associated with aca-  
demic institutions is recogni~ ing  the need l'ol- unirormity. In  a busirless, 
labor is divided by reducing complcx lasks into a sequence ol 'simplc ones 
that  a rc  tied together to produce a pructuct ol- scr.vice. In acaclclnin the 
educational l'unctions al-e scldorn clividcd, and organizational units,  such  
a s  depal-tnients and  scliools, serve a s  parallel units performing the s ame  
tasks but in dil'l'el-cnt disciplines. 

Although project s t ructures may emerge in academia,  the use ol' ~1 

matrix design is unlikely. Such  a design I-equil-cs two types or  managers: 
I 'unct io~~al  managers and proicct managel-s. The academic po~.tions of highel- 
education a rc  dominated by project-type administratol-s (deans,  chair- 
persons, etc.) As Meycr (1975) pointed o ~ ~ t ,  collegcs and univcr.sities d o  
not directly contl-ol the actual educational bchavio~-s such a s  teaching. A 
functional managel- is created whet1 i~nil'ol-mil. ol' a belia\rior is dcsil-cd 
across pro,jccts (see Icingdon 1973), and teaching, conducting ~.csearcli,  
and  perl;)rming sc~.vices E I I I  a r c  hchaviors that resist unikx-mity. 

A matrix design lor an institution o l  higher education might rcquil-c 
the configuration shown in Figure 2.  Such a situation requil-cs dual re- 
poi-ling lines and  risks an  increase in conClict necessitating more collective 
decision making. Even if ;r ~ lnivcl-s i t \  udniinistri~tol- \vet-e w;illing to risk 
such a n  approach ,  i t  is unlikely that teachers \vould conimit thcmsel\.es, 
prclett-ing to remain professionals pal-tii~lly illvolvcd in the task o l  edu- 
cation and not in its administl-ation, 

The administl-ation ol' ancillary scr \.ices appears  to be too s i n ~ p l c  a 
task to requi~-c such a complex s t~ .uc tu~ -c  and  the rich communicat ive 
behavior that is its consequellce. One can hat-dly envision an  admissions 
o r  personnel unit needing such a stl-uctul-c. 

We do  not \van( to leave the impression that these dil'licultics prohibit 
the use or matrix designs in higher cciucation. Se \c ra l  institutions e ~ n p l o y  
sucll 511-uctures, but tIic\~ relcr- to them as "cluster systcnis." The success 
ol these systems depends vcl-!, niucli on the en \  ironmental cil-cunistnnccs, 
I n  periods o l  gr.o\rth and decay,  the advantages ol silcli systems appear  
to outweigh the disad\.antagcs. The revel-sc sccnis true in pcriocl ol s table 
enrollments and  economic cond i t~ons .  There is no literature about  ~ l i c s e  
designs in high~bl- cduca t io~i ,  but the contitluccl success ol'solne i n s t i t i ~ t i o l~ s  
should 111-oducc a more crllightcnccl I~as i s  lor evaluation. 

lm1251
Rectangle



Figure 2: Configuration for a Matrix Design 

Academic Departments (Projects) 

The administratol- should choose, thcrclore, responses appr-opriate to 
the level of complexity in  the inlormation to be proccsscd. Documentation 
or in~provised l~etworks will not meet a gl-cat demand lol- inl'ormation, 
major dil'fusion cfSorts will not inlprove the dissemination ol'simple data,  
multiple approaches must be cn~ploycd to corrcct the distortion ol  con]- 
plex information, and queuing will not significanll\ I-educe the load of 
nonroutine inSol-mat ion. Matching behaviors \vith information is the k c .  
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Climate 

Background 
In a n y  organizat ion,  one  kev indicalor ol the health oS the communicat ion 
environmenl  is the organizational c l imate.  The concept o f o l - g a n i ~ a l i o n a l  
c l i n ~ a t e  has bcl>n LISCCI to charactcl.ize a n  ernel-gent dimension ol a complex 
01-ganization. C~.l-lainly, all o r  us  a r e  Eamilia~. with clifkrcnces in the gen-  
eral  leeling \\,c ~ ~ x p c ~ ~ - i c n c c  in  diflcrent o r g a n i ~ a t i o n s ,  a n d  \ve often I-cc- 
o g n i ~ e  the impact  this general impl-cssion has on o u r  at t i tudes about  ancl 
behavior in a gi\,c.ri u l .gan i~a t ion .  An i n d i \ . i d ~ ~ a l  \\,ho rno \~ . s  from o n c  ac-  
ademic  institution to ano ther  l'requcntlv finds ~ h c  diflel-cnccs in the gen- 
era1 cl imate ol the t\vo institutions more striking than spccilic dil'le~-enccs 
in policies a n d  procedul-es. 

The concept of organizational c l imate has  b~ .cn  t rCatcd in a wide va-  
I-iety of ways by previous invCsligalol-s. Histot.ic:illy, thl.ce maiol- ap- 
proaches to 01-ganizationrrl c l imalc have been employed:  the perceptual 
approach ,  the objective appl-oach, and  the p ~ ~ o c c s s  approach .  

T/1e percep~~lul  u p p r ~ u c ~ / ~  /I(IS s,~lgge~/ed / / IN/  //le C ~ ~ I ~ I N I C  depcl17d.s 0 1 1  11011, 

/ / I ~ J  ii~(li1~idliu1 111e1?111c,r pc~i-c~~/~~c,.< /~i.s or /1c~r C , I I I ~ ~ ~ ~ I I I ~ I C J I ~ /  U I I ~ ,  (1.s .s1~~/1, 
c,nc/i ~ i i c~~ i i l~c~ i~  i.s likel? lo po.s.se.\s (1 111iiq1ie se/ of'rc~spolises lo /lie c~liiiru/c. 
111 //icv 017j~~c~/i1~c, upprouc/~, //Ic, i~ id i l~id~iul ' .~  rcJ.spo~i.sc~ /o cliiiiu/e i.s (1 / I I I J ~ L ~ ~ /  
of ' / / I ~ J  u.>pcc/.\ of' 111~ ~ r g u l i i ~ u / i o ~ ~ ( I I  c~/c~~i~c~i~/.s. . . . T11e proc,c,s.s rrppn)clc/~ 
s~r'ggc~.s/etl / / Iu /  /lie i i id i l~ id~~ul ' .~  re.spoiise 10 c ' l i~ i~ i l /~  i.s 11 f i l l~ciiol~ of 111/iicl1 
u.s!~c,c./.s of /lie orgu~ii:u/io~~'.s ~~lclliie~~/.s UII, I I I I J .YI  I Y , ~ C - I ~ N  111 10 /1i111 01- /lei. 
uiit1 /IOII' /11c,.\e I I ' C I * ~ ~  coiiiiizz~~~icu/ed (.Sui~f~i-d, H ~ o I / ,  U I I ~  Brl~(.. 1976, pp. 
21 7-18), 

These s a m e  authol-s a ~ ~ c r n p l e d  lo p l - o ~ . ~ d e  ii I ' ~ ~ ~ . t l i c r  description of organ-  
izational c l imate and  S L I ~ ~ L ~ ~ I C ~  that foul. ma,iot. climcnsions or 01-gani- 
~ a t i o n a l  c l i m a ~ c  crrn be identified: ( 1 )  s ~ I - L I ~ ~ u I - ~ ,  I-ules, contl-ol; (2) 
I-esponsibility, chnllcngc; (3 )  risk, risk-taking, tolerance; a n d  (4) suppol-I,  
w a r m t h ,  considel-ation (Sanlord,  H u n t ,  a n d  Brace. 1976). A lacto~.analvt ic  
S I L I ~ ~  of work c l i n ~ a t ~ s  cunducted in a noneducational sc,Iling round six 
maiol- Iactol-s associated \vith o r g a n i ~ a t i o n a l  climrites: ( I )  conl'lict and  
ambigui tv;  (2) job challenge, importance,  a n d  variety; (3 )  leader lacilita- 
tion a n d  suppor t ;  (4 )  work-group cooperation; (5) prolc.ssional a n d  organ-  
izational espri t ;  a n d  (6)  job s tandards  (Gundcrson 1978, in King, S t reu le r t ,  
iincl Ficdlel- 1978). 

Organizational c l imate may be examincd a s  ei ther  a n  antecedent o r  a 
consequence ol communicat ion in the organizat ion,  a n d  changcs in the  
quality of communicat ion in thC o r g a n i ~ a t i o n  a n d  variations in I ~ L .  o r -  
ganizalional c l imate go hi~ncl in hand. T h e  analysis in this c h i ~ p l c r  will 
locus on s c l c ~ t e d  e l~ ,mcnts  of organizational c l imate that have a particulal.  
impacl on o r g a n i ~ a t i o n a l  c o n ~ m u n i c a t i u n  a n d  that have been the subject 
of previous investigations in educational settings. 

Antecedents of Organizational Climate 
Communicative style. Several early inveslignlol-s L I S C ~  various dimensions 
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o f  personal style a s  mechanisms for explaining indi\.iclual hcliavioral pat-  
terns. The  ear ly s tudy  ol' a ~ ~ t h o r i t a r i a n i s m  (Adorno ct 211. 1950). Kokeach's 
(1960) examinat ion of dogmatisnl ancl of the tcndcncy lol- individuals to  
enlploy an open o r  a closed s trategy in clcaling with ne\v iclcas a n d  bcliel's, 
a n d  Christie a n d  G c i s '  (1970) s tudy of Machia \~e l l i an ia~n  ( the  renclcncy to 
be manipulat ive in interpersonal relationships) a rc  all esarnplcs o l  this 
approach .  S o m e  authori t ies  have suggested that  onc key antecedent of 
organizational c l imate  is a ~.clati\ ,cly s table  5c.t ut cnvironnlcnt:~l char-  
actel-istics rclatcd to  thc Icadcrship behavior of those in central  poai t io~is  
in the  organizat ion.  "The el'fcct ol ' this  impact ol the leacicrshii~ bcIia\,io~- 
at the top ancl upper  levels of a n  o r g a n i ~ a t i o n  upon ; I I I  Ic\.cls 01' that 
o r -gan i~a t ion  is now being rcler-I-cd to a s  or -gc t r r i , c i l io r r t r l  c.li~ircrrc!" (Likcrt 
and  Likcrt 1976, p .  102, emphas i s  i r t  the 01-iginal). 

The  organizational c l imate a s  procluccd t l i r o ~ ~ y l i  the l e ; ~ d ~ ~ ~ . s I i i p  bc- 
ha\ . ior  o l  those at  higher- levels serves a s  a signil'icant constl.aining f'o~.ce 
in determining tllc kirlcls ol 'a t t i tudcs a n d  beha\  iors individuals Ice1 Ircc 
to employ in a n  o r g a n i ~ a t i o n .  T h e  ability l o  influence the 01-gan iza t ion~~l  
cl imate in mcaningl'ul ways declines at each lo\vcr level ol the Iiiel.a~.chy. 
Hence, a s  progrc~ssivel,v loivc~. levels ol the u l -yan i~a t ion  arc, cunsidere~cl, 
the more  likely il becomes that two distinct perspectives of' the u r g a t ~ i -  
Lation ~ v i l l  exist;  one  related to t h e  immediate  wol-k g r o ~ ~ p  a n d  a seconcl 
related to the larger organization (Likel-t a n d  LikCrt 1976). l'hc d i l k r i n g  
pcrc,cptions concerning the ellicacy of' a n  acadenlic systeln \vcr.c conl i~.med 
in a s tudy ol a Florida communi ty  college. I n  that s t ~ ~ d \  of an  i n s t i t ~ ~ t i o n  
employing a t radi t ional ,  bureaucrat ic  01-gani~at ion:~l  moclci, perceptions 
held by top administrators  conccl.nir~g the intcract ion,  decision ~ i lak ing ,  
a n d  communicat ion in the collcpe were siynif'icantly more  positivc than 
those hclcl b?. o ther  administrators  o r  by faculty ( W c a \ , c ~ -  1977, p. 81 ). 

One, familiar clcscl-iption of organizational c l imate hits l 'oc~~sc~cl on SLIP- 

portivencss in organizat ions.  C;ibb (1961) clislinguished b e ~ w c e n  dclensivc, 
and  supportive cl imates  in smal l  groups,  a r g ~ ~ i n g  IOI-  the importance o f a  
support ive cl imate.  Li kert (1961, 1967) dcscribctl the in>portanc,c of sup-  
portive behavior o n  the par1 of superiors ancl contcnclcd that  s ~ ~ c c e s s l u l  
super \  isors were perceived by ~he i l -  subordirlatcs a s  hoth set t ing high goals 
and behaving in a support ing m a n n e r .  

The  relationship between 01-gani~a t iona l  c.limatc a n d  c o m r n ~ ~ ~ i i c a t i o l i  
stylc in higher educat ion is c.lear-I\ demonstrated in 21 stucl\- o l  adminis-  
trative management  s ty l~ , s  in 49  instilutions (Astin anc! Schc.1-I-ei 1980). 
Marly ol' the major  distinctions a m o n g  the tour p r c s i d e ~ ~ ~ i : ~ l  s t \ l c s  idcn- 
tiFicd (burcaucra t ,  i n t c l l c c t ~ ~ a l ,  egal i tar ian,  a n d  counselor) ~ v c r c  cI1a1.a~- 
terized by significxnt diflc,~-enccs in several ol' the c o n i m ~ ~ n i c a t i o n  behaviors 
exhibi ted,  snch a s  11-cquency ol  interaction \vith v a l - i o ~ ~ s  indivicluals a n d  
groups and the contexts in which these contacts  took placc. A brief s u m -  
mary  of the f'out. major  p~.esidcntial stylcs described in this s t ~ ~ d y  s h o ~ ~ l c l  
il lustrate thc impact of co~nmunica t i \ . e  stylc: ( 1 )  A bu~.eaucrat ic  prcaidcn- 
tial st\.le invol\,cd l'requcnt di l -cc~ communicat ion u, i th  o t h e r  top admin-  
is t rators ,  particularly the chicl' academic a n d  fiscal oflicers, a n d  indirect 



contacts with others through s tan .  This style led to perceptions by faculty 
and other administrators that the president was remote, not open, and 
relatively inefCicient and ineffective. (2) The intellectual presidential style 
included lrequent communication with Faculty and with academic ad- 
ministrators such as provosts, dcans, and assistant deans, but less fr-equent 
interactions with some internal support oflicers (such as the registrar) and 
with potential external donors. This style resulted in laculty perceptions 
of an intellectual president. (3) The egalitarian presidential style included 
a broad range of communicative contacts with a diverse group of indi- 
viduals within the university, including many internal support ofliccl-s 
(such as the financial aid officer and the registrar) who were seen much 
less lrequcntl y by those employing other styles. The most dominant per- 
ception 1.csulting from this style was that ol'a nonauthoritarian president. 
(4) A counselor presidential style involvecl greatel- reliance on infol-ma1 
meetings and personal conversations as well as a tendency not to rely on 
external consultants. This last presidential style was associated with older 
presidents who had been at their institutions longer than others and who 
were perceived as good entrepreneurs or fund raisers. 

High factor loadings between a bureaucratic presidential style and 
hierarchical administrations and between an egalitarian presidential style 
and humanistic administrations support the notion of the centrality o l  
leadership behaviorolhighly placed individuals to organizational climate. 
Moreover, the relatively lower satisfaction levels of administrators in hi- 
erarchical administrations and of Ihcultv ~ l n d e r  a burcaucl-atic presidcn- 
tial style, coupled with highcladn~inist~.ato~.satisfac~ion levels in humanistic 
svstems and higher levels ol'lacultv satislaction under an egalitarian style, 
conlirm the importance of the organi~ational  climate and presidential 
style on faculty and administrative satislhction (Astin and Scherrci 1980). 

Other authors have also commented on the general problems associ- 
ated with a bureaucratic model and have con~mented on the impact o l  
this approach on cer-lain dilnensions related to a n  o~.ganization's com- 
munication climate: 

Tlze ~izuilz /lult, ill /lze h ~ i r e u ~ ~ c r u ~ i c  17lodel is 1 1 1 ~ 1  lt,hetl upplied (tirztl i /  slill 
is lr,idespr-eud ill O I X U I ~ ~ , U / ~ O I I . ~  o / 'u l l  /ype.s), i /  o/ieil does 11or ltwrk l i e n  
lt,ell. 0 1 l r  liluill reu.so11 101. 111i.s is 1 1 1 ~ 1  1 ~ ~ ~ 1 1 ~ ~ 1 ~  11eed.s-e.speciull? social, 
p.sycIlo1ofiic~ll ~ 1 1 d  s e l / ~ ~ ~ c / ~ ~ u l i ; u /  i m  I 1ectl.s-lire 1101 urleyllclrely /ill/i'lled. 
A~lorller. reusd11 is /1lu/ /lie b ~ ~ r e u ~ ~ c r . u / i c  1~1ode1 c~.c~u/e.s .serio11s ~ I I / & V I I I U -  

1ioilu1 proh1eiii.s. Ot1 111e 0111er I lu~ld,  /12e12e uar s/ill I I I U I I ~  .si /~lu/io~z.s lv1ler.e 
u r e ~ a l i l ~ e ~ ~  h ~ ~ r e u ~ i c r u ~ i c  o r  ~~1/1101.i/uriuii N P [ I ~ O N C ~ I  is culled / ( ) I -  u11d doe.< 
lt~ork he/ /er  1hu11 0111er U / J / J I ~ O U C ~ ~ ~ . S .  These ir~clllde .si/llu/ior~.s ill 1111zich 
1 ~ ~ ~ 1 1 1 ~ 1 ~  rleed /ill/i!l~iie~z/ does 1 1 0 1  .stlf/er- IJei-\' .scr.iol,.sly, 11~1lere ~.oll/ille nrld 
preprogruri~ri2ed drcisio1l.s clue irl~~oll~erl,  1t.hei.e s/cl11durdi:u/io,2 is  uppro- 
priu/e, ~ t 'hrre  u yllick deci.siol1 is cleurl?~ ileelled, u11d p u r . / i c l ~ l ~ r l ~  1111zer-e 
/he  or j iu~~i : ,u / io~ i  or  u fiil~ell pur/ o / ' i /  f i ~ i ~ c ~ i o i l s  ill u .sluhle ~ I ~ I ~ ~ ~ o I Z I I ~ ~ ~ I ~ /  

u11d is 1 1 0 1  co1~fro1~1ed  lt,i/l? 11e17' . s i g ~ l i f ~ c u ~ ~ /  1111eer/ui1?/y (Richl l~u11 a11d 
Fur.~r?er. 19 76,  p. 29) .  



Obviously, the stable environment with little uncertainty described above 
docs not very accurately descr-ibe the system we know as a college or- a 
university. We would be well advised to remember- that although a bu- 
reaucratic rnodel provides a structul-e that is morc tully documented than 
the improvised one common in many colleges and universities, the struc- 
ture is not necessarilv planned in relation to a complex environment and 
certainly lacks the sophistication and sensitivity of either a project man- 
agement or  a matrix system. 

The impact of the president's style may have major consequences lor 
the institution as a wholc, particularly by dclining how I'ree others feel to 
employ thcir own prelcrred communication styles. Howe\,cl-, eve[-y indi- 
vidual in the organi~at ion helps to shape the character of the relationships 
in that organi~at ion through his or  her pel-sonal communication style. In 
a discussion of a communication audit conducted in a section of a large 
southwestern university, Coldhabet- and Rogers commented on sect-etarics 
who acted as buflcrs for their bosses by referring rnisdil-cctcd questions 
to morc appropriate authorities in the institution. The? contrasted this 
legitimate secretarial job function with an alternative si t~lation,  noting: 

1ij11er1 the .sec.retu~~ hecor~re.~ oc~erprotecti~~e of' the utlrr~irzi.strator-, cor~tirz- 
lrull? ,uh/rff~s .st~rderlt ~)i.si/ors, udd~usses .st~idetl/s hl~rrltly or ill u cotzdc- 
scendir~g Irzutzrler, or 1r1uke.s it u1tr1o.st irrzpossihle fOv tile .stlrtle~r/ 10 gui~z 
erl/ruIlce to tile ~ ~ d r r ~ i r ~ i ~ t r u ~ o r ,  111e11 tlze ~(~cre t (~r?  11u.s hecorrle u "hc~r-rier." 
to corrlr7llrrlicutior2 (1978, p. 80).  

In this institution, the situation was serious enough that thc communi- 
cation auditors ultimately made the following recommendation: 

Seer-eturies 1 ~ 1 1 0  ure hut-riers to corrrrr r l l r r  icrrtior, hetl~~eer I S / I  rtle11t.s crrrcl err/- 
rrlirzistrutor.~ slrurrld he replucetl /I? colrrt~,orrs, sc.rl.siti~~e irrrli~~idliuls 1c.lro 
e ~ j o ?  ir~teruc~tir~y ~vitlz pc7ople (espc~ciulfi~ 1c.itlz .st~rdc~~z/.s) or tr.errrsfL~rr.c~d 10 

ofjlces 11,Jzere tlzeir re.spor~.sihilities do 1101 r-czyltirr tlrerrl to irl~eruc~t fre- 
ylrrrz/Iv 1tlitlz ~tirdt'rzts. Tlze), c,oilld ulso be r-~~/r-ctirzed h? ~>(rrticipu/irzg ill 
cortzrrzirrziccrtio~z or .se~l.siti~~i/\' truirzirlg .st,.~.siorls dcsigrletl to irrlprol~e tlzeir 
irztereictio~r 1t1itl1 peoplr. For e,rtrrrlple, rhep rrriglzt be s l l o ~ ~ ~ r l  l~i(1eotnperl 
role-plu?ir lg .sccrrcl.s of s t~~der  zt-.sec.retun ir l/t,rcrctior 1.5,; di.sc~~/.ssiotl.s ~t'olrltl 
fOllo~t~ the role plavirlg (p. 83).  

Thus, throughout each college or uni\.crsity, the climate is proloundly 
influenced not only by the communicati\jc styles of those in central po- 
sitions, but also by the com~nunicativc behaviol-s olothcrs who I-ellcct the 
character of the institution. PI-csidents who employ a bu~.eaucratic pcr- 
sonal style and who impose a hierarchical administrative structul-e should 
probably anticipate a communication climate chat.acterizcd by lower sat- 
isfaction levels among other adniinistrators and faculty members. Those 
employing a more egalitarian personal style and a more humanistic s t r~tc-  
turc may generally expect greater satisfaction among other administratot-s 



and facultv. Although the research on this topic was conducted with pres- 
idents, a similar pattei-n might be expected at  other levels of academic 
administration. However, the specific relationship between personal conl- 
municative style and other- components of ol-ganizational climate at  other 
levels ol'academic administration remains open to investigation. 

Throughout the organization, questions about the personal cornmu- 
nicative styles of employees and the communication demands of particular 
jobs deserve careful attention. Special attention should be given to the 
personal communication styles of individuals whose jobs will require them 
to act as liaisons, pedorming important linking functions between the 
organization and individual. In some cases job placement decisions may 
be used to improve the organization's con~munication climate. In other 
situations special communication training for new employees may be re- 
quired. 

Organizational complexity. Another factor that influences the communi- 
cation climate of a college or  universitv is the complexity of the organi- 
zation. Colleges and universities differ greatlv in their degrees of diversity, 
differentiation, and complexity. With a range of institutions varying from 
extremelv small, single-focus (ol'ten teaching-oriented) colleges to very 
large multipurpose universitics with well-developed teaching, research, 
and service components, organizational complexity interacts with other 
dimensions to influence the communication climate. 

Organi~ational  complexity is often an internally imposed condition, 
and the tendency o l  colleges and universities to centralize authority and 
decision-making functions has been apparent Tor several years. Increasing 
financial pressures, accelerating public demands [or accountability, and 
the necessity of being involved much more directly with external systems 
that are already bureaucratized (such as the Cederal government) have all 
helped to promote this tendency. However, this centralization is not with- 
out its impact on the organizational climate and on communication in 
the organization: 

The /rerld [otvard itlcreased c e t ~ / r a l i i . a / i o ~ ~  is ofier~ excessive, zitz~varratl/ed, 
z o n ~ ~ i s e ,  and dysfilnc/iorlul lo  / h e  goals, priorilia, and ~jiabili/y of' the  
itz.s/itzitior~. Excessive cerz/raliza/iotl leads rlo/ orlly lo / l ~ r  loss of' power 
arzd ati/or~orrzy for rrliddle rt~arzugetner~/, but also far loo freqtienlly t o  
slo111er arzd poorer drcisiorz.~, futil/v ~ o ~ ~ z r ~ z z ~ r ~ i ~ a / i o r z . s ,  and rtzucl~ irlfbr- 
rnutio11-clogging atzd distor/iorl. This  sterns frotlz not utilizing u contitz- 
gerlcv approacl~ based 011 a ~ z  adeqtiale assrsst~zet~/  of'salirtlt co t ld i / io t~s  
atld of . /he resul/s desired. (Ricl~tvut l  and Fanner 1976, p. 247). 

Certainlv, the kinds of consequences concerning communication described 
above must take their toll on the organizational climate. Although the 
need for careful coordination of a large number of functions within a 
college or  university is apparent, when centralization is equated with 
coordination, t h t  organization's communication climate may suffer. 



Finkin (1981) has c o ~ n n ~ e n t e d  on the potential impact that collective 
bargaining can have on an academic institution's climate, particularly by 
increasing the number of for~nal  internill conhtraints. He noted that the 
relatively general guidelines used to operate academic institutions undel- 
the assumption that disagreements would be rcsolr~ed in a manner sen- 
sitive to faculty interests ma\, be replaced by an increased Ic\.el ol'adlu- 
dication and arbitration basccl on the assumption that nothing is binding 
if it has not been stated in the collcctiue agreement. He suggests that this 
increasingly precise definition ol I'aculty roles and an ac~.ompanying ten- 
dency to litigate that role can lead to an excessive emphasis on internal 
detail (p .  78). This kind of' situation \11o~tld certainly change the internal 
communication climate within the organi~at ion,  increasing the emphasis 
on the development of communication rules and much more formali/.ed 
role descriptions. 

Darkcnwald (197 1 ) categori~cd institutions according to their degree 
of differentiation and s t~ tc l i~d  the impact of dillerentialion on the degree 
of conflict between academic departments (and their chairpersons) and 
central administrati\je subsystems on matters al'lecting departments. He 
found: 

a crrn~ilirrc~ur relutiotlship hettr~eer~ conflict urrd orgrir~i,-ulioriul diffkl-erz- 
tiutiorl in colleges utrd ~4tzil~e1-.sitie.s. . . . With i ~ l c r e u ~ , i ~ ~ f i  1el~el.s of'itlstitzr- 
tional diffkret~tiutioti-arid, co~rc~o~r~ i t ( i~r t l~ ,  prof~~~~o~luli,nti01i-c011~1/Cf 
ir~crrrises up to the poirzt ut ~\,lric./r ~l~li l~ersit ie.~ hegill to tnkr olr the uttri- 
butes o f  ficll-fledged profi.ssiorru1 orgurli:,atiorrs. At tliis stage, c-orr/lict hc- 
gins todirr~iriish. Wlieii either-tl~cprofissiorrulortlie ud~~~it~i.struti~~~~~i~~ll~o~-i~~ 
structure is rlon~itrurrt, itrte~,~rril ~.orrflict terrds to he relutil~ely loll,. Wlletl 
there is ~ i o  cle~ir slrhol-rlirrutioti of'otre to the other, u str-~rgglr for- puliler 
ensues und corrf1ic.t is exucerbuted (p. 41 1) .  

The pattern described above would appear to have sonic consequences lor 
the communication climate ol' a college or  university. The potential for 
increased levels of conllict between a c a d c n ~ i ~ ,  ciepartments and central 
administrative subsystems in these medium-diftc~.cntiatcd insti~utions seems 
clear, and the expectation of a different set oC key issues in departments, 
\vith some relationship to the degree of institutional difl'erentiation, also 
seems probable. An institutional communication agenda \vith significant 
emphasis on conllict among subsystems and on the distribution of power 
could be expected in these institutions. Academic administrators in these 
medium-differentiated institutions would be well-advised to pay partic- 
ular attention to the comn~unication agendas in their institutions. If a 
consensus has not been attained on whether the administrative or the 
professional subsystem has primary authority, many apparent disagree- 
ments ovel- specil'ic issues may actually be manilcstations of disputes over 
the distribution of power. These kinds ol'conllicts will probably be more 
common in medium-diflerentiated institcltions than in institutions that 
are either high or low in institutional differentiation. Administrators in 



these situations m a y  be amazed  when apparent ly elegant solutions, im-  
plcrnentcd without  appropriate  at tent ion to  the hidden agenda question 
about  the dis t r ibut ion or  po\vcr, lead to  resistance o r  opposition instead 
ol the support  tha t  was ant icipated.  

Consequences of Organizational Climate 
Performance. Earl ier ,  \vc suggested that a n  o r g a n i ~ a t i o n ' s  communicat ion 
cl imate mal\c.s a dil'lcrencc-that a s ~ ~ p p o ~ - t i \ ~ e ,  open cl imate is more  bcn- 
eficial than  a I-cstl-icti1.e clirnate. However, the  specific benefits o l  a more 
open clirnatc a r e  by no means clear .  Bass a n d  Rosenstcin (in King,  S t reu-  
fert,  a n d  Fiedlcr 1978) noted in a discussion particularly related to par-  
ticipative management  that  this style "has been cxpectcd to increase 
satislaction, involvement a n d  commitment  a s  \vcll a s  to  improve perlor-- 
matice. Ho\vevcr, it has  been easier  to  show the el'lects on a t t i tudes  a n d  
Ceclinga than on pcrl'ormance" ( p .  4) .  In one s tu  J. of deans  a n d  depar tment  
heads a t  three New England land-grant  universities. Baccus (1978) round 
no relationship between pcrcei\,ccl o r g a n i ~ a t i o n a l  c l imate a n d  achieve- 
ment  motivation. In\,estigators in a n  industrial setting ha1.c commented  
on the  impact  o l  sell'-l'ulf'illing prophecies on the d c \ ~ c ~ l o p n ~ e n t  or younger 
members  of the organizat ion.  They have labeled the critical role that  
supc.r.visory expectations can  play in establishing a positivc clirnate lor 
the per-l'ormancc of their. suborclinatcs "Pygmalion in M a n a g e m c n ~ "  (see, 
lur cxamplc ,  Li\,irigston 1979). However ,  the impact  of an administrator 's  
expectations in developing a clirnate that encourages positive pcrlormancc 
expectations Ibr nc \ re l  members  o f t h e  o r g a n i ~ a t i o n  in a n  academic  set t ing 
appears  to deserve furtller stud!,. The effects of c l imate o n  productivity 
in colleges a n d  ~ ~ n i v c r s i t i c s  a lso represents a ncglccted a rea  uL research. 
Perhaps the dilliculty of operationalizing "producti\ , i t \ ," in this  context 
is par t ly  t o  b lame,  but  whatc\ ,er  the reason, the relationship between 
o r g a n i ~ a t i o n a l  communicat ion c l imate  ancl producti\rity in academia is, 
a t  this point,  lar-gel!. a mattel- lor- speculation. 

Integration into the organization. A positi\,e organizational c l imate might 
help individuals bccornc more  c f l~c t ivc l \ .  integrated into their  cnviron- 
mcnt .  This process ol ' intcgration is particularly important  [or new mcm-  
bcrs, but  it a lso helps cont inuing mcn1bc1.s t o  maintain organizational 
identification. An organization uses c o m n l ~ ~ n i c a t i o n  bct\vccn superiors  
and  new suborclinatcs a s  well a s  messages Irom higher le \els  to acqua in t  
new nicmbcrs with the organizat ion.  The purpose is to develop in the new 
mernber-s a change  in pcr.spectivc so  they will better iclcntif! with the 
goals a n d  obicctivcs o l  the organizat ion.  Perhaps the cleat-cst evidence 
that this change in perspective h a s  taken place would be a transition in 
the new r n c n ~ b e r . ' ~  interest l rom w h a t  "the!" a r e  doing to w h a t  "\vc" a r c  
doing. The  area of organixational c l imatc a n d  intcgratiun oC indi\,iduals 
into their environment  in colleges and  ~ ~ n i \ , c ~ - s i t i c s  has received some 
research at tent ion.  

In a n  intriguing approach ,  Place a n d  Sorensen (1974) sur.\,cyed 88 lor- 



met- faculty nicmbcrs to rcvicw turnover in light of perceived inlluencc 
patter-11s. Although tho.  Sound that the up\\~ard inf l~~ence cscrciscd by 
department chairpersons was related to l'ornier- faculty's perceptions ol 
ancl lrelir~gs about the institution, they werc surprisecl to discover little 
rcIationship between the existence of collegial I-elationships ancl faculty 
mor-ale. Instead, morale was more closcl? related to the strcnpth ol a 
chairperson's external relationships, i.e.. the chairperson's eIlecti\~cness 
in obtaining desired resources from his UI. her dean. Anothc~. study. con- 
cludctl that rac~1lt.y at titudcs toward mor-alc {,at-ied dir-ectl! with thcir- 
perceptions ol  the level of laculty involvcmcr~t in policy lormul;ition as 
well as with se\,cral demographic \lariables (Wells 1976). 

When seven Calilornia community college campuses wet-c examined 
from the perspective of Likcrt's profile of a college, ser'cral d ik rcnces  in 
the pcrcci\~cd climates were observed. Evidence ol  dillcrcnccs in the way. 
the organizational climate was perceived was reflected in the fact that 
presidents believed more goal commitment existed than did \,ice presi- 
dents. Also, thosc in higher positions werc mure likely to believe that the 
organization was operating at a "System 4" level, dcscl-ibcd b l.ikert and 
1,ikert (1976) as a level characteri~ed by high-quality member interaction, 
high motivation and participation, high reciprocal inllucnce among mem- 
bers, cl'kctivc communication, high perlormancc goals, and i t  well dcvcl- 
oped leadership structure (pp. 16-17). Perceptual dillerences among laculty 
included bcliels about the decision process: Facultv at single campuses 
were more positive about thei~. en\,ir.onnient than those at multicampux 
districts and thosc from more tratlitional "academic" departments per- 
ceived lower quality decision processes than l'aculty Irom more applied 
disciplines (Husha~r  1977). 

Shulman (1976) studied 18 academic clcpiu-tmcnts in a state-supported 
Big Ten univcrsitv and observecl three rnajol- I':~ctors that seemed to be 
re la ted to dil'fercnces in organizat ional  communicat ion c l imates :  
( I )  down\var-d patterns, (2) familial-it!, and (3) influence. Sipnilicant re- 
lations cnicrgcd bctwee~i departmental cornmunicatiun climates and Val.- 
iables such as turnover, dcpal-tmcntal l o a l t y ,  morale, pcr.forrnance goals, 
and communication satisfaction. A stud? ol'thc rc~lationship between lead- 
ership behavior o f  phvsical education depal-tmcnt chairpel-sons ant1 or- 
gan iza t iona l  c o m m u n i c a t i o n  c l ima tes  conc luded  tha t  a l though  
iidministrators agreed among themscl\.cs about rul~. cspcctations a n d  nced 
dispositions, subordinates disagreed \\,ith these dimensions. Additionall\.. 
indivicluals dcveloping person-oriented climates ~vcre  I I I ~ I - e  ci'ficicnt and 
cffecti\,c than thosc developing s\.sten~-oricntcd clirna[cs (Hedrick 1976). 
Following his study or three types of colleges in lo111- senior insti tulion~, 
Area (1978) also suggested that deans and other collcgc acl111inistrato1-s 
could enhance thc level of laculty aatial'action b\. developing a11d using a n  
informal communication systerm ancl by dccrcaxil~? rigidit!. in conimu- 
nication whcne\lcr possible. 

Finally., onc rcr,ietr' ol l':tcirlt\, and admi nist t-atii,~. pcrccpt ions ol' du\r.r~- 
\ r~i rd  1ness;tges in a small, libcr;~I ~11.1s L W I I C ~ C  resl~ltcd i n  t l ~ e  discover\ 01 



positive relationships between communication satisfaction and institu- 
tional satisfaction. The review also disco\,et.cd no relationship bet\rccn 
these itenis and dimensions such aa years at the college, ycat.s in rank, 
general acadetnic area, ol- accessibility of the dean. Age was significantlv 
related to both satisfaction nicnsut.es, with vounger l'aculty members dcni- 
onstrating more dissatisfaction (Ravage 1974). 

To summarize, studies of the intcgl-ation ol l'iculty membcl-s into col- 
leges and universities have suggested that important elements include the 
~ ~ p l v a r d  in11ucncc chairpersons at-e believed to havc and the level of faculty 
involvement in policv l'ormulation. Dcpal-tmentiil communication cli- 
mates had an important impact on i s s ~ ~ e s  such as ~LII-novel-, pel-formance 
goals, a n d  communication satisfaction. Once again, pet-son-oriented cli- 
mates yielded more positive consecluences than s>stcm-orienteel climates. 

Adaptabilityidealing with innovation. Organi~ations are confronted with 
the ongoing problem of tnaking adjustments to accommodate changes in 
the environment and in m a n  clctnents within the system. As organiza- 
tions with central goals related to expanding the frontiers o l  kno\vleclgc, 
colleges and universities \i'ould seem particulat-y susceptible to problems 
associated wit11 adaptability and cl'fective \vavs oldealing with innovation. 
Certainly, dimensions desct-ibed cat-lier such as the degree of opennchs 
present in the communication svstcrn w o ~ ~ l d  appear to be related to the 
ability of a svstcni to be ~-espotisive to innovation. Howevet-, colleges and 
univet.xities sometimes lail to clcal with innovation in effective \rays. 

One important factor related to an institution's ability to deal effcc- 
tivcly with innovation is the cstablisliment o l  necessary communication 
links within the organization. 0astIc1- (1975) described the expel-ienccs of 
the City Colleges o f  Chicago in establishing a special "leatming resources 
laboratory" known as "TV College." TV College ~tscd televised c o ~ ~ r s e s  to 
serve the educational needs of special groups of students, including 
liouscwivca and the handicapped. However-, Oastler notcd that the college 
campus had failed to take Lull advantage of the TV College pt.ogran1 even 
though i t  was part of the same system, pat.tly because effective links had 
not been cic\,cloped between the TV College ancl the I-cst of the systern. 
Additionallv, he notcd that policy making had been confined to central 
administrators of the TV College, thcl-cby rcd~tcing the motivation of oth- 
ers invulved in the project. 

The impot-tancc of administrative support in developing a climate that 
views innovation positivclv was emphasized in a stucly exploring the use 
of EXPER SlM-a computer simulation used to teach ~.cseal-ch design and 
strategy in some 67 colleges and universities (Agat-wala-Rogers and Rogers 
1976). This notion was moclified somewhat by an investigation 01' instruc- 
tional clevelopment projects that notcd that the presence of either inno- 
vation and aggressive leaching faculty or high-level academic off'icet-s had 
a g~.eatct- impact on the development of new programs than clicl formallv 
11-ained developers (Lawrason 1977). In another s t~ ldy ,  formal networks 
involving consultants ot- resources were found to be mot-c effective than 



adn~inislralivc encouragement, informill con~municalion nct\vorks, or 
personal satislaction in predicting laculty use of ins~ruclional innovations 
(Kozma 1979). 

Thus, a va~.ict!; of factors in the o rgan i~a~ ion ' s  communication c l ima~c  
havc been shown Lo havc some relalionship ~o the adoplion and cfl'cclivc 
use ol innovalions. These lac1or.s include: adnlinis~ralivc suppo1-1, aggres- 
sive and innovative lacult),, lormal ncluol-ks in\.olving consul1anls or 1.c- 

sources, anci [he cs~ablishnlcnl ol'appropriale communicalion links ~vilhin 
the organizalion. 



Decision Making, Management, and Communication 

Background 
A t  one Ic\,el, the process orclecision making in\~ol\.c.s sclccting 21 prclel-reel 
C U L I ~ S C  01' action 1'1-om a range% ol' a l ternat i \ ,c  actions a\~;rilablc~. Iio\\,c.\,cr, 
cllbcti\~c decision makillg in\.ol\.c.s more, than sinlpl? selecting one, "I- igl~t"  
altc~rnati\ .e ~ ~ l l i l e  eliminating illcorrect c.11oicc.s. Furt11ermo1-e, sincc the 
decisiorl-making process is a means lo a n  c>nd nnci :~dministrat i \ .e  cflcc- 
t ive~less  \ , i l l  olten be  e\ ,a lui~tcd in terms ol' boll1 tllc res~r l t s  obtainc,cl and 
the methocis that  p~.oducc the I-esults, a n  aclrninistri~tol.must be c.onccrncd 
\vitll both the quality o l  the outcome and the quality o l  the 171-ocess. D~ucker-  
h i ~ s  commented on the. ccntl-;\lit\ or the decision-making i ' ~ ~ n c t i o n  to man- 
agers: "Executives d o  many things in addition to making decisions. But 
only cxcc.uti\.cs make dc~cisions. The ril-st managerial skill is, thcr.ei'ol-e, 
the nuk ing  of cfrecti\,c ciccisions" (1974, p.  465). 

The riirngc vfclccisiuns processed in a n  a c a d e n ~ i c  institution varics l'rom 
thcb tr.i\)ial to the critical (lrorn de t c r~n in ing  the brand ol'coll'cc to be used 
i l l  a I'ac~rIty lounge to developing a strategy lor- rcclucing Tirc~~Ity position5 
undc.1. retr.cnchmcnt) ancl TI-om the routine to the ~ lnknown  (Irom deter-  
mining a department 's  s c h e d ~ ~ l c  o l  classes fat. a given scnlcstel. to prc- 
clicting the consequences o l  possible, Icdcral Icgi5lative action on a specific 
campus) .  

Dccihion making is ~ lb iqui tous  in ac:~clenlia, conl't-onting students ,  Tat- 
u l t ~ ,  and  aclmini.strato~-s in s t c i~dy  doses. Thlce genc~.al types oldecisions 
can  be distinguished: ( 1 )  pt.oblen~-solving deci.sions, invol\,ing a t tempts  to 
correct specilic dilfic~rlties; (9) o p ~ > ~ r t u r l i t \  decisiorls, in\.ol\,ing a t tempts  
to select more ad\j;~ntageous cou~.sesoCaction; and  ( 3 )  project rnanagerncrit 
decisions, involving normal aspects ol dail? operations (Ra~ t sch  1980). 

Decision making ancl communicat ion a r e  intimatel? I-elated. Even in 
situations whe1.c. decision making appcbars l o  be a unilateral phcnornenon 
with a single indi \~idual  a n d  not a group selecting a course of action, the  
data-gathering stage o l  the process ol'ten involves irlteraclion with others .  
At scver.al spcciric points in the decision making process, the role oT cum- 
~nunica t ion  is pal-liculnrly clear.. 

Value ClarificationIPriority SettinglGoal Development 
The process o ldeve lop i~ ig  a set oJ'goals to be put-succl >er-ve5 a s  a prelude 
to 'llectivc decision making in a n  organization. At the institutional Ie\,el 
in a collcge ot. uni\,ct-sit?, goal setting may be accorrlplishcd t h~ .o~ lgh  the 
dcvelopmcnt o l a  n~iss ion  staterncrlt arld s ~ ~ p p o r t i ~ ~ g  go;11s, by the adoption 
oC a lormal management  s ~ , s t e m  such a s  management  b \  objective, o r  
through 21 number  of other  approac,hcs. At this Ic,\.el, goal ~rn~biguit!, can  
present a serious p t . o b l c ~ ~ ~ .  I n  fact, some have contended that the ability 
oCa university president to generate  sigrlilicant accornplishn~ents  dcpelids 
on whether thc  goal system remains highly aml~ iguous  01- beconies suT- 
licicntly opc.1-ational (Cohen and  March 1974). Others argue3 that this anal-  
ysis merely explains why man). colleges a r c  c.?cpcl-icncing dil'l 'ic~~lties and  
contend that Inore must be done to expand empirical rcseal.ch into po\ver 
in academic institutions (Richman and  Farmel. 1976). Although the in]- 
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por-tancc of developing consensus on goals has long bccn ~.ccognized as 
contributing to cll'cctive pl-oblc>n~ solving (see, lol- example, Likcrt 1967), 
goal consensus is by no means univc~t.sal in acadcniic~ instit~ltions. As 
Corson has noted, 

For rc.tr.so~l.s 11zal .stc~rri fi.otrz ll1r hrrsic rrci~llr-e of uil ~ I ~ . S / ~ ~ I I I ~ O I I  of Iiigl~el. 
lc~rir11ir1g, lllr college> or ilrlil~c~r.si/!. fi111~~1io11.s 1i>i/l1 orlh, 111' 111o.sr ~ ~ I I C , I W /  

1 ~ i ~ d c ~ ~ ~ . s ~ ( ~ ~ ~ ~ l i ~ ~ g  ri.s 10 gori1.s 10 g1110c, 11ic~ i~ldii~ir/~t(r/,s 1 1 1 1 1 0  curr;j, 0 1 1 1  11,s (LC, -  

111.itie.s. 111 1l1i.s re.sp~,c/ tllc, ~rrril~er.siI\. t l i f fb~s ,sigrrific~uirt/y U S  ( 1 1 2  01~(1rli- 
zu~iori ~ I Y J I ~ Z  i1.s ~ ~ o ~ ~ ~ ~ ~ c ~ r p u r ~ . s - / / ~ t ~  /~~~.sir~t~.s .s  c~r~/~r*pr~i.sc, or /lit> rr~ili~ur~v 1111il 
U I I ( /  .sorr~r, . . ., b~11 11o1 (111, ~ O I . C , ~ I I ~ I I ~ ~ I I I ( I /  (1geilc.itz.s (197.5, {I .  77) .  

In a study 01' goal consensus among community collcpe pel-sonnel, 
gl.catct.consensus was observed on st]-atcg\- statcmcnts than on goal statc- 
rnents. Additionally, the degree ol consensus varied according to academic 
division with consensus occurring most Crcq~tcntly among l'ac~llty mctn- 
bcrs in the divisions ol business, lilk sciences, lib]-a1.y s e n  ices, physical 
scicnccs and technology, and social scicncc. The greatest variance among 
I-cspondents was in the humanities division (Mctlugh 1975). 

An cxtensivc analysis of the process ol'\vo~-king to\rard goals, including 
attention to many o l  the I-clatecl communication issues, has bccn p1.ovicli.d 
by Rausch (1980). 

Data Gathering 
Onc advantage traditionally claimed in using small gl-oups to solve pt-ob- 
Ietns is that the quality ol'dccisions is inipl-oi,cd because o l  the lal .ge~ pool 
of available I-csou~.ces (experiences, judg~ncnt,  ctc.). The atage at \vhich 
ink)rmation related to a pcndit~g decision is gathcrecl is ct-itically impor- 
tant in dctel-mining thc overall quality of the  ~ l l t i ~ n a t c  decision. Altho~lgh 
a 1'1-equent complaint is that inl'orniation is insullicicnt to makc 21 quality 
decision, a sut-plus ol'inl)l.mation is a n  even grcatct problem. This surplus 
makes i t  ncccssat-y to develop a sorting s t r a t c p  to determine the inlot-- 
rnation that must be pt-c~ccsscd in detail ;111cl the inl61-niation that ma\- be 
disc:~t.ded. Long berot-e contemporat-y compLttc1. dc\.cloplnen ts, Thqc.1- 
cornrncntcd on the problems oC data management and the way that s~tcli 
problc111s can be exacerbated by cleveloping ~cchnologics: 

Tlre pre.ser11 c~clpclbili~y o f 'du lu  c,ollcc~/iorl, proc.c,ssir~g, cir~tl p~z~l)clr.ci/iorr 
cc~ltipr11c~111 urlcl proc,cdlrrc..s is .si1c11 (is 10 i ~ ~ l . i ~ ( l l ~ l ~ '  flood /lie r~~lrrri~lis~r-c~tor~ 
i1~i11i clirrelzl U I I ~  c ~ o ~ i ~ ~ ~ r e I ~ ~ ~ r ~ . s i ~ ~ c ~  dulu ~ I I O L ~ I  1ii.s or.g(irii:u!iorl r111rI i1.s ell- 
I ~ ~ I * O I I I ~ ~ ~ I I I .  Bol 111e .shec,r i~~c~rc,u.se 1 1 2  spec~l ui1~1 'xle111 ot ' ( lu/u ~ I ~ I C ~ ~ I ~ U I ~ O I I  

ucros.s. f l i ~ ~ c . / i ~ r ~ u l  b o l ~ ~ i c k ~ r i e . ~  1z(i.s 1 1 0 1  .so11~c~l llle 17ci.sic ylre.srio11.s o / ~ ~ i , l i u r ?  
trjhcl-e? ~cxlio? ~t~l lei l?  Iloic,? ~ 1 1 d  11ot1' 111irc~11? 111 ~AL. I ,  .s~~c.Ii p ~ ~ o l ~ / e r ~ ~ . s  I ~ ( J \ ~ L J  
U C I ~ ~ U / / V  I I ~ J ~ I I  i~r/c~r~.sifi'ed 1 7 ~  tlalu Ilci~-(lt~w~r urztl .sofii~.co-e 1c~c~111ioIog\~ (Tli(~!,c~r 
1967, p. 79) .  

The uncel-tainty that is chal.acteristic ol 'many situations in colleges and 
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uni\,c~-sities also serves to intensiuy this p r u b l c n ~ .  As Galbraitli  (1977) h a s  
noted,  "the greater  the task uncertainty,  t h e  g t r a t c r  thc amount  of inlor- 
mation tha t  )nust  bc processccl among decision-makers dur ing  task cxc- 
cution in order  to achie\.c a given le\!cl ol pc~ . furn~ance"  ( p .  36). 

Our  ability t o  make cf lect i \~c use of management  inlormation h a s  been 
enhanced ~111-ough the de\,cloprncnt of org;~nizat ions such a s  the College 
anci Uni\~ersi ty  Systems Exchanges (CAUSE) anci the National Ccntcr for 
Higher Educat ion Managcmcnt  Systems (NCHEMS) (See Garnso a n d  Ser-  
vice 1976). Other  inno\.ations at  the institutional Ic\,cl l ~ n \ . c  included the 
dc\~cloprnent of 21 management  systems inventory (MSI)  designed to prc- 
sctit a n  in~pr-oved m c c h a n i s ~ n  for sell'-study ancl c\,aluation of institution;iI 
management  (Parekh 1975) ancl a n  inlorniatioti-based cut-riculi.~rn de\,el- 
oprnent system (Martin a n d  Grillo 1976). A diagnostic re\,ie\v a n d  sell'- 
s tudy process, originally intended Sol use in \ w l u n ~ a r y  organizat ions,  h a s  
also bcen suggested a s  a mechanism [or g a ~ h e r i n g  bet ter  clata a n d  e m -  
ploying the a\,ailablc d a t a  more cl'lccti\wl~, in highel- educat ion (Mink 
1975). 

A series ol' atudics has  been I-cportecl in  the a rea  of improvccl inter-. 
un i \ , e r s i~ \ .  communicat ion through tlic expandeel use ol' cornputel- net-- 
working (Zinn,  Parncs, a n d  Hcnch 1976; In tc~-uni \ , c~ . s i t \  C o m m ~ ~ n i c a t i o n s  
Coctncil [EDUCOM] Proceedings 1974, 1976; E w e r \  1978; Etiicr\~ ct a l .  
1976; Johns011 et  a l .  1980). Recently, a call has  bcen made  Cor more  a n -  
ticipatory rathcl- than rcacti\.c clccision making in l ~ i g h c r c d u c a t i o n ,  \vitli 
the suggcst io~i  that a n  intcgl-atcd institutional da ta  base sc,l-\,c a s  a key 
elcment  in the systc.ni (Mis111-a ancl Gannon 1980). Ho\ve\,cr, indi\, idual 
a n d  small-group decisions p~-cscntl>. being made  th rougl~out  the organi-  
zation o n  a d;ril\. basis ol'ten employ Car \veakcr sttppurting teclinologics. 
Conclusions dratvn 1'1-om simulat ion stuclics suggest that s i t~ ta t ions  cllnl-- 
ac tc r - i~cd  by ei ther  high 01. lo\v intot-mation loads p r o c i ~ ~ c c  ad\ ,erse el'kcts: 

Cohen ancl March comment  0 1 1  this prublclli ancl al-guc that choice p1.u- 
ccsscs in a n  academic institution may easily bccwmc o\.crloaded and  that 
the u rgan izn~ions  \r,het-c this happens t \pical ly  Iia\,e w c ~ i k  inl'utmation 
bases (1974, p .  207). An Episoclic Cumniunication Channels  0 1 - g a n i ~ a t i o n  
(ECCO) atialysis ( a  tcchniquc Sol- tracing nicssagc floiv in a n  organ iz i~ t ion)  
cxatiiincd comrnunica tion pat terns \vithin a ma,jur ~ l n i \ , e ~ - s i t \ .  and con-  
fil-nicd this s i tuat ion,  concluding that the a\,ailahility of :I \vide range ul 
internal ancl external cummunica t io~i  sources t o  l acu l t \  a n d  stal'l' makes 
i t  c s t r c m e l \ ~  clil'licult to cmploy a stanclarcl, formal ,  top-do\vn pattern in  
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a n  analysis ul' this u r g a n i ~ a t i o n  (Holscnbcck 1975). Dill-icl H.  S m i t h  h a s  
also colnmented o n  the I-elati\,cly \\:eak inlbrrnation bases ul'collcges and 
univct-silics, noting: 

In  sulnniat.!, gathering clala C ~ I .  cl'Ccctivc dc.cisiun making in collcges 
and  uni \ .crs i~ies  ul'ten includes inlor-mation o\ ,c~-loads related to  the Lrn- 
eel-taint\  ol the tasks. Computer  inlormation suppol-t has  been mar-c help- 
lul a t  t l ~ c  ins t i t~ r l io~ la l  a ~ ~ d  i ~ i t c l - i n s t i t ~ r t i o ~ ~ a l  Icvclb, \ ~ ' i t l i  t he  da\-to-da! 
clccision-making p~.occsscs oStnan\,  colleges a n d  uni \ ,~,rs i t ics  cha~.actc~.izccl 
by weak inlormation bases, a \\,iclc range o l  c o m m ~ ~ n i c a t i o t i  links, ancl 
\jet-\ I ' lc ihlc  boundaries .  Additional i n \ , c s t i g a t i o ~ ~ s  at-c nccclccl o l  the mcc.Jl- 
vnisms a\ ,a i lablc  for da ta  gathering a n d  infortnatiuti managcnlcrlt lor thc 
many daily decisions macic 11y stuall gt-oups in acadcmic sc,ttings. 

Roles 
Anuthc.1- i n i p o ~ . t ~ ~ r ~ t  \.at-iable in the d c c i s i o ~ ~ - ~ n a k i n g  pt-occ.ss i t~\ .ul \ ,cs  the 
roles ~ ~ s s u t i ~ e d  by 01. ascribed to i n d i v i d ~ ~ a l s  invol\ cd in  that process. A l -  
thuugli the classical dis t i r~ct ion bct\\!een task, gl-oup-bctilding ancl maill- 
t c ~ i i ~ ~ i c c ,  a n d  indi\,idual ~ x ~ l c s  (Bcnnc a n d  Shea ts  1948) remains tllc 111ost 
comnlon genet-al approach to t.ulc analysis,  the s tud? o l  specific positiolis 
\vithili a univcl-sit! Iias been a more I'rcqucnt research s t t - a t c g  Uot. cu- 
ar i i i t~ing 1.ulcs attd con1nl~rnic;llion bcha\.ior. 01' individuals in soles i l l  ac- 
ndcinic i r~s t i t~ r t ions .  

When SeehaCct. (1977) cx;iti~incd maior. cornniunic.ation topics lor ncarl! 
300 collcgc a n d  uni\.crsity pt-csidcnts, he lound rliat topics r.clatcd to  I'ac- 
~11t.v a n d  academic a1Iait-s consumed the gl-calcst aniount  ol ' the PI-csiclctnts' 
comniu t~ ica t ion  titile. This topic a rca  \$.as Collo\vcd b \  busincss!lit~ancial 
n i a n ~ ~ g c , r n ~ n t  communica t ion ,  lu11d i-aiaing, b~lsincss-rc.lated cutct.nal so- 
c ict \ , ,  a n d  s tudent  co tnmunica t io~i ,  ~.cspcctivcly. S l ig l~ t l \ .  riiorc t ime w a s  
dc\,otc,cl t o  corilmunication tnsidc the  ~t~l ivet-s i t \ ,  than o~r t s idc .  Prcsidc~nts 
ul pr i \ ,a tc  ins t i tu t io t~s  spcnt  the greatest por.tion ol their  tinic, o n  Cund- 
raising topics, a n d  presidents o l  public institutions spcnt thc greatest 
portion o n  I ' a c ~ t l t ~  a n d  academic aCCairs. O t l ~ c r s  have cxploscd the t.olc of 
the community college prcsidcnt ,  with special emphasis  o n  the leader 
bch;l\.iur- oC these individuals (Stevens 1976). 

Adams (1977) lound considc~.ablc~ conllict about the role ol the aca-  
demic dean in areas  of uuthot.ity, role I-esponsibilitica, a n d  delegation ol' 
rcsponsibilit\ .  Onc  s t ~ l d v  oC the dcpar-tmcnt chait.mpct-son role (Warnc.- 



n ~ u n d e  1976) commented  on c o n ~ m u n i c a t i o n  flow, noting tha t  the p r imary  
flow was upward  from faculty to  depat-tmcnt chai~.per.son. Also, mot-c 
successful chairpersons ( a s  perceived by peers a n d  superiol-s) more fre- 
quent ly conl'ined theit- communicat ion to university ra ther  than personal 
mat te r s  a n d  rccci\rcd more communicat ion contacts  than  their less suc-  
cessful colleagues. Another s tudy  on chail-persons cotnmentcd on the in- 
ct-easingly administl .ativc na ture  of tha t  position a n d  on the tendency of 
chief ;~cadcmic  a n d  cxccuti\ .e officers to  a t t r ibu te  n1or.c power t o  the  chair-  
pet-son than is, in fact, pt.cscnt (Admire 1978). 

A recent explorrrto1.y s tudy  surveyed nearly 400 laculty members  a t  a 
large midwestel-n univcrsity in a n  a t t empt  to  clarify the  common defi- 
nitional e lements  in job performance feedback a n d  dimensions of o rgan-  
i ~ a t i o n a l  communicat ion.  Thl-ee common clustct-s of variables emerged:  
( I )  a set involving the general qual i ty  of the  inhl-mation in the  cn\.iron- 
mcnt;  (2 )  a set related to the source of the infol.nlation, wi th  one subdi-  
mension related to  up\val.d communicat ion wi th  the  depar tment  hcad a n d  
another  related to hol-izontal communicat ion with colleagues; a n d  (3) a 
set 1.elatcd to affective reactions wi th  colleagues o r  peel- sociability. The  
investigators also noted that responses indicated some confusion about  
the  role of the chairperson,  suggesting tha t  laculty somet imes  percei\fcd 
the chait-person a s  a n  authori ty  I'igurc ;~ncl o ther  tilllcs a s  a colleague 
(Hanser  a n d  Muchinsky 1980). 

Anothct-study involving the  useof ECCO analysis confirmed differences 
in available infol-mation based o n  a n  individual 's I-ole in t h e  o r g a n i ~ a t i o n ,  
wi th  higher-level administrators  knowing morc inlormation a n d  more 
accurate  illlot-mation than lower-level administrators .  Those a t  Ilighcl- 
levels relied mot-e heavily o n  one-to-one contacts  for their infot-mation a n d  
also relayed more  inl'ormation (Sanders  1976). Additional investigations 
have cxplol-ed communicat ion and  leadership pat terns a m o n g  chief col- 
lege s tudent  personnel off icet .~ (Ebbs  1973) a n d  Icadersh ip /n ianagemc~~t  
styles of hcad staff members  in college a n d  university residence hal ls  
(Chan1ber.s 1976). 

Paul a n d  Schooler (1970) explored dillel-enccs i n  cl-itct-ia employed by 
junior- a n d  senior-level faculty mernbcl.s in management  a n d  concluded 
tha t  significant differences existed. Specifically, junior. faculty membct-s 
assiyned a m u c h  higher  prioritv to scholarly eifot-ts than  did their n1ot.c 
seniot- col leagues. 

Clarity of existillg role s t ructures  ~ ~ l s o  has been investigated. Ambiguity 
of existin? roles was  noted in the compt-ehensivc communicat ion audi t  ol' 
a midwestet-n university cited cal-licl-, and  the  impact of these ambiguous  
role definitions on communica t ion  in the o r g a n i ~ a t i o n  w a s  descl-ibcd: 

Tlze o ~ ~ e n ~ . h ~ ~ l i i l i i l g  r~~ujor i t y  of 'perso~zs r e ~ . e i ~ ~ r  less if7fbri?1utioi7 (10011t t l l~il '  
jobs, 1-oles, ail(/ rr~vurd .s~~.steiizs /hail tIlcy ~ i ~ a i ~ t .  Tlze iirf01~1~7utioiz tlzut is 
.sei7/ z~ . s~~ul ly  (~rril~e.s too l u ~ e  10 be of. I I Z L I C I I  L L S ~ .  Luck of'udcyzrutr itzfiw- 
i??urioi~ lzus coil~i-ib~ited t o  ur~otlzer, perlzups iilorv i~u i~ i~z f i t l ,  p~~ohl~i iz-u  
luck o f  clui-itv iiz 1~1c.s. M O S ~  persoiz~ feel (hut  they d o  not c~cleyzlc~trly 
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ers, relation.ship to othe~riohs aild rhe ~rr~i i~ersi ty 's  goctls ut large. This  lack 
of'c1urii.v conirih~ites io ihe prob1eiil.s of 'o~~erloarl ( " I  durl't kilolr' \r./zur io 
send"), lit~derload (W11v dotl'i thev setld tile ir~hut I rzeed?"), tk~eu'back urld 
re.spoi~si~ct~e.s.s ("I iliollghi sorileone else iclus goiizg io hutldle rhis"), url~l 
coordir~ui ioi~ ("I dotl'i krzo1~ 1rj1rui ~ I I C  o~hei~clepuriiircrlis itre doi t~g")  (Gold- 
hclber uild Rogers 1978, p. 74)  

General descriptions of the roles of significant college administrators such 
as  the president, the dean, and thc department chairperson, have been 
suggested (see, for example, Millctt 1978), but these thcorctical descrip- 
tions must minimize the wide diversitv of organizational structures I'ound 
in specific institutions. As Kauffman noted in hia description of the pres- 
idency: 

I n  soltie (.uses flip presid~111 is / h e  ( > - Y ~ J C U I ~ I ~  ofjlicc~ of'ilre goi~err~iilg hourd; 
iii 01/iers, ihe pre.sidei~t is u tiliddie-leivl iilciizuger of 'u fi'eld oflice. Iii .sorrze 
crises the presiderit selecrs the rllcmbei-s of-ihe iizsiir~ttiori'.~ go\~cr~~iilg h o ~ r d ;  
in  orhers, [he trustees do tior eveii k t z o ~ i ~  [he presider~t a i d  riluy nor /iu\>e 
set foe/ o n  his  or  her cnmpcts. I h u i v  .seJci~ irlsiirl,iior~s 1rJlere tllc prcsidetii 
triris ioinlly holtnd by u iriun~tal, corrtruc~ or procedlrre.~ for evclrF possible 
action; uiid I hove see11 oilier iilsiiilriior~.~ \rdlcr.e thew \tJu.s rzot elleil (i 

fuc~lliy hurzdhook or u ivritiet~ go~~enluirce descriptioil (1978, p. 60). 

Coladarci (1980), in a discussion o l  the deanship, calls I;,r ncw research 
methodologies and paradigms in studying administrative roles in higher 
education and concludcs that new research stratcgv may be called for: 

TIlr overriding ohiecrive is io  gerierute sorrleihii~g irle ,~o\i, .scrio~l.sl~ lack 
i f ' a i ~  iirdllctive strateg? is to he iroltrislled-u corirpeieilr uird gro~rjirrg basis 
fbr fhriifirl, iizdltc/ive q~lesrs  for c u r i ~ ~ i z u ~ ~ u / i ~ i ~ ~ s  u i d  fbr 1 1  wrkirzg itldl~crive 
h>~poil~ese.s u b u ~ t i  r~iarioilships het~cleeil urld irlreruc1iorl.s aiizorlg give11 role 
def~iliiiorls, perfori~~uriccs, pcrsoiial ctttrih~~te.~, i i~si i i l~t iotz~i l  churuc~ieri~-  
tics, ctc. Over tirnc, sltch .sil4die.s, if' they udeylrutely iilfbiir7 e(ic17 otlzet-, 
also will perii~it the rlevclop~~zeizt of-u i?lore ztscfitl turoi~oriiy of\~ariubl~.s,  
tvhich cun senw [he dlrul pllrpose o f ~ u d ~ ~ i s i i z g  rzc~r~ silrdies ciird iiri.itir~g 
more s i i~~ilariry  of'uituck (irlzoirg [/let11 (ill Grit]i't/ls itild McCurty 1980). 

However, even as this improved research base is evolving, role defi- 
nitions must be developed in context and must emerge as  one character- 
istic that helps to define each college or universitv as a unique system. 
Many academic administrator-s might be reluctant to impose the kind of 
constraints that specific, dc~a i l cd  job descriptions could imply. However, 
if roles in an academic institution are pcrnlitted to exist near the "am- 
biguous" end of the "ambiguous-well-delined" continuum, the proba- 
bility o f  an  ineffective organization is increased. Divergent role definitions 
among organizational members promote communication difficulties, and,  



unless a fair degree of consensus can be developed on relational issues, 
success in solving content issues will be impaired. 

Patterns of Group Decision Making 
A large number of early studies on small-group dccision making involved 
the use of some variation of John Dewey's rcllcctivc thinking sequence. A 
comprehensive review of these studics mav be lound in Larson (1971). 
Although a comparison of the rcllcctive thinking sequence with alternative 
standard agendas based on the work of Harris and Schwahn (1961) and 
Kepner and Tregoe (1965) suggests that these other patterns may be more 
effective than the rcllcctive thinking sequence (Larson 1969), the notion 
that employing some sort of standard agenda facilitates the work of the 
decision-making group seems well established. Although a variety of prob- 
lem-solving and decision-making sequences have been suggested by var- 
ious authors, a common theme in most o l  them includes stages for: 
( I )  concentrating on situation description and obtaining agreement on the 
nature of' the status quo; (2) focusing on the goals oC the group and at-  
tempting to obtain consensus on the set of goals relevant to the present 
situation; (3) considering alternative courses of action in the situation; 
and (4) selecting a preferred course of action. Research on problem-solving 
thinking patterns, common in the 1960s, continued to receive attention 
in the 1970s. However, most o l  these studics were concerned with groups 
that met only one time for a specific task-oriented purpose (Cragan and 
Wright 1980). The availability of research data on groups with a more 
sustained meeting schedule is more limited. 

In the last few years several investigators havc adopted a phasic o r  
cyclical approach to small-group analysis and have explored the stages 
comn~only exhibited by task-oriented groups. Fisher (1970) has described 
a series of lour such stages. His model of decision emergence included: 
( I )  orientation, characterized by clarification and agreement as a social 
climate is developed and tentative attitudes are expressed; (2) conflict, a s  
attitudes arc stated with more clarity and vigor; (3) emergence, as some 
ambiguity is used to mediate disputes and as favorable expressions in- 
crease; and (4) reinforcement, as members express positive at  titudcs about 
the decisions and attempt to reinforce their conlidcnce in the dccision 
that has been reached. Another four-stage model has suggested that task- 
oriented groups pass through stages of latency, adaptation, potency, and 
goal attainment (Mabry 1975, pp. 68-70). Others have explored interper- 
sonal, confrontative, and substantive phases of conflict (Ellis and Fisher 
1975). However, in spite of several studics that support the notion that 
decision-making groups progress through a regular sequence of behaviors, 
the concepts investigated havc been delined consistently, and relation- 
ships between the rindings of individual studics remain open to consid- 
erable speculation. Additionally, one very recent study (Poole 1981) has 
provided experimental evidence favoring a contingency-based, multiple- 
sequence model of group dccision making instead of the earlier alterna- 
tives that had suggested a common set ot phases experienced bv all groups. 



Clearly, morc research is needed on this question. For now, the practitioner 
working with decision-making groups might anticipate that a group \\, i l l  
progress through phases like thosc described in the studies cited above, 
though tempered by contingencies in the situation or  task. 

One of the more common mechanisms Lor academic decision making, 
the faculty comlnittcc, was examined in a large, state-supported university 
by Tucker (1973). He concluded that the communication patterns cxhib- 
ited by these committees bore little I-csemblancc to the institution's or- 
ganizational chart or to what might be s ~ t g ~ e s t e d  by the institution's 
organizational hierarchy, 

sirice corrzrr~ittee.~ f;-ccly c ~ t ~ i ~ i i ~ ~ t z i c u t e  (11 all Iet~t,ls arid UL.IU.S.S hor-i:ori/u/ 
lirlcs in N H  ~ ~ ~ ~ r e s t r i c l c ~ d  fC1sliio11. . . . Cot7crriit(ee.s do lzul opercite ~z'irll as 
high rr clegree of specicrlizutiorz us triighl he irlfPrr~d ft-orri t l i ~~ i r  fOr11iu1 
descriptio~z trlirli the areas ofrerll r-e.spot~.sihility ht'irig co~~trr~llc~d ill l u r g ~  
part by the jztClgt~z~'~~t.s o f  rile rrierlzhers tIiet~ls~,l~~e.s fp. 2 2 / ) .  

Tucker's suggestions include increasing organizational constraints and 
decentralizing the decisions that are currently assigned to t l~csc comrnit- 
tees. 

In a discussion of the use of faculty committecs. Balderston dcscribcd 
three major problems inherent in most faculty committee systems: ( 1 )  the 
amount of time faculty members spent in committee work, (2)  the tcn- 
dcncy to use committees, in many cascs, when one responsible pcraon 
could do as effective a job, and (3) amateurism and rapid turnover among 
committee members because of a rotational assignn~cnt schen-IC (1974). 
Others havc contendcti that problems \vith faculty committees stem not 
so much from weaknesses in the way they cmplov problem-sol\,ing pr-o- 
cedures, but from two structural problems: ( I )  the Lact that many of these 
groups serve only as recommending bodies, untimately forwarding rec- 
ommendations to  groups structured according to parliamentary princi- 
ples, and (2) a win-lose orientation employed by par-t icipa~~ts in many of 
these groups, with members assuming that any clccision inevitably pro- 
duces one group of victors and one group of the defeated. This practice 
often acts to inhibit significant changes. Othcrs havc argued that the abil- 
ity to promote a win-win orientation is char;~cteristic of managers, but 
not of leaders, and that leaders and managers differ in certain basic per- 
sonality chal-acteristics (see, for example, Zalcznik 1979). Ho\ve\ler, this 
assertion seems open to testing, and further research is clearly warranted. 
In our judgment, more creative approaches lo decision making might be 
able to shift the focus of group members so that they seek alternatives 
that produce mutual benefits whene\acr possible. This shift might result 
in both effective management and good leadership. 

An additional problem is sometimes created by the fact that even those 
who support specific decisions often have little real responsiblitv [or im- 
plementation (Likert and Likcrt 1976). One author has suggested that the 
number of formal decision-making groups and the increased concern Cot 



proper procedures and due process warrant the creation of an office of 
university faculty parliamentarian in many institutions (Neher 1978). 

In summary, although specific research on decision-making patterns 
in academia is sparse, investigations of the faculty committee system havc 
suggested several problems of communication including: the limited re- 
semblance between the organizational hierarchy and the actual function- 
ing of university committees, the uses or committees in inappropriate 
situations, and the tendency of many committee members to employ a 
win-lose orientation. 

Communication and Leadership in Groups 
For many ycal-s the subject oC leadership in groups has been a topic of 
research interest. Early investigators (see, for example, Stogdill 1948) at- 
tempted to identify personality traits associated with leadership. Many 
early stuclics in this area were rclativcly unsuccessful, producing only the 
most general descriptions of relatiunships between personality and lead- 
ership. Morc recently, Geier (1967) explored traits of communication as- 
sociated with leadership emergence,  noting that  five traits-being 
uninformed, nonparticipation, cxtl-cme rigidity, authoritarian behavior, 
ancl offensive verbalization-sec~ncd to prevent indi\.icluals from emerging 
as group leaders. 

Other investigators (see, for example, White and Lippitt 1960) havc 
studied the effects of various leadership styles, exploring differences be- 
tween democratic, authoritarian, and laisscz faire stJrlcs. Functional thc- 
ories of leadership havc concentrated on the specific behavioral functions 
that an individual performs in a group, and observation systems such as 
the one provided by Bales (1950) havc been used to tlcscribe these char- 
acteristics. A number of studies in speech communication involving the 
examination ol' lcaclership in groups have been reviewed in Larson (1971) 
and Cragan and Wright (1980). 

Early exponents of a situational approach to leadership suggested that 
leadership behavior was an emergent phenomenon resulting from specific 
characteristics of the situation (see, for example, Couldner 1950). Morc 
recently, considerable interest has developed in explot-ing the impact of 
the situation through a contingency approach to leadership. Ficdlcr ( 1  967) 
has suggested that the most appropriate leadership style in a given situ- 
ation depends on three primary situational constraints: ( I )  the power in- 
herent in the leader's position, (2 )  the nature or structure of the task being 
performed, and (3) the personal relationships o l  the leader with other 
group members. Ficdlcr suggests that in situations that arc  extremely 
favorable for the leader (having power, a clearly structured task, and good 
personal relations with other group member-s) or in situations that are 
extremely unfavorable for the leader, an authoritarian approach is most 
effective. In moderately favorable contexts for the leader, a democratic 
approach is more effective. Fiedler, Chemcrs and Mahar (1977) have also 
pt-esentcd a self-teaching guide designed to help indivicluals learn how to 
be eflective in applying a contingency style of leadership. 



Participative Management 
One organizational design strategy with strong communication overtones 
sometimes employed in recent years in colleges and ~~nivers i t ies  is some 
variation of a "participative managcmcnt" approach. Anthony provides 
a definition of participative management and contrasts this approach with 
strategies or autocrats, benevolent autocrats, consulters, and free-rein 
managers. He describes a situation involving participative management 
as including a genuine sharing oC authoritv and decision-making power 
between managers and those being supervised. Additionally, he comments 
on the communicative implications oC this approach: 

llrltler [h i s  upproctcll t?lctr~uger.s 111usl he skrllerl irr good itlterper.sor1ul re- 
I N ~ ~ O I I S .  The?, t?l//.st he good comtt7/lt7icutor.s. Thc? )wed lo  he 1?1ut1ugers o f  
cotrflict so thur disugreet?~erris are re.soli~erl rlt~tl i ~ o t l f l i c ~  is chut1tielc.d itlto 
c.orl.strttclii~e et7deuvors. They rtizr.st krioic, h o i i ~  to  britrg o ~ l r  the  best ir1 their 
grollp, ho111 lo  cupitulize ot1 each individtrul's srretlgrhs, cit~tl to  oilercottie 
euch persotl's ~~eakt1e.s.se.s. They treed to  k t ~ o i j ~  hoii' lo  co11ipro1t7i.se it1 s11c.11 
u ruutltler that ~ I - O L I P  ut7d orgcttri:aliot~ul expectutiotls U I , ~  srt/i.sfl~d (1978,  
p. 11).  

Some ol'the benefits normally attributed to  participative management 
have clear communication implications. These benefits include greater 
abilitv to accept change, increased subordinate commitment to the or- 
ganization, greater trust of management, less need for close supervision, 
improved decision quality, improved upward comn~unication,  and im- 
proved teamwork (Anthony 1978). The importance o l  ellectivc commu- 
nica t ion a n d  of careful  informat ion sys t ems  management  wi th in  
participative management have also been emphasized (Anthony 1978). 
According to one survey oC subordinates conducted in a nonacademic 
setting, 

puriicipttt i~~e twanuget?Ier?t i.5 t?io.si fi.etlti(>t~i 111hei1 ovg(tt1i~utiot1~1 policies 
ure clectr, the orgat1izutiorlal clittiuic is  icrurrtl ut7d rnrsritlg, [he  t?zutluger 
has  lotlg-rcrrt~ objectives, tusks ure cottzplex and .s/lbordit~uic~s hui'e tilore 
i t~f i~rt t lu t ion ubo~dt  decisiotls /hat1 doe.$ the t?~u~luger .  Efficli1)erle.s.s of ~ ~ , o r k  
~lrzil operutions is et1ha~1ced hy pctrticipurii~e ttlutlugertletlt i ~ ~ h e r l  orgclrli- 
zutionul policies rtre clrur, tusks ure cottlplex, utld .s/~hordit1uies h a l ~ e  rrlore 
discrerio?lur?, opporttlr7ities 0 1 1  houj to corrlplele [heir jobs (Bass  u t ~ d  
Rose~lstei11 1978, irl Kitlg, Stndefert, urld Fierllrr- 1978, p. 6) .  

Certainly, a number of the characteristics cited in this survey seem ap- 
plicable to colleges and universities. 

Several parallels between participative management as described by 
Anthony and System 4 management described by Likert and Likert (1976) 
are  apparent, and both argue specifically for the adoption of a highly 
participative model of acadelnic governance. Anthony notes that a par- 
ticipative strategy wherein higher levels of managers view themselves as 



facilitators of thc work oC prokssionals is a most appropriate approach 
to management in higher education. Similarly, Likert and Likert argue 
that System 4 management will result in a college or  university with a 
much greater capacity of productive conflict resolution and decision mak- 
ing (1976). 

In the comprehensive con~munication audit for a midwestern univel-- 
sity cited earlier, the auditors described the existing communication sys- 
tem for participation in decision making which might well apply to other 
colleges and universities: 

Participation in decision inuking is ir7cltlec/lccrte ut rnost levels. Lower-le18el 
persontcel, particularlv fuclllt?,, feel thclt atlr~rinistrutors are making all the 
deci~ions ~vithotct adeqccute consrlltaiion. Sorrle facrlltv feel that the? are 
onlv "r~lbher stan~ps" ~vhosr  i~zplct to deci~ions is tnore apparent than 
real. Cllairpersoizs tend to feel rhur cleans are not reallv opeif for input, 
and tlzost deans feel that they collectiveh do not have sc~ffj:cierzt fortnulized 
itrplrt to vice presidetztiul decisions. Etan sonze vice presidents ftel the 
luck of'slrffi.cier~t inpzct into the decisiorc-rnaking process (Goldhaher and 
Rogers 1978, pp. 73-74). 

When Hewin (1978) studied a statewide comn~uni ty  college system, he 
found that faculty members perceived a wider gap in shared authority 
than did administrators and that facultv preferred more communication 
and consultation to new delegations of authority or  new organizational 
structures as solutions to this problem. 

In a laboratory experiment based on a participative model, Harr (1978) 
examined the effectiveness of a participative budgeting system. Within 
this setting a participative mode resulted in increased accuracy in per- 
ceiving the positions of others concerning resource allocation, increased 
congruity with superiors, and increased acceptance of thc final budget 
decisions. Although generalizations Crom this kind oC simulation need to 
be interpreted with some caution, the study does support thc possibility 
of significant communication benefits from genuinely participative man- 
agement styles. 

Management By Objectives 
Although management by objectives (MBO) approaches have been em- 
ployed in industrial settings for many years, specific application of these 
techniques to colleges and universities is a more recent phenomenon. 
Books by Deegan and Fritz (1976), Harvey (1  976), and others havc provided 
many suggestions i'or employing an  MBO-based approach in university 
management. Among the common benefits claimed for MBO is an  en- 
richment of the communication climate within the organization. Some 
assert that communication in the organization will increase in frequency 
and improve in quality in both upwardidownward and lateral contexts 
under MBO (Harvey 1976). 

In a comprehensive review of some 34 colleges and universities im- 
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plementing either MBO or an MIS under a series o l  Resource Allocation 
and Management Program (RAMP) grants pro\iided by the Exxon Edu- 
cational Foundation, approximately half the institutions ratcd these pro- 
grams a succcss (Baldridgc and Tierney 1979). Another study exploring 
the success of MBO a t  eight community-junior colleges reported c o n -  
munication successes including conflict reduction between supc,riors and 
subordinates, expanded participation in decision making, and increased 
mutual understanding and consideration among colleagues and superiors 
and subordinates. However, the same study noted no clear improvement 
in organizational pcrlormance (Rossano 1975). A third study 01' admin- 
istrators at  32 community colleges employing MBO concluded that lormal 
contacts between superiors and subordinates had increased somewhat, 
suggestions from subordinates had increased and a higher percentage oC 
these suggestions had been adopted, and Ceelirlgs of responsibility were 
clarified as subordinates perceived a greater part in decision making (Carter 
1979). However, Carter also noted some negative effects on communication 
across division lines within universities. 

Certainlv, many of the goals o l an  MBO system are related to improving 
the organizational communication climate and creating a richer contcx t 
for communication. Ho\r,evcr, the variety ol  corms that MBO has taken in 
higher education makes thcsc goals less than universal in situations where 
MBO systems arc in place. 

Decision Acceptance 
One value traditionally claimed Cor small-group decision making invol\les 
the acceptance of decisions by group members and the commitment of 
these members to carry out decisions they have helpcd to form. A number 
of studies from nonuniversity settings have supported the idea that in- 
dividuals who have participated in decision-making groups are more likely 
to  accept the decisions reached and to assume responsibility for carrying 
them out. This assumption formsoncof the undcrl\ing bases used tojustify 
approaches such as  participative management and MBO. Although ex- 
plorations into the specific operation of this phenomenon in colleges and 
universitites are not available, some general observations can be sug- 
gested. 

The existence of a large number of groups with decision-making re- 
sponsibilities as well as thc wide dispersal of power in many collcges and 
universities produce a complex pattern of responses to decisions, as  each 
affected group interprets decisions from thc perspective of its own as- 
sumptions, experiences, and values. S i m i l a r l ~ ,  the perceived quality oC 
opportunities Tor participation, the existence of appropriate l'eedback re- 
lationships for explaining decisions, and the methods used to implement 
decisions also influence decision acceptance. Additional factors that may 
inhibit decision acceptance in situations where a decision involves sig- 
nificant change include organizational inertia, traditional academic val- 
ues that may oppose innovation, and threats to secured positions. At Ieast 
one source has suggested that the kinds of communication networks pres- 



ent in higher education oCten fail to produce commitments like those that 
occur in other organizations: 

No11e o f o l l r  large ~tiziver.sities uppeurs to hal~t' U I I  irlteructiotz-i~~fl~letzce 
rlrtlr~ork rn~hrcreii~g u11 pclr.t.s o f  the ~ r n i ~ e r ~ i t v  throllglz ~ i l h i c h  effi'cieizt 
~ . o r ~ ~ i r z ~ ~ t z i c u t i o ~ l  ~ ~ i ~ d p r o h l e r ~ ~ - . s o l i ~ i i ~ g  caH oc.cztr. M o r e o ~ ~ e r ,  oilce drc i s io l~s  
ure reuched, the irlteractioiz-irzfllre~~ce netilwrks of' these. ~rr~ ivers i t i e .~  d o  
rzot crc>~rtc~ tlle 1evel.s of rriotivutioi7 and filt rt'spoilsihilitv ur?zoizg all, or. 
viriztully all, students,  faclrltv, u?zd u d 1 ~ 7 i n i ~ t r ~ t o r ~  to  u.s.s~rrr t h ~ r i  iIze dr- 
ci.sioils. \\.ill he efficlive!\' ir~~plerrzerzted. The preserlt irztrructiorr-ir~fl~ie~~cr 
rrei~r~orks of' ollr large ~r i~ ivers i t i e .~  are u s  i r z u d e q ~ ~ a t ~  for creating  vide- 
spreud re.spor~sibilily as  they crre ii7 llieir corizriz~rrzicatior~ u?zd prob1cii1- 
solviizg cupabiliiies (Likrrl ur~rl Likert 1976, pp. 43-41). 

Other Studies of Decision Making, Management, and Communication 
Several authors have presented reviews of communication research into 
group decision making (Dickens and Hefkrnan 1949; Keltner 1960, 1961; 
Larson 1971; Cragan and Wright 1980). Another author conducting a morc 
general review of research on group decision making has commented that 

t h c ~  h ~ t l k  of'ilze reseurcl~ oiz gro~cp decis ioi~ rrzakirzg arzd ii~~plrr?zetziutior~ 
Ilus. fbclrsed o n  the. i r ~ f ~ r r r z u ~ i o r ~  sc~arc-h, i~zf&rr?laliorz rval~iatiorz, und de- 
cisioiz-rlznkir~g s1ep.s irz 1hr process. Most of ' th is  reseurc-lz h a s  used tusks 
irz ~ ~ ! z i c h  ille group has  heerz rey~lir.c~d t o  I-each de.scriplii~e j ~ i d g i ~ ~ c > i ~ t s  ~ l i l h  
criteriu n1~c~ilablr, e.s.se11tiul1~ u prohlerrz-solvii~g coi~texi .  i n  corItrus1, v e y  
little ullerzllorl h u s  beer1 tlirecicd i o ~ t u r d  drcisior~ r?lukir~g i n  a r.c~lu~ii~elv 
c~viieria-free corzttJ.xi, i t~h ich  appears lo he iilor-r ~ s p i c u l o f t l z u t  facirlg r?~arlv 
or.gur~izurionul t lecisioi~ i~zakers.  Also, iiirt~tull? 110 atiri~riorl llas her11 6 '  T ~ t > c 2 ~  I 

t o  lhrec. cer~rrul plzascs in  [he dccis ioi~ process: t11r .selrclioi~ o f a l ~ r r n u t i ~ ~ e s  
lo  be corlsider-rd, thc  irr~plerr~ei~lulioiz of ' l l le decision oizce rcmc,hed, arid 
[he  rrarrior~ of ' lhe  grolcp lo  f iedbuck (Cu.s/orc 1978, i r ~  k'iizg, Stellferi, und 
Firdlrr 1978, p. 273). 

Unfortunately, the research on decision making in colleges and universirics 
has done little to clarify this picture, and Castore's call for additional 
research is just as appropriate in this setting. However, some additional 
factors related to communication and decision making in academic set- 
tings have received attention. 

The concept oC subunit power as a n  intervening variable in an organ- 
ization was applied to the study of an institution's budgetary evolution 
over- t ime. Subunit power was specificallv defined as depart mental influ- 
ence as measured through ratings of department chairmen and member- 
ship on major university committees. Thc results supported the notion 
that "the morc power a department has, the more its change in resources 
over time is independcnr of its change over time in work load or student 
demand" (Pfeffer and Salancik 1974, p. 148). The relationship between 
existing power in an organizational subsvxtem and organizational com- 
munication patlet-ns involving that subsystem remains to be investigated. 
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One additional factor that has been the subject of an investigation in 
higher education is the impact of the sex of the administrator on the 
perceived quality of a decision. Although faculty members surveyed in- 
dicated that the sex of an administrator was a relatively unimportant 
factor when the administrator was selected for the position, decisions 
attributed to same-sex administrators received significantly higher faculty 
ratings than the same decision attributed to administrators of the opposite 
sex (Fluck 1975). 

Other contributions related to decision making, management, and 
communication in academia have covered a wide variety of topics. Areas 
explored have included the importance of the efrective use of communi- 
cation by financial managers during an era of limited resource (Mann 
1979); taculty motivation through application of behavioral theories 
(McIntyre 1977); and campus human resource development, as  an  clement 
of total institutional development (Mensel 1977) through national net- 
works for development (Smith 1977) or  through contributions oC those in 
speech communication (Justice 1976). 

Collective Bargaining 
Although faculty unionization and collective bargaining have become more 
frequent in higher education, specific explorations of the impact of col- 
lective bargaining on communication in higher educat ion are not common. 
One reported study cxamined campaign techniques in faculty elections 
and suggested a model Tor a succesful unionization campaign (Stephens 
and Timm 1978). Other studies havc explored cues given by those involved 
in collective bargaining situations through various messages available for 
examination (Thomas 1977); have examined the semantic reactions of 
faculty and administrators to the language of unions and management 
employed in collective bargaining situations (McCracken 1978); and have 
provided suggestions for implementation, including the suggestion that iC 
implemented carefully, collective bargaining can serve as  a n~echanism 
for opening up new channels of communication (Schneider 1974). 

In view of the potential impact of collective bargaining on organiza- 
tional communication in colleges and universities, this area would seem 
most appropriate for expanded research. Obviously, one consequence of 
collective bargaining in collegcs and universities deals with modifications 
in the communication environment. A collective bargaining agreement 
may define a number of areas as  inappropriate for discussion until the 
next round oC contract negotiations and may provide very specific pro- 
cedures for communicating about other key organizational events. Explo- 
I-ations of the impact of collective bargaining on organizational decision 
making and on the organization's communication climate are particularly 
important areas deserving of rurther attention. 

Training for Better Decision Making, Management, and Communication 
A number of special programs havc been developed to provide special 
training in more effective decision making, management, and conimuni- 



cation. One specific example oC this kind of program is the Managctnent 
Development and Training Progl-an1 for Colleges and Universities, a sys- 
tem developed bv the Highct. Education Managcmcnt Institute (HEMI), 
under tlie sponsorship of thc American Council on Education. Other pro- 
grams such as the Univcrsitv of Texas Svsteni's Institute of Higher Edu- 
cation Management have placed special emphasis on selected components 
(in this case, academic planning). Still other csarnples oC workshops and 
institutes directed toward special gt-oups such as department chairpet-sons 
01- to\vard special topics can be found in almost anv issue oC The C11t-or~icle 
of Higlzer Edzrcuriorl. Many of these programs include components relatcd 
to providing training in more effective communication behaviors, but a 
comprehensive training program invol\.ing organizational communica- 
tion training for practitioners in higher cducation is not available. (The 
HEM1 program does include one instructional package on organizational 
communication.) Not too surprisingly, reports on the efficacy of cut-rent 
programs to promote better decision making, management, and com- 
munication have not appeared in the available literature. 



Conclusions 

Conlmunication within administrative structures in colleges and uni- 
versities is all too frequently an  improvised matter. This rcvietv of organ- 
izational communication and higher education has provided some int'or- 
mation about why this is true. In many areas, the scope of the problem 
of organizational communication in higher education remains largely un- 
defined, and research is needed to clarify this scope. A typologv matching 
communication conditions and appi-opriate behaviors in colleges and uni- 
versities remains to be developed. 

Problems ol' dillusion, distortion, and uncer ta in t~ .  all necd further at-  
tention in colleges and universities. Many other types of organizations 
have long ago attempted to deline which members of the organiration 
necd to know which information. However-, in higher education this prob- 
lem has often been addressed by assuming that everyone needs to know 
everything, and information has been disseminated as widely as possible. 
The most common way of evaluating the succeas of current dissemination 
systems appears to be to assume that if  no one is complaining about the 
information received, then everything must be operating well. However-. 
most individuals have de\.cloped at least one sorting strategy for dealing 
with information they believe is unnecessary. They are far more likely to  
discard the material than to call to complain about receiving it. The tict 
effect ol' this dissemination system is to iner-ease distribution costs by 
providing a large amount of material that is simply discarded and,  in a 
time of increasing overload, to risk having valuable material treated as 
unimportant and be distal-ded \vith the rest. Significant additional re- 
search on dealing with in~ormation overload in the college and university 
setting needs to be developed. Administrators need to assess the inf'or- 
mat  ion needs of their subordinates and the methods of difl'usion employed, 
including a review of both the formal and informal networks. 

Questions related to the organizational communication climate in col- 
leges and universities may become a greater focus for research in the next 
several years. The svstenl is, after all, a human system, and human re- 
sponses to the organizational con~munication climate deserve additional 
attention. The inlormation on organizational communication climate and 
performance outcomes would appear to be a particularly valuable area 
lor research. In an earlier- time, faculty members and others working in 
colleges and universitites were willing to accept salaries lower than those 
in the business and proressional world partly because of the climate avail- 
able in these institutions, the "quality ol'lifc." More recently, in an era of 
dramatic growth and sharp increases in demands lor accountability, bu- 
reaucratic structures and demands for objective indictors o l  achievement 
a s  a prerequisite for rewards have become more common. An attempt has 
been made in many settings to  replace what was basically an intrinsic 
rewards structure with an extrinsic structure. Now, as resources diminish, 
competition for tax dollars becomes more acute, and extrinsic rewards in 
general become harder to at tain,  attention may have to be focused on the 
organizational communication climate and the "quality of life" in colleges 
and universities. 



Impro\lcd ot-ganizational s t ructures ,  such a s  project managelncnt  a n d  
matr ix systems,  eel-tainly merit further- s tudy to explot-e their  communi -  
cative impacts  o n  colleges a n d  universities. Methods for improving the  
information envil-onment lor the  many small  decision-making groups op-  
erat ing thl-oughout most  colleges a n d  universities deserve a t t en t ion ,  a n d  
approaches to  m i n i m i ~ i n g  \\.in-lose or ientat ions in Faculty committees  a n d  
other- groups repr-esenting a wide varict! of interests should also be m a d e .  
Clear definitions oC the roles of key individuals in the s?.stem should be 
provided t o  minimize the ambigui t ies  olten Sound in colleges a n d  uni- 
versitics. The relationship bct\vccn collective bargaining a n d  the organ-  
izational communicat ion cl imate is o n e  pal-ticular a rea  whc.1-e addi t ional  
research is needed.  

Organizational communicat ion a n d  higher  education include many  
a reas  where  topics ol 'common rescarch interest a r e  a \~a i lab le ,  a n d  a great 
deal oC addi t ional  research in these a rcas  needs to be undcl-taken. The  
d e v c l o p m e n ~  ol' a typolog! of communicat ion conditions a n d  behaviors 
fol- the purpose ol' increasing the  available I-epertoire of cummunicat ion 
responses lor administrators  in higher educat ion could be a n  extl-cniely 
valuable contr ibut ion,  with many  long-range benefits for both o r g a n i ~ a -  
tional cornmunication a n d  higher educat ion.  
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