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INTRODUCTION

Companies of all sizes throughouil Byjtish industry are beconing
more concerned with theisr coumunLcatlnns' structures and with the
praoblems of improving thoso structnres. As managers come to realise
that. ‘holvr employees cannot be commilred o the objectives ol an
organjsation wijthout knowing why they #are doine their jobs, the
nesoessity of explaining the iole they play in the organisation increases
in Jmportence. This survey summarisos tire expetrience of nine out of
a grewing rnmamber of companies which tave introduced effoctive face-to-
face commmmication by vsing 2 sysiem of hriafing groups., Some of
thesn compani2s were helpad by the Tndustrial Soricty te develop theiv
briefing system, others developed it independentiy.

The survey is not directly concerned with upward commanicutjon

and cousnltaltion which neod to be denlti with separuatoly.

Msyv 1970 Geoff Blanford
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BRIEFING GROUPS

Definition

A brieting group is a group which is called together regularly and
consistently in order Lhat decisions, policies aund the reasons for
them, both at company and departmental levels, wmAay bhe cxplained to
people. Those brieted commnicate in tnrn te their own briefing
group so that information is systemiatically passed down the manago-
meni line in a number of interlocking steps. Fov exanple.

Director/senior managor .0.D.5. Supervisors Employecs
Obicctive

To ronvey understanding of a commmication to every employee through
face ta-face contact with his suporvvisor.

Brnefits

The chief hWenef'its to be attained from nsing buoiefing groups may
be statod as follows:.

1. Bocause briefing is face 1o -fae communication, it allows
quostions Lo ho asked and discussions to lake place, and thercofore
betior undeastanding to be achieved.

2, It is & means of rapid downward communication which not only
takoes loss managemont timo than any othesy methnd of race-to tace
communication, but gives hetler coveragna. Tt gives managers a

chbannel of communtiecation direct to their amployees,

7. The supervisor Jls the first to know of decisiongs which bave
beun taken and changes to be maude Iinstaad of being by-pasced by tae
union ropresentative.

h. Foll explanntion to emplcyeoss of polinios and changos helwns to
win commitment to the organisation and this leads ta higher
productivity,

5. Trade union and ernployos representatives aroe able to play
thelr proper role in the orgenisation structure; that of upwerd
communication on subjects affecting employees. and downward
comminication of union views, 1ather than the presentation of
ransgement s point of view,

6. The reasons for a decision or changa will be clearly under-
staond to be those of management and nat the view of trade union opx
grapes ine.,

7. Briefing overcnmes barriers to consminication, such as
distortion thraough saveiral levela and kneping back information.

8. The questions asked give fand back, frequently show unfore-
seen problems and enable management to receive suzgestions.

9. OBriefing meotivatles peoprle as a gronp and encourages involve-
ment At all levels iu an organisaticn.
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These berefits can only be achieved if:

a) managers are not only committed to briefina, but are seen to
be committed;

b} all those who actually run a briefirg group are adequately
trained in ~ommunicating in this wey and

c) the system is operated on a zontinuing basis.

It will not operate itself, it must be activatud by managers...

-3-




EXAMPLE 1

This Company is a paper manmfactiyer pyodacing high-quality and
ronted papers. Yt has sevesral relatively small works spreand over
the United Kingdoin. These consis! aof 12 paper mills. 16 tactovies.
and 17 sales offices., The Company hus a iofal of 25,000 employecs.
1 500 of whom are at the nnit descrihed in this examuple.

1) Reosponsibility for Communicatian

Each mill, within group poliry timitations, is responsible
tror ils own comminjications. This tlexibilitly is ¢xtonded 1o
deparinents within mills, withln the strncture of mill mles,.
Thus., in departments where it 3s simple to stop the job. this
is done, while in departmenis which cannot. be stopped, HSriefing
tnkes place when the machines arve jyunning smoothly., All Managers
thervetore nve responsible for theisy own communications.

2 Reasons forr Introducing Briefing Groups

This example describes one ot the mills., Thongh regular
meotings were held before brioting gronps wove initiated. a
need tor impm oved commmnication was identifjed. Briefing appeared
to Fill the need for dowrward comminjention anud was {ntvoduced info
this mili in 1968 uf'tor an visit by .lohn Garpett, Directer of The
Industsrjal Sortety,

3) Procedure for hriefing

Mill Manasgers wre called to Head Oftice in London rvepnlarly
in ovrder ta be briefed. Afterwards ench r1efiwins tna his unit and
passes on ns mucl of what was briot'ed as he fthinks hias Managers
raquire or would like to know. e .

In this mill, the Managor briefs his leads of Departmeitls
woovkly. After this meetling they mny «r may not call their own
Zuvonps Logether as they sco fit. The Haads of Depnitments’
hriefing goonps include Supervisorese and Foromeni Foremen s groups
covelr all the men in their shift unlesa thore are more than 25,
in which cise charge-hand groups are formed.

Briefing also takes place within spacialities. Personnel
Managelr = oy Managers of Technicnl Dapartments ave occasionally
called to London or, at mil) level. the Gencral Manager briefs
a ceriain graaz on metters affecting only them.

") Firequency and Duation

The lead Office briefings for Mil) and Divisional Managers
are monthly. while specialist briefings are held once every thivee
montihs.

Within the mill, Heads of Depurtments are bricefed weekly and
most men #re briefed twice in every lthreo waeks., The grade
ricet tugs al mill level of foremoen., work astudy or technical
people oreur nbout twice n yeny.
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Group policy states (hat there should be fomr brietings
pes year but the mil) demands that a mainimam of six should be
held T4 only the minimm figures ara used the meet ings are
regilay, but if they are to be more freagsient ihey are held as
'S Nocessiyy.

l.ondoie briefing- have no timn limit and last as long as
is ryegqnived. There is no group policy bhut the mill gives 10 Lo 30
oy moye mimtes as vegnuired. at shop floor level, and rhe General
Manager’'s briefing lasts from 15 minmtes 1o 2 hoirs o1 more.
depending on the complexity and number of subjocts,

5) Spacial Problems

A three shift systam is wovked by this Company with the
shift changing weekly. The night shift Foreman is briofed by
the Fareman on the previons shif({ ymlaess theroe is something
urgont te he comminid cated, in which case the night shift
Foraman is c¢alled in during the day, or a Manager stays late.

Foremen are traihed in commmications whon it is fouud to
be necessary. All foremen sre tralned as sapervisovrs.,

6) Opinion

Tha man appreciated being infoymed shout the Company anda
thonght that Lthay were now told miich more than bef'ore the system
was introduced.

7)  Gromp size

There are 15 - 20 people in » hiiofing group.

R) Successtnl Brief

¥When the Govarument introduced H1s earnings retated
sirknesa lienefit schene, the Company s own scheme was discontinued
as i1 was neo longer economically viable. This was nat o papular
dacision, bul waa corvefully euplained threugh brief'ing groups.
Suggestions for alternative schemns wesre asked for and recelved.
Little tronble was encoitntered as n rasnli of the explaining that
was done.
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ENAMPLE 2

This 15 & small Company which serviens Architects oftices with

informat fon on mawitacturers prodnets. There are 102 cmployos,
most of wheni aro spiead over Great Britain and Northern jicelauvd,
Each of the field staff has A car in whirh to travel from of't ice
o ot fice.

1) Responsibility for Communication

In & Company of this size theo Manager can nsaai.y sce cach
eniployece personally., The dispersion of osmployecs makes this
extremely difficult sno il is nocassayy Lo have all Sapervisors
sesponsible fov comminfcating 1o theisr gronps.

2) Reasons foi_introduecing Biiefing Groups

Tha Company slavtnd briefing about eignt years ago.
SQubsequently The Lndustrial Society had an influence on the size
of the groups which ave briefed, which has now been vedunrod 1o
abont teun, The reason for starting was (o glve the fielil srart
a broader view of where they fitted info the Company, and haw 1 he
Company titted into the industry i1+ servos.

4)  Procednre for Briefing

Therc Is A fiold staff ot 75, 60 of whom are Sorvice Girls
ana 1, of whom are Saleosmen. Fach gronp of 5 to 7 people hnve A
fiodd manager. Thoy are all brongh. to London on the last Friday
of cach munth. They usually arrive on Thnrsday ovening and they
neotl. their managers and colleagnas ovor dryinks for infonrnal
digenssions.

Al 9 o vlock the next morning the whole of the Company meets
elther Lo waich a £1)m ov 1.0 hear » talk on a subjecct which is of
interosf{ not necessarily directly ronnected with Lhe businoss.
This lasts tar approximntely L homr,

Thi= ias fellowed by the Round Rebin  which lasta approximutely
35 mimtes. The Round Robin 1is tho true briefing and during it
1lie dopartment managers circulato to tho gronps of peopue explaining
ihe highlights and Lawlights of the proviovvs month and projections
for Lhe roming wmonth.

Then there is an hour and n half of Refresher Tvatfning, which
ts mostly done on # question and nanswoey basis.,

Imring the afternonn the people meoet with their reglonal
managers in small)l groups. A meeting of this Kkind also takes plarce
in each region 1u the middle of the month. This Allows any problems
tn he dliscussed and any fmportant informantion to be brieted

W) Fregnency and Dnyation

Briefings are held monthly hoth at Hend Office and in the
field. Thuu, each person is briefed at fortnightly {ntervals

O
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The fHead 0Oftfice briefing lasts for a full day, with each
section of the briefing taking about one hour. Regional
briefings are much sholrter and only tiake as long as is necessary.,

5) Special I'roblems

The geographical distribution of employees makes communi -
cation very difficult, esipacially as they are all mobile. The
tendency for the i1ndividual to become detached from the okjectivew
of tlie Compamy is overcome very well.

6) Opinion

Most people thought that briefing was very useful and the
trip to London was appreciated as they wore able to meet ench
other. Some disliked the Round Robin®' and would have praferred
to move from department to department to actually seo what was
toeing done. This was apparently once done.

7) Group Size

There are from 4 ~ 7 peouple in cach group.

8) Successful brief

There have been no ontstandingly successful] brief: ., s all
changes are briefed it is difficult to say what the effect would
have been if they wore not. Even the rerscns behind dismissals
are briefed.

| -
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EXAMPLE 3

This Company is a printer by lithography and letterpress, owning
two well- known presses. There are two works and the Company has
a total of 700 employees, 230 of whom are at the works described
in this example.

1) Responuibility for Communicatio.,

Each Works is responsible for its own communications and
any commanication direet from Hrad Office to employees is avoided
hbecause th: units do not want their workers looking to the Head
Office man as the boss.

Within the Works each Manager is responsible fo: communication
within his department.

2) Peasons for Introducing Briefing Groups

Briefing was started in 1965 when the Works moved its site
and doubled its staff. The idea nf briefing groups came from an
Industrial Society course. It was realised that to carry out so
mich change, withouuv staifing problems or strikes, would require
a sopbisticated communiications® system. Much training was to be
done and briefing hnlped with this. Most employees hud grown up
with the ¥}iram so changes neeoweda to be especially well expleined
to them.

3) Procedure for Briefing

The Works Director briefs his Managers who then brief <their
Overseors. The Overseers brief the operators,

There are ninc Managors, so groups tend to be fairly small.
Anyone with Supervisory authority may initiete a briefirg and
the result of this is more freguent briefings than would othar-
wise take place.

Fathers of Chapel arc briefed with the men on matters outside
the Unjon sphere, and before the men on matters within the Union
sphere. 1In the latter case, the FOCs are given time to ryeturn to
their groups before the men are briofed. This helps ensure that
the same Information is given to everyone.

Briofing takes place in a quiet area clcse to the shop floor,
bt not usually on it, &nd widely dispercsad groups such as ollers,
fitters, and clerner~ are brought togethes monthly f'or briefing.

h) Frequency and Duration

¥hen briefing was started ithere were two briefings every
three montihs, but it was found that thero was someciimes nothing
to brief and & subject had to be produced, On these occasions it
was gonm.d that briefing fell flat, so now there are only oriefings
when natural subjects arise. As anyone with Supervisory authority
may call his group together, most{ men are briefed once every six
weeks on average.

11
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Thero is usually no sel time fory oriefing, nor is there a
predetermined duration. A subject must be briefed "before the
end of the week" or "withia tvyo dayvs"., The Jength of time which
is taken to brief is fairly short but is allowed to be extended
if necessary. On importan: ocrasions times arve set,

In the future, accounvs intoymation miy be briefed. This
would cause briefing groups to be cAalled more frequently.

5) Special Problems

Shifts overlap by 15 minutes in the afternoon so it is
difficult to brief news to the second shift. The grapevine
tends Lo work first.

6) Opinion
Briefing groups were thought {0 be very useful and there

wore few criticisms. Many thought that information on ovders
would be useful so that longer notice of overtime could he given.

7) Group Size
1liiere are 15 .- 25 peop:. 1in a briefing group.

3) Successful Bricf

The Management decided to brief its attitude to the
recognised Trado Unjons (NGA. SOGAT. SLADE. AEF). They said
that employeos should not only belong to a Trade¢ Union but
shonld be active within their Union by attonding Branch
meetings and becoming Union officials. The result was much
imprroved relations with Trade Unions.

Aruitoxt provided by Eic:
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EXAMPLE 4

This Company 3s a large retailer with 12 Diviswions throughout the
United Kiungdom. There are about 20 stores in vach Division. The
Company has 732,000 employees, 300 of whom ere at the store
described in this example.

1) Responsibility for Communication

Stores have always been 1responsible for tralning their own
staff. Head 0f'fice intraduced training sessions to improve
trraining uniformly. Due tr the type of business, the training
includes much information,wnich is suitable for briefing and it
Ja disseminated through small gronps. Head OfCfice is (he initiator
of most subjects which ure briefed.

2) Reasons for Introducing Briefing Gronps

In 1965, although stores were ¢losaly controlled by Head
Office. the accent on productivity mado off..the-job training and
comminication difrficult Lo arrange. At the same time, as the
tmsiness grew, it became increasingly difficult to roly on
personal communicarinn of information. The Company therefore
developed a pattern of systematic comminications besed on
continions training.

3) Procedure for Briefing

Managers are briefed at Head Offire, At tiie Divisional Offirn,
ov at the stare by visiting Divisional staff. These Managetrs then
brief Supervisors, who brief the sales staff. The Staft Manageroess
arrenges the training within each store.

Subjects for briefing often arrive by letier but may ve added
to AS A 1esult of visits to Divisional Offices, or by the vigits of
Divisonal Officers. As these Officers are frequently at ilead Office
they inform branches of many new decisions, policies or instructions.

Managers or specialist staff often viait the Divisional Offire
o they may be called there at the Superintendent’'s discretion. All
of this gives a fairly thorongh channel of communication to and from
Head Office.

%) Frequoncy and Duration

All stores open half an hour Jater than the usua) time once
A wegek. Unring the hai€ hour the training sessjon takes place.

Managers are brinfed in London twice A yeatr usually before
the seasonal merchandise changes. Divisional meetings take place
nbout three times ea.h year. These meetings have no fixed time linmfit.

5) Special Problema

The major problem is dirpersion with 28 high degree of
centralised management. This s overcomea by the continmial
movement of Divisional staff between Head Office aud the storos.

13
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6) Opinion

Staff thought that cummunications were oxtremely good
and that mnst questions were answered before they were asked,
Some older staff disliked having tryaining material continuously
repeated. No-one could think of anything more that they would
hiave liked to kKnow,

7) Group Size
There are usually 5 - 15 girls in each group.

8) Success of Briefing LHystem

No nntable successes of individual briefings woero
mentioned but this was hardly surprising as the company has
always beei good in the field of communications.

The sucrcess of the system is however reflected in the
increased number of effective 'trainers®', particularly at
supervisory level, and in the high quality of servite by the
sales staff,
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EXANPLE 5

This Compiany is a large maimtfactmray of motio, vehicles. parts,
mavine and industrial engines, and industrial gas turbines, T
is organised in divisious. There are 188,000 employeos in the
grroup, ",700 of whom are employed at the division described in
this example,

1) Responsibility for Communication

Each Manager is yresponsible for his own comminication,
although he works within n well ptanned network. drvawn up by
the Organisation & Methods Department.

2) Reasons for Introduving Briefing Groups

The Company for someiime had recngnised the need to
improve copmmnicatjion and combati the grapovine, bmt have not
fouad an offertive way of doing this., In 1965 with the hely of
the Industyial Sacisty, brieting grronps wore intrvoduced in nrde»
to enanye intormation was ifransmitted mickly and acenrately and
evoryone nnderstond whitt hed baen briefed.

3) Proacedure for Bricefing

This Company dons not brief its aoperators on the shop floor,
bul doas brief their direct snperiors. The Company has looked at
its strneture very curefully end dosigned a very thorongh
briefing organisation. This design could bo extended to nnver
overy amnlaynoe in the Division.

The Divisional Director has a granp contajning all the taop
Mianagers. Fach Manager has higs own gronp and the poople who
nttend these groups s#re specified in Coponinication Handbook. as
s the next lavel. Managers are freo to includa move peojple in
theiy groups if they so wish.

Foy- the Divisional Director s meetings, birlefing notes are
nlways prepared. Any senioy member of a group may have notes
yoproduced at one honr's notice Cor distribution at a briefing
manting.

W) Frequaney and Diration

The handbonk svggests that v briefing should take place
every two wacks. This is, in factl, not adhered to, and mnsi
pnaple are batefed once every threo ta four weeks. Any Manager
may brief any oth i group o gronps., and any senior member of a
gronp may c¢aoll thet gronyp together. The result ts that Managervs
do call thelyry own groups togethes, nsually nmbonut once each month.
The rost of the briefings omannte €rom the Divisional Divector
whn only tryiefs when there is something of importance to be
L ieofed.

No tims limit is placed on brietings. They may take as long

as is necessary. The time is swually less than hslf an hour, burt
this was foond to be very variable between Managers.

o 12 -
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5) Special Problems

Shop Stewards are briefed simuiltaneously to Foremen, but
saparately. Managers may write a brief to overcome shift
problems, Some use tho Foremen of the previous shift to pass on
the briefing, and others ceme in and brief the nightshift Foremen
themeselves.

6) oOpinion

Several Supervisors thought that the Company's system of
communicating had greatly improved since 1965 and that they were
better informed about their Company than people in similar
positions in other companies.

7) Group Size

The groups aro kept small, varying from about three to
fifteen.

8) Successful Brief

A major merger was successfully briefod so that the
employees knew of jt before the Press. This apparently reduced
anxiety and eased the problems raised by associated changes.



EXAMPLE 6

This Company manufactures and distributes tobacco, cigarettes,
«igars and snuff. There are factories and warehouses throughout
the U.K., Eire and Rhadesia. 7Theye are 15,095 employees in the
group, 1,380 of whom are at the unit described in this example.

1) Responsibility for Communicati.un

Managers are responsible for communication within their own
Dopartments, subject to the Administiration Manager who designed
the structure for briefing. Head Office does not practice brief-
ing and this part of the Organisation has set up its own briefing
structure,

2) Reasons for Introducing Briefing Groups

Both Unions and Management recognised a need for impraved
communjcations. As & result, briefing groups were introdiced
by the Company. Subsequently, the arraagements for briefing
wore modified after discussion with the Industrial Society.

3) Procedure for Briefing

The Factory Manager briefs Departmwent reads, who then brief
Supervisors (both office and Foremen). Employees are bt.iefed by
their Supervisors.

A written brief is provided four cach briefing. These
briefs are usnally aimed at a particnlar leve) and this is stated
on the brief itself. Some tupics may be of importance only to
Foremen, for instance. Office Supervisors would not be briefed
on this,

k) Fregquency and Duration

Briefing groups are called taopgether irregularly, averaging
once in six weeks. They last for 10-15 minutes unless longer is
roequired, In which case as much time as is necessary is allowed.

5) Special Problems

The Company found that its organisation was unsuitable for
briefing, so it physically reorganised itself within its building,
80 that those who would attend & group were situated close to
each other.

Some distortion was found as information came through some
groups and some Supervisors were found not to have briefed.

A particunlar probloem was that, although Union Officials were
saying thnt the Company needed to comminicate with its enployees
more effectively, the Shop Stewards resented briefing groups and
processed official complajints and grievances about this. The
Company persevered with briefing and the Shop Stewards have now
accepted it, Nothing controversial hans yet been briefed and
trouble is expected should a subject of & controversial nature
be used. : :

1h -
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6) Opinion

Employees were enthusiastic about briefing and would have liked a
broader range of subjects *o be briefed. They did not know that their
Shop Stewards had any objections to briefing. Supervisors thought that
the written brief which went with each briefing was very useful when
carrying out their own brief, as it aided accuracy.

7)  Group Size

The size of work groups varies from 6 to 40; in the latter case
the group is divided in two for briefing. The average group size {is
less than 20.

8) Successful Brief

There have been no outstanding successes due to the limited subjacts
which can be briefed. Christmas holiday arrangements have been much
simplified due to careful explanation through briefing, and successful
¢ift schemes have been launched with the help of briefing.

- 15 -
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EZAMPLE 7

This Company is a large brewing group, with 9 braweries, 8,000
Jicenred properties, as well as subsidiary brewors, wine and spirii,
merchants and distributors of soft drinks. There ave 11.000
employees (and a furthey 10,000 in pmbs), 3,000 of whom are ail the
unit descsribed in this exsample.

1) Rosponsibility foy Communication

Every link in the management chain is responsible for
comminicating above, below, and sidoways within ihe nrganisation.
Earh manager is also 1esponsible for sifting information or adding
to it if he wishes. Most formal briefing ix at present initiated
hy tho Beard and more was found to bo sifted than added as the
briefing was passed through the organisation.

The Company has a very good perymanent instrurtion on commun-
ication, mich or which {s aboutl downwaird communication by briefing
groups.,

2) Rensons for Intirnducing Briefing firoups

Briof'ing groups were introduced by the Board at a time of
re organisatjion and expansion in order to strongthen and underline
the extendod chain of command by more sysfematic communication.
The aim is fo pass on decisions for action, together with the
reasans for them, and to koep everyone as fully inforrmed as
possible of *ne Coampany's policies and artivitier. The opportunity
for gnestions and answors at a verbal Wyiefing is considered
cssentlial to ensure wnderstanding., which s so often lacking when
fufmymatjon Is written.

Byiering giroups wre also nsued for npward comminication ameng
the stuf'f, since there i3 no reyresentative system avsilable in ihe
Company for members of theo staff ather than direct personal nrross
to A Director arranged thiongh an indivis®ual s Head of Department.
The aim af Lhis use of bLriefing groups i. teo ensure thar communi
enffon 1uns through the line of munagoemon' and that managers are
not by -passed.

3) Procedwre for Briefing

After a Board Moeting Directors brienf senior managers or else
A briefing letier) may be sent 1o every senior manager stating in
delail what should be briefed. For examplo, the Praduction
Director brinfs his Heads of Dspariment, who see thetr deputies
and scrion hecads together, and thoy, in their» turn. see their gironps
of supervisors, or foremen and charge hands. FEarh supervisor,
foreman and charge- -hend then acis as manngamenl’'s spokesman to a
gy oup of emplayees.

Shop stewards are briefied al the same time as foremen but
sepayately, N

Originators are responsiblo for defining the level to which
Information shonld go, and for stating this in a wiritten
'Mimagement. Brief which necompanies the belefing.

- 16 -
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This prozedure is not applied so formally at lower levels
and the managers have discretion in what they brief, excopt in
specified cases. Communications originating within a department
are transmitted in the manner that the originator wishes. This
usually means that a subject :suitable for briasfing is communicated
in writing or thruugh workers® represenrtatives.

An arrangement has recently been introduced to ensure that
briefing and consultation of staff takes place on a regular and
consistent basis. ‘'lanagers responsibie for briefing are required
to complete # short Staff Briefing Report on a standard form.
This covers:

1. Matters raised by staff for which an answer is required
from the next line of management,

2. Matters raised by staff for which answers have been givon.
3. Record of other subjects briefed.
4, Record of subjects ou which consultation has taken piace.
Copies Aare pussed to the manager®s boss, and Heads of
Department are axpected to summarise in their report all significant

items in the reports of their subordinates.

W) Frequency and Duration

Briefing groups are called togother atl irregular intexvals,
This may be as frequent as weekly, but managers are required to
hold not less than two briefings in a quarter. There is no stated
length of time for briefing and wide variation was found between
departmonts,

5) Special Problems

This 18 a Company with an exti'emely complex organisation.
Thexre i8 more than one Boaxrd, 8o Diyeoctors from the Main Board
may be fovnd communicating to other Boards. This increases the
number of levels through which briefing must take place.

There is a large transport organisation which is difficult
to brief as the drivers are not narmally there i{n groups of any
sizo. As far as possible, however, transport foremen do brief
transport crews in groups ¢f a dozer or more. Failing this, a
notice 1s posted which all must read when they come in, &and a
man is present of whom quostions may be Asked; or elese a
briefing note is passed around the department for signatures
instead of verbel briefing.

6) opinton

The management were & little disappointed with the results
of briefing because, although communicaiions were found to be
botter, they were not dramatically improved.

The moan thought it was much improved in those departments
which were briefing well hut could ser Jittle value in it where
It was not being prectised. They still thought that the idea
was gaod.

- 17 -
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7) Group Size

The average group size 1is about 18, and, with the exception
of tue Transport Department, naever more than 20 people.

8) Sucressful Brief

A successful brief was carried out on the subject of
wage parity for the same work between mnles and females. Since
briefing groups for staff are also used as an opportunity for
staff to raise any question concorning their conditions of service
or their work, the issue of wage parity was raised. An answer
followed very shortly and sction was taken within three weeks.
This took the heat out of a potentially controversial situation,

XN
b

- 18 -~
O

ERIC

Aruitoxt provided by Eic:



EXAMPLE R
This Compiany is a4 parvenb of 30 subsidiaries in shipowning, agonts.
brokers. ships supplicrs. stovedorves and enginecy s. The Company

his &.617 employaes, most of whom ave in shins at soa,

1) Rosponsibility tor Communication

The responsiblity fTor commnication may be divided into
lwe digior -4 Areas, those of shore and shipboard. Ashore,
Company Managers and Heads of Departments are responsible tor
cemminication, while at son, Captains ave entliryely reponsible.
Belween the two aveas, ships may be c¢rntacted by lelter., signal
¢ tolephone when in port. Some of this is done by Managers
and some Is done specifically by the varions Departments concerned.

2) Reasons for Infvoducing Briefing Groups

Twa Lypes of briefing asve oporatod. Drloting gronps are
haeld abomyd ships and discussion greoups aro held foy senior
of'Fieers ashore,

The Compiny bolieves thatl poopla work hatitar and are more
satisfied with Life 1t they know ebout and nwnderstand things
which attrect the Company or a€tect them porsoually.

3) Proceduye tor Brieting

This is done vegularly on taanrd ships through the usnzl
chain of command, Ships tend o have stirucliures which alrendy
cnconyage A forinm of briefing but the Company has extended this
and recognisnd that Jt. can bn dotniled and dosecsibed. FEiach
ship, thevefore, has » writton struectnie for briefing which
starts with the Captaln, orv the Staft Captain in his absence.
The Captatn briefs Heads of Depnrtments, who in turn brief fheir
subordinates., The maximum minber of brietings in the exapples
given is fom, bat three levels including the Captain s briefing
gronp s moite nsnal.,

To prevent bricfing matorial being gacvhiled, a wiriften notfe
nsunlly accvompanies any sinbject which {a to be comnunicated to
all ratings.

The Seniar Ofticers are byieted nt discnssion sessjons in
London avery two years on average. The Company wonld like to
cover all of them more tregqgiently bt dne 10 voysge schedures
it s extremoly difficnit to lnve enongh afficers in part ni
the same Lime 1o be worth expending the amount of senior
Management s time that js nsually glven to these occasions,

Tue O0f¢icors are given a ull day of tectures sund
discussions, mostly the latter. nway from both ships and offices.
This enconrages hoth upwiard and downward communicat ions to take
place Questions on any subiject wmay o asked.

)
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") Firogueincey and Lovation

The Seninrr Otticer 8 disemssion gronps. which are residential,
take place Llaen fimes anuoally bt as only abent one srxth off
the Ofticers can attend each mecting, niach Officer atfonds onee
every two years. FEuach mocting lasts 2h benrs and is residential.

Shipho.rd brictings ava more tvaguonl Captain s briotings
tauke pluace dally. but thase are mochly foy3r the disecussion af
problems o3 the day to dayv inpeing of the ship. Ofticers on
nmoeencaged .o give veasons with mdars. Freguency and duradion
among fthese gronps vavy trom gronp ta gronp and ship o ship.
Foerr this veason no estimates conld bo mndeae.

5) Spevinl Problems

The fac( thai. ships ave infranquentily in a prut vhove ihe
otficars mwy be brinfed, makes good communications diffienlt.
Discnasiap gronps partly ovarcome this bnt the problem std 1
oxlsts .

The 'galley wirseless' js ~ory efficient in snuch a rclosaely
knit romminity, so the orieting ovganisation musi bea cyqunlly
et {iciont,

£) NOp ot on
Senior Oftieers, i1 anawerying a rquastionnalre. genevanlly

exproased the view that discuasion groups weve extiomely nseful.
11 wns 1t possible to finud ot apiniens on bonrd ships.

7)  Grovp Sizo

Neithev the Senlar Qfficers’ gronps nov the shipboard
briating gronps sually cxcoeod 20 members.

8) Sty omasful Brief

No entstandir, vy siceeasaful 'briatings wove menfjioned.
possalbly bacaunse it 1s ditficult o avalvate the rosulis
espocially at shipbeurd leavel.

)
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EXAMPLE 9
This Company is a manufacturer of buscuits and cakes. It has six
factories and depots in all major towns. The Company has 23,000
employees, 2,200 of whom are at the unit described in this example.

1) Responsibility for Communication

Each Manager is responsible for communicating within his own
Cepartment.

2) Reasons for Introducing Briefing Groups

The Company has a high proportion of immigrant labour which has
made written communication less easy to use, especially if under-
standing 1s required. Even before this time the Company had been
moving towards improving its communication with employees.

3) Procedure for Briefing

The Factory Directors are briefed by Head Office. They brief
their ileads of Departments who, in turn, brief Shift Managers
among the men, and Forewomen among the women. Shift Managers brief
Foremen, and Foreviomen brief charge-hands or operators depending on
the size of the group.

A1) the briefings are backed by a written brief down to Super-
viscr level 2nd may be followed by a rotice.

4) Frequency and Duration

Briefings take place frregularly, averaging once every six weeks.
They usually last for between 15 and 30 minutes but longer is allowed
tf necessary.

5) Special Problems

The differing abilities of Supervisors to communicate was very
noticeable in this Company. Some groups were being briefed extremely
well while others had never been briefed at all. 1In general the
briefing was very well done execpt as concerns shifts. The Shift
Manager briefs the pext Shift Manager. This tends to leave the night
shift badly covered as extra levels of oriefing take piace before they
receive the briefing.

The tmount of fmmigrant labour causes a language problem among
some groups, It ts required that all employees have a good working
knowledge of English but care must still te taken.

- 2] -
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6) Opinion

Briefing was felt to be very useful by all but those who ware
not being briefed. They felt that it was a good idea which should
be tried in their sections as well.

Some people wanted the subject matter to be widened, especially
as concerns departmental information.

7) Group Size

Among the men, the group size varies from about five to thirty.
In this latter case charge hands are sometimes used. Women's
groups are bsually smaller, containing between ten and fifteen only.

8) Successful Brief

The theory behind agreementis with the Trade Unions has been
successfully briefed as also was the introduction of a closed shop.
This probably saved much trouble with those who wished to remain
non union.

N\
(W]
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SUMMARY
The t'oliowing poinlts sumnarise the myrangements tor briefing in
the nine companios described:

1} Rospensibiliiy

Erqell manager or foreman is rasponsible forr commmicniion Lo
the people ho snpeorvigos. ,

2) Ransons

With the rapid growil. of a company ita commmnications mist
be improvaed and systematised.

4) Procedimre

The nost commea ,tocednire {s for fthe Gencral Managev to
hriot Heads of Departments., who brief foremen or suparvisors.,
The toremon and suporvisors f‘hen brifeft fhe operntives and the
oftice siaff. To avoid distovition of the most important.
inroimation n writton brices 18 froquently issned sns a suppmt
to tho verbnl e-planatijon.

h) Frogquouacy and Dorat.don

Rricefings oceur unce a month. Thoy last trem 145 wmipuftes to
W e ey o dangey 3 necoessavy

5)  Whon to Brief

Thoe fime for bLriofing dopends on thoe type of indnatyry and
the pattern of work. Daywark: As peopla stari work ur betove
ten broaks o1 lunch. Shiftwork: Al the sturi of a shift. Thisg
may mean holding the onfgoing shift on overtimo and briefing fhe
incoming shift. Night Shitt: Tha senioy foreman of the atternoon
shift wmny briet the sonior foremun of the night shifi. Alte
natively, the night foreman may be rialled in dusing the duy fax
bricefing o 1 manages mAay como in at night in order to briet the
foreman.

If it is impossible to stop prodnctiion brienfing aay be
carried ont nenr the machinos while thoy area vunning or in smal)l
gronps, leaving enough men to najnta'n s odiuction.

6) Opinjon

The great mndoritly of employens were groatly in favour off
briefing but some managements wera a Jittle disappointed in 11,
One « ompivny holiecves ‘hnt §f amployeces think thal brieting is of
1i1tle help., they ure eltthar being poorly briefed or they nve
being brilefed the wrong infevmaiion.

7). Slze

Gronps vary from 6 to 20 in mosi companlies., Tn larger or
smalley grovps, few questions are nsked
ey
20
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ESTANLISHING A BRIEFING SYSTEM

The Industsyial Society s in rorertl vears had considerahlao
axprcienca of assisting ovgenisestions Lo set up brijietfing groups.
The advidenre is thatl ot is =nrprisigly dift'icnld o establish
an ideqrate and yeliablae connmmnicntion system thronghent anp
orgnnysatiog nnless mmanaganeni tireal thig »ns a fthoreughgoing
axeveise.

Gaining managemeni commitment

. The Goneral) Manager of an organigatinan employing abont 5,000
people rvoturned from an Industrjal Seciaty conrse and instructad
his manngers in n wrltian brief 1o st np o brieting gronp system.
This was inef'feclive. The solntion adopted was to get wmanagors
; and sapervisors togethey for n dny to bring out the way Jn which
i conminleallion affects offlciency and 1o explain the hyiefing
grouye sysiem ko them face tu faca,

with this eaxpesyience in mind, The Tudnastrial Sociotly has
daveloped an af'foctive programma for a ono day confercnce in which
overy manager and supervisor In the o amisation cun pavtdcipate.
Tho aim »8 1o explain nnd discnss hriofing gronps i A practical
wiay nnd tn gain tho co--operation and comnitment. ott the wheile
nanagoment {aam tor eommmication by this moans.

~

N8Iy e sysiematic @ rrangemnents

Experratics of such one dny eonfeyaners ahiows tHiitt most
manicgars and svparvisors regdily ngrenr fthat this wonld be an
nf'taciive way ot improving commandcation But. this is not
sutfFicarnnt to onsirn that cormninication does in it {nke plara
saliably und consistent)y. Theare mmrst bo 0 cloar sysaton.
Altheongh thorye is vaom for flexibidity and variatjions hetween
differyent departments and gronps, tha nssential requivements
snanm 1o boe.

1) a dotined briefing stynctinra whirh indicates who is
respongibto €o)r brieting which people At sach level.

o
-

adrill setting outt how nften normsl brieting misal take
vlace. A reallstic standard is once » month down ¢o
supervisnars and at leaat once i quarter (o all employnes.

3) sither a written brief ny a yagmiirement thalt 1hose hreing
bjiofed shomld 1ake ecavrefnl notes ot the infoimat Lo thaey
hre {0 phiss npn .

") a paviecdic cheek ta contivm that infeoomar ion is being
affoctively pnased down the 1ine o that understanding
ies achicved.

Actice for frest Line managers

Au rflesttve biiefing aystem 1aqiivos manngevs and
supirviam g Lo play an active pmit In coppnication. 7Two
ditficnltiaons exporicnced aro that they may ltack the confidence
te brief their workgronp or they assnme that the anly
Infoarpautiion o be brteted comes fryom seniory manageanont .

\)4 .
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It v usefuld to provide training for a day o1 evan hnlf a dny
which helis them dovelop thelsr ability bv acinal practice at
briefing in small groups. Tho training rcan also bo nusad to
idenlify more cleayly Lhe matiers in theiy own atei of
respousibility which pooplo need to wndesystand it thaey are Lo
achicve high pertormansea,

— ——— —

Some plomning will he nanded for the stavi of the new
system. JTn parvticenlar where employeos are in mnions it is
important. “hat union rapresentatives should understand that
this form of comminication is not intended to nndermine their
propm: role. A usefnl starting point may he safety oy training
tnlks. Pallowed by subjocts like costs and futwmie plans, Tt
shonld then bhr possible to tackle more rconlbentious subjects,
and tinally, wiih agrveement and with the shop steward playing
his part. foint management-union mntters.



INDUSTRIAL SOCIETY SERVICES

The following services are available for member companies who
want to improve downward communication:

Information material

The Society s information department has examples of cpmpany
practice covering communication policies, briefing group
striuctures, written “rijefs, newsletters, magazines, noticebcards,
and employee handbooks.,

Advisory sorvice

Specialist staff are available to advise on a company s
communication arrangements or to carry out an investigation and
make recommendations.

Establishing a briefing group system

A specialist adviser will lead a one day conference in a company
on improving comminication by means of briefing groups. Other
aspects of communication can also be covered.

Courses and conferences

Regular one and tw. day courses are held in London and regional
centres:

- for directors and senior managers on organiging an effactive
comminjcation system.

- for middle managers and sonior supervisors on carrying out
communication in practice.

- on effective speaking for managers.

In-company courses on communication can be arranged for all levels
of management to meet the particular needs of a company.

Publications

The Manager s Responsibility for Communication (7/3d.)
Improving Industrial Communication (5U/-d. members,
65/-d. non-members)

Filmstrips

5-10 minute sound filmstrips available for sale or hire include:

Briefing groups.

Bricfing groups in the office.
Communicating with scattered units.
Can you give an order?

How dn you communica‘te?
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