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Good Morning. Thank you, Ray, for the opportunity
to share some of my experiences with ather professicnals.
One(of:the problems in being a private consultant is the
lack of'opportunity to be with vour peers. So I am

looking forward to speaking with you and learning
from you{ / e
"Career Possibilities and;AlterﬁéEiGés in
" Communication". An intrigﬁing title. This confercrnce
itéelf demonstrates the dramatic changes which have
occurrgdyin“bur field in the 15 years since I graduated
Hfrgm/éollege. In/l962'1 didn't know there was such a
;tﬁ;ng as ‘an "Alternative''.
N Communication, in all its many splendored
\ .
défjnitions, is the growth area of the next
decéde——bringing with it tremenduus career poséibilities.
_/’  This ﬁorning I want to analyze why I think it's a growth
//‘ . field; égcond,Adescribe thejkinds of companies,
departments, and the skills they require, and third offer
some suggegtions on ways to begin a carecer.
There are, I believej four primary reasons for
this optimistic forecust in the growth of communication.
First, is the ‘technical advances in many fields. A
\recentANew'Yorker cartoon depicted two somber sciéntists
\sitting at their tables, surréunded;by flasks, and

- percolating experiments. One has justed turned and




said, "Smith, I see by the company newspaper that we
have been working on the same experiment for the last

1

20 years.” The humor, of course, lies in the seed-of
truth. Computer hardware & software, engineering,
ecological sciences, hezlth care, manufacturing,
banking; all are faced with what we know to be an

“Information explosion.

Alvih\Igffler pointed out in 1970 that thé nﬁ&ber
of sciéntific\;?tigles and journals doubles about every
15 years.l How can gﬁnygganization passible keep up
with what it needshto knowg\\Thés expolosion of technical
information creates several commdgibagion problems:

--how to get the right information to-;be right

~
people in a timely fashion ™~

~.

\‘\
~--how to prevent the overlap of resources depicted-_

by the cartoon
--how to help members of the organization suffering
from.information overload. |
These problems need the serious attention of
professionals if we are not to drown in our own learning.
The second reasoﬁ for the growth of éommunication
lies in the concept of interdependence. With
—specialization of knowledge comes a demand to know_ﬂow
what others are doing may affect you. "Fbr example?.. at
one time picking a new office site was a fairiy simple

decision. You went to the vacant lot nearest the

4
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president's home. Now such a decision involves the
community as you iéok at traffic patterns, homes and
schoolé; the finance dept. as you consider the tax
impact; somebody from EEO will want to know about
complying with hiring guidelines; a group will certainly
look at impact on the ecology; and if your're in New
York someone frog ﬁhe-Mayor's office willrtry and con-
vince you not to leave the BIG APPLE.

How can all relevant information be brought
together to makerthe best decisions? Interdependence

and the consequent need for integration stimulates

communication. The management experts are on our side.

Harvard professors Paul Lawrence and Jay Lorsch in

o

o

. . — . .
their work on intégration write:

ty

...early writers
ignored...the interpersonal skills required to achieve
integration."zl-Jay Galbraith, in a sophisticated
analysis bf communication and-integration, states
"...interpersonal competence is essential...Organization
development activities are required to sﬁpport the

”3 Specialization of knowledge,

team decision process.
interdependence and integ;ation stimulate communication;
it's inherent in the“system. L
A third stimulus fof the growth in Smeunication'
comes from legislationl The Employee Retirement Income’
Act of 1974, ‘ERISA, primarily deals with pensions.
However, another part of the act deals with disclosure

of information to employees. Pension plans and other

’
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employee benefits must be communicated: "In a manner
calculated...to be understood by the average plan
participant or beneficiary."4 The government has not
yet cdefined ‘the "average plan participant® bué the
-{ﬁplicééiOns are clear. Employee communication can no
longer resemble a legal contract. Strike a blow to

the lawyers influence on communication. The disclosure
aspects of ERISA are having.far reaching effects.

"The act haé prompted a’;umber of companieé to
"reevaluate and upgrade their full range of employee

. . 5
communications programs."

The right to know is no
longer discretionary but a legal requirement. And
according to a leading Communication consulting firm,

the government is serious about enforcement. "Civil .

and crimihal penalties for failure to disclose ERISA

_required information may be stiff, including fines and

"6 Think of it, being in jail for failing

imprisonment.
to communicate!

LegisiaEiOn, then, is a préssure for not 3just
uwore, but better communication. The political
environméqt.suggests that we look for more regulations
in the'fufurg. | |

A fourth faétbrfin the growth of communication
~is the consumer m6Vement and . its eméhasis on disclosure.

The employee as consumer is a relatively new concept in

@



organizational communication. This recognition
has lead to increased communication about corporate
profits, productivity, the economy, and business
plans. Organizations are realizing that their
communication with external audiences is pérhaps
not as important as their single most valuable-
audience—-eﬁployees. GM, Container Cofp.,-DuPont,
and Bank of America are among the compahies who
are responding to the new emplovee with extensive
communication programs.7

"This growth trend has been documented by a
survey conducted by‘the Corporate Communications
Report. OFf 125 éompanies who responded to a
questionnaire, over half had increased their:
employée communication significantly during the
last two Years, and 68% intend to do so in the
coming two years. Not a single company had cut
back in the last two years or intended to do so in
the coming two yearsﬁ8

So,‘there.is/every reason to believe that the
scope of communication concerns in the future will
be broad, that mény¢companies are aware of the.needs,
and that skilled professionals will‘be required to

meet these needs.



Wnat kind of organizations have éommunicat‘on
professionals?

In 1876, Miriam Goldfine, bf Towers, Perrin,
Forster & Crosby, and I Eonducted a. small survey for
the Industrial Communication Council. Although our
original sample was Lémé%eéLts 30--20 women and
10 men--we got some interesting data.

'SLIDE 2 |

Mr. Communicator's coﬁpany has:

--a well Xxnown name

--56,000%100,000 employees

--$1-$5 billion in sales

--$1 billion or more in asset?

- SLIDE 3

Ms. Communicator's company was harder to definé.
‘While the majority worked for well-known corporations,
a number of women worked for small cqmpahies, a number
for the government and noh-profit orgénizations,'and
two were in their own businesses.

On the whole, ghere is little doubt that the
greatest opportunity for communicators lie$jﬁith the
large corporation, whether it be a manufacturer,‘a’

- _ bank, an insurance company, or a utility.




Just who has responsibility for ccmmunication
in most organizations? The Corporate Cormunications
Survey indicated that .for 60% of the cémpanies in
their sample the external communicatipns'department
held primary responsibility for“emplofee communications.?
The titles vary: corporate communications, public
affairs, marketing, public rélatich; or corporate
relations. - This survey does not include éll the
people in trgining and developmenﬁ departments who
areElikely éo be'doing internal consulting and
training. ' _
In the ICC study we found thi£ the responsibilities
of theétypical communication department were degcribed
'Vvin similar wa&s by both men and women. ‘Here are
the responsibilities in the ordex the respondents
ranked them. o | '
SLIDE 5
~~employee communicatioqs
~~-management newsietter
-~consulting
~~upward communications

-~audio visuals

~-benefits




SLIDE 6

--public relations

~-meetings

——annuai'reports

~~speeches

-~training

-~multi media
Obviously, writteh communications;—publications and
lmanagement newsletters—-areithe foundation of corporate
comﬁu?ication. Althbugh employee publications are

. proli%erating, not everypody is sold én this apprcach.

One-%b—one contact, is more effective--and more
difficult to carry off. Some companies are creating
training programs to improve their manager's

communication skills. ~"The aim is to improve the
relationship between each boss and employeé; to make
sure there .is a smooth and open flow of information,
both upward ané downward, by face-to-face interaction."lO
In a-survey I\did last yéér for an investment firm I

| found‘that business was conducted primarily by oral
communication. Print is used for documentation,
follow-up, and with Farge audiences. Clearly; the key
to business transaétiéns is"in oral communication,

face-to~face and ove:,the phone. This resulté, of,

course, in a need for training: presentation skills, .

v
1

interviewing, negotidtion, -performance review discussions,
© . - i - . .

ahdiparticipating in |meetings. e T e

o . __— | .\ .10 o




One sign of an organization's cecmmitment %o
communication is how much money they are wiliing to
spend. What resourcés are devoted to comﬁunication?
The survey of 126 companies found that the median
communication budget was SGO;OOO with a low figgre of
$1,000 and a high of $825,000.11

SLIDE 4 ’

; Ms. Goldfine and I found that the typical
communication dééaftment has a budget of:

.‘-5250,000 or more \

--and fewer than 10 perso s assi%ged in the unit.
There are departments‘withad = ;soﬁggployees,
deppnding’oh the scope Qé their responsibiiities.

Now that I have described tﬁe companies, the
dep;rtments ;nd the budgets, what spe¢ific skills are
required of the cémmunibators? We asked oﬁr
participanﬁs to check off from a list their major
skills and the degree to which they used them. This
is what thé women listed. The color shows rank order.

SLIDE.il

~'--editing

~-writing

—-managing communication function

~-supervising pro&uction

—-diagnoéing communication problems

’ --interViéﬁing |

»

--graphics i
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he men listed:

oy !

~—writin
-~diagnosing communication problems
--managing ccommunications functicn
--editing
! -~oral éommunications
| Note the order of skills listed by the men after
( . writing. Except for editing, these are Eroad,
conceptual responsibilities. The women, on the other
hand, seem more téchnically oriented. ?erhaps women
have turned inWafd, developing their technological
expertise, while the men have moved out into the
conceptual fealm. Roger D'Aprix, Manager of
Communica;ion at Xerox said at the ICC meeting in
October, "There is a need to look aﬁbthe whys of our
work, rather‘tﬂén hows and whats."1?
\ | Mr. D'Aprix's comment, more than anything else,
| points up the need for tht you, as academically
trained communic;tors, can offer. A better~understan§ing
bf the whys, and in turn better choices in strategy,
and more effgctive communication.
- Before oﬁtlininq what I think ﬁay.be required to
begin a career I want to share with ybﬁ what some of
the ICC members thought were critical incidents in

their careers.

O

Aruitoxt provided by Eic:



‘:become an expert. But I have gained a healthy

~-11-

SLIDE 16
" force has not been an incident
' 1@ ability to relate my vork to
) 't to’ turn in on myself L. to
valuable service to man mant,"

"The quick realization that the way up the

ladder was to be more of a business man and less

of a professional communicator.V

I do not agree that ‘one has to become less of a
profeSSional~communicator, rather, in addition, you

must learn the ways. of business. I want.to be clear

that my pOint of reference lS not just the profit

making sector. All organizations--government, educatlon,a

health care--as well as industry are involved in the

-growth of communication. There lS a need to understand

the context in which you work You do not need to

',respect for claims adjustors, managers, clerks,'

actuaries, inVestment analysts and secretaries
What of your communication skills? The data I

have described indicates that writing lS a critical_

E skill yet most communication departments do not

.demand such .courses. Writing is ‘one way to build a

- \

'career. Conducting training is another." Whichever

o ]

you choose, writing is<sﬁill in demand. —Satellites,

TV, Video are all part of many\organization s

.have.med:a\;entETSN\\EEE\ff\\\—

communication. Hundreds



’\—.; ) _12_

have hot.feached the age of the global village~-just.
yet. Writing should be part of your communication
,Mrepet;ire.' | |

B tWhat other * .uning will be useful? 1In addltlon/
to some understaualng of bUSlnPSS 'and basic wrltlng
skills you need a broad knowledge of communication
'processes; .

‘A case study: You are on the staff of ‘a large
, - . )
bank which is merging with a smaller bank. What needs

to be'communicated? to whom? and how?
F-Should a letter go. to.each employee s home?
—-A sllde show on the dlfferences in benefits?
-*Meetlngs w1th manacers to explaln new functlons°‘
"--Perhaps a v1deo tape of the pre51dent explalnlng'
the effects of the merger.
All or any of these° i%;%hllmlted time and some.

restrlctlons on budget at would you do? Which

~

audleuces are most’ 1mportant and how will you reach

uthem?: How Wwill you know what is of most concern to

N

lemployees’ Thls/mlght make an 1nterest1ng pro;ect
for a semlnar.vlhs a profe551onal communlcator'you
__wxll not have the’ luxury of time or the opportunlty
to do it more than once. What deClSlonS Wlll you -

‘make,-and how W1ll you make them?. Ablllty to analyze

‘audiences, package messages, trace information flow,

14
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ahd handle all the media wiil be required to

fulfiil;this assignment.

~ So I recommend some breadth in our field.
Beyond the snecific skills, however, is Roger .
ix's haunting question. Why are you doing what

your're doing? Chris Argyris; a noted behavioral

.

scientist, has said that theory provides a cognitive”

. map of what's out there in the organization;. In

order to minimize the risk to the client and to the

consultant, we need to have some orderly way to go

about our workfl? : i o B
The dichotomy’between‘theory and practioe is, I -
believe, ‘a-false one. You need. sound theory to guide

your practice and- research And your practice can

in turn guide you to better cesearch and sounder -

theory. ’
communicators is their inability to bridge the gap

between theory and practice Managers are not less

bright than you, they have had’ different experiences

'Your ability to ‘translate. what you know 1nto workable

‘practice is the key,tOMa proféessional career outside

l . !
4
<

of teaching.
In summary then, you need to fulfill 4‘oriteria:
1. experience in a broad range of Gommunication f'

skills lncludlng.wrltlng;.. ' v

!

15

The primary difficulty I have found with academied‘



-14- -

2. Knowledge of theory--whys and'complexities of

the communication process;

3. But this is not enough, you need also to be able
. . ‘
to bridge_the gap between;theorngpd applicationr -

" and move br! ¢u these two worlds; and
4. Some understanding of the business environment}

How does one go about .getting trained to meet

X ‘

these four criteria? ‘I'm not sure all of it can be

5 : . N~
found in courses. Different assignments:would \

" probably help. If learning persuasion, why not. try

to preseﬁt yOurlcase to a'commuﬁity boardehenryou:
chemical co. hés polluted a n;arb§ river? If studying
small groﬁp béhavior why not look at the Zzcision a
gr 'up made to clos- slant in thé midwest> If ‘

interested in mass ‘unication, develop o Drogram

[
to explain profit-s: .ring to the 400,000 at
the latest computer to the.multitudes ét I5'. Or

. gather data on government activities %n health care
_ : : :

- .and develop a program to influence~th§ legislation.

These:aésignments, it-see@s to me;\§§uld be m;de
wizhout much changs in the-cﬁrriduigﬁ. They would,

. , 1 L
however, require thatimore“professaks become more
aWaféiof‘tha;_big_widegwd;ld that exists off campus.

A second pOssibility is ﬁo develop réla;iohships

with'lpcél communicators.. Not to .turn them into a

job placement “agency. Have them in class to critique

P : R ’

16



- procably won't f£ind the job you want iﬁitially but’

- l 5 - \\\.

final projects, .as a resource speaker, or to advise

on curriculum. There are many roles such a person

could play.

A third recommendation is: get thee over .to
the business 5chool,'xTake the behavioral cou%Ses
but don'tvoverloék organization structure, fiﬁance;
marketing, and management. N

And best of all, gét a job--any job. 'The
ca:eér‘path_has to“begin with a small stéé; You -
haviﬁg.ébme-éxperiehcé is one of the beét‘wéys to
getpa;otherijbbr Sdme:eﬁtre level-jobs are:

-~researcher in government reiations‘

~—writer for the com?én&ﬂhewspapef i

~-interviewer in hifihg and placement

;ﬂcounselor"in uéward commUnication'program

--trainer in a.management'develbpment pro§ram

f-prodﬁce: or ¢loéed circuit TV news‘program;:

 You can use 7nany of youf skills; find out"iots
aboqé the organizztion, and identify your‘bwn caréér

goals.

A éolléague recgnfiy said to me There are two

+

. Lo / . : .
" important qualifies for a consultant. First,

'professioﬁal tbméetence,_ Sec0nd; Relationship with

the client. These hold true whether ycu are an.
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internal opféxtérnal consultant. Professional
competence‘ybu gain by trainihg and lots of
experience and feedback. Effective relationships
with the client depend on you.’ knowing yourself

as a person;-being comfortable with your-own

communication, building trust, and empathy are all
| - 1O 1 -1 ust, an Y are A

"

qualities which come from jwithin. .

The possibilities for a career are there--you

"are in a growth field. Don't expect otganizétions

-, to overwhelm the campus recruiters, they are u$ed :

‘, -

to looking to-journalism for their communicators.

You will have to assume responsibility for-your own

- career. - Aﬁq_if you decide to jéin-the'ranks,of

-

organizatiohal'communicatorsil hope you will find as

- I have the opportunity:

'—;tb“learH:
;-to ﬁake misfakesﬁ'
~-to take risks
~7tobhave‘soﬁéJinflﬁéncé
-~to benféi£l§5ééid for your skills
——éo bé part o£ the ﬁorces_qf éhange
;—fandyto hayé.colleggueé as valued friends.

I wish you well in whatever chdice_yot make -

L3
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