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This report attempts to identify some communication problem areas .
in the Austin Indepéendent ‘School District based on an Open-Ended. -
. Interview Questiopnaire and a Retwork analy51s. "Included in this
report are guidelihes for communicators in dlfferent positions in ..
the drganlzatlonal structure whleh have been drawn from a communica-
tion literature reviéw. Backup. summarles of that réview are alsQ -
included. Finally,-are some sample checkllsts and instxuments fo)r P
- “evaluation®of ‘some” colmunicationaYreas., LT ; w I -
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» "DEC SION QUESTIONS ADDRBSSFD ' "\\w L °
‘ ) . .
- 7 . \
", . SYSTEM-LEVEL D‘ECI’SION QUESTTONS - . t 3
Should there be changes in 1nterna1 methods of qpmmunlcatlon in ' . ,
the d1str1ct?w ' “ ) . .
N \\ o ) ) ¢ 4 N ~.:.o )
Recommendation: " - . ' Lo oot ,
\\ Xy " . 4 ’ : \ *
»There should be changes in the.internal methods of communloatlons,
_of the. D1strlct, - IR RN ‘ Y . ,
- . , é . , . . f.‘.
v ;Basls for Recommendation:” . . . . e
. , - ) ¢ Y
y . . . The interview questionnaire responses indicate many needs ix this :
carea. ! . . ) .
> . K] .t i I/\ P -
'y . 2, If so, what changes should 6ccur?” = . ' o <
, . \ + . \
( , - R 7 ‘ T - . - P
i . - * Recommendations: ' .
\ ° A ’ . . . h '
\ -\\f. The School Board shbuld: : . ‘
- - s -
. g b
, \ 1. Actlyely support the Superintendent's efforts to design
T . \ an' ideal communication system for AISD. v . b
) " 2. Actively support a %i1mate of trust and’respect between N
\ the School Board and ATSD.employees. )
\* 3. Establish effective channels 'of communlcatlon with . po
« AISD employees. J

? .

B. - The §uperintendent'shou1d: ( L
1 Appoint a task' fdrce to design an 1dea1 communlcatlon .
- system for the AISD and he should glve his-active sup- .
port ﬁ& this force.' - s - '
2. ) Actively support a training program for all Departmental "
.and Divisional persons to_ inform them of the respon51b111-
ties of each division and off1ce of the districk with i ,
\ Xespeét to communication. . .
3.+R '
administrators and employe€es to facilitate communication.
.4. Actively support further &tudy of the present communica-. :
tign system of AISD and its difficulties and p0551b1ﬁ N ‘<.
\ sol tlons. ) .

7 .
. .

sélve%y support a climgte of trust and respect among

N .

Basis for Recommendations: . . . .

The interview questionnalre lndlcates the needs in thls area and p .

the 11teraturé rev1ew supports the retommendations. 7

. - . «
ERIC .. - . 7. . :
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- . DIVISION AND DEPARTMENT LEVEL DECISION QUESTIONS
N N ! : , N—_— .
l.,'Should-thqre be'department or division level changeg in methods
o of communication‘in the district? -7 .
. . ‘ . +
Recommendation: ) o i IR
- \ N

tions.

. [

There should be changes in department oY division level communica-

. ‘ B - '~

+
- .
‘e
.
N .
¢ . .

3

'Basis for Récommendation: .
: zion: |

The interview questionnaire and

s

, - the preliminary ‘needs survey. last
. Year indicate there are needs'in: this area. -.
. . ' V2 '
. . 3 B .o
2. If so, what changes should- occysr? . ‘
Recommendations: ' B )
v 8" \ -
A.' The Deputy Superintendent should: § ) i
“ o . .« . . / - .

e , 1.

m——

Make a feal effort to release infggmation about instruc
tional programs and innovations to everyone in AISD at
the same time. < ’ . L
Give further support to across divisional.planning and
coordination. . ‘ .
See that goals and objectives of, schools, programs, and <0
" innovations are communicated to everyone involved (teach-
ers,'secretaries, principals, central office adminis~

.

- ‘* .trator ’ e
d ] d . . Ao .
) 4. .Continue arid incteasE'phe qufrenp emphasis on dbward- _
\ » communichtion from the schools and ‘staffs.,
- s ° [ . \
y B.'/Department and Division heads should: '
— . o 7/
1. Realize that = change is needed. .
2. Make an exact list of 'all communicating done by their é

S

-

‘office, to whom jit is,done, and by,whom it is done and

for what ‘purpose. Compile a list of all duties performed
and send it to all other offices and schools, so that they
will know who to contact about -specific matter§. - ]
Providé divisional or departmental training of clerks

aﬁa Secretaries, so that they know not only their job,

but also what others}in their affice do., .

Continue to actively{create a climate of trust and respect
among your own staff members and between your staffs and
othé%stﬁp the pistrict. '




5. Eliminate some of your overload by pa551ng thlngs d0wn

) Whén you receive them, not a week.later.
Do a cuxsory sglf-study of your department or offlce by
using the instrypents in the appendix.
Complle a mailing list of all departments /offlces/schools
w1th “whom you communlcate. Send copies of the llst te
evéryone and request they add their name if they ‘need

. -Youx information and are not curreﬁtly on the list or
scratch off their name’'if they-do not need

x\rr mailinds,
‘ Basis<fo§ Recommendations:~ - - E e B i

. o - .
The intérview questionnaire and the 11terature rev1ey/1nd1cate ®
. both problems and possible solutions in the area‘gg/pecommendatlon.

. A}
¢

SCHOOL-LEVEL DECISION QUESTIONS

1. Shoyld there be school-level changes in methods of Communlca- w‘(
‘tions with respect to Dlstrlor 1nformatlon° ' s N N
! Recommendatdon: ’ ‘_ N ' . .' v ;r .
, F?ere shouid be ohanges in the écﬁool—leyel commgnrcatione L
‘ N N ! . L ¢
Basis fo¥ Recommendation: - T

o4 - * L4

The interview questlonnalre 1ndlcates the needs in thlS area. '
aAs does the pre11m1nary inquiries of 1973 -74.

>

If so, what* changes should ogcur:

¢ -
\..

ﬁecommendation- . - ’ '

Currently, the Office of ReSearéh

cate that thefF isea heed for chand

Permit our studying the individual
. Principals are encouraged, however
‘and the checki sts¥provided in the
thelr own'sthool's, communication.,

. 3 )

and Evaluation can only 1nd1-

dge.
school communlcatlon systems.

s to Juse the llterature review

Our limited resources do * .

.

appendlx to analyze anq 1mprove'

ia

Ly el
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PROJECT DESCRIPTION

"y .
R - . . ‘ ~

N . ~ - - “s

" A.' PROGRAM DESCRIPTION . : ' ’ T e

s
] v 1 . M

— 4 v

In the spring of 1974, the Office of -Research and Evaluation con- e
‘ducted a_ survey ‘of teachers, pr1nc1pals, central office adanlstra- L
oY t1ve staff ang PTA, pres1dents in order to obtain .input “for ass1st— . e
. -, ing the, Directors of the Dlv1s;on of Instru¢tion and Development in’ - - ’
. the g€lection of evaluatlon gr1or1t1es for the coming year, That - + . .-
is, recogn1zlng the scarcaty of- resounces‘for obta1n1ng evaluation ° ° .
" the D1v1s1on ‘'wished to cafry out that evaluation which would serve : '

.. the information needs of the qreater number ‘of persons and groups ii : .
in the district) e ) o )

»
. - . S e .

] L - Y e
- ,' " Among those areas which con51stently rated hlgﬁkﬁth An the overal; -
sample and ip subdroup samples was that of VCommun1cat1oQ in the o
System." It gppeared that there was a generalized coﬁéern and that
evaluation information Would be of impértance to the system. - ¥ s i

. . -

s -

~ N ’
The importance of the concern felt by so many individuals in the, - )

= . AISD organization for communication effectiveness is val1dated in T ' .
. the 11terature .on organlzatloﬁal theory: : ]

» - ¢ . -7
L] L4
v P . -~ . -y

- ’ rl

. r . - .0
. oo o :
A soc1a1 system must
Communlcatlon is: the m

émmhnicate to survive and grow. .n. SR
ans for prov1d1ng 1nformat1onb v

‘\,4 N .
¢

4

Cpnéruently, schoel systems:grb: :

%

Y

;whlch permits theﬁ%ystem or subsystem:to change, grow,

and ach1eve its gdals.,

o+

. . . being inunddted by
documents, reports, ififo

T demands, and the llke.2

Te

> ¢ 7 .

%

4

v

A \

"3

. ! 2 . o,

vooor S e

er worﬁ,'fécdrd keeping, legal ° '
ion processing and storage

N .
© . N
. ; .
o . Lo \

N e . .

V¢

1 . } -, - "
- o These symptoms reflect the attempts of the system to? satlsfy the :
’ various demapds of'communication .placed on it; that these attempts i S
-+ are, in fact, ofteh’ éysfunct1ona1 may reflect the ack of knowl-

E

- : edge available about

QQrgan1zat1ona; commun1cat10n/systems."

Most
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) iGordon L. Lippitt, Organlzatlonal Reriewal, (Englewood Cllffs,‘
N J.s Prentlce ~Hall,” Inc., 1969), p.A52

Thomas J..Serglovann1, "phe Superlntendency and, Ox
tional Surv1va1 " The AdmlnlstratOr, Vol.
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1971,
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- "7 of the theory,that adm1n1strators have learned ahout communlcatloqg
relates to person-t o-gerson or.small group communication and is ' . .

) “.hphaﬁfd in such terms "encoder," "decoder," and "message trans- "
- - misston"; but: N C ‘ : )

- .. -
. g While such‘a simple description of the communication

'y process. describes the rudiments of,a nose-to-nose ;

s& , dialogue with immediate feedback, it over—siﬁplifies’ \

. % A the complexities involved in the 1nter al communlca— R . A

L., ; .f}' tion of a large organlzatlon.3 ;é_r - '

. “ ., - .

. . Desplte éur lack of knowledge about structuring effective organiza-
t10nal~commun1cat10n systems, the need is nevertheless 1mperat1ve.’

. o
\ w7 ! Ty .
L. ' Communica®¥sn is the 1life blood of an .organization;
e . 4 in fact, an grganization cannot function in a healthy"“

manner unless all members can communicate satisfac-- .
torily with one another. The.first duty of an : :

e s '“ administratbr, then, is to develop and mai in a system
. * s, Of communication that provides for an upwa flow to '
i N benefit the implementation of, policy, and an easy

‘ B horizontal flow to facilitate coorgination of all
~ . . - " parts-of the organizatjon: " (Emphasis added) 4 )

: . B L !
¢ - ‘ L ‘Br -EVALUAT%O?\DESIGN‘ . o ) éa. . K . .

/ - e v -,

ﬂ%ls'evaluatlon wags undertaken in an rattempt to provide the system
. with 1nformat10n that would assist administrators with the task of i
: ' communlcatlng. Because this was evaluation. at an exploratory v . J
’ point prior to the existence of a formal "comhunications program" ' . .
as such, 'it can be labeled as a "preparatory evaluation." The \
intent of the evaluatian was to provide basellne information upon
which program objectives in each of the system areas "inputs,
o processes,, outcomes," might be generated It was conducted in ,
" compliance with the plan set out in the document Evaluation Des;gn
for Communication Study, 1974~7o (dolley, Sklnner, et al. ) /

S

L
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.
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. 3James C. King, "Editorial- on Internal Communications Issue "
. T The Admlnlstrator, Vol. 2, #3, Sprlng 1972, p. 3. . N
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C~— . ?Harold Van Winkle, “Communication Needs of the Fgrmal .
- - > Organization," The Administrator, Vol. 2, #3, Spring 1972, p..3
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As one hegins. to study the communication in a school district, it .
., becomes apparent that the task is a very large one, In order to .
narxow the task to a manageable size, therefore, the evaluation for
the 1974-75 schbol year was focused on Internal Communications only.

Area Difectors

SUPERVISORY .

Vs

\ - R . [

Principals” . | 41\.; . o

R N ’

: ¢ l . . '
Foymal communication follows the organizational structure and for

¢ that reason, problems of misinterpretation arise such as the one .

pictured on the next page. Communication is, in a very-real sense, .
* a personal as—well as .an organizatiomal problem. One: major

chasacterlstlc of” organlzatlonal commfnication turns out to be the

formal and informal’ networks of communication. .In addition, the. ‘

many methods agnd forms of communication can be studied individually. '

. -

Wlthln 1ts'11m1ted time and resources,,the Office of Research and

.Evaluation has this year conducted a study.l1p1ted to the,follow1pg

areas: ¢ - . . *

>
’

¢+ an interview survey of a cross-sectlon sampling of
people on several organlzatlonal levels. ‘ ' -
- a network ana1y51s -of the flow and frequency of
communication between 348 admlnlstrators and o

. . seécretaries.’

.

° a literature study of the current materlal on
v t organlzational communlcatlon.-

3 .

.t

"

This has led to the 1nit1al identification of,some major problem

argas.

. . L)

) ' '
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.o . The evaluatjor includes a network analysla of admlnlstrators and ’

%"K

€

a

- - offices or

secretaries. This will indicate Sw of Communlcat10n in the >
d/stflct and where_g;oblems 11e in’ th1s respect. vt

-

-

The 11terature rev1ew was utilized to. establish,guidelines for com-
-munlcatlng from specific¢ ]ob positions ta help reduce some of the
initial problems .of communlcatlon and to provide an idea.of how
others have handled 'similar problems. .Fipally, checklists, such

as ‘the one on the next page, are 1nc gded. for. usé in individual
dephrtments to glve a ver tentative view of the .com-
munication atmosphere of the department/offlce and to 1dent1fy
_communication strengths and weaknesses.

.
-

It is hoped that this evaluation report can serve both as a stimu-
lat;on to further diagnosis and improvement’ of the district's

comnmunication system as well as contribute some specific instruments
and aids \to assist in th1s process. . .
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o . b OPEN-ENDED INTERVIEW QUESTIONNAIRE INQTRUMENT
N , DESCRIPTION * . A
A - o h . \ . ’ -

~/

el

e - B
Ry »

To _whom was™ the instrument administeyed?’ g

6 . o

. o
LS v 2

. 33 respondents ffﬁm a cross-sectl samplihgiof the District
) from central offlce admlantrators eachers and Secre-
taries. . s e , . {, >
‘How many administrafions were -given? g ‘
-

- . *

. . '
¢ ot .

.+ One ) o a
When‘yas'rhe instruhent aéQSnistered? ) C :
» . ¢ o ’ » )
Japuary 27, 1975 - Pepruary 28, 1975 . - -
- Who administexed the instruﬁent? . - .

The Communicati®ns Project Evaluator

» s

.What training did the administrators have? -

¥

. -

. ) \ S
B.A. and M.A. degrees in Speech Communication

-~

Was the instrument administered under standardized conditions?
v . T

. No N ./ Co. \ ‘ )
) / : _ \\é -

- Were there problems with- the 1nst4Lment or' the admjnis ratlon that

might affej§ the valldlty of the data? .

No L Coe . .
S . PR . ” - [

- -

Brief ‘description of the instrument .

¢ Contains 27 open-ended questions concerning the methods of
communlcatlon 1n the Dlstrlct. A copy is aernded. .

o -

A

Who'developed the instpument?’

. s N ‘s ;
'Commuplcaelons Project Evaluator.

N -

What reliability and validity datéfgre available on the instrument?

13

. ~ . 'y N,
i one .
°Are there norm ddta available for interpreting the results?
. , > N
* No ’ . - ¢ / ~
$ L .
‘ﬁ' '- e . . b4
A ’ “ ¢ . - \'{
- S SR £ g ¢
N . S : ’ ’ —n
B - - 18 a ‘ v, . K
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- v OPEN-ENDED INTERVIEW QUESTIONNAIRE REPORT

« , .'t,. R , . ) ’ . .. ' .“ [
This questlonnalre ‘was des1gned to structure an”lnterv1ew with.
a cross-section of administrators and staff. The respondents in--
e . cluded Ass1stant Directors, InstructxOnal Coordlnators, Supervlsors,

COOrdlnaths, Principals{ and Secretarles. ’

n .
Of the 33 respondents, 16l:a:/né{/worked in another, sthool
. - system and 17 had worked in efiother school system. Sixteen have
been with the Austin Independent School District 5 years or less, .
. 7 have.worked for the District 5-10 years, 4 have worked for. the v
District 10-15.years, 3 hlve’ been with the District 15-20 years, . ’
and 3 have rworked for the District more than 20 years. .
When 3sked if they felt the primary .goals of the District T R
. ) N programs were communicated to them 19 said "yes,"’7 said "no," - - B
2 sald "it could be done better," 3 said "sometlmes," and 2 sald \3 )
\they knew offlce goals, but not the,dlstrlct goals.
. When asked if they receéived enough formal lnformatlon about
’ .programs they were involved in 15 'said “"yes," 12 said "no," and
3 said "sometimes." The remaining 3 only indicated howvthey re-
ceived their infoymation which was the last."half of the guestion.
~Memos were the most used method of communicating to people with
meetings belng the second most used method. The telephone was < .

rated as a 1ow 3rd. . - ’ N . ' Do

a e . - B . .

L1Y

Most of these people attend meetings dealing with their’own
‘special area or with their extracurricular activities (such as a
steermng committee, task force, secretary wonkshop).‘*The next most
ottended meetings were the Facuyty'and/General Principal meetlngs
Twenty-six said they receive notification of these meetings early

. enough to plan their schedules, 2 indicated this was true most of . P
;(\ . ‘the time,‘and 5 said they/did not receive enough notitication;" ) )

when asked if they received 1nfﬁ¥matlon in these meetlngs /
that was®applicable: . . .

- v
5

-

g
~

) ~ a) to their job, 29 said yes and 4.said ‘seldom-°

e et b) to their understandlng of the system, 27 said’

] ) N yés, 5 said n%, and 1 said seldom. N Co
o - c} to District po 1ey, 26 said yes, 6 said. no, ’ ¢ .
. 'y +1 said seldom. |* )
T N -, .
v t% . When asked if they had Sufficient input 'pf 1nformat10n into
i “ : the DlstrlCt 23 said yes andln said no.. Twenty-slx sa1d they . .

3

. e . 1 ) .
) P . Tt . a8

&
N\
[y
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ey
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« o - -

o e had enoughsinput in their school \or department and 3 said thez;did. - - .
e not. : : .. ' ‘

. -~y Y A

. e . N , LT e, ‘ . .
. I The, methods of communication considered most' effective were 1
S : memos- first and meetrngs and face~to-face rated equally for second.
TSI oo Thevtelephone was third’ and weekly bulletlns and bulletln boards
AR 2§Were’not considered effectlive. - When asked if ‘they Tead all the
R -Memos ‘they recelve, 28. respondents sa1d yes, 4 said no, 'and l+said
L Wt : ‘he "perused” them.
i ;////A : Twenty-six said th&y had seen some of, the brocﬁhres printed
’ . " by the District and 7 said they had ndt. Some of the brochures
- + mentioned were on the public schoal .wéek, the s¢hool board, and the
“ school facts. - e d N

' “e ' »

o . Asked to consider *the bulletin board as .a communication de~ "~ b
N ) Wice, 15 indicated they look at their board, daily, 6 occasionally, )
! ' 5 weekly, 4 never, and 2 or 3 indicateéd once or twice, a month. '
L Thirteen indicated that the Board was their source of‘lnformatlon '
T about jobs available in the District, Twenty-one said they knew
' . when jobs were available and eleven said, they did not. *
, ;. The majority of the respondents indicated that the1r pércep— ‘4’ L
- " tions of the channel of communication from them followed the . s:
Loy orgahikational lines upward. , '
~ * When asked how they would find out dlfferent types of xnfor— - '
) . . mation the respondents 1ndlcated the following: - N
~ ! ! N - ) ’ . ¢
N d a) to find out the board action: 17 said thex:would read ' .
.4 . the minutes, 6 said they would ask someone who at- ' *
1 . tended, 4 'said they would attend, 11 said they would
4 o2 X read the paper, and 2 saidrthey woﬁld call Mrs. Gregg.
2. v o
“ \“% ~ < b) to find out if they should report to“work when snow is '
L on the ground: 28 said they would llsten to the radio, .
Atk;: ) '; " . 1 said he would watch the TV, and 1 said he would come ‘.
C o - . anyway.. - . ’
! , L . *
, ‘» ‘ c) . to exchange ideas: 11 said they would see'the person
' , - and talk, 2 said they see them at wd%kshops, 8 said ) .-
. . , they exchange ideas at area meet;ngs, 11 use,the ph :
K . and 3 write notes. - - - qv Sf\df’

. - . /} -
» . *7.
. )

v d) to offer suggestions: 13 said they would go to their

. . . -
, superior, 8 said they would offer them at a meetingy, '

L oL and 5 said they would write a memo. . . ”

, - g . . . . .

. L] e # ' £y
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"When asked if the Juestiops and needs were met most of the : 4
respondents indicated a dceat deal of difference in'pro@ptness of"

reply dealing with thether the gfiestion, could be answered by their
o . * superior 6r Wether it had to travel gpp ‘the organizational léyels.q .
.- Twenty-one said that, their ﬁeedsadereupet\inﬁthe;r offieggim-." - ‘ - T
mediatgly, 5. said they Werq\net in a relatively short period~of - )
time, 10 said the dnswérs wete delayed, and 3 not -at all. Eleven \
- indicated theylwegewnotified|whenthﬁ answer was to be delayed and
11 said they: were not notified. Answer$ from people other than
‘ .. \45391r §uperio; take a longef‘time to be answered. . ’ - -
- ) - T X T .
Thirty of-the respondents said they fe}f—that they had a

soutce -and tould give feedback  to communications when they re- Coe
" ceived therr, 2 said they felt they- could not. .~ . - /
° - / . ) " Y . - ‘ ‘ . ’ (
enty-seven read the Messenger, 18’of7 ose like it because - .
= t is "newsy," and “informative,". Five do not tead the Messenger >
because’ it is,propéganda, too dull,‘énd needs to be jazzed up. - -
vy Thirteen people said they do not read other newsletters. .The re- (’%
g mainder ipdicated'thét they -read any that®come .(such as: .the PTA . -
’ Newsletter, the Bilingual Neysletter,, the Weekiy Bulletin, and the s ’
AAT Newsletter). ®heir favorite educational publications include ' v
the 4 uinals‘in'their,varidbs fiefds of interest,' the Texas Outlook - . '
and the Phj Delta Kappan.. = - - o o ; .
« L L} N ) B - . " N ,
' When asked if ‘they ever consult the Policy Book of the District, | ’
NN 24 said yes to answer questions on ‘leave policy, building use, and —~ F
) " other policies. Six people indicated they had not looked at the ’
: .. Policy Book. Suggestiohs for improvement of the book were to up- L -
date it and make it more concise and less ﬁhlky. Suggeétions for 5 aa
othek helpful handbooks were: SR AR
.. - * a handbook for substitufp teaghers:. = .
‘ 2 v~ ** a handbook on protedures.. C v,
- * an orientation handbook for new .staff., -
o + a handbook for. individual sc¢hools. = : o, 4 . .
- * a secretarial handbook:. A . 2 >
' e * a depaktmental or divisional handbook. _ ﬁ t '
. * a resource’directory. ’ (dej . a4
*- a 'student handbook. ' ’ L .
- d .. o . . s 3 o ”
o, . Twenty-four respondeﬁts consider the mailing éygtem of the )
g District adeguate and 9 do not. " Those who did not consider it ' * . ,
7 adequaEe'citea problems such as mutiratéﬂhmail and too much time,in .
. ‘delivery... The othet systems of communica ions (such as printing, s
oL treproduction, telephgne, and memos) were all judged effective.
3 'q" — ) '-‘gggi. [T P . 5. : ~
. s, ' When asked to raté’?gg&.uniéations»in the District, the’
oo . respondentg;;atéa ;E 11 the way'from\Exce%}ent to very poor. .
:, . s . . , . [ et ) .
; o - " < y R . :
‘ . A P15 , - '
, " - 21 YA . ,
S L ’ , s - .
o T - ‘; i . , o /€ ‘, ': . w “. Wt ” ’
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Ly . . Two'said it is exc'ellent, & said good, . 7 sald re1at1ve1y good X0 . 0
R ’ sa1d fai:r, 2 said bad,_,3.sa a popr, and‘ 1 said- very poor. o > »
. ., . R - Y
. PR i N . y
- . The respondents were also asked to o r' suggestions er . - v
-7 improvement of the conunumcatlons. *A though. the tnhitial answers . . P
- . . ‘to the-~majority of the rtems seemed to4 be posltlge, a g=the i .o
=3 . . sections or sp11t between’ pos1t17ve and negative, the suggestions ’z’q‘**, T .
. made by these people eert to 1nd1cate some major problem areas. . .
o - _ The major suggestlonsuwe\re.- s . . ‘ N o
v ’ ° <. . - - i
i v (3 . . -~
. ' . . . 1) to decentra1~1ze some. of the admyustratlve staff ‘ )
T i c espec1a11y in the area of. 1nstructlon. e ‘ R
. t AN . . /
2)/ to have moré staff. devealopment workshops,and in- e h ) 5
: service for all, from staff administrator§ to ’
: sec,retarles. 4 . . b
-4 o ‘,, - . ° A - R - , - ’
' 3) ito have, weekly departmental meétlngs. AR R L™
. i . - . e C @ . ’. Pt . . . . . o
N } ) : 4) 'have a s_»pepiah'orj,‘entation for'fnew,/people. @ .
- . - . P A o
* . . ) v ) . . . . ‘J - .4 ‘.
. n 5) train people®td writé better an more concise memos. ' :
) ‘ ' ) 1 : Lo UL e 'y ‘
-, ) use the bulletin'board to /communicate with your staff. . o,
ot « S ® “ »
. 7)) plan meet1ngs/b¢etter ’ especralLy large ones, have & . i ’
. ‘ agendas and set time llmlgs‘ . f ] .
Lo \ L W ° o : T S~ e ' .
. ' 8) coordinate 1nformatlon to teacH‘é‘rs.-aerT"d '
- - ) I before somethlng happens ’ Coe 3 -~ N
. i cay - - ~ . X s Y ’ A : o
o < ‘j 9) have) task “or ‘of fice meetlngs to work, Qut detal‘ls of& . .
C . . . Jobs ) ' [} . . '/‘ Z ﬁ Q‘.. \ .. . - -
{' - ‘o / T . .‘!(‘!:ﬁ- . . \ . ',/ .=
. . . - 10) neem morew%munlcat‘ion between school and A ) A
\_ .. o % . central office ahd between d1v1s19ns 2 A w1ﬁ11n Co e . . /
. - °d1v1slons. . . .j -N o ,"*-ﬁ' J - X
R . ' !\. N > L% .o -
: - . 11) keep people informed about wha:b affects them, NI L. L
be espec1a11y teachers and q\tgfﬁ' t_memberSs e+ BRI . s
: ", ’ vg.*‘:ﬁ . et . T . - - ) o
¢ 4 1%) don't squash the initiatiye of people' in the office. . /(\oﬁ_
R oo \ R SRR I - N
A - 0. i 13)- have-one person. in éch office to be responslble R o
f © for communlcatlng to” ot el:.s. - - e. R £ . N }5’
P e T L, ©
j‘ 14) h1re 6ne’ person to tak’e care of ald the routlng ’
K commun;catlon in the DlStrlCt. Lv i 5 . “
. 1" ‘, \'9. - LY a 2 ¢ ., ‘ . -
. . R AR ¢
v\ 16 2 . g "’ ’ - s : -
. a S .
‘ , . o 02. R H _ 2 ) , * . .
A .o 4 " N k . ; .
‘(lr ‘ . . A 4 . - 7, - . 'v‘.-'\ £ A
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: , 15) use the vice principal to reduce the communlcatlon '
. load on the principal. & . <.
o 7 16) 'make sure the .mailing list dis complete for*;ach , v
P - . departmept. . . . . Y
. . i . ~ . - \ N :
!} . 17 k;ave administrators and school boaxd members visit .
K e - 7 . the schools several t.imes a year. Lo
< T4 - 7 S 2
I 3y 18)' " Answ *‘a'ﬂl memos sent to admif’nis"trators. It is | I
’ *  embarragsing when principals can't answer g
» . teachers questions because they haven' t gotten ' .
- e an answer from the1r superlor. Lo "
’ * These suggestions indicate some major problem areas that should be
e ' ftzrther inyestigated. . \
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OPEN-ENDED INTERVIEW QUESTIONS . . . CL

3
.

The offite of Research ar'lfl\}ivaluatlon is this year 1nvest:1gati~ng the effective~
ness, of the AISD internal communication system. Can you tHerefore provide us

~ \
‘ '/qltl\ your reactions t¥ the' follew;ng .questions, , I o
- . . i N\ . !
\ 1, Jlave you .ever worked in another school system? * Yes No R A
<, 2, If yes, how long ago’ YIS, ago , What wes its size?’ students
3., How 10ng have o’ been in this system? . yeare" ) ’ s

- 4, Do you think th
T communicated to yo

ry g_oalsvof the programs instituted by AISD are

- R . - i\
< ’ ‘. 3 . . . -

-~

. - 5. Do you receive enough formal mﬂf%tlon on the programs m whlch you are
involved? By what method do’ you réceive it?" . '
fe * N " e

: . . . . , ' .- . o .
Q. .. . °© - s . . . . -
i / -6.\m\xou regukarly attend the: ~— e . © .
‘ LAy . General Principals Meeting .
L b~ .9 Faculty Meeting - . .
: oo K IIC Meeting K
. d. . Department-Staff Meetlng ) i *
| e. ' Other (Name Y .
f. . ) . Other (Name ) ) .
' ' g, - __Other ~(Name * ) * ‘ ‘
‘ ’ i h, . _ - Other (Name . ), — ‘
- 7. ¥ Do you receive nptification of meetings concerning’ you in time to reply ‘- «
i . or plan your schedule’ What is the minimum time you really .need
. - on the average" ) - ) ) I - ’

8. 1In each of these meetings, is the information whlch yol rece1ve appllcable

to: : %
e * a. Your Joh )
< b. Your Understanding of..the Machlnery of the System
: c.. The Pollcy-maklng S . ) . '
" If not, why not?’ RS o ‘

. ‘ 1 . &
-

. 9. Do yéu‘feel that'you have sufficie n;nput of information into what goes
¥ on in AISD? 1In your school/departm nt? " vy o

i




" 4 -
LA ¥4 .
b - .
- - . -

’

10. What are the methods used to communicate with you at the present t1me7
Which is the most effect1ve7 Which is the 1east effective?

- .
© ’ . ¥

- . 5 3
' » . & - .
-~ N g .
. < s

11, Do you read all the.memos you receive? If not, why‘noﬁ?\
. L. A | R o t
. D .-

o

12, " Have you seen any $rochures nhhlished o& AISD? Which”ones? -, ' e
~ : : S =3
. . 3 e . -

- ’,

13, How often do you 1ook at your school/department builetin,hoa;d’

14. bo yodlkan when there- are neW- jobs open in AISD’ How?

P
.
. > v l

15. What do you perceive the channels of comminication to be 1n AISD from’

your particular point of view? S "
.16, -What channels of communication do you use for: _ , .

a. What action the board took at its last meeting. ™~

b. You wake up, everything s frozen solid and you want to find out if",
you have to report to work. ‘

c. How do you exchange ideas with your counterpart at another school or
in another® department’ : ‘ . :

d. How do you offer suggEStions7“v ‘

L) . - *

17. Are syour questions and needs met \ . A

a. Immediately. Y N > -

b. In a relatively short period of time. ° ' ’

c. Pelayed. ] .

d. Not at all. If not, how could-it be cofrec ed? . DN ‘

18. When the answer is delayed,‘are you notified in any way? Bl

19, When you receive a communication is there a source for you tasrespond to?
v . . i . .
20. Do you read the Messenger?"Do,you like it?  Why? .

.

Do you read any other AISD newsletters’ Which ones? " Do you like it/themé

Why? L . , /— .

]
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‘ 1
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0

<
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* N

What 1is’ your, fdvorite, educational ‘publication?
. . ) .

- .
: s :

*

- %

L] r .
Do you ever consult: the AISD policy handbook"
Do you like it" .Why? -

—
- .
. c . "~ N
b D
/ .. . . N 2 . ‘.
. [T .. L See— .

Why?

‘
.

,gg

T F

\ : -4

For what-veasons?

r

- ’ -

25¢ What do you tHink should be done

Do you find the follgwj.ng 8ys

wh

. 22, Do you ever wisp t:h re were other kipds of handbooks" What types?
R ’ .,. * .. N . k . f’. , . .
'A ‘ 23, +Is the mailing system in AI‘S_D adequate? Y X
. v . ) ) K T sw e o o -~ oy
N - . ’ . - ye
‘ » - B ) K
T 24, Which are the mosfléffective. Lot i : <) .
S **‘a. Larfe Meetings T e - . ) .
- % b.: Small Meetings . - - v
> c. Memog™ . ST o
.- 4. -Neﬁslett_zrs L . . . .
e e. .o . , é !
P Grapevin P ., en . o [

%‘&lmpro communicatibns?

2
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Ll e
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.
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QN -acquiring informatipn? If no are the problems you have
] encountered? _ « S
. a. Raproduction = -~ . T
t . B : . > t
b. éphone™ ~ ) .”” " > . ’
’ ¢. Printing / o N
! - d. Memos ) . . : .
. R Nl . T . Q - '
27. What: rating- would you give 1n ernal eommunications in AISD" ‘ -
o e you grvel s , ; : -
. : - Ecellent. v T Fair a | Very. Poor o
d H K . e . q" ?u
. - ¢ !
o . > [ N ', ) : » » « ;6
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* found that som n

'tiog. It has.also ihdicated places where changes could be made< to

h Homewood§§?961)g'

. Organizations, (John Wiley & Sons, &nc., New York, 1966).
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REVIEW OF THE NETWORK ANALYSTS ~*° .

- © . . N :

° o c LI s " .~
In recent years analysis of communication ﬁetwqus-of organizations has
become more numerous. These are done to give an idea of the actual
flow of communication in organizational systems. ‘Researchers have

tion follows oxganizational lines and some dogs <
not. This has oftenl related to major problem areas of the organiza-

[y

eliminate some probYems. - . : * ' ¢

*

Lee Thayer states that if "communications follow the organizational
lines then it will be only as good and efficiknt as the organization
of the system."l ' K ‘
Daniel Kafz and Robert Kahn suggest that fthé efficiency of ‘a gréup in-
treases as the number of links in the communication chain decreases.
This is probably because leaders think tﬁey reach more staff membérs
than they do."2 ' ’ .
] 4

Network analyses show who communicates witl whom and their frequency
of the communication. It also indicates what, members of thejéy em are
isolates and are not communicated with; and who are liaisdr ‘er :i?
communidqtors in each group. The key cpmﬁﬁnicators are very important
because -ance they are identified, they can be trained to. improve, their’
communication and thereby improve the communication of the éystem. L

P . . p

& ! 4

A Communication Network Survey consisting of 5 pages and 348 names of .
administrators and gécretaries wds adapted from Pﬁ. Monge's re-

1

port and administeyed to those named on the list. itional ‘infor- N

mation about the instrument can be found on the a tached instrument |

‘description. This data was to provide informafion about who communi-

cates with whom and how often. . B .o, .
: - ot

In the preliminary stages, the analysis of the data indicates:

- 1. departments exhibit a high degree of small g¥oup
- cohesiveness., . ‘ .. - '
2. communication-.up and down the organizational lines
is stronger than across'divisional and departmental -
lines of communication. S ;

et

-

' Lee En’Thayer, AdmlnlstratlvelCqmmunlcatlon, {(Irwin, 1Inc.,

- »

9' " ) ¢ T
2Daniel'l(atz ana Robert L. Kahn, The Sotial Psychology of“J// e 7

S~

-
-

- .22y
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'

none of the departments appear to be totally 1soLated
from the rest of the district. <
indications are that there is little communication
among schools or among schools and the central office.

This may be that schools do not consider written com- - .

munlcatlon as true communication and hence percelve
"little communication flow to themselves.
there are some internal departmental discrepancies

between expecied and occuiring- communication patterns. - ¢

there are some’ 1nterdepartmental discrepancies between
expected and occurring communication patterns.

school secretaries tend to be isolated from other
communicators.’ This is interesting because they are
prlme communicators with the publlc, but get the least
amount of communication frem any Offlce or person in

.

the dlstrlct \

-

>

The departmental data from this study will be covered with .individual
department heads. The interdepartmental and schogl-administrative
data serves as needs agsessment data for the action recommendations
N of this study. The.individual printouts of networks should be utilized
by a task force to work on communication flow. . . o
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L. > » » ~ '
. : ‘ ”‘ ‘ % A ’ : ¥ .
. b‘\ .
aQ . . . 3 ' / -
7Y Al )
~ N
. - .
« o - i COMMUNICATION NETWORK ANALYSIS * '_ . P
N T R 4 INSTRUMENT DESCRIPTION
< ‘ . ' I ,
’7- ‘ To whom was the instrument administered?
[} O - . . < a
b - ) 348 admlnxstrators and the1r secretaries in all schools and»
B . organlzatlonal divisions of the District. .-
et ' <@ . ~ . -
‘ \ T How many administrations were given? - )
. - . . . a -
N - One: -In part to Prlnc1pals at the General Principals Meet-
LT - " ing and the remainder through the school ma11 "
‘ ) When was the instrument administered? ’ i A
L 4 L4 ) B N
'Approximately 1/2 - April 8, 1975‘-’meeting, ! .
Approximately «1/2 - May 12, 1975 - mailed.
] 4 . ~ (4N
~= ... Where was the instrument administered? ’ . . MR
. - Approxiimately 1/2 at the General Pr%ncipéis meeting.
. . Approximately 1/2 through the school mail. . S
Who administered the instrument? ’ .
v ’ : . . .
. Staff of the Office of Research and Evaluation and , ) i
e RS $elf-adm1nlstered by administrators. : )
v LB ) . . K
What training did the administrators have?'?“‘**‘ ) . :
. . ~ ‘ .
N ’ . . . AT .8,
~ . : Y Sht
. . N ~ uy “ ‘
* . Was the instrument administered under standardized conditions? b
LY i - 1]
No

//, , None . . v :
f'f‘».. . Are there norm data available for interpreting the rasults?

. Coe e R
/’! .: P N ~ > Tt . «

‘
. s

We*e there problems with tlie instrument or the admlnlstratlon that .
- might affect the validity. ofrthe data? . Cf .

There were problems with the typing of the instrument, some
 lines were uneven, Two lines were omltted on the first
version of the instrument.

-

« . d v L ¢
- Brief dascription of the iné;rument: . )

-

| *  Contains 348 pames of administrators énd their secretaries ¢
with space for the respondent to indigate how frequéntly
. he talks with each person abodt his job and social topics. "

. * *
. > * , [ . -

- "Who dpveioped the instrument? . ' ,

= .Taken from The Study of Communication Networks and Communication
. o in Large Organizations but adapted with AISD names.,

What reliability and validity data are available on the instrument?

e ! s

T . . ¢ '
o Lo, None ‘ -
Y A ' . ' : o N v
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" = William V. Haney suggests communications can be improved if
R - communicators are able: . . o
1. to recognize some of the patterns of miscommunication
“\ which occur in serial transmissions. .
. 2., to understand some of the factors é’NErlbutlng,to
L, these patterns :
. 3. ‘;g take ‘measures and practice techniques for preVent-
ing the recurrence of these patterns.l "

L
L]
« *

On the fOllOWlng pages are guidelines to facilitate your communi-
, cation, whether you .are a supervisor or an adminidtrator. Carefhl
study and lmplementatlon of these techniques will enable you to be

a more efficient, ‘effective, and valuable mémber of the School
District.

-

v * Q
On this next social program, shall we say we support the
concept and reduce our role or announce a sweeping re-

. . ‘organization and kill the damn thln ?

’ '

f 4 »
- "

: L
‘ LI . . .

- - 8

lWilliam V. Haney, "Serial Cofiimunication of Information in
. Organizations," Communication Probes, (Science Research Associa-

>

« tes, Inc., Chicago, 19?4), p. 125. . ' - -
h ¥ o . ‘ Ve )
\ - % - . N
* f’ . ‘ ., ’ ) ~ —
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« . COMMUNICATION GUIDELINES FOR THOSE WHO COQRDINATE, UNITS
« *¢ ' (DEPARTMENTS, SCHOOLS, PROGRAMS, DIVISIONS,
. * FUNCTIONS) OF THE ORGANIZATION ' >

M Y
rii

what“glo You communicate about?
L "

The administrator and-his
communication isg evaluated
by hlS fellow a:£\nls-
trators ‘and his staff.

You should communicate abouyt the: .
- v N
A. History of the District '

B. Goals of the District X T
C. Policies of the District : 3
. . D. Procedures of the Department or School
c - E. Schedules of the Department or Scheol
F. -tnnovations of the quﬁrlct, Department, or School
G. Performance of Employees ©. .

. 2

H. Programs of the District ’
I. What'wWill Affect the Employees and Their Jobs.,
o ‘ , /
. .
How to communicate effectiwely 4 ' '

t

A
4

LA -« ) .
) Is it easy to understand the'Purpose\Qi\Yoancommunication?
If not, you should:, . Lo N

. ! - .
Decide if there is really a need to communicate. Don't lét
\ ° VYyour prejudice influence you;.you may be the only one who
really needs the detailed 1nformat10n you bave recqived. ,
If you are, don't clufter up othér communication ‘channels
. with unnecessary messages. . . 4

] b <

.




-~

NG .
. Decide what is the specific objective of your mefsage. Is
vﬂy}' . it to inform, persuade,'evaluate, or instruct?

Do you.have all the salient facts about a situation before you '
icommunlcate about it? 1If not, you should:

\ Discove; the‘pree;nt and previous conditions of the '
situation. T i |
Dlscover what work has, already been dohie in the relatlon
“to the job or situation. i . ’,

Decide who will ‘be affected by this communication. -

A,

'

Will the message travel yp the levels-df the or-
ganlzatlon, down, or across?

B. Will the message travel one direction and the
. effects be felt in another? .
“ C. What type of mental attitude will the' receivers '

probably have when they get your message?

]

Do you always dec1de what method of communlcatlon is' best for*
Decide which of the following methods will help the message
reach’ the receiver the fastest hnd most accurate. Really
think, about~your message and iYs medium. .

L e I3

¥

. . 8

‘ ' ERRESSIZR S 7\
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4 Method of!

Type of | . * . ,
'Ccommunication Communicatiorr [When to Use this dbmmdnication , | Bow to Improve this ;%mmunication
1 l
Oral T Meetings’ - ' "
Large - 1. Informing heads of all de- A. Have a.goqplete agenda. Know
* partments and divisions of 4§ - the purpqse‘of your meeting
hew policies or pfbcedural .y -and arrange your agenda to
. . ", changes. accomplish it. .
2“faord1nat1ng the goal‘settlng B. Allow enough time for dlscus-
for the Dlstrlct. ° " sion of agenda. 1tems, but also
e Y _ N set a time -limit to avoid re-
! Small 1. Making decisions about éﬁLe peating ideas and also to fin-
- -~ and old programsa* ish at the appointed time. |
2. Coordinating depaqtmental C. Don't spend time in your meet-
 tasks, * ing on things p&Yple already
3. Discussing the work and plans kpow or things that pertain
.- : s of a committee or task force. tao. events already past.
. 4. Ironing out problem areas for ]| D. B sure that the notices for
. ~ conflict. . ’ e meetings are sent to pdr-
5. Developing new p011c1es or icipants in time for Ythem' to
. : procedures. . arrange their schedules.
' 4 A _ :
‘Visual MeMmoranda 1. ﬁEET?;ing participant 'of up~| A. Make sure that memos are sent
' coming events' or meetings. .. -7 time for®’ feedback or action
2. Explalnlng tasks for employjf*’ to be received
3 ) ees responsible for the same B. Make your’ memos, clear and con-
: -]ob~e1ther in the same de- cise by using 51mple wording.
\__;__/,o partment or acrdSs‘Hepart- - C Set aside.a time daily to an-
& . ) mental lines, ) Z‘ swer all mefios requiring ac-
. 3. Informlng employees’ in®a de- tlon _or feedback no later
g R Jpartmefit or an office of new ~ than the day after you receive
* pollc1es or proqndural it, % :
s . chenges. : D. Make a real éffort to keep allLlE
. T'- | : ) memos to one page. .
N . i 0 ¥ ,
L ’.N . } - N ’
‘ ’ ' ~ [} ‘ - N




Type of Method of < » . . . . “
Comm%nicatioh Communication When te _Use this Cf:»mmunicaEion ; How to Improve this Communication
: e e
PR 4. Inferming s/tjper;ﬁprs of an l;.‘_ Cover only one subject per
employee s performance . memo, do not‘ stuff it full
. - 5. Reporting a grievédnce to a’ of all the things you've beert
superior. ) ‘ ., saving for a week. . o ¥
. 6. \Communlcatlng about func-— -} ‘. -,
P tions across departments . ’ - )

(i.e. payroll, . budget,’ work- i

. -\ ing hours, and training).. i ' e ’
7. Informing your staff of in- |? X go oL . ’
. novations in their Zleld,. b, \/ = o -~
8. Offering suggestlc;g your ' N L. .
. \ superior .or peer in a ther b, :
, \/ - department. . - ; . e .
. 9. Writing summaries of iinvés- .
. - / tigations. ' L 2
. . 10: Providing feedback for a ) v v
2 J memo you may have receiued. .ﬁa' . '
dral . ~ Telephone , -~ 1. Asking about a prpcedufe ﬁm A. Make the call short and to the
. another office. ' “® ' point. } . -~ ]
N s 2. Checklng on a rumor about a B. Make a 1list, of the quegtions
- _ bolity. M to‘be ‘sure you get all ‘the
» : . ! 3. Asklng about a functhn of - 1nformat1qn you *need with one
Va * . dnother office. K call. : .k .
4, Remlndlng people of dead- C. Return all the calls you re-
M ) lines and meetings. - ceive. Dbén't shuffle them -
’ ‘ ‘ 5. Trying to coordinate the ac- selectively into the waste-
{ " "tivities.of two offices. "- basket. Such action hasan
6. Seeklng opinions about -de- unfavorable“ aﬁect 4n your
- ' cisions or p0551ble de-— cred1b111ty.
. 1510ns. ST R . R - -
b ' . 3 é * S -
b4 » P
ERIC .- ’ K
' < * A}
" ~§r£:'1 . ol « ‘ . .
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A Type of, Method of | . ' i ‘ 1
Communication ComnNQication Wben to Use this Communication .How to Improve this Communicatlgp
s - _/]7 . D. Do not request)your se t
) d . to afiswer calls for you.
R . . the person called you, they °
.. want to speak;to you. L.Your'
> ’ - secretary may not have, the
" ,1nformat10n to ansyer all the
S -4 - inquiries of the caller.” *
- . ® D Pa o .
Visual Handbooks or 1. Describing the tdsks covered | A. Make one manual for'one sub-
¢ t Manuals by staff positions. . ject. Do not put the policies
: 2. Describing the policies of of the District and the train-}
. the District. s ing of an addition to your !
. ' 3. Describing the procedures of office staffin the same
» .your office. . manual. )
‘ 4, Providing a training refer- B. Make it as clear and simple as
) A ence for each stéff p051t10n.' " possible so that the inteipre-
LT 5. Providing a chart of the tation by diffferent people
. divisions and departments ‘will be the’same.
of the bistrict. ~ | C. Keep the manuals updated ;and
: : - B " accessible. ) }
« — /
Visual Bulletin Board 1. Posting not1ces of 1nterest A. Create an attractive ‘bulletin
A about the District for all ,% board by kéeping'it neat and
’ ) employees to read. uncluttered. N ’
‘o 2. Posting notices about work- ] B. Have a section for the new
’ _shops for employees. * §+ items to be posted that em-
- 3. Post organizational charts ployees look at daily. :
g “for the District and your {C. Be sure to tdke things off thef
' Departggéi? . - BuITetln Board when their, ef-
‘ fectlveness is past.
. . : /,,/ D. Do not 1et things’ be posted on
" — : . ‘ton of,other itens,
¢ . ‘e .
| o - 3ua .
Q o i 5 L ~

“ERIC
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Type of Method of . : r
Commun»gation Communlcaj:lon When to Use this Commun-ﬁﬁion How tq Improve this Communicatio
Oral ;El Person'l~ 1. Expiaining a'particular é?Sk. A, Stay calm and objegtlve.

Conferénce 2. Listening to a problém or B. Try to be as ‘clear'and pre-
/ complaint about your office. cise as possible.
3. Evaluating an, employee s C. Answer any questions the per-|
: - »} work. - son might have. "
?. Asking for ideas on new gnd }D. Listen to your employee care-
old procedures or programs. fully.
‘ 5. Disciplining an empldyee. E. Explain the reasons for any
‘ : e “ action you take-—-good or bad.
Visual Newsletter 1. Giving general information A. Make them news§, interesting.’
to your staff and others wher§ B.” Cover things people will not
. it will not affect their usually know about policies
* job, but will create a'sense or programs of the District.
\ of harmony if they are told. . !
Orad Grapevine 1. Testing employee reaction to § A. Make the grapevine work for
. .a parricular new policy or f" you by formally telling your
program. staff what they need to know
- 2. zgen you want to move a cer- about policies, decisions,}|and
* ain.piecé of general infor- procedures. (Then there is)
mation fast with a fairly nothing for the'’ grapev1ne to
high degree of accuracy. .. talk about. -
. B. Improve by having a properly
T . administered communlcatlon
N ¢ ‘program. '
v o o ¢




P

~

" When you communicate do you take time to carefully construct the -

Vi

? ~ .
Ad .

. message? If not, you should.

<

"Make sure the message'is clear and simple. * |

. * ~

, Make sure thﬁemessage follows a logical ‘sequence~~give the
details in th'® order they were given to you. )

Make sure‘you iAclude any background 1nfgrmatlon that is .
necessary to understand the message. Don't eliminate fac ts ',
you know but your recelver ‘may not know.

s

Construct your messages as close to the way your regeiver

will 1nterpret it as possible, +
<
A. Watch not only. the meaning of the words you use, .
w»but the overtones of those words. C g

- N -

B. Make sure the words are not only accurate but
adequate to convey the meaning you intend.-

Be sure you understand your‘receiver. The mannér in whigh

you encode a message can make the difference petween accept—
ance or rejection of the message. To insure acceptance, &

you should ask yourself th;se questions: , . A

3 B

A. How will he take this nessage?

-~ | N -
. ' - . - .
B. Is he sensitive? ) ) . -
C. 'Will his age, religion, value systems, trdining,
prejudices, or ultimate goals make any dlfference
in the way he 1nterﬁrets the méssage?. / .




. . -e .

’ . /
"~z . An uninterr{ipted transmission, - \
:\: g ) ,-b "
) r Az‘e your trananlsslons consistent? 'Be sure that fqllow-up messages
) N are in llne with the ini message in tone and mean1ng.
i - - Before you disseminate .the message to everycme'/do you try 1t out
A on someone involved? ThlS will provide a sample of ‘the feedback -
<. ’ . You are 11ke1y to receive. . e T
‘ . . . > - + » hi .// 3
A ~—-~.-—~—-—--—._.—s—-.~- — e e -

Does your nonv%al activit_y
(actions, gestures, facial
xpresslons) support yogyx
message? Many times what we 7

¢. say and the way we look ire.

¢ B
in direct cyradlctlon. .
. A -

~ - - R A o e
V \’ . V) r~ . “ -
- ) <, . S S
4 PY e’ - . ! v
.8 . D. Is he slow to change his opinions or work habits? .
~ oy E. What experience does'he have in relati.on'to“)the\ *
. # ) message?, . ' -’ - .
. o . N 2 ° ' . .
' ) F. Wi:ﬁfl the message affect him dlrectlx or indirectly,
K : pos1t1vely or negatively? - . ?@’Z"
. ‘a : Y Al v ~ ; . ¢ ’ * B “~
-~ When You actuatly send (tra'nsmit)“ the message, do you: - .
) ) . . . , . ] ‘
- JPick a time w?f(n the message wi‘l%well received: . |
. - ,A. DNot at the end JOf the workday. - ‘
——— 3 v : i . - ' R " "
* B. Not durlng a ,peak in, the amount of ‘WOP}( belng done.
t - -~ o . N
o7 o C. Not when an employee*-‘n’ﬁaq\ol: upset\\ ¢ .
Q :
ST Do you consider the phys:.c;* sEtting of the transmission? It -
‘ . -should be:- - . A .
. {, " . ° - LI R
" Pleasant and free from antagonizing forces.

39
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. 1

Do you usé dual media as often as you can? - ‘

o,
If you send a memo, follow~-up with a phone call.,

N - {

If it]s an oral presentation at a meeting, have a prlnted
‘outllne of the major points to give to your listeners or
use the blackboard. S

~ .

-

USe the object itself to demonstrate if you are introducing

new equipment. . f‘ ’

If you make a thne call about an important procedure or'

dec151on, follow-up with a memo,
' P ~N

. e
Do you highlight the important ideas of your messages?

L

When you communicate, do you: \

<, Follow~-up your meséages a few days later?

1

Try to find out the reactions of the receiver, Ask questions
to,be sure both yéu and the. Leceivef understandwm‘

& .t »

4 Listen carefullyfso that you can offerqfeedback. ﬁv\

A. Take notes on what is being
said. -
. Be wary of by-passing and
inference,
C. Be wary of putting your own
opinion or interpretation

3

SCHOoo.

sender's. ]
D. Review what Mas been said.

‘

>

+ "Plue me in--wasithe last motirn to .
construct a new building or t- ‘ .
desfruct an. old one?"

on a message rather than the '
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When you communicate, do you unknowmgly create barners. to that
communication? If so, you probably: . . 2

N 14
DlsKQZrt the message sent from another department by infer-
rifig some conclusions thit

re not there or by chang:.ng one
word tp a simpler word which may, in fact, change the
meanmg\& . . . /
Add words or p}?rases to complete ideas that you'do not N
completely understand. o
I - .
7

. Omit words or phrases that seem to have no s:.gm.f:.cance.

You can correct this by: - R

f .

A, Tak:.ng notes and giving all .the details in the
correct ‘order. ) . *

.

B. Be aware that you make these mistakes and make a
real effortsto correct them.:

3 . ; :
- €. Decide what you know and what you are 1nferr1ng
- from what you saw or r heard. T.
- - | e
* D. Slow down oral transmissions. . ~ ¥

* k]
—E. Reduce. the number of_ links ‘in the chaln-/of-
v corm'aunlcatlon.

4 A

e

—
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T Do you get too much communication--an overload? -

* \ 2 - .. ’ , A

': ¢ o - " . ) =
- .Try to reduce your

- ' communication losad . - .

o
3

13

et

d - by deciding what
communication you
~ - need for your job. -
" ., and eliminate the
N other. ’
- - — .
. .
’ )' , A
@ ~ 4 !
k v
(% ’
~ - 1 * . --
. ' . Try to set limits on written communication by .keeping memos
' to 1 page and 1 subject, ; -
' -y .y \ o w . Coa -
. ¢ Delegate total responsibilities and their. relafed communi-
/7:* L . cations to others so that your communication can be
-~ & © limited. LN e .
‘ . : ’
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. ‘ COMMUNICATIONIGUIDELINES FOR THOSE WHO COORDINATE, .

e UNITS OF THE ORGANIZATION ’ _
- ., ) .‘ N a

i

s

An administrator creates the efficiency of an organization with

his communication. "The top executive," says David Moberly, "is a
communicator, he speaks, writes, reads, and listens 75% of the time '
and of that time, 75% is face-to-face communication."l Anyone whose™

. job involves communicating the majority ‘of his time should know‘what“} % .
. { to communicate. Leland Brown states that a system should keep its S, N
¢ . . employees informed about: = * ‘ ; \
g . l. the organization, and its operations K \
2. the policies and practices affecting the peeple and e
- their jobs - '

3."his§9ry of the organization and its future.?2

“= Considering communication as a function or- tool of management,
Brown identifies 5 of these fqnjfions..

¢

b -
. 1. It serves as an insttrument of control within and without

- : ‘ the company. : .o . e P i <
. 2. It provides information needed for coordinating ‘activi- N . f)
' ties management. Ty 1 T R \
3. It provides data ag a . basis for intelligent managerial .
- " decisions. - : i - - L
4. It makes possiblé delegation of authority and responsi-.’ :
.- ) . bility through a system of records and reports. '

5. It functions as the essential basis of ¢ooperation.3

.o

: Communication as a function of management creates responsi~ . -

- - bilities for the administrator. * The American Management Association‘ '

. suggests many. of the responsibilities that administrators have to ’

e . . their staff and to-other's staffs are related to communication. A. ' ~

- Daniel Katz and Robert Kahn state that the loyalty of employees to a

i . organization is affected by the information given to different groups - t.
e in the organization about its goals, pélicies, activities, .and

accéﬁplishments.ﬁ Administrators.should tell employees about the new

.
x

"

1Dr. David Moberly, "Developing Formal Structures of CommunidéL
.tion in Educational Organizations," The Administrator, Vol. 2, #3,
Spring 1972, .p..:7. . . - ' . . o

= had N .

2ieland B n, Communicatihg Facts and Ideas in Business
(Prentice-Hal1, Engldwood Cliffs, New Jersey, 1961), p. 6.

\\\\\.

4
! -
N £, o

IR

5 31bid., pJf 29.

) . ¢ S oo ) > .
. i ‘ ) 4David Katz Jand Robert I, Kahn, The Socjal Psychology of Organi-
== "y zationg ' '

(John Wiléy & Sons InC., New York, 1966) , p. 223.
. -
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. Municate about, he fmust decide why

Lee Thayer indicates answers to these questions lie in the kffdwledge

develppments in the organization, especially the Mes that will affect
them. The explanation should include "why thexe~Was a change, exactly
what-the change is, and to what extept it will afféct him." .
Once the administrator has decided-what . he shogld #nd should not com- ,

£§Z is communieating. Gerald v
Goldhaber asks these questions of the administrator: "Why is the .
message sept and what specific function does it serve?"® The American

Management Association suggests thege questions: ! @
. ", ° < ' N ’
* ‘What is' the objective? - . .
[ ) * “
* Is it (the communication) really necessary or am I letting
N my prejudice influente me? .
- } O . s

* Who will be affected by, this? ) e

* am I yeally conveying something of value?’ ] =

.

the administrator has from his limited capacity for information.
The questions help him select his inputs and the envi ént in
_which to make decisions.® an adminlstrator s limited capacity for
information is an excellent reason to open the communication channels s
to their full effectiveness. "He can then.draw on the information

others have about the subject.

1

.
/
r A

"l / ) . . ‘\ . * ' N : * -
The functipns of communication are to inform, evaluate, instruct, > .
and influehce another's feelings or behavior. Three questions of
concern- for administrative commynicators are: -
L
Effectlveness - How'effective was it? . . .
‘ , . Was the purpose accomplished? - , ' . N
Efficiency ~ How-efficiently was it produced, A X B
~ o ., transmitted, ang perceived? ) v N
Clearness  « How clearly dif it convey."its-meaning?9 -
N ‘ : ot v —n
. 5The NFI Standard Manhual for Supervisors, {iey to Effective '
. Communications,” (Bureau of Business Practice, Inch, 1969), pp. 106-7. .
. . roo- . . v
6Gerald*“M. Goldhaﬁer, Organizational Communication, (Wm. C. ° N
Brown' Co. PublisheYs, Dubuque, Iowa, 1974), :p. 10. 0 . -

3 N '
7American Management Assogiation, The Supervisogy Handbook (1968) .

i
8Lee O. Thayer, Admlnlstrative Commun1cat10n,(Irw1n, Inc., Home- L
wood, Illinois,41961).

\ .

9Thayer, p. 8. Lt . ;s




8:* . . rs ' ) ’/
. Communication can be useful in determining problem areas, courses
of action, coordination of activities, and measuring performance.
° -

TQ% communication problems are: e

~

-

«

+ determining wha#-information to géther
* locating the imrformation

* preparing it for use - © . -
* transmitting and disseminating it
J . ) ,* receiving information . ’
? . * evaluating information
. * utilizigg information | ’ L
4

. *‘determining when to communicate to -whom.1®

V4 - , .
After the purpose is cléar, salient facts about the problem or pro-
cedure must be gathered before the administrator can communicate ef-

‘ fectively. Goldhaber suggests that a communicat07 should know:

N

1. Who is involved and how often do they participate in
the activity? .

2

v “ 2. Who started the activity? - .
N / , i 3. What.type and how much advance work has already been
.. done on this? ~ - -
4. How will the information travel up, down, or\ffross
{’_] ., organi%ational lines2ll -~
- ’& ’ . ' Ll * .
N One other very important thing to gonsider is how it will affect
' ° everyone else. The administrator may do this by putting himself in
the employee's position by asking how he will react and feel.l2
_— 7{ When the administrator ‘has all the 'fadts surrounding the %ommuzzdg}
. tion, he will need to decide what method of communication is b t.
) "The' very nature of a social system implies a selectivity of chan-
‘ nels and communication acts, it is a mandate to avqid some and to °
‘utilize others."13 . ' ‘e '
- . - . ¢ .
¢ ’ - ! o ) . .o .
L Y1pia., p. 8. )§ L
. 1 - - - °
~ g\ ' 1Goldflaber; p. 60, . o
) AN
12 Y
NFI Manual, p. 86.
13 . .
Katz and Kahn, p. 225. <‘ .
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. The classificationsof communication are oral and visual. * Included

"

in these are 3 types of organizational messages - whlch Redding calls.

LIV
. ’
*» task messages - activities of concern . . 5

. * maintenance messages - commands, procedure, orders, control 9
“~ ©~ ‘

. 3

. \

. 4
* human messages - people's attitudes, feelings, satisfaction.l4

; All these typés can be transmlttedgby memo,- phone, letters, or meet-

.ings. The important aspect is what is a propriate for the information
which needs to be transmitted. The nv6t eff1c1ent and least time-
consuming method is the best. This.should be a method.whlch .allows
tne message to be simply and clearly stated and consistent.

‘ . 1 ~ bl
Charles Redfield suggests adapting the message to the rece1ver.15‘ Kniow-
1ng "how the receiver will take a particular message, will enable you
to decide how much and what type of responsibility to give the em-
ployee (receiver). Questions to help adapt a message could consjider
“the employee's age, ability to change, prejudice, and value system 16
Suceessfully adapted messages will "demonstrate the adm1n1strator s
sensitivity and analytlcal skills." He will see the situation as the
employee sees it.l7 ) . . ‘ .
The message itself must ,be encoded (worded) so that there is very .
little or né room for m1s1nterpretat10n, This is’ where knowing your
receiver helps because you can project whigh words, phrases,. and
tones of meaning will help him understand exactly what you mean. The
words must be both accurate and adequate, facts must be in a logical.
sequence with no absence of deta11s or facts known to you, but not _

to your receiver. 1{%

' - 7
14G01dhab‘ér, p. 62. : ‘ S

5Charles E. Redfleld Communlcatlon in Management, (Chicago
. Press, Chicago, 1958), p. 29. »

-4

6 . e s ‘ ¢
American Management Assoc1at10n # p. 71, !

17James C. McCroskey, Carl E. Larson, Mark L. Knapp, An

‘Introduction to’Interpersonal Communication, (Prentlce—Hall Inc.,'

Englewood Cliffs, New Jersey, 1971), p. 221.
18pr Manual, p. 85. B

4
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‘who need it. 1In order to do ihls effectlvely, the administrator,

cies for understanding messages and their transmission 1smgne uge,
o)

. .
When the message is encoded, you must transmlt {(send) it to all those '

Goldhaber Jﬁys, should pick a time when the message will be as well ~* '
received as possible. He shouldyconsider ‘the jnteraction conditions
in the channel--the noise level, roomQ;:::sgeWent the location.

By trying the message out on, someone i first, the adminis-
trator can avoid some of the detrimental ovzgsones or words that

could cause non-acceptance. Durlng the trarsmission and feedback,

the sender should be sure that his ‘monverbal actions do not contradlct,
but are consistent with* his verbal acgtions. 19 A facial expression

or gesture could destroy everything sald Birdwhistld and Harrlso?//.
indicate that "65% of the social mean1ng~1n face-to-fac#” conversa; on
is carried by npnverbal messages."20 YOne of the best insurance poli-.

of dual media whenever gossible and fhe'hlghllghtlng of i
*igeas with both ypedia. 21

qs ' e e
The responsibility for communicating a message does not end, when €he
message has been transmitted. Feedback (reaction), a very 1mportant )
part ‘of acommunicating, should be actively sodght by the a m1n1strétor.

rtant 2
pertlnent

_Follow-up messages, ask open-ended questions of the rec }Ver. Notgjust

"dld you understand "put " what is the procedure fqr this change?w If °
the receiver has problems, listen carefully to his questiions. Haney
suggests that the sender take notes on.the problems, thep reword the
message, and: send it again. - The sender must always be aware of.inferj
ring something the receiver did not mean by h1s questlon. Answer what
was asked,.not what you want him to ask. When sol;c1t1ng responses,
be sure your nonverbal communlcatlon doesn t discourage the emplo;ee'
from asklng. Always be sure to summarize what he has said to him so

that you know you understand.22 ° ' N
‘“ ~‘ , \‘ . I’
From tfme to time when we ¢ommunicate, we encounter barriers to the - N
communication. Haney cites esome reasdns for the creation of these
‘barriers: . ’ ~ : : - *
A . ‘ . . )
196o1dhaber, p. 62. . ) : J
e 201bid.{ P. &33. " A -
lWilliam V. Haney, "Serial Communication of Information in . L
Organlzatlons," Communlcatlon Probes, (Science Research Assédiates, .
1974),p. 132. - - S >
22 ‘ - ; N <
Ibid., p. 128. , . ‘ (/ -
~ s ., . ~ : . . ,
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- 1. e receiver's desire to simplify the message.
\ - .
% , ,
/
2. The receiver's desire to convey a sensible message.
[ v N
3. e receiverjs desire to conyey a pleasant message. .
. . )
The .barriers us ake the -form of: . .
- . 1. "Distortion of the message. B3ltering what is already \
theére to make more sense. A ° ¥
2. Omission of details in the message the- recelver feeis ' .
are not necessary;because he alseady knows, them.
. . ,' ' T
3. .Additibn of . details because the receiver did ot -1 ¢
get enough information*tp understand the message. s
Haney and others have suggested some simple, but very useful dgys . )\ .
to alleviate thesg barrlers - ‘. S , . t. -
1, Take notes ~ don't rely on your lhemory. RN I " ) {//'
2. Give the next recelver the detalls-ln thé order they . .f. .,
were givero you. i . LA v .
’ f . * ’ ¢ N s A"w st/
“ 3, Do not bypass (omit) -things you know or dq not under-
stand. . el LS o ..
: @?” ) » . L, e ‘
b “ﬁ' 4,. Dég.t 1nfer tﬁﬁngs you have not actual®s been told :
1 5. 8low a9 »oral tnansm1551ons so the 'receiver can get’ 4
. 'every de 11 downf ,J e . el . e S
. 03 s f}‘“ ,‘q . i 5 A 4 , " e -
~ 6. Slmpllfy the- messa ’\d0n't distort, adi;#g; omit. - 4
b4 . 455‘ % *
7. Reduce the n%gper‘o% lin,s in the chalns. .
RN : ' [] v ot‘o ? W =
L. ., 8. Review whatAyou hav eceived with the sender if
- - p0551ble - if ndt'q9~§vgr it yourself 23., s .
,s\ x‘e q “ .
Another problem encountereddﬁre ently is cbmmunication overload--the |, -
receipt of too much 1nformatlon. Usually the communication contain
detailed informagion not absolutgly pertinent to the receiyer's job.
A summary would e more effigisnt in thése cases with a notation of
the place to get the detailsfe I

@¢z and Kahn provide ang;her way .to




Ve

-

reduce overload. Reduced input, such as reducing interoffice memos

to a singlé page, would cut down a majority of the overload to’ad-
ministrators. This would give some extra time the administrator

could classify as time to answer phone calls- and memos. "The acces-"
sibility of all members of an organizatiog. at any time is a handicap |
because executives need some uninterrupted blocks of time to make

'decisionsL’sign papers, etc."24 The rest of the time your employees

need to knoz/shey can see you about anything. ' . ¢

Finally, none of these efforts will be effective, if the administrator
does have the trust and respect of his employees. You can culti-
vate this by heing honest with yourrstaff. Harold Van Winkle says
that one of the-best ways to build trust and respect is to create a
supportive climate in your department by building your employees'
morale. F?ctors which affect morale are the following: )

1. ’Interest shown by the administrator in the employees'

,work -and problems.

[
4

e, Willingness to listen to emp}oyees'lsuggestions and prob-
\ ‘lems providing adequate wpward formal and informal . .
communication. , e %

3. Create a gﬁod'sociél environment. Make your offigce a
good place to work and let the staff form friendships.

. 4. Make sure the employeg‘knows he is accepted as a valu-

.. able member, his work is important, recognition for .
achievements, member of friendly competent faculty, a
superintendent or principal who is approachable and
understanding. 2° o

Putting yourself in your staff's ‘shoes and being impartial in your
dggi} gs-with them will create the trust and nespect from your staff
that will enable all the other communieatijon techniques to be effec~
tive and enable the administration to create an efficient organization,

3

i ~

™ . E '

: N

. .

24, :
. 4Katz and Kahn, p. 234. r

25 , . ¥ '
Harold Van Winkle, "Communicdation Needs of tHe~Formal
Organization," The Administrator, B Vol. 2, #3, Spring 1972, p. 6.
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- When you coﬁﬁunicate, doﬁ*mh try to

y

Be impartial

.

»

// COMMUNICATION GUIDELINES FOR YOU AS A SUPERVISOR
OF THE WORK OF OTHERS .
D v

v . ' )
promote trdst and honesty with
our staff? If sb, you.prgbably: . - >

- t N -
Try to.,understand other's feelings by putting yours€lf in
‘their plice. ¢

Encourage your employees to discuss problemi_gpd ideas by
¢reating an "open ddor" policy..

®
.

'S L

. . . - i
and’ fair in your dealings with your stqff.

//é(:;;;;;hegt your employees when they do their‘jobs’well. ) ’? i

Make”Your staf

f feel you care about them as "people" not” just a |,

worker,

x

. -

Allocate timé:for communication with your staff members individually

-

on a redular basis. ) .

Try not, to restrict’ communication to crisis times; take ime in quiet

I

»

4

. . 3 - . . PR dhd
periods to talk, over philosophy and general Joals of district,
school or department. ~ ° - _ 4 —
\ LT - - ) -
~ I- ’ * [P
Let your staff know honestly about the pressures you work'under.
. \ _‘ . -‘ ¢ < LS " . " )\
s . T - ‘ ﬁ, ’ . ‘ ~ "‘,;,
= N . ’ “ r
¢ , & .-
. - . - 43 .
o N : . v '.‘ -
N @ /5 3 TN~ 3
o . . ’ S ,
.‘(j, . ) A . \‘,J \, . h / " g - - .
o] y "“A S e ool " R ¢ - N - _
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l « 14 ) . ~ . N
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»
- . . ¢ % N & e
- > . ‘ % °
. . . . - . . . | ﬁ . r . -
o . - - S . 4

: o ‘ .] o e ’ ’ b ’ ' ) ‘c "
Stay aware of cencealed fric&ions betweén .st'a‘ff’ /exf/ and take . - .
time ;to see that they are opehly dealt with.” , >~ P
‘ ..x‘ .. Lt T ’ . , 2 .

‘ ‘ . : - . . ' N
* Are your euiployees working harmoniously = contributing to«é‘?e ef-
ficiency of Four Sffice - or is there -dissatisfaction, inyour groupy? ‘
- If not, you should: . * . N > S Sy .
& : \‘7 4 N * ?/. *
» - Promote’ cooperation among your staff. ' WY
. \ ~ kS b ’ “ P b ' .
-, -/ Promote loyalty among your staff. . o ' ’ g
« 3 ™~ "’ . N e B -
Do you give-the e ,courtesy a@ faJ'(r treatment to-.all of your em- .
.o Rloyees alike?” If so, you g{sbably: . o b
Are }anest with your employees - let them kn6rw where they ) - :
~ < [ ’ . ~ - ~
- stand. ] y v <. .
- Explain distrigt policies and changes to yodr staff.’ K > '
. - s +
t , ~ Y . Al
. . Listen earefully to every complaint by: ° )
ifv' ’ B DR . i - ® -
; ) A. Edcouraging the. employee to talk )
' to you honestly. ' . ) .
. ] - B. Staying calm. *- & * . o
- N ) C. Not taking hasty action--get-, N
o . ) ting all thé facts first, </ & .
.” " Nae / D. Not giving advice on persdnal
e
T ' problems. ’ »
. * ° }
\ .zh * -\j% v .
- . N [} " L . \ (/
: Are’you being pleasant, under tanding, ‘and-helpful with your ‘pedple? » .
. Are your'constantly studying them individually and trying to bring . <
] " out_their be@ qualities for the benefit of themselves? If so, : .
; ‘... you. probably: : : R : '
b ~—— Y Pre Yi . R . ¥ T
) . o :
- g Clrculate@gng your staff to promote mutual trust and respect. . »
- LY - < P
. R [} . " . . “« > ., *
Yooy a . Know the ﬁ’eegs, the skills, and the lrobably reactions of f JJ"\ A
your staff, : v - ) A
. . * . /
. - : # - \ .
g /'\ ‘ \ N ’ .
. . -/ % - N .
’ ° ’ . I's i L . ~
5 oy . / ‘ L4 - . / -’ l . :
‘ ' P ) ' ’ a . ’
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pr S PPN ’
;. . - , ’ 1 s tea ‘( {' Y - . .
y AN 2 px 44 . P ' /‘




& . v
S « N ’
N ~ id . -
*
Sy
&
) - . DS you cooperate with other supervisors or are you easily irritated

or overly compet1t1Ve with them. -

- ‘. »
Be aware of the effect. youx “attitude has on. your staff,

; coworkers, d supervisors. ,

‘& -

. ‘ o

.

- Do you invite "ideas" from your employees and when employees come
to you with the1r.suggest10ns about work, are you tactful, thought-
fdl, and conslderate, or do you just "throw water" on them with . ™
. lack of~ 1nterest? If ‘so, you should: .
P i

‘ - >
Promote discussion of departmental tasks among your staff.

P -

Ask them,open-ended questions to direct and encourage'their
- . ideas.

P “t
.

Compliment members of your staff on well-done jobs; <>
- . o
Do you plan Yyour work as far ahead as possible, and do.you coordi-
nate the efforts qgf your-employees to eliminate confus;oh and ged
more proauctlon? @re your. instructions clear and congise, ords it

' . the other way? Déﬁyou 1let each employee operate on his own vague
f. : instructions that you are not qulte sure *of .yoursel€? If so,

% Don't suffer from the "I Do It Better Myself" fallacy.
. '??: - . Delegalte- tasks to your‘empl yees, but make sure they

~ .

realizq that the major decisions will be“madefby you. ¢

2}
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available to complete the task, and then let him work
indepgndently. :

. .
v

. -
-

- ,Use “additional means of communicatipg new tasks to your .

+ . staff--oral, written, visual, or combinations of these.

. 1 . .
* N
N »
\ )
k]
\
v ) “
.
- t . ’
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A Al A LT
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. s .
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o
»
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e

“* The above questions are from Ham Adams, "A'Simple Guide for a
Supervisor," American Management Assoc., 1970. The suggestions

are not. . . - R
- F. . -
~ -
-
. ‘ 9 ,
- ’ . \
.
« [ * .
) - - - kY
46 . ¥
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Communicate to the:employee exactly wMat you want, the time
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COMMUNICATION. GUIDELINES FOR YOU AS A SUPERVISOR o o
' , i OF THE.WORK OF OTHERS - v

AY
. . . 4 "-

Barry" s study to determlne the most v;luable communication medl
35 organlzatlons and the 'most valuable media to employe

N .0 organlzatlons. Thirty-three ‘percent of the 35 organization )
that superv1sors were the second most ¥aluable means of giving infor- / .
mation to employees and 56% said superv1sors were most valuable: ‘in /

gettlng information from employees. When the employees were asked, “
38% sald personal contact with their supervisor was their th1rd best =
source ‘6 information w1th only two employee publlcatlons rat1ng more ’ -
helpful~2 o . . - o : P .

* » Realiging the importance of the supervisor, researchers ‘(such as Mann °
and Dent, Funk, Simons, Likert,-and Meyer) have spent hours trying to <
‘characterize good managers, foremen, and supervisors.: Although it is v
a business study, Meyer's researchcls valuable to organizations be--.

cause it deals with attitudes of effective ‘supervisory people. . -
’ . Meyer's research done in 1949 suggests the best measure is a foreman's
1,/ > attitudes toward his employees. Subsequent researchers have suggested ’ .
’ ) " that certain communication attitudes are characteristic of effective” '
supervisors in a variety of organizational settlngs.3 The follow=
ing characteristics were ‘found to be common to effectlve supervisors:
N 1 . . v ~
"l. He's a man with whom employees feel free to discuss important .
things about their jobs.
- , 2. He lets his employees know where they stand. . -
3.. He.,is one with whom employees feel free to discuss personad -
problens, : < ‘
4. He is not "bossy," "qulck to dr1t1c1ze," "a dr1ver,“ or .
"unreeasonably strict." . . > e
. 5. He lets emplayees ‘work pretty, much on their own instead of .

superv151ng them too closely. 4 i ot
"6, He is a "leader of mpq'” "likable," "reasonable." ,

T .
Se v 1. i :

- )

1Leland Brown, Communicating Facts and Ideas, in Bu51ness Ny S
— . (Brentlce-Hall, Englewood Cliffs, New Jersey 1961),‘p. 14* ' : -
. T~ /\“” -
o . Robert D. Breth, Dynamic Management Communications, (Addison=- -
LR . Wesley Publishing Co., Reading,. achusetts, -1969) ,-p.14. o

. ?James C. McCroskey,‘Carl E. rson, Mark L. Knapp, An Intro-
% ductidn to Interpersonal Communicafion, (Prentice-Hall Inc.,

) Englewood Cliffs, New Jersey) 197f), p. 206-208.
‘o . <. s i e -
' e . .

a_ ..
Ibid., p. 206.

Provided
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communlcatlon is d1rect;y llnked to\superv151on and employee dissatis-~
. faction. Ben Grey says, "A smart mariager can make lemonagde from the »
’ lemon of d1ssat15factlon R Grey's recipe for the supervisor is: to
be ‘honest wi our employees, keep fault-finding to a minimum, and . - .
to complimeht your workers personally on jobs well-done by recommend-
ing 'their:fork to others. By backing your staff and their decisions
% you will promote trust and understanding. . / .

-
. ’

Dr. Gordon L;ppltt Program Director- for Natlonal Training Laboratories "
has deve ed six suggestlons, based on communication, for bécoming ’

a.better‘ieader. . /“\\V/ L I
) ‘ L

- t C

s 17 .Be aware of your own impact on a group . °
2. Have 1n51ght into the needs, abilities, and reactLons of others. ‘e
) 3. Believe s1ncerely in the group approach to problem solving. ¢
. 4. Understand what makes a group tick. .
5. Be able to_diagnose ‘the ailments of a sick group. f,‘j> .
) , 6. Be flexible enough to be a leader or a‘membert® - ;
2 . N v
Another method of promotlng hé&mony, trust, and understanding among. S '
. your staffrls delegatr\g jobs that give employees a chance to grow. °
This frees you to do jobs that only you as sqperv1sor can do, and B

has the lonq range beneflt of building a more’ capable staff. ‘ Do not

delegate tasks, however, without communlcatlng to that employee what

exactly he ig to do’ and the time limit he has’for completlon. Be N
sure that you select the person who will do the job carefully and - e
expertly and- then give him the. freedom to woik: independently with ‘
hls(own methods. ‘Make sure he understands how far his author1ty

goes with the task and that you have tZe responsibility for the fina
decision$, Also, be sure the people affected by this decision’ are
informed of the*decision and of the contlngent circumstances. Flnally, ‘

and perhaps most importantly, let your employees know how their work -
. comtributes to thé"quallty of the overall product.’ rm%r‘ttmﬁ(/// ‘ p
. | Circulating among your staff opens both formal and info uni- *
‘' cation.channels. Visit informally with employees about their inter-
ests and aspirations, about what they want from their job, and about . L /
. their importance to the organlzatlon. Let them know you-'care about
- them as well,as their job. R
.. “ o . ‘

.

SBen E. Grey, "How to Cope With Employee D1ssat1sfactlon "
Reproductlons Rev1ew and Methods, January, 1975. :
. ¥
; ' ) 6Brent D. Peterson, Gerald M. Goldhaber, R. Wayne Pace, Communi-
cation Probes, (Science Research Associates, - Inc.,' Chicago, 1974),
D © p. 162, .

\

7 .
. The NFI Standard Manual for Supervisors, "Key_ to Effectlve ~

Communication," (BuYeau of, Bu51ness Practice, Inc., 1969), -pp. 94-96.

’ -
.~ . . . *
.
i : .
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. .  Finally, ‘6ne of the superyisor's most valuable,%onununlcatlon tools- is
. ' * listening. fThis is especially txue when a problem or complaint ]
’ arises, , The ‘smart supervisor listens very closely to gather the factf )
‘ and to make sure that a complaint is not masking a deeper, more seri-
ous problem. By verbalizing a complaint, the. employee, many times,
g , is able to put the probilem into perspective and decide on the ‘action
himself. In this way the supervisor serves as a reflective communi-
- cator (listener only). Stay calm and be objective, and your job of °
mediator'will ke easier. . : \
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COMMUNICATION GUIDELINES FOR YOU AS A
. SCHOOL DISTRICT EMPLOYEE , L@
’ < ‘ t \
Know Your School District . ’ . !
4 . . .

‘Do you really know about your school district? "If so, you are
probably familiar with the:,

History of the District . - ,
Goals of the District’ - L

Policies of the District
Procedures of ‘the Department ' Co
Schedules of the Department . ’
Innovatidns of the District and Department N
Performance of Employees )

Programs of the Pistrict o .

Plans for innovations -
Y P ow adl

- ? = 4 !
‘Know Your Communication Channels ’ETJ;h\

"+  Gan you use the communication c nnels'effectively? 1f o,

you probablyz

I
. Are willlng to discuss problems ox complalnts w1qp your
superv1sor. _ ,

*

Get and send not1ces of meetings and reports in t1me for

them to be helpful . \// N
N )
* Answer all the memos you'receive as soon as possible, being K
sure that you always answer within a day .after it is *
received. . ) o s

Make sure that any memos you send are‘clear and concise
and no longer than 1. page. '

”
~
» » . “

\

Use words that your receiver will understand. / '

,Attend all the meetirgs you should, and arrive on’ t1me so that
;7 youd do- not throw off the time schedules of- others. = ‘

Do not return calls from someone e}se when you do‘not have

- a11 the 1nformat12n peeded to answer his'inquiry.

iy \

oftuw.a

o™

- Do not. leave peopie holdlng on the phone fq%\longéperiods

v <

Keep the bullet:n board up-to-date and attractive.

50 g v . s

G
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Know the Receiver of Your Communication . . '
I -’

o .
Do you consider the receiver of.your messagef If so, you.
probably: ) : ' :

5 - N -

Try to put yourself in his place and undergtand his feelings,
opinions, and training. !

- Arrange memos in a logicdl.detailed séquence.
oo »

Know how your communication will affect the- receivér and

his work.

Are.you careful when yoé send (transmit) your message? If so
you probably: . e .

-

» -

iConsider the appropriate time for the.message;

.
- - 4

’%% &re sure they are congistent with your other messages. -
g . " 9
Coordina?; your nonverbal activity (actions, gestures, facigl
expressiohs) ‘to the words and your tone.
Use dual media as often as possible (i.e., phone and memo,
\l meeting and outline of points, etc.).-

-y -

. . If you commugicate eftectively, you probably:

Listen carefully and take notes. .

Are conscious of not inferring, distorting, or aéding to

SN !

the message you've received.
- Slow down what you transmit orally.,
Hiéhlight the important points by some means.

[

Try not to\overload others-with yqQur cdmmuniéations.

’

-

¥ ) . 2 AT
Do not.spread rumors through the grag%glne, but ask for the
. - L. ~
truth from a knowledgeable source. & - .
5"” ' . ' - 3 é‘:, - . IS
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I plan my commun{cation carefully. .

v
*

I decide on the objeétive for my méssade.
I try to put myself in the\employee s place
when I talk'’with him,’

I3

I test my communication oh a third party.

I am always consistent when I communicate.

I always tﬁy to be a godd listener.

I, glve ‘and solicit feedback on communlcatlons
‘I send and receive.

\
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COMMUNICATION, EFFEGTIVENESS CHECKLIST

<

-

COMMUNICATION -
RECEIVER

HOW FREQUENT-} DO YOUR COMMUNI-

LY DO YOU

Directors

Instructional

Coorginators
Ve .

Special Program
Coordinators

Teachers

LParents .
Siudents
Secreéarial Staff
Assistants-
Cq;tod;ans
Aides

Volunteers

.
.

News Media -

§

CATIONS GET

B

IF NOT,
WHY _NOT -

.

_ WHAT ACTION CAN I
TAKE TO IMPROVE*

COMMUNTCATE, ! RESULTS

. - * t

‘e

-
~
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COMMUNICATION ASSESSMENT FORM

( é

v . -
1 .

\ .

(Please circle the best answex) «

.
. -

- 1. 0 ="20% oL
i 2., 21 - 40% ! .
- - 3. 41’ 608 © - - ' v ~
% . ' "4, 6l - 808 = /\ -
’ . v 5. 81 ~1D0%

l. Suppose you are meeting with.your facglty and.
someone does not -understand something you have

. . Just.said. Perhaps he-will tell you about his
lack oi-understanding,and perhaps he won't.
About what percent of. the faculty are willing

to tell you when they do not understand some- =
thing you said? . " k )
[ 2. Among the other” faculty members, what Ser- -
y cent do you think will tell you when they like
something you have done or said?

”

.3.  About what percent will tell you when t':hey
. disagree with something.you' said? )

4. About what percent will ‘tell you when they
feel impatient or irtitated with something
you said or did? .

1 About what percent will tel) you when tlgy
think you have changed the subject or « °
become irrelevant? T o’

6. About Wha{: ' pércent will. @ you when ~they,
. -- feel hurt--rejected, embarrassed, or put °
down-~by something you said or did? :

. 12345

-k , : -
R Pieaéb answer the questions below according to the folllwing scaQLe'?

-

/(

.&-

L4
1 @\
12345} "

. b
123457
12345
12345

¥ 7, Now, consider what you are willing to téll - . -
) ‘ others orj the faculty. About what percent Y ! B
. " of the others are you willing to tell when : )
* you don't understand ething they have said? 12345 "' ¢
. 8. . about what percent &f the oth>‘s will you ) &
v ” tell if you like something they have done or, :
g . said? . .. ) i ., ¢ 12345 ~
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About what percent of the others 'will your *
‘ tell when you disagree wi'th- something they
have said? * - '

.

About‘what percent of the others will you
tell when you think they have changed the
subject or- become irrelevant? )

-About what percent will you tell when you

feel impatient or irritated?
About what percent will you tell when'you
feel hurt by something that they said or 4idz
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COMPLAINTS CHECKLIST
Ny

.

Listen to all e;;E?ainfé\wﬁeéher they seem'serious or nbt

P

Be sure to listen calmly until the pérson has compl

descrlptlon of the problem.

[ 3
Be sure you have/;il the facts

D
do anything.

Take action only if it is absolutely necessary an
A A ;S N

~

you' have consulted all personi

?

-

L3

involved.

Encourage the perion fo handle the 'problem himself, if. the

. - H
L

situation dictates Euch aptioﬁ.

.

,Don't pry into the person's personal problems.

eted his -
ag . . B
out the problem before #you
< PR
4
d only after
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- * Evaluate Your Supérvisofg:Communication !

p e

e .
% H ! !
. . 3

S

. Rate yourself on ‘the following chqrécteristiés of good supervisbry

. A ¢
’ . - .

communication. _Giveé yourself a 5 if you do this always, 4 usually,
3 sometimes,. 2 férely; 1'never. - '
.J -

[ ’ -

. &
. "

. . . L4 . “
Give clear cut instructiens. . 7 >

Keep everyone concerned with a decision fully informed on
e

progress and actions=taken. { ’ )

O Y .
S - ‘ :
Consult hisyher staff {or ideas *and promotes &iscussion.

14 . 4

Elicit ful] facts and information bePore making decisions.
<

0]

Consult all those affected by ‘a decision bafore finalizing

it. ‘

* ~

-Circulate infoérmally among staff from time to time to
A . . - F )

. communicate informally.r

. 3

\
N

Allocate communlcatlon time equltably to all hls/her staff

E -

1. Stlmulatg trust and openness among staff. ’

VS !

. ¢ ! ) ‘
¢ . . . .
Handle staff communidations and decisions»impartially.

’

$ Exhibit enthusiasm.” - -- ! - ' B
! ‘ . °- . 1!
’ . . . w
W « ) ’ . A ’ - : " . .
. « " N 2 . ry s
’ - " ’ i ’ . .
Tt . 50 points and you're a whiz of a communicator
! : . ' . 25 points '?nd you're a fair communicator
. L, -t T
% 5 Y10 i V3 r
= * ."'10 points =and you'd better improve fast .
! " - - .,
. ‘. . B //
» J ~ ° M o3 -~
I3 R S P
I“ . - *
v, . ‘ . 4 b
1 . e ! ! ’ L
"/‘ ' a‘:' / - o~ v - -
/ B . ° .
4 ke ’ J
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.Introduce the new,.member to all the staff .

NEW EMPLOYEE ORIENTATION CHECKLIST ) R

*
. ,
A )

,Give the new staff.msmber a tour of the building/office

e

o . 4 . .

Py

o .

Be sure ‘all personnel forms have been properly understoodqand*

. ¥ - -
taken care of by the new staff member . haaid

ir . . . ' . * B (.
Appoint experienced s;aff member to work.closelx'with the new

1] - . .
member for at least'two weeks (including'going to lunch

@

ﬁgogetheréoften)

Probidq’the,new member .a written description of majorgjob duties

- . v ..

Provide the new member with a written set of school/office .

-

policies and.procedures. . - {

Provide written instrictions for any equipment for which the

a\*\ .

new staff member will be responsible

Provide a writteq‘copy of your school/offige Qoaljlﬁnd—aﬁjec;

tives for the yéar ' Co
Establish wathin the first month of his/her employment the
objectives of the new staffégember for the ccm%pg year R
. . . l‘ .
Carefully review any special rules
¥ .
* —Provide an orientation which §treéses the relationship aqg‘
f [} <
importance of the new person's position to other positions
S ~
"in the district/school/office . -
s Find out a little éﬁout'ghe employeé/as"é person, and ‘let
him/her knpw you as a person- . ';l,, . S .
~ /7 .. a
A, -
’ -
Pad ¢ * '59 ." ‘% ,
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- .. Stress_to him/her your desire to knpw and understand about ]
¥ o) \ " ;
SO A3 .any problem encountered on the job . © o . ’
, wt ) P . . o . .
Be sure to elicit and re"sponcf to questions the employee may
. . . .' . - . R - .
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