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1 INTRODUCTION

Gommunication is fundamental in every business as business is a collaborativ ivi
4 and exchanged through the cl inai S e o A et
e Create gh the close coordination of numerous persons. Intense ication i
isite for ensuring co-ordination of this ki i ' e
pre‘requ : of this kind. Business styles vary enormously around the world
hese contribute to a variety of communication styles. Compl d i i ore, and
au § da L plex product specifications and production sched-
s must be muFu .y understood, and intricate deals between trading partners must be negotiated through
proper communication. &
Communication is the principal means to enable proper functioning of any business organization. It binds
the people to work in an organization and helps them in understanding the views and thoughts of each other
properly. Communication flows in different directions such as downward, upward, horizontal and diagonal
Jtis rightly called the life-blood of an organization, and no manager can accomplish his objectives unless he

communicates effectively. There are different types of communication systems depending upon the nature of

organizations.

72 TYPES OF COMMUNICATION

People communicate with each other in a number of ways that depend upon the message and its context

in which the message is being framed and sent. The choice of communication channel and the style of

communicating also affect communication. Hence, there are various types of communication as shown in

Fig 7.1,
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Fig. 7.1 Types of communication

7.3 ON THE BASIS OF ORGANIZATIONAL STRUCTURE

Based on the organizational structure and relationships, there are precisely two main categories of commuyp;.
cation. They are as follows: (i) formal communication and (ii) informal communication.

7.3.1 Formal (Official) Communication
Formal communication is used exclusively in the workplace. It is used for the transmission of f)ﬂic.:ia.l messages
within and outside the organization. The employees are bound to follow formal communicating channels
while performing their duties. This communication follows a chain of command as est.abhshed by the organ-
ization itself. Formal communication is expressed in written form (i.e., black and whl.te). It could be in the
form of requests, commands, directives, reports, circulars, etc. Formal communication is a deliberate attempt
to regulate the flow of communication so as to ensure that information flows smoothly, accurately, and timely.
Certain rules, conventions, and principles are followed for communicating the formal message. The flow
of a formal communication is basically along the prescribed channels. The basic purpose of designing a for-
mal communicating structure is to establish link of various subsystems of the organization. Formal commu-
nication is essential for the proper functioning of any organization. All the members of an organization are
supposed to follow the prescribed formal channels mandatorily. In formal communication, authority lines are
needed to be strictly adhered to. It enforces the relationships between different positions of an organization.
Formal communication is of the following four types:
Upward (or bottom-up) communication The communication in which the flow of information goes
from subordinates to the superior.

Downward (or top-down) communication The communication in which the flow of information goes
from superior to subordinates.

Horizontal (or lateral) communication The communication between two employees of different
lepartments working at the same level,
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crosswise (or diagonal) COommunicatj

ivisi . on ‘The communication between the employees of two different
departments or divisions working at differe

nt levels,
Advantages of Formal Communicagjop

. FormaldCOmT}Ilen:l::mn lls'generally A written communication.
Wi nnel (i.e, icati
, Itlaysdo (e, the path) of communication.

. It helps in the flow of information through the official chain of authority.
, It is authorized and well-planneq COMmunication network

. It has direct and officia] backing.

pisadvantages of Formal Communication

» Formal communication ig generally a slow-moyin
» Itis not suitable for upwarg Communication
» Itis mostly conveyed in ap Impersonal manner.

g and time-consuming process.

Munication takes place on the basis of informal (or social) relations
This type of communication moves freely and independently in all direc-
by spreading like a wild-fire, It is free from all sorts of formalities. It is based
n the parties such as friendship and membership in the same club or associ-
an organization. Usually, informal communication is

tions. Hence, it is very rapid, there
on informal relationships betwee

and other matters.

Informal communication does not follow predefined authority lines and prescribed channels, In an organ-
ization, it helps in finding out staff grievances, as people express more when talking informally rather than
talking using the channels of a formal communication. Informal comrnuni.cation also helps in building rela-
tionships and trust, and promotes amiability. It may take the form of sharing of feelings, casual discussions,
gossip, etc. Lo

Persons at the executive level also use informal communication when they ﬁ.nd it difficult to collect infor-
mation from the employees. Such communicatiqn includes comments, suggefstlons, etc, It may be conveyed
by a simple glance, gesture, smile, or even mere sﬂc'nce. Managers a;t}il.execunves .also favour the growth and
development of informal network of comfnunlcat'lon,'oﬁ" and on. . .IStPTOSCS;, El fact, SCIVES a very usefy]
purpose in disseminating certain information, which, in the general interest of the Organization, cannot he

transmitted through the official channels.
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Informal communication also offers the superior a clear insight in%o what his subordinates think and foy
However, at the same time, the weaknesses of the informal communication are a]s? worth n_oting. Informa] Co:;.
munication often tends to pass distorted, misinterpreted, and inaccurate, half-trulth 1f1format10n and facts depend:
ing on the circumstances. But still, executives and managers cannot do away with informal communication,

Informal communication is of the following four types:
Single strand chain The communication in which one person tells something to another, who again tel

something to some other person and this process goes O1.
s something to some of his most trusted People

Cluster chain The communication in which one person tell thiny !
and then they tell them to their trustworthy friends and the communication continues.

Probability chain This communication happens when a personr andomly chooses some persons to pagg on

the information which is of little interest.
IIs something to a group of people and then

Gossip chain This communication starts when a person te A 8¢
they pass on the information to some more people, and in this way, the information is passed on to everyope,

Advantages of Informal Communication
Informal communication offers satisfaction to employees, especially those working under conditions of

rigid control.
It helps individuals to communicate such matters that they cannot do through official channels.

It travels faster than formal communication because it is not required to follow a scalar chain of commang,
It operates in any direction through personal and social relations among the employees in the organization,
It serves to fill in the gaps, if any, in the formal communication network.

It is more powerful and effective in reducing the stress of work.

It provides psychological and moral support to the employees.
It enables the management to ascertain the employees’ attitudes and reactions to various plans and policies.

Disadvantages of Informal Communication
Informal communication often leads to rumours and develops misunderstandings.

It does not follow any formal channel and, hence, cannot be relied upon.
It is difficult to trace the source and direction of the flow of an informally conveyed message.

It is not possible to fix the responsibility for its origin (or flow of information).
It is not suitable for communicating confidential messages.

7.4 DIFFERENCES BETWEEN FORMAL AND INFORMAL COMMUNICATION

The points of contrast between formal and informal communication are discussed in Table 7.1.

Differences between formal and informal communication

Table 7.1
s.No.” Basis of Dfﬂerenli,aﬁon Formal Communication ' : 7 flnfdrmal_cbmmunicaﬁon
1. Type It is a written communication It is an oral and estural communication
2. Another Name Official communication Grapévine Gommu:nidatidnj | o
3 Reliability More reliable than informal communication Comparatively less reliab[é i)
4. Speed Slow ‘ . | Very e et
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pasis of Ditferentiation  Forma) Communication

Informal Communication

Evidence bDOCUmentary evidence is present and can  Documentary evidence is absent
5 © used for future reference
i Time taken Time-consuming proess Lesser time taken
il 0T recilve due 0 the systematicfowof  Eficien as employess can discuss thei
. nformation work related problems
‘:&'_ . Disadvantage Long chain of communication No authenticity of this commuriication
4 Secrecy Full secrecy is Maintained It is difficult to maintain the secrecy

: --\Eio_\ypﬁﬁfc?@ation Lo Only through predefined channels Can move freely as there are no
——— —— prescribed channels

75 ON THE BASIS OF DIRECTION OF FLOW OF INFORMATION

sccording to the c.hre.ctlon of flow of information, communication is divided into vertical, horizontal, and
diagOﬂal communications.

751 Vertical Communication

Vertical communication implies communication from up to down or from down to up, thereby being subdi-
yided into downward and upward communications.

pownward Communication

Downward communication refers to the communication that flows from a superior to subordinates. The flow
of this communication is from persons occupying higher positions to persons occupying lower levels in the
hierarchy of an organization. It follows the line of authority from the top to the bottom of an organizational
hierarchy. For example:

» The managing director communicating with the departmental heads;
+ Amanager giving a directive to an assistant manager;
+ Aforeman instructing a worker.

Downward communication can take place in the form of letters, orders, notices, circulars, instructions, bul-
letins, memoranda, etc.
Advantages of downward communication The merits of downward communication are as follows:

* Downward communication is suited to an organization in which the line of authority runs distinctly
downwards.

* It explains policies and organizational procedures clearly.

* Itclearly conveys an assessment of performances to subordinates.

* It passes on information about the significance of the job.

* It gives specific directives about the job being entrusted to a subordinate.

* It carries information on plans, policies, managerial decisions, and programmes from higher levels to lower
levels.

* There is a very high degree of acceptance of downward communication because the persons occupying
lower levels in the organizational hierarchy tend to have respect for a superior authority.
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stadvantages of downward communication The demerits of downward COMmMmunjcay;
follows: o are

Downward Communication is time
lowest leve] employee,
» It often leads to e

-consuming, as it takes a long time in transmitting information ¢
)

the

ither over-communication or under-communication,
* Itis not likely to be transmitted downwards in its entirety due to loss of information i
Information is often lost or distorted in the course of its Jjourney down the chain of com

It loses some authenticity in long lines of communication. The more the levels, the more chances exist f
- 13 . . 4 0
the delay of nformation or its dilution, r

» It smacks of too much authoritarianism. ‘

* It faces problemsg with respect to coordination, distortion, and resistance.

* There are high chances of the information being filtered or mod
the decision what should be passed down to the employees,

* The accuracy of the information may also be hampered due to the status differ
and employees, and also due to lack of trust on the part of the manager.

* Practically, even such a situation is widely observed, wherein managers withhold information, so that th
can keep the employees dependent on them, which eventually leads to the employees being unable t4 carry
out their tasks properly due to lack of information.

* There might be unnecessary conflict that results in spoiling the relationships between subordinate and
their superior when the superior withholds relevant information.

n the middle, Le
mand, ?

ified at any level because Managerg take

ences between the Manage

Upward Communication

Communication that flows to a hi

gher level in an organization from a lower level is called upward commup;.
cation. |

t provides feedback on how well the organization is functioning, The subordinates utilize the upwarg
communication for conveying their problems and performances to their superiors. The subordinates also yse

upward communication to intimate thejr superiors how well they have understood the downward commun;.
cation. It can also be used by the employees to share their views and ideas, and to participate to some extent
in the decision-making process.

For example:

* Performance reports made by lower level
» Expressing grievances of employees;
Employee attitude surveys;
Employee-manager discussions.

management for reviewing by higher level management;

The managers are able to understand the employees’ feelin
organization in general. Managers can accordingly take act

Upward communication can take the form of memos, reports, suggestion systems, employee surveys,

union publications, etc. Grievance redressed system, complaint and suggestion box, job satisfaction surveys,
etc., all aid in improving upward communication.

gs towards their jobs, peers, supervisors, and the
ions for improving things for better results.

downward communication. . .
» It gives the superiors valuable information on w‘hat the em
« It gives an opportunity to the emplc.)yees to verlatllate their
o It providcs superiors with constructlve. suggestlons to.pro
» It makes the atmosphere of the organization congenial,

Ployees think of the organization.
Problems and grievances.

mote the welfare of the organization,
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creates greater 1.1ar1.nony and cohesion betw,
. i helps the organization to introduce new sch
' Jtisin @ condensed form since it passes throy
L] : 3
" Jtleadsto® more dedicated, committed, and

. ance to raise an S aciitd
Jen @ (1:2 ri—" Cti ;}:(;k about dissatisfaction issues to the higher levels
. Tthelps as well as aids in the process of dccision-makin.g.

..advantages of upward communijcat; _
pisé cation The demerits of upward communication are as follows:

E:e:h‘:izzanagement and the employees.
gh t:liﬂ'erenctnil(;vmlld'ulyhamagcmtzm'g " er.nployccs.
loyal workforc:' s in the orgam.zatlonal hierarchy.
in an organization because the employees are

are usually reluctant to init

Employees nt to initiate upw, .
’ ard com .

opeD- - munication unless the managers keep their doors

that any critici .

gmployees fear y c1ism may be inte )

’ . rpreted as a sign of thei
ard flow of communication i i gn of their personal weakness.
' [Sjci):c‘timcsa the relationship b:tvlvsezloii prone to distortion than downward communication.
ee . . . : :

' wurn, the work suffers. mployees and their immediate superior gets strained, and in

, It is very probable that the empl . _ .
impress their superior. ployees might convey incorrect information with the aim to flatter and
If the employees follow the theory of “The boss ; _ _
) . s 15 al s . . )
would show that the opinions (or thoughts) of the b;:: ):1: 1\%12:);1; e they mght not pass information that

concept of Appointment of an Ombudsperson

e gt o Onbdpen (O ok b i she ciy g e Svelh e
e stigator of citizen complaints against government officials or
agencies.

t[‘hc corporate. ombudsperson’s position arose from corporations’ desire to enhance the job satisfaction of
their cfrllplo_yees, improve the communication between employees and management effectively, and also to
avoid litigation.

A_corpora'te 01:nbudspcrson works with employees and management by reviewing management decisions
and intervening in employee—management disputes in order to provide an amicable solution. Generally,
the methods the corparate ombudsperson may include responsive listening, investigation, mediation, direct
resolution, and upward feedback to the management. The ombudsperson allows an employee to voice his
concerns and advises the employer on the best way to deal with the situation. Since there are a variety of
situations a corporate ombudsperson deals with and also because corporate culture varies from one company
to another, there is no standard or specific job description or authority level for corporate ombudspersons,
which can be laid down for the ombudsperson to follow.

General Electric, Mc Donnell Douglas, AT&T, etc., are a few companies using the ombudsperson in order
to promote upward communication and to resolve the disputes within an organization.

75.2 Horizontal (or Lateral) Communication
Horizontal communication refers to the flow of information that takes place between persons holding equal
rank in the same or different departments. It enables managers to exchange information and coordinate their

activities without referring all matters to the higher levels of management. It promotes mutual understanding
between managers and also enables the managers to form relationships with their peers. Horizontal commu-

nication usually takes place between:

+ Two subordinates of the same superior;

' agers);
+ Two departmental managers (o functional man o |
+ Any tW(I):) Or more persons who are bound to oné another by a relationship of equality.
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Advantages of Horizontal Communication

The merits of horizontal communication are as follows:

« Horizontal communication is extremely important for promoting understanding and coordinatiop amy :
various departments. ong

o It is helpful to resolve the interrelated problems of two or more departments.

« It speeds up information and promotes mutual understanding.

« Itis required to make a coordinated effort in achieving organizational goals even if the employees are sepy
ing the organization in different capacities. "

« It is essential in order to review the various activities assigned to various subordinates having identicy }
positions.

« There is no superior—subordinate relationship in this type of communication, and it helps in Promaoty
cooperation and solidarity, and also a cordial environment to work in. g

« It is important to coordinate work assignments, share information on plans and activities, negotiate diffe,. ‘
ences, and develop interpersonal support, thereby creating a more cohesive work-unit.

Disadvantages of Horizontal Communication

The demerits of horizontal communication are as follows:

. Persons at same level, giving social support to one another, may freely communicate among themselves
fail to communicate upward or downward. _ ;

« There is possibility of conflict and intergroup rivalry when differentiation of activities creates a subuni
orientation rather than an organizational perspective. :

« This kind of authoritarianism is likely to provoke bitterness and indignation among the employees.

7.5.3 Diagonal (or Crosswise) Communication

ranks in different departments. In other words, it means the flow of information between persons who are
neither in the same department nor at the same level of organizational hierarchy. There is no direct report-
ing relationship between persons having diagonal communication. It cuts across departmental barriers and
increases the organizational efficiency by speeding up information. This type of communication takes place |
only under special circumstances. |

Diagonal communication refers to the communication that takes place between persons holding different f
i'
|

Advantages of Diagonal Communication
The merits of diagonal communication are as follows:

« Diagonal communication increases organizational efficiency by speeding up information and cutting acros '
the departmental barriers. '

. It is much needed when the line managers delegate functional authority to line or staff units.

. Modern organization, which de-emphasizes hierarchical communication, prefers diagonal communication
because it tends to be shorter and more effective than other types of communication.

Disadvantages of Diagonal Communication

The demerits of diagonal communication are as follows:

« Subordinates generally refrain from making commitments beyond their authority.
« The superior may not be willing to implement the suggestions as he has not been consulted.
» The lack of accepted procedure may lead to internal chaos.
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 THE BASIS OF MANNER OF EXPRESSION

™= to the manner of :prressmn (e., the different ways of conveying information), communicatio
ACC; L into oral, written, and gestural (or non-verbal) communications
€ .
g’ :

cal communication

TARY :
co mpunication means transmission of information through the spoken words, which may be in various
ordl quch as the following:

fol‘ms . .
e-tO‘face communication; . :

, Fac . : y .
' h rough electronic devices (such as telephone, intercom, etc.);

LecerS;

, Interviews:
public speeches.

pasically in the forms of speech and listening. It is found useful where a detailed explanation of a message

IS ) . . .
il::equier' It is a flexible method of communication where the message can be changed to suit the needs of
[hc receiver- l
pavantages of Oral Communication

The merits of oral communication are as follows:

n is

. [tis a natural method of communication.

. There is high level of understanding and transparency in oral communication as it is interpersonal.
, Itis less expensive and quicker as compared to written communication.

. 1t removes distances and barriers between the communicator and the receiver.

, Tt ensures better understanding of the message communicated.

. Ttis a flexible method where messages can be changed to suit the needs of the receiver.

. Ttleads to transmission of information in a speedy manner, thereby giving the communicator an
an opportunity to enable an instant response. Feedback plays a major role in an effective communication.
Since oral communication ensures direct contact between the communicator and the receiver, it also acts
25 an effective tool for motivation of the employees to whom the superiors communicate their message.
It helps in building the team-spirit within an organization, thereby leading to a friendly and cooperative -
working environment. 3
It helps in attaining a better superior—subordinate relationship, which promotes a healthy work cul
in the organization. It also gives the subordinate a feeling of importance and helps the superior in better

understanding of the minds of his subordinates.
Since it enables better understanding, it further plays a major role in avoiding conflicts between the com-

municator and the receiver. E
+ There is no element of rigidity in oral communication. There is flexibility for allowing changes in the deci=*

sions previously taken. .
+ It can best be used to transfer private and confidential information or matters that require the secrecy to be:

maintained.
+ Itis the most time-saving type of communication. Nowadays, it is widely observed that managers are t

to cut down on paper work by giving instructions to their subordinates orally. ,
» Due to its personal touch, it is the most effective tool of persuasion. At the time of resolving a conflicg

between the supervisor and the workers, it is pertinent to talk to the workers nicely and persuasively
Written communication cannot be of help at that time. 3

d thereceiver
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« Oral communication is also cost-effective, It saves the money spcr}ds 0r3 stationery.
tone, voice, pitch, etc., depending upon the ki, ;
d p

» It gives the sender sufficient scope to mould his message, to h, ¢
of response from the receiver. This is in stark contrast to written communication where words once e, 9
n '_g"

and communicated cannot be changed as per the whims and fancy of the sender. |

Disadvantages of Oral Communication

The demerits of oral communication are as follows:
ference; hence, it has the chance of losing its effectiveness,

d either wilfully or unknowingly.

« It provides no record for future re
no written record that can be preserved for fyy,,
e

« It has a tendency of being distorte ;
. It may create legal problems in future, as there 15

evidence,
+ It may generate communication gaps due to lack of understanding on the part of the receiver if he jg il
able to comprehend the message properly. . o ;
t be sufficient as business communication 18 supposed to b, ]

Putting reliance on oral communication may no

formal and very well-organized.
It is considered to be less authentic than written communication as the former is informal and not as orgay,
ized as written communication.

. Tt is difficult to act on it due to missing details. ‘
It is not an appropriate means of communication where the message to be transmitted is lengthy i

nature.
« Due to lack of experience on
Oral communication may fail miserably
requires attentiveness and great receptivity on
« It becomes very difficult to assign responsibility
for committing any error of omission in oral communication.
Retention of the messages conveyed verbally poses a problem due to limitation of human memory. Since

e
there is no written record also to verify, it becomes a serious limitation of oral communication.

the part of some employees, the message might be misconstrued.
if the attitude of the sender and the receiver is not right, I

the part of the receiver. , :
(or hold someone accountable) for anything going amiss or

7.6.2 Written Communication
Written communication means transmission of information through written words. It has enormous signif-
icance in today’s business world. It is an innovative activity of the mind. Effective written communicationis
indispensable for preparing worthy promotional materials for business development. Although speech came
before writing, writing is more unique and formal than speech. Effective writing involves careful choice of i

words, their organization in correct order in sentences formation, as well as cohesive compoasition of sen- 3

tences. Writing ensures more validity and reliability than speech. Speech is spontaneous but writing causes -
delay and takes time as feedback is not prompt. Written communication may consist of messages in the

following forms:

« Letters;

« Circulars;

+ Notes;

« Notices;

+ Telegrams;
+ Bulletins;
 Reports;

+ Memoranda.
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. munication provides a permanent record for future reference. It enables information to be con-
Wnt:jc?ar and wide. It should be concise, complete, and correct in order to make it effective.
veye

Jvantages of Written Communication
AdV

its of written communication are as follows:
The M€ be transmitted to numerous persons simultaneously.
It ma}\]ridﬁ s a permanent record for future reference.
. tl"r:;ore effective than oral communication.
' g E an ideal way of transmitting lengthy messages,
" Lisa formal communicaﬁQn and, -thus, carries more weightage.

It can be quoted as legal evidence in case of any dispute.

: It tends tO be definite, accurate, and precise, as it is drafted in such a proper manner. x e
! Forc ommunication between partieslocated at distant places, itisa very cost-effective form of communication.
" Juisideal for messages .that depict statistical details.
. [t facilitates proper assignment of responsibilities and helps in creating accountability.
 Well-drafted written communication helps in building the goodwill of an organization. Therefore, letters
or messages of reputed organizations are cited as examples to be emulated by others. . .
Written communication promotes uniformity in policies and procedures of an organization, as it explicitly

Jays down the clear working guidelines to be followed within an organization.

L]

pisadvantages of Written Communication
The demerits of written communication are as follows:

. It is an expensive and time-consuming method of communication. Both encoding and transmission of
messages take time, thereby leading to delays.

. Itis very formal and, therefore, lacks a personal touch of sophistication, which is present in case of verbal
communication.

+ Written communication finds it difficult to maintain secrecy.

. It may be unsuitable if unknown words and unfamiliar phrases are used.”

. It encourages red-tapism and involves numerous formalities.

. Chances of misunderstanding arise because it is subjective in nature, and different people may interpret the
message in different ways.

« Immediate feedback, like in case of oral communication, is not possible here. -

. Immediate clarification is not possible when the receiver wants to clarify some doubt. He will have to type
a letter, send it, and then wait for the response.

+ The articulation ability of all employees may not great. Hence, written communication runs a high rnsk
of becoming ineffective in the hands of people who are good in their job but poor in expression of their
thoughts.

« Itis also a costly means of communication in terms of the man-hours deployed in the process of written
communication. Man-hours are lost in taking dictation, typing, entering, despatching the letter, etc. The
same job can alternatively be done more efficiently as well as expeditiously by harnessing modern tools and
technologies of communication.

¢ Effective written communication reguires great Sk.ill 'and competency in language and vocabu-
lary use. Poor writing skills and quality of communication have a negative impact on organization’s
reputation.

» Too much paperwork and burden of numerous e-mails are involved.
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