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ABSTRACT

The Practice of Internal and External Communication: The Case of Development
Bank of Ethiopia

Teshome Bekele

Addis Ababa University, 2017

This study aimed at exploring the practices of internal and external communication of
Development Bank of Ethiopia. The study also attempts to find out the practice of internal and
external communication to ascertain effective communications. In order to be able to answer this
question a total sample of 20 managers, employees and customers with different working
experience in Development Bank of Ethiopia were selected. Based on their importance and
availability of interviewees the selection was organized purposefully and analyzed qualitatively.
In-depth interviews were conducted which revealed that managers, employees and customers
who considered communication being a very important issue internally, as well as externally for
the Bank. The interviewees also admitted that the Bank is engaging in the communication
processes actively.

Aligning the results from the interviews, for further development and improvement of corporate
communication practices of the Bank, internal and external communication have to work
together in spreading information across all the Bank offices and Branches, which are working
with customers or debtors. In order to create a successful corporate communication program,
the Bank has to form their corporate communication strategy, understand existing stakeholders,

are willing to communicate openly and effectively and have an effective feedback mechanism.

DBE, internal and external communication efficiency is narrowly touched in finding sections,
and therefore it is an important area for further research. Based on the findings of the study, it
can be concluded that internal and external communication is a very important part of corporate
communication process and of a crucial importance in banking sectors, which strives to have the

best employees and the most satisfied customers/debtors.
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CHAPTER ONE

1. Introduction

This chapter introduces the topic of the study. It also establishes the background of the study,
statement of the problem, and research question of the study. Objective of the study, its

significance, scope and limitations are also included.

1.1. Background of the Study

Smart business managers know that good communicators and high spirited workers are
productive workers and ultimately benefit their companies. Different aspects of effective
organizational communication, such as high frequency, openness and accuracy, performance
feedback, and adequacy of information about organizational policies and procedures are

positively related to employees’ feelings in the work place and job performance.

In an organization, communication facilitates the flow of information and understanding between
different people and departments through different media using all the channels and networks
available. This flow of information is vital for managerial effectiveness and decision making in
general and for human resource management in particular as he/she has to be in contact with the
managers of various departments, employees or workers and customers (Purves, 2005).

Communication helps to understand people better by removing misunderstanding and creating
clarity of thought and expression. It also educates people. Communication may be written or
oral, formal, informal, upward, downward, horizontal, diagonal, interpersonal, intrapersonal,

interdepartmental, intra-organizational (Purves. 2005).

Communication brings people together, closer to each other. Communication is an important
management function closely associated with all other managerial functions. It bridges the gap
between individuals and groups through flow of information and understanding between them.
Information is the most vital aspect for communication. Information is transmitted, studied,
analyzed and interpreted and stored to serve the interest of corporate organizations, individuals

and all entities engaged in multi-faced dimensions of professional undertakings. The manager



therefore has to take time to collect, analyze and store the information for decision-making and
routine day to day business (Saunders, 1999).

Management is getting the things done through others. The people working in the organization
should be informed on how to do the work assigned to them in the best possible manner.
Communication is essential in any organization (Welch & Jackson, 2007). The importance of

communication cannot be overstated.

Our ability to communicate with one another effectively is one of the primary reasons for the
promotion and expansion of human civilizations. We can't effectively work together towards a
common task or goal if we can't communicate. We can't preserve and spread knowledge without

having a way to communicate it (Welch & Jackson, 2007).

The success of any company invariably depends on the extent to which it can engage itself in
effective and efficient communication. With the dynamic of the banking environment, any
change raises suspicions in customer and staff perceptions, so, there is a need for a special
attention to the communication process considered in terms of internal and external perspectives.
Internal communication is a communication among organization's management and internal
stakeholders (Welch & Jackson, 2007).

The focus of internal communication is often to ensure that employees can support a decision
and understand how it impacts on their work, whereas external communication is the one
focusing on the audiences outside the organization (Welch & Jackson, 2007). Customer relations
(branding) play an important role in external relations. External communication should promote
the overall knowledge and awareness of the organization among different stakeholders. Both
internal and external communications together are being identified as corporate communication.

Therefore, this Study aims to explore the practice of internal and external communication in
Development Bank of Ethiopia as, views from the perspectives of managers, employees and

customers/debtors of the Bank.

The researcher selected DBE primarily because it is a state owned Bank and has been in service
for about 107 years. Based on its long services the Bank is expected to have corporate

communication experience than any other financial institutions in Ethiopia. The interest of the



researcher and no research had been conducted in relation to internal and external

communication in banking sector of Ethiopia is the main reason for selection of the title.

1.2. Statement of the Problem

Studying internal and external communication is important because of its valuable means of

building trust between employees, management and customers within an organization.

Effective organizational communication is vital for building critical relationships that tie together
the enthusiasm/eagerness, loyalty, trust of organization’s employees by creating shared values
and strengthen the employees to reach the organizational goals (Mishra & Mishra, 2005).
Organizations that cannot create effective communication would move arbitrarily like a ship

without a guide.

According to Mumby and Stohl (1996), groups and individuals are connected to an organization
with communication phenomenon and organizational structure is constituted through

communication.

Shared reality is occurred between members of organization via communication. Organizational
Communication helps to transfer organizational objectives and goals to employees and intra-
organization groups. On the other hand, communication provides opportunities of sharing
organizational values and believes among employees (Demirel, 2009).

Organizational communication is as such vital phenomena; however very few studies were
conducted by communication scholars in assessing its operational functioning in Ethiopia. Fikru
(2014) conducted a study on the rate and status of satisfaction of customers and corporate staff
by taking Oromia Regional State Government Communication Affairs Bureau as a case and
Derje (2011) did a study on “The Effectiveness of Marketing Communication Channels: The
Case of Commodity Exchange”. These studies focus on measuring the satisfaction and

approaches of communication in different organizations.

Furthermore, | have not come across, studies done in relation to internal and external

communication particularly in the Banking sectors of Ethiopia. For this reason, the researcher



tried to study the practices of internal and external communication in DBE relating it with other

available communication literatures.

Therefore, this study intends to explore how DBE practices its internal and external
communication, and see to what extent its communication efforts helped the Bank to achieve its
goal. Additionally, the study conducts a qualitative assessment on how internal and external
communication processes have been complementing each other, and how employees and
customers/debtors of DBE were affected by internal and external communication processes and

how managers are valuing and evaluating it were explored qualitatively.

1.3. Objective of the Study
1.3.1. General Objective

The general objective of this study is to explore the practices of internal and external
communication of Development Bank of Ethiopia.

1.3.2. Specific Objectives

» To explore the internal communication among staff members and between
employees and management of the Bank.

» To explore to what extent the communications between the Bank and its
customers/debtors have been successful.

» To explore how internal communication helps in creating and maintaining teamwork

between the managers and employees of the Bank.

1.4. Research Questions

» How does the Development Bank of Ethiopia practice its internal and external
communication?

» How are the Bank staff and its external customers affected by communication
approaches of the Bank?

» How does internal communication help in creating and maintaining mutual

understanding (teamwork) between employees of the Bank?



1.5. Significance of the Study

The study tried to explore the practice of internal and external communication in Development
Bank of Ethiopia. It attempted to explore internal and external communication among staff
members, employees, management and customers/debtors of the Bank. Therefore, the study is
useful for banking sectors of Ethiopia and other organization to know the importance of internal
and external communication for the banking activity and success. Furthermore, as a result of its
practical application, it will also allow DBE to assess problems and weaknesses related to
internal and external communication.

In addition, the paper has a significant advantage for every employee to know the importance of
internal and external communication in their daily activity. Also it attempts to come up with
findings and subsequent recommendations that could possibly be replicated to other Banks as
well. Finally, the paper will also help to trigger other studies in the area and can be used as an

input for further research and policy formulation.

1.6. Scope of the Study

Addis Ababa is the main headquarter for Development Bank of Ethiopia. Therefore, the research
included only departments under headquarter of the Bank; because of scattered location of
branches and logistic facility constraint didn’t incorporate any other branch offices out of Addis
Ababa.

The research is conducted by taking the time frame from January, 2016 to March, 2017 (fifteen
months period after re-structuring). The abovementioned time frame was selected purposefully
for exploring the practice of internal and external communication in DBE. This study only

considers debtors of the Bank as external customers.

1.7. Limitation of the Study

The limited-existence of local study in relation to internal and external communication in
banking sector was a limitation in this study and in the findings leading to a challenge in any

attempt to make an in-depth analysis the subject matter may demand. The other limitation of this
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study is the unwillingness of the respondents to provide information and tap recording for the

research.

1.8. Organization of the Study
Chapter one establishes background, statement of the problem, and presents objective of the

study. It also deals with significance, scope and limitation of the study. Chapter two is all about
review of related literature. Chapter three presents the research methodology. Data presentation
and analysis is what chapter four presents. The final chapter includes conclusion, summary and

recommendation of the study.



CHAPTER TWO

2. Review of Related Literature

2.1. Introduction

The aim of this chapter is to provide literature review that may function as a relevant framework
for the current research. The thesis is expected to studying the practice of internal and external
communication in Development Bank of Ethiopia. Therefore, the chapter is designed to review

related literature in order to develop experiences and restrict the study.

The study was also relay on DBE communication experiences in relation to internal and external
communication. The chapter includes corporate communication, branding and human resource
management. Besides that, other issues like corporate brand communication flow (internal
communication and external communication) were discussed serving as a basis of empirical

frameworks for this study.

2.2. Communication and its Importance in an Organization

Communication is the process of sharing information and crating understanding or sending and
receiving information between two or more people (Harwood, 1953). The person sending the
message is referred to as the sender, while the person receiving the information is referred to as
the receiver. The information conveyed can include facts, ideas, concepts, opinions, beliefs,

attitudes, instructions and even emotions (Harwood, 1953).

According to (Purves, 2005) and (Harwood, 1953), effective communication is significant for
managers in the organizations so as to perform the basic functions of management, i.e., Planning,
Organizing, Leading and Controlling. Communication helps managers to perform their jobs and
responsibilities. Communication serves as a foundation for planning. All the essential
information must be communicated to the managers who in-turn must communicate the plans so
as to implement them. Organizing also requires effective communication with others about their
job task. Similarly leaders as managers must communicate effectively with their subordinates so

as to achieve the team goals. Controlling is not possible without written and oral communication.



Managers devote a great part of their time in communication. They generally devote
approximately 6 hours per day in communicating. They spend great time on face to face or
telephonic communication with their superiors, subordinates, colleagues, customers or suppliers.
Managers also use written communication in form of letters, reports or memos wherever oral

communication is not feasible.

Thus, we can say that “effective communication is a building block of successful organizations”.

In other words, communication acts as organizational blood (Purves, 2005).

The importance of communication in an organization can be summarized as follows (Purves,
2005):

e Communication promotes motivation by informing and clarifying the employees about
the task to be done, the manner they are performing the task, and how to improve their
performance if it is not up to the mark.

e Communication is a source of information to the organizational members for decision-
making process as it helps identifying and assessing alternative course of actions.

e Communication also plays a crucial role in altering individual’s attitudes, i.e., a well
informed individual will have better attitude than a less-informed individual.
Organizational magazines, journals, meetings and various other forms of oral and written
communication help in molding employee’s attitudes.

e Communication also helps in socializing. In today’s life, the only presence of another
individual fosters communication. It is also said that one cannot survive without
communication.

e Communication also assists in controlling process. It helps controlling organizational
member’s behavior in various ways. There are various levels of hierarchy and certain
principles and guidelines that employees must follow in an organization. They must
comply with organizational policies, perform their job role efficiently and communicate
any work problem and grievance to their superiors. Thus, communication helps in

controlling function of management.



An effective and efficient communication system requires managerial skill in delivering and
receiving messages. A manager must discover various barriers to communication; analyze the
reasons for their occurrence and take preventive steps to avoid those barriers. Thus, the primary
responsibility of a manager is to develop and maintain an effective communication system in the

organization (Purves, 2005).
2.3. Principles of Communication

Lack of effective communication renders an organization handicapped. So, to have effective
communication certain principles are to be as follow (Purves, 2005) and (Harwood, 1953):

e Clarity: The principle of clarity means the communicator should use such a language
which is easy to understand. The message must be understood by the receiver. The words
used should be simple and unambiguous. The language should not create any confusion
or misunderstanding. Language is the medium of communication; hence it should be
clear and understandable

e Adequacy: The communicator must carefully take into account that the information to be
communicated should be complete and adequate in all respect. Inadequate and
incomplete message creates confusion and delays the action to be taken.

e Consistency: The adequate information must be consistent with the organizational
objectives, plans, policies and procedures. The message which is inconsistent may play
havoc/destruction and distort the corporate interests.

e Integration: The principle of integration portrays/describes that through communication
the efforts of human resources of the organization should be integrated towards
achievement of corporate objectives. The very aim of communication is to achieve the set
target. The communication should aim at coordinating the activities of the people at work
to attain the corporate goals.

e Economy: The unnecessary use of communication system will add to cost. The system
of communication must be used efficiently, timely i.e. at the appropriate time and when it

IS necessary. The economy in use of communication system can be achieved in this way.



e Feedback: The purpose of communication will be defeated if feedback is not taken from
the receiver. The confirmation of the receipt of the message in its right perspective from

its receiver fulfills the object of communication.

The feedback is essential only in case of written communication and messages sent
through messengers. In case of oral type of communication the feedback is immediately

known.

e Need for Communication Network: The route through which the communication
passes from sender or communicator to its receiver or communicate refers to
communication network. For effective communication this network is essential. The

managerial effectiveness will also depend upon the availability of adequate network.

e Attention: The message communicated must draw the attention of the receiver staff and
ensure action from him in the right perspective. The efficient, sincere/genuine and prompt

manager succeeds in drawing the attention of his subordinates to what he is conveying.

2.4. Corporate Communications

Corporate communication is the methods by which large and medium size companies are
communicate with customers, stakeholders and employees (pratapantony.com). Hence, corporate
communication is necessary for all company in order to communicate effectively with both
employees and the external audiences. Even though in a corporate communication department,
external and internal activities have to be separated, as they both require a different approach to

manage them (pratapantony.com).

Usually responsibilities of corporate communication managers involve the following:
coordination of balance between external and internal audience, dealing with all the PR issues
(introducing company usefully to the media or special events), organization of conference, show
and exhibition, production of marketing materials, production of press releases, marketing
research and evaluation etc. (scribd.com). All these responsibilities are necessary to establish

corporate identity, corporate culture and brand equity through internal and external media.

10



Foremost, it is important to identify the primary responsibilities of internal and external
communication managers. Internal communication manager has identified the following
responsibility: to plan the goals strategically (with publications) to motivate employees. And
external communication manager has identified following as very necessary providence of

publicity and social activities for outsiders.

Both Internal and external communication managers pointed out that, these activities are very
important in activation of the image of the Bank and for distributing information through
publication and through different media networks. As of January, 2016 (after re-structuring of
the Bank) corporate promotion and communication department had existed just for half a year
(decided period for this research paper), it was necessary to evaluate the efforts of internal and
external communication departments and the necessity/importance of corporate communication

department.

2.5. Branding and Human Resource Management

Nowadays, Human resource management is a crucial importance for every company's success.
Organizations have to excel in marketing, communication and branding, and build bridges with
these functions to create sustained corporate success (Martin, Beaumont, 2003). That’s why it is
very important to distinguish between these areas, but not unify them in one general human

resource management.

In companies like Microsoft (Anon, 2002), corporate branding is of main importance promoting
their business strategy, at the same time serving as the most important filter for estimating
organizational change and key decisions. Historically, there have been weak links between
marketing and HR functions, but companies are starting to realize that by aligning external
corporate image of organization and internal employee identity, their engagements provide
chance for HR to obtain a greater voice in business. Here special importance is given to global

branding and international companies.

As in the process of globalization, branding and branding communication plays a vital role in
strategic decision making (Martin, Beaumont, 2005). For some companies being an employer of

choice means long term commitment from employees, indicated through organization’s values,

11



goals and trust incentives, where it is matched by high commitment and low turnover responses

from employees (Martin, Beaumont, 2003).

In a semi-structured depth interviews about the relevance between human resource management
and branding, was found that branding is relevant in terms of employment (Tikoo, Backhaus,
2004). Branding and HR are linked very closely together, but at the same time there is an
importance of corporate reputation, which provides a language and degree of conceptual clarity
lacking in branding and HR (Martin, Beaumont, 2003). Corporate reputation brings together
marketing and organizational studies, strategic management and communications (Davies et.al,
2003).
The work by Albert and Whetten (1985) has been concentrated on organizational identity and
developing two core concepts “external image and internal organization identity”. They are also
arguing that corporate reputation is formed between organization’s representatives and outside of
the world (Albert, Whetten 1985). According to Schultz et.al, 2002, there are three dimensions to
the formation of reputation:

v Informal interactions among stakeholders - sales meetings, employee storytelling,

satisfied, dissatisfied employees.
v Business press - rankings, industry press ratings.
v Potential stakeholders - possible recruits, shareholders, government organizations
(Schultz et.al, 2002).

Below figure 1, shows the relationship linkages between branding and HR. It is undisputable that
views of employees are important in constructing organizational identity and image. Employees
are used to construct the identity of organization through their experience and through the ways
others talk about it (Martin, Beaumont 2005).

Martin, Beaumont (2005) has chosen to define organizational identity as following:

e Perceptions employees have of their psychological contracts - things what they expect,
and what is really delivered, including fairness and just treatment (Pate, Martin, 2002);
and,

e Stakeholder’s perceptions of the organizations personality - describing generic
organizational personality types. The same questions can be asked to all stakeholders,

12



thus it allows the genuine alignment that would not be possible when testing just for
identification through employee engagement alone (Davies et.al, 2003).
Figure 1: by Martin and Beaumont (2005) suggests: how HR practices can work through
organizational identity and brand image to establish strong brand reputations?
Some of the Human resource practices include balance between ideological, relational and
transactional elements; employment principle containing a novel, compelling and plausible

message and employer of choice policy.

Internal Identity

External Image
HR policies——»

Extent employee and = Developed
employer values S through
congruent /similar 2 e Informal
C , Extent expectations | +——» a Interactions
ross functional—» i Image from i ¢ among
are fulfilled S stakeholders
(psychological Employees I e Business press
contract) § e External
o stakeholder
Team perceptions

and judgments

Figure 1: Martin and Beaumont, (2005). Mapping internal identity and external image

Figure 1 also highlights the importance of a brand team with the purpose of establishing brand
image and identity. Also, as Martin and Beaumont (2005) propose, these teams should include
members from different functional backgrounds, comprising staff from marketing, HR,
communications and operations divisions. But these teams, according to Randel and Janussi
(2003), can be influenced by several factors as functional backgrounds, personal identity and

whole team’s demographic differences (Randel, Jaussi, 2003).

13



2.6. Corporate Brand Communication Flow
2.6.1. Internal Communication

As identified in the previous sections, internal communication is an important internal branding
initiative that has to be successfully implemented to ensure brand's success. It is the
communication within particular company. Successful internal communication departments
know that communication is of a crucial importance. Kalla (2005) identified four different
domains of internal communication: business communication, management communication,
corporate communication and organizational communication. All these terms can be used as one

single term internal communication.

Welch, Jackson, (2007) defined internal communication as following: "the communications
transactions between individuals, groups at various levels and in different areas of specialization,
that are intended to design and redesign organizations to implement designs, and to co-ordinate
day-to-day activities”. But Smidts et al. (2001) interpreted it as employee communication and
applied to the considerations regarding employee communication with supervisors and
colleagues.

Internal communication is the communication that exists within a company, between and among
employees. It can take many forms, such as face-to-face casual conversations, formal meetings,
phone calls, emails, memorandums, and internal wikis (a website that allows anyone to add or
deletes or revises content by using a web browser). Communication within an organization is a

key to success.

An organizations’ adaptability to external changes relies on efficient communication internally
(businesstraining.com). On the other side, Berger (2008) refers to internal communication as
employee/organizational communication. Based on the article in the Journal of strategic
communication management and other internal communication publications, it was found that
internal communication operates five roles: communicator, educator, change agent,

communication consultant and organizational strategist (Berger, 2008).

Alignment of the goals of individual employees to organizational goals is seen as an important
task for internal communication. This alignment is necessary in order to build a strong

organizational culture (Tkalac, Vercic et al., 2012). It is not possible to perform managerial

14



activities without using internal communication. Even though internal communication is a
separate research field, in many organizations internal communications are located either in the
‘Communication’ or '"Human Resources' departments. The reason for this is that it is not seen as
separate department (Tkalac, Vercic et al., 2012).

Internal communication incorporates both official and unofficial communication. Official
communication constitutes memos, guidelines, policies, procedures, etc. whereas, unofficial
communication extends in all directions among line staff members, meaning exchange of ideas,

opinions, development of personal relationships and proverbial conversations.

Two decades before, Kithchen and Daily (2002) researched how internal communication makes
organizations more effective. Several scholars have proven the empirical evidence on the
positive relationship between internal communication and organizational effectiveness (Tkalac,
Vercic, 2012).

Conduit (2001) is identifying main benefits of internal communication improved productivity,
reduced absenteeism, higher quality of services and products, increased levels of innovation,
fewer strikes and reduced costs. Because of the importance of internal communication and lack
of empirical research, Tkalac and Vercic (2012) conducted a Delphi study in Europe to
determine the perspectives of the topic among representatives of national associations in the
Federation of European Business Communicators Associations. Respondents were coming from
different European countries, and that was the reason why they were exposing multiculturalism.
Some findings of Delphi studies were as following: respondents felt, that internal communication
should motivate employees and in a result create value for the company.

Also Delphi data revealed, that areas like human resources, change management, organization
development, marketing and general management, public relations, corporate strategy and
corporate human resources and corporate communication are the closest perceived to internal
communication. Participants also identified that writing, speaking, oral presentations, gathering
and analyzing data and knowledge from the Internet are important skills for internal

communication experts.

In a conclusion of Delphi studies was stated that the word ‘internal’ has to be redefined, as there

is need for broader meaning of it. And here the question arises, if Euro-zone can be defined as an
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organization. If there is agreement on that, then cultural impact on internal communication

becomes important, but has not been discussed in the research so far (Tkalac, Vercic 2012).

2.6.2. Internal Customer Significance

While internal customers may not necessarily purchase the products or services offered by their
employer, the internal customer relationship also plays a key role in the business's success. In the
sales example, the salesperson who does not work well with customer service may have greater
difficulty placing orders or obtaining answers to his external clients' questions, resulting in a
poor level of service. Strained internal relationships can also adversely affect company morale
(Tkalac, Vercic 2012).

2.6.3. Why is Internal Communication Important?

Organizations need to communicate effectively with their employees. It sounds simple, but the
reality is less so. And as organizations get bigger, this becomes a more complex challenge.
At the most basic level, you have to communicate well at the right time so employees know what
is expected of them and what is happening in the organization. At a deeper level, for employees
to feel engaged with their workplace and give their best, they have to believe their organization
cares about their views and understand how their role contributes towards overall business
objectives (Tkalac and Vercic, 2012).

Internal communication is vital for the purpose of helping employees to own the vision, mission
and the overall goals of the organization and to promote a spirit of ownership of the objectives of

the organization.
2.6.4. External Communication

Also external communication is a very important corporate communication element. It is crucial
for creating brand image and identity. “Existing and potential customers have perceptions
towards the corporate brand based on the organization’s external brand related communication
activities, such as being exposed to the company’s advertising and interacting with customer

facing staff, particularly in the service sector" (Cheng, Punjasiri, Foster et al.,2010).
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External communication focuses on audiences outside the organization as consumers, investors,
regulatory bodies etc. Examples of tactics by external communication include factsheets, press
kits, newsletters, magazines, brochures, news releases and annual reports” (Saunders, 1999,
p.35). Also tactics as speeches, conferences, open houses and tours, public projects include

tactics directed to external audiences.

According to Saunders (1999), external communication activities significantly contribute to
company's earnings. And even though CEQ's of the companies identify these activities as vital to
the companies' success, they are not able to identify their impact (Saunders, 1999). Explanation
for this trend may be that effectiveness of communication activities has been measured
exclusively to the extent to which they meet communication goals. As an example here may be
an increased awareness, positive attitudes and supportive action (Hon, 1997).

Saunders (1999) believes that good business habits drive good external communication. This
means, that as companies begin to develop and prize the habits of excellence, a corresponding

desire and need for good communication also increases.
2.6.5. External Customer Significance

External customers are essential to the success of any business, as they provide the revenue
stream through their purchases that the enterprise needs to survive. Satisfied external customers
often make repeat purchases as well as refer your business to other people they know. A
customer who suffers through a negative experience with a business, such as being treated rudely
by an employee, can also hinder a business by dissuading others from patronizing it (Tkalac,
Vercic 2012).

2.7. Interrelation between Internal and External Communication

Now, when the distinctions between internal and external communication have been explained in
sections 2.7.1 and 2.7.2, it is important to understand how successful communication can be
ensured within the organization. Johnson and Spang (2000) offer three different explanations of
the dynamic interrelationships between internal and external innovation related communication.

Prior literature has been stating that innovation related communication is emphasizing
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constraints posed by a person’s formal position. Despite this fact, it has been recently advised
that new designs provide opportunities for individuals to structure their own innovation related

communication patterns.

Christensen (2001) argues that internal and external communication no longer exist as separate
fields, as they have been superseded by the notion of fuzzy organizational boundaries. But, they
use the term ‘external organizational communication' for clarity and then go on to define it as
public relations, marketing and issues management. This framework contrasts explanations from
formally prescribed (functional specialization) and emergent theoretical positions
(communication stars) (Johnson, Chang, 2000). In functional specialization model (first model),
depending on formal functional positions, individuals are advised to focus on either internal or
external communication. Communication stars model (second model) suggests that individuals
are exposed to the same stage of communication in both internal and external communication

networks.

Thus, the third model suggests a cyclical explanation, where depending on organizational
requirements; individuals rotate their internal and external communication in a dynamic pattern
(Johnson, Chang, 2000). To help organizations to adapt to their environments, a number of
formal structures and functional roles are created explicitly to deal with them (Galbraith, 1974).

Boundary spanners are responsible for making a communication contact with external
information sources and providing their colleagues with information concerning the outside
environment. Those are people, who are mostly focused on information exchange and
relationship building in order to create shared meaning and trust across 'boundaries' (Kiesler,
Hinds, 1995). Boundary spanners are important for ideas diffusion between and within the
organization. A boundary spanning literature has adopted a two step communication process
with the intention that information is passing through boundary spanners, who act as opinion

leaders in their organizations.

Following from functional specialization model, individuals will concentrate on either internal or
external communication patterns over time (Johnson, Chang, 2000). Communication stars model
states, that two distinctive external and internal communication roles can be played by the same

person. Here research has been focused on boundary spanners who are communicating both
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internally and externally (Johnson, Chang, 2000). Management research by Tushmann (1981)
recognizes boundary spanning activities from inside and outside organization. Sometimes,
middle management requires individuals to be both internal and external stars, what establishes
individual influence (Rangachari, 2009). Based on prior discussions, Johnson and Chang (2000)
suggest that boundary spanners are focusing on both internal and external activities

simultaneously.

In addition, relevant information from external contacts is being filtered and feedback into
organization. Lastly, cyclical model accounts for the interrelationships between internal and
external communication patterns. Model advises that, for instance in case of role conflict,
boundary spanners may focus just on one network, consequently internal or external. Some
literature suggests, importing external ideas might result in considerable internal communication,
generating internal innovations, which, in turn, are then exported to other organizations through

external communications (Johnson, Chang, 2000).

In general internal communication denotes a type of communication within the organization.
This is also known as inter-communication. When the inter-communication takes place between
the employees of the same department, it is called inter-departmental communication and when it
takes place between the employees of different departments of the same organization, it is called
infra-departmental communication. The internal communications includes letters, memos,

notices, instructions and orders.

The communication between the organization and the outsiders is called external
communication. External communication is needed for smooth conduct and the progress of the
business. This form of communication takes place through personal visits, telephones and postal
services. The external communication includes acknowledgement, enquires, tenders, meetings,

conferences and notices.
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Basis Internal communication External communication

1.Purpose Main purpose is to exchange Itis done mainly for maintaining
information of various relationship with external parties.
departments and division of
the organization.

2. Types Two types: Vertical and Mo such classification.

Horizontal communication.

3.Frequency It occurs frequently in It occurs less frequenthy than
performing organizational internal communication.
activities.

4. Distance Mo significant distance Significant distance exists between

between sender and receiver. senderand receiver.

5. Coverage Its coverage is limited within Its coverage is broad with external
the organization. bodies.

Johnson and Spang (2000), Interrelation between internal and external communication

INnternal External
Comms T Comms

*» Social Media o
* Intranet « Flyers * Advertising

e Emails « Events * News Releases
. Met_etings - Photography . Confel:ences

* Training » Speaking

* Newsletters Engagements
* Phone Calls
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Johnson and Spang (2000), Interrelation between internal and external communication

2.8. Definition for Reference within the Thesis

In the previous sections of the thesis, various definitions within the branding and communication

were presented. As the area of interest lies within the communication, corporate communication

will be of the utmost importance. Even though, the more narrow definitions of external and

internal communication will be used in this thesis:

External Communication

e Focuses on audiences outside the organization as consumers, investors, regulatory

bodies etc. Examples of tactics by external communication include factsheets, press kKits,
newsletters, magazines, brochures, news releases and annual reports (Saunders, 1999).

Internal Communication

Is the communication that exists within a company, between and among employees. It can
take many forms, such as face-to-face casual conversations, formal meetings, phone calls,
emails, memorandums, and internal wikis (a website that allows anyone to add, deletes,
or revises content by using a web browser). Communication within an organization is a
key to success. An organization’s adaptability to external changes relies on efficient

communication internally (Welch, Jackson, 2007).

2.9. Why is Corporate Communication Important?

Edwards (2009) have pointed out the importance of external communication, that it drives and
attempts to increase recruits' and customer’s awareness of the organization and reputation. And
in the same time, internal communication is a major concern for inside organizations, as if poorly
performed, may lead to the workplace inefficiency (Welch, Jackson, 2007). Corporate
communication is the one that deals with organizational publics and stakeholders. It involves

very important functions for success in organizations, as it comprises many fields and areas.

Van Riel's (1995) integrated corporate communication model, Figure 4, illustrates corporate
communication in organization. Van Riel defines corporate communication as following: "An

instrument of management by means of which all consciously used forms of internal and external
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communication are harmonized as effectively and efficiently as possible, so as to create a

favorable basis for relationships with groups upon which the company is dependent” (Van Riel

1995, p.26).
|

ﬂ\

Management Orgamzatlonal Marketmg
communication communication commumcatlon

Public relations, Public affairs, Environmental, Investor relations, Labor
market, corporate advertising, Internal communication

Figure 4: Van Riel (1995), corporate communication flow:

Organizational communication focuses on the context of organizations and their communication
process. Organizational communication can be seen as both a way to describe and explain
organizations and an approach to communication as a phenomenon in them (Jones, 2006).
Scholars are arguing that all communication is part of an integrated whole. Thus Welch and

Jackson (2007) see corporate communication as an instrument of management.

The core task of corporate communication practitioners is building, maintaining and protecting the
company's reputation (Cornellissen, 2010). In companies where role of corporate communication
is not understood, communication practitioners feel undervalued, and their decision making
processes are compromised and senior managers feel powerless, as they do not understand the
company's environment and how these events can affect company's operations and profits.
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Understanding an effective functioning of corporate communication is very essential and
empowering for organization. This understanding allows managers and practitioners to lead the
events of corporate communication and to identity opportunities for communication engagement

with stakeholders in a company.

There are varieties of concepts related to corporate communication. Some of them mentioned by
Cornelissen (2010) are mission, vision, corporate objectives and goals, strategies, corporate image
and identity, corporate reputation, stakeholder, public, market, issue, communication and
integration. Some concepts may be changed depending on organization. Managers in most
corporate organizations have realized that the most effective way of organizing communication is
by integrating disciplines and activities like media relations, issues management advertising and

direct marketing.

2.10. Theoretical Framework

Theoretical framework of this study was Corporate Brand Communication Flow (internal and
external communications) which guides all ideas discussed here. Below, Corporate Brand
Communication Flow (internal and external communications) concepts summarized and

discussed in short.

2.10.1. Corporate Brand Communication Flow

Corporate Brand Communication Flow (internal and external communication) was the preferred
theoretical frame work to study the practice of internal and external communication in
Development Bank of Ethiopia. Though, it is necessary to start with definition of
communication, which establishes further linkage of external and internal communication
processes in an organization. Communication can be defined as a tactic to achieve something
(Cartier, Harwood, 1953). The key ingredient of communication: the more you communicate, the
more issues you open up to address (Turkel, 2004).

Cartier and Harwood (1953) express that the absence of unified communication theory is a large
causal effect presenting lack of cooperation and coordination. There is need for a functional

definition. When hearing word communication, we immediately think of words telephone,
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letters, and radio. Shortly, it can be summarized that communication means the transfer of ideas

among people (Cartier, Harwood, 1953).

On the organizational level the professionals of communication branding need in-depth
understanding of communication concept to be able to derive the strategies and tactics
contributing to engagement building. It is important to emphasize the difference between internal
and external communication. Internal communication is an important factor for development of
employment engagement (Welch, 2011). It can be understood as communication between
organization's strategies supervisors and internal stakeholders, in order to promote commitment
to organization with the means of belongingness, awareness and understanding of goals (Welch,
Jackson, 2007). On the other hand, external communication is the one focusing on the audiences

outside the organization, contributing mostly to company's bottom line (Saunders, 1999).

There is sufficiently more literature focusing on internal than external communication, as
internal communication shapes the engagement of employees, conveying values of organization
to all its employees (Welch, 2007). Both earlier introduced aspects of communication in

organizations are identified as corporate communication.

There are close links of corporate communication to management communication and they are
both very closely related to each other. The difference between two concepts is that corporate
communication provides the discipline that is going much further than management
communication, which is teaching, writing and spelling, but not the linkages to global
environment and cross-cultural communication. Thus, both of fields suffer from the same
problems (Argenti, 1996).

According to Purves (2005), communication is one of the keys for success for professionals. In
service industries relationships with employees and customers are especially critical. The
corporate brand communication flow can be represented as a triangle as in Figure 3, where there

is interaction between three elements: organization, employees and customers.

According to Horrigan (2010), at the top of the triangle is represented organization, interacting
with both employees (internal communication) and customers (external communication).
Organizations are presenting the information about who they are and what is their brand like. In

the same way, organization’s brand is formed by employee and customer feelings and attitudes
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(Kimpakorn, Tocquer, 2010). Within the services industry, organization’s brand image is built

from the interaction with organization's employees (Kimpakorn, Tocquer, 2010).

I Organization I

Internal External
communication communication

Relationship/
Interaction

Employees . o Customers

Figure 3: Horrigan (2010) corporate brand communication flow

The ultimate brand image of the organization is determined by the customers and their
experiences with organization (Horrigan, 2010), and if the expectations promised do not reach an
acceptable level; then the ultimate experience and valuation will be compromised and even the
best service will not make up for unmet or not achieved promises (Balakrishnan, 2009).
Relationships between employees and customers are affected by their attitudes, perceptions and
behaviors (Horrigan, 2010). Additionally, a bad employee experience with customer will affect
his attitude as much as customer’s attitude.

In a result, to ensure an effective brand value communication, it has to be understood firstly by
the employee. As identified by Keller (2009), brands also have emotional characteristics. To
ensure emotional coherence between brand, employee and customer, there should be a consistent
communication between the organization, employee and customer (Punjasiri & Wilson, 2007).
Therefore, it is necessary to successfully communicate the value of the brand and establish its
differentiation within the marketplace to employees and customers.
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2.10.2. Usage of Theoretical Framework

The theoretical framework presented under the abovementioned sub title 2.10.1, used as
complementary points in order to explain different aspects of the research problems. Corporate
brand communication flow helped to describe the specific importance and practices of internal
and external communication within DBE. In this research, the importance of internal and
external communication practices expressed in a particular title is also essential to explore. It is
also likely determined how internal and external communication is utilized by the managers,
employees and customers/debtors of the Bank.

Corporate brand communication flow also contributes with knowledge regarding the interaction
and formal communication within the Bank and how this affects communication of managers,
employees and customer’s of the Bank. This theories guide as a complete theoretical framework
in regard to the problem presented in statement of the problem as well as the research questions.
Furthermore, it uses for further investigation about the importance and practices of internal and

external communication.

26



CHAPTER THREE

3.1. Research Methodology

3.2. Introduction

Under this section, the methodology that was employed in the study is briefly disused. The
chapter includes research design, sampling and sampling techniques, data collection tools, data
collection procedures and method of data analysis.

3.3. The Research Design

This research is exploratory. The selected methodology for this study is qualitative. The research
methodology chosen for this study was suggested by the objective of the research, statement of
the problem and the nature of data intended to be analyzed. The study focuses on exploring the
practice of internal and external communication in Development Bank of Ethiopia with special

emphasis on corporate communication.

The most common qualitative method of collecting data is in-depth interview. The method is
particularly suited for obtaining a specific type of data (Creswell2009). Thus, the research
method used for collecting data to study the practice of internal and external communication in
DBE was In-depth interviews. Through in-depth interview the researcher categorized the data
obtained from samples and analyzed them carefully.

The main objective of this research was exploring the practices, objectives and outputs of
internal and external communication in DBE. Hence, qualitative research approach is preferred
to achieve the goal of this study. Yin (2011:8-9) forwards about five features of qualitative
research which are summarized as follows: the first one is that qualitative research involves
studying the meaning of people’s lives, under real world conditions. Second, qualitative research

differs because of its ability to represent the views and perspectives of the participants in a study.

Therefore, the events and ideas emerging from qualitative research can represent the meanings
given to real-life events by the people who live them, not the values, preconceptions, or
meanings held by researchers. Third, qualitative research covers contextual conditions, the
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social, institutional, and environmental conditions within which people’s lives take place. These
contextual conditions may strongly influence all human events. Fourth, qualitative research is not
just a diary or chronicle of everyday life. Fifth, it strives to collect, integrate, and present data

from a variety of sources of evidence as part of any given study.

Therefore, the above mentioned qualities of this approach influenced the researcher to employ

qualitative approach to the subject of the study.

3.4. Overview of Organizational Background

The establishment of Development Bank of Ethiopia dates back to May 1909. DBE’s aim was to
support the public, cooperatives and private sector engaged in agricultural, industrial and
manufacturing sectors. In its 107 years of service, the Bank has undergone through different
structural and mission reforms following the different regimes’ economic, political and social
policies. Following the free market economy, the Bank has been re-established under the council
of ministers regulation No. 83/2003. Currently the subscribed and paid up capital of the Bank has
become Birr 7.5 billion. The Bank is regulated by the National Bank of Ethiopia, and supervised
by Board of Management and Public Financial Enterprises Agency for its regular operation and
modernization to comply with international standards. The Bank has 2,214 man power as well as
13 District and 110 Branch offices throughout the country (2" quarter Bank report, December
2016). DBE head quarter is located in the metropolitan/city of Addis Ababa.

Currently, the Bank mainly provides loan for projects that fall under the priority areas of the
development strategy of the nation focusing on GTP Il in the field of export oriented
manufacturing and agro processing. Moreover, the Bank is mandated to provide lease financing
service to Small and Medium Enterprises. In addition, the Bank is also responsible for the
implementation of the Grand Ethiopian Renaissance Dam Construction projects through Hidase

Bond sales.

The Board of Directors of DBE is composed of nine members appointed by the Government.
The Bank’s President manages the overall activities of the Bank with the assistance of five Vice
Presidents who are in charge of different functions. The Bank is recently re-structured in the

form of Directorates, Offices, Districts and Branches.
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Corporate Promotion and Communication Department of the Bank (after the re-structuring in
January 2016), has 13 staff: one Director, two managers, three senior communication officers,
four communication officers, one junior officer and two secretaries. For many years that
preceded the restructuring of the department, Business Promotion and Communication Process
Department was coordinating all the internal and external communications activities of the Bank.
Now, the newly re-structured corporate promotion and communication department is in charge

of the overall work of internal and external communication of the Bank.
3.5. Sampling and Sampling Techniques

Samples are very important in research because it is not feasible for a researcher to study the
whole population. In other words, samples are preferable because they are cheap and quicker.
This study used purposive sampling because it gives a chance for the researcher to apply his/her

expertise knowledge to select samples which he/she thinks represent the population.

During the preliminary study, the researcher found out that DBE has interest on this research to
be conducted. Thus, the Bank management permitted the researcher to conduct in-depth
interviews with Bank managers, employees and customers/debtors towards internal and external

communication practice of the Bank.

The interviewees were chosen for the following reasons: Both the managers and employees of
the Bank are those who are carrying the role of motivators and informants in their departments.
On the other hand, the customers of the Bank were also perceived by the researcher as external
communication variables. Internal and external success of the Bank is dependent on the
motivation and active engagements of the managers and employees, who are often as mediators

between management and customers of the Bank.

The study used prior decided strata/group of the population/sampling. This was chosen with the
aim to tackle the limited time constraints and resources. According to Dymon and Holloway
(2002) strata/group of the population/sampling is an optimum for conducting interviews within

limited time constraints and resources.

The above definition of the strata/group of population was applied as follow:

29



e Three interviewees must represent the strata/group of department managers that were
employed during the re-structuring of a Bank.
e Three interviewees must represent the strata/group of department managers that were
employed for less than two years in Development Bank of Ethiopia.
e Eight interviewees must represent the strata/group of Bank employees that have been
employed after the re-structuring of the Bank.
e Six interviewees must represent the strata of registered corporate customers/debtors after
the re-structuring of the Bank.
A total of 20 interviewees were chosen purposefully and organized in four strata/groups as stated
above. The availability and relevance of interviewees, limited resources and time determined the

researcher to limit the sample size to be twenty.

Managers, employees and customers/debtors of the Bank were the main sources of data for this
research. In addition to their role in communication processes between the Bank and
management, they are responsible for corporate communication and provide a valuable outlook
for evaluation of internal and external communication processes in their own department and the

Bank as whole.

3.6. Data Collection Tools

In order to answer the research questions, data collection methods are used primary and
secondary data. The primary data were collected through a semi-structured in-depth interview
and internal Bank’s report. The secondary data were referred from different supportive

communication literatures and then analyzed.

3.6.1. In-depth Interviews

It was necessary to ask the questions to get answers to different external and internal branding
questions, which were done by interviewing a total of twenty interviewees: 6 Managers, 8

Employees and 6 Customers of Development Bank of Ethiopia.

In-depth interview gives opportunity to relevant members in the organization to offer detailed

information and express themselves. According to Daymon and Holloway (2002), in-depth
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interviews are useful form in communication studies, because they allow exploring the
perspectives and perceptions of stakeholders and publics. In the best way, interviews should be
conducted in a collaborative fashion that interviewees become able to express their opinion on
topics that are of interest to them.

The key feature of the interviews is that they allow the researcher to understand the point of view
of the interviewees. From researcher’s perspective, if something interesting and novel appears,
the researcher has a freedom to prompt for more information; not sticking to the research
instruments prepared prior conducting the interview. From the perspective of the interviewee, it
gives more control over the interview and allows them to accent/pronounce things what they
prefer most. So, the responses of interviewees can be slow and thought through or spontaneous

and honest.

Here the task of the interviewer is not to proceed too fast with all the questions, but also follow
up and clarify the meanings of the words or phrases, which are not understood for interviewee.
Daymon and Holloway (2002) indicate that another benefit of interviews is that the responses are
the subjective views and the researcher's understanding is fully based on evidence from
participant’s views and his/her own interpretations which might also be informed by personal

experiences.

Interviews can be formal and pre-planned or informal. The aim of all kinds of interviews is to
elicit or draw out information by searching in the past and present experiences of the participants
in order to discover their feelings, perceptions and thoughts. Usually in the interview process the
responses to initial questions determine how the interview will further develop. Then the
interviewer continues with the same questions along the same lines. Daymon and Holloway

(2002) also disclose that interviews can be structured or unstructured or, semi-structured.

Quialitative research is usually engaging in unstructured and semi-structured interviews, as they
are more flexible compared to structured ones. Semi-structured interviews are commonly used in
qualitative research (Kvale S. 1996).

As a qualitative approach to data gathering, the researcher employs personal (face-to-face)
interviews with managers, employees and customers of the Bank. There are a number of reasons

why this tool has been employed for the study.

31



v’ Firstly, it helps the researcher to get the in-depth perspectives of Bank employees and
managers about the practice of internal and external communication in their
organization/DBE.

v" Secondly, it is possible to double-check the data gathered through qualitative methods.
This means to confirm whether their practice goes or not with what they say.

v Finally, the interview with key Bank managers, employees and Bank customers/debtors
IS an important instrument to answer some of the research questions mentioned in the
study.

Semi-structured type of interview has been used for the study. This helps the informants to speak
freely about the practice of internal and external communication in their Bank.

Having taken all these vital perspectives into consideration, a comprehensive qualitative in-depth
interview was applied in this research to find out communication practices and their implications
in DBE.

3.7. Data Collection Procedures

Based on the research objectives, the interview questions were primarily prepared. Then, the
interviews were conducted and the responses were properly taken and organized later. During all
the interviews, the researcher relied on taking note, rather than audio-tapping. On the average,
the interviews took 45 minutes per interviewee. Finally, the interviews were interpreted and

analyzed.

3.8. Method of Data Analysis

After conducting the interviews; the researcher analyzed the notes and prepared the full report.
The interviews were analyzed using themes that emerged from the interviewees’ own words. The
key statements, ideas, and attitudes were expressed under various topics. Thematic analysis
refers to category segment/strata of qualitative data into meaningful (significant) themes. It aims
to understand and know the data. When data is analyzed by theme or strata, it is called thematic

analysis (Braun, V. and Clarke, V., 2006). This type of analysis is highly inductive, that is the
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themes emerge from the data and are not imposed upon it by the researcher (Braun, V. and
Clarke, V., 2006).

Thematic analysis is one of the most common forms of analysis in qualitative research. It helps
in identifying, analyzing and reporting patterns (themes) within data. It minimally organizes and
describes your data set in detail. However, frequently it goes further than this, and interprets
various aspects of the research topic (Braun, V. and Clarke, V. 2006).

Finally, the written data was translated from Amharic to English and then, analyzed by grouping

similar responses/strata together. The data has presented in a narrative form.

3.9. Ethical Considerations

Research ethics primarily deals with the interaction between the researcher and the research
population being studied. Mack et. Al. (2005) has identified basic categories of principles to be
considered in research ethics such as relationships with participants, intellectual property,
fabrication of data, and plagiarism among others. So, the following points were taken into critical
consideration while conducting this study:

e | disclosed who | am and why | was there.

e | briefly explained what participating in this particular research means to the participants.

So, they had an appropriate consent about why they were participating.

e Participants were selected voluntarily and guaranteed the right to withdraw from the

participation at any time.

e Informants were confirmed of the confidentiality of their responses.

e Interviews were conducted in DBE for the convenience of the interviewees.
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CHAPTER FOUR

4. Data Presentation and Analysis

4.1. Introduction

In this chapter, the data, which was collected as per the objectives of the study are analyzed and
presented. The qualitative data were gathered through in - depth interviews and Bank reports.
Similarly, the analysis would be based on literature reviewed and the framework set out in

chapter two.

4.2. Data Presentation and Analysis

Interview data from members of one group (ex. Management of DBE) were analyzed
independently first and, later data from all groups were analyzed together by comparing and

identifying similarities and differences in relation to internal and external communication.

4.2.1. Managers Employed During Re-structuring of DBE

The first three department managers (two males and one female) identified that the aim of
internal communication is to establish better communication and to improve interaction among
structural units in the Bank, and the external communication is aimed at improving the overall
image of the Bank. Thus, the three interviewees were in doubt about the complete understanding
and mission of employer branding. They admitted that they sense that there is a gap between

management of the Bank and their employees in this respect.

Regarding external communication activities, both managers identified that they are taking part
in different contests/challenges, extended activity and other activities. But, in relation to internal
communication the Bank has more staffs and it is very hard to collect all the employees in one
place and time (this was mentioned as a specific aspect of the Bank were placed in a different
Zonal and Woreda towns). Frequently there was a need for organization of meetings with

employees, where the main subjects discussed were concerned with the Bank's growth.
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When moving towards the perceptions, it was admitted that informal meetings are the ones from
which the most benefit can be derived. But in the formal meetings employees are not always as
active, as they perceive them more like ‘I have to be here and listen to it. They admitted
organizing short meetings every morning 5 minutes before work or before weekend. Important
meetings were usually organized once in a quarter or three months.

When talking about the corporate communication activities, they admitted that they have been
successful. For instance corporate promotion and communication department has been engaging
themselves into an event in co-operation with exhibition center. They admitted that in general
corporate promotion and communication department was engaging Branches in different

activities.

They had a previous working experience in other Bank and when comparing, they told that the
cooperation between departments in Development Bank of Ethiopia is very strong and helpful
and that the information is always handed to the right person and employees can always come
and ask for something being sure that they will be heard. They admitted that there is always
place for improvement and suggested to involve employees in all the communication process, as
they really are not so involved in the internal and external communication at the moment.
Accordingly, communication needs to delegate managers, who should transfer all the

information received further to the employees.

Interviewees revealed that due to the corporate promotion and communication incentives,
activity and motivation of employees had risen, there was good feedback from customers, the
reputation of the Bank had improved and employees were becoming more loyal. They admitted
it is very important to be opened as a leader and help employees, which also improves the
working climate in the Bank. Also small talks are very useful, so employees can express their
opinion with regards to something, and it lowers the possibility of some collected anger, which

will spill out at some on one point.

Interviewees acknowledged that the mood of the manager is very important as it influences
employees really much and if, for instance, there are some employees who do not want to be
involved in some competition, good mood and excitement of the leader is one of the most
important keys to success in this field and the other employees are getting motivated (excited

with the idea). Interviewees noted that the specific of DBE culture is that all the changes are not
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perceived negatively first, but in their teams all the employees are experienced and professional,
and are willing to engage in new things. They admitted that the most effective internal

communication affair is informal or formal training.

As the most common reason for conflict among customers and employees they pointed out to be
the break of communication at some point of the time makes miscommunication. Bank has
introduced a customer feedback box, where everyone willing to express his/her opinion can
freely do it. The main consequences of successful employee branding are satisfied customers, it
is easier for employees to achieve the overall result, they feel better, more satisfied, it is easier
for them to provide customers with necessary information, and it leads to the raising quality of

work, and motivation also rises.

4.2.2. Managers Employed for Less Than Two Years Ago in DBE

The next managers (three of them are males) employed before and after the restructuring of the
Bank, these managers could make a clear distinction between internal and external
communication. It were identified that internal communication is created for the purpose of
informing employees about the vision, achievements, and goals of a Bank. Interviewees also
identified that external communication is the popularization of the Bank's value to the clients in
order to gain positive image in the media and social networks. By giving quality services the

Bank is advertising itself and it helps to attract more customers.

Interviewees representing the second strata were completely sure that successful corporate
communication could contribute to more satisfied employees by increasing their feeling of
prestige. Interviewees also admitted that nowadays it is very important for Banks to be socially
responsible. As an example, they used some advertisements from social networks and/or
advertisements on TV. This is very common that a Bank is sponsoring different events and it

helps to develop the images of the Bank.

Moving to the corporate communication perceptions, interviewees were happy in admitting the
Bank is organizing many events for employees and leaders together. For example contributing

and sponsoring to the great renaissance dam, May 28, downfall of dergue and sponsoring health
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related sport events. The interviewees suggests having more events, as they are the ones that
gathering a lot of positive energy and motivation. From the interviewees’ perspective, activities
of the corporate and promotion communication department have not been left unnoticed and
their work has improved significantly. In the Intra (employee communication and information
platform) there is an opportunity to learn to know each other. And the communication has

become more structured among the departments.

Lastly, interviewees admitted that with time, activities of internal and external communication
have changed the activity of employees and they are more actively participating in daily
discussions. Interviewees have identified four types of employees: ones who are happy about
everything, others who are criticizing, ones who do not like anything and the ones who do not
have any opinion. Managers admitted that since the restructuring of corporate promotion and
communication department workers finally understand the engagements of it and they are given
possibility to get know them more detailed. When people know more about the corporate
communication, they can position it in their minds, and it also helps them to do the work in a

more qualitative way.

Interviewees also revealed that employees are becoming more familiar with the events being
sponsored from the side of external communication. Manager also admitted that the motivation is
rising if an employee sees that someone has been promoted in the Bank, this fact gives him/her
stimuli to work harder towards the achievement of his/hers goals. Interviewees were very open
about the Bank's engagements. As an example they were identifying the grand renaissance dam,
that the Bank was one of the contributor or sponsor. From their point of view, it shows that the
Bank is more focused on its clients and is socially responsible, which also increases their loyalty.
The Bank is mostly sponsoring development related events, at the same paying attention to the

society's at the most important and sensitive issues (green development).

All the events are optional, and the ones who want to participate will always do. And the ones
who do not want to take part the managers are asking at least to support by encouraging up
automatically they become a participant. Managers admitted that it is of an enormous importance
to have meetings in the office or Bank 5 minutes before every day and once a quarter. Besides
that they claimed that the atmosphere in their Bank is very friendly and it is very important to be

supportive understanding each other, as the job in the Bank is very responsible, requiring more
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attention and mistake can cost very much. Sometimes it is important that when feeling bad,
employees are offered support from managers and fellow employees and he/she can do other less

responsible job or just go home.

In order to increase the success of communication, interviewees suggested that there should be
more informal events, because Bank is a formal place. But at the same time they draw attention
that Bank is working with customers' money, and it’s very sensitive information, so the events
cannot be organized at the working place during the working hours, as it would be a direct signal
for the clients that Bank is not focused on its work. There should be trust from the client's side
that the client’s information will not be available on the Internet or discussed at the coffee

(confidential).

Interviewees also suggested that, regarding external communication, there should be provided
more support to target groups. Because, media is mostly focusing on the negative news and the
reaction of the society can be seen on the events by people participating and expressing their
support to them. They admitted that not always management sees that clients first turn to the
Bank employees, who are also serving as main information disseminators. By their opinion, this

is the most useful way to make positive advertisements.

4.2.3. Employees of DBE

The entire eight respondents were DBE employees. The employee’s interviews were conducted
in-person and then analyzed. It is better to understand how employees of the Bank think about
communication in DBE. Four interviewees were young women and three were males, under the

age of 30 and 40 respectively.

All eight had worked for DBE for less than two years. In this type of organization, employees
expected to work closely together, often as a team, to complete a customer transaction. Using
group analysis, several themes emerged analyzing the interview of each employee: talking with
their managers, people, and their impact on the customer. Overall, employees focused on the

interpersonal aspect of their relationships to explain how communication works in DBE.

All eight employees mentioned the importance of being able to “talk” to their managers.

Employees feel that the openness of all employees were allowed them to not only become better
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employees, but enabled them to enjoy their job more. Communication is not always that clear
though. Sometimes people get overlooked or missed. It’s not clear that you were supposed to tell
anybody else that. When asked about the ways they communicate at work, either in person or via
email, the eight employees at this organization all said that face-to-face communication was the
way they enjoyed talking to their managers and to each other. One of lady interviewee described
her communication with her manager as face-to-face, rather than by another communication

means, such as email.

All eight employees explained that questions about how they felt their work was going were
interesting to them. The interviewees appreciated the proactive approach employed by their
managers during their interaction on daily business at the bank. Although the interviewees had
positive things to say about their relationships with their managers, they also described how

miscommunication had affected DBE experience in the past.

The problems occur when managers sometimes fail to listen to their opinions and read their
feelings on various issues of operational issues. The interviewees said they appreciate the
opportunity to talk face-to-face with their managers. These employees articulated that, the degree
of openness in that face-to face discussion depended on the willingness of their managers to

engage with them.

They all agreed that it was obvious which managers were truly “open” to give and take opinions
and which mangers were not able to handle openness as well. The interviewees described the
managers were in most cases were open-minded and willing to listen to their subordinates.

Whenever they have an issue, they just go to talk to them and the door is always open.

As a result of communication in DBE, employees said that they can figure out quickly which
managers they could trust based on how open they are in their communication, which they feel
makes them more committed to those managers. The interviews also appreciated the opportunity
to get feedback from their managers on their job performance. They believe that this feedback

suffers, however, when DBE is under stress, such as staff turnover, under achievement etc.

They also feel that smooth communication between the employees served to enhance their own

experience as well as their customer’s experience. The way we interact with each other, the
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feeling is different when you have those colleagues that are happy when they come to work and

they love what they are doing.

The interviewees agreed that the favorite part of their job is the people they interact with both
their co-workers and their customers, and they believe that good communication is important for
the work environment and the customer environment. The final theme the employees described
was the way their actions affect their customers.

Four employees from the interviewees believe their own communication style or ability would
influence their relationships with their customers. They also described a connection between the
ways they worked with their staffs and how it affected their customers. We all come from
different places and we all share different experiences with each other. So they think people see
that and that they think it is an easy job. The interviewees understood that their work behavior
directly influenced how customers perceived them and their company. As a result, they felt they
were aware that they were highly visible in what they said and did. Overall, the employees

believed that their actions on their jobs affected their customers.

Finally, the interviewees were very aware that a positive communication experience could
enhance not only their own work experience, but their customers’ experiences as well.

Employees also understood that their job satisfaction affected customer satisfaction.

4.2.4. Corporate Customers of DBE

All six respondents were DBE customers/debtors and they are participating in different
manufacturing and agricultural sectors. The customers chosen for the study were from the
following organizations: Engels cotton and textile P.L.C: Oromia regional state Sendaffa town,
ELSI Addis (textile manufacturing) P.L.C: Oromia regional state Adama town and Sepa
agriculture P.L.C: Beneshangule Gumuz regional state Kamashi zone. The interviews were
designed in order to get information from the customers of DBE in general on the customer’s

service delivery.

The first of these questions were: how the Bank and its customers are affected by internal and
external communication in their communication with the Bank? The most common obstacle in

the answers of the interviewees was rushing to meet costumer’s needs.
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Altogether four interviewees pointed out that the rush and lack of time was the biggest obstacles
in delivering the quality customer service. In a hasty situation it is not possible to handle requests
as good as one would hope and the answer given in rush might seem very impolite and it lacks
positive and courteous communication. There is no time to concentrate on issues as there are
many over lapping tasks on pipeline to be done at the same time. Also because of the rush it is
not possible to develop smooth communications and better working environment.

Two persons had answered that capability of Bank employees to be give quality service is the
biggest obstacle for communication at the moment because of the short working time in the
organization. The efficiency of internal communication was also criticized by those two
interviewees. The interviewees claimed that the upcoming tasks and tasks that belong to
somebody else but they has to do them were prohibiting from doing the normal work tasks. Also,

not reacting to messages and requests was mentioned as an obstacle.

All interviewees highlighted that the importance of customers focus and especially the equal
importance of internal customers compared to external customers should be needs continuous
training to Bank employees will better for creating better communications. Better working spirit
should be a result of smooth communication. Therefore, the Bank should give special attention to

improve better working sprit and communications.
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4.3. Comparison

The entire interviewees were noted the positive influence of corporate promotion and
communication department in the Bank. It can be seen from all the four strata interviews that

they are viewing the work of corporate promotion and communication department as good.

The first interviewees (strata) were focusing mostly on the role of the leader as the main creator
of smooth working climate in the Bank. Even though it was very hard to organize common
events, as the Bank offices or Branches were located in different zonal and woreda towns, they
attempted to find different time and meeting points for communication with all the employees,

including both active and not so active.

All the four strata interviewees had the same opinion about the better working climate in the
Bank, admitting that employees are very friendly and always willing to listen and support each
other. Both the first and second strata interviewees were similar with their very positive and
active attitude towards corporate communication activity.

All interviewees had mentioned the importance of internal and external communication in better
way. The interviewees also admitted that they are like information disseminators between
management, employees and customers, and very often it is a time consuming process, and they
would like the information to be more easily accessible and not so time consuming for the

employees and customers.

The third interviewees (strata) were very aware that a positive communication experience could
enhance not only their own work experience, but their customers’ experiences and employees
must understand that their job satisfaction affected customer satisfaction. The fourth interviews
(strata) also highlighted the equal importance of internal customers compared to external
customers/debtors should be needs continuous training to Bank employees will better for

creating better communications.

At last, all the Bank managers, employees and customers have stressed the importance of
corporate promotion and communication as a department in the company, admitting that the
external and internal communication is a crucial importance for everyday life in a formal and

responsible environment as a Bank. This is why, from all twenty (four strata) interviewees it can
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be summarized that their views regarding the importance of corporate promotion and
communication were similar, whereas the solutions offered for improved communication were

slightly different.
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CHAPTER FIVE

5. Conclusions and Recommendations

This chapter deals with a brief summary of the study and recommendations. The researcher
basically tried to summarize what the research has been all about; how it was undertaken and the
major findings it came up with. Based on the findings, the researcher makes some suggestions
that may help with the future improvement of internal and external communications of DBE.

5.1. Conclusions

Bring to mind from the statement of the problem section, the main aim of the thesis was to find
out how DBE practices or organizes internal and external communication, and how making them
more effective?. This was the main research question, and to make a more narrow focus, in the
following two narrower problems were derived from the first problem: are internal and external
communication processes complementing each other and how are employees of the Bank
affected by internal and external communication processes and how Bank managers are valuing
them?. The main aim of the thesis was to answer these guestions based on the theory and also

practical qualitative face-to-face interviews.

As shown in figure three, corporate communication can be classified in three ways: between
employees, organization and customers. This is also what the managers, employees and
customers of the Bank were mainly focused on during their interviews. They emphasized the
importance of successful work of corporate promotion and communication department that is
handing the information to the managers, who are afterwards informing employees, who are

sending information further to the customers/debtors.

Corporate promotion and communication department has to pay more attention to the employees,
as sometimes they may feel excluded from all the processes and feeling that information is
surpassing them. Listening to the employees and letting them to express their point of view
would also contribute to the higher activity in various events and contribute to the increased

motivation.
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Furthermore, organizations have to ensure in delivering a fair Psychological contract to their
employees, what was also touched upon in external communication section. Employees have to
be trusted and motivated accordingly as it have the primary influences on their job with clients.
This is important in building workshops or learning seminars, where employees can feel on the

same level as their managers and be the ones who can influence organization's work.

From other point of view, all the employees in company are focused towards delivering
satisfaction to the organization's external customers and this is where internal and external
communication have to work together to ensure in spreading information evenly across all the
Bank offices and Brunches, which are working with customers. For corporate promotion and
communication department it is very necessary to find out what each group of customers and

stakeholders expects and needs from the product or service.

Development Bank of Ethiopia has already started to work on implementing the customers/
debtors feedback boxes in their offices, where everyone willing to express their opinion, can
freely do that. This will give customers of the Bank more feeling of belongingness and
opportunity to evaluate and improve the services. These were identified as the major root causes
for customer dissatisfaction: absence of customer oriented metrics, various invisible factors,

deficiency of work instructions and employees' lack of communication skills

Customer feedback boxes are aimed at eliminating these above identified factors. In order to
create a successful corporate communication program, company has to form their corporate
communication strategy, understand existing stakeholders, are willing to communicate openly

and effectively and have an effective feedback mechanism.

In general, the results of the study showed that Bank managers, employees and
customers/debtors evaluate the work by corporate promotion and communication department as
good. Besides, all the interviewees perceive Development Bank of Ethiopia as being a very good
place to work, primarily because the atmosphere is very friendly and they engaged in improving

internal and external communication.

45



5.2. Recommendations

The aim of the thesis was to propose how the practices of external and internal communication

can be made more effective. To evaluate the effectiveness and improvement of internal and

external communication, particular study was developed to illustrate how and should be

improved corporate promotion and communication department from the perspective of Bank

managers, employees and customers/debtors.

As a result, the researchers’ recommended the following summarized points for improving the

work of corporate promotion and communication:

Team building: various trainings with mixed groups are not just contributing to better
communication process inside the company, but also providing with an opportunity for
critical feedback. One way of organizing the training would be analysis of the previous
events, where employees would be able to pick the ideas and express their opinion.
Creation of internal newspaper: as noted from the interviews, managers would like
employees to have their own newspaper. Intra (employee’s communication platform)
main purpose is to inform employees about the news, results and goals. But employees
also need a more informal information source, where the interesting facts, photos and
events could be published.

Determine the key measures for communication planning: corporate promotion and
communication department has to create the process map, where the inefficiencies will be
listed and the goals for the improving them in future will also listed. It is important to
identify two different target groups: internal and external, by focusing and approaching
them separately.

Structure the information: information is not always structured, when it reaches the
employees, as not all of the managers are able (because of the time constraints and
information overload) to provide all Bank employees with the same information.
Corporate communication has to ensure that information has to be easily accessible for
everyone in the company. And probably the best suggestion would be to separate the
information targeted at the Bank employees and managers. It would contribute to easier

information access in case of communication with clients
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e Create a risk management assessment: suggest that risk management assessment means,
that communication department prepares an assessment in case of what could go wrong
and how to react to that if it happens. The good way to implement this would be in the
employee training, where they could be asked to deal with process failures that
communication department is most probably too faced with. Examples can be resource
constraints, technical breakdowns and internal/external resistance to change.

e Assure continuous improvement: it requires very close supervision. There were organized
quarterly meetings, where senior leadership was visiting the department with the aim to

review and explore its development and further opportunities.
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