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ABSTRACT

The ébjective of this study was to investigate the
effectiveness of organizational communication taking place
between the school principals and the twic groups of
subordinates - the academic end administrative staff:
members, The data was collected from 28 principals, 80
administrative staff members, and 310 teachers selected
from 12 senior secondary schoéls of Ethiopia by systematic:
sampling method. Two schools were picked by lottery (simple
random sampling method) from each zone in the country. Two
types of questionnaires were employed to collect the

necessary data from the principels and their subordinates.

The study revealed that principals do not have a
thorough understanding of the general principles of
organizational communication and they have not applied
them in their schools. Because of this and other reasons,
staff members seem to lack the courage and interest to
transmit their suggestions, comments, etc. upwards., Although
the flow of messages is primarily downward that even does
noﬁflook to be effective. Generally, it appears that there
is no conduecive climate for communication and this has made
the networks faulty and not able to facilitate school work.

It is believed that these problems can be alleviated by
organizing workshops and training programs to acquaint
principals with the basic prineiples of communimtion so
that they cen improve communicetion in the schools,
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CHAPTER DNE
1. THE PROBLEM AND ITS APPROACH

The aim of this chapter is to provide some basic
information about the research problem and how the study

was conducted.

1«1 Introduction

An organization, including a school, is made up of
persons who have to work in harmony. It is a mechanism
for transforming human desires into social realities
(Greenfield in Bush et al., 19854166). Since each person
has to know what others are doing and what is expeéted from
him, all members of the organization have to be capable of
receiving and transmitting messages effectively so that it
can be successful in achieving its goals, Communication is
the 1link that harmonizes each group and each person in an
organization because it is the life-blood of every
organization (Sigband, 1982:4 and Hanson, 1985:263). When
the communication through the various channels of the
organization is smooth and effective, the organization will
be usually in good heelth. When the channels are faulty
and the flow is inadequate or interrupted, the organization

suffers in mahy ways.,

According to Knezevich (1969:67), communication is a




means to accomplish the objectives of an organization., It

is central in ell plenning, organizing, decision making;
coordinating, leadership, and evaluation. Subordinates have
to know the needs and interests of their orgenization. The
leaders also need to know the interests and wishes of their
subordinates. This cen be done with the help of!éh.efficient
communication system. ILack of this system can promote

an atmosphere of secrac& and distrust which hinders the
smooth functioning of the organization. Since a climate

of open communication improves the chances for high -
productivity and job satisfaction (Weeks and Jameson in
Sigband, 1982:5892, it is vital that managers; in this case
school principals, be aware of the importanée of communication

and take the necessary measures to keep it smooth and effective.

In Ethiopia, teachers and administrative staff members
are uéually heard complaining that there are some misunder-
standings between thé principals and themselves., They don't
get all the necessary information needed to accomplish their
tasks on time; nor do they have the chance of sending the
necessary feedback, comments, and new ideas: upwards,
Although leadership in educational administration needs to
be bgsed on social interaction (Zaudneh, 1987:236), lack of
smooth and effective communication network is observed in
many of our schools today. Because of this and other problems,
the quality of education seems 1o be deteriorating from time
to time. Hence, it is believed that improving the



communication networks of the schools is a step forward
towards the improvement of the quality of education in the

country.

1.2. Statement of the Problem

Because of the key role communication plays in an
organization, many theoreticians and practitioners have
conducted reséarch in the field. Sullivan (1974; Highem
(1967); Weeks and Jameson (1982); Bredeson (1987); Honey
(1981); Cusik (1981); Donnellon, Gray, and Bougon z1986);
Lysaught (1984); end Morrow (1982) are some of the
researchers who, one way or the other, dealt with such
studies. However, except the senior essays of Hirpa (1983)
and Gizaw (1985) which point to some communication problems
in senior secondary schools of Addis Ababa, it seems that no

research heas been conducted on this topic in the country so far.

Although there is a great variation in magnitude between
countries, regions, and organizations there is no any corner
where communication problems are totally non-existent.
Undoubtedly, these problems are more severe in countries
of the third world because of the shortage of properly
trained manpower.and lack of research oriented management.

In Ethiopia, the culture of using research based approaches
in management, to put it in concrete terms, is at its infancy

for the field itself is a recent development in the country.



There are many communication hindrances in our

organizations in general and in the schools in perticular,

While serving as a school principal in various parts of the

country, the student researcher had the chance of observing

the nature of organizational communication in the schools;

and this condition initiated him to focus on the problem.

Therefore, he believes that the problem is widespread and

has contributed a lot to the deterioration of the countryt's

educational quality and needs a research based solution.

The research aimed to answer thé_following basic

questions,

1.

2.

3.
4.

5¢

What are the major channels of communication used

by principals and their subordinates ?

Do school principals have a good knowledge of the
major principles of communication ? How is the

implementation of these principles in schools ?
What are the major barriers of communication ?

Is there a smooth upward flow of messages ?

Do sdministrative staff members and teachers have
similar perception towards the communication systems:

of their schools ?

These were the principal questions which the thesis

intended to answer.



1.3. Significance of the Study

As is the case with many of the developing countries
in the world, education in Ethiopie is nowadays facing a
lot of social, economic, and political problems (MOE,
1985:408-409). Among these, those related to school
administration and finance seem to be at the top (Ayalew,
19913176). And still from those categorized under school
administration, the problems essociated with communication
might have contributed to the poor quality of education
in Ethiopia.

Hence, the researcher believes that identifying these
probléms and trying to suggest some weys of solving them is
a step forward to improve the quality of educaetion in the
country., In view of the above fact, the study is intended
to bring the following benefits.

1. The researcher hopes that the study will help
school érincipals to have a thorough understanding
of the communication patterns in their schools,
This understanding is believed to encourage them
to create an open system of communicstion which

enhances organizational productivity.

2. This study is believed to initiate the Ministry
fo plan for seminars and workshops on organizational

communication at various levels to increase the



effectiveness of its staff members in general

end that of the principels in particuler.

3. It might also encourage the Ministry end senior
feséarchers to pay more sttention to communication
problems existing in schools. Hence, it can act

as a springboard for more comprehensive studies.

4., Although a novis researcher, the student hopes that
the thesis will enrich the existing literature in
~ the field,

1e4 Delimitation of the Study

The study tried to investigate the communication
problems of government senior secondary schools in Ethiopia.
The focus wes on the formal intrastaff exchange of messages
only. The school-community interactions end communications
made with the students were not the concern of the research.
This delimitation was made because it would be very
difficult to manage within the limited span of time if all
aspects of school communication were to be included.
Therefore, the emphasis was on the exchange of messages
between the principals and the subordinates although some

aspects of lateral communication were also dealt with.



Limitations of the Study

The following factors had created some inconvenience

on the researcher during his conduct of the study,

1. Because of the lack of peace and security in some
parts of eastern Ethiopia, the student was not
able to collect data from Assebe Teferi and Hirne
Senior Secondary Schools and was forced to change

his sample areas to Assela and Huruta.

2. The very low per diem (8.00 birr per day) provided
by the office of the school of Graduate Studies
had also created some impediments on the

researcher. .

1.6. BResearch Methodology and Procedures of the Study

The study used a descriptive survey method which is s
rlanned method of data collection that involves entering a
subject population and measuring a specific set of responses
(Miskel and Sendlin, 1981:2; Sharma, 1986:46; Jackob, 1987:37;
Ghosh, 1985:184; Kerlinger, 1977:410; and Babbie, 1973:47).
The selection of the sample schools, sources and method of
date collection, and the methods of data analysis are

described as follows.



1.6.1¢ Sample Areas

One edministrative region wes randomly selected (by
lottery) from each of the four zones of the country '
(Northeiq;Eastern, Western, and Southern) and two
administrative regions including Addis Ababa from the
Central Zone of Ethiopia. Two senior secondary schools
were taken using simple random sampling method (Babbie,
1973:92) from each of the selected sdministrative region
making a total of 12 sample schobls from the whole country.
The following is a list of the schools involved in the
study. It slso includes the samples teken from each groupm

of respondents.
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— Table 1, Distribution of Sample Schools and Respondents

No. of Respondents

Nams of the Sehool i i Tl Acedemic  Adm.  Prineipals
Staff Staff ‘
1. Hote Sen. Sec. School South Wollo Northern 41. 11 2
2. Haik " ” " " " » 21 5 3
3. Assela Comp. Sec. School Arsi Central- 38 8 3
4. Huruts Sen., " " " "o 12 4 2
5« Batu Terrara Comp. Sec. School Bale Southern 26 8 3
6. Robe Sen. Sec. School . " 19 4 3
7. Gore n ow L Illubabore Western 15 5 2
8. Bedelle ™ ™ w “ J 16 5 2
9. Nazareth Sen. Sec. School East Shoa Central 31 6 3
10. D/zeit Comp. - = » s 27 5 2
11. Menelik II Sen. " " A, Ababa " 55 18 3
12. Ayer Tena Sen. Sec. School " " 31 8 3
Totel (distributed) 332 87 a1
Total (collected) 310 80 28
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Although there are nearly 200 government senior secondary
schools in Ethiopia, the selected schools can serve as
representatives because they were systematically chosen from
different corners and they also recieve the same type of
policies and regulations from the Ministry. The samples
also comprise schools of varying size and fecilities if at

all such factors can result in communication differences.

1.6.2. Sources of Data and Method of Collection

The major sources of data for this study were the three
groups of school employees - the principals (including their
assistants), the academic staff, and the sdministrative
staff members of the sample schools. Since they were not
many in number, all the principals and assistant principals:
of the 12 schools: were taken as respondents. One third (33%)
of the teachers and.edministrative staff members have been
also selected from each sample school using systematic
sampling method (Babbie, 1973:92). Every third person was:

picked from each list to f£fill in the questionnaire.

Two types of questionnaires were prepared - one for the
principals and their assistants and the other for the two
groups of subordinates: fhe academic and the sdministrative
staff., Each questionnaire consisted of three types of
questions, Thirty nine items of those prepared for the
subordinates and fity two of those organized for the
principals were framed using the Likert's Rating Scale
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(Armstrong and Dawson, 1985:70) so thet each respondent
could indicate his (read also her) particuler level of
agreement easily. In the second group of questions, two
items were included in both types of questionnsires. There,
the respondents were provided with choices to show their
preferences. The third type of question consisted of 38
items orgenized in five different lists., The respondent was
required to rank each batch of questions according to his
choice by writing first, second, third, etc.in front of each
item listed. -

The questions were drafted on the basis of the review
of the related literature. Comments by experienced authorities
in the field had been sought before the questionnaires were
pre-tested in some schools in Addis Ababa, Iastly, the
questions were reviewed and distributed to the sample schools.
In these schools, 31 questionnaires were distributed to the
principals; 87 to the administrative staff, and 332 to the
teachers, Finelly, 28 (90.3%) questionnaires from the
principals, 80 (80.8%) from the edministrative, and 310
(81.3%) from the acaéemic staff member s completed and usable

questionnaires were collected.

1.6.3. Method of Analysis and Interpretation of Data

The responses were scored in such a way that the attitude

most favouring communication would be given the highest score.

Besponses to favourable items were given a scale value
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ranging from five, indicating "strong agreement" to one,
indicating "strong disagreemen%". The directioﬁ of item
scores was ;eversed for unfavou;ablé items so that a response
of "Strongly agree™ would be given a value of one; "agree",

-

a8 value of two and so on.

Scores were tabulated by counting the frequency of each
item. The attitude score was computed as a sum of the item
scores., Mean rating of above 3.5 was taken as favourable
attitude to enhance commun{qation. Grand mean of items in
the table indicated their aggregate effect and were taken
a8 the baesis for the decision whether or not there is an open
upward communication system, whether principals have a good
understanding of the basic principles of communication or
not, etc. Standard deviations were used to indicate how
each mean rating deviated from the general mean i.e., they

indicated how dispersed the responses were.

Regarding the questionslisted for zanking, items with
higher mean ranks (lower number in the table) were teken as
preferred to those items with lower ranks., The degree of
agreement between the scademic and the edministrative staff
members in perceiving the communication systems of their
schools was decided based on the coefficient of correlation
and rank order coefficient results., Coefficiente above 0.75
were taken as indicating the existence of a strong positive

agreement,
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1.7« Definition of Terms Used

The following definitions of concepts are used in the

context of the study.

Communicaetion is the flow of thoughts, information,

facts, ideas, opinions or emotions between two or
more persons with the objective of bringing ebout
mutual understanding; confidence or good human

relations (Presed and Baner jee, 1985:72).

Communication Overload is a condition created in which

employees receive more communication inputs than they
can process or than they need (Davis and Newstrom,

1984:453).

Decoding is an aspect of the communication in which the
receiver ettaches meaning to a message (Tosi, Rizzo,

and Carroll; 1986:682).

Encoding is an aspect of the communication process which
occurs when the sender translates the ideas to be
transmitted into words, phrases, or other stimuli which
are to be received by another (Tosi, Rizzo, and Carroll;

1986:682) .

Grapevines are secret or informal channels of
communication resulting from casual contacts in various

organizational units (Rue and Byars, 1986:482),
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Suggestion System is a formal, writien method of

receiving end processing employee suggestions for job-
related improvements and cost savings, It may deal

with improved méthods of production, safety improvements,
and how to hendle employee problems (Dubrin, Treland,
and Williams; 1989:394). | '

System is a set of components inter@cting for a purpose
within a boundary that filters inputs and outputs
(Silver, 1983:54).

Academic Staff Members are members of a school system

who are directly involved in classroom instruction.
Department heads, unit leaders, etc. are alsc included

here. This is synonymous with teachers,

Administrative Staff Wembers are employees in a school

system who are not directly involved in classroom
instruction., Typists, store keepers, guards, etc. are

some of the members of this group.

Principals are top school officiasls who are responsible

for the planning, coordinating, leading, and evaluating
the school work. Both school directors and their
assistants are included in this category. Since one

of the purposes of this study is to analyse the exchange
of messages between the principals end the subordinates,



principals snd their essistants have not been included
in the academic or administrative staff members
category, although these groups do bqth academic and
administrative work.

The Ministry refers to the Ministry of Education and

this is sometimes convéniently abbreviated MOE.

1.8, Organization of the Study

The thesis is organized in four chapters. Chapter one
gives a brief explanation of the research problem and how
the study was conducted. It also deals with such topicslike
delimitation of the study, its expected contributions, and the
method employed to analyse the data., Chapter two is the
review of the related litereture. It consists of the basic
concepts and explanations of organiiational conmmunication
as viewed by various authors and suthorities. 1In chaptei
three, the effort made is to integrate and interpret the
data collected from the field with the theories and concepts
of the reviewed literature. Chapter four provides the gist
of the study and concludes itself by citing some suggestions
that can help to improve the communication systems of schools.
Finally, avlist of reading materials used in the paper has
ﬁeen attached before the appendices which include the sample
questionnaires and some tables that indicate how the

respondents rated and ranked the question items,




CHAPTER TWO

2. REVIEW OF THE RELATED LITERATURE
The concern of this chapter is to discuss the various
concepts of organizational communication as viewed by
different euthorities. This is the conceptual framework

on which the whole reseeich work is based.

2.1. Importance of Orgenizational Communication in
Schoolg

In order to function well and smoothly, organizetions
like schools need to have effective communication system in
all aspects of their activities because it is not possible
to have a smooth functioning of any sort of organization
without it. Various authors have characterized its importance
as "the life blood of the orgenization™, "the glue that binds
the‘organization", "the force that per;adés the organization®,
and "the binding agent that cement® a1l relationships™
(Breéewon, 1987:55).

-

Devis and Newstrom (1985:425) indicated the importance
of coémunication by stating that:

Organizations can not exist without
communication., If there is no
communication, employees can not know
what their co-workers are doing,
management can not receive information
inputs, and supervisors can not give
instructions,- Coordination of work is
impossible, and the organization will
_ collapsefor lack of it.
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Like any organization, schools can smoothly function
only if they have effective communication éystems. Without
such systems, principals can not give instructions and get
feedback as needed; teachers will not understand their duties
well nor can they accomplish them effectively. There can
not be good relationship between the academic and the
administrétive staff members if the communication system

is crippled.

According to Barnard (in Redtield,'1963:3) "The first
executive function is to develop and maintain a s&stem of -
communication”., It is because of the very important role
it plays that‘manj people who are at work spend fifty to
eighty per cent of their time communicating (Fisher, 1981:4;
Atchison and Hill, 1978:401; and Griffith, 1979:292). It
acts as a lubricant in facilitating work in all organizations
in general and in schools in particular for schools are our

major areas of attention here.

Many researchers have discovered that as a manager
implements effective communication a positive climate begins
to develop which inturn makes it easier to communicate the
next time due to the supportive trust and openness that have
began to develop (Smeltzer and Waltman, 1984:52). This is

a cycle which indicates that success breeds success.

The importance of communication cen also be understood
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from the following statements of Morgan who likens it with
thread in our cloth.

Communication is like the thread in your
suit, It is not like the mere button on
your sleeve. Thread determines the shapey
texture, and quality of your suit.
Communication determines the shape, texture,
and quality of your performance (Morgan,
1964: 6)0

Organizational communication can be equated with the
circulatory system in the human body (Fisher, 1981:4),
The human body can not be alive without the proper functioning
of the circulatory system nor a school can be functionsl
without communication. When the communication aystem'gtops
functioning the school ceases to exist as a school. Hence
the existence of effective communication system in schools

is decisive for their survival.

Since communication can improve performance in the work
place it is the central ingredient in the motivational.proceaa;
For example, the principal can make his teachers feel good
;bout themselves by praizing when they perform their duties
well, thereby satisfying their egotistical needs, He: can
also involve the new teachers in group project so that their
affiliation needs can be fulfilled, He can give individual
recognition by simply asking teachers for their ideas and
listening to them, This makes the teachers feel woithwhile
and important to the school. No doubt, such teacherss will

perform their duties betier because all conditions being
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equael, satisfied employees are more productive than otherwise.

As the statements of Alexander, Helms, and Wilkins
(1989:419) indicate, many researchers'have found that a high
level of satisfaction tends to be positively associated with
relevant organizational performance outcomes, These studies
also have revealed that the openness of communication channels
between superiors and subordinates is positively related to

a high level of subordinate performance and satisfaction.

2.2. Types of Communication

Whatever the direction May be, communication can be
regarded as of two types, While one group can be transmitfed
using words verbally face-to-face or in written form, the
other group is expressed in different manners of body
movements, gestures and the like. These two major groups

are named as verbal and non-verbal éommunication.

2.2,1s Verbal Communication

In verbal communication words and letters are used to
represent ideas, emotions, and objects., These words and
letters are used as representatives by convention ei ther
locally or at a higher level. In most cases languasge
difference comes because of attéching different types of
symbols to the same object or idea, The verbal way of

communication has two major divisions - the oral type end
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the written, the common element in both of them being the

use of articulated words.

Oral Communcation

This is the type of commpnication where the message is
transmitted in face-to-face conversation or through the use
of some technological media like the telephone, radio, etc.
i.e., without the use of any writing. Face-to-face
conversation is the most important way of communication not
only because it provides multiple channels including body
language but also gives an opportunity for immediate feedback
(Davis and Newstrom, 1985:435), MNore meaning can be tranamitted
orally then in writing because when the person speaks, he
can stress some words and the voice itself can have various
meanings. Campbell, Corbally, and Nystrand (1983:147) have
articulated the advantage of oral communication by stating

that:

The use of the spoken word in a face-to-face
setting is perhaps the most effective
communication process available. It permits
the exchange to take place rapidly; it allows
the use of body language and expressions
whereby the receiver can gauge meanings from
nonverbal cues,

The efficiency of the spoken word is increased greatly
by the accompanying gestures, facial expressions, tones, and
other nonverbal communication acts. The receipient of an

oral order is sble to check if the meaning is not clear,
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He cen state his case so long as the elements of give and
take are preserved if an order does not apply or can npt
work out satisfectorily. The order giver has also the
opportunity for immediate feedback and may change his mind
immediately if his orders are not applicable within the

given situation.

Oral communication, howiever, is a very inefficient way
of transmitting message to a large number of people and
is also time consuming. It is not also appropriate to
communicate large quantitiés,of technical data that need
memory retention (Armstrong and Dawson, 1985:87). Oral
communication like that of the telephone, though has the
advantage of speed and quick feedback, 4is not proper for
confidential messages because it can be crossed by a wrong
dial or can be taped or recorded by a third party. Absence
of record that can serve as a document is also among the

disadvantages of oral communication,

Writtem Gommunication

Letters, reports, bulletins, financial and other documents,

printéd or hand writteh, are some of the items categorized in
written communication. Here, the sender's language ability
i.e., the selection of proper words, phréses, punctuation,
etc. will have a good place in minimizing the ambiguity of
the message because the receiver does not have the chance

of asking what is not clear (Davis, 1981:411)., Above 2ll,
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it has to be written in simple languasge and should not
open a room for misinterpretation. Sometimes even spelling
mistakes can create much confusion on the part of the

receiver besides its form and content.

Written communications will have betier application in

the following situations:

a) When the sction must be done in a precise and

uniform way.

b) If the message has to‘éerve a long period of time
¢c) If delegation of authority is needed

d) If the message deals with procedural changes and

job specific directions.

In schools,.written communication is used when principals
design and give job descriptions to depertment heads, teachers,
classroom monitors, and to other workers; when they send
reports to district and regional offices and they receive
feedbacks to their reports and directives; and when they
issue daily builletins to the school community members

(Anderson and Van Dyke, 1963:534).

One of the main advantages of written communication is
that the receiver can absorb the message at his own rate.
Although it is advantageous and widely used,it has also some

deffects — lack of immediate feedback and lack of flexibility
being the major ones.
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2.2.,2. Non-verbal Communication

This is a kind of communication where messages are

transmitted without the use of words.

By definition, non-verbal communication

is wordless. Most often it is perceived
visually and transmitted by appearsnces,
timings and distances, postures, movements,
gestures, and facial expressions (Wolf,
Keyser, end Aurner, 1979:141).

Certo and Appelbaum (1986:313) have also stated that
non-verbal communication is encoding without words and may
influence the impact of a message more than the verbal one,
Here, especially the face and the hands are major sources
of body language of which eye contact, eye movement, touching,

and smiles are good examples,

Like, dislike, domination, and responsiveness, which
are manifested by gestures, facisl expressions, and body
movements transmit silent messages. Other phenomena like
time, space, color, or even dress are also said to be
non-verbal symbolic lenguages depending on the type of culture
the society has. This is because the style of dressing,
location of buildihgs or offices, the lateness or early
coming of a person to an appointment place etf., are given

various meanings by different socieities,

School administrators usually spend much of their time
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communiceting with their employees; and during such times,
they need to use non-verbal ways together with the verbal
systems. This will help them to trensmit their messages
easily. MActions speak louder than words" (Tosi, Rizzo,
and Carroil; 1986:400 and Preston, 1972:25 and using non-
verbal communication makes the transmission more effective.
Teachers and edministrative staff members also need to use
this type of communication if they weant to minimize or

avoid misunderstandings.

- 2.2.3¢ Combination Process

Before tfansmitting any message communicators must
determine the type of aduience they want to reach and how
to reach it effectively. They must be sure of the facts
they know about the audience's abilities and reactions,
So)the first question is how.to transmit the message. No
doubt the transmission will be more effective if more than

one way is applied (Redfield, 1963:78).

Much communication is characterized by the use of
gseveral media, It is a common practice to supplenent written

instructions with illustrations like charts.,

Regarding the application of the combination process
in schools Cempbell, Corbally, and Nystrand (1983:147)
give the following explanation.
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Obviously, edministrators communicate
through processes that involve several
techniques simultineously presentations

to a board or a committee often involve
the recorded spoken work, visual
techniques ranging from slide projections
to videotapes, charts gnd graphs displayed
on essels, and perhaps even a8 musical
background to stir the emotions,

School principals give written directives to teachers
and administrative staff and at the same time give orel
explanations as to how to implement the directives. Teachers
also may send written reports to the department heads which

are aided by oral descriptions and charts.

2.3, Models of the Communication Process

Models are abstractions that depict theoretical processes
in graphic form providing the basis for amplification by
means of key cogcepts (Bormann, 1980:33). Scholars develop
models as a way to provide a scientific explanation of
phenomena in a clear descriptive language or in graphic form,
Like any other field in the social or natural sciences,
there are also important models of communication that put
the process systematically. The following are models which

were proposed by scholars to depiect the communication process.

2.03010 The SM.C.R. Model of Berlo

This is the short form of the source, message, channel,

and receiver model, indicating Berlo's ingredients of the
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- To these ingredients are

edded the encoder and the decoderj beccuse encoder is the

source end the decoder is the receiver (Berlo, 1960:41),

Follbwing is a brlef disoussion'of each ingredient.

S M C R

SOURCE MESS # GE CHANNEL — RECE|VER
Com. SKILLS SEEING (orl: SkiLLs
ewmrr STRULTUR
¢
ATT1 TUDES 0 HEARING | [ATTiTupes
kvwpepes| |V |
- ToucHING| |KNowLEDLE
| |F
SocAL SYstem . SMELLING| |SocinL system
CuLTuRe | |7 TASTING| |CuLTurE
Figure 1. The S.M.C.R. Wodel of Berlo
(Berlo, 1966:72; Bermann, 1980:31)
2.3.1.1s The Source

The source is the one who sends or transmits the

message.

He is also cslled the communicator.

AtterAdetermining

the way in which he wants to affect his receiver, the source

encodes i message to ggt response from the receiver.
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Berlo lists four factors within the source which can
affect accuracy of communication., These are communication
skills, attitudes, knowledge level, and position within a

social-cultural systeme.

He further explains the communication skills as having
five divisions., Two of them are encoding skills: writing
and speaking. The other two are decoding skills: reading
and listening; end the fifth one belongs to both and is
thought or reasoning. Painting, gesturing, etc. can also be

communication skills,

2.3.1.2, The Message

As stated by Berlo message is the actual physical product
of the source encoder which is affected by three factors: the
message code, its content, and treatment., A code is any group
of symbols that can be structured in a way that is meaningful
to a person. Ianguages are codes., The language must be used

in such a way that the receiver can easily get the main idea.

Message treatment refers to the decisions the source
makes as to how he should transmit his message - the choices
he should make with respect to the method of delivery code
and content (Berlo, 1960:60-61). In schools directives,
reports or job descriptions can be some of the examples of

message.
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2-301.3. Ege Channel

For Berlo (1960:67) communication channel refers to the
senses through which a decoder-receiver can perceive & message
which has been encoded and transmitted by a source-—-encoder,

It is a vehicle or a medium that carries the message.

Before sending the message, the source has to decide
which channel to use, Does he want it to be heard, seen,
or touched by the receiver ? The selection of the channel
mainly depends on the nature of the message and the

communication skills of both parties,

2¢3e1eke The Receiver

The other very important ingredient in Berlo's model
is the decoder or receiver. The receiver is the éestination
of the communication but it does not meen that a receiver
is always a receiver. After receiving the message, if he
gives feedback, the direction will be reversed and the
receiver becomes the source., It means "he who is a source

at one moment has been a receiver" (Berio, 1960:51).

To have an effective communication the source has to
know the receiver well-his ability to listen, to think, and
to read, his attitudes toward himself, toward the source,
and toward the message because without the due regard of

receiver's situstion effective communication is unthinkable.
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lastly, it is elso worth mentioning that the four
ingredients discussed above can not stand in isolation.
One cannot work without the other. The process becomes

complete with the interaction of all.

2¢3¢2s The Two Models of Schramm

Schramm also developed models to indicate how the
communication process functions. According to his model,
Figure 2, for two people to communicate, there must be some
sort of commonness in between. I is this comonness that
is indicated in the model, It can be seen that the source
and the destination have something in common, and an area
where the fields of experiences of both parties intersect.
This is to indicate that both of them can share ideas in
one way or the other, It is this common field of experience
that enables the two undefstand each other. If both of them
do not have any common field of experience, if they have
nothing to share, or if there is no commonness between the
two, there can not be any sort of communication between them.
For two parties to communicate "the receiver and the sender
must be in tune" (Schrammﬁn Devito, 1981:5). A person encodes
or decodes based on his e#peiience so if they both have the
same field of experience, they can have better communication

between thenm.
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Fl'aure 3. Schrawmm's Moded 4
(Bormawn, 1480:31)
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Schramm's second model is designed to show the role of
feedback; whére, a person is both encoder and decoder
because he receives and transmits (Figure 3). The sender
first develops an idea and the idea is encoded (changed
into words, charts or symbols) so that it will be transmitted.
When this transmitted message is received by the communicatee,
it is decoded and used. The communicatee, after receiving
the message, may leave it, perform the tesk assigned, store
the information provided, or do something else., 1In
organizations of which schools are one, the sender normally
expects feedback which has its own process. The receiver
receives, understands, accepts, uses the message and finally
sends feedback to the sender. 1If this condition is fulfilled,
we may that the communication is effective (Davis and
Newstrom, 1985:428)., However, the effectiveness can be
reduced by many instances which are generally called noise.
This is any interference in the communication process

including typographical and spelling errors,

2.4. General Principles of Organizational Communication

According to Redfield (1963:29), the list of these
principles includes clarity, consistency, adequacy, timing
and timeliness, distribution, adaptability, and acceptance.

The following is a discussion on the general principles that

Serve as guides for effective communicstion,

Clarity refers to the understandability of the message.
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For the message to be understood the most important thing
is the language. Short sentences and well selected words
have to be used. School principals need to knew their
receivers well-their langusge command and their ability to
understand things. Thefr subordinates also need to know
the background of their communicatees and arrange their

messages in such a way that they can be easily understood.

Messages or orders transmitted must be consistent with
one another. Messages can not be easily understood if they
contradict with the commonly known and practiseé& organizational
nomms, Therefore, they need to have consistency with the
objectives of the organizetion and elso with the commonly
known practices. If there are exceptions they should be
given special attention and they have to be put in clear

terms,

In organizational communication, schools included, the
main goal is to insure an optimum flow of messages‘— neither
to 1little nor too much. Principals should not use more
words than needed to convey their idees., It should not be
also less than what is needed to express the message,
Redfield (1963:37) stetes that} in many cases, superiors
use fewer words in talking or writing to subordinetes than

subordinates use in writing or talking to superiors.

In communicetion, timing of messages is very essentisal.

Convenient time has to be selected so that it will be
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effective. Denyer (1976:159) firmly states that messages
need to be sent to reach their destinations before they
are out-of-date. Therefore senders must always think for
the optimum time and method by which their messages can
reach their destinationsl No doubt, the method of the
transmission will depend on the nature and background of

the destination.

Messages can be transmitted most quickly and safely
if they move directly from the issuing source to the
receivers. They are delayed and get distorted as they
cross various organizational hierarchies., Therefore, it
will be the responsibility of the sender to check whethé&r
or not the message has reached its destination without

distortion and on time.,.

Getting positive response is the ultimate goal of any
communication. Some responses occur immediately and others
are delayed. As stated by Redfield (1963:45), no matter how
remote or how minute, the ultimate response of any message
is a function of the receiver's interest in and acceptance
of the message. Especially ih upward communication interest
and acceptance play a decisive role since messages that are
interesting to the superior can be accepted and be practical

quite sooner than those which are less interesting to him.

Besides the above mentioned factors, a feeling of mutual

trust and respect is also crucial to have effective
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organizational communication. The two parties need to
understand each other and share a common concern for the
success of their joint endeavors. It means that there
should be trust and agreement between the sender and the
receiver to meet their objectives (Atchison and Hill,

1978:413).

As indicated by White (1975:51), major communications
include report and letter writing, putting a case, talking
to groups of people, conducting a meeting, and interviewing.
Therefore, school principals need to have a thorough
understanding of the basic principles of communication and
have to try their best to implement them in their schools;
otherwise, one can not expect effective communication systems

to prevail in these schools.

2.5. Hierarchical Settings

Organizational communication usually has an upward, a
downward, and a horizontal direction. Although there is
variation in the degree of emphasis, three of these directions
may be observed in =all sorts of orgenizations. Some of them
give emphasis only to the downward, others may be concerned
with the horizontal, and still others can put emphasis on
the upward movement of messages. Broadly, the movement of

messages can be of two types - vertical and horizontal.
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2.5.1. Vertical Wovement of Messages

Vertical communication comprises messages that pass
between the functional sections and top management. In
schools this movement takes place between the principals
and the staff members. Two opposite directions are included

in vertical communication-downward and upward communication.

2e Dl Nlaille Qownward Communication

Rue and Byars (1986:478) define downward communication
as transmitting information from higher to lower levels of
the organization through the chain of command., Prasad and
Bannerjee (1985:75) also state that it is the job of the
head of the organization to ensure that the right messages
reach the right person at the right time and this is usually
done through downward communication. WManagers have to give
orders to their subordinates, subordinates should also get
all the necessary explanations and details of the job
instructions. Feedbacks to subordinates' performances need
to come from superiors so that the emplo&ees can accomplish

their tasks more effectively.

In many organizations downward communication consists
of itgms like bulletins, orgenizational maggzine, directives,
job d§§cri§fions, policy manusls, and feedbacks to subordinates*
perfo;mances (Deiley, 1988:312), Dennison and Shenton
(1987:149) have also identified five basic types of downward

communication which can be recognized in the school situation.
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Specific task directives such as job instructions,
duty lists, standards expected, syllabus objectives,

and schemes of work.,.

Information to elaborate task and its relation to

other organizational tasks or job rational.

Information sbout organizational procedures and

practices.

Feedback to a teacher or administrative staff

about performance.

Information that can create a sense of mission,

motivation, and commitment.

Downward flow of messages is dominated by orders, of

which the greatest number deal with policy and procedure.

There is also a constant flow of information that does not

directly order anything, such information may help to

increase the employee's general knowledge about the

organization and its work or it may be a notice of staff

meetings.

School principals, who fear their subordinates or that

lack interest in, use only downward communication., Teachers

are not given the chance of forwarding ideas regarding the

directives passed from above but simply accept them as they

are. One can have 8 better understanding of this if he

examines the answer givé;~by Gordon (1987:228) to the

SNSRI ST SO,



e L ISP RC SN SO e LIS TSRS I e S PSPPI A e S sl £ N St e

-3

question "Why do managers not involve their subordinates

in two - way communications."

In some situations, managers do not trust
their subordinates to contribute effectively.
In other situastions, lack of self confidence
by the manager makes him or her appear un-
interested or unconcerned about subordinates®
opinions, :

In downward flow, as the message crosses or travels
through many people, it goes on loosing its previous content.
"Information sent downward often becomes condensed or
éistorted as it paesses thfbugh various levedg" (Vecchio,
1988:422)., Any message descending from the sﬁperior has to
be clear and precise. Hence, administrators should not send

vague messages to their subordinates because they can be

easily distorted and create conflict.

Generally, since the purpose of downward communication
is to give information to employees of the what, why, how,
when, who, and where of the place in which they function,

it needs much attention from both parties (Nwankwo, 1982:54).

2.5.1.2. Upward Communication

This is the movement of mess%ges from the lower levels
of the organization towerd the top (Rue and Bysrs, 1986:479).
When information, questions or any sorts of messages are
sent from the subordinates to the superiors or from the

workers to the bosses, the communication is said to be upward.
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As opposed to downward communication which is one-to-nmany,

this is a many-to-one communication situation.

According to Drucker (in Griffith, 1979:327), successful
upward communicatidn is the basis for downward communication
because superiors have to know their subordinates before
sending messages to them. The communication from the
subordinate to the superior is a real necessity to the
successful leader because it helps him to know his
subordinates, to get symptoms of tensions and insecurities,
and to know the way in which he is seen by his subordinates
(Rudrabasavaraj, 1980:149). MNoreover, it helps him to
arrive at good decisions and to accomplish his task

successfully.

Upward communication deals with reports, opinions,

suggestions, and complaints. Messages are transmitted
through written reports, face-to-face contacts, in conferences
of all sorts, and at social gatherings and, as stated by
Stoner and Freeman (1989:538), its main purpose is to supply
information to the upper levels about what is happening at

the lower levels.

Since upward communication is & necessity, school
principals need to motivate their subordinates to suggest
constructive ideas in meetings and through other mechanisms,

they have to give them freedom to use their creativity to

—
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initiate change and must give quick response to questions,
suggestions etc. coming from teachers and administrative
staff, It is very essential that they give freedom to the
teachers, workers, and students to express their ideas end
opinions without any fear. Above all, reports should
include all the realities and genuine problems of each

department.

One needs to check whether or not he has communicated
effectively either by observing the result of the influence
or through any other feedback. Regarding this, Haire (in
Wilson, 1966:394) states as follows:

Unless one has some way of finding out
what was heard, either by observing
subsequent behavior or by some kind of
restatement, communication must remain
pretty much a matter of shooting in the
dark, with very uncertain results.

It is also essential to check the messages coming from
subordinates. If it is not correct, it can mislead the
superior. The validity, reliability, timeliness, and
pertinence of the information has to be evaluated before

using it for decision.

Usually, subordinates try to communicate upwards if
the message does not creste anything against thenm.
Concerning this Tosi, Rizzo, and Carroll (1986:395) report

that subordinates who have stronger motivation for promotion

N et e AT G SR s e e SR e A R a5 A e A i e
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flo not communicate their job problems to their superiors.
They don't also send messages that do not interest their

bosses.

There are individuals that usually pass information
to others or those who control messages before they reach
authorities - gate keepers, commonly like secretaries and
assistant managers. These people filter put some of the
messages which they think should not reach their bosses,
Filtering may be helpful in selecting information which is
accurate and up-to-date from the garbage but in most cases
it is harmful because 1) it deprives the administrators
of valuable information needed for the successful direction
of the organization and 2) it keeps the workers' grievances

unheard and thus unyrectified (Butler, 1986:365).

Free upward flow of messages can take place if teachers
and administrative staff members are highly encouraged by
school principals not only in words but also in deeds. For
this, various suggestion. schemes must be extended to gather
information and opinions from staff members. Staff members
must have freedom even to criticize the school administrators
when they make mistakes., The school administrators also
need to be ready to correct their mistakes when they are
told by the staff members concretely. In general, thé school
administration has to have an open door policy so that there

can be a smooth upward communication.

—
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2.5.2. Horizontal Movement of Messages

This is the transmission of messages between people
of similar positional level across the lines of the formal
organization's chain of command, Interd@epartmental
committee meetings and distribution of written reports
among members of the same hierarchical level are among the

examples of lateral communication,

Senders and receivers of horizontal messages often
share similar backgrounds of education and experience.
Reports may move within a single organizational unit such
as the personnel unit or among units of equal status in the
school system as in physics and chemistry departments,
Teachers who teach the same subject and grade usually

discuss together to develop their teaching methods.,

"People in the same boat share the same problems™ 2
(Ketz and Kahn, 1987:445) and hence, workers at the same
positional level or peer groups usually meet and discuss
common problems., In addition to providing task coordination,
this type of communication furnishes emotional and social

support to the individual.

In schools where authoritarian principals are found,
teachers and administrative staff members will not trust
one another. The more a system becomes authoritarian, the
more the workers: will be suspicious of each other and so

the more restricted horizontel communication will there be.
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In such 8 system the unity of workers will be very low

(Katz, and Kahn, 1978:445).

In organizations, schools included, all the three
directions are very essential. Downward communication is
the flow of information from supérior to subordinate in
the organizational chain of command., Upward communication
refers to messages sent.ffom subordinate to superior
while lateral communication is exchange of messages
between people at similar hierarchical level. In the words
of Fisher (1981:44) "Hownward communication commands and
instructs; upward communication informs, and lateral

communication coordinates."™

2.6 Communication in the Classical and Human

Relations Schools

The Classical School and the Human Relations School
have different views on communication. The following
discussion tries to elaborate: how the two schools vary

in their views.,

2.6¢1¢ The Classical School and Communication

According to Butler (1986:363), communication practices
which occur within classical organizations are downward
with little of them going upward or sideways. The classical
school depended much on passing strong directives downwards

which should be implemented without any questions.
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Griffith (1979:23) confirms this fact as follows.

The classical organizational model
conceived of communication mainly as
the transmission of orders and
information from higher to lower
echelons. ILittle thought was given to
the necessity of communication between
ranks or from lower to higher ranks.,

Downward communication alone cannot bring much progress
to organizations because it focuses on what administrators
want to say and it does not take into account what the
subordinates say. If it disregards the information, opinions
and attitudes of the subordinates, one can not expect that
a long lasting harmonious working condition prevails in the

organization.

Classical administrators consider workers as machines
and allow only one way communication. They don't accept
Drucker's statement « "communication is the act of the
feceipient" (1970:16).h If they don't get the necessary
feedback from their subordinates théy can not have a
thorough understanding of the problems existing in their
organizations. Hence, they will not be able to solve the

problems concretely.

School principals should not simply send directives,
orders, and generally impose their attitudes and wishes

on their subordinates. They need also to hear and follow

what their teachers and administrative staff members say.
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Actually, no matter how strong the administration may be,
it can not have its goals and cbjectives fulfilled using

only downward communication.

Therefore, the classical school was highly criticzied
by the human relations school for its disregard of

subordinates' preferences, desires, values, and aspirations.

2.6.2, Communication in the Human Relations School

The major difference between the classical and the
human relations schools was their view to organizational

communication,

The human relations school of Elton Mayo
recognized the failure of the traditional
approach to communications. Its answer

was to enjoin listening. Instead of

starting out with what I, this is the
executive, want to get across, the

executive should start out by finding

out what subordinates want to know, are
interested in, are, in other words,

receptive to (Drucker in Griffith, 1979:338).

"Communication in the human relations view is the life
blood of an organization™ (Griffith, 1979:24). This school
gives due regard to bothnléteral and upward flow of messages.,
It recognizes that productivity much depends on the interest
of the individual and that organizestion is the result of
individuals and groups. Because of this, it tries to
motivete subordinates and gives special attention to both

upward and lateral communicetions in addition to the downward
one,



- 45 =

For Griffith, understanding of the transmitted message
by the subordinates is not enough but they have also to
accept its. He says they must have the opportunity to
voice their opinions and questions in face-to-face meetings
if there is a possibility to have them listened with an
open mind., According to this school of thought, participation
is very essential to get the most out eof workers (Kast and

Rosenzweig, 1985:82),

2.7. Communication Networks

Organ and Hamner (1982:330) define communication network
as "the flow of verbal and non-verbal messages exchanged
between two or more group members"®, The direction of flow
is usually indicated by an arrow and simple lines may show

that communication is possible both ways.

In communication systems, the efficiency can be
measured in terms of the number of communication links in
a given network. It is cited by Katz and Kahn (1978:438)
that the smaller the number of communication }inks in a
group, the greater the efficiency of the group in task
performance., This has been verified by many writers who

tried to demonstrate using five member groups.

Generally, networks are of two types: centralized and

decentralized.
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2.7.1. Centraliged Networks

In the centralized& network all members are not
interconnected, There are some members who act as
connectors, Such networke may have three shepes -

'whéei‘. ‘chein’, end 'Y' (Figure 4),

Wheel ‘ Chain ¢ Y :

O

~

| ' O
O Q
e,

Figure 4. Centralized Communication Nets

(Vechhio, .1988:421)
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The wheel net has a key person in the center to whom
all the four colleagues can communicate. This means that
it has two levels of hierarchy. The person who is at the
center is the most satisfied one because he gets all the
information in the system. The other four, who are at the
periphery, since they can not communicate directly, are

dissatisfied (Stoder and Freeman, 1989:537).

The chain is also to be categorized under the
centralized network because here again one can not have a
direct connection with the othér members of the groupe.

A person is connected only with one person and he has to

communicate through other people.

The *'Y' shaped network is the same as the wheel
except that the central member in 'y' can communicate with
the fifth person through another mémber. He can not
communicate with the fifth person directly. So the fisth
member, who can not get the central person directly, will

be the most dissatisifed (Gordon, 1987:284).

2.7«2¢« Decentralized Networks

Under this category, there are two types of nets -
the circle and the all-channel. 1In the decentsalized net-
work, every member has equal chance to communicate. The

circle type of network is characterizéd by decentrality

because there is nobody acting as a center of communication.
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Each is connected in two directions - he récoiieg and
pass informetion from one to the othéf in& viéoivérs‘ﬂ
Subjects can pass their messages to eithdr or bofﬁ of.tho
two. - Here, three levels are involved, Sindi ;11 bbinﬁg |
in a oirclé sre equnlly'éiatant from the oenter; gverybpiy
has the same level of statisfaction, Ihéro'i; hobodylaf'
fhe center or at the ﬁéribhéryQ Ali.are equil (se;
Pigure 5).

In the ail-chnnnol network, every member is directly
connedted with every one. It means that everybody cen
communicate with everyone else. It hes two levels of

hierarchy. Katz and Kahn (1978:437) say that the two level

' hiererchies are more mafficient than the three level

hierarchies and the highest performence is achieved from

the least centraliczed,

Circle ’ All-channel

Figure 5. Decentralized Communication Nets
(Vecochio, 1988:42))
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"Generally, members of decentralized networks report
greatér satisfaction, while the more centralized a
structure is, the lower the satisfaction of its members"
(Vecchio, 1988:421). In the decentralized network each
member has an equal opportunity to participate in the
comnunication process, whereas in the centralized network,
members are characterized by varying abilities to obtain

and pass on communication,

Tn organizations, networks must be decentralized as
much as possible., This is because when messages pass from B
one person to another, they get distorted especially as they
flow through different levels of hierarchy. It is very
difficult to imagine that a message will carry and transmit
exactly the same meaning to all people when travelling
through various levels., Therefore, it is essential to
decentralize, for it results in minimizing misinterpretation

of messages and dissatisfaction of employees.

2.8. Informal Communication

Usually, when the form2l or sanctioned channels do
not satisfy their communication and information needs,
employees use informal channels (Dailey, 1988:319).
However, no matter huow excellent the formal communication
of an organization is, the presence of informal

communication network is known as the grapevine (Rue and
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Byars, 1986:482)., In this network, messages usually travel
outside the organization's chain of commend— may be from
secretary to personnel or from clerk to vice president and

they mostly create zruamours.

Davis and Newstrom (1985:319) report that the grapevine
can have the following advantages if it is handled carefully

and wisely.

1. It gives managers much feedbhack about employees

and their jobs.

2. It helps to translate management's formal orders

into employee language.

3. It can carry information that the formal system:

does not wish to carry.

4, It is flexible and can spread information faster

than most management communication systems.

5 It can penetrate even the tightest security screen

of the organization.

As in any organizaﬁion, grapevines also exist in
schools and active principals can use them to run their
schools effectively. They can use them to introduce change
and see the attitude of their employees towards the new
program, to counterbalance Yumours that are against the
school administrafion and the school program. Morgan

(1964:142) says "Since the grapevine is inevitably present,
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use it as one of your communication tools." According to
him, an effective leader is one who cultivates grapevine
for fruitful use, Griffith (1979:21) also states that

a skillful sdministrator is one who knows the various
informal organizations in his school or district including
their leaders because he can get opinions which might not

be openly expressed in formal meetings,

However, since the grapevine information can carry
gossip,rumours and half truths, it can be dangerous if it
is not handled wisely. The principal has to watch it out
so that it does not become the wildesf. A grapevine grows
the wildest when employees: get incomplete and ambiguous
information. Such type of information is usually
misinterpreted and exaggerated as it passes thiough various
people and so changes itself from half true to a completely
false one (Morgan, 1964:137).

One way of controlling rumours is to know how they
circulate and make a connection with the grapevine. The
principal has to create a system of getting information

everytime and correct the wild rumours.

Another method is correcting the common communication
faults - ambiguity and incompleteness. A principal should
give full information clearly and quickly. Anything relsted
to the job is important to employees. Therefore corrections

must be made even to the minor problems of communication
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as much as possible. Hence, since informal communication

has a lot of administrative adventages, school principals
need to use it in their schools in order to be successful

in their administration. Howerver, since it is also dangerous
if it is not handled with éare, the principals have to watch

it out so that it may not bring undesired resultis.

2.9, Communication Problems and their Corrective

Weesures

The importance of communication in the administration
of organizations in unquestionable. It is a key element
that facilitates organizational development. Although it
is such an important thing, there are & lot of problems that
can minimize its effectiveness., The following discussion
is intenqed to deal with the major problems and their possible

ways of overcoming then.

2.9.1+ Communication Barriers

When a message is transmitted many factors hinder its
free flow to its destination. The message may not reach the
destination as intended by the sender. "Any factor that
impedes the exchange of information betwéen a sender and
a receiver is a barrier to communication" (Stoner and
Freeman, 1989:528). Barriers are ele@eqts that interfere
with the receiver's understanding of the intended meaning

of the sender's message. Because of these barriers, some
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part of the message is lost on the way creqting some sort

of misunderstanding between the sender and the receiver.

In organizations, these barriers can create
misunderstandings between the leaders and their subordinates
or between the employees themselves. In order to have
effective communication systems in their organizations,
administrators have to know the sources of these barriers
so that they can minimize their effect on the free flow
of messages., Likewise, school principals need to be aware
of these problems so that they can solve them and enhance

easy flow of messages in their schools.

Authorities use different nomenclature and means of
classification for these barriers. Gordon (1987:227) puts
them as lack of feedback, noise, the use of language, and
listening deficiencies while Quible, Johnson, and Nott
(1981:86) list them as semantics, jargon, differencesin
hierarchical rank, failure to listen to what is being said,

hearing only what we expect or want to hear, and stereotyping.

On the other hand, Devis and Newstrom (1985:368) and
Tosi, Rizzo, and Carroll (1986:401) have categorized them

into three:

1) Personal berriers — interferences arising from

human emotions, values and poor listening habits;
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2) ©Physical barriers - hindrances occuring in the
environment in which the communication takes place;
and

3) Semantic barriers - those arising from the limitations
with which we communicate. They are mdinly assopiated

with the language employed.

According to Tosi, Rizzo and Carroll, the personal
factors which effect the communication process are as

follows,

1) Demographic characteristics
2) ©Physiological limitations - the capacity of the
brain to put the message in memory
3) Source credibility - how much we believe the source
4) Communication style preferences
5) Openness and honesty
6) Self concept
73 Emotional state
8) Selective perception - We perceive what we want
to perceive
S) Trust in others
10) Interpersonel anxiety
11) ©Personal connotations
12. Similarity of personal characteristics -
Communication between two persons that hgve similar

characteristics is very effective.
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Emotion is one barrier that can hinder the effectiveness
of communication. The receiver's feeling at the time of
receipt of a message will influénce how he interpretes it.
The person's emotion greatly affects how he decodes that
message. The same message can have different meanings at

various emotional tones.

The receiver's attitude towards the message and the
source also affecfs comnunication effectiveness (Robbins,
1989:272), If the climate is conducive and if there is
harmony among the people in the organization, messages can
flow freely. "The more supportive the climate, the more
willing people are to communicate® (Dailey, 1988:304). 1If
employees are not motivated to communicate, if messages are
not interesting to their receivers, and if there is no good
inter—employee reletionship, there can not be effective

exchange of messages in that organization.

Jay (in Gibson, 1982:283) clearly indicates the
relationship between organizational climate and communication

breakdowns ss follows.

When management is effective and
relationships are sound, problems of
communication tend not to occur. It

is only when relationships among members
of the orgesnization are unsound and
fraught with unarticulated tensions

that one hears complaints of communication
breakdown.
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A school principal can effectively communicate with
his subordinate if there is no any sort of disagreement
between them. The stronger the disagreement, the less
will be the effectiveness of the communication. It means
that hostility among people is also a barrier that can
hinder the smooth movement of messages between two parties
(Vecchio, 1988:396); it can be between teachers and teachers,

between teachers and administrative staff members, etc.

Nothing can be done effectively withou* the desire
of the two parties. Both of them need to be motivated to
communicate and they heed to have similar belief on the
idea to be communicated. If the receiver does not have
positive attitude towards the sender and the message, the
comnunicator and the communicatee can not understand each
other as intended. Therefore, lack of motivation and
inattractive messages can 1limit the effectiveness of

communication.

Lack of feedback is 8lso another communication barrier.
Feedback indicates the receivers degree of understanding of
the message and his attitude towards it. Gordon (1987:227)

elaborates the concept as follows:

Feedback refers to an acknowledgement by
the receiver that the message has been
received; it provides the sender with
information about the receiver's under-
standing of the message being sent.
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If a sender does not receive any sort of feedback,
the communication is said to be one-way. One-way communication
is prevalent in autocratic type of leadership, where the
leader gives direct orders to subordinates and the

subordinates have to obey without any question.

The feedback can be in words or in deeds. If there is
feedback the source can check whether or not the receiver
has grasped the message correctly (Robbins, 1989:273). But
lack of it results in discouraging the sender not to transmit
at least any similar message in the future. For example_}
if a teacher suggesta an idea which he thinks will contribute
something for the betterment of the school and if the school
principal does not give him any feedback, the teacher will
think that the principal does not want to receive any idea
from him. Hence, he will not try to suggest any more because

he thinks that it will not be accepted at any rate.

Messages which are intended to reach their destinations
through other people are in many cases, exposed to distortion.
In schools, principals may get information from teachers
through secretaries, assistant directors, or unit leaders.

In this case, the mediators may not be aBle to transmit the
messages as the teachers encoded them. Although the degree
of such distortion varies from person to person, mediators

distort messages and they rarely transmit them as they are.

Whatsoever, such communications can not be as effective as



= BB o

those made in face-to-face interactions. Hence message
distortion by mediators is one of the barriers that can

hamper free flow of messages in an organization.

Appropriate and timely action can be taken if the
message reaches the receiver on time (Vecchio, 1988:435).
Out—-of—date information is not required in organizations
unless it is for recording purposes. Up-to-date information
is very crucial in schools. Once the time of their
implementation has passed, orders are no more orders. When
such delayed messages reach employees, they become
dissatisfied. The consequence of such delayed messages
will be more severe if the employees lose some benefits such

as transfee, promotion, or salary increment.

Too many words result in the loss of attention, interest,
and meaning. So, if too many words are used to explain
something, the message can not be transmitted effectively.
Likewise, if too much information is sent to a destination
at once, some of the information may not be understood or
the action taken may not be as expected by the sender. So,
information overload is also one barrier of communication

that should be given due regard.

A very severe problem is created usually when leaders
are unable to communicate well with their subordinates.
This may happen especially when the leaders do not have a

good knowledge of the basic principles of communication =
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and/or if they don't have good communicetion skills.
Definitely, if they don't know them well they can't apply
them in their organizations. So, lack of fundamehtal
communication knowledge and skill is also one of the barriers

to effective communication (Sigband, 1982:11).

In many cases organizational communication utilizes
verbal systems. Be it face-to-face or written, it uses
words of some languages. In many languages, some words
have more than one meaning. When such words are employed
by the sender, the receiver may not decode them as the
sender planned them to be., If the receiver does not decode
in the same way as the sender encodes messages, misunder-
standings will be created between the communicator and the
communicatee. In this regard, Certo and Appelbaum (1986:309)
stress that "8 manager should not assume that a word means
the same thihg to all people who use it." This means that
the language used can create a communication problem and

needs much attention.

Generally, the barriers may arise as a result of some
deficiencies of the individuals who are communicating,
because of the conditions under which the message is
transmitted or due to the language used as a medium.
Whatsoever, knowledge of these barriers helps people to

correct them sand conduct effective communication.
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2.9.2. Correctives to Communication ggrriers

Identifying the prevailing communication problems in
an organization is not an end by itself but it is the first
step towards creating a smooth organizational communication
system. Once the barriers are identified, it will not be

difficult to suggest how they can be remedied.

According to Fisher (1981:53), communication barriers
are characterized by multiplicity and interdependency.
Barriers tend<@o occur in clusters and one can be related
to the other. This concept leads us to the fact that
taking research based methods to resolve these barriers
would be essential so that the roots of the major barriers

can be identified and remedied easily.

0f course, there is no one best way that can be used by
all organizations to solve problems of communication
(Bavelas and Barrett in Huneryager and Heckman, 1967:573).
Each system needs to be studied so that appropriate
corrective measures can be suggested for it. And, because
things change through time, the suggested measures may not
work for long and hence the study has to be conducted
regularlyto combat the newly emerging problems. No doubt,
"The very nature of an organization makes communication
problems unavoidable" (Fisher, 1981:9). But, although it
is not possible to avoid them totally, their effect can be
minimized and the effectiveness of the communication system

can be increased.
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In view of the above facts, the following discussion

tfies to treat the major correctives of communication

problems which have been suggested by many authors to

improve the communication systems of organizations. Haney

(in Griffith, 1979:323-325) has enumerated ten pointsvthat

should be known by both the source and the receiver to

exchange messages effectively.

1.
2.
3e

Take notes,
Give details in order,
Query and paraphrase.

Distinguish between

inference and observafion.

Slow down your oral,
transmissions,

6.
Te
8.

9.

10.

Simplify the message.
Use dual media,

Highlight the
important point.

Reduce the number:
of links in the chsain.

Preview and review,

These are general ideas which need the attention of

both school principals and their subordinates. They are

ideas which can be implemented in any organization to prevent

distortion of messages and misunderstandings.

According to Gordon (1987:228), improving communication

accuracy comes mainly from:

1)
2)
3)

Creating a supportive communication climate,

Using non-verbal language productively, and

Using active listening techniques.,

He further states that the leader, in trying to create
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a supportive communication climate:

1) is open and frank;
2) respects and trusts others;
3) jointly collaborates in solving problems; and

4) gives and asks for information.

In schools, principals can be successful in overcoming
communication barriers if they'try their best to aeate a
climate where teachers and administrative staff members
feel free to communicate any idea with anybody in the school

so long as the message is appropriate and timely.

Supportive communication climate presupposes the
implementation of "open-door policy" (Davis and Newstrom,
1989:87) in schools. This policy can narrow the status gap
between the principals and the staff members by paving the

road for free flow of messages between the two parties,

The use of non-verbal communication, together with the
verbal one, increases the effectiveness of the exchange of
messages, Non-verbal symbols make messages more understandable
and avoid vagueness., When more medis are employed in

transmitting messages, the effect of barriers decreases,

The use of active listening methods is also one of the
most important methods of overcoming the barriers. IListeming

is usually interrupted by various external and internal
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factors., Unnecessary sound (noise) and other things that
take the attention of the listener minimize his listening
effectiveness, So, active listeners can try to control
these impediments and listen carefully to grasp the sender's
message because real communication occurs when people listen
with understanding and when they see an idea or a ttitude
from the other person's point of view (Rogers in Griffith,

1979:308).

Another important method of overcoming communication
barriers is knowing the receipient's range of perception.
"There is no possibility of communications unless we first
know what the receipient, the tnue communicator, can see
and why" (Drucker, 1970:8). The message should not only
be to the level of the receiver's understanding ebility but
also needs to be designed to atti‘act him, This usually demands

for creative method of presentation,

The other measure that should be taken to control
communication barriers is to send the message through
recognized organizational channels., Wolf (1979:9) seems

to have given due regard to this point when he says

To ensure that your messgge is properly
trensmitted, send it through recognized
organizational channels unless special
authorization or extra ordinary
circumstances campel you to do otherwise.

This helps the message to reach its destination on time and

prevents it from being lost on the way.
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Certo and Appelbaum (1986:308-309) give emphasis to
the use of simple langusge and the transmission of simple
messages., Complex and vague messages are less likely to
be understood and accepted. School principals and staff
members have to try to make their messages clear and simple
as much as possible., It is not only the content of the
message which has to be simple and clear but also the

langwe ge of the transmission.

In this chapter, effort has been made to discuss the
major concepts and views of various authors related to the
research topic. These concepts will serve as the bases for
the interpretation and analysis of the datas in the next

chapter,
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CHAPTER THREE
3. ANALYSIS AND INTERPRETATION OF THE DATA

This chapter is devoted to the enalysis and inter-
pretation of the data gathered through questionnaires
distributed to the teachers, principals, end other
administrative staff members of the sample schools.

The interpretation and discussion is based on the principles
and theoriee included in the previous chapter.
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Table 2, Characteristics of the Study Populetion

Acedemic Adm.

Staff Principals

Itenms Staff
No. % No. % No. %
1. Sex ' '
1.1 Male 276 89.0 58 T2.5 27 96.4
1.2 Female 34 11,0 22 27.5 1_ 3.6
Total _310__100 80 100 28 100
2. Educ. level
2.1 Master's Degree 11 345 - - - -
2.2 Bachelor's Degree 153 49.4 4 5.0 22 178.6
2.3 12 + 3 i3 4,2 13 16.3 2 Te1
2.4 12 + 2 130 41,9 15 18.7 4 14.3
2,5 12 + 1 3 1.0 14 17.5 = e
2.6 12th grade - - 18 22,5 - -
2.7 _below grade 12 - - 16 20,0 oo -
Total 310 100 80 100 - -
3. Field of study
3.1 Educ. Adm. 3 1.0 2 25 9 32.1.
3.2 Ped. Science 15 4.8 - - 3 10.7
3.3 Acedemic area 247 T79.7 40 50.0 15 53.6
3.4 Vocationel 45 14.5 4 5.0 1 3.6
3.5 Miscellaneous . - 34 42.5 - -
Total 310 100 80 100 28 100
4, Years of service
4.1 21 years and above 32 10.3 12 15.0 4 14.3
4,2 16 - 20 years 78 25.2 23 28,7 10 35.7
4.3 11 - 15 years 83 26.8 28 35.0 12 42.9
4.4 6 - 10 years 86 27.7 13 16.3 2 Te1
Total | 310 100 80 100 28 100
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3.1 Description of the Study Population

The purpose of this sub-topic is to give some bhasic
information about the target population., Table 2 will be
used as the basis for the general description. The tsarget
groups of this study were teachers, administrative s taff
members, and principals of the twelve schools taken from
different corners of the country. Out of the 310 teachers,
only 34 (11%) were females; while in the administrative
staff, there were 22 (27.5%). The low proportion of female
population to the males in both groups of staff members
is a result of the cultural influence observed in many
developing countries. In these countries, parents want

their daughters to work at home. Even from those who get

the chance of joining schools, many are forced by their
families to withdraw after completing their elementary or
secondary education because of marriage and other social

problems,

A higher proportion of femsles is found in the
administrative staff than in the teaching staff because
of the lower educational qualification required by the
type of work. One can also observe that there is only
one female principal. This is a8 good indication that the
participation of females in this area is still very low

throughout the country.
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Item 2 in Table 2 shows the educational background
of the study population. More than half of the teaching
staff (52.9%) are graduates. They are Bachelor's or
Master's deéree holders. One hundred and thirt& (41.9%)
of them are diploma graduates and only 3 (1%) are witﬁ
the least quelification (12+1 level). So, tﬁis means that
99% of the teachers have a diploma or better qualification.

If the unqualified (1%4) ere given priority to improve
their quslification or are’transfered to elementary schools
and if some of the diploma graduates get the chance of
attending degree programs, the status of the academic
staff can be at a very good condition although it is

satisfactory at present.

Majority of the principals (78.6%) are first degree
holders and the rest are of 12 + 2 and 12 + 3 level. It
is common to see diploma greduates, with long years of
service in the Ministry essigned as essistant principals
in some senior secondary schools. Since this practice by
the Ministry can have negative consequences on the work,
it will be helpful to replace them by degree graduates

with reasonable experience. at least to raise theiiracceptahce
by the staff,

The administrative staff has relatively lower
educational qualification compared to the teachers and
principals, Forty eight (60%) of them are of 12 4+ 1 level
and below while only 4 (5%) ére with B.A. degree.
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Since the administrative staff comprises people assigned
to accomplish tasks renging from cleaning and gardening
to personnel administration, it is not surprising to see

16 (20%4) of them being below grade 12,

Regarding the fields of study of the staff members,
79.7% of the teachers, 50% of the administrative staff, and
53.6% of the principals h;ve studied academic subjects.
Three (1%) of the teachers, 2 (2.5¢) of the sdministrative
staff, snd 9 (32.1%) of the principals are educational
adgin;§tration maj&rs. It is reasonable to see a great
majority of the teachers majoring in academic subjects
a8 most of the subjects taught in the schools are of
academic nature. But the presence of 15 (53.6%) academic
subjects major principals and only 9 (32.1%) educationsl
administration mejors is something which aftracts the
attention of many educstors. Senior secondary school
principals should preferably be professiona; administrators

and not academic subject majors.

As is the usual practice of the Ministry, these non
professional principals have been promoted after serving
as teachers for some years, The writer believes that such
inappropriate sssignments need special attention of the

Ministry.

Item 4 in Table 2 indicates the distribution of the
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staff members according to their service years. It reveals
that 193 (62.3%) of the teachers, 63 (78.7%) of the
administrative staff, and 26 (92.9%) of the principals

have served for more than 10 years.

The long service of respondents is perhaps a good
reason to believe that the information collected is reliable
because the longer they serve in schools, the better
understanding of their schools they can have, Similarly,
they can also be in a better position to accomplish thdr

tasks,

3.2, Analysis of the Research Data

This part of the thesis tries to analyse and discuss
the data collected from the sample schools to seek |
appropriate answers for the basic questions reised at the

beginning of the research.
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Table 3. Favourableness of School Climate

Mean Ratings

Academic Adm.Staff Principals
Items Staff .
N = 310 N =280 N=28

1« The school administration '
encourages staff 5
independence 1.9 2.2 3.8

2. The school edministration
keeps good relations with

the staff 1.8 1.9 305
3. The principals are open

in their discussion 1.8 1.8 3e3
4, The principals promote

high staff morale 1.6 1.7 2.9
5 The principels trust

staff members 1.2 1.4 2.8

Grand Mean 1.7 1.8 3.3

Standard deviation 0.28 0.29 0.42

N.B. The following values are used in all tables involving
ratings except in Table 17.

1 = strongly disagree 2 = disagree 3= undecided
4.= agree 5 = strongly agree

The coefficient of correlation between the academic
and the administrative staff (r) = 0.92.

The table above contains some elements that try to show
the type of organizational climate prevailing in the schools,
Both groups of the administrative and academic staff members
responded that the school administrators do not encourage

staff independence. The low mean rating of the academic



=Tz =

staff (1.9) and that of the administrative staff (2.2)
reveal this fact. They have also indicated that the
school administratidn does not keep good relations with
the staff. The ratings given to this item are also very
low (1.8 and 1.9). So, according to the responses of the
employees, the school administrators do not encourage staff
independence; nor do they have harmonious reletions with

their staff members,

As can be seen in the table, the responses of the
principals seem to contradict with those of the subordinates.
The principals responded that staff independence is
encouraged and they have also good relations with the

staff.

Undoubtedly, such responses are expected because the
principals might assume that it will have negative effect
on their personality if they give negative responses, In
many instances people are not ready to accept their mistakes.
They rather try to be on the deffensive side as much as
possible. However, it can be noted that even the principals
did not choose the "strongly agree" response. The mean
ratings 3.8 and 3.5‘indicate that their responses lie

somewhere between "undecided™ and "agree™.

For effective communication to teke place, favourable

and hérmonious relations need to exist in schools, Staff



members should be encouraged to feel free. If steff
members are not free to express their ideeas end interact
with their administrators and with their peers, exchange
of messages between staff members will be limited and

this can affect the school work to a great extent,

Item 3 in Table 3 was intended to investigate whether
or not the principals are open in their discussion. Both
the acedemic and edministrative staff members rated it
1.8, to indicate that they are not open in their discussions,
although the principals rated it higher (3.3).

When principals are not open in their discussions,
staff members can not trust them and they can not feel free
to send messages upwards. Horizontal communication too can
not be as effective as it should be because the employees
also will not be open in their discussions and will be
reserved not to discuss things openly with their peers.

The lack of openness in discussions on the part of the
principels may be the result of the lack of positive
attitude%owards the subordinetes as has been revealed by
the responses given for item 5 in the table. If principals
do not trust their staff members, the steff members also
can not trust them. Therefore in such type of inhibiting
environment, where employees do not trust each other, one

can not expect to see free flow of messages in any direction.



Staff members will be reluctant to communicste vertdcally
and horizontally when the principals keep things secret

unnecessarily.

According to the responses given for item 4, the
principels do not promote high staff morale. Since employees
with low morale can not communicate effectively end becauﬁe
effective communicetion is very essential for task
accomplishment; principals should try their best to raise
the staff morale. Otherwise, they cen not be successful

in achieving their goals.

The coefficient of correlation (0.92) between the
ratings of the two groups of subordinates shows that they
have similer views on the stated items., Both stated that
there was not conducive climate in the schools to
facilitate free transmission of messages., Effective
comnunicaetion tekes place in organizations where employees
feel free and a sense of beldngingness. As stated by
Prassad and Bannerjee (1985:76) ™acceptance of any statement
needs a smooth and proper climaté of mutual trust and
confidence™. Unfortunately, no such type of climate seenms
to exist in the schoolé. This has been confirmed by the

low grend mean ratings givén of the respondents.
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Table 4. The Status of Upward Communicetion

Mean Ratings
Academic Adm. Princi-
4 sens Staff  Staff pals

N=310 N=8 N= 28

1.

2.

3.

4.

5.

6.

Te

8.

The school administration

has created various

mechanisms through which it

cen get information from the

staff. 1.3 1.4 2.3

When upward communication is

received the school

administration responds to it

quicklyo 1.5 1.6 3.4

The principals are aware of
staff problems. 1.4 1.7 3.2

In the orientation sessions

new staff members are advised

to suggest ideas to the

school administration. 1.5 1.7 3.5

When the principals' ideas

are of little value staff

members don't hesitate to

tell them. - 1.8 1.8 32

Staff members can discuss
their performance evaluation
with the principals. 1.6 1.4 3.8

Staff members are in good
communicating terms with the
principals. 109 2.0 203

The adm. body is accessible
to all staff members to
discuss school maetters. 1.8 1.9 3.9

Grand mean 1.6 1.7 3.1

Standard deviation 0.21 0.22 0.70

The coefficient of correlation between the responses
of the academic and the edministration staff = 0.77
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As can be seen in Table 4, the school edministration
has not created various mechanisms through which it can
get information from the staff. The three groups of
respondents have agreed on this point., Their ratings
are very low and all disagreed to the stetement indicating
the availability of mechanisms like suggestion box for

all upward bound messages,

Through upward communication school principals can
get informetion about what is happening in their schools,
It is through this type of communicstion that they can
detect whether or not problems exist. If there are no ways
through which teachers and administrative s taff members cen
forward their ideas upwards, the principals will not be in a
position to take appropriate measures to solve existing
problems because they can't get up-to-date and concrete
information about the nature of the problems. Timely and
proper decisions can be arrived at when the prihcipals try
to gather ideas and opinions from various concerned people.
Since school problems ere interrelated, the principals can
not solve them alone but together with other concerned school

personnel.

Because of the absence of such types of mechanisme, the
principals are not aware of staff problems. This can be
clearly understood from the low ratings given to item 3 in
the table above. The teachers and the administrative staff

members have strongly stated that the principals sre not



aware of the staff problems. They could be aware of the
problems if they had created different kinds of chennels
for upward communication. Definitely, without the knowledge
of their problems it is notﬁpossible to communicate with the
staff effectively.

Even if upward communication is received, the
administration does not respond to it quickly. As is
indicated in item 2 of Table 4, the mean ratings given by the
teachers and the administrative s taff for this item are very
low: 1.5 and 1.6 respectively. However, the principals
rated this item relatively higher even though their mean
rating is also below 3.5. When they receive messages from
their subordinates, principals need to give the necessary
feedback as soon as possible because the feedback can
motivate them to send more messages when there is a need;

but it is discouraging not to respond to it quickly.

It can also be seen from the ratings in Table 4 item 8
that the school administrators are not accessible to all
staff members to discuss school matters. While both groups
of subordinates confirmed this fact, the principals responded
that they are accesible to all. It seems that the principels
are becoming self defensive. On the other hand, one can
see that similar ratings were given to item 6. According
to these responses, staff members usually do not have the

opprortunity to discuss their performance evaluation with
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their principals, The lowest rating value of the
administrative staff (1.4) seems to indicate the relisbility
of the responses because the rules of the C.P.A. and the
MOE do not allow the principals to discuss the performance
evéluation results with the administrative s taff members
unless the result is very low (below 2,45). However, the
academic staff should be given the opportunity to discuss
such mattéers with their principals even though many
principals are not willing to do so. The responses show
that there are few school principels who conduct such

discussions with their subordinates.

Moreover, there are also some items where the three
groups of respondents have given similar responses., Item 5
can be a good example for this although the principel
rated it a bit higher. All the group(egfeed that when
staffmembers think that the principals* ideas are of little
value they don't usually let them know; This is a good
indicetion thaf the staff members are not in good communicating
terms with the principals (See item 7). Teachers and
administrative staff members can correct their principals
whenever they make mistakes if the steff members are oriented
and if they think that the principals will accept such
practices with pleasure. Otherwise if they know that the
principals will not take them positively, they will be forced
to feed the grapevines instead of telling them in face-to-
face talks, :



Actually, the staff members could also use suggestion
boxes to show that the principals'! ideas are of little
value, Better and valuable suggeétions could come through
them; but unforunately, as has been indicated earlier, such

opportunities are elmost non-existent in the schools,

So, generally, the table clearly shows that upward
communication has not been given the necessary attention
in the schools. The low grand means of the ratings of the
two groups of subordinates (1.7) end that of the principals
(3.1) with very low stendard deviation reveal that upward
movement of messages is very much limited although it has

many benefits,

Since it is a necessity, school principals need to
motivate their subordinates to suggest constructive ideas
in meetings and through other mechanisms. They have to give
them freedom to use their creativity and initiate change.
They must give quick response to questions, suggestions, etc.
coming from teachers end administrative staff members. But
in reality, both the teacherm and the edministrative staff
of the schools have reported that their principals neither
encourage them to communicate upwards nor do they give the

opportunity to do so.

Both groups of subordinates gave negative responses

with very low variation for esch item (standard deviation
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 is less than 0.5). Their responses are also very much
related i.e., having‘great relationship (2 = 0.,77). This
shows that the teachers and the administrative staff
members perceive the upward movement of messages kn their

schools in the same way.

Table 5. Purposes of Upward Communication

Mean Ranks
Academic Adm. Princi-
Item Staff Staff pals

— N=310 N=80 N= 28

1. Give feedback for downward

comnunication 3.0 2.0 3.0
2. Report how things were

performed 3.0 2.6 3.0
3. Gain personal populerity 3.4 551 4.1
4. Tell the fault of others 4.4 4,2 4.6
5. Ask for personal benefits: 4.6 4.3 4.9
6. Ask for clarity 5.0 5¢3 4.8
7. Suggest new ways of doing

things 506 508 6.1
8. Criticize the school

administration 7.0 67 5«5

Rank order correlation coefficient (r) between the
academic and administrative staff = 0.95.

Upward communication in the mchools, as reported by

the teachers, administrative staff members and the principals,



hag been mainly used to give feedback for downward
communication (to report how things were performed, since
both item 1 and 2 are more or less similar), to gain
personal popularity, and to tell the fault of others., The
academic staff and the principels ranked items 1-4 similsrly
while they differed with the administrative staff with
regard to item 3 (see the table). The first two items are,
definitely, the genuine and legal purposes of sending
messages from subordinates to the heads. On the other hadd,
items 3 and 4 are not legally‘accepted in organizational
communication because they are not meant to enhance the work
of the organization but rather for the growth of the
individual at the expense of others. So, since such
practices should not continue, principals have to design
mechanisms by which they can discoursge them because offices
should not be centers where gossips are entertained. If
people want to tell the fault of others, they have to do it
infront of the concerned parties so that they can learn from

their mistakes when ever they make.

The other important purpose of why subordinstes
communicate with their heads is to ask for personal benefits.
There are some benefits which school employees want to get
altnough the type and range of these benefits varies from
school to school. Some of these can be employment in the
evening school, promotion opportunities, reasonable work

load, etc. It is & common pfactice to see arguments between
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teachers and administrative staff on one hand and principals

on the other asbout the sharing of some benefits among theam.

It is also surprising to see asking for clarity,

suggeéting new ways of doing things, end commenting on the

o

work of school administrators being ranked : ééventh,

eand eighth respectively. Togically, these items should be
third, fourth end fifth importent purposes. But,

unfor tunately, they were ranked lest and this is an indication
of the misuse of upward communication in the_schools‘except
for items 1 and 2, This condition makes the existing limited

upward movement of messages defficient.

The very high rank order correletion coefficient (0.95)
between the ranks given by the acedemic and the administrative |
staff members shows the degree of agreement between them in
rating the purposes of upward communication in the 1list,
Both groups have similer views and attitudes towards these

elements,
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Table 6. The Status of Downward Communication

Mean Ratings
Academic Adm. Princi-
;tems Staff Staff paels

N = 310 N=80 N= 28

1e The principals appreciate
the work of the staff. 1.3 108 2.3

2. Employees are provided with
the necessary information
during work assignment. 2.1 2.4 3.6

3. Employees receive their
job description upon first
repor ting to work. 2.5 2.8 3.6

4, Employees are given written
rules and regulations of
their schools. 2.4 2.7 3.5

5. Administration arranges an
orientation session for

the new staff. 1.8 203 3.0
Grand Mean 2.0 2.4 4.2
Staendard deviation 0.49 0.39 0.58

The coefficient of correlation between the academic
and the administrative staff = 0,99

Table 6 shows the general picture of downward
communication in the schools under s tudy. In this table,
item 5 indicates that the administrators do not arrange
orientation sessions for new staff members. This can be
understood from the low retings given by the academic staff
(1.8), the administrative staff (2.3), and by the principals
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(3.0)s Even the principels have not confirmed the organization
of orientation sessions in their schools. It shows that
most of them do not arrange such sessions. ‘Orientation
programs are very essential to welcome the new staff members
and to give them some basic information how they can tackle
some of the major problems they face. It is generally
recognised that despite the seund profeésional preparation
of the new staff, there are many frustreting and difficult
problems in getting off to s good start in a new school
situation. It is the purpose of orientation sessions to
anticigate as meny of the problems as possible end provid;
help in solving them so that new teachers can do their work

with minimum discomfort.

Some of the information which the new employees need
to know are the overall picture of the school, desired -
relationships between steff members, school regulations,
etc. The programs are to help the steff to think that their
success is important to the school community as a whole and
that each staff member matters as an individual., Generally,
since such programs are organized to acquaint the new staff
with the school and its program, failure to arrange such
sessions at school level is to make the new employees more
confused. Therefore school principals need to give very high
attention to the organization of such sessions in their
schools,

Item 3 in the same table is also very much related to
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the above concept. It deals with the provision of job
description to the new staff upon first reporting to work,
According to the mean rating of the academic staff (2.5) and
that of the administrative s taff (2.8), job descriptions

are not given upon first arrival at school. On the other
hand, most of the principals reported something contrary to
this, According to the ratings, new staff members are
provided with job descriptions right at their first arrival.
This shows that the principals have understood the necessity
of the provision before the staff members begin work. The
writer has observed many schools where new employees get
their job descriptions after a month or so, or not at all

in some cases,

Usually principels essign teachers simply to teach
classes or assign typists to type, etc. without giving
their respestive detailed job descriptions stated by the
Ministry. This kind of assignment, together with the lack
of orientation, can frustrate the staff and therefore needs
to get due regard. The subordinates also indicated that the
principals don't give them written rules and regulations of
their schools. This has been reported by their low ratings
given to item 4 of Table 6. Although the principals gave
relatively higher séores, they did not strongly indicate the

issuance of the school rules and regulations to the staff,

Besides, the staff pointed out that the principals
don't give them the necessary information when they assign
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them to accomplish tasks even though the pringipals reported
that they did. Steff members need to know whet im exactly
expected from them., Therefore it will be esgential to give
them the necessary information and guidance which‘is needed
for the successful completion of their sssignments. Lack

of such guidance can résult in waestage of time and other
resources. The result obtained may not elso he as expected.
Such practices should be improved because employees can

develop negative attitude kowards work assignments,

A1l the three groups of respondents egreed that the
principals don't usually appreciate the work of their
subordinates., The teachers, the administrative staff, and
the principals rated this items 1.3, 1.8, and 2,3 respectively.
So these very low ratings reveal lack of appreciation on
the part of the principals., When steff members do something
beneficial to their schools, the principals have to give
them the necessary feedback. They need to appreciate their

gbod work and encourage them to do more in the future.

Generally, it can be seen from the grand mean ratings
that downward communication is not effectively utilized.
Orientation sessions to acquaint the new staff with the
school environment, written rules and regulations to secure
uniformity, and feedback to encourage good results and to
prevent unnecessary practices are some of the phenomena
‘which should be strengthened in schools in order to have

effective downward communication.
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Teble 7. Purposes of Downward Commuhication

¥Mean Ranks
Academic Adm, Princi-
Tteas Staff  Staff pals

N=310 N=80 N= 28

1« Introduce policies and

programs 1.6 2.2 2.3
2. PFree oneself from blame 3.1 3.2 4.3
3. Show authority 3.1 4.5 6.2
4. Criticize employees 4,0 3.2 6.0
5. Elaborate duties 542 4.9 549
6. Give feedback for upward

communication 5ed 5.8 3.6
Te Solve staff problems: 6.5 . 5.6 3.8
8. Motivate employees Tel . 646 3.8

Rank order correlation coefficient between the
acacemic and the adm, staff = 0.95

The most important purpose of downward communication
in the schools as reported by the three groups of
respondents is the introduction of policies and programs,
This item has been ranked first by a great majority of them
(see Appendix B.5). Since school policies and programs need
to be discussed and should be clearly understood by all
members of the school community, it is logical to give them
the first priority. These documents are very essential

because they help the staff members to accomplish their
tasks not only according to the broadly drafted requirements
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of the Ministry of Education but also to organize them in

line with the specific directives and procedures possed by

the authorities at school level. Without the knowledge of
policies and programs, the teachers and administrative staff
members can not fulfill the requirements of their institutions.
Therefore, using downward communication to introduce policies
and progranms iélquite acceptables In this regerd, a
committee organized to evealuate the effectiveness of the
educational administration structure and planning of the
Ethiopian educational system (1985:31) stated that policies,
directives, and guidelines of the Ministry of Education
should be clearly known by teachers and administrative staff

is

because it believed that knowledge of these policies and

N
directives helps to minimize conflict and misunderstanding

among staff members,

The next important purposes of sending messages down
wards as indicated by the subordinates are to free oneself
from blame, to show eauthority, and to criticize employees.
However, the principals denied this fact. It seems that the
responses of the teachers and administrative steff members
are acceptable because there are some signs that betray the
principals as authoritiative, 'Ali groups have agreed that
the most importent direction of communication is downwards
(see Table 9) and that upward communication has not been
given due regard (see Table 4). This is an indication that

the principals can use downward communication to show
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authority and to criticize employees. One cen see that the
responsés of the subordinates are very much similar: with

a rank order correlation coefficient of 0.95. This makes
their report more acceptable than that of the principals.
It is also known that, it is not common to hear people

saying negative things about themselves.

On the other hand, it can be seen that the academic
and administrative staff members have shown that giving
feedback for upward communication, solving staff problems,
énd motivating employees are given the least importance in
downward communication slthough the principals have ranked
them higher, Still here, the disagreement seems to be as
a result of putting oneself on the safe side because the
" principals have also indicated that they don't promote high
staff moraie when responding to other iteams tsee Tgble 3
item 4), It is to be remembered thet the low scores given
to item 2 and 3 in Table 4 are also in congruence with the
responses of the subordinates. So, from this i§ eppears
safe to conclude that the prihcipals are trying to defend

themselvese.

As principals are working mainly with professionals
and not with deily lebourers, they need to be sociahle and
approachable. If they are authoritariasn and if they don't
try to understand and solve staff problems, their
e@ployees will not be effective in accomplishing their tasks.
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Table 8., The Status of Horizontal Communication

Mean Batiggg

Items Academic Adm, Princi-
Staff Staff pals
N = 310 N=80 N= 28

1. There is good cooperation
between the scademic and
edministration staff. 1.2 1.3 1.9

2. Staff members enjoy friendly :
relationship with each other 1.4 136 2.0

3. Staff members are usually
seen working cooperatively 1.3 1.6 1.9

4, There is high spirit of

cooperation in the school 1.5 1.8 2.2

Grand Mean lo‘ 1.6 2.0

Standard deviation 0.13 0.21 0.14
T P ™

The coefficient of correlation between the responses
of the academic and adm. staff members = 0.94.

It is really unfortunate that there is no good
cooperation between the academic and administrative s taff
members in the schools, The very low scores given by
subordinates have also been confirmed by the principals
(see Table 8 item 1). The problem is not only between the
teachers and the administrative staff but also among the
staff members as a whole (see item 2). Horizontal
communication is very much helpful to facilitate school work.

Teachers who teach the same subject and grade need to discuss

their problems and try to solve them together. They need



to prepare similar lesson plans, handouts, tesis, and exams
because they are using the same type of syllabus and guide.
They can also conduct research together to develop their
teaching methods. Iikewise, teachers have to cooperate
with administrative steff members because one cannot do

his work effectively without the genuine help of the bther.
Absence of good cooperation and friendly relationship can
result in low employee performance because the staftvmembers
do not feel easy and free to do their best in fulfilling
whet is expected from thenm.

This is indicated by the responses of the three groups
of respondents, They gave very low scores to items 3 and 4
(see Table 8). The teachers, the edministrative staff,
and the principals agreed in rating the two items from 1.3
to 2,2 stating that the staff members are not usually.aeen
working cooperatiﬁely and that there is no high spirit
of cooperation in the schools as a whole. This can be
clearly understood from the very low grand means rated by
all groups of respondents and from the highly related
responses (r = 0.94) of both groups of subordinates., So it
means that the absence of sound and friendly relationship
has led to absence of satisfactory work cooperation, 1In
such a very inhibiting climate it will be very difficult
to expect high or even satisfactory results, Since staff-
members are working in isolation and because there is no

mutual help, the room for sharing of experience can be
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closed and creativity of staff members may be very much
limited, Undoubtedly, such inhibiting and frustrating
circumstences ean lower staff productivity and affect the

quality of education if they ere not improved soon.

Table 9; Major Direction of Communication

Acedemie ,., Steff Principals

Itens BUsiz .

: No. % Noe % ©No. %

1. Downward 270 87.1 63 78,8 21 75.0
2. Upward 7 2.3 2 205 — -
3. Horizontal 6 1.9 2 25 = -
4, Three of them equally 21 6.8 6 TS5 4 14.3
5. Up and Downward equally 6 1.9 7 8.5 3 10.7
Total 310 100 80 100 28 100

One can easily see from the table that the prinecipal
direction of communication in the schools: is downward,
This has been indicated by 270 (87.1%4) of the acedemic staff,
63 (78.84) of the sdministrative steff, and 21 (75.0%) of
the prinéipals, This item was selected by a great méjority
of all groups of the respondents while the other items were
chosen by only a very low number, This reveals that the
movement of messages is highly dominated by the downward
direction and the other directions of communication are

utilized very little.
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In the previous discussions effort was made to see the
status of the three directions (down, up, and horizontal).
In all the discussions the data collected from the
respondents indicate that although downward communication
is the most utilized of the three, that itself is found to
be inefficient; it has neither given due regard to the
motivation of staff members nor has it been effective to
give. feedback for upward communication, In addition to
increasing the effectiveness of the downward'flow of messages,
principals also need to develop the upward and latersl ways
of transmitting ideas, opinions, ébmments, etc. ' This can
be prectical if they try to create a conducive environment
that facilitates easy flow of messages in all directions,
Although it is common to see more messages descending the
hierarchical echelons, it is not fair to leave the other
directions aside. Hence, school principals are expected
to lubricate the other communication loops in addition to
cultivating the downwaxd communication for more fruitful
purposes,
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Table 10. Communication with the Highest Frequency

Academic “Princi-
Items Staff Adm.Staff pals

No. % No. % No. %

1« Principals with teachers 180 58.0 36 45.0 15 57.1
2. Principels with edm, staff 60°19.4 6 7.5 4 14.3
3. Teachers with adm. staff 20 6.5 15 18,8 = =
4. Teachers with teachers 40 . 12,9 A“20 25,0 8 28.6
5. Adm. staff with sdm. staff 10 3.2 3 3.7 - -

Total 310 100 80 100 28 100

As can be seen in Teble 10, formal communication
between the principals and their subordinates (both teachers
and administrative staff members) is relatively higher. This
has been confirmed by 240 (77.4%) of the teachers, 42 (52.5%)
of the administrative staff, snd 20 (71.4%) of the principals.
According to the responses given, verticai communication
has been used more frequently than the lateral one.
This reveals the fact that interaction between and among
the subordinates‘is very much limited. It is to be remembered
that similar responses were obtained tq items dealing with
friendly rélationships and cooperations between staff
members (see Table 5).' This ensures the relisbility of

the data collected 5ecause the respondents have given similar

responses td items of similar concepts.
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Generally, one can understend from the previous
discussions that there is more downward mo§ement of
messages to the teachers and administrative staff followed
by upward movement from both of them than between people
of similar hierarchicel level., Thus, the movement in the
three directions may be diagrematically depicted as follows.

PRINCIPALS

TEA S STRATIVE

" STAFF

> relatively strong downward cém.

> weak upward com,

Sy very weak lateral com.

Figure 6, Intrastaff Communication Network.
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No doubt, the frequency of vertical communication will
be higher than that of the horizontal in many effective

organizations and so, it is reasonable to see more messages

moving up and down than laterally. However, since the

exchange of messages among teachers and administratige
staff members is also very essential, it has to get due
regard otherwise the school work will be unorganized and

unintegrated leading to undesirable consequences,

Table 11, Channels of Communication

Mean Ranks <

Acedemic Adm.Staff Princi-
Channels Staff pals:

N = 310 N = 80 N= 28
1 Face-to-face talks 143 1¢7 = 1.5
2. Notices 2.3 3.4 3.3
3. Through mediators: 31 3.1 3.6
4, Weetings 4.1 3.9 3.4
5. Letters 4.8 4.3 4.5
6. Telephones 5.4 4.6 4.6

Rank order cogrelation coefficient between the two
groups of subordinates = 0,93,

As reported by many of the respondents of all groups,
face-to-face communication is the major way of exchanging
ideas, comments, information, etc., in the schools, Among
the six different kinds of channels, face-to-~face interaction

was ranked first followed by various notices (see Teble 11),



It is to be recalled from the discussion on the review

of the related literature that face-to-face communication

is advantageous to both the sender and the receiver. When
principals give directives to their subordinates using this
channel, they can immediately see the subordinates* reaction
towards the given directives. The subordinates cah also ask
questions and get immediate responsds., Similarly, when an
employee (a teacher or an administrative staff) tries to
give suggestions to the principal in face-to-face talks,

he can explain his suggestion well and the principal can
ask and clear doubts if any. In the mean time, the employee
can also observe whether or not his suggestions are accepted.
Hence, because of the opportunity it gives for immediate
feedback and due to the fact that it helps to have a clear
picture of the message, face~to-face communication is a good

method which should be utilized more in the future.

The teachers and the principals ranked the distribution

of various notices second while the administrative staff

put it in the third place. For the edministrative staff
members, exchange of messageé through mediators (through
other people or third perty) is the second important‘means»
of formal communication although it is the third for the
teachers and fourth for the principels (see Table 11).
According to principles of communication, messages gét
distorted as they go through various levels or individuals.
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So, this type of transmititing or recieving messages is not
recommended at all unless other methods are ndt possible.
School principals may communicate with teachers or
administrative staff members through their secretaries

or their assistants. In such cases, the secretaries or
assistant principals tend to transmit the messages according
to their own interpfetations and interests. Hence, in so
doing, they may add or drop an element of the original
message thereby distorting or modifying the true message.

In many cases, such modified messages create misunderstandings
between the sender and the receiver, between the principals
and their subordinates or among the subordinates as in this
case., Since face-to-face interactions and meetings avoid
these pitfalls, it will be helpful to use them frequently

and to try to minimize exchanging ideas through other people.

On the contrary, it can be seen that letters and
telephones are ranked fifth and sixth respectively. Obviously,
since there aren't many offices equipped with telephone
services in the échools, it is not surprising to see the use
of this item ranked last, Likewise, tecause of the short
distance between each staff member in all schools, it is
not necessary to communicate with each staff member through

letters unless the nature of the message forces them to do so.



Table 12, Effectiveness of Written Communication

D T

Mean Ratinés

Acedemic Adm,Staff Prineci-
Items: Staff pals
_ N = 310 N = 80 N = 28

1« The written materials
transmit short and
precise messages. 15 1.4 3e4

2. The messages are clear
and easy to understand. 146 15 3.4

3. The organization of the
materials is gttractive

and inviting. 1.5 1¢3 3.2

4. The written materials
convey timely messages. 1.6 1.6 3.4
Grand meen 1.6 ~ 1.5 - 3.4
_ Standard deviation 0,06 0.13 0.10

The coefficient of correlation between the responses
of the zcademic snd the =sdm. staff = 0.89.

The preciseness and briefness of the written messages
transmitted by the principals are rated very low _ 3 1.5
and 1.4 respectively (see Table 12 item 1). Usually, when
messages are short and preéise, people can read and
understand them easily, On the other hand, if they are
long and not to the point, people get fed up and loose
interest to read them. Even if they read them they can't

grasp the message easily. Item 2 of the same table als6

shows the same thing. The low ratings (1.6 ef the teachers



and 1.5 of the adm. staff) reveal this fact. Both groups
responded that the princiﬁals don't usually sehd cleéi
messages that can be easily underétood by their subordinates,
The responses given to the related items are more or less
similar: negative, indicaeting that the written materials
(letters, notices ete.) transmitted by the principals are

neither short and precise nor clear enough to be understood.

Item 4 (Table 11) deals with the timeliness of the
messages eonvéyed by the written materials. Both groups:
of respondents replied that principals don't transmit timely
messages., The ratings are not very much different from
those of items: 1 and 2, If messages are to be effectively
used, they need to reach their destinations in time. Out—
of-date messages can frustrate employees especially if they
are beneficial to them. For example, if it is a notice that
invites: staff members for-promotion or transfer to a better
place and if they loose the chance because of its delay, they
tend to loose morale. Similarly, if it conveys instructions
that should be put into practice and reported about, the
delay of the instructions can affect their implementation
and may make the employees develop negative attitude towards

- the organization if it happens repeatedly,

Even if the messages are clear, short, and timely, they
should be orgenized in such a way that they attract people

to read them. But as can be understoodfrom the responses
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of the subordinates given to item 3, the principals do not
usually organize their written messages so that they can be
attractive and inviting because it is not only the content
that matters but also its organization. Generally, it can

be seen that, although the principals gave relatively higher
ratings, of course not high enough to lead to a positive
conclusion, both groups of subordinates rated the organization
of the written messages coming from the principals very low
(grand means @f 1.6 and 1.5 with very low standard deviation).
One can also see that there is high correlation (0.80) between
the responses of the administrative and academic staff
members which means that both of them have similar perception
of the written messages of their schools i.e., both see them

as ineffective.

Table 13, Items Related to Listening

— Mean Ratings

Items Academic Adm.Staff Princi-
Staff pals
N = 310 N = 80 N = 28

1« Principals do more
listening than taking in
discissions with staff
members. 1.8 1.8 2.8

2. The principals listen
carefully when staff

members talk to them, 1.8 1.9 3.8
3. The principals are

generally good listeners. 1.9 2.1 3.8

Grand mean 1.8 1.9 3.5

Standerd deviation 0.06 0.15 0.58

The coefficient of correlation between the responses
of the academic and the sdm. staff = 0.94, in
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Table 13 carries some elements that illuminate on the
listening effectiveness of the principals. According to
the responses given to item 1, when staff members come to
their offices to discuss some problems, the principals do
more talking than listening., The teachers, administrative
staff members, and the principals rated this item low; 1.8,
1.8, and 2.8 respectively. However as many Qommunication
experts state, effective managers are those who devote more
time to listening when discussing some problems with their
subordinates. This helps them to have a thorough understanding
of the subordinates' problems and thereby leading them to;
logical solutions. 'If the principals try to solve the
problems of their staff members without understanding them
thoroughly, they can't arrive at practical conclusions and

this can be a step forward towards failure.

The low scores given to item 2 in the same table also
show that the principals do not listen carefully when staff
members talk to them although the principals gave a higher
one - 3,8, Similar scores were obtained from the respondents
for item 3 i.e., negative from the subordinates and positive
from the principals. It means that, while the principals
rated themselves as good listeners, their subordinates rated
them as having low listening tendency. It can be seen that
there is high correlation coefficient (0.94) between the
scores given by the teachers and the administrative staff

members. Both groups have rated the principals' listening
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tendency to be low. It appears that their responses are

more acceptable because the principals have also confirmed
this with their low scores given to the first item in this
table., From this we can understand that the principals do
not listen to the staff members very carefully or critically.
It also seems that the principals have understood the
necessity of good listening and may try to practice it in

the future.

Teble 14. The Management of Meetings

Wean Ratings
Academic Adm.Staff Principals
Ttems Steff
N = 310 N = 80 N = 28
1. Democratic procedures
are used 2.1 2.3 4.1
2. Appropriate premeeting
details are communicated
and well arranged 1.9 2.1 3.9
3. Time is well managed 1.5 1.9 3.8
4, The meetings usually
achieve their objectives 2.0 2.6 3.8
5. Oral presentations of
the principals are well
prepared and delivered 1.9 2.3 4.0
6. Participants feel free
to suggest any idea 1.6 1.8 3.9
Grand Mean 1.8 242 3.9
____Standard deviation 0.23 0.29 Q.12

The coefficient of correlation between the scores of
the academic and edm. staff = 0.87.
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The teachers and the administretive staff rated item 2
of Table 14 low, stating that appropriate premeeting details
like agenda, room, etc. are not well arranged and communicated
beforehand. The distribution of agenda earlier helps the
participants to organize and bring to the meeting whatever
ideas or document they have on the issue to be discussed.
It helps the participants to see the topics raised from
different angles and digesfthem well. Generally, it can
meke them ready for effective participation and can reduce

confusion.

The teachers and the administrative s taff stated that
the oral presentations of the principals are not well
prepared and well delivered (see item 5). They indicated
this by giving low scores (1.9 and 2.3). When principals
are unable to deliver their oral presentations well in
meetings they chair, the paerticipants may not be in good
mood to participate and time also can be wasted unnecessarily.
Lack of effective time management has been reported by both
groups of subordinates. Both gave low ratings to this item
(see Table 14 item 3). They aléo responded that, in meetings
led by the principals, participants do not feel free to
suggest any idea which they think is relevant (see item 6).
This item is related to the concepts of upward communication.
In schools where upward communication is encouraged, staff
members can suggest idees which they think will contribute
for the betterment of their schools., On the other hand,




in places where school principals don't encourage such
practices, s taff members fear to suggest ideas and hence
may become reserved; or, as is observed in many cases, they

don't give ideas which are not supported by their principals.

The responses of the academic and administrative staff
members also show that the principals do not follow
democratic procedures while conducting meetings. Both
groups gave low scores on this item (see item 1 Teble 14).
Finally, aé can be seen in the table item 4, the low ratings
(2.0 end 2,6) indicate that the meetings do not usually
achieve their objectives, Obviously, if premeeting
arrangements are not well communicated, if participants
can not suggest ideas freely, and if democratic procedures
are not employed, it will be very difficult for the meetings
to hit their targets. |

On the contrary, when one tries to see the ratings of
the principals, he finds that they are all high indicating
the existence of favourable situations in meetings, The
grand mean rating of the principals (3.9) states that
participants are free to suggest any idea, time is well
managed, democratic procedures are employed, and the meetings
achieve their objectives. Since responding negatively to
these items puts the principals as ineffective in leading
meetings, it is not surprising to see higher scores.
Actually, it is uncommon to see people judging themselves

as undemocratic and uneble to lead meetings effectively.
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Therefore it appears fair to take the reports of the
feachers and administrative staff as reflecting the true

situations of the meetings.

Table 15, The Use of Informal Communication in
| Administration

Mean Batigga

Items Academic Adm.Staff Principals
Staff

N = 310 N=280 N=28

1. Principals use the
informal channel to
introduce change 145 1.9 3.4

2. Principals try to use
informal com. to counter-
balance rumors against
the school adm. 146 2.0 3e2

3. Principals try to use
the formal and informal
com., side by side. 1.8 2.3 3¢5

4. Principals welcome staff
members to discuss school

matters informally. 1.8 2.1 3.4
GrandWean 1.7 2.1 3.4
Standard devistion 0.15 0.17 0.13

Coefficient of correlation between the scores of
the academic and the adm, staff = 0.88

Item 1 in the above table shows that the school
principals are not usually observed using the informal

channel to introduce some changes in their schoqls. Even

though the principasls' ratings are not high enough to show
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the use of this channel in the introduction of changes,
those of the teachers and administrative staff members are
so low to lead the writer to conclude that its use for such
purpose is not common in the schools (see Table 15 item 1),
If school principals want to see whether or not their new
proposals can be accepted by the staff and if they want

to test their applicability in their schools, they can send
their proposals through the grapevine before they make them
official., This helps them to make some necessary
modifications or to abandon the new proposals if situations

are not favourable at all,

In the second item, the respondents have reported that
it is not common to see principals using this type of
communication to counter-balance rumors that are against the
school administration., The teachers, the administrative
staff members, end the principals gave low scores to this
item; 1.6, 2.0, and 3.2 respectively. As is stated in the
review of the related literature, effective principals
cultivate the grapevine for fruitful use. This is usually
done by trying to get important information from this network
and also by feeding it with appropriate information to
correct half truths and gossips that are against the school
administration. This is usually done in situations where
the informal channel is more useful thean the formal one.

But here, it seems that the principals have not yet under-
stood its importance because they did not cultivate it for
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fruitful use and that may be why they are not usually seen

using it side by side with the formal channel,although they

have rated this item 3.5 (see item 3). 1In this regard,

it can be advantageous to use both types'of communication

gide by side whenever necessary but of course with great

care because the grapevine can be harmful if used unwisely.

Table 16. School Principsls and Principles of
Communication (Part 1)

Items Mean Ratings

1e

2.

3.

4.

Se

6

Information should be given in the
language suitable to the receiver and
not that most convenient to the giver, 2.8

If a sender does not have a thorough
understanding of the receiver's background

it will be very difficult to have

effective com. 2.2

There is strong relationship between
organizational com. and employee
productivity. 2.8

To see the effectiveness of the conm.,
the sender needs to assess the action
taken as a result of the influence. O

Information should be given only to the
concerned people even if it is not
secret. 2.4

Information should be given at the

right time becsuse out-of-date

information is as bad as no

information 3.6

Grand mean 2.8
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The purpose of this table is to see whether or not
the principals have a thorough understanding of the
theoretical concepts of organizational communication.,
Table 16 consists of some of the general principles of
organizational communication which should get positive
respogses (high scores) from the school principals because
they are items that favour effective exchange of ideas in
schools. Item 1 deals with the suitability of the language
used in communicstion. The score given to this item is
low (2.8)s It means that they did not agree to the concept
which states that information should be given in the
language suitable to the receiver and not that most
convenient to the giver. 1In principle, this is & correct
statement because the main‘target in communication is the
receiver., The receiver can understand the messagge if it
is sent in the lenguage most suitable to him. Therefore,
the sender has to first ask himself as to how he should send
it. He must try to choose the method and medium that most

suits the communicatee as much as possible.

Item 2 also deals with similar concepts. It states
that for communication to be effective, the receiver's
background needs to be known by the sender. Backgroﬁnd in
this case comprises many elements such as educational level,
culture, interest, attitude towards the sender and the
message, etc. As can be seen in Table 16, item 2, the

principals gave the lowest score (2.2) to this item out of
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the six items in the table. This shows that they don't
agree with the concept. Item-4 of the same table stafes
that the effectiveness of communication can be understood
by assessing the action teken by the rgceiver as a result
of the message. This is true although the principals gave
it low score (2.7). By evaluating the sction of the receiver,
the sender can understend how successful he has become in
transmitting the message. If the communicatee accomplishes
the task as designed by the communicator, the communication
between the two is said to be effective. In othe? words,
if a principel aessigns a teacher to accomplish some tasks,
he can see how successful he is in transmitting that

particular message by evaluating the work done by the teacher.

Item 3 seeks to see the extent to which principals
believe the existence of relationship between organizational
communication and employee productivity. Many authors
believe that the existence of effective communication in an
organization enhances the productivity of the workers., On
the other hand, if there is no smooth exchange of ideas
between them, staff members tend not to work hard. The
principals however, did not rate this item high; which
means that they don't agree with the concept or they don't
know that organizational communication affects employee ‘

produc tivity.

The objective of item 5 is to see if the principals

have a good understanding of the problem of information



overload. As the score given to this item shows, the
principals believe that as long as it is not secret, there
is no harm if information is releesed to anybody. According
to the principles of communication however, since
information is an important tool for work, it must be
released only to the employees who need it for task
accomplishment. Only oncerned people should get and no
other people, as far as possible, because it can have a

negative impact if released unnecessarilye.

The only item with relatively higher score (3.6) in
Table 16 is item 6. From this item it can be understood
that time is very impbrtant in transmitting messages. In
schools, principals need to give the necessary information
(whatever type) to people who need it in time; otherwise,
out—of-date information is not needed except for record
purposes. 1t seems that the principals have understood the
importance of transmitting messages at the right time
because they rated it 3.6 although this is slso not very
high as it should be., Generally, it can be observed that
the grand mean for ell items included in Table 16 is 2.8
which means that the principals do not have a thorough

understanding of the stated principles of communication,
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Table 17. School Principals and Princ

Communication (Part 2)

iples of

Items

Mean Ratings:

1 Too much information does not

harm an employee 25
2. No need of telling details to teachers

because they can understand easily

even if they get very little information 2.2
3. Principals should try to withhold es

much informetion as possible because

information is power 1.7
4, There is no harm if staff members do

not send comments end suggestions so

long as there is smooth downwerd com. 2.6
5. The more channels are used the¢ less

effective will the com. be 2.7
6. The more a message crosses various

hierarchies, the more it becomes clear 2.8
T. openness and trust between superiors

and subordinates is not a prerequisite

for effective organizetional com. 3.3

Grand Mean 2.5
N.B. 1 = strongly agree 2 = agree 3 = undecided
4 = disagree 5 = strongly disagree

In Table 17, since the items are stated in negative

form, the direction of the item scores is reversed expecting

low scores for "agree" and higher ones for "dissafiree" so

that higher scores can indicate favourable conditions for

communication, Both items 1 and 5 in Table 17 involve the
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same concept and have been rated alike., Item 1 was included
here to serve as a cross-check. The respénse given to

this item again indicates that the principals do not take
information overload as & communication problem., The
principals also gave low score to item 2 (see Table 17)
stating thet there is no need of telling details to

teachers because they can understand things easily even if
they get very little information. This statement is not
correct because appropriate information must be made
available to all elements, be they teachers or others. It
it is not enough (if it is very little) they can not do
their assignments effectively and efficiently and therefare,
since such situations can hamper jbb effectiveness, the
principals need to understand the necessity of sufficient

amount of information to all staff members,

Item 3 (Table 17) shows the strong belief principals
have to withhold as much information as possible assuming
it will make them powerful. The lowest mean score of all
the items given to it (1.7) reveals this fact. Although
the statement "information is power", is true, it becomes
power if it is used wisely and not if simply kept somewhere.
Here, it is important to note that information is a resource
to be distributed to people who need it and not to be held
in one's own self interest unldss it is something which
should be kept confidential (Faransworth, 1975:63). 1If
principals try to withhold information unnecessarily, staff
members will also start playing a "tit® for tat" game.
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The principal}s rated item 4 to be 2.6. This item
states that thefe is no harm if staff members do not send
comments and suggestions upwards as long as there is
smooth downward communication., When staff members are
unable to give comments and suggest ideas to their
administrators, the administrators also will not be able
to give directives and instructions to the staff smoothly.
In schools where there is no smooth upward communication,
there can noti%ffective downward flow of messages because
the two are interrelated end one affects the other. The
statement is also wrong because if takes downward communication
as a substitute to upward communication and downgrades the
importance of comments and suggestidns from staff members.
Therefore, the low rating given to this item indicates that
the principals do not pay proper attention to upwerd

communication and focus on downward,

In item 5 (Table 17) one can see that the principals
have rated it 2.7. This statement is not correct because
it is sgainst the idea: messages get understood better when
transmitted through various channels (Cambell, Corbally, and
Nystrand; 1983:147). The principals were expected to
disagree but instead, they sgreed to it. Similarly, they
rated item 6 low (2.8). The concept in this item is opposed
to the principle which states that messages get distorted
and loose their originality as they cross various

hierarchical levels. People interprete things based on
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their perceptions, interests, and abilities. So, since

the people in the various hierarchies have different
abilities and interests, they interprete the message in
different ways and hence the message looses its original
meaning as it goes from one person to another and that is
why communication through medietors is not accepted as good

means of transmitting messages.,

The last item in Teble 17 deals with the relationship
between harmony and bommunication among staff meﬁbers.
Although a bit higher than those of others, the rating given
to this item (3.3) is not high enough to enable the researcher
arrive at a conclusion that principals have a good
understanding of the idea. The existence of openness and
trust between suberiors and subordinates is definitely a
precondition for effective organizational communication.

If there is no harmonious relationship between them and if
one does not trust the other, they can not exchange ideas
smoothly and effectively. As iteam 7 is stated in a form
contrary to this, the principals should strongly agree to
it and the mean rating should have been quite higher.
Unfortunately, it is below 3.5 and it shows that they don't
have strong belief in the importence of openness and trust

for communication.

Generally, it can be seen that the grand mean for the
items in Teble 16 is 28 while for those in Table 17 it is

2.5« The commulative mean for these two groups of items
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is 2,6 which indicates the principals' . low.  -understanding

of the major principles of communication. Hence, it is

believed that since they don't have the basic knowledge of

these principles, these people can not implement them

practically in their schools.

Tgble 18. Communication Barriers

Mean Ranks

—;cademic Adm.Staff Principals
1tems Staf?
: N = 310 N = 80 N= 28
1« ILack of interest in the
messages 2e3 4.3 3.3
2. ILack of motivation to .
communicate 3.1 1.9 2.8
3. Message distortion by
mediators 305 409 500
4., Lack of feedback 4.3 4.1 3.1
5 Information delay 5.0 3.6 4.9
6. ILack of communifation
Sklll 504 506 504
7. Hostility among staff 6.1 546 5e
fmembers:
80 Information overload 6.3 605 6.3

Rank order correlation coefficient between the-
academic and the adm, staff = 0.86,

The major communicstion barrier in the schools ss

reported by the academic staff is lack of interest in the



- 117 -

transmitted‘messages followed by lack of motivetion for
communication, For the edministraetive staff members, the
two major probleﬂs of communication are lack of motivatioh
to communicate and information delay; whereas for the
principals, lack of motivetion and lack of feedback are the
major ones, From this, one can observe that lack of
motivation for communicetion is the principal communication
problem selected by the three groups of respondents. It
can be clearly seen in Table 18 that the responses of the
teachers and those of the sdministrative staff have much

in common, with rank order correlation coefficient of 0.86.

One can also see that the three groups have agreed in
selecting the first five problems of communicetion.
According to them, these are: lack of interest in the
messages, lack of motivation to communicate, message
distortion byinediatoré, lack of feedback, and information
delay. On the other hand, they reported that lack of
communication skill, hostility among staff members, and
information oxeirloed have less effect in their schools as

compasred to the sbove mentioned barriers.

Many authors agree that people tend to hear those
things they are attracted to or believe in (Hanson, 1985:273).
If the messages do not attract them, staff members tend to
loose interest in the messeges and will be foreced to
ignore them totally or delay them for some time. Hence,

there will be no positive feedback. Similarly, the s taff
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members can not communicate effectively if their messages
are distorted by mediators or if they receive distorted
messages. Perhaps, this in turn may result in loss of

morale to communicete because communication problems are

interrelated and one can bring or aggravate the other.

Table 19. Correctives to the Barriers

Mean Ranks:
Academic Adm.Staff Principals
Items Staf?
N=310 N=80 N = 28
1. Make messages attractive 2.5 4.9 3.2
2. Wotivate employees to
communicate 3.0 2.1 2.8
3. Use direct transmission
of messages 33 4.6 5.0
4. Give opportunity for
feedback 4.3 3.8 3.2
5. Send messages on time 5.0 3.6 4.9
6. Develop the communication -
skill of the staff 51 5.0 5.4
7. Resolve hostility among
staff members 6.3 ‘ 52 5¢3
8. Give details in order. 6.5 _ 6.2 6.2

Rank order correlation coefficient between the academic
and the adm. staff = 0,87.
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As can be seen in Table 18 and Table 19, the respondents
have made a g0od match between the barriers of communication
prevailing in the schools and their corrective measures
except that the sdministrative staff members have exchanged
the proper responses of the first and the third items. As
has been the usual case in all the responses, there is high
rank order correlation coefficient (0.87) between the
responses of the administrative staff and those of the
academic staff members here also. The first five problems
already cited in Table 18 are lack of interest in the
messages, lafk of motiva;ion to communicate, message
distortion by mediators, lack of feedback, and information
delay., Similarly, the first five measures suggested by the
respondents that can be used to remedy the problems are
making messages attractive, motivating employees to communicate,
using direct transmission of messages, giving opportunity far

feedback, and sending messages on time (see Table 19).

If both the sender and the receiver clearly know the
sources of the barriers, they can minimize them and increase
the effectiveness of communication; but of course if both
have the goodwill to do so. For communication to be effective,
the message must be found in fhe psychologicél make up of
the receiver as it is in the sender (Hanson, 1985:280).

Principals have to try their best to know the interests and

wishes of their subordinates. It is very important that they



e L L A e o W

- 120 -

know what they like and what they don't so that they can
organize their messages in such a way_that they can be easily
accepted. Unless the staff members are interested in the
messages that are transmitted to them end if the messages

are not tramsmitted in the right channel at the right time,
successful exchange of ideas can not take place. Hence,
school principals need to encourage their subordinstes to
communicate by giving appropriate feedback and by sending
appropriate messages at the right time otherwise, effective

communication in these schools will be unthinksble.



CHAPTER FOUR

4, SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

The major concern of this chapter is to give the
highlights of the findings, to put the generalized trend of
the study briefly, and to cite some feasible solutions to
the prevailing problemse.

4. Yo Summal‘z

The main objective of the study was to examine the
status of communication problems in senior secondary schools
of Ethiopia. The researcher used the descriptive survey
method and his focal points were the following basic

questions,

1« What are the major channels of communication used

by principals and their subordinates %

2. Do school principals have a good knowledge of the
major principles of communication ? How is the

implementation of these principles in schools %
3. What are the major barriers of communication ?
4, Is there a smooth upward flow of messages 9

5. Do administrative staff members and teachers have
similar perception toward the communication

systems of their schools ?
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In seeking answers to these questions, the researcher
reviewed the relevant literature and prepared two types of
questionnaires based on the existing related literature to
collect data from the randomly selected schools, While one
group of the questionnaires focused on the school principals,
the other was designed to gather information from the
teachers and administrative staff members. Totally, 310
teachers, 80 administrative staff members, and 28 principals
and assistant principals of 12 senior secondary schools
systematically picked from different corners of the country
have been involved in the study. Since the questionnaires
were designed using the Likert Rating Scale, the data was
analysed with the help of various statistical tools - mean
rqting, standard deviation, coefficient of correlation, and

rank order coefficient.

4.2, Mr Findingg

The following major findings have emerged from the study.
Bubt one should also take a note that these findings might
have been possibly colored by the general negative attitude

people have towards bureaucracy.

1., The proportion of females to males is higher in

the administrative staff than in the academic one.

2. In the selected schools more than 75% of the

principels ere first degree holders and only one-
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third of them have specialized in educational

administration.

Staff members do not seem to feel free to suggest
ideas to their principals nor do they have the

opportunity to do so.

Although the major direction of communication in
the schools is downward, thet itself is not
effectively used to motivate employees and solve

their problemsl

Theie seems to be very low friendly and cooperative

relationship. among staff members.

The major channles of communication used by
principals and their subordinates are face-to-face

talks and notices.

It appears that the principals are not effective
in conducting staff meetings an in listening as
well as in transmitting written messages to their

staff members.

The use of informa$. . communication to enhance
administrative activities in the schools seems to

be very low.

It appears that the principals do not have a
thorough understanding of the basic principles of

communication.
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The major problems of communication as reported
by the school employees are lack of motivation
for communication, lack of feedback and the use

of inappropriate channels,

There is high correletion (agreement) between the
responses of the academic and those of the

administrative staff members.

Conclusions

From the above stated findings the following conclusions

have been made.

1.

2.

Because of the poor upward communication systems,
staff members havé very little opportunity to zoice
what they like and what they don't; to give comments
and suggestions; etc. Hence, oné can safely conclude
that the principals do not know much sbout the
interests and the needs of their subordinstes.,

This also shows that the séhools are not using

their human resource as effectively as they ought.

There is not much interaction between the principals
and their subordinates. As a result of the lack of
open communication system in the schools a sort of

misunderstanding seems to prevail between them,



3.

4.

- 125 =

Under this circumstance misunderstandings can develop

.and a conducive climate for effective communication cah

be lacking.

Since the primncipals do not have a thorough understanding
of the besic principles of communication, they can not

be successful in implementing them in their schools.

The high correlation between the responses of the academic
and the administrative staff members is a good indication
that both groups of subordinates have similar attitude

towards the communication systems of their schools.

4.4, Recommendations

Based on the findings and the conclusions of the study,

the following solutions are suggested to minimize the effect

of the problems of communication prevailing in the schools.

1.

Principals need not force teachers and administrative
staff members to "go by the book"™. Staff members have

to be free to use their creativehminds for the betterment
of their schools. They should not be restricted to the
rules and procedures coming from above. Of course, this
does not mean that schools must be devoid of policies,
reguletions, or standard operating procedures but it is

to indicate that there needs to be a room for deviation

50 long as this deviation does not bring sbout undesirable

consequences,
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Since administration is working with end tﬂBugh people

to achieve organizational goals, school principals need
to be capable of coordinating and mobilizing their
subordinates. They can do this successfully if they have

a thorough understanding of the major‘principles of

communication and if they are able to implement them

practicelly. Hence, it is recommended that the Ministry
of Education organizes workshops and seminars on
organizational communication regularly both at national
and regional levels, This »helps the principals to
acquaint themselves with the major principles of
communication and to develop their communication skills

as well., After the workshops and seminars, the principals

can organize training sessions for their staff members.

As the study reveals most of the principals are trained
in fields other than edufational administration.
Therefore it is advisable that the Ministry of Education
tries to assign principals who have enough training in
the field. This can be done by creating a close
connection with the Department of Educational
Administretion in A. Ababa University. To solve this
problem, the department can conduct a post graduate
diploma program, in addition to its current progrems,

to trein those principels who are unable to join the

degree program because of various ressons.
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Besides, the Ministry could also try its best to find
free scholarship opportunities to train some of its

high school principals.

It has been found that the principals do not know the
problems of their staff members well and there is very
little opportunity for upward communication. This can

be improved if the principals arrange formal vehicles,
like complaint programs, school newsletters, etc. for
listening to the gripes and problems of employees because
such mechani;ms can give staff members opportunities to

say what they feel,

Iack of feedback and deffective upward communication
prevent the principals from getting the necessary comments
and information about whet is going on in their schools
and what problems their staff members are facing.
Therefore, it will be helpful if they try to develop
positive attitude towards communication and encourage
their staff members by giving quick and appropriate
feedback for their comments and questions so that their

subordinates can also follow their models.

Since there can be other undiscovered factors, the
researcher recommends that an indepth study be conducted
to investigate how school employees can be motivated to

communicate effectively.
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APPENDIX A

Questionnaires distributed to the respondents,

Page 7 of the questionnaire was prepared only

for the prindéipals,

S
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ADDIS ABABA UNIVERSITY
FACULTY OF EDUCATION
DEPARTMENT OF EDUCATIONAL ATMINISTRATION
GRADUATE PROGRAM

GENERAI

This is a research questionnaire designed to gather information
necessary for the study of Organizational Communication in Senior
Secondary Schools of Ethiopia. Since your school is selected as one
of thesample areas, your genuine responsewill undoubtedly contribute
to the accuracy the study seeks to achieve, Therefore, you are kindly
requested to respond toeach item in the questionnaire carefully.

Thank you in . advance

NeB. 1. Throughout the questionnaire the word "directors®™ includes
both the director (principal) of your school and his assistant (s).

2. Please answer all questions,

3. Please do not write your name,

PART 1

PLEASE FILL IN EEE FOLLOWING BLANK SPACES WITH THE APPROPRIARE
RESPONSES.

1. Your School

2 Your educational qualification
?. Your field of Study
4, Years of Service

5 Your sex
6. Your responsibility now (Teacher or Director or adm. Staff

PART II

IN THE FOLLOWING ITEMS, YOU ARE KINDLY REQUESTED TO CHOOSE THE
BEST ANSWER AND INDICATE YOUR CHOICE BY CIRCLING ITS CORRESPONDING

NUBEER,
1 The school administration encourages staff independence,
13 strongly disagree  2) disagree 3) undecided
4) agree 5) strongly agree
2. The school administration keeps good relations with the staff,
1; strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree
3. The directors are open in their discussion.
_1g strongly disagree  2) disagree 3) undecided
4) agree 5) strongly agree



4o

The directors promote high staff morale.

1; strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree
5¢ The directors trust staff members.
13 strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree
THE FOLLOWING QUESTIONS ( 6 = 3) DEAL WITH THE UPWARD CQMMUNICATION
IN THE SCHOOL
te The school administration has created Various mechanisms (like

Te

Be

9.

10.

1.

12.

13.

suggestion box) through which it can getinformation from the staff.
1; strongly disagree  2) disagree 3) undecided
4) agree 5) strongly agree

When an upward communication is received the:sbho#l administration
responds to it soon,

13 strongly disagree 23 disagree 3) undecided

4) agree 5) strongly agree

The directors are generally aware of the problems of the staff,
1; strongly disagree  2) disagree 3) undecided

4) agree 5) strongly agree

In orientation sessions (if any) thenow staff member is advised
to suggest ideas to the school administration whenever he finds
it appropriate.

1) strongly disagree 2; disagree 3) undecided

4) agree 5) strongly agree

When staff member kBigk that the directors' ideas are of little
Value, they don't hesitate to let them know,

1) strongly disagree 2) disagree 3) undecided

&) agree ' 5) strongly agree

Staff members ezm discuss their perfommance evaluation with the
directors,

13 strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree
Staff members are in the good comm unicating terms with the directors.
1) strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree

The administrative body is accessible to all staff members to

discuss school matters. '
1; strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree

THE FOLLOWING ITEMS (14 - 18) ARE RELATED TO DOWNWARD COMMUNICATION.

14.

The directors appreciate the work of the staff,
13 strongly disagree  2) disagree 3) undecided
4) agree 5) strongly agree
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15¢ When a staff member is assigned to some individual or group work,
he is given with all the necessary information about the work .

to be done. i
1; strongly disagree 2§ disagree 3) undecided
4) agree 5) sttongly agree
16 Each staff member recives his job description upon first reporting
to wi]k.
1} strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree
17« Each staff member is given written rules and regulations of the
school,
1; strongly disagree 23 disagred 3) undecided
4) agree 5) strongly agree

18, When a new staff member is assigned ta the school, the school
administration arranges for an orientation session to orient the

new saff, :
1) strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree

THE FOLLOWING ITEMS (19 - 22) DEAL WITH HORIZONTAL COMMUNICATIONXIN
THE SCHOOL.

19, There is good cooperation between the academic and administrative
staff members.

13 strongly disagree 23 disagree 3) wundecided

4) agree 5) strongly agree

20, Staff members enjoy friendly personal relationship with each other,
1; strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

21. Staff members are usually sden working cooperatively.
1; strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

28, There is high spirit of cooperation in the school
1) strongly disagree 2) disagree 3) undecided

THE FOLLOWING QWESSIONS (23 - 26) REFER TO THE LETTERS, NOTICES, AND
OTHER MATERIALS WRITTEN BY THE SCHOOL DIRECTOR AND /OR HIS ASSISTANT(S).

23. In these materials the directors transmit short and precise messages.
13 strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

24, The messages are clear and easy tc.mnderstand,
1§ strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree.
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26,

The organization of the written materials is attractive and
inviting.

13 strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree

These materials usually convey timely messagese

13 strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

THE FOLLOWING ITEMS (27 - 29) DEAL WITH HOW THE DIRECTORS TRY TO LISTEN
TO WHAT STAFF MEMBERS SAY.

27,

28,

29

THE

When a staff member comes to their offices to discuss some problems,
the directors do more listening than talking,

1; strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

The directore listen carefully when staff members talk to them,
1; strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree

The directors are generally goodlistenerse.

1§ strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

FOLLOWING QUESTIONS (30 - 35) REFER TO THE MEETINGS CONDUCTED BY

THE DIRECTOR AND/OR HIS ASSISTANT(S).

30.

31

32

33

The procedures used in the meetings are democratic.
1; strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree

Appropriate premeeting details (agends, room etc.) are communicated
and well arranged.

1; strongly disagree 2; disagree 3) undecided
4) agree 8) strongly agree

In the meetings, tﬁe is well managed,

1% strongly disagree 2g disagree 3) undecided
4) agree 5) strongly agree

The meetings usually achieve their objectives.

1; strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree

In the meetings the oral presentations of the directors are well
prepared and well dedivered,

13 strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree
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35 In the meetings participants fell free to suggest any idea whéch
they think is relevant,

13 strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree

THE FOLLOWING QUESTIONS (36 = 39) ARE RELATED TO INFORMAL COMMUNICATION,

36, Occasionally the directors try to use the informal channel of
communication to introduce some chanes inthe school,
1g strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

37« The directors try to use informal ways to Counter-balance rumors
that are against the school administration.

1; strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree

38. The directors try to use bothe formal and informal channels side by
side to facilitate the school wirk.
1; strongly disagree 2; disagree 3) undecided
4) agree : 5) strongly agree

39. The directors welcome when stuff members try to discuss school
matters with them isformally,
1§ strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree

THE FOLLOWING (40 - 41) ARE GENERAL QUESTIONS RELATED TO THE FORMAL
CHANNEL OF COMMUNICATION, '

40, VWhich of the following do you think have the highest freggency of
communication in your school ?

1) the directors with teachers
20 the directors with adm. staff
3) teachers with adm. staff
4) teachers with teachers
5) adm, staff with adm. staff.
41, What is the major direction of information flow in the school ?
1) downward 43 three ofthem equally
2) upward 5) up and downward equally

3) horizontally

PART III

IN THE FOLLOWING QUESTIONS YOU ARE REQUIRED TO RANK THE IWEMS IN
EACH GROUP ACCORDING TO THEIR RESPECTIVE DIRECTION,

1¢ Rank the following ways of communication from 1 to 6 according to
their order of importance in your school and write the rank number
infront of each item.
13 letters 23 meetings 3; face - to-face talks
4) notices 5) telephone 6) through mediators



2. Rank the following purposes of why heads communicate with their
subordinate (downward communication) from 1 to 8 according to
their order of importance in your school and write the rank
number imfront of each item,

a) to introduce policies and programs

b) to solve staff problems

c) to show authority

d) to free oneself from blame

e) to give feedback for upward communication
f) +to motivate emplyees

g) to elaborate duties

h) to criticize employeese.

3e BRank the following purposes of why subordinates communicate with
their heads ( upward communication) from 1 to 8 according to their
ordermof importance in your school and writd the rank number
infront of each item.,

to give feedback for downward communication
to gain personal popularity

to tell the fault of&others

to ask for clarity

to ask for personal benefits

to report how things were performed

to suggest new ways of doing thiggs
to criticize the mchool administration.

l

R MO A0 O

4. Rank the following problems of communication according to their
order of severity in ypur school and write the rank number infront

of each item,
a) lack of gotivation to communicate
b) information delay
c) message distortion by mediators
d) hostility among staff members
e) lack of communicationzskill
f) lack of feedback
g) information overload
h) inattractiveness of messages ( information)

5« Rank the following correctives to communication barriers in their
order of importance in resolving communication problems in your
school,

use direct transmission of messages

resolve hostility among staff members

give opportunity for feedback

develop the communication skill of the staff
motivate employees to communicate

send messages on time

give details in order

meke messages attractive,

D’ H O A0 O



THE FOLLOWING ITEMS ( 1 - 13) REFER TO THE GENERAL PRINCIPLES OF
ORGANIZATIONAL COMMUNICATION,

Te

24

3e

4e

5e

6o

Te

8.

9e

10,

11.

Information should be given in the language suitable to the receiver
and not thet most convenient to the giver,

1) strongly disagree 2) disagree 3) undecided
4) agree 5) strongly agree

There is no harm if too much information is given to an employed.
13 strongly agree 2) agree 3) undecided
4) disagree 5) strongly diwegree

There is no need of telling details to teachers because they can
understand things easily even if they get very little information,
13 strongly agree 2) agree 3) undecided
4) désagree 5) strongly dgsagree

If the sender does not have therough understanding of the receiver's
background it will be vexry difficult to have effective com.

13 strongly disagree 23 disagree 3) undecided

4) agree 5) strongly agree

Directors should try to withhold (keep secret) as much ififormation
as possible because information is power,

1) strongly agree 2) agree 3) undecided
4) disagree 5) strongly disagree

There is no harm ifxstaff member do not sen comments and suggestions
upwards as long as there is smoothe downward communication,

1§ strongly agree 2) agree 3) undecided

4) disagree 5) strongly disagree

Usually, the more channels are used the less effective will ghe
communication be

13 strongly agree Zg agree 3) undecided
4) disagree 5) strongly disagree

There is strong relationship between organizational com.& employee
productivity.

1) strongly disagreéd 2% disagree 3) undecided
4) agree 5) strongly . _agree

Usually the more ammessage cross various levels of organizational
hierarchies the more it becomes clear,

13 strongly agree 23 agree 3) undecided
4) disagree 4) strongly disagree

To see the effectiveness of the communication, the sender needs to
assess the action taken as a result of the influence.

13 strongly disagree 23 disagree 3) undecided
4) agree 5) strongly agree

Informgtion should be given only to the concerned people even if it
is not secret,

1; strongly disageee 2; disagree 3) undecided
4) strongly agree 5) agree
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12.

13.

Informztion should be given at the righk time because out of date
information is as bad as no infommation .

1; strongly disagree 2; disagree 3) undecided
4) agree 5) strongly agree

The existence of openness and trust between superiors and subordaintes
is not a prerequisite for effective organizational communication.

1; strongly agree 2) agree 3) undecided
4) disagree 5) strongly disagree
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APPENDIX B

Tables indicating how the respondents

rated each item in the questionnaires




APPENDIX B, 1

Respomses (Batings)

Item Teachers S Adm, Staff Principals

‘No | N=310 N= 80 N= 28
3 1 2345 facmy) -t -2 g Bcvae) 0 12 B4 5 - lage)
2 1 112 166 29 21 2 1497 3119 1610 4 22 -2 2 3 15 6 ‘5
2. 135 127 18 25 5 148 42 18 10 5 5 149 1 6 5 10 6 3.5
! 3 153 101 22 23 11 18 45 19 9 4 3 18 4 5 5 T T 33
' 4o 166 104 27 11 2 146 47 20 7 3 3 1.7 5 6 6 8 3 2.9
Se 268 32 4 4 2 142 64 6 4 3 3 1e4 5 7T 7 6 3 2.8
6e 25 32 8 8 6 143 63 7 4 3 3 1.4 7 11 6 2 2 243
Te 243 30 12 10 15 1.5 53 13 8 2 4 146 3 5 4 9 1 3e4
8e 228 46 9 9 18 14, 50 16 8 3 3 1.7 6 4 3 8 1T 3e2
9e 240 31 13 10 16 15 5 16 6 4 4 1e7 4 3 3 10 8 3e5
10. 142 120 30 10 8 1.8 48 16 5 6 5 1.8 10 9 4 3 2 2,2
1. 165 105 27 11 2 1.6 63 7 4 3 3 1e4 5 2 2 5 14 348
12, 114 136 33 20 7 1.9 38 20 12 6 4 2,0 7 1 6 2 2 23
13, 153 101 22 23 11 1.8 42 17 11 5 5 19 2 4 2 8 12 3¢9

N.B., Item numbers in all appendimes indicate serial numbers of items in the questionnaires.
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APPENDIX B.1.

Responses (Ratiﬁg-)

A B GAAEE - v o v 2 Directors
‘NO. N=310 _ N =.80 - N=28
1 23 4 5 - (Mean) 12 3 4 5. (Meam) ¥ 2 3 4 5 (Mean)
?)4.25“3”88%61.3”481656 -5 % 1.‘8:"8"”10"5“3"'2” 2.3
15 110 120 38 12 30 2,1 27 20 13 14 6 244 3 4 4 8 9 346
16. 84 1322 2 53 39 25 16 26 7 23 8 28 3 4 3 9 9 3.6
17. 88 138 4 31 49 24 18 25 T 20 10 27 4 4 3 8 9 35
18. 140 122 30 10 8 1.8 25 30 9 9 7 243 7 6 2 5 8 340
194 267 32 5 4 2 12 69 3 3 2 3 13 15 7 2 2 2 19
20. 236 52 8 8 6 14 53 13 8 2 4 16 13 8 3 2 2 240
21, 254 33 9 8 6 1¢3 58 7 8 3 4 166 15 7 2 2 2 149
22, 239 32 13 11 15 165 49 15 4 8 4 18 10 9 4 3 2 22
23, 239 31 14 12 14 15 64 6 3 4 3 14 4 5 3 T 9 34
24, 233 30 12 15 20 16 63 6 4 2 5 15 4 4 4 8 8 3e4
25. 236 33 15 12 14 15 70 2 2 3 3 3 6 4 3 8 7 362
26, 232 29 12 17 20 166 53 13 8 2 4 16 4 4 5 T 8 34
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Item . Academic Staff .~ .. . ..... Adm, Staff.. . . . . .. Principals

‘No. . N=310 - N=280 N= 28

1.2 23 4 5 (Mean) 1 22 3 4 -5 (Mean). 1 .2 3. 4 5 (Mean)
27. 140 122 31 .9 8 18 44 20 9 4 3 18 5 T T 6 35 2.8
28, 136 124 33 11 6 148 42 18 10 5 5 149 2 3 5 8 10 3.8
29. 128 144 31 32 5 149 34 26 5 71 8 241 2 2 6 8 10 348
30 109 121 38 13 29 2.1 25 3 9 9 7 2.3 2 3 2 5 16 41
3¢ 131 118 21 30 10 149 3 25 S5 7 8 241 2 4 2 8 12 3¢9
32¢ 239 31 14 12 14 15 39 20 1 7 3 19 2 2 3 1% 6 38
' 33¢ 62 196 29 21 2 2,0 24 22 6 18 10 2.6 5 2 2 5 14 348
34e 136 120 20 29 5 149 24 3 9 8 8 2.3 2 3 3 85 15 440
35¢ 136 123 34 10 7 146 49 15 4 i | 5 1.8 2 3 3 8 12 3¢9
36e 235 34 16 11 14 1¢5 43 16 12 4 5 149 4 4 5 T 8 3e4
37 128 135 30 9 8 1.6 38 20 12 6 4 2,0 6 4 3 8 1T 342
38, 128 132 32 10 8 1.8 25 30 9 9 7 2.3 4 3 3 10 8 3¢5
39 129 13 30 12 3 1.8 3% 25 5 7 8 261 3 5 4 9 7 3¢4




e R e St e R B S i £ SR

ESSRETN S

S AR e e T e 2 i

APPENDIX B.2
404 Ttem - Academic - Staff - Mim Staff - -~ Principals
-No No % No- % No %
1 180 5840 36 4540 16 5701
2 60 19¢4 6 Te5 4 1463
3 20 6¢5 15 18,8 - -
4 40 1249 20 25,0 8 28,6
5 10 Je2 3 3eT - -
‘Total 310 100 - 80 - 100 28 100
APPENCIX B.
41 T Academic Staff - Adm, S4aff .. Principals
-No No % No % No %
E 270 87é1- 63 78,8 21 7540
2 7 2¢3 2 2¢5 - -
3 6 1.9 2 2.5 - i
4 21 648 6 Te5 4 14.3
5 6 109 7 807 3 1007
Total 310 100 80 - 100& 28 100




PART III

1 Channels of Communication
10&0 Aoademio Sta.ff

APPENDIX B.4.1

NO, of respondents under each rank

Items —_

1 2 3 4 5 6 Mean
~Tank
1a Face -~ to —~face talks 261 33 6 4 3 3 143
2 Notices 9 248 33 6 4 10 263
3e Through Mediators 20 10 222 32 2 14 3e1
4e Meetings 10 T 21 190 68 14 4.1
Se Letters 6 3 15 36 208 42 4.8
6e Telephone 4 9 3 42 25 227 54

APPENDIX B.4.2.

1¢b Adm, Staff

Items NO. of respondents under each rank Mean
| 2 2! 4 5 6 rank
1  Face = to = face talks 54 13 3 .4 5 2 1.7
2e Notices 8 7 39 7 10 9 34
3e Through Mediators 7 35 6 11 16 - 5 3e1
4e Meetings 3 6 8 46 13 4 369
Se Letters 2 8 16 8 34 12 4.3
6e Telephone 6 11 8 4 3 48 4.6
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2.b. Adm, Staff

APPENDIX B.5.2

Items No. of respondents undexr each rank Mean

1. 2. 3. 4. 5. 6 1 g ek

1 T¢ introduce policies and programs 55 3 2 5 i/ 2 4 2 . 2,2
2 To free oneself from blame 1" 5 49 3 5 2 2 3 3e2
3 To show authority 2 5 2 47 8 2 10 4 4.5
4 To criticize employees 2 45 8 6 9 4 4 2 362
5 7To elaborate duties 2 6 5 6 41 5 13 2 4.9
6 To give feedback for upward communication 3 4 8 7 4 5 39 10 58
7 To solve staff problems 2 4 4 3 2 58 2 5 5¢6
8 To motivate employees 3 8 2 3 4 2 6 52 646




APPENDIX Be.5¢36
2000, Principa.ls

Items No, ofnrespondent under each rank Mean
: 1 2 .3 4 5 6 T 8 rank
To introduce policies - 15 1 3 5 4 e 243
and programe
To free oneself from - 4 3 10 1 2 2 2 4¢3
‘bleme
& To show authority - 1 1 2 2 1 12 5 642
4 To criticize employees 1 2 1 2 1 4 4 9 64,0
5 To elaborate duties - 3 5 1 2 6 5 8 59
6 To .give feedback for 5 8 3 2 2 3 3 2 366
upmard communication 3 4 6 2 10 2 1 _ 348
To solve staff problems 3 4 6 2 10 2 1 _ 368
To motivate employees 3 4 8 2 3 8 o i 38




APPENDIX B.6.1
3¢ Purposes of Upward Communication
3ae Academic Staff

Ttems ~ No of respondents under each rank @ Mean

Vosr @i Bor ol G g TeEE

1 To give feedback for downward communica 138 47 8 5 31 60 12 3 340
tion

2 To report how things were performed 51 184 3 4 8 10 15 35 340
3 To gain personal popularity 14 9 210 41 6 7 13 10 34
4 To tell the fault of others 25 1 21 168 26 12 17 32 44
5 To ask for personal benefits 42 25 18 20 64 92 36 13 4.6
6 To ask for clarity » 9 16 11 57 99 89 23 6 560
7 To suggest new ways of doing things 22 14 32 6 39 21 169 7 56
8 To criticize the school administration 1 4 7 9 31 19 25 204 7.0




% _ APPENDIX B.6e2

3ebe Adm Staff )

"Items = No, of respondents Under each ramk order - Mean

ors prt it R i

1  To give feedback for dowaward 47 12 AR e R R SRR~
‘ Communiocation

2  To report how things were 13 39 12 10 2 1 1 2 246

performed

3  To gain personal popularity 3 2 4 3 3 8 14 10 Se1

4 To tell the fault of others 3 3 33 8 4 4 19 3 442

( 5 To ask for persomal benefits 3 12 7 9 4 2 3 3 4¢3

6 To ask for Clamity 6 4 3 5 17 25 12 8 5¢3

% 7 To suggest new ways of 2 2 4 6 9 3 20 6 5¢8

doing things
8 To Criticize the school 3 3 4 4 3 T 9 47 6e7

administration




APPENDIX B,6¢3
3sCe Principals

Items  Noe of respondents under each rank order Mean

1 2 3 4 5 6 1 8 g

1 To give feedback for . 12 4 2 2 3 2 2 1 360
dewnwaxrd communication

2 To report how things were 5 13 2 2 1 2 2 1 30

pexrformed

3 To gain personal popularity 2 3 7 6 s ? 3 41

4 To tell the fault of athers 1 2 5 6 5 3 4 2 446

5 To ask for personal benefits 5 1 1 4 10 4 2 3 449

6 To ask for olzity 3 2 2 3 3 12 2 1 4.8

7 To Suggest new ways of 1 1 2 3 2 1 12 6 6e1

doing things
8 To Criticize the school 1 2 7 2 1 1 2 12 55




APPENDIX B.T.1

4. Communication Barriers
4.a. Academic Staff
Items No of respondents under each rank Boun
1 2 3 4 5 66 i 8 rank
1 Llack of interest in the messages 189 34 15 9 6 6 37T 5 2.3
2 Lack of motivation to communicate 21 181 30 11 23 15 6 23 3e1
3 Message distortion by mediators 25 19 160 67 1 21 3 8 3.5
4 Lack of feedback 16 T 26 158 17 22 33 31 4.3
5 Informetion delay 16 23 17 4 179 13 26 32 5.0
6 Lack of communication skill 9 12 21 14 52 &4 i5 3 S5e4
7  Hostility among staff members 18 19 28 26 15 13 22 169 6e1
8 Information overload 7 15 13 21 11 36 168 39 6.3




APPENDIX B. 7. 2.

4.b. Adm, Staff

Itenms No. of respondents under each rank Mean

1 2 3 4 5 6 7 8 o
1 Lack of interest in the messages 3*. 2 6 50 4 8 4 3 4¢3
2 Lack of motivation to ecommunica 52 10 6 4 2 3 1 2 1.9
3 Message distortion by Mediators 4 5 4 6 38 14 6 3 4.9
4 Lack of feedback 2 29 - 4 8 I 1 9 4.1
5 Information delay 8 14 46 4 1 2 3 2 3.1
6 Lack of Communication Skill 2 4 3 4 14 36 12 5 56
7 Hostility among staff members 6 5 T 3 T 41 6 5.6
8 Information Overload 3 5 4 9 8 3 2 50 6.5




APPENDIX B.7.3

4e¢c. Principals

Items No of respondents under each rank Mean

1 2 3 4 5 6 7 8 ormnk

1 Lack of interest in the 3 13 2 3 1 ! 2 1 3.3
2 Lack of motivation to communicate 13 2 4 3 2 2 1 1 2.8
3 Message distortion by mediators 2 1 3 4 5 6 6 1 540
4 Lack of feedback 5 T 9 1 3 1 1 1 3e1
5 Information delay 1 1 2 12 2 4 1 5 49
6 Lack of communication skill 2 1 4 1 3 4 1 2 54
7 Hostility among staff members 1 2 2 1 10 6 3 3 52
8 Information overload 1 1 2 3 2 2 3 14 6e3
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APPENDIX B.8,1

Correctives to the barriers of communication

Sea._Academic staff

Items No of respondents under each rank Mean

1. 2 3 4 5 6 7 8 rank

$ Make messages attractive 202 27NE 8 6 18 18 23 2.5
2 Motivate employees to communicate 23 182 27 10 25 7 19 17 3.0
3 Use direct trensmission of messages 26 32 198 8 10 13 7 16 3.3
4 Give opportunity for Feedback 11 21 17 174 38 14 16 19 4.3
5 Send messages on time 6 11 25 31 153 48 28 8 5.0
6 Develop the Communication Skill of 19 21 8 41 36 167 5 13 5.1

the Staff

7 Resolve hostility among staff members 5 9 17 16 23 18 180 42 643
8 Give details in order 18 7 10 22 19 25 37 172 6.5




APPENDIX B.8e26

Sebe Adm Staff

NO. of respondents under each rank Mean

Itns A g i g g SRS

1 Make messages attractive 2 5 3 14 39 6 8 3 449

2 Motivate employees to Communi- 4§ 6 8 2 2 7 5 5 27

cate

3 Use direct transmission of 2 4 6 41 8 1 10 8 4.6
messages

4 Give opportunity for feedback 5 39 2 6 8 1 9 10 348

5 Send messages on time 4 9 45 8 2 3 2 7 346

6 Develop the Communication 7 4 5 6 10 43 35 2 50

skill of the staff

7 Resolve hostility among staff 13 9 8 1 6 2 8 33 52
members

8 Give details in oxder 2 4 5 2 5 17 35 12 642




APPENDIX Be8e3
5ece Principals

Ttems NOe of respondents under each rank Mean
rank
1 2. 3 4 5 6 7 8
1 Make messages attractive 4- 92 ‘2 -3 3 1 2 % 362
2 Motivate employees to Communicate 13 2 4 3 2 2 i 1 2.8
3 Use direct transmission of messages 2 1 3 4 5 6 6 1 5.0
4 Give opportunity for deedback 3 8 10 1 3 1 1 1 3e2
] Send messages on time 1 1 - 12 2 4 1 5 4.9
6 Develop the Communication skill of 2 b | 4 1 5 4 1 2 S5e¢4
the staff

7 Reslove hostility among staff members 1 2 2 1 9 T 3 3 5¢3
8 Give details in oxdexr 2 1 1 3 1 3 3 14 642




APPENDIX B.9.

Items related to the principles of communication

.No of principals in each score . Mean

- rating
1 2 3 4 5
1. 3 10 6 8 1 2.8
2. 9 1 5 4 3 245
3, 12 6 5 3 2 242
4e 8 12 5 1 2. 22
5. 18 4 3 2 1 147
6. 6 10 5 4 3 2.6
(& 4 8 10 4 2 21
8. 4 6 12 3 3 2.8
9 3 12 3 8 2 248
10. 4 8 10 4 2 2.7
e 6 7 13 1 1 2.4
12, 2 3 6 9 8 3.6
13. 3 7 4 8 6 343
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