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Preface to Second Edition

Effective communication skills are recognized as the number one skill desired by
employers. This course focuses on the basics of business writing, starting with the
fundamentals and understanding your audience. This course combines discussion boards
and exercises to focus on core skills in a collaborative and dynamic environment. Students
focus on real world applications of effective writing strategies to reduce
miscommunication and increase efficiency of their messages.

The second edition has updated a large number of business communication,
especially in the field of equal opportunities, how to develop effective messages and think
creatively. Many new cases and examples of research have been added. In addition, these
introductory classes help prepare students for study at a Master school by developing their
skills in briefing cases, course outlining and taking examinations.
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Lecture 1 BUSINESS COMMUNICATION, MANAGEMENT, AND SUCCESS
1. The Building Blocks of Effective Messages
2. The Managerial Functions of Communication
3. The Documents That Writers in Organizations Write
4. The Cost of Correspondence

INTRODUTION

Business has become truly global and the electronic age has made possible
instantaneous communication. The ability to keep up with these changes and to understand
them defines our success as business professionals. But communication is so much more
than just the spoken or written word. At its best it is a multifaceted process through which
we exchange information with the world around us. We use communication skills in every
aspect of our lives: at work, with family and friends, even with ourselves.

Quality communication requires intensive listening to the needs and views of those
we work with. Sales representatives must listen to their clients, doctors must listen to their
patients, and businesses must listen to the changing needs of the marketplaces in which
they compete.

Communication is enhanced when it is coupled with an ability to perceive the
impact of our actions and words. Great communicators have an interactive style. Armed
with clear, well-defined goals for what is to be accomplished, they tailor their
communication to the audience or situation at hand. They are able to connect in such a
way as to promote true two-way exchanges. Only through this process can we realize the
full potential of professional growth and success and fulfill the potential of cultural
diversity.

True leadership is not conferred by title or position; it is earned through personal
and professional achievements and the ability to motivate those around you. Think of
those great teachers you have had and how they really motivated you to learn; think of
bosses whom you felt really understood and respected the contributions you made.
Leadership relies, above all else, on effective communication skills. This book will walk
you through all the tools you need to become great communicators and true leaders.
Practice these skills and make them a part of everyday life, and professional success and
leadership will surely follow.

1. The Building Blocks of Effective Messages

Business depends on communication. People must communicate to plan products;
hire, train, and motivate workers; coordinate manufacturing and delivery; persuade
customers to buy; and bill them for the sale. Indeed, for many businesses and nonprofit
and government organizations, the "product" is information or services rather than
something tangible. Information and services are created and delivered by communication.
In every organization, communication is the way people get their points across and get
work done.

Communication takes many forms: face-to-face or phone conversation, informal
meetings, e-mail messages, letters, memos, and reports. All of these methods are forms of
verbal communication, or communication that uses words. Nonverbal communication
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does not use words. Pictures, computer graphics, and company logos are nonverbal.
Interpersonal nonverbal signals include smiles, who sits where at a meeting, the size of an
office, and how long someone keeps a visitor waiting.

Communication Ability = Promotability

Even in your first job, you'll communicate. You'll read information; you'll listen to
instructions; you'll ask questions; you may solve problems with other workers in teams. In
a manufacturing company, hourly workers travel to a potential customer to make oral sales
presentations. In an insurance company, clerks answer customers' letters. Even "entry-
level" jobs require high-level skills in reasoning, mathematics, and communicating. As a
result, communication ability ranked first among the qualities that employers look for in
college graduates.

Many employers complain that nobody who works for them can write a simple
paragraph. Paul Goodman, Vice President and Senior Recruiter at Citigroup, says strong
writing skills are a "tiebreaker™ in deciding whom to hire:

If | have two job candidates in front of me, equally qualified except that one can write
well and the other can't, I'll hire the one who can—every time.

Communication becomes even more important as you advance. Annette Gregorich,
Vice President of Human Resources for Multiple Zones International, says, I've actually
seen people lose promotions because they couldn't write a proposal or stand in front of the
management team and make a presentation.

As a result, good writers earn more. Linguist Stephen Reder has found that among
people with two- or four-year degrees, workers in the top 20% of writing ability earn, on
average, more than three times as much as workers whose writing falls into the worst 20%.

"1'll Never Have to Write Because..."

Some students think that a secretary will do their writing, that they can use form
letters if they do have to write, that only technical skills matter, or that they'll call rather
than write. Each of these claims is fundamentally flawed.

Claim 1: "Secretaries Will Do All My Writing."

Downsizing and voice mail have cut support staffs from 10 to 30% nationwide. Of
the secretaries who remain, 71% are administrative assistants whose duties are managerial,
not clerical." As a result, most workers in business and government today draft and revise
their own letters, memos, and reports at desktop computers or terminals. You'll be
responsible for correct spelling, mechanics, and format as well as organization, logic,
audience analysis, and tone.

Claim 2: "I'll Use Form Letters When | Need to Write."

A form letter is a prewritten fill-in-the-blank letter designed to fit standard
situations. The writer can personalize a form letter by having it individually typed with the
recipient's name and address. Sometimes form letters have several different paragraphs
from which the writer can choose, depending on the circumstances. Using a form letter is
OK if it's a good letter, but some of the letters currently in use are dreadful.

Even good form letters cover only routine situations. The higher you rise in your
organization, the more frequently you'll face situations that aren't routine, that demand
creative solutions. If you develop the skills necessary for good writing and original
thinking, you're far more likely to realize your potential and reach your career goals.
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Claim 3: "I'm Being Hired as an Accountant, Not a Writer."

Your technical skill in accounting or computer science or marketing may get you
your first job. The ability to speak and write effectively may help you keep it. The inability
to write is the main reason that Big Five accounting firms fire new hires. Written
communication is crucial to accounting. Dee Castner, Senior Auditor at KPMG, explains,

We write to clients to communicate the necessities and timeliness of audits. We write to
apprise the audit team of internal and external situations. We document in writing the
evidence which supports an audit opinion.

Almost every entry-level professional or managerial job requires you to write e-mail
messages, speak to small groups, and write some paper documents. Many people in
business and government routinely write from 10 pages of letters and memos a week to, in
some cases, 20 to 30 pages a day. And that doesn't count the dozens of e-mail messages
workers write and receive. The Air Force estimates that it produces 500 million pages of
writing a year. First-level supervisors in one manufacturing plant spend 25% of their time
writing. Most professionals find that the higher they go, the more they write. Margot
Northey found that 80% of the partners in the Big Five accounting firms wrote memos
every day; 67% wrote reports or notes to a financial statement and 93% wrote letters to
clients at least once a week.

Claim 4: "I'll Just Pick Up the Phone."

Most people in organizations say they spend more time talking and listening than
they do reading and writing. But no organization depends exclusively on oral
communication. People in organizations put things in writing to make themselves visible,
to create a record, to convey complex data, to make things convenient for the reader, to
save money, and to convey their own messages more effectively.

"If it isn't in writing," says a manager at one company, "it didn't happen.” Writing is
an essential way to make yourself visible, to let your accomplishments be known.

Written memos and reports document what was said and done and the reasons for
decisions. Carefully written memos and reports enable a company to use its earlier
experience without having to reinvent the wheel every time a new set of people tackles a
recurring problem. Written documents also allow individuals and companies to protect
themselves. If there is no written record, chaos—and expensive lawsuits—may result.

Written channels (including graphics) are better than oral ones for conveying
numbers and complex information. Written channels are less expensive than oral ones for
reaching large groups of people or transmitting information over long distances. Writing
may also be more convenient for the recipient. To talk, both people must be free at the
same time. This is rarely the case in business. Only 12% of business phone calls find the
intended receiver in the office on the first try. When you send a letter or memo, the
recipient can read it when it's most convenient. Even more important, the reader can
proceed at a convenient pace, skimming easier or less important sections and rereading
difficult or key sections. Written documents become even more important in international
business. Talking on the phone requires immediate comprehension. Reading a fax or e-
mail message is easier for a manager doing business in a language other than his or her
native language.



Finally, putting a message in writing makes it easier to present your ideas in the
most effective way, even in difficult situations. We've all had the experience of fumbling
for words, only to think of the perfect words to make a point after it was all over. Writing,
because it can be revised, gives us the second chance we may need to achieve the effect
we want.

2. The Managerial Functions of Communication

According to Henry Mintzberg, management have three basic jobs: to collect and
convey information, to make decisions, and to promote interpersonal unity: Every one of
those jobs is carried out through communication. Managers collect relevant information
from conversations, the grapevine, phone calls, memos, reports, databases, and the
Internet. They convey information and decisions to other people inside or outside the
organization through meetings, speeches, press releases, videos, memos, letters, and
reports. Managers motivate organizational members in speeches, memos, conversations at
lunch and over coffee, bulletin boards, and through "management by walking around."

President

To superiors

VP : VP
marketing

VP human
resources

production

. " S4les  Sales Sales Sales
To peers manager manager manager manager
East Midwest West International

District District District
1 2 3
manager manager manager

Sales Sales Sales
fep ep rep

Figure 1.1 — The internal audiences of the sales manager

To subordinates

Effective managers are able to use a wide variety of media and strategies to
communicate. They know how to interpret comments from informal channels such as the
company grapevine; they can speak effectively in small groups and in formal
presentations; they write well.

Communication—oral, nonverbal, and written—goes to both internal and external
audiences. Internal audiences (Figure 1.1) are other people in the same organization:
subordinates, superiors, peers. External audiences (Figure 1.2) are people outside the
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organization: customers, suppliers, unions, stockholders, potential employees, government
agencies, the press, and the general public.
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The Importance of Listening, Speaking, and Interpersonal Communication

Informal listening, speaking, and working in groups are just as important as writing
formal documents and giving formal oral presentations. As a newcomer in an organization,
you'll need to listen to others both to find out what you're supposed to do and to learn
about the organization's values and culture. Informal chitchat, both about yesterday's game
and about what's happening at work, connects you to the grapevine, an informal source of
company information. You may be asked to speak to small groups, either inside or outside
your organization. Networking with others in your office and in town and working with
others in workgroups will be crucial to your success.

These skills remain important as you climb the corporate ladder. In fact, a study of
15 executives judged good performers by their companies showed that these executives
spent most of their time in informal contact with other people. They asked questions; they
joked; they schmoozed; they nudged people toward the direction they wanted them to go.
These informal discussions and meetings took 76% of these executives' work time. The
resulting interactions with thousands of employees and outsiders enabled them to promote
their agendas.

3. The Documents That Writers in Organizations Write
9



People in organizations produce a large variety of documents. Figures 1.3 and 1.4
list a few of the specific documents produced at Joseph T. Ryerson & Son. Ryerson, a
subsidiary of a Fortune 500 company, has 25 plants across the United States; it fabricates
and sells steel, aluminum, and plastics to a wide variety of industrial clients.

All of the documents in Figures 1.3 and 1.4 have one or more of the three basic
purposes of organizational writing: to inform, to request or persuade, and to build
goodwill. When you inform, you explain something or tell readers something. When you
request or persuade, you want the reader to act. The word request suggests that the
action will be easy or routine; persuade suggests that you will have to motivate and
convince the reader to act. When you build goodwill, you create a good image of yourself
and of your organization—the kind of image that makes people want to do business with
you.

Most messages have multiple purposes. When you answer a question, you're
informing, but you also want to build goodwill by suggesting that you're competent and
perceptive and that your answer is correct and complete. In a claims adjustment, whether
your answer is yes or no, you want to suggest that the reader's claim has been given careful
consideration and that the decision is fair, businesslike, and justified.

EXTITEER  /ternal Documents Produced in One Organization

Document Description of document Purpose(s) of document

Transmittal Memo accompanying document, telling
why it's being forwarded to the
receiver

Report summarizing profitability,
productivity, and problems during

Inform; persuade reader to read
document; build image and goodwill

Inform; build image and goodwill (report
is accurate, complete; writer

Monthly or quarterly report

Policy and procedure bulletin

Sequest to deviate from policy and
procedure bulletin

Performance appraisal

Lemo of congratulations

period. Used to plan activity for next
month or quarter

Statement of company policies and
instructions (e.g., how to enter
orders, how to run fire drills, etc.)

Persuasive memo arguing that another
approach is better for a specific
situation than the standard
approach

Evaluation of an employee’s
performance, with recommended
areas for improvement or
recommendation for promotion

Congratulations to employees who have
won awards, been promoted, or
earned community recognition

10

understands company)

Inform; build image and goodwill
(procedures are reasonable)

Persuade; build image and goodwill
(request is reasonable; writer seeks
good of company)

Inform; persuade employee to improve

Build goodwill



EITIEEEI  Cternal Documents Produced in One Organization

4

Document Description of document Purpose(s) of document

Juotation Letter giving price for a specific " Inform; build goodwill (price is
product, fabrication, or service reasonable)

~2ims adjustment Letter granting or denying customer Inform; build goodwill

request to be given credit for
defective goods

20 description Description of qualifications and duties Inform; persuade good candidates to
of each job. Used for performance apply; build goodwill (job duties
appraisals, setting salaries, and for match level, pay)
hiring

10-K report Report filed with the Securities and Inform

Exchange Commission detailing
financial information

=nnual report Report to stockholders summarizing Inform; persuade stockholders to retain
financial information for year stock and others to buy; build
goodwill (company is a good
corporate citizen)

Thank-you letter Letter to suppliers, customers, or other Build goodwill
people who have helped individuals
or the company

Two of the documents listed in Figure 1.4 package the same information in different
ways for different audiences. The 10-K report filed with the Securities and Exchange
Commission (SEC) and the annual report distributed to stockholders contain essentially
the same information, but differing purposes and differing audiences create two distinct
documents. The 10-K report is informative, designed merely to show that the company is
complying with SEC regulations. The annual report, in contrast, has multiple purposes and
audiences. Its primary purpose is to convince stockholders that the company is a good
investment and a good corporate citizen. Annual reports will also be read by employees,
stockbrokers, potential stockholders, and job applicants, so the firm creates a report that is
persuasive and builds goodwill as well as presenting information.

4, The Cost of Correspondence

Writing costs money. In 1996, according to the Dartnell Institute, a short one-page
business letter cost between $13.60 and $20.52, depending on how it was produced.
Dartnell's estimates assume that an executive dictates a letter in 10 minutes. But a
consultant who surveyed employees in seven industries found that most of them spent 54
minutes planning, composing, and revising a one-page letter. Her respondents, then, each
spent over $84 at 1996 prices to create a one-page letter. Dartnell no longer calculates the
cost of a business letter, but it seems likely that costs have not fallen. One company in
Minneapolis writes 3,000 original letters a day. If each of those letters is written in slightly
less than an hour, it spends at least $252,000 a day just on outgoing correspondence.

In many organizations, all external documents must be approved before they go out.
A document may cycle from writer to superior to writer to another superior to writer again
3 or 4 or even 11 times before it is finally approved. The cycling process increases the cost
of correspondence
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Longer documents can involve large teams of people and take months to write. An
engineering firm that relies on military contracts for its business calculates that it spends
$500,000 to put together an average proposal and $1 million to write a large proposal.

Good communication is worth every minute it takes and every penny it costs. In
fact, in a survey conducted by the International Association of Business Communicators,
CEOs said that communication yielded a 235% return on investment.

The Costs of Poor Correspondence

When writing isn't as good as it could be, you and your organization pay a price in
wasted time, wasted efforts, and lost goodwill.

Wasted Time

Bad writing takes longer to read. Studies show that up to 97% of our reading time is
taken not in moving our eyes across the page but in trying to understand what we're
reading. How quickly we can do this is determined by the difficulty of the subject matter
and by the document's organization and writing style.

Second, bad writing may need to be rewritten. Many managers find that a
disproportionate amount of their time is taken trying to explain to subordinates how to
revise a document.

Third, ineffective writing may obscure ideas so that discussions and decisions are
needlessly drawn out. People inside an organization may disagree on the best course, and
the various publics with which organizations communicate may have different interests
and values. But if a proposal is clear, at least everyone will be talking about the same
proposed changes, so that differences can be recognized and resolved more quickly.

Fourth, unclear or incomplete messages may require the reader to ask for more
information. A reader who has to supplement the memo with questions interrupts the
writer. If the writer is out of the office when the reader stops by or calls, even more time is
wasted, for the reader can't act until the answer arrives.

Wasted Efforts

Ineffective messages don't get results. A reader who has to guess what the writer
means may guess wrong. A reader who finds a letter or memo unconvincing or insulting
simply won't do what the message asks. In 1986, Frank Grazian said that between 15%
and 30% of business and government letters and memos were written only because the
first document didn't do the job. One company sent out past-due bills with the following
language:

Per our conversation, enclosed are two copies of the above-mentioned invoice.
Please review and advise. Sincerely,.. .

The company wanted money, not advice, but it didn't say so. The company had to
write third and fourth reminders. It waited for its money, lost interest on it— and kept
writing letters.

Lost Goodwill

Whatever the literal content of the words, every letter, memo, or report serves either
to build or to undermine the image the reader has of the writer.

Part of building a good image is taking the time to write correctly. Even
organizations that have adopted casual dress still expect writing to appear professional and
to be free from typos and grammatical errors.
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Messages can also create a poor image because of poor audience analysis and
inappropriate style. The form letter printed in Figure 1.5 failed because it was stuffy and
selfish. Four different customers called to complain about it. When you think how often
you are annoyed by something—a TV commercial, a rude clerk—but how rarely you call
or write the company to complain, you can imagine the ill will this letter generated.

As the comments in red show, several things are wrong with the letter in Figure 1.5.

1.  The language is stiff and legalistic. Note the obsolete (and sexist)
"Gentlemen:" "Please be advised," "herein," and "expedite."

2. The tone is selfish. The letter is written from the writer's point of view; there
are no benefits for the reader. (The writer says there are, but, without a shred of evidence,
the claim isn't convincing.)

3. The main point is buried in the middle of the long first paragraph. The
middle is the least emphatic part of a paragraph.

4.  The request is vague. How many references does the supplier want? Are
only vendor references OK, or would other credit references, like banks, work too? Is the
name of the reference enough, or is it necessary also to specify the line of credit, the
average balance, the current balance, the years credit has been established, or other
information? What "additional financial information™ does the supplier want? Annual
reports? Bank balance? Tax returns? The request sounds like an invasion of privacy, not a
reasonable business practice.

5. Words are misused (herein for therein), suggesting either an ignorant writer
or one who doesn't care enough about the subject and the reader to use the right word.

Benefits of Improving Correspondence

Better writing helps you to

« Save time. Reduce reading time, since comprehension is easier. Eliminate the time
now taken to rewrite badly written materials. Reduce the time taken asking writers "What
did you mean?"

* Make your efforts more effective. Increase the number of requests that are
answered positively and promptly—on the first request. Present your points—to other
people in your organization; to clients, customers, and suppliers; to government agencies;
to the public—more forcefully.

« Communicate your points more clearly. Reduce the misunderstandings that
occur when the reader has to supply missing or unclear information. Make the issues clear,
so that disagreements can surface and be resolved more quickly.

* Build goodwill. Build a positive image of your organization. Build an image of
yourself as a knowledgeable, intelligent, capable person.

Criteria for Effective Messages

Good business and administrative writing meets five basic criteria: it's clear,
complete, and correct; it saves the reader's time; and it builds goodwill.

1. It's clear. The meaning the reader gets is the meaning the writer intended. The
reader doesn't have to guess.

2. It's complete. All of the reader's questions are answered. The reader has enough
information to evaluate the message and act on it.

3. It's correct. All of the information in the message is accurate. The message is
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free from errors in punctuation, spelling, grammar, word order, and sentence structure.

4. 1t saves the reader's time. The style, organization, and visual impact of the
message help the reader to read, understand, and act on the information as quickly as
possible.

5. It builds goodwill. The message presents a positive image of the writer and his or
her organization. It treats the reader as a person, not a number. It cements a good
relationship between the writer and the reader.

Whether a message meets these five criteria depends on the interactions among
the writer, the audience, the purposes of the message, and the situation. No single set
of words will work in all possible situations.

Lecture 2 TRENDS IN BUSINESS AND ADMINISTRATIVE COMMUNICATION
Trends in business and administrative communication

Understanding and analyzing business communication situations

How to solve business communication problems

Trends in business and administrative communication

Both business and business communication are changing. Ten trends in business,
government, and nonprofit organizations affect business and administrative
communication: a focus on quality and customers' needs, entrepreneurship and
outsourcing, teams, diversity, globalization, technology, legal and ethical concerns,
balancing work and family, the end of the job, and the rapid rate of change.

Focus on Quality and Customers' Needs

Successful companies make money by offering high-quality products and services
that their customers want. Aladan Corp., founded in 1986 in Dothan, Alabama, has
cornered nearly 20% of the world market in latex examination gloves by providing a
quality product quickly at a low price. Chris Zane's Cycles has grown 25% a year in New
Haven, Connecticut, by offering free lifetime service and a cellular phone with the
bicycles Zane sells, gourmet coffee while bikes are serviced, a toll-free number, and 90-
day price guarantees.

While flexible, responsive companies have been growing, many of the giant US
companies that relied on their large market share for continued profits have gone through
painful downsizing. Xerox Corporation, for example, once figured that because the service
department earned a profit, it didn't matter that its copiers broke down and had to be
serviced. But people wanted copiers that didn't break down and turned to Japanese copiers.
Xerox has been able to reinvent itself. Now, more companies are "benchmarking":
comparing themselves to the best in their industries. The best companies are working to be
even better. Chevron created "process masters™ to help spread best practices from one
plant to another. A new way of cleaning pipes developed in one refinery now saves $1
million every time a refinery needs cleaning.
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Focusing on what customers want may lead a business to redefine itself. Business
Interiors sold office furniture in Irving, Texas. The CEO said, "Forget what we sell, let's
ask customers what they want and organize ourselves around that." Now the company
provides a wide range of products and services—including computer-aided design for
offices and office buildings.

Communication is at the center of the focus on quality and customers' needs.
Brainstorming and group problem solving are essential to develop more efficient ways to
do things. Then the good ideas have to be communicated throughout the company.
Innovators need to be recognized. And only by listening to what customers say—and
listening to the silences that may accompany their actions—can an organization know
what its customers really want.

Entrepreneurship and Outsourcing

In 1995, nearly 13 million Americans were self-employed and working full-time at
home. That figure doesn't count the small-business owners whose companies have grown
beyond the owner's home or garage. Entrepreneurship is so popular that many business
schools now offer courses, internships, or whole programs in starting and running a
business.

Some established companies are trying to match the success and growth rate of
start-ups by nurturing an entrepreneurial spirit within their organizations. Innovators who
work within organizations are sometimes called intrapreneurs. Researchers at 3M can
spend 15% of their time working on ideas that don't need management approval; Post-it
Notes and the Scotch-Brite Never Rust wool soap pad are two products that came out of
3M's "skunk works." Thermo Electron lets managers "spin out™ promising new businesses.
Xerox employees write business proposals competing for corporate funds to develop new
technologies.

Some businesses have been forced to become entrepreneurial because of
outsourcing. Outsourcing means going outside the company for products and services that
once were made by the company's employees. The people who are now Corsair
Communications Inc. were jettisoned in December 1994 by the California-based defense
contractor for whom they'd worked most of their professional lives. Instead of
automatically getting assignments and pay, they had to propose products and find
customers. The company has succeeded—in large part because CEO Mary Ann Byrnes
has changed the corporate culture.

Entrepreneurs have to handle all the communication in the organization: hiring,
training, motivating, and evaluating employees; responding to customer complaints;
drafting surveys; writing business plans; and making presentations to venture capitalists.

Outsourcing makes communication more difficult—and more important—than it
was when jobs were done in-house. It's harder to ask questions, since people are no longer
down the hall. And it's easier for problems to turn into major ones. Some companies now
are creating a "Chief Resource Officer" to monitor contracts with vendors so that lines of
communication will be clear.

Teams

To produce quality products while cutting costs and prices, more and more
companies are relying on cross-functional teams. A team of 10 middle managers from
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various departments at the North Island Naval Depot improved the process of
manufacturing replacement parts for fighter planes. They cut the time needed to
manufacture and deliver a part by 42% and have saved the Navy—and thus taxpayers—
$1.7 million in a year and a half. Teams at Dettmers Industries in Stuart, Florida, make a
product in 80 hours—down from 140 hours three years ago. Though employees earn
more—sometimes much more—than workers in comparable local industries, the
company's labor costs have remained steady, while sales are up 50% and profit margins
are twice the industry standard.

The prevalence of teams puts a premium on learning to identify and solve problems,
to share leadership, to work with other people rather than merely delegating work to other
people, to resolve conflicts constructively, and to motivate everyone to do his or her best
job.

Diversity

Teams put a premium on being able to work with other people—even if they come
from different backgrounds.

Women, immigrants have always been part of the workforce. But for most of our
country's history, they were relegated to clerical, domestic, or menial jobs. Even when
men from working-class families began to get college degrees in large numbers after
World War 11, and large numbers of women and minorities entered the professions in the
1960s and 1970s, only a few made it into management. Now, US businesses realize that
barriers to promotion hurt the bottom line as well as individuals. Success depends on using
the brains and commitment as well as the hands and muscles of every worker.

In the last decade, we have also become aware of other sources of diversity beyond
those of gender and race: age, religion, class, regional differences, sexual orientation,
physical disabilities. Helping each worker reach his or her potential requires more
flexibility from managers as well as more knowledge about intercultural communication.
And it's crucial to help workers from different backgrounds understand each other—
especially when continuing layoffs make many workers fear that increased opportunities
for someone else will come only at a cost to themselves.

Globalization

Business has become truly global. The global economy is more than simply
importing or exporting products. Instead, more and more companies have factories and
offices in several countries. Even small companies send managers on overseas
assignments.

Technology

Changes in technology support and drive changes in other areas. Intranets— Web
pages just for employees—qgive everyone in an organization access to information. To
save the Waterville, Maine, ballet company, a retired Marine colonel assembled a
nationwide board of directors that met every other night on the Internet. Fax, e-mail,
pagers, and text typewriter (TTY) telephones enable deaf and other hearing-impaired
employees to fill a variety of jobs.

Technology helps organizations save money. FedEx cut the cost of checking on
delivery status from $5 a package to only 5 cents by letting customers ask electronically
on their own PCs. Total savings are estimated at $2 million a year. Aetna insurance
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company saves $6 million a year by replacing paper insurance manuals with documents
that exist only online. A health insurance company uses desktop publishing to create
benefits booklets for its customers. The savings: only 5 days—not 45—are needed to
produce new booklets, a huge backlog is eliminated, and the company saves $350,000 in
postal costs alone. Fingerhut sends customers with children a birthday flyer advertising
toys appropriate for the child's age and sex and a personalized message—complete with
the child's name and birth month. Fingerhut's mail order sales have grown every year—up
to 14% —even during recessions.*

Modems, faxes, and videophones allow employees to work at home rather than
commute to a central office. Fax and e-mail make it easy to communicate across oceans
and time zones. Teleconferencing makes it possible for people on different continents to
have a meeting—complete with visual aids—without leaving their hometowns.

Technological change carries costs. Technology makes it easier for companies to
monitor employees—even when they're out of the office. While technology creates new
jobs, it eliminates old ones, requiring employees to retrain. Acquiring technology and
helping workers master it requires an enormous capital investment. Learning to use new-
generation software and improved hardware takes time and may be especially frustrating
for people who were perfectly happy with the old software. And the very ease of storing
information and sending messages means that managers have more information and more
messages to process. Information overload occurs when messages arrive faster than the
human receiver can handle them. In the information age, time management depends in part
on being able to identify which messages are important so that one isn't buried in trivia.

The technology of office communication also affects the way people interpret
messages. Readers expect all documents to be well designed and error free—even though
not everyone has access to a laser printer or even to a computer. Fax technology leads
people to expect documents instantly, even though the work and thinking required to
produce the document still take time.

Legal and Ethical Concerns

Legal fees cost US businesses hundreds of thousands of dollars. The price of many
simple items, such as ladders, is inflated greatly by the built-in reserve to protect the
manufacturer against lawsuits. Companies are finding that clear, open communication can
reduce lawsuits by giving all the parties a chance to shape policies and by clarifying
exactly what is and isn't being proposed.

Ethical concerns don't carry the same clear dollar cost as legal fees. But over the last
25 years, Clinton's impeachment, Ivan Boesky's insider trading, Beechnut's allowing fake
apple juice to be sold in its baby food, Watergate, the savings and loan debacle, and
experiments suggesting that many business people and business students were willing to
commit fraud have left many consumers with a deep distrust of both business and
government. To regain public trust and to avoid further regulation, business and
government must both act ethically and convince the public that they are doing so.

To help clients encourage good people to do the right thing, KPMG Peat Marwick, a
Big Five accounting firm, offers an "ethics audit" to increase discussion of ethical issues in
the workplace and identify places where an organization's system may break down.
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As Figure 1.6 suggests, language, graphics, and document design— basic parts of
any business document—can be ethical or manipulative. Persuasion and gaining
compliance—activities at the heart of business and organizational life—can be done with
respect or contempt for customers, co-workers, and subordinates.

Figure 16 Ethical lssues in Business Communication

The larger organizational context

How the message is conveyed What the message is of the message

Language, Graphics, and Document + |z the message that is # How does the organization treat its

Design communicated an ethical one that employees? How do employees treat
Does it respect the audience? sensitive to all stakehoiders? » How sengitive is the organization to

s Do the words halance the * Have interested parties been able to stakeholders such as the people
organization's right to present its havi input into the decision or who live near its factories, stores, or
best case with its responsibility to message? offices and to the general public?
present its message honesthy? + [pes the audience get all the # [loes the organization support

» Do graphics help the audience information it needs to make a good employees' efforts to be honest, fair,
undearstand? Or are graphics used to decision? and efhical’?
distract or confuse? * [z information communicated in a + [Jo the organization’s actions in

» Does the design of the document timely way, or is information miaking products, buying supplies,
make reading easy? Does document withheld to reduce the audience's and marketing goods and services
design attempt to make readers skip power? stand up to ethical scrutiny?
key points? + |5 information communicated in a + |5 the organization a good corporate

The tactics used to shape response schema the audience can grasp, or citizen, helpful rather than harmiul

yo TRepen are data “dumped” without any to the community in which it exists?

Pkl Ly LU context? * Are the organization’s products or
« fre the emotional appeals used services a good use of scarce
fairy? Do they supplement logic resources?
rather than substituting for it? '
+ Does the organizational pattern lead
the audience without undue
manipulation?
+ fre the tactics honest? That is, do
they avoid deceiving the audience?

Ethical concerns start with telling the truth and offering good value for money.
Organizations must be concerned about broader ethical issues as well: being good
environmental citizens, offering a good workplace for their employees, contributing to the
needs of the communities in which they operate.

Balancing Work and Family

The Wall Street Journal now runs a regular column on Work and Family. One staff
writer notes,

Two research studies named a "lack of balance between work and personal life" one
of the top six reasons new managers fail and one of the top five reasons relocations fail. In
contrast, Xerox and First Tennessee National Corp. are among companies that have found
that taking workers' family needs into consideration produces clear gains in productivity
and customer service.

Balancing work and family requires using ways other than physical presence to
demonstrate one's commitment to and enthusiasm for organizational goals. It may require
negotiating conflicts with other workers who have different family situations or who raised
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children years ago when fewer companies were family-friendly. The downside of this
trend is that sometimes work and family life are not so much balanced as blurred. Lori D.
Lewis, Hewlett-Packard's Worldwide Reseller Channel Manager for Disk Drives, reports
that she has approved prices on a cellular phone on the ski slopes. This flexibility is
necessary in an age of downsizing and doing business in many time zones, but it means
that she, like many managers, is essentially on call all the time.

The End of the Job

In traditional jobs, people did what they were told to do. Now, they do whatever
needs to be done.

With flatter organizations, workers are doing a much wider variety of tasks. Teams
of hourly workers at Weyerhaeuser visit customers in the United States and in Japan to see
the demands that high-speed printing makes on their newsprint. When they come back
from a trip, they make presentations for two or three weeks to co-workers at the plant.

Your parents may have worked for the same company all their lives. You may do
that, too, but you have to be prepared to job-hunt—not only when you finish your degree,
but also throughout your career. That means continuing to learn — keeping up with new
technologies, new economic and political realities, new ways of interacting with people.

Rapid Rate of Change

Rapid change is a constant in business and government today. Change means that
what worked yesterday may not work today, let alone tomorrow. But change is stressful.
Many people, especially those who have felt battered by changes in the workplace, fear
that more change will further erode their positions. Even when change promises
improvements, people have to work to learn new skills, new habits, and new attitudes.

Jack Welch, CEO of General Electric, is widely acknowledged as the leading master
of corporate change in our time. He says,

You've got to be on the cutting edge of change. You can't simply maintain the status quo,
because somebody's always coming from another country with another product, or consumer
tastes change, or the cost structure does, or there's a technology breakthrough. If you're not
fast and adaptable, you're vulnerable. This is true for every segment of every business in
every country in the world.

Rapid change means that no college course or executive MBA program can teach
you everything you need to know for the rest of your working life. You'll need to remain
open to new ideas. And you'll need to view situations and options critically, so that you
can evaluate new conditions to see whether they demand a new response. But the skills
you learn can stand you in good stead for the rest of your life: critical thinking, computer
savvy, problem solving, and the ability to write, to speak, and to work well with other
people.

2. Understanding and Analyzing Business Communication Situations

The best communicators are conscious of the context in which they communicate;
they're aware of options.

Ask yourself the following questions:

» What's at stake—to whom? Think not only about your own needs but also about
the concerns your boss and your readers will have. Your message will be most effective if
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you think of the entire organizational context—and the larger context of shareholders,
customers, and regulators. When the stakes are high, you'll need to take into account
people's emotional feelings as well as objective facts.

« Should you send a message? Sometimes, especially when you're new on the job,
silence is the most tactful response. But be alert for opportunities to learn, to influence, to
make your case. You can use communication to build your career.

« What channel should you use? Paper documents and presentations are formal
and give you considerable control over the message. E-mail, phone calls, and stopping by
someone's office are less formal. Oral channels are better for group decision making, allow
misunderstandings to be cleared up more quickly, and seem more personal. Sometimes
you may need more than one message, in more than one channel.

» What should you say? Content for a message may not be obvious. How detailed
should you be? Should you repeat information that the audience already knows? The
answers will depend on the kind of document, your purposes, audiences, and the corporate
culture. And you'll have to figure these things out for yourself, without detailed
instructions.

« How should you say it? How you arrange your ideas—what comes first, second,
and last—and the words you use shape the audience's response to what you say.

. How to Solve Business Communication Problems

When you're faced with a business communication problem, you need to. develop a
solution that will both solve the organizational prob