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PREFACE
“Always read the ‘Preface’ of a book. It enables you to survey
more completely the book itself. You frequently also discover
the character of the author from the Preface.” — B. W. Procter
Winston S. Churchill once remarked, ‘Writing a book was an adventure. To begin with, it
was a toy and amusement; then it became a mistress, and then a master, and then a tyrant.’ Till
now, writing a book — and that too, on Business Communication — is, to me, an amusement —
an innocent pleasure. Emboldened by the encouraging response to my maiden publication, “Anatomy
of Tense”, followed by an increasing demand of my best-selling school text-book on English
Grammar, “King’s English”, I feel immense pleasure in presenting this present volume, “Business
Communication — The Basics” to you, — the thousands and millions of under-graduate college
students and post-graduate management students as also to the students of other professional
courses all over the world.
Today’s competitive business environs are witnessing varied phenomenal transformations at
a rapid pace. Heightened global competition, flattened management hierarchies, restructuring,
downsizing, mergers, acquisitions, expanded team-based projects, innovative communication
technologies, increasingly diverse workforce, emergence of knowledge-based economy have ushered
in greater communication challenges. G.A. Marken has rightly said, ‘Gone are the nine-to-five
jobs, life-time security, predictable promotions, and even the conventional workplace as you have
read and learnt earlier. Don’t presume that your organization will provide you with a clearly
defined career path or planned developmental experiences. And don’t wait for someone to ‘empower’
you.’ To thrive in this new, dynamic and demanding work-world, in every organization, — be it
big or small, national or global-, each personnel, — be it a manager, or a clerk, or a peon, — will
have to suo mottu ‘empower’ himself or herself.
The most important step towards such empowerment you need is to acquire certain
fundamental skills of which your ability to communicate effectively in writing and in speech
stands out as the first and foremost. Your chances of climbing up the corporate ladder largely
depend on how well you communicate in order to anticipate problems, make decisions, coordinate work-flow, supervise others, develop relationships, promote products and services. And
the higher you climb, the more you will need brilliance in your communication skills. Improvement
in your communication skills, therefore, improves your chances for success in whatever business
you have.
Businesses want and need people with good communication skills but unfortunately business’s
need for employees with good communication skills is all too often not fulfilled. Most employees,
(iv)
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even the college graduates, do not communicate well. Dr. Julian McPhee once said, ‘the one
consistent criticism made of business graduates of all colleges is that they don’t know how to
communicate their ideas effectively in speaking and writing’. ’Peter F. Drucker too echoed the
same feeling that very few college students have the ability to organize and express ideas in
writing and speaking. What they have stated is mutatis mutandis applicable in Indian context.
However, it is heartening to note that Business Communication as a separate discipline of study
has been receiving much-needed greater recognition in management schools and under-graduate
colleges of Indian universities in recent years.

WHO WILL BENEFIT FROM THIS BOOK? :
The present book, as its title “Business Communication — The Basics” clearly indicates,
is a modest attempt to deal with the basic theoretic introduction to business communication. This
book is a primer, and, therefore, not at all intended to discuss at length the whole gamut of this
vast subject in its entirety. The same has been exhaustively delineated in my forthcoming book
“Effective Business Communication — Concepts & Contexts” which is now in the press. However,
the primary objective of this present volume is to indoctrinate you, the young students of today
– the business executives of tomorrow, with the rudimental but indispensable ‘must-know’
ingredients of business communication in a lucid, simple, clear, concise, logical, systematic manner
as also in a funny, enjoyable, interesting, lively, conversational style so much so that you will
never feel bored to learn the apparently complex, seemingly ennuing, intelligibly uninteresting,
principal principles of communication. This book will be of great interest and value to those who
are already in a business or management position, and to those who simply like to learn ‘what,
why and how’ of business communication as also to those who are preparing for under-graduate,
management, and professional examinations on the subject. To be more generic, this book is
meant for you and also for everyone who aspires to better and boost their communication skills.
I am sure this book will lead you all to progress from ‘I wish I could’ mind-set syndrome and
enable you all to join the ‘I can / I will’ winning clubs.

ORGANIZATION OF THE BOOK :
The book is organized into sixteen chapters. The thematic presentation of the text is logical
and it follows the following simpler to harder sequence :
Chapter I introduces you to the different means of communication and their roles in the
communication process. Chapter II unearths both etymological and practical meanings of the
term ‘communication’, and attempts to define, articulate and and systematize the term
‘communication’ in fifty different ways. Chapter III tells you fifteen major characteristic features
of communication. Chapter IV familiarizes you with ten key elements of communication. Chapter
V takes you to the management legend, Peter F. Drucker, to learn four fundamentals of
communication. Chapter VI narrates seven broad categories of communication to you. Chapter
VII accompanies you to the wonderland of seven postulates of communication. Chapter VIII
drives you down to the four levels of communication.
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Chapter IX divulges to you eleven salient natures of communication without any hiccup.
Chapter X explores various scopes of communication and tells you tete-a-tete the tale of needs
for communicating. Chapter XI acquaints you with the different objectives that communication
processes serve within an organization. Chapter XII makes you aware of different views of
different communication theorists as to diverse functions of communication. Chapter XIII presents
you elaborative details of scholarly opinions / models advocated by various distinguished
communication experts regarding multiple purposes of communication. Chapter XIV unlocks the
golden gate to show you why communication is so important and significant in this constantly
shifting kaleidoscope of competitive pressures and opportunities. Chapter XV serves you an
oven-fresh delicious delicacy of fifteen principles of communication and the last Chapter XVI
rescues you from falling into the black magic-trap of communication-myths and lays before you
the sunny realities and concrete limitations of communication.

PEDAGOGICAL DEVICES :
In order to make this book more user-friendly, I have incorporated a number of pedagogical
devices in a systematic manner throughout this book :
(A) At the beginning of each chapter, you will notice :
(i) Chapter Contents at a glance, providing you an outline of the respective chapter;
(ii) Quotable Quotes, both thought-provoking and funny as also relevant to the chapter
concerned ;
(iii) Learning Objectives in each chapter, identifying specifically what should have
been learnt after reading the chapter;
(iv) Acronyms and Mnemonics to help you master the prime points in an ‘easy-toremember’ mode.
(B) In the main text of each chapter, you will observe :
(i) Introductory Quotation, designed to kindle and capture your interest in the main
theme;
(ii) ‘Laugh A Little, Think A Little’ Boxes, a unique feature incorporated so as to
mingle fun and seriousness in one breath to make the teaching and learning process
more entertaining and enjoyable;
(iii) Multiple Boxes, presenting a series of high-interest, short readings culled from
research articles, best-selling text-books on management, behavioural sciences,
psychology, philosophy, religions, and also from different magazines, journals,
newspapers etc.;
(iv) Diagrams, Figures, Charts, Tables, added as a highly effective learning tool to
illustrate and analyze core concepts;
(v) Copious examples drawn from classroom experiences as also from various books
and journals to explain dry precepts and thus make the text gainfully readable.
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(C) At the end of each chapter, you will find :
(i) Summary, included to brief you the main points discussed in detail in the chapter;
(ii) Key Terms & Concepts which have been defined and explained in the chapter,
enlisted once again at the end for your quick refresh and relearn;
(iii) Review & Discussion Questions comprising objective-type questions, short answertype questions, essay-type analytical questions in order to assess your understanding
of the theoretical concepts and thus reinforce learning;
(iv) References & Notes incorporated through a simple numbering system which is most
favoured and preferred by students and researchers alike, in order to keep the main
text uncluttered and easier to follow.
Further, towards the end of the book, I have added also Appendices, a separate chapter
which contains additional Question Bank, new features such as Experiential Exercises and also
Case Exercises. They are carefully designed to prompt you to learn and relate to your own
experiences various concepts, models etc., discussed throughout the book. Experiential exercises
are mainly classroom activities to be done under the guidance of class teachers. Many questions
set in the Appendices will practically trigger self-insight and reflection. Further, another separate
section styled ‘Suggested Readings’ contains bibliography of some important books, journals &
bulletins, which are primarily meant for those who may want to undertake a more detailed study
of the subject or may like to go through them only for course projects.
I was a Member of Faculty for more than six years in a College of Banking of a premier
banking institution and conducted more than 1500 executive training classes including seminars
and workshops for executives of various banks from India as also other SAARC countries and
the corporate world. Vast experiences gathered during the period have permeated in the textdesign and articulated it through proper synthesis of matters collected from innumerable sources.
I myself have taken all the pains to edit, design numerous diagrams, and proof-read the
entire book as many as four times at different stages of its preparation to make it error-free as
far as practicable and to enhance its overall quality and get-up. Someone has said that the sun need
not boast of his brightness nor the moon of her effulgence, because these are self-evident. The
qualitative standard of this present volume will no doubt speak for itself. Nevertheless, the users
are the best judge. I, therefore, earnestly solicit constructive feedbacks from all of you, — college
teachers, business executives, and, of course, from under-graduate, graduate, post-graduate students,
— bringing to my notice any error of omission or commission that might have crept in despite
my best efforts to avoid them. Further, your comments, suggestions & observations for bringing
about qualitative improvements in the book are most welcome.
I humbly believe the students of business communication in different universities and
management institutions will find the text discussed in the book exhaustive, informative, instructive
and interesting. Wishing you all to be a successful communicator.
GANESH CHATURTHI
September 01, 2011

DR. PARTHO PRATIM ROY
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BUSINESS COMMUNICATION — THE BASICS

QUOTABLE QUOTES
1. “I will pay more for a man’s ability to express himself than for any other
quality he might possess.”
CHARLES SCHWAB
2. “Andrew Carnegie, once the wealthiest man in the United States, at one
point had 43 millionaires working for him. When asked what made these
people so valuable to him, he replied that it wasn’t their knowledge of
steel but of people that made them so valuable. They were, it seems,
excellent communicators who worked effectively with others.
ANON
3. “Meaning is in the receiver, and not in the symbols.”
G.C. HEAVISIDE
4. “The first executive function is to develop and maintain a system of
communication.”
CHESTER I. BARNARD

LEARNING OBJECTIVES
After going through this chapter, you should be able to —










Identify the role of sounds, signs, symbols in communication;
Understand how old communication is;
Explain why you cannot not communicate;
Describe multiple meanings of words and the ‘Abstraction Ladder’;
Understand the role of language in communication;
State why people don’t communicate well;
Scan how men differ from women in communication styles;
Outline the role of communication in physical well-being of human beings,
financial well-being of business organizations, and in executing the functions
of ‘ears and eyes’ of management.
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1.1. INTRODUCTION
“The time has come”, the Walrus said,
“To talk of many things;
Of shoes — and ships — and sealing wax —
Of cabbages — and kings — .”
Lewis Carroll, Alice in Wonderland
And, like Lewis Carroll’s Walrus, we talk daily of so many things. Communicating to
people is our everyday activity. According to Marion M. Wood,1 individuals spend nearly 70%
of their waking hours in communicating — 9% in writing, 16% in reading, 30% in talking, and
45% in listening (cf. Diagram 1.1).
DIAGRAM 1.1 :

LISTENING
45%

DISTRIBUTION OF TIME IN COMMUNICATION
ACTIVITIES FOR INDIVIDUALS

WRITING
9%

READING
16%

WRITING

READING

TALKING

LISTENING

TALKING
30%

Source: Based on Marion M. Wood
Diagram: Exclusively designed by the Author (Dr. Roy).

From the time, we wake in the morning till night before we sleep, we communicate with a
lot of people — wife, children, parents, friends, milkman, bus conductor, boss, secretary, salesman,
and many others. Each day we are involved in conversations, discussions, giving and receiving
orders, expressing concern, tenderness or even annoyance. Our daily contact with other people
consists of communicating ideas and feelings.2 These are at times communicated through sounds,
signs, symbols and gestures.
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For example, we communicate pleasure by a smile, approval by a nod, direction by a
sketch and pain by a groan. Babies don’t need words, grammar or syntax. They yell at different
frequencies depending on whether they are hungry, frustrated or have a full nappy. And their
mother can get the message.
Nevertheless, words and, to speak more precisely, language remain by far the commonest
and most important means of communication.
BOX 1.1 : HOW OLD IS HUMAN COMMUNICATION?

For many years, it has been thought that the speech function was unique
to modern Homo Sapiens. However, just within the past few years, evidence
has been found that the first creatures to use spoken communication were
Neanderthals, or more ancient Homo Sapiens dating back 60,000 years…
Mr. Terrence Deacon, a neuroanatomist of Harvard University says that
Neanderthals had a more restricted vocal range than we do. They had
nasal voices, but could probably pronounce every consonant and vowel
sound except “oo” and “ee”. They are articulate, intelligent humans we
would be able to understand and interact with.
Source: Dr. Stewart L. Tubbs & Ms. Sylvia Moss, Human Communication: Principles
& Contexts, McGraw-Hill, New York, 9th Edition, 2003, p. 4.

1.2. ROLE OF DIFFERENT MEANS OF COMMUNICATION
1.2.1 Sounds — Its Role in Communication
According to Phonetics, the Science of Sounds, the world, both living and non-living, is full
of sounds. Winds, clouds, animals, birds, fishes, bees, plants, flowers — all have particular sounds
of their own.
For example, winds whistle, clouds rumble, lightning thunders, windows clatter, clocks tick,
bees buzz, crickets sing, birds chirp, cattle low, cocks crow, snake hisses, horse neighs.
But in no other species among the living beings on the earth is the art of audible sound more
fully developed than in man. And the more advanced the society of man, the richer the language
he speaks, the greater the variety of sounds he employs.
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1.2.2 Signs — Its Role In Communication
Signs are basic elements in communication. Signs are cues or signals to which we learn to
respond because they stand for other stimuli.
Charles J. Margerison3 has explained through the message matrix how we communicate
(cf. Box. 1.2):
BOX 1.2 : THE MESSAGE MATRIX

I Give

I Receive

Indicators

Cues



Clues

[ Verbal ]

Signs



Signals

[ Visual ]

Analysis:
1. Cues refer to the verbal indicators that you give to others.
2. Clues refer to the verbal indicators that others give to you.
3. Signs refer to the visual, behavioral indicators, such as smiles, groans
or hand movements, that you give to others.
4. Signals refer to the visual, behavioral indicators others give to you.
Source: Based on Charles J. Margerison

Although the words — signs and signals — derive from the same Latin origin “signum”
meaning a mark or a token, they are not absolutely synonymous. A sign is always visual and static
with elements of communication remaining unchanged (e.g., a still photograph) while a signal is
audio-visual and dynamic with elements of communication always on the move (e.g., a traffic
signal). Signs become meaningful through what Psychologists call the “conditioned” response —
that is, a response which we learn through frequent association with a stimulus, even though that
particular response would not normally be evoked by that stimulus.
For example, the sound of a dinner bell may cause our salivary glands to operate if we have
learnt that the ringing of this bell is usually followed by the presence of food. The ‘bell cue’
stands in place of the ‘food cue’, and, hence, is called a sign.
Signs too play an effective role in non-human communication. For example, bees perform
a dance that signals other bees to go for nectar. A dog may show hunger by walking back and
forth to the dog bowl. Even the elements of nature send signs to communicate. For example, dark
clouds signal the prospect of rain or bad weather.
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Stan Richards in his delightful book titled “Hobo Signs” describes the ingenious signs used
by hobos to advise those who follow of the conditions ahead (cf. Diagram 1.2).
DIAGRAM 1.2 : COMMUNICATION SIGNS FOR HOBOS

A good place
for a handout

A man with a
gun lives here

A religious talk will
get you a free meal

A barking dog

Source: Barlenmir House Publishers: Illustrations, “A Good Place For A Handout,” “A
Man with a Gun Lives Here,” “A Religious Talk Will Get You A Free Meal,”
and A Barking Dog,” from the book Hobo Signs by Stan Richards, © by Stan
Richards & Associates. Published by Barlenmir House Publishers, New York,
N.Y.

These messages create understanding, and the communication among these “travellers of the
road” is effective.
Placed below are some common, familiar examples of signs you frequently come across in
your daily life (cf. Diagram 1.3) :
DIAGRAM 1.3 : SOME COMMON, FAMILIAR EXAMPLES OF SIGNS

•
,
?
!



Full stop / Period



Comma



Question Mark



Exclamation Mark

=

>
<

Equal to
Not equal to
Greater than
Less than

+
–
×




Addition



Subtraction / Dash









Summation



Triangle

Multiplication



Square

Division



Rectangle

1.2.3 Symbols — Its Role in Communication
All of us have been using symbols throughout our entire life. In fact, our life style, our
behavior, and the meaning of our lives are all symbol-controlled, symbol-motivated, and symbolevaluated. Therefore, in a study of communication, it is necessary to understand the meaning of
symbols. Prof. S. I. Hayakawa defines symbols as “things-that-stand-for-other-things” and says
that “the process by means of which human beings can arbitrarily make certain things stand for
other things may be called the symbolic process.”4
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BOX 1.3 : YOU CANNOT NOT COMMUNICATE

Communication is so intrinsic to our lives it can be argued that it is
impossible to not communicate. Say, for instance, that you are in line next
to someone in the grocery store. You may choose to overtly communicate
with that person, perhaps by smiling or saying hello. However, if you
avoid eye contact or turn away from that person, you are telling them that
you are closed to them, which tells much. Every move we make, every
facial expression, even the clothing we wear communicates messages about
ourselves. Not only is communication inevitable, it is also irreversible.
Once a message is sent out, it cannot be called back. Not that many of
us try to avoid communication. The urge and the ability to communicate
are innate.
Source: Brent C. Oberg, Interpersonal Communication — An Introduction to Human
Interaction, Jaico Publishing House, Mumbai, Second Impression, 2006, p. 4.

Nearly all communication is symbolic — that is, it is achieved using symbols to suggest
certain meanings. Symbols are special, complex kinds of signs. The meaning of a symbol is
arbitrary and is less closely associated with its cues. Symbols are merely a map that describes
a territory, but they are not the real territory itself. Hence, they must be interpretated.
For example, the word “dog” does not look like a dog, sound like a dog, or smell like a
dog, but it means a dog because we have made it a symbol for a dog. The Indian flag in a history
book is an example of a non-verbal symbol. Words or mathematical notations are examples of
verbal and numerical symbols. Certain symbols are standardized too, e.g. traffic symbols, symbols
for family planning, no smoking, toilets, telephone, hospital, eye bank etc., (cf. Diagram 1.4(i))
and they convey clear, definite meaning to anybody at any place. Some symbols refer to manners
of representation of some particular ideas e.g. Lion for strength or supremacy, a balance for
justice, certain colours for certain virtues as symbolised in our national flag etc. (cf. Diagram
1.4(ii))
DIAGRAM 1.4 : EXAMPLES OF SOME STANDARDIZED SYMBOLS
(i)

HORN PROHIBITED

HOSPITAL

LIGHT REFRESHMENT

FIRST AID POST
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(ii)
Symbol for Sacrifice
Symbol for Truth and Purity
Symbol for Motion
Symbol for Vegetation & Vitality

Symbol for STRENGTH

Symbol for SACRIFICE,
PEACE & VITALITY

Symbol for JUSTICE

BOX 1.4 : A UNIQUE WAY OF COMMUNICATING

Julia Butterfly Hill, a 23 year-old woman, decided to send a message. She
felt passionate about the environment and decided that in order to save
one giant redwood tree from being cut down, she would live 180 feet up
in the tree. She stayed in the tree for 738 days! Think about it. She spent
over two years of her life to send a message. However, through her
dedication and passive methods, she was able to reach an agreement with
the logging companies to develop better methods for preserving the rights
and interest of both the parties. Later she was featured in People
Magazine’s “25 Most Intriguing People of the Year.”
Source: Adapted from Dr. Stewart L. Tubbs & Ms. Sylvia Moss, Human
Communication, Principles & Contexts, McGraw-Hill, New York, 9th Edition,
2003, p. 4.

1.2.4 Words — Its Role in Communication
We live in an ocean of words, but like a fish in water we are not aware of it. There are close
to 2½ billion of us on the planet today, and practically everyone of us, except very young
children, is constantly talking, listening to talk, learning to talk.5
Just as air is the medium of sound, so words are the vehicle of communication. Just as air
is a mixture of different gases, so a word is a combination of different letters. Letters are
symbolized sounds and words are units of symbolized ideas and feelings. Words are considered
as the smallest components of a language (cf. Box 1.5).
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BOX 1.5 : LANGUAGE — DIFFERENT COMPONENTS

SOUND



= Spoken form of Letter

LETTER



= Symbolised Sounds

SYLLABLE



= Unit of Pronunciation having only one vowel

WORD



= Letter/Letters having a sense

SENTENCE



= Words two or more with a complete sense

Source: Based on Anatomy of Tense by Dr. P.P. Roy,6 p. 1.

[a] Words Often Confused :
Communication becomes effective only when the words communicated convey precisely the
same meaning for the listener as they do for the speaker. Only then there can be true “meeting
of minds” between the speaker and the listener. Mark Twain once said that the difference
between the right word and the almost right word is the difference between ‘lightning’ and the
‘lightning bug’. The speaker must, therefore, carefully select words that convey exactly what he
wants them to convey and use them in sentences framed so as to leave no room for misunderstanding.
For example, the speaker must not confuse the words in Group ‘A’ with those shown
thereagainst in Group ‘B’ (cf. Figure 1.1).

10
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FIGURE 1.1 : WORDS OFTEN CONFUSED — AN ILLUSTRATION
GROUP - A

GROUP - B

Avocation
(= sub-ordinate occupation
usually for pleasure)

with

Vocation
( = occupation/trade
or profession)

Continuous
(= without a gap or break)

with

Continual
(= with occasional breaks)

Disinterested
(= unselfish/objective/
free from prejudice)

with

Uninterested
(= indifferent/the state of
not being interested)

Economic
(= concerning material needs of man)

with

Economical
(= thrifty/not wasteful)

Official
(= As a noun  officer,
As an adjective  connected with an office)

with

Officious
(= meddlesome/interfering/too ready
to offer help that is not wanted)

Silly
(= deficiency of intellect)

with

Foolish
(= abuse of intellect)

Stupid
(= a cloudy perception of everything)

with

Simple
(= want of experiential quick-sightedness )

Virtual
(= de facto/not actual but in effect)

with

Virtuous
(= righteous/chaste)

Zealous
(= full of enthusiasm)

with

Jealous
(= envious)

Reward
(= something that is given in return
for good or evil done)

with

Award
(= something that is conferred
or bestowed)

[b] Multiple Meanings of Words :
Almost every word has multiple meanings. The variety of word meanings is often surprising.
A standard desk dictionary reports 79 (seventy-nine) different meanings for the popular word
“ROUND” of which
18 (eighteen) are used as an Adjective,
19 (nineteen) are used as a Noun,
26 (twenty-six) are used as a Verb,
9 (nine) are used as a Preposition, and
7 (seven) convey special meanings.
Many of the meanings are entirely different, as shown through six examples in the following
diagram (cf. Diagram 1.5).
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DIAGRAM 1.5
1.4 :: MULTIPLE
MULTIPLE MEANINGS
MEANINGS OF
OF WORDS
WORDS
DIAGRAM

“Shaped like a ball”

“Entire ;complete;
as, a round dozen”

“ The thigh of a
beef animal ....in full,
round of beef ”

“Shaped like a cylinder”

“A course which...
returns to the starting
point; as, a round trip”

“ An assembly or
group of people”

Source: Webster’s New World Dictionary, College Edition, 1964 & Quoted by Dr. Keith Davis.

Similarly, the word “RUN” can be used in 110 different ways. It has 71 meanings as a
verb, another 35 as a noun, and 4 more as an adjective. Some of the examples showing different
shades of meaning in word ‘RUN’ are cited below:7
Babe Ruth scored a run.
I have a run in my stocking.
Did you ever see him run?
What headline do you want to run today?
There was a run on the bank today.
Who will run for President this year?
Please run my bath water etc. etc.
A study of a larger dictionary, the Oxford Dictionary, reports there are about 6,00,000 (six
lakhs) words in the English language. An educated adult in daily conversation uses about 2,000
words of which the most commonly used words are 500. And an average of 28 (twenty eight)
separate meanings we have for each of the 500 most used words in the English Language.8 A
study by Lydia Strong9 largely substantiates this view. Strong concluded that for the 500 most
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common words in English language, there are 4070 dictionary definitions. Is it really possible then
that we can guess the right meaning every time?
Ossie Davis in Roget’s Thesaurus counted 120 synonyms for ‘blackness’ and noted that
most of them had unpleasant connotations. In the same book are cited 134 synonyms for the word
‘white’ with positive connotations.10
According to Alison Theaker,11 words have as many as four types of meanings which can
be described as follows:
1. Denotative i.e. what the word means in the dictionary sense i.e. literal meaning of a
word. It just informs and names objects without suggesting any positive
or negative qualities. For example, the word ‘CHAIR’ simply means
a piece of furniture for sitting on.
2. Connotative. i.e.what the subjective, emotional meaning you attach to a word. Such
meaning derives from qualitative judgements, personal reactions, images
or associations created in the mind of the receiver. Some words like
‘competent’, ‘honest’, ‘sincere’ etc. have positive connotations, while
some others like ‘incompetent’, ‘coward’, ‘selfish’ etc. have negative
connotations. Besides, certain words have both favourable and
unfavourable connotations in different contexts. For example, one such
word is CHEAP:
Use of words

Implication(s)

Nature of connotations

1. This shop sells cheap things

Refers to quality

Negative, unfavourable

2. This shop sells things cheap

Refers to prices

Positive, favourable

3. Ambiguous. i.e. where the same word means different things in a given language. For
example, the word ‘BEAR’ can be a noun describing a woolly beast
or a verb meaning to carry. Similar examples:
Word

As a noun

As a verb

1. DEAL

A business agreement

To distribute / behave

2. RUN

A unit of scoring in cricket

To move swiftly / flee

Puns and poems depend on ambiguity for their effect.
4. Polysemic. i.e. where readers/viewers can derive different meanings from the same set
of information — pictures or text. This builds on the different
connotations people bring to a message, but reflects the wider social
context of a message, not just the subjective response. For example,
an image of a woman in a swimming costume may represent different
meanings to people of different cultures or different political and
ideological views.
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If words have really no certain meaning, how, then, can we make sense with them while
communicating with others? The obvious answer to this question is the ‘context’ in which it is
used. For example, the term “dummy” in an argument at the office may be derogatory/
uncomplimentary, when we use the said term to refer to the person serving as dummy in a game
of bridge is acceptable and meaningful. So, individual words, despite having so many meanings,
become meaningless until they are put into context. Consequently, effective communicators are
idea-centered, rather than word-centered. They know that words do not mean — people mean12
(cf. Box. 1.6). That is, the meaning of words are not in words, but in people’s mind. Words have,
therefore, meaning only in terms of people’s experience. G.C. Heaviside is, therefore, right when,
after summarising much research on communication, concluded : ‘Meaning is in the receiver
and not in the symbols’.
BOX 1.6 : A YOUNG BEAUTIFUL WOMAN AND A FAMOUS ARTIST
MEANING IS IN THE RECEIVER

A young, beautiful woman contacted a famous artist and offered him
Rs. 5,000/- to paint her in nude. He refused saying that it was against
his principle. A week later she called the artist again and offered him Rs.
10,000/-. Again the artist refused. When the lady called the artist the
third time and offered him Rs. 25,000/-, he said that he will consider it.
The next day, the artist telephoned, “I can do it, madam, but I have to
wear at least socks, because I need a place for my brushes.”
Source: Unknown

[c] Abstraction of Words
Everyone abstracts. It occurs when anything is deleted or left out. The abstracting process,
by leaving out details, permits classification. Professor S. I. Hayakawa provided a classic example
by abstractly classifying a cow on an “Abstraction Ladder” [cf. Diagram 1.6] .
The cow, ‘BESSIE’, is uniquely herself, and differs from all other objects in the same
classifications. This uniqueness is an important point. With his ‘ladder of abstraction’, Mr.
Hayakawa endeavours to make the point that objects begin at the perception and microscopic
levels (=II & I respectively) while symbols begin at the III (= third) level. Levels IIIrd to VIIIth
on the abstraction ladder illustrate how many degrees of specification we have in our complex
symbol system.
The object we see is an abstraction of the lowest level. As we ascend the ladder, the verbal
categories become more general as ‘BESSIE’ is placed into broader categories in which we
conceive some similarity.”13
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DIAGRAM 1.6 : THE ABSTRACTION LADDER

(Start reading from the bottom up)
VIII. The word “wealth” is at an extremely high
level of abstraction, omitting almost all
reference to the characteristics of Bessie.

VIII. “ Wealth”

VII. “Asset”

VII.

When Bessie is referred to as an “asset”, still more of
her characteristics are left out.

VI. “Farm assets”

VI.

When Bessie is included among “farm assets,”
reference is made only to what she has in common
with all other saleable items on the farm.

V. “Livestock”

V.

When Bessie is referred to as “livestock,” only those
characteristics she has in common with pigs, chickens,
goats, etc. are referred to.

IV. “Cow”

IV.

The word “cow” stands for the characteristics we have
abstracted as common to cow 1, cow 2, cow 3, … cow n.
Characteristics peculiar to specific cows are left out.

III. “Bessie”

III.

The word “Bessie” (cow1): This is the name we give to the
object of perception of level II. The name is not the object;
it merely stands for the object and omits reference to many
of the characteristics of the object.

II.

The cow we perceive, not the word, but the object of
experience; that which our nervous system abstracts (selects)
from the totality that constitutes the process-cow. Many of
the characteristics of the process-cow are left out.

II.

I.

The cow known to science: ultimately consisting of atoms, electrons, etc.,
according to present-day scientific inference. Characteristics (represented by
circles) are infinite at this level and ever changing. This is the process level.

Source: Prof. S.I. Hayakawa, Language in Thought and Action, Harcourt, Brace &
World Inc., New York, 2nd Edition, 1964.
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By giving an object a name, we have in a sense ‘created’ that object. The symbols, we have
chosen to represent the ‘things’ of the world actually structure our perception of that world
whether we use our eye or a microscope. We cannot ‘see’ what we cannot symbolize. Because
of our cultural heritage we have chosen to symbolize some parts of the environment and not
others.14

1.2.5 Language — Its Role in Communication
“Language is the dress of thought.” — Samuel Johnson
When many words with generally accepted meanings are used by a group of persons, they
have a language. Languages are main vehicles for expressing thoughts, feelings and knowledge.
To communicate perfectly, a language would have to exactly convey the world it represents. If
we want to discover the meaning of a speaker’s words, the only way to be certain is to ask
the speaker what they mean when we are in doubt. Instead of wondering what the words in
a message mean, a better approach is to wonder what the speaker means.15
For example, there is a famous story of a carpenter and his assistant. The carpenter picked
up a nail of a huge size and said to his assistant,
“When I hold this nail in position and nod my head,
hit it hard with the hammer.”
And the tragedy we all know that the poor carpenter died instantaneously. It all happened
because by the word ‘it’, the assistant understood “my head” and not “the nail”.
There is another popular anecdote about a business owner charging his manager with the
responsibility for the concern before going off on a lengthy vacation.
“Treat this company as though it were your own,”
said the boss. Within two weeks, the manager sold the place. The receiver’s attitude had dramatically
conditioned his interpretation of the message, and hence his response.
Don Fabun16 has prescribed the following two golden rules to lessen the chance of
communication failures:
Firstly,
don’t assume that everyone knows what you are talking about;
Secondly, don’t assume that you know what others are talking about without
asking them questions to make certain what they are talking about.

The ‘hapless’ carpenter erroneously made the first assumption, and his ‘imperceptive’ assistant
made the second!
So, never “ASSUME”. Because when you ass u me, you often make an ass
out of u and an ass out of me! i.e. it makes an ass (of) u (&) me!
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Stan Kosen17 has cautioned us that the following five important factors should be
remembered about meanings of words:
(a) Words have many meanings;
(b) Words sometimes have regional meanings;
(c) Words develop new meanings;
(d) New words are continually added; and
(e) A difference in tone can change the meaning of a word.

Sometimes, words in the message, the emphasis given in communicating the message
and sometimes faulty interpretation of the message convey wrong meaning to a communication.
For example, examine the following message:
Love him not hate him.

The messages due to lack of precision and emphasis may be interpreted in any of the
following two ways:
(a)
(b)

Love him, not hate him.
or
Love him not, hate him.

In order, therefore, to have a correct response from the communicatee, the communicator
must communicate correctly the emphasis contained in the message.
Sometimes, punctuation may determine the meaning of words used. For example, look
at the following sentence having no appropriate punctuation mark:
Woman without her man is nothing.
Most men will punctuate the above sentence to mean :
Woman, without her man, is nothing.
While most women will punctuate the sentence to read :
Woman! without her, man is nothing.
Social Psychologist Joost A. M. Meerloo18 has cited some of the potential meanings that
is conveyed by the statement, “I LOVE YOU’ (cf. Box 1.7).
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“I LOVE YOU”

“… It may be a stage song, repeated daily without any meaning, or a
barely audible murmur, full of surrender. Sometimes it means: I desire you
or I want you sexually. It may mean: I hope you love me or I hope that
I will be able to love you. Often it means: It may be that a love relationship
can develop between us or even I hate you. Often it is a wish for emotional
exchange: I want your admiration in exchange for mine or I give my love
in exchange for some passion or I want to feel cozy and at home with you
or I admire some of your qualities. A declaration of love is mostly a
request: I desire you or I want you to gratify me, or I want your protection
or I want to be intimate with you or I want to exploit your loveliness.
Sometimes it is the need for security and tenderness, for parental treatment.
It may mean: My self-love goes out to you. But it may also express
submissiveness: Please take me as I am, or I feel guilty about you, I want
through you to correct the mistakes I have made in human relations. It
may be self-sacrifice or a masochistic wish for dependency. However, it
may also be a full affirmation of the other, taking the responsibility for
mutual exchange of feelings. It may be a week feeling of friendliness, it
may be the scarcely even whispered expression of ecstacy. “I love you” —
wish, desire, submission, conquest; it is never the word itself that tells the
real meaning here.”
Source: J.A.M. Meerloo, Conversation & Communication, p. 83.

In any language short sentences do not always guarantee the elimination of
misunderstanding. Wayne Sanders19, the president of Sanders Associates, Missourie, USA, has
cited an interesting example of a short, simple sentence and showed how many different meanings
the sentence can convey if each word of the sentence is emphasized in turn (cf. Fig. 1.2).
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FIGURE 1.2 :

CHANGE IN MEANING WITH SHIFTING OF
EMPHASIS ON EACH WORD IN A SENTENCE

The sentence with the emphasized word
shown in bold & italics
I
I
I
I
I
I

never
never
never
never
never
never

said
said
said
said
said
said

he stole money.
he stole money.
he stole money.
he stole money.
he stole money.
he stole money.

The consequential change in meaning
Possibly someone else said it, not I.
Now I am denying I ever said it.
I may have thought he did, though.
Someone did, but not him.
He borrowed it, embezzled it, got it as a gift.
May be not money, but a car, savings
bond, and so on.

Let’s take another example of intonation (i.e. voice modulation) and see how it can change
the meaning of a message (cf. Figure 1.3) :
FIGURE 1.3 : INTONATIONS — IT’S THE WAY YOU SAY IT
Change your tone and you change your meaning :
Placement of the Emphasis

What it means

Why don’t I take you to dinner to-night ?

I was going to take someone else.

Why don’t I take you to dinner to-night ?

Instead of the guy you were going with.

Why don’t I take you to dinner to-night ?

I’m trying to find a reason why I shouldn’t take you.

Why don’t I take you to dinner to-night ?

Do you have a problem with me ?

Why don’t I take you to dinner to-night ?

Instead of going on your own.

Why don’t I take you to dinner to-night ?

Instead of lunch tomorrow.

Why don’t I take you to dinner to-night ?

Not tomorrow night.

Source : Based on M. Kiely, “When ‘No’ Means ‘Yes’ ”, Marketing, October 1993,
pp. 7-9. Reproduced in A. Huczynski & D. Buchanan, Organizational Behaviour,
Pearson Education, Essex, UK, 4th Edition, 2001, p. 194.

Sometimes wrong expressions, faulty sentence structures distort the meaning and vitiate the
purpose of communication (cf. Fig. 1.4) :
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FIGURE 1.4 : SAY WHAT YOU MEAN
The communicator must not say

When he means

1.

Wanted for a baby a nurse three months old.

1.

Wanted a nurse for a baby three months old.

2.

I saw a dead cow walking across the field.

2.

Walking across the field, I saw a dead cow.

3.

George enjoys having breakfast in his pajamas.

3.

In his pajamas, George enjoys having breakfast.

DIAGRAM 1.7 : DESTRUCTION OF SENTENCE CONSTRUCTION

GEORGE ENJOYS
IN HIS PAJAMAS,
HAVING BREAKFAST
GEORGE ENJOYS
IN HIS PAJAMAS
HAVING BREAKFAST

Source : Sy Lazarus, Loud and Clear, AMACOM, New York, 1975, p. 53.

Let us take for example the following dialogue between a doctor and a patient which is
humorous per se due to misinterpretation of the message:
LAUGH A LITTLE
THINK A LITTLE
IS YOUR COLD ANY BETTER ?

Here is a humorous illustration of misinterpretated message :
Doctor
Patient
Doctor

:
:
:

Patient

:

Is your cold any better?
No!
Did you follow my instructions and drink some
orange juice after the hot bath?
No! After drinking the hot bath, I couldn’t get
any orange juice down.
Source: Based on Sy Lazarus, op. cit., p. 27.
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1.3. MULTIFARIOUS ROLES OF COMMUNICATION
“People don’t get along,
Because they fear each other.
They fear each other,
Because they don’t know each other.
They don’t know each other,
Because they haven’t communicated with each
other.”
Martin Luther King

1.3.1 Role of Communication in Our Lives
Communication arises out of the need to reduce uncertainty, to act effectively, to defend or
strengthen the ego. On some occasions, words are used to ward off anxiety. On other occasions,
they are means of evolving more deeply satisfying ways of expressing ourselves. Research studies
indicate that communication has been linked to physical well-being of human beings (cf. Box. 1.8)
BOX 1.8 : ROLE OF COMMUNICATION IN PHYSICAL
WELL-BEING OF HUMAN BEINGS

Stewart (1986) indicates that socially isolated people are more likely to
die prematurely; divorced men die at double the normal rate from cancer,
heart disease, and strokes, five times the normal rate from hypertension,
five times the normal rate from suicide, seven times the normal rate from
cirrhosis of the liver, and ten times the normal rate from tuberculosis.
Also, poor communication skills have been found to contribute to coronary
heart disease, and the likelihood of death increases when a marriage partner
dies.
Source: Quoted by Dr. Stewart & Ms. Sylvia Moss: Human Communication —
Principles & Contexts, The McGraw-Hill Cos., Inc., New York, 9th Edition,
2003, p. 6.

The aim of communication is to increase the number and consistency of our meanings within
the limits set by patterns of evaluation that have proven successful in the past, our emerging needs
and drives, and the demands of the physical and social setting of the moment. Communication
ceases when meanings are adequate; it is initiated as soon as new meanings are required. However,
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since man is a homeostatic, rather than static organism, it is impossible for him to discover any
permanently satisfying way of relating all his needs; each temporary adjustment is both relieving
and disturbing, leading to successively novel ways of relating to himself and his environment.20
Communication does more than enable us to survive. It is the way — indeed, the only way
— we learn who we are. Our sense of identity comes from the way we interact with other
people. Are we smart or stupid, attractive or ugly, skillful or inept? The answers to these questions
don’t come from looking in the mirror. We decide who we are based on how others react to us.
(cf. Box. 1.9).
BOX 1.9 :

COMMUNICATION MAKES US LEARN
‘ WHO WE ARE’. i.e., SENSE OF IDENTITY

Deprived of communication with others, we would have no sense of
identity. In his book ‘Bridges, Not Walls’, John Stewart21 dramatically
illustrates this fact by citing the case of the famous “Wild Boy of Aveyron”,
who spent his early childhood without any apparent human contact. The
boy was discovered in January 1800 while digging for vegetables in a
French village garden. He showed no behaviors one would expect in a
social human. The boy could not speak but uttered only weird cries. More
significant than this absence of social skills was his lack of any identity
as a human being. As author Roger Shattuck 22 put it, “The boy had no
human sense of being in the world. He had no sense of himself as a person
related to other persons.” Only after the influence of a loving ‘mother’ did
the boy begin to behave — and, we can imagine, think of himself as a
human.
Contemporary stories support the essential role that communication plays
in shaping identity. In 1970, authorities discovered a twelve-year-old girl
(whom they called “Genie”) who had spent virtually all her life in an
otherwise empty, darkened bedroom with almost no human contact. The
child could not speak and had no sense of herself as a person until she was
removed from her family and ‘nourished’ by a team of care-givers. 23
Like Genie and the Boy of Aveyron, each of us enters the world with
little or no sense of identity. We gain an idea of ‘who we are’ from the
ways others define us.
Source: Quoted by Ronald B. Adler & George Rodman, Understanding Human
Communication, Oxford University Press, New York, 9th Edition, 2006, p. 10.

Besides helping to define “identity needs”, communication provides a vital link with others.
Researchers and theorists 24 have identified a range of “social needs”* we satisfy by
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communicating:
(i) pleasure e.g. ‘because it’s fun,’ ‘to have a good time’;
(ii) affection e.g. ‘to help others’, ‘to let others know I care’;
(iii) inclusion e.g. ‘because I need someone to talk, to or be with’,
‘because it makes me less lonely’;
(iv) escape

e.g. ‘put off doing something I should be doing’;

(v) relaxation e.g. ‘because it allows me to unwind’; and
(vi) control

e.g. ‘because I want someone to do something for me’,
‘to get something I don’t have’.

*

Acronym :

PAI — ERCo

Mnemonic : Pakistan, Australia & India Equally Reputed
in the game of Cricket.
As you look at this list of social needs for communicating, imagine how empty your life
would be if these needs were not satisfied, and remember that it would be impossible to fulfill
them without communicating with others.
BOX 1.10 : MAN DIFFERS FROM WOMAN IN
COMMUNICATION STYLES

Deborah Tannen, a prominent researcher in the differences in
communication styles of men and women, suggests that the two sexes use
language in entirely different ways, creating miscommunication on a regular
basis. For women, language is the glue that holds relationships together,
for men, activities hold relationships together; and language is used to
negotiate their position. According to Tannen’s research, women suggest
and men command. Women react to commands with feelings of being
bullied; men perceive women’s indirect requests as manipulative. An
additional finding is that American men in business settings like to discuss
business and not waste time on personal talk. Women, like business people
in certain other cultures, feel that personal talk establishes a comfortable
relationship that can provide the basis for working together. These
differences in style cause confusion and resentment in many cases.
Source: D. Tannen, You Just Don’t Understand: Women & Men in Conversation,
Ballentine Books, New York, 1991 and also D. Tannen, Talking from 9 to 5,
William Morrow, New York, 1995.
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1.3.2 Role of Communication in Business Organization
Business organizations are human associations constituted for achieving certain specified
objectives. How well organizations achieve those objectives depends largely upon how well they
communicate with their human resources. Communication is the life-blood of every organization.
Communication is the means by which organized activity is unified, by which behavior is modified,
change is effected, information is made productive and goals are achieved.25
BOX 1.11 : WHY PEOPLE DON’T COMMUNICATE WELL ?

There are many number of reasons why people do not communicate well,
out of which the following four are the major problem areas:
First, people do not communicate well because they often have
emotional blocks. They are more concerned with things like, “Does this
person like me?” “Does this person think I know what I’m doing?” “Do
I appear qualified to do the job I am doing? etc. etc. than they are about
getting their message across. Emotional blocks come from all kinds of
sources: anger, fear, nervousness, defensiveness, uncertainty, and so on.
They may be due to the fact that the individual has had unsatisfactory
experiences in previous interaction encounters or that he/she got up on the
wrong side of the bed that morning or that he/she is just a normally
oversensitive person. Regardless of the source of the emotional block or its
type, it must be removed before good communication can take place. When
we are emotionally aroused, we are neither a good communicator nor a
good receptor. Like a football quarterback, we must keep our cool if we
are to do our best.
Second, people do not communicate well if they come from different
environments or have different frames of reference. This means, for example,
that an agent and an underwriting person do not have on the surface a
common purpose and a common goal. Just as in hockey, some people are
trying to drive the puck into the cage and the goalkeeper is trying to keep
them from so doing; however, in this instance they are not on the same
team. Actions and symbols mean different things to different individuals.
For any two individuals to communicate well, they must find some common
ground in order to get acceptance and agreement.
Third, some people cannot communicate well because they are
incapable of expressing themselves through the use of the spoken and/or
written word. In order to communicate, one must have the capacity to use
words, since words are the medium through which we express thoughts,
ideas, and feelings. Some people have a limited inventory of words with
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which to express themselves, or their recall in a given situation is limited.
An individual might think that he or she is saying the right thing, but it
always seems to come out wrong. Words are building blocks, and the
correct use of the building blocks creates the structure — or the ideas,
feelings, and attitudes toward which we are driving. Other people have
the basic words necessary to express their ideas, but they have one of the
many different types of speech impediments. In either case the individual
must work very hard to overcome these handicaps through education and
training, development, and experience.
Finally, some people cannot communicate effectively because they
are unable to use their personality effectively. Communication depends in
a large measure on the vibrations one sends out in the process of
communicating. One’s outward appearance, gestures, smile, animation,
eyes, bodily posture, vitality, and voice quality all express one’s personality.
These factors are particularly important in face-to-face communication
where individuals are constantly looking for the “meaning of meaning”
and are aware of the goodness of intent or the soundness of what the
individual is attempting to communicate.
Source: Adapted from Arnold E. Schneider, William C. Donaghy & Pamela Jane
Newman, Organizational Communication, McGraw-Hill Kogakusha Ltd.,
Tokyo, 1975, pp. 69-70.

1.3.3 Role of Communication in Management
[a] Communication — No. 1 Management Problem :
Alvin Dodd, the former President of American Management Association described
communication as the No. 1 management problem today. In the words of Dr. Raymond L.
Hilgart, Professor of Management and Industrial Relations, Washington University, Missouri, ‘in
every organization that I have come into contact with, communicating is usually the number one
problem, or it is at least associated with virtually every major problem which the organization
faces.’ This ranges from basic problems of human understanding, all the way to major financial,
marketing, and production problems associated with the inability of people to properly communicate
with one another.26
Fred Luthans27 opines, there seems little doubt that communication plays an important role
in managerial and organizational effectiveness. Yet, on the other side of the same coin,
communication is commonly cited as being at the root of practically all the problems of the
world. It is given as the explanation for lovers’ quarrels, ethnic prejudice, war between nations,
the generation gap, industrial disputes, and organizational conflict. These are only representatives
of numerous problems attributed to ineffective communication. Obviously, this thinking can go
too far — communication can become a convenient scapegoat or crutch. Not all organization and
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interpersonal difficulties are the result of communication breakdown. Other matters such as
motivation, decision-making and control, stress, organization structure, to name but a few — can
also contribute to problems. Yet it is also true that the communication process is a central
problem in most human and organizational activities.

[b] Communication — Eyes and Ears of Management :
Communication is the focal point of executive actions, is central to the control and survival
of organizations and is a requisite to effective management. Chester I. Barnard has rightly said
that the first executive function is to develop and maintain a system of communication.28 All
great management ideas are strictly armchair thoughts until a manager puts them into effect
through communication.29 Communication can be described as the eyes and ears of management.
Since management is getting things done through and with the efforts of others, all management
functions — styled as PODSCORB* ( i.e. Planning, Organizing, Directing, Staffing, Co-ordinating,
Reporting, Budgeting) — pass through the bottleneck of communication.

*

Acronym

: PODSCORB

Mnemonic : Prince Of Denmark Saved
Children Of Royal Bhutan.
All these major seven management functions have been diagrammatically illustrated in
Diagram 1.8 as under :
DIAGRAM 1.8: MANAGEMENT FUNCTIONS & COMMUNICATION BOTTLENECK

COMMUNICATING WITH

EXTERNAL
ENVIRONMENT

ORGANIZlNG
DIRECTING
STAFFING
CO-ORDINATING

CUSTOMERS
COMMUNICATION
BOTTLENECK

MANAGEMENT
FUNCTIONS

PLANNING

REPORTING
BUDGETING

Source: Based on Keith Davis and also Koontz & Weihrich.

SUPPLIERS
STOCK-HOLDERS
GOVERNMENTS
COMMUNITY
OTHERS
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Out of the aforesaid broad management functions, managers at all levels engage in at least
four main types of activity which can be acronymed as POLE (i.e., Planning, Organizing, Leading,
Evaluating):
Planning

: deciding priorities, setting time-objectives and targets, and devising action
plans to meet organizational goals.

Organizing : directing and co-ordinating the work of staff, making decisions about
their actual duties, monitoring expenditure, and allocating tasks to
individuals and teams.
Leading

: motivating staff to work to their optimum level, directing and appraising
as they carry out tasks, maintaining good working relationships, and
allocating rewards and sanctions to ensure compliance.

Evaluating : assessing whether organizational goals have been met, measuring outputs
and work performance compared to the set targets, implementing corrective
actions to meet shortfalls, and to devise new plans, if necessary.
And communication is involved in all the aforesaid four stages.
According to W.D. Johnson, the-then Vice President of Personnel, Baxter Travenol Labs
Inc., communication with employees is a critical requirement of good managers. In the words of
Peter F. Drucker, good communication is the foundation for sound management. 30
Communication is important for managers for two reasons. Firstly, it is the process by which the
management functions are accomplished. Secondly, it is the activity to which managers devote an
overwhelming proportion of their time.31 Managers, in general, spend as much as 37.5 hours
communicating per week.32
In the late 1960s, Henry Mintzberg, a graduate student at MIT, after systematic observations
of chief executives’ work, concluded that verbal interaction accounts for 78 per cent of managers’
time and 67 per cent of their activities.33 A great deal of this time is spent in meetings and on
telephone calls (cf. Diagrams 1.9 and 1.10).
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DIAGRAM 1.9:

DISTRIBUTION OF HOURS IN
MANAGERIAL COMMUNICATION

Source : Based on Henry Mintzberg
Diagram : Exclusively designed by the Author (Dr. Roy)

DIAGRAM 1.10 :DISTRIBUTION OF NUMBER OF ACTIVITIES IN
MANAGERIAL COMMUNICATION

Source: Based on Henry Mintzberg.
Diagram : Exclusively designed by the Author (Dr. Roy).
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According to Mintzberg, a manager has to perform ten types of roles under three broad
categories in the organization, and communication plays a vital role in each34 (cf. Fig. 1.5).
FIGURE 1.5 : MINTZBERG’S CATEGORIZATION OF MANAGER’S ROLES

ROLE OF MANAGERS

INTERPERSONAL
ROLE

INFORMATIONAL
ROLE

DECISIONAL
ROLE

Figurehead Role

Monitoring Role

Entrepreneur Role

Leader Role

Disseminator Role

Disturbance Handler Role

Liaison Role

Spokesperson Role

Resource Allocator Role
Negotiator Role

Source: Based on Mintzberg

In the interpersonal role, a manager acts as the figurehead and leader of the organization
unit interacting with subordinates, customers, suppliers and peers in the organization. According
to Mintzberg, the influence of managers is most clearly seen in the leader role. Formal authority
vests them with great potential power. Leadership determines, in large part, how much power they
will realise.35 In liaison role, managers establish and maintain contacts outside of the vertical
chain of command. In Rosemary Stewart’s study, 160 British middle and top managers spent 47
per cent of their time with peers, 41 per cent of their time with people inside their time with peers,
41 per cent of their time with people inside their unit, and only 12 per cent of their time with
superiors.36
In the informational role, a manager acts as both receiver and disseminator of information
from and for his peers, subordinates and others. As monitors, managers are constantly scanning
the environment for information, talking with liaison contacts and subordinates, and receiving
unsolicited information, much of it as a result of their network of personal contacts. A good
portion of this information arrives in verbal form, often as gossip, hearsay and speculation.37 In
the role of disseminator, managers pass privileged information directly to subordinates, who
might otherwise have no access to it. Managers must also decide not only who should receive
such information, but how much of it, how often and in what form. In the role of spokesperson,
managers send information to people outside of their organizations. They are also asked to deal
with representatives of the news media, providing both factual and opinion-based responses that
will be printed or broadcast to vast unseen audiences, often directly or with very little editing.
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And in the decisional role, a manager has to take some of the decisions based on information
that has been communicated to him and such decisions are communicated downward to subordinates
to achieve organizational goals. As entrepreneurs, managers seek to improve their businesses,
adapt to changing market conditions, and react to opportunities as they present themselves. In the
role of disturbance or crisis handler, managers must involuntarily react to conditions. Crises
can arise because bad managers let circumstances deteriorate or spin out of control, but just as
often good managers find themselves in the midst of a crisis that they could not have anticipated
but must react to just the same. In the role of resource allocator, managers make decisions about
who gets what, how much, when and why. Managers must make sensible decisions about such
matters while still retaining, motivating and developing the best of the employees. In the role of
negotiator, managers make dozens of decisions in the course of a week, which are the result of
brief but important negotiations between and among employees, customers and clients, suppliers
and others with whom managers must deal.38
Therefore, the more effective and purposeful the communication system is within the
organization, the better the performance, the greater the job satisfaction, the optimum the productivity
of personnel in that organization.

[c] Importance of Communication in Management :
Importance of communication in management has been widely recognized in recent years.
Effective system of communications helps management in the following ways:

(i) Smooth Running of the Organization
In every organization, big or small, all personnel — be it a manager, or a clerk, or a peon,
— are busy with the disposal of some sort of communication. The more complex the organization
the more difficult it becomes to establish that the correct information is passed on to the right
person at the right time through the right medium. Through communication, “skill to work” is
brought in touch with “will to work” and both combined together lead to successful teamwork.
In any organization, the communication from the superior is the basis on which the work of his
subordinate depends. This is the medium through which the subordinate knows his limitations,
regulates his work and expects reward or punishment for his approved or disapproved behavior.
Without a rich flow of communication from his boss, the subordinate cannot judge which direction
he should be going or how well he is doing and the like. Similarly, the communication from the
subordinate to his superior is a necessity for a successful organizer to plan his work. 39
Communication thus lubricates the entire organization and helps in running the organization
smoothly and uninterruptedly.

(ii) Proper Planning and Co-ordination
Good planning is a pre-condition for getting the task done, and this can be effectively
secured only through communication. According to Browne & Neitzel, the longer the chain of
communications and the greater the number of supervisory levels, the more opportunities there are
for misinterpretation and misunderstandings.40 Co-ordination is, therefore, required to be achieved,
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as in almost every human relationship, largely through communications. According to Mary
Cushing Niles,41 good communications are essential to co-ordination. They are necessary —
upward, downward and sideways — through all the levels of authority and advice for the
transmission, interpretation and adoption of policies, for the sharing of knowledge and information,
and for the more subtle needs of good morale and mutual understanding.

(iii) Prompt and Proper Decision-Making
Effective communication is the ‘sine qua non’ for prompt and proper decision making and
its systematic implementation. Just as without soul human body is but a corpse, similarly
howsoever intelligent and painstaking the personnel of management may be, it would be of no
avail unless the top management can effectively communicate either the policy or the decision
to those who can translate it into action.
LAUGH A LITTLE
THINK A LITTLE
PROMPT & PROPER DECISION MAKING

Here is a story regarding prompt and proper decision-making. Three men
— a project manager, a software engineer and a hardware engineer — are
helping out on a project. About midweek they decide to walk up and
down the beach during their lunch hour. Half-way up the beach, they
stumbled upon a lamp. As they rub the lamp, a genie appears and says in
a soft voice, “Normally I would grant three wishes, but since there are
three of you, I’ll grant each of you only one wish.”
The hardware engineer went first. “I would like to spend the rest of my
life living in a huge house in California with no money worries.” The genie
granted him his wish and sent him off to California.
The software engineer went next. “I would like to spend the rest of my
life living on a huge yacht cruising the Mediterranean with no money
worries.” The genie granted him his wish and sent him off to the
Mediterranean.
Now it was the project manager’s turn. “And what would your wish be?”
asked the genie. “I want them both back after lunch”, replied promptly the
project manager.
Source : Not Known
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(iv) Maximum Productivity with Minimum of Cost
All prudent managements aim at greater, better and cheaper production. Merely a heap of
A-grade men, machines, materials, methods, market, money cannot accelerate productivity. For
this, management has to sell ideas, motivate the workers to work with a will, and build up high
morale in the company. Communication, as an influence process, plays a vital role here. It
becomes, thus, a part of education, propaganda, leadership and guidance function of the
management.42

(v) Conflict Resolutions and Morale Building
Most of the conflicts in business are not basic but are caused by misunderstood motives and
ignorance of the facts. Proper communications between the interested parties reduce the points
of friction and minimize those that inevitably arise. Management at every work level is primarily
charged with the responsibility of seeing that proper procedures are established for sympathetic
interchange of information between all parties concerned.43 A group which knows what to do but
lacks the will to do it, finds it hard to go in a competitive economy. Similarly, a group which
has the will to do but does not know what to do, wastes its energy. Hence, by effective
communication, a group having ‘skill’ and ‘will’ to do is to be built up. Morale-boosting through
effective communication creates in all personnel of the organization a strong sense of
belongingness to the organization and eventually results in greater productivity and better
management.
But there is a word of caution too. As Shobhana Khandwala has aptly put it, communication
is not a substitute for good management, but it requires good management to operate it effectively
and efficiently.
William R. Kelly,44 General Sales Manager, Sinclair Refining Company, Chicago, points
out that management relates to communication in five ways. i.e. Delegating Authority, Control,
Set Goals, Measure Results, Motivation*:
First is Delegating Authority. A manager succeeds in the degree that he can get things done
through his people. And delegation is not possible without communication.
Next comes Control. In any workable system of delegation there also must be a measure of
control. But proper control depends upon speed and accuracy in getting decisions down the line
and in getting vital information up the line through communication.
Third, we must Set Goals that are understandable and obviously fair to those who will aim
for them, and we must, of course, communicate the workers about such goals.
Fourth, we must Measure Results and it won’t be possible without reasonably prompt
information from reliable sources.
Lastly, the most important and the most difficult function of management is Motivation.
Motivation depends not only on close and continuous communication but upon the kind of
communication, the kind that makes people want to participate and produce.
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*

Acronym :

DCSM2

Mnemonic : Delhi Chalo, Shakuni Mama.
Communication is thus a vital and intrinsic part of management. In a variation on Peters’
and Waterman’s concept of “Managing by Walking Around (MbWA)”, we might say that
management is also a complex practice of “Managing by Talking Around (MbTA)” the
organization.45 K. Luderman is of the view that communication by way of upward feedback
helps managers “Walk the Talk” in an effective way (see Box 1.12).
BOX 1.12 : UPWARD FEEDBACK HELPS MANAGERS
“WALK THE TALK”

Many companies are installing programs designed to increase employee
commitment to the organization through various empowerment practices.
Such programs create employee expectations that managers will change
their behaviors toward them. If such behavior changes do not occur,
employee dissatisfactions rise, and employees will become discouraged.
However, executives or managers may not be aware that their behaviors
are not modelling those required by the new change programs their company
is trying to implement.
Executives may inadvertently derail the very programs that they verbally
support through the way they delegate tasks, make decisions, and provide
feedback to others. Using an empowerment rhetoric is not enough, they
must “walk the talk” or recognise that the new company attitudes must
permeate their own behavior.
Actual studies show that employees in companies do perceive that there
is a gap between a company’s quality talk and the actual actions of
managers. In addition, there have been some decreases in recent years in
the degree to which employees feel that their managers really seek their
suggestions or even act on those they receive. In fact, one survey indicated
that only 18 per cent of hourly employees felt that their suggestions were
not ignored.
One aid in getting managers to “walk the talk” is to use assessments of
their behavior by others, since they may be blind to their own attitudes.
Such assessments can be gathered from peers, subordinates, customers or
superiors. Such assessments will not only help change managerial behaviors
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by providing managers with feedback about their behavior, but will also
create pressure to change behavior by the very fact that managers know
that their behaviors are going to be monitored.
Source: From Luderman, K. (1993) “Upward Feedback Helps Managers Walk the Talk”
HR Magazine, 38(5), 85-93 [40]. Cited by H.L. Tosi, J.R. Rizzo & S.J. Carrol,
Handbook of Organizational Behavior, Infinity Books, New Delhi, 2008, pp.
373-74.

SUMMARY
‘Brevity is the soul of wit.’

 WILLIAM SHAKESPEARE
Human beings spend nearly 70% of their waking hours in communicating — 9% in writing, 16% in
reading, 30% in talking and 45% in listening. Sounds, signs and symbols are basic elements in communication.
Letters are symbolised sounds and words are units of symbolised ideas and feelings. Words have as many
as four types of meaning viz., denotative, connotative, ambiguous and polysemic. Despite having so many
meanings, individual words become meaningless until they are put into context. Words do not mean,
people mean. When many words with generally accepted meanings are used by a group of persons, they
have a language. Languages are main vehicles for communication. Communication does more than enable
us to survive. It makes us learn ‘who we are’ i.e. our sense of identity comes from the way we interact
with other people. Man differs from woman in communication styles. A range of social needs viz., pleasure,
affection, inclusion, escape, relaxation, control etc., we satisfy through communication. How well business
organizations achieve their specified objectives depends largely upon how well they communicate with
their human resources. Communication is the focal point of executive actions, is central to the control and
survival of organizations and is the ‘ears & eyes’ of management.

KEY TERMS & CONCEPTS
‘Most of the disputes in the world arise from words.’

 WILLIAM MURRAY
Communication
Listening
Cues
Clues
Signs
Signals
Vowel sounds
Hobo Signs
Denotative

Connotative
Ambiguous
Polysemic
Abstraction Ladder
Language
Sense of Identity
Emotional Blocks
PODSCORB
POLE

Productivity
Motivation
Morale
Interpersonal Role of Managers
Informational Role of Managers
Decisional Role of Managers
Management by Walking Around
(MbWA)
Management By Talking Around (MbTA)
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(1st Earl of Mansfield)

REVIEW & DISCUSSION QUESTIONS
‘Questions clarify the concepts.’
ANON
Group A : OBJECTIVE TYPE QUESTIONS :
1. Fill in the blanks:
(a) Human beings spend nearly _____% of their waking hours in communicating.
(b) A sign is always _______ and ______ with elements of communication of ______ ______ while
a signal is _______ and _______ with elements of communication always _____ ______ ______.
(c) Denotative is the _______ meaning of a word, whereas connotative is the _______ meaning that
you attach to a word.
(d) PODSCORB is the acronym of ______, ______, ______, ______, ______, ______, ______,
______.
(e) According to Henry Mintzberg, a manager has to perform ______ types of roles under ______
broad categories, namely ______, ______, and ______.
(2) State whether the following statements are True (T) or False (F) and JUSTIFY your answer :
(i) Cues refer to the verbal indicators that others give to you, whereas clues refer to the verbal
indicators that you give to others.
(ii) Dark clouds signal the prospect of sunny weather.
(iii) Under polysemic meaning, the same word means different things in a given language.
(iv) Good communication is the foundation for sound management.
(v) Communication is not a substitute for good management, but it requires good management to
operate it effectively and efficiently.
Group B : SHORT ANSWER TYPE QUESTIONS :
1.
2.
3.
4.

How does an individual spend his waking hours in communicating?
“Our daily contact with other people consists of communicating ideas and feelings.” Explain.
“Signs become meaningful through ‘conditioned’ response.” How?
‘Symbols are merely a map that describes a territory, but they are not the real territory itself”.
Bring out the significance of this statement.
5. Find out the consequential change in meaning with shifting of position of the word ‘ONLY’ each
time in the following sentence:
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THE MISCHIEVIOUS
“ONLY”
ONLY HE SAID THAT HE LOVED HER.
HE ONLY SAID THAT HE LOVED HER.
HE SAID ONLY THAT HE LOVED HER.
HE SAID THAT ONLY HE LOVED HER.
HE SAID THAT HE ONLY LOVED HER.
HE SAID THAT HE LOVED ONLY HER.
HE SAID THAT HE LOVED HER ONLY.

Group C : ESSAY TYPE QUESTIONS :
1. What are the different means of communication? Analyse the role of sounds, signs and symbols
in communication.
2. According to Alison Theaker, words have as many as four types of meanings. Describe each of
them with appropriate examples.
3. Enumerate the reasons why people don’t communicate well.
4. Discuss the role of communication in physical well-being of human beings.
5. How, according to Deborah Tannen, does a man differ from a woman in communication styles?
6. Explain the role of communication in managing business organizations.
7. Fred Luthans opines that communication is at the root of practically all the problems of the world.
Explain.
8. Describe, after Henry Mintzberg, how communication helps a manager perform ten types of roles
in an organization.
9. Can you exemplify how communication makes you learn a sense of identity?
10. Discuss in brief the importance of communication in management.
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