CHAPTER ONE: INTRODUCTION

1.1. Introduction

The study focuses on the experiences and percegifia@mployees about the nature of
communication in the Department of Social DevelopimBorth Rand Region. This
chapter provides a general overview and a probtatersent to provide a rationale for
the study. Subsequently, the research problenthbagtudy will address is identified,
accompanied by research design and methodology.

Communication serves as the basis for control aoddnation in an organisation and
provides the information essential to effective ptetion of the organisational mission.
It is not possible to have good human relationteut communication. Effective
communication is required not only for human relas, but for good and successful
businesses. Communication is very important inthed of business in order to meet
the organisational objectives. A breakdown in comitation between employees can
lead to problems that can be unresolved. In pragctieere is no organization which can
be considered successful without communicationi€xD06).

Communication takes a central position in orgaresal action, control, coordination,
and organisational survival. Communication is saibe “the lifeblood of every
organisation” (Wheatley 2005, p.18). Communicatias an important role in the
organisational processes by increasing agreementigamisational ideas, norms, values,
behaviours, and goals. Communication is very ingodrbetween employees to have
good internal organisational relation.

According to Robbins, Judge, OdendaalandRoodt, Q04 individual, group or
organisation can exist without communication: befoommunication can take place a
purpose, expressed as a message to be convepeédisd. It is passed between a sender
and a receiver.

1.2 Rationale for the study and statement of the proble

Very few studies have been published about the aamization channels available to
employees of the Department of Social Developmestudy done by Phoofolo (2007)
focuses on the social factors that affect emplayelebeing. In this study, Phoofolo also
defines and discusses communication as the majtarfénat affects employees daily.
One of the roles of the occupational social woikdo assist employees to manage the
outcomes of communication which might affect tivell-being.

According to Jay (1999) good communication will eBheveryone involved in the
process. It produces well-motivated and productitedfs, which in turn leads to



increased loyalty and lower staff turnover. Jayhfer stated that, when information is
flowing freely between employees (top managemeitddi® management, line
management, and junior staff), it is far easiemh@nagers to work effectively, because
they are able to communicate on important mattsrd,to obtain the necessary support
from employees.

According to Ashford (1996) acceptable levels ahoaunication and performance by
employees are a priority for every employer. Whues is not the case, it impacts
relatively on productivity and efficient serviceligery. The researcher has observed that
effective communication in a Department of SocialBlopment seems to be
challenging. If employees do not adhere to thegumtesl communication protocol, and
some are not aware of the existing protocol andidla of communication, there is a
lack of communication within the Departmentof Sb&avelopment and information
flow is disseminated incorrectly. Ineffective commization results in low morale and the
researcher therefore explored whether or not tieieg communication protocol and
communication channels are utilised by employedhe@Department of Social
Development. There is no formal circular or polibgit speaks specifically to
communication channels and protocols within theddgpent of Social Development;
however, there is a structural hierarchy that dbeesrthe protocol.

The purpose of the study was to explore the peimepand experiences of employees
about the nature of communication in the Departré&ocial Development, North
Rand Region. It seems that employees’ unawarerig¢se existing communication
protocols and channels is a major barrier in thpaddenentof Social Development. The
dilemma faced by the Departmentof Social Develogrethat although internal
communication is central to managing the Departraaotessfully, managers tend to
regard it as optional to their real jobs. Despik flact that most managers readily agree
that communication is a good thing and extremelydrtant, there seems to be a low
level of understanding of what communication reailyolves, and little commitment to
getting it right is shown. In most cases, manageesn to share information among
themselves and they neglect the important taskaxiirsg information with all levels of
employees within the organisation.

Quirke (1996) states that for an organisation &at& a responsive, creative and
innovative organisational culture it is necessarfoster new communication protocols
and channels. Within the Department of Social Dewelentthe majority of existing
channels are designed for effective downward conication, however, there is little
opportunity for bottom-up and horizontal communizat

On-going training should be conducted to ensuredbaective measures are followed to
the benefit of employees and to improve the exgstommunication channels and
protocols within the Departmentof Social Developimen



It is hoped that the findings of the study will bden insight and understanding of
communication protocols and channels with all erygés within the Departmentof
Social Development. The study is likely to highligipportunities for the occupational
socialworkeron a macro level, tofocus on intervamgiregarding communication that
will facilitate organisational change and enharneedffectiveness oforganisational
communication within the Departmentof Social Depatent.

It is also likely to assist policy makers and immpénters in reviewing the existing
internal policy on communication protocols and afels, to enhance the effectiveness
and efficiency of the policy and to implement tkgised policy on communication
protocols and channels within the Department oié@dxevelopment. Hopefully, a
participative process will be followed that willalv employees the opportunity to
provide inputs before the revised policy is impleteel.

1.3 Research approach

A qualitative research approach was followed ireotd get more inside information and
facts on the perceptions of employees about the@af communication in the
Departmentof Social Development. Research desigagsribed as a plan according to
which we obtain research participants and collefcrmation(De Vos, Strydom,
Fouche& Delport 2005).

The study employed exploratory anddescriptive neseia that it explored and described
the perceptions and experiences of employees #@uiature of communication in the
Department of Social Development. Babbie(1992) iless exploratory research as the
attempt to develop an initial understanding of s@ienomenon anddescription asthe
precise measurement and reporting of the charattsrofsome population or
phenomenon under study.

1.4Significance of the study

The study is likely to highlight opportunities forganisational change and to
establishmore effective techniques for organisalicommunication. Modern
organisations are increasingly using various comaoatiion methods to achieve
organisational goals. Research has shown that swetteods are more effective than
others, depending on the situation and demandsedabtk (Darlington & Dorothy 2002).

On-going training should be conducted to ensuredbaective measures are followed to
the benefit of employees and to improve the exgstommunication channels and
protocols within the Departmentof Social Developm@&ime findings will assist in the
implementation of corrective measures with regardarrect communication channels. It
will also assist policy implementers in reviewimgarnal policy on the correct protocols
or channels that would be effective to all empleyé@ecluding management. Moreover, it



will ensure that employees are given a chancedwige inputs before corrective
measures are implemented.

The research is important to the discipline of @ational social work because without
communication the Departmentof Social Developmeahtnet successfully achieve its
goal; communication skills play a major role in gwecess of an organisation.
Communication channels and protocols play a vikd m achieving the goals and
objectives of the Department of Social Developmeatalso in motivating employees to
be productive.

It is hoped that the findings of the study will bden insight and understanding of
communication protocols and channels to all emmeyand assist them in practising the
right protocols and channels. It is therefore iniotrto ascertain how communication
affects service delivery in the North Rand Regibthe Department of Social
Development.

1.50rganisation of the report

After completion of the research, the collectedariat was integrated and coordinated.
The results were divided into chapters forminggdal continuation unit; the chapters
are described as follows:

Chapter One of the research report provides a geiméroduction and the background of
the study. The statement of the problem and ratdioa the study, research approach,
the significance of the study and the limitatiohshe study are addressed.

Chapter Two provides a literature review and treotatical framework underpinning the
research study. Concepts, theories, approachesthedrelevant information necessary
to understand the role of communication in an oiggion are dealt with.

In Chapter Three, attention is given to the researethodology, the aims and objectives
of the study, research questions, sampling proesduesearch tools, pre-testing of the
research tools, methods of data collection andyarsaland the limitations and ethical
considerations are described.

ChapterFourexplains the analysed data and findihgse study.Lastly, the main findings
of the study, conclusions andrecommendations mdaf knowledge and practice are
highlighted in Chapter Five.



CHAPTER TWO: LITERATURE REVIEW AND
THEORETICAL FRAMEWORK

2.1 Introduction

According to Wheatley (2006), successful organiseti change is possible if we look at
our organisational experience with new eyes. Shbdustates that, in most
organisations, employees often interpret theimtigsest as a failure to
communicate.Corrado (1994) maintains that commuinicas the glue which bonds
people working together towards a common goal.

Communication is the lifeblood of an organisatinye could somehow remove the
flow of communication in an organisation, we woulat have an organisation
(Mershamé&Skinner 2001). According to Staden, Margdlrasmus-Kritzinger (2001) the
organisational structure helps to make the flounfidrmation or organisational
communication more effective. This is supportedM®rshamandSkinner (2001), who
state that organisational structure determines aemcation behaviour.

Communication in an organisation occurs withinghhi structured context. The
organisational structure limits and guides commatin flow, especially in government
organisations. According to Mershamand Skinner {20¢hen there is contact between
individuals of different status, communication froine superior to the subordinate takes
place more easily than communication from the stibate to the superior.The chapter
entails a review of the importance of organisati@eanmunication, functions of
communication, different types and channels of camisation, barriers to effective
communication, the nature and role of internal camitation and different theoretical
approaches to organisational communication.

2.2.  The importance of organisational communicatio

According to Nieuwmeijerand Hall (1992) organisaabcommunication is defined as a
collection of seminar papers aimed at improvingualbtinderstanding in the workplace.
It is also aimed at improving the complex processiotual understanding in the
workplace.

Good communication is as much about listening esabout talking. It does not matter
how much information you give your staff or howesffively you impart it, if they are

not able to respond, you do not have an effectoverounication system going, but
merely a communication channel (Jay, 1999). Hén&urstates that good communication
is essential for everyone in an organisation, aads to less gossip, better motivation,
higher productivity, increased staff loyalty, antbaer staff turnover. Communication
leads to greater effectiveness, it gets peoplewedowith the organisation, increases



motivation to perform, increases commitment todhganisation, and builds a better
relationship between supervisors, superiors, subates, and colleaguesMershamand
Skinner(2001). The researcher support the viewseabove-mentioned authors in that
communication leads to greater effectiveness aget# people involved with the
organisation.

According to Ludlow andPanton (1992) communicatan be considered a personal
process that involves the transfer of informatiod aome behavioural input. It is
something people do; it does not exist without petgking some form of action. It also
has to do with relationships between people. Itlmaformal or informal, complex or
simple. Effective communication is critical to theccess of an organisation. In today’s
organisations, government legislation requires rgarsato interpret the changing
implications of policies for practice in their ownganisations. Employees are also
expecting more from their employers; not just higliages, but also job satisfaction.

Organisations can also agree on the channel of coneation or where communication
will take place. Channel choice involves the isstiehat should be put in writing and
what should be communicated orally or electronycddir instance per fax, telephone,
email, or facetoface exchange (Beamer & Varner8200

According to Wheatley (2006), participation is mothoice.Organisations need to invite
and engage employees’ creativity and commitmettierprocess of rethinking,
redesigning, and restructuring the organisationabse their involvement will create a
future that already has them in it. She furthetest#éhat networks of communication
develop from the constant interaction among emm@sy&he researcher agree with the
author that organisations need to invite and engag@oyees in the decision- making
processes to ensure the success of the organisation

2.3 Functions of communication

According to Robbins (2003) communication serves faajor functions within an
organisation.These comprise of control, motivatemptional expression, and
informationsharing. Communication acts to contropéoyees’ behaviour in several
ways. Organisations have authority hierarchiesfandal guidelines that employees are
required to follow. To ensure that employees adl®tbe policies and procedures within
an organisation these documents are communicatéeéto through different channels.
The hierarchies and formal guidelines also assistanitoring compliance within an
organisation. Communication fosters motivation layitying for employees what must
be done, how well they are doing it, and what caddne to improve performanEer
instance, employees should be given feedback auption and be communicated with
at all times in order to improve performance. $oaprovides information for employees
to make informed decisions, for example, decisregarding changes in their job



description or contracts, and other issues thatraeene their stated duties. The
opportunity to receive feedback also provides amnae for expression of emotions and
the fulfilment of social needs. Employees shousibdle given resources to render service
delivery, such as computers, and a platform teerdisir concerns on issues
pertainingtoservice delivery.

2.4  Types and direction of communication

Communication within an organisation can eithefdvenal or informal. There are formal
and informal guidelines that employees are requddllow. Formal communication is
described as a communication protocol that hae tollowed by employees, for

instance, when employees are required to first conicate any job-related grievance to
their immediate supervisors to comply with orgatiessal policies, communication
performs a control function (Fielding, 2006).Infahcommunication springs up by

virtue of common interests between people in tlgawisation, and these interests may be
due to work, or caused by social or outside retatiips (Jay, 1999). The researcher
agrees with the statement that informal commuracagprings up by virtue of common
interests between people in the organisation.

According to Armstrong and Stephens (2005) theedlaiee different directions of
communication within an organisation.Communicatan flow vertically or laterally
and the vertical dimension can be further divided downward and upward directions.

For communication to be effective, the three défe directions which formal or
informal communication can take have to be openuanidiocked at all times(Fielding,
2006).The different directions of communicationlwi discussed in more detail.

2.4.1. Downward communication

Fielding (2006) mentioned that downward commundaafiows from one level of a
group or organisation to a lower level. Downwardhoaunication is a message sent from
managers to subordinates and its purpose is tadaavformation or feedback to the
departments and employees. It is used by grougteathd managers to assign goals,
provide job instruction, and to inform employeegoficies and procedures, point out
problems that need attention and offer feedbackigerformance. According to
Robbins (2003) downward communication does not haveverbal,nor involve
facetoface contact. He further states that wheagng in downward communication,
managers must explain the reason why a decisiommaae. \WWhen communicating
downward within the Department of Social Developtmeramples of messages used are
verbal and written instructions, policy manualfqa®s, notices, and in-house
newsletters.



2.4.2 Upward communication

Upward communication flows from a lower to a highearel in the group or organisation.
It is used to provide feedback to higher-up to infadhem of progress toward goals.
Upward communication also keeps managers awarevoeimployees feel about their
jobs and about the organisation in general (Figld2®06).For instance, employees
communicate to their immediate supervisors durmgsaltation regarding work progress
and challenges encountered, supervisors elevatagbsage to the next level until it
reaches the top level. In the Department of Sd@&lelopment employees also give
feedback on progress in the form of monthly produncteports to their immediate
supervisors, who then escalates the feedback tophlevel.

According to Robbins (2003), managers rely on upveammunication for ideas on how
things can be improved. He further states that ugpwammunication is increasingly
difficult because managers are overwhelmed andlyedistracted due to their expanded
job responsibilities.Fielding (2006) states thahagers need to encourage a two-way
flow of information, so that they can continuouglgge how well the message is being
received by employees. Upward communication sexvesceive feedback about
employees’ performance, and to receive employaggjestions and proposals. Feedback
from employees is normally received through vedral written reports and spoken and
written suggestions. The researcher concur witlsthiement that managers rely on
upwards communication, however they need to eagsua two way flow of

information and ensure that the message is becggwed by employees.

2.4.3 Lateral communication

According to Jay (1999) lateral communication iraplcommunication between
equals/peers/people on the same level or in the gasitions,such as department heads,
senior managers, and managers, or between simejaruinents. Much of this
communication will take place through face to fdEussion, meetings, reports and
memoranda. Fielding (2006) argues that lateral comication can lead to problems
because different departments might have diffeissks and that could make
communication difficult. Robbins (2003) concurswiielding (2006) by saying that
lateral communication can be bad or beneficiakesstrict adherence to the formal
vertical structure for all communication can impelde efficient and accurate transfer of
information. It is further stated that lateral coomitation can create dysfunctional
conflict when the formal vertical channels are bresl, when members go above or
around their superiors to get things done, or waweriors find that decisions have been
taken without their knowledge (Fielding, 2006; Rivish 2003).



2.5. Different types and channels of organisationa@ommunication

Circuits and channels refer to information pathwingg guide the flow of information in
an organisation (Greenwald, 2008). Flow of inforimaimay take place in a single
direction, for instance a single person (superyis@y transmit information to more than
one person through written memos. He further sthtgsall organisations develop
mechanisms that encourage a selective exchangéafiation. Selective channelling
ensures that all members have the type of infoondtiey need to fulfil their role
expectations.

According to Greenwald (2008) communication chasiaeld circuits in an organisation
reflect its structure. Communication channels diffecording to the direction in which
they allow information to flow. The vertical chahnm@practiced in most government
departments because the vertical channel linksnidieiduals who are clearly in a
superior/subordinate relationship.An importantdeaiof communication channels is the
degree of symmetry they create between the roleletr end of the linkage. Greenwald
(2008) indicates that symmetrical communicatioretaglace when roles at each end of
the channel receive and transmit the same volunrdaimation. Asymmetrical
communication channels permit most messages tmateyat only one end of the
linkage, for instance, employee communicating fgesvisor and supervisor to manager,
until it reaches the top level. The most asymmaticbannels are found in strictly
hierarchical organisations.

Communication circuits connect multiple individualssub-units. Communication takes
place among all individuals in a circuit. Informaticircuits reproduce the basic structure
of the organisation or specific sub-units. Theat#ht channels of communication used
in formal and informal communication in organisagsaowill be discussed in more detail.

2.5.1 Channels forformal communication

Formal communication includes memos, letters, sdeat mail, fax transmissions,
organisational periodicals, notices placed on hinlleoards, and meetings. Formal
communication is practised in most organisatiored(fing, 2006).

Communication in today’s organisations is enhararetienriched by computer
technology and techniques. These include electmmait intranet, and video
conferencing.According to Corrado(1994) video coerfiees bring the corporate faithful
together by satellite across the nation or arohednorld to hear about new programmes
and what they mean for their employees. It cantpmih highlights and deliver the
company’s message on correct benefit use.

Electronic mall, for instance, has dramaticallyueed the number of memos, letters, and
phone calls that employees used to communicate gthemselves. Electronic mail as a
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communication tool has many benefits. It can belduiwritten, edited, and stored, and
can be distributed to one person or thousands. |Een be read at the convenience of
the recipient and the cost of sending email messtmgemployees compares very
favourably to the cost of printing and distributiagomparable letter to employees. The
disadvantage of email is that reading, absorbind,rasponding to email messages can
consume an employee’s entire day, and in mostrinetaemployees encounter
difficultyin distinguishing important emails fromapk mail and irrelevant messages.

According to Robbins (2003), the intranet, whicla igrivate, organisation-wide
information network that looks like a website butigh only allows access to people in
an organisation,is another valuable communicati@noel to most organisations. The
intranet and electronic mail are rapidly becomimg preferred means for employees
within government organisations to communicate witle another.

Computer-aided communications are reshaping theomaymunication in
organisationsoccurs. It is no longer necessargiigployees to always be at their work
stations. Cellular phones, computers and otheiopat£ommunicators allow employees
to be reached when they are in meetings, duringhliomeaks or while visiting clients or
customers.

2.5.2 Channels for informal communication

The formal system is not the only communicatiorwaek in an organisation. An
informal communication channel known as the ‘grape\s always present in any
organisation and iscreated when people work clasgigther. According to Robbins
(2003), the grapevine has three main charactesibirstly, it is not controlled by
management but by the people within the organisatiespite their level or
position.Secondly, it is perceived by most emplsyas being more believable and
reliable than any formal communiqué issued by tamagement. People within
organisations always believe the grapevine andastmases communication from the
grapevine is true. Thirdly, the grapevine is used ahannel to serve the interests of
employees. Employees might spreadrumours to calesafpr example informing them
about performance bonuses, without any written foroo

Grapevines are likely to be the most popular fofmesbal communication within
organisations and they are most active when gteatgeis taking place in an
organisation, because especially in times of uao#st,facetoface communication is
preferred. It seems that grapevine communicatidpshemployees to make sense of what
is going on in an organisation(Robbins, 2003).

Seeing that the grapevine communication is mo&ipal, Robbins (2003) mentions that
one of the biggest disadvantages of a grapeviae iorganisation is that the more people
a verbal message passes through, the greatertiipbfor distortion. Another
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disadvantage of the grapevine is that it mightycdamaging rumours that could affect
and reduce the effectiveness of formal communinafl@ lessen this potentially
powerful and destructive force, a manager shoulkeng@od use of formal channels of
communication in conjunction with the grapevined¢gularly communicate the relevant
and accurate information that employees seek.

2.6 Effective communication

Fielding (2006) indicates that managers need teestowards two-way rather than one-
way communication. Communication should be regasted transaction in which
employees create meaning together in an atmosphénsst. Effective listening skills
need to be cultivated, as well as the ability tdewlear messages. Employees should be
sensitive to each other’s nonverbal communicagmad, should become experts in the
preparation and delivery of verbal and written rages. Organisations need to establish
the best possible conditions for communicationjfigstance messages should be accurate
and clear, the procedure for giving and receivihnmessages should be very clear, and
organisations need to test the flow of informatiegularly and use different channels of
communication to enhance the effectiveness of conmcation within the organisation.
Messages should give all the information essetdidecisionmakers at each stage or
level within an organisation, and the procedureliergiving and receiving of messages
should be very clear(Fielding,2006).The researher agreement and supports the
statement that managers need to strive towardsveeyoccommunication to create a
meaningful atmosphere of trust.

2.7 Barriers to effective communication

According to Fielding (2006) messages can be dexdidrecause of a lack of
understanding of the meaning, even when people eonuate with the greatest

goodwill. Robbins (2003) concurs with the above-timed author by saying that
anumber of barriers can retard or distort effecti@mmunication. Some of the barriers to
effective message flow will be discussed in moritle

2.7.1 Filtering

Filtering refers to a sender purposely manipulatirigrmation so it will be seen in a

more favourable light by the receiver. Factors saglfear of conveying bad news and the
desire to please one’s boss often lead employeed tbeir superiors what they think
those superiors want to hear. Robbins et al., (ROENtion that the major determinant of
filtering is the number of levels in an organisatgostructure; the more vertical levels in
the organisation’s hierarchy, the more opportusitiesre are for filtering. Fielding

(2006) also mentions the number of stages throdgbhna message has to go, the
amount of time allowed for the message to moveutinche organisation, the lack of
understanding and the shortening of messages eepaople cannot be bothered to share
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detailed information with others, or informationdemload, as hampering effective
communication within an organisation.

2.7.2 Information overload

According to Robbins (2003) individuals have atBrgapacity for processing data, when
information received exceeds their processing agpdbe result is information

overload. With the array of communication channiedd employees are exposed to, for
example emails, intranet, phone calls, faxes, mgstithey complain that they are
suffering from information overload. Informationerload results in employees tending
to ignore or forget information. They sometimes @iditturther processing until the
overload situation has passed and this in turrsléatbst information and results in less
effective communication. Fielding(2006) supportssth views on information overload,
and argues that they are a major barrier to effecdommunication.

2.7.3 Emotion

How the receiver feels at the time of receivingpenmunication message will influence
how he or she interprets it. A message receivechwhe is angry is often interpreted
differently from when one is calm. Extreme emotisnsh as fury or depression are most
likely to hinder effective communication. Robbir29(3) mentionsthat emotion and
language are clear barriers to effective commuinnaDue to extreme emotions
employees might misunderstand or misinterpret whaxpected of them, which might
negatively affect service delivery.

2.7.4 Communication apprehension

Robbins et al., (2010) argue that it is estimated 5% - 20% of the population suffer
from debilitating communication apprehension oriatyx which is a major barrier to
effective communication. Although many people eigrere problems with public
speaking, or dread speaking in front of a grouparooinication apprehension is a more
serious problem as it might affect differentcomneation modes. People who suffer
from it experience undue tension and anxiety imakmwritten or both forms of
communication. Those with verbal apprehensionfirdifficult to talk with others face to
face, or may even become anxious when they hausadhe telephone,while those with
written communication apprehension may also firglfftcult to communicate with
people.

2.8The nature and role of internal communication

Nieuwmeijerand Hall (1992) maintainthat the purpoSeternal communication is to
communicate the vision for the organisation anderalkemployees aware of the
organisational mission statement. Therefore, ttheevaf effective internal
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communicationwithin organisations should not bearadtimated. Quirke (1996)
confirms that the high impact areas of successterinal communication are morale,
commitment, productivity and quality of relationghwvithin organisations.

While there is common agreement that effective camnation is a vital part of change,
management within organisations who have the oppitytto tap into employees’

energy and ideas, their organisations or deparsnbatdly ever achievewhat they intend
to with their internal communication(Quirke1996)dwery organisation people seem to
believe that communication could be better, bigrtbance communication seems
difficult to achieve.

According to Quirke (1996) the nature and rolendéinal communication is changing
and is mainly driven by changes taking place im@anisation. For departments to
understand how communication should be helping thedhhow they should be using it,
it is necessary to understand how change is afigthiemNieuwmeijer and Hall (1992).

Quirke (1996) states that Directors or Chief ExeeuOfficers (CEOs) must be able to
juggle a set of constituents rather than conts®teof subordinates; they have to bargain,
negotiate and sell, instead of making unilateraisiens and issuing commands. The
dilemmafaced by departments and organisationseerding to Quirke (1996), that

while internal communication is central to succesanagers tend to regard it as optional
and not integrated with their real job. Althoughshmanagers will readily agree that
communication is a good thing and important, trss@ems to be a low level of
understanding about what communication involvesthate is little commitment to
getting it right.

According to Quirke (1996), in most instances manageem to concentrate on
absorbing information themselves and communicatiitiy their counterparts or peers;
however, they neglect communicating effectivelyhwtie rest of the employees within
the organisation and therefore do not include tivethe business or organisations’
journey, which negatively affects the optimal fuantng of the organisation.

It seems that there is a belief among managemanethployee communication is
something that can be turned on and off, whichdeamployees with the clear message
that internal communication is a low priority. Timajority of existing communication
channels within organisations are designed forcéffe downward communication and
upward communicationseems not to be encouragedldv@loping responsive, creative
and innovative cultures in departments, organisatiteed to foster new communication
protocols and channels.
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2.9 Theoretical approaches to organisational comuamication
2.9.1 McGregor’'s X and Y Theory

According to Gerber, Nel and Van Dyk (2004) the Megor X and Y theory is based on
the followingself-fulfilling prophecy:that becauaemanager’s assumption about the
nature of human beings impacts on the manageravialr towards employees, his
behaviour then influences the employee’s behavighich in turn serves to reconfirm
the manager’'sassumption. McGregor identified the $ets of assumptions that
managers have about employees asthe X and Y thHoeyX assumption is negative and
includes the perception that people are lazy,kdiskork, require close supervision, and
do not want responsibility. The Y theory is a madand positive set of assumptions
about people. In this theory, leaders believe ¢naployees are hard-working.

2.9.2 Humanistic approach

According to Mershamand Skinner (2001) the humenggiproach recognises that poor
communication occurs in organisations, especialigmcertain management principles
are not followed correctly.Should the span of coindf a manager become too wide,
because he/she has more than five or six suboedim@porting to him/her, his/her ability
to communicate effectively with subordinate staiif tve affected negatively. One of the
principal assumptions of this approach is thateased worker satisfaction will lead to
increased productivity, because a happy workemproductive worker.

2.9.3Karl Weick’stheory of organising

According to Miller (2006) Weick’s theory has angatt on organisational theory,
particularly in the area of organisational commatian. Weick’s theory on organising is
the idea that organisations exist within an envinent, and this environment is not
merely a physical environment, but is also an imi@tiion environment. He further states
that the information environment exists withoutiinduals; individuals create the
environment that confronts them through the prooésmactment. The process of
enactment suggests that different organisationahlmees will imbue information inputs
with different meanings, and hence will createet#ht information environments.

According to Weick’s model, the major goal of orgsmg is the reduction of
equivocality in the information environment. Mill2006) describes equivocality as the
unpredictability inherent in the information enwiroent of an organisation. When
equivocality in the environment is high, and thare many possible explanations for
such an event, employees engage in communicatmascylhrough communication
cycles, employees react to ideas that help to reakse of the equivocal environment.
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2.9.4 Classical approach

Miller (2006) argues that the classic theory viemgsmisations through the lens of a
machine metaphor. The communication process has @k particular characteristics in
this machine-like organisation. Communication clesiare considered to be the way of
how messages are routed through the organisasgatdm. Miller (2006) explains that
there are a number of possible directions in whmmmunication can flow, for instance,
vertically up or downthe organisational chart, watipervisors talking to subordinates
and vice versa, or horizontally, with employeethatsame level talking to each other
andlastly, communication can be free- flowing, iniehh case all employees are
encouraged to talk with one another.

However, Miller (2006) confirms that in the clas#ieory, the most important route for
communication is vertical,which implies that comnuation takes place in accordance
with the organisational hierarchy and in the forhomlers, rules and directives.
Therefore it is a top-down flow of formal informar, from managers to employees,
which does not necessarily encourage open comntigrica

2.9.5 Systems Theory

According to Ivancevichand Matteson (1990) systdmsery enables one to describe the
behaviour of organisations both internally and ed#y. It describes how people within
organisations perform their individual and grougkia Organisations are dependent on
this environment not only for its inputs but also the acceptance of its outputs. It is
critical that the organisation develop means ofistilpg to environmental demands. The
means of adjustment are information channels thable the organisation to recognise
these demands.

Ivancevichand Matteson (1990) explain that systdrasry emphasises two important
considerations for the ultimate survival of an arigation. Firstly, it depends on the
ability of the organisation to adapt to the demawmitss environment and secondly, in
meeting those demands the total cycle of the ioptput process must be the focus.
Therefore, the effectiveness of communication witm organisation is crucial in
meeting these two criteria.

Within the Department of Social Development a carabon of the Humanistic approach
and System Theory is applied to manage the orgamsa

2.10 The effect of organisational structureon comnmication

According to Greenwald (2008) organisational suitebperates primarily as a chain of
command, it presents official reporting relatiopshiThe structure ensures that each role
reinforces the contributions made by other rolethéoachievement of objectives in the
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end.Greenwald (2008) further explains the diffeesnioetween tall and flatorganisational
structure. A tall organisational structure has miawels of decision making and
supervisors between top management and operatstafalThe Department of Social
Development is characterised by a tall structutg@chvis indicated as a structure with
many levels of decision making and supervisors betwtop management and junior
staff.

Hierarchy is the most visible dimension of orgatisaal structure. It comprises a system
of successive levels of supervisors within an oiggionin the form of a pyramid
(Greenwald, 2008). A single boss on top makes ndgoisions; middle managers are
required to act in a manner consistent with thesgéstns, and line managers and the rest
of the staff have to follow suit.

Hierarchy in the organisational structure is highilsible in government departments, of
which the Department of Social Development is aangxe. Stohl (1995) argues that
hierarchy is created, recreated, sustained andyeldahrough communicative practices.

Stohl (1995) further describes hierarchy as aimrat matrix of status of authority
ranking. In organised social systems, hierarchiesanstituted by networks of
relationshipsand people who occupy high positions hierarchy tend to be those who
have larger networks that are more central andentialin the flow of communication.

Stohl(1995) observes that hierarchies serve malfyshctions;they might tend to
marginalise specific groups and are often blamedrfganisational ills. For instance, the
large amount of red tape in departments withinDbpartment of Social Development is
often blamed on the hierarchy. In the ideal hidrmal system each successive layer of
the hierarchy supervises the work of those belogdvteansmits enquiries, policy and
plans downwards (Greenwald, 2008).

The ideal bureaucratic model or hierarchical strrgis commonly associated with chain
of command and span of control. Stohl (1995) mestibat chain of command refers to
the formalised prescription of responsibility, désing appropriate patterns of
communication activity within a bounded system, nieg@ that the hierarchy is designed
in such a way that each individual is directly @sgible to one immediate superior.
According to Stohl (1995) span of control refersite designated number of
subordinates reporting to any given supervisoritusda critical building block in
organisational networks. Many people enter the plaide unaware of or uncertain about
the functioning of the communication protocols whinay impede their establishment
and mobility in the given hierarchy. Cushway (1988plains that the concept of
integration in an organisation refers to the degfemordination and interdependence
among the diverse parts or departments within tharosation. Integration of various
degrees may be observed in relationships amondeand among organisational roles,
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and might be seen to be a natural feature of osgéions. Integration within an
organisation is a rather complex and challengirng@ss.

Greenwald (2008) argues that the organisationattire dictates and influences the
communication within an organisation by using pss&s of instruction and information.
These will be explained in more detail.

a. Instructions

An instruction is an easily observed process thnowigich organisations assign tasks and
monitor their performance. People receive instandiverbally or in writing and

according to the prescriptions of the organisati®tnucture becomes clearly visible when
instructions are given. Supervisors give instrucdiand negotiate with subordinates in
terms of the accomplishment of the instructiongéotives or outcomes and subordinates
implement a similar process with people workingtfem (Greenwald,2008). For
instance, instructions given to an employee, ifalear or not interpreted correctly are
subject to the possibility that they might not laeried out as expected, due to
misunderstanding or misinterpretation.

b. Information

Information includes facts ranging in importanaanircrucial knowledge of opportunities
for advancement and those of interest to manaljgesmation often includes action.
Access to information reflects standing in the aigational structure. The person at the
bottom is usually the last to know about importaewelopments. The volume of
information transmitted and received varies acewydo the organisation’s degree of
integration. Information includes actions and fdotd.

According to Greenwald (2008) thesending and raéegiof information is a crucial
organisational process. Information is a poweréuhmodity within an organisation
therefore communication is a very powerful toolhatorganisations. Theorganisational
structure greatly affects human behaviour becaudetérmines and influences the flow
of information.

2.11Summary

The chapter conceptualised the literature in otol@ddress the research problem, which
is the perceptions and experiences of employeas #fv® nature of communication in

the Department of Social Development in the Norémé&RRegion. The chapter provides a
thorough and comprehensive discussion of the éifiteliterature and theoretical
frameworks which underpin communication within arigations. The literature will also
be integrated with Chapters Four and Five in otdeupport or contrast the findings of
the study.
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CHAPTER THREE:
RESEARCH METHODOLOGY

3.1 Introduction

The chapter outlines the methodology used to eg@aperiences and perceptions of
employees about communication within the DepartroéStocial Development in the
North Rand Region.

The chapter describes the research questions,aadebjectives as well as the approach
and design that were applied. It also outlinesstirapling procedures used, research
instrumentation utilised as well as the methoddaté collection and analysis. The
limitations of the study and the ethical considera are highlighted.

3.2Purpose of the study

The primary aim of the study was to explore howekisting modes of communication
are perceived and experienced by employees andiesg modes affect all employees
(top, middle, line management and juniorstaff)hia Department of Social Development,
North Rand Region.

3.3Secondary objectives of the study
The secondary objectives were:

3.3.1 To establish whether employees are awateaexisting communication
protocols within the Department.

3.3.2 To establish whether employees understanexiséing communication protocols
within the Department.

3.3.3 To explore to what extent communicatiastqols are utilised.

3.3.4 To explore which communication channelpleyees prefer to utilise for
communication.

3.3.5 To determine the challenges employees areriexging with the existing
protocols.

3.3.6 To gather information on suggestions to askitiee challenges with the existing
protocols.
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3.4  Research questions
The research attempted to answer the followingarebequestions:

3.4.1 In which ways do employees utilise the ergstommunication protocols in the
Department of Social Development?

3.4.2 What are the perceptions of employees abeutammunication channels utilised
in the Department of Social Development?

3.4.3 How does the nature of communication attee service delivery of employees?

3.4.4 How does the nature of communication affeetdroductivity of employees in
the Department of Social Development?

3.5 Research approach and design

Research design is described as a plan accordingioh we obtain research participants
and collect information (De Voset al., 1998).A qtative research approach was
followed in order to get more inside informatiorddacts on the perception of employees
about the nature of communication in the Departofedbcial Development.

The researcher followed a case study as a resdasigin. According to Creswell (1998)
cited in De Voset al. (2005) a case study is reghabs an exploration or in- depth
analysis of a bounded system, or single or multtpkee over a period of time. The
exploration and description of the case takes plamrigh detailed in depth data
collection methods involving multiple source ofanhation which includes interviews
and observations (De Voset al., 2005).

The study was exploratory and descriptive in natBedbie (1992) defines exploration
as “the attempt to develop an initial understanagihgome phenomenon and description
as the precise measurement and reporting of thacteaistics of some population or
phenomenon under study”.

3.6  Sampling procedures

The sample was drawn from the North Rand regiah@Department of Social
Development representing top management, middle@genent, line management, and
junior staff.

The sample was purposively composed of elementtmiain the most characteristic,
representative, or typical attributes of the popae(Rubin&Babbie, 2005). Purposive
sampling, a type of non-probability sampling, wasdito select a group of eighteen
employees of the Department of Social Developméatth Rand Region. The criteria
for participants were employees employed for mbaa tsix months at the Department of
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Social Development. The sample consisted of ferraidsmales ranging from 20-60
years of age.The methods of data collection were tfa face interviews with 10
participants and questionnaires consisting of oplgn-ended questions were completed
by eight individual respondents.

According to Bless, Higson-SmithandKagee(2006) psine or judgemental sampling is
when a sample is selected based on the researomer’knowledge of the population, its
elements and the nature of the research. It isbalsed on the researcher’s judgement and
the purpose of the study. The researcher had datédg involved employees from

different directoratesrepresenting different leweithin the organisation, in order to

obtain different opinions.

Bailey (1987) further states that the advantageuoposive sampling is that the
researcher can use his/her research skills andkpraavliedge to choose respondents.

Once ethics clearance had been obtained, the fioipsampling procedures were
followed to find the respondents and participaimte researcher emailed a letter to the
Deputy Director of the North Rand Region of the Brément of Social Development
requesting permission to conduct the study. A megetias arranged with the Regional
Director and management of the North Rand Regidh@Department of Social
Development. The researcher conducted a presemtatithe purpose of the study
andfurther explained the criteria for the selectbnespondents and participants. The
management ofNorth Rand Region of the DepartmeB8befal Development granted the
researcher permission to conduct the study. A aaewé venue, date and time were
arranged prior to conducting the study.

All participants were provided with a participantarmation sheet (Appendix A). They
were informed that their participation was volugtand that they may withdraw from the
study at any time. They were also informed thay thedthe right to refuse to participate
in the study and that refusal would not resultegative consequences and that the
information would be kept confidential. On the ddythe study participants were
requested to sign the consent form (Appendix B).

3.7Research instrumentation

Due to the sensitivity about communication withie Department of Social
Development and because the researcher is empbyyid Department of Social
Development, the decision was made to utilise atiprenaire (Appendix C) and a semi-
structured interview schedule (Appendix D) as redeastruments. The questionnaire
had only open-ended questions which gave the relgmds the opportunity to share their
views and experiences. The semi-structured intergighedule that was guiding the
individual interviews gave the researcher the ofymity to facilitate the conversation
with the participants to share their experiencek\aews, and it also allowed the
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researcher to probe for more information. Sincesthdy was exploratory and

descriptive, participants were encouraged to esptesmselves openly and freely.
Dey(1993, p.16) indicates that open-ended questomsised to encourage participants to
express themselves freely and are more likelyfteata person’s own thinking.

The semi-structured interview schedule consistatiideen questions. Questions were
asked to explore different matters,and responses mated by the researcher.
Darlington and Dorothy (2002) emphasise that itngortant to record or take notes
during interviews because ithelps with the accuaatysis of data.

3.8 Pre-testing of research tool

Pre-testing comprises the testing of one or mgoeds of the research instrument, as
mentioned by Babbie (1990) cited in De Voset 4998). The pre-testing of the
instruments must be executed very carefully arekactly the same way as envisaged in
the actual study. Babbie further states that tléghiod can identify deficiencies in the
research instruments, help the researcher to lptierthe contents of the different
interviewing, and help the researcher to decidethérdo increase or decrease the
number of interviews or questionnaires in lightto# findings in the pre-testing.

Grinnell (2005) also states that pre-testing isceoned with participants’ answers and
the difficulties they may encounter when answetimgquestions that have been posed.
Pre-testing enhances the reliability of the studly is results.

The pre-testing of the questionnaire and intengehedule was conducted prior to the
actual study. The aim was to uncover gaps and ledtamny difficulties that respondents
and participants were likely to encounter in reghing. The researcher pre-tested
instruments with employees at the Department ofeéb@=velopment, Johannesburg
Metro Region, who are not included in the actuatlgt Feedback from this process was
noted and no modifications were made.

3.9 Data collection

The method used to collect data for this studyudet! individually completed
guestionnaires and individual face to face intewgien order to obtain participants
experiences, thoughts and views. The questionnaes administered and interviews
were conducted at the North Rand Region of the Beaat of Social Development.

The data was collected from members of top, middiline management as well as
from junior staff members. Eight employees of thepBrtment of Social Development,
North Rand Region, completed the open-ended qumsstjoestionnaire, and ten
employees were engagedin face to face semi-stadttaterviews. The interviews lasted
approximately 45 minutes per participant. The resesr explained the purpose of the
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research to allrespondents and provided them Wwélparticipant information sheet
(Appendix B) and consent form, which they signedit@ their consent to participate in
the study (Appendix C).

Due to the sensitivity of the matter, the questarewith open-ended questions gave
respondents the opportunity to share their vievasextperiences without holding back
information from the interviewer, who is an empley& the Departmentof Social
Development. Neumann (2006, p. 287) mentioned‘tpn-ended questions permit an
unlimited number of possible answers, adequate ensstw complex issues and
creativity, self- expression and richness of détail

The researcher utilised semi—structured, facede ifaterviews in conjunction with
guestionnaires. According to Welmer, Kruger andhiit (2005) semi-structured
interviews allow the researcher to probe for tlabetation of incomplete answers. It also
provides opportunity for explanation and clarifioatof misunderstanding and gives the
interviewer an opportunity to establish rapport abderve nonverbal behaviour.

Darlington and Dorothy (2002) maintain that in-deptterviewing is the most

commonly used data collection approach in qualéatesearch. He further states that the
in-depth interview takes seriously the notion {hebple are experts on their own
experience and so best able to report how theyriexjpe a particular event or
phenomenon.

Darlington and Dorothy (2002) indicate that theautage of interviewingis that
interviewers can probe for more specific answersaam repeat a question when the
response indicates that the respondent has misitoddr The interview tends to have a
better response rate than individually completesstjannaires and the interviewer can
ensure that all of the questions are answereddiBaelvantage is that an interview offers
less assurance of anonymity to the participant tharcompletion of a questionnaire.

3.10 Data analysis

Data analysis is the process of bringing ordeucstire, and meaning to the mass of
collected data (De Voset.a2005). The process involves data managementraalysss.
The transcribingof note offers another point oh&iion between data collection and
analysis as part of data management and preparation

Darlington andScott (2002) indicate that qualitatdata analysis involves becoming
familiar with the data, which means immersing oiféedt and getting a fuller sense of
what the data is about. It also entails coding,cilig described as a process of creating
categories and assigning them to selected datareBlearcher took notes during the
interviews to record the data. Coding was doneuthinaclassifying data into categories,
themes and patterns. Dey (1993) describes codiagoascess of identifying bits and
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pieces of information and linking these to conceptd themes around which the trial
report is organised.

3.11 Limitations of the study

» It was difficult for the researcher to get partamps from other units due to
organisational bureaucracy and some directoratddhed to honour their
commitment, and others who declined to participathe study.

* Interview schedule was designed in English, algfoall participants were not
fluent in English.

» Participants could withhold important informatiaorh the researcher which they
might regard as sensitive.

» The bureaucratic process within the Departmentygeldéhe process of data
collection.

» The researcher is an employee of the Departmeboatl Developmentthis
could cause participants to give social desirabers or withhold information.

* The study is limited to the Department of Social’/€epment in North Rand
Region, therefore the findings might not be gensableto the other regions such
as Sedibeng, East Rand, West Rand, Johannesburg iM&auteng, or to the
Departments of Social Development in other provsnce

3.12 Ethical considerations

According to De Voset al., (2005) research etlsasefined as a set of widely accepted
moral principles that offer rules for behaviourgpectations of the most correct conduct
towards experimental subjects and respondents ogemgl, sponsors, other research
assistants, and students.

According to Bless, Higson-Smith, andKagee (2006)study of research ethics helps to
prevent research abuse, and assists investigatarglerstanding their responsibilities as
ethical scholars. They further state that reseatisits places an emphasis on the humane
and sensitive treatment of research participants may be placed at varying degrees of
risk by research procedures.

The study involves focus on human beings as ppaiits of research. The researcher has
a responsibility to respect the rights and digoityhe participants by adhering to the
following principles:
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Avoidance of harm

According to Darlington and Dorothy (2002) the @®der must ensure that the study
will not cause harm and that adequate safeguaedsidrin place. The respondents were
thoroughly informed beforehand about the potemtiglact of the study and its aims and
objectives, sincethe information offered them apasfunity to withdraw from the study
if they so wished. The dignity of participants waaintained throughout the research
process.

Informed consent

The participants signed informed consent beforégaaating in the study. The
participants were not forced to participate inshedy.

Deception

The researcher informed participants about thereatiithe study and that the research
was undertaken as a requirement for completiomafstéer’'s degree. The aims and
objectives of the study were also disclosed tgoiméicipants. No form of deception was
inflicted on the participants. The participants &aeither mislead nor provided with
incorrect information.

Coercion

Participants were not coerced to participate instihdy and participation in the study was
voluntary.

Violation of privacy

Participants’ identifying details will be kept pate. Confidentiality was maintained and
participants were assured of their rights to pryvdtarticipants were assured that onlythe
researcher and her supervisor would have accehls ttata. Ethical approval with
certificate protocol number H100 1103 for the studs received from the University of
the Witwatersrand Human Research Ethics CommiNea-{medical) (Appendix E).

The researcher obtained permission from the Resé#nit of the Department of Social
Development’sprovincial office to conduct the stadythe Department of Social
Development, North Rand Region (Appendix F).

3.13 Summary

The chapter has outlined the aims and objectivélseo$tudy as well as the research
methodology and design that were applied. Furthegntbhe sampling procedures and
research instrumentation was described as welleapre-testing of the research tool. The
methods of data collection and analysis were empthand ethical considerations were
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highlighted. Limitations of the study were presentehe findings of the study will be
presented in the following chapter.
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CHAPTER FOUR:
PRESENTATION AND DISCUSSION OF RESULTS

4.1 Introduction

The primary aim of the study was to explore howekisting modes of communication
are perceived and experienced by employees andhesg modes might affect all
employees (top, middle, line management and jwstadf) in the Department of Social
Development, North Rand Region.Key aspects suclomsnunication, communication
protocols and channels were delineated in orderake recommendations for effective
communication in the Departmentof Social Developme&his chapter focuses mainly on
the presentation and discussion of the researdinfis in relation to literature on
communication within the Department of Social Deypshent, North Rand Region, and
in accordance with the research questions and tolgemf the study. The findings will
be presented in two parts. Part A is composednaof reflects the summarised
biographical data as given by participants, wheR=as B is composed of,and describes
the findings in the research study in relationh® tesearch questions.

4.2 Profile of respondents and participants

The study was undertaken with employees who hage lrethe employ of the
Department of Social Development, North Rand Redmnmore than six months. The
perceptions, experiences and views were capturttéto face interviews guided by a
semi-structured interview schedule and throughviddially completed questionnaires for
those who were not comfortable with participatingriterviews. The demographic
details of respondents and participants are predentTable 1.

TABLE 4.1: Demographic profile of respondents and prticipants (N= 18)

GENDER 20-29 30-39 40-49 50-59
MALE 1 2 3 1
FEMALE 1 6 4

TOTAL 2 8 7 1

A total of ten participants wereinterviewed andn¢igespondents completed
guestionnaires;all participants and respondents wem the Department of Social
Development, North Rand Region. Eleven of them \iemgale and seven male. Two
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respondents were between 29 and 30 years of agejgtmt(four participants and four
respondents) were between 30 and 39 years of iage(three respondents and two
participants) were between 40 and 49 years ofagkpnly one was between 50 and 59
years of age. The majority of the participants weetveen 30 and 49 years of age.

TABLE 4.2: Yearsof Service (N=18)

YEARS OF MALE FEMALE
EXPERIENCE
1-6 3 1
3 4
7-12
2 2
12-18
1 2
19-24

All of the participants hadmore than six monthexperience in the employ of the
Department of Social Development. The majority hativeen 7 and 18 years of
experience in the Departmentof Social DevelopmEms implies that they have
knowledge, experience and expertise in their sobgervice delivery and of the policies
and procedures within the Departmentof Social Degwalent. Most of them were
professionalsfrom different fields of study.

4.3Knowledge and understanding of communication

The understanding of communication brought abotibua responses from the
employees. Of the respondents and participants, 3@ similar understanding of the
concept of communication.

One respondent described communicationeasdy of communicating messages
between two or more people through verbal, writtentelephone, and ensuring that
the person receives the message

Another respondent postulated communicaticaashstant flow of information in the
organisation to ensure that everyone working theseaware at what is going on and
what is expected of thein

One respondent described it asway of conveying a message to the next personand
way of expressing one’s opinion”.
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Nieumeijer (1992) describes communication as aqe®ty which people attempt to
share meanings. It also means that the messagebmasnt, perceived, understood, and
the desired response must be provoked.

Another participant indicated thatdmmunication is a two-way stream from one person
to another”, she further elaborated that is a way people speak and listen to one
another to reach certain understandirig

Another respondent commented as follows1’yes, there is communication breakdown
in this department; people are no longer followirtige right protocols as required by
the Department. Some people also use power to tiereathers. Information flow is a
major problem in this Departmerit

From the respondents’ and participants’ views énse that the trend is the same,as they
all have a good understanding of communicationt&gavay process. It seems that all
of them understand the value and importance ot&¥e communication. This confirms
the contribution of effectivecommunication to asessful organisation. It is possible that
employees and managers might ignore the negativ@qoiences of ineffective
communication whichmight affect the success of@bpartmentof Social Development

in achieving its goals. Mershamand Skinner (20@hcar with the above statement by
saying that communication is the lifeblood of agasisation; if we could somehow
remove the flow of communication in an organisatiwa would not have an
organisation.

Communication is a two-way process that needs ckrowledged in the workplace or
organisation. This is verified by the statemenirfrone respondentbmmunication is a
relationship between two people or a group workitogether to achieve common
goals.

4.4 Perceptions on the main conditions for communicatio

When participants were asked about their perceptonthe main conditions of
successful communication in the organisation, 6@%hdommon and similar views
regarding the main conditions of successful comeation. Their views centred on the
following:

“Seek first to understand before you are understdod.
“ Allow questions and provide clarity
“Communicate a clear message.

The respondents and participants perceived thah#ie conditions for successful
communication in the Departmentof Social Developtaenthrough understanding of
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one’s own role, and that communication should benaggnd without limits in its process.
They further stated that it is imperative in thgamisation to have a sound
communication if the objectives, aims and goalstatee achieved.

Jay (1999) indicates that good communication imash about listening as it is about
speaking. It does not matter how much information give your staff or how
effectivelyyou impart it. Therefore, it seems tkatployees’ perceptions on the main
conditions of successful communication in the org@tion are consistent with the
literature. Employees need to be communicated atitil times and be provided with
clarity.

Another respondent saidny perception about the main conditions of successf
communicationis through emails or writing of repatbecause you can track down
paper trails as evidence, and with verbal communioa to clarify
misunderstandings

Two participants commented that to have a successjanisation free flow of
information should be encouraged and monthly meegmshould be conducted to
exchange ideas and thought<orrado (1994) supported the above statementyigga
that a meeting with employees, individually or nogps, is the classic employee
communication tool.

Another participant suggested thatdnagement should actively listen, respect and
respond to their (employees) concerns with immeeietfect, to ensure successful
communicatiori. Others prefer to use computer-aided mechanisnisagiemails,
telephones, faxes and group discussion as a méarteraction.

These findings demonstrate that a large portiguaoticipants and respondents perceived
that communication should be open, using diffectr@nnels, and involving all
employees. The findings also confirm that transpeyend regular face to face meetings
are feasible ways to maintain good and successfahwnication in the Departmentof
Social Development.

Two respondents were of the opinion thalt the tools for communication must be
available at all times, there should be a respomsiperson who relays the information
and one who receives and understandslihey further stated thatlie message should
be clear and simple

Another indicated that there should Is#rict internal communication systems,
managers should provide employees with informatmm procedures and tasks, and
always give feedback on performanceShe further stated thathe Departmentof
Social Development should have mechanisms for ereés to express frustrations,
feelings of satisfaction and dissatisfaction
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4.5 Methods of communication

According to Ludlowand Panton (1992) communicatian be considered a personal
process that involves the transfer of informatiod aome input. It is something
people do; it does not exist without people talsoge form of action. It has to do
with relationships between people.

There are different forms of communication whicé practised in different
organisations which are formal and informal depegdin the organisational culture.
Formal communication includes memos, emails, mgetand faxes and other forms
of written and verbal communicatioEmployees’ preference was written communication
since it is valid proof. One respondent argued ‘thaitten communication has the
disadvantage of getting lost if it was kept on thlectronic system and there is a
system crash”Some of the respondents preferred emails becasg €an be used

as an action plan and as evidence that shows infation requested was responded

to”.

Verbal communication was also valuable to the redpats and participants. One of
the respondents said thattbal communication is helpful to clear up the
misunderstandings and misinterpretatiohsAnother supported this argument by
mentioning thatit ensures that one has opportunity to seek claty tasks and it
also clears one’s conscience and allows for adeguatderstanding of the
expectations, roles, as well as timelines, if ndsetl.

Another respondent mentioned thatofnmunication should be clear, timeousand
free- flowing, sometimes information is conveyedarshort period of time and
inputs/ responses are needed in a short spacenoétil therefore need to be given
enough time to gather all the relevant informatidor proper planning.

One of the participant indicated thatith the technological advances
communication can happen almost immediately andréfer to be communicated
with via email because it is convenient and onalde to respond immediately with
no hassles From most of the respondents’ and participantgoases it was clear
that ‘to read huge circulars and documents is time consoghand we end up not
reading theni.

From the findings it is clear that participants aespondents prefer different kinds of
channels to be used to communicate with them. Tdgenity prefer verbal
communication since it gives them the chance t& skxity where required. It also
gives them a chance or opportunity to express takms freely and openly and to
reach mutual understanding. However, 10% of theardents and participants
favoured communicationvia email because email$amteand reliable. Although
emails are fast, they realise that they aredeperutetne availability of the server,
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and if the server is down and emails are the oolgraunication channel, employees
could not be communicated with.

4 .6Barriers to effective communication

According to Fielding (2006) messages can be dexdidrecause of a lack of
understanding of their meaning, even when peopleuanicate with the greatest
goodwill. The following themes were identified betparticipants as major barriers
to effective communication in the Departmentof &bBievelopment.

4.6.1 Bureaucratic process of communication

According to Greenwald (2008) organisational sutebperates primarily as a
chain of command, it represents official reportia@tionships. The structure
ensures that each role reinforces the contributioade by other roles to the
achievement of final objectives.

One participant felt that the process of commuiocat too bureaucratic. He
stated thatBureaucratic commands dilute the original intent tfe
communicated informatiof. He also lamented the fact tti@ome managers do
not cascade the information to employées

Another respondent commented thiais frustrating not to be communicated
with on timée and*” | am commenting on this both as a manager and an
employee, the process is bureaucratic and sometiinissvery difficult to
understand what causes delays and in most casestemrmemos and circulars
do not provideenough clarity on certain mattérs

4.6.2 Withholding Information

One respondent responded by saying tivetrfagers keep information among
themselves anddo not cascade it to their subordasasome managers and staff
deliberately and conveniently forget, or keep infioation for a long timé.
Robbins (2003) pointed out that employees tendriore, pass over, or forget
information and this might lead to sharing lotsrdbrmation at the same time
which hampers the effectiveness of communication.

4.6.3 Disrespect

Respect is one of the basic values in the socidk wmfession. It is a two-way
process and through respect we can successfultii ma objectives. Some of the
respondents and participants mentioned that empsoyden communicating

with one another,tend to sometimes find themsealvése predicament of
personality clashes and experience disrespecthaweur during
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communication. One participant commentedrhe use powepeople tend to
look down on others due to their rank, some of tm@anagers do not
communicate with junior staff they only communicateith those at their own
level. Thiscauses many emotions like anger andsasna employedsAs
observed by Robbins (2003) emotions are most liteelyinder effective
communication in an organisation.

Other participants supported the above view anddthat disrespect is the major
problem in the Department. It was confirmed by hroparticipant who
mentioned disrespect impacts negatively and it hinders effest
communication”.There also seems to be a tendency among emplayees t
sabotage each other by withholding information eefdsing to carry out
delegated tasks, which also impacts negativelyrodyztion and work-related
relationships.

Other participants also highlighted th#tére is lack of supervision; supervisors
are not communicating information to employees. §h&it on the information
until it is overdue and expect employees to stogrgthing and attend to their
requests at the eleventh hdur

4.6.4 Lack of resources

Two participants mentioned that lack of resourses inajor barrier to
communication. According to thenlirhited resources like telephones,
computers, and access to data lines are major basito effective
communicatiori. They further highlighted thdtsome new employees takes
three months to have access to emails due to latatton of email lines...
management is failing us, they have to review otroduce new technology
systems so as to improve service delivePprrado (1994)explains that managers
have a responsibility to talk to their employeesidlihe business and look at
communication systems that will be conducive tacgfht communication

4.6.5 Language and cultural differences

Robbins (2003) mentions that languagemight be dtieedbarriers to effective
communication. The language of the communicatioghtaffect how the
receiver interprets it.

Some of the participants were of the opinion thaglage influences and
contributes to the way they communicate in the misgdion. One acknowledged
that “diversity has to be taken into consideratiotdowever, he argued that
English is the official business language becauséave eleven languages in
South Africa. Thereforeémployees have to compromise and use the acceptable
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working languagé. He indicated language as a barrier and also refe¢orthe
challenges when all employees want to bring thdiucal practices and beliefs to
the workplace, which might be in conflict with tbeganisational culture.
According to Corrado (1994) in the workplace, waskare diverse and
multicultural, have different values,different euthl backgrounds and we must
understand the nature of those differences ani tnyodify our interpersonal
behaviour to cope with them.

4.6.6Protocols and red tape

When exploring the protocols it was clear that ewyeés do understand the
importance and value of them. However, one respumésponded by sayirid:
understand the issue of protocols and that they glaobe correctly followed, we
are returning documents on time but then documehésin an executive
manager’s office for months awaiting his/ her sigh&e, which delays service
delivery” He further stated thatlings must be simplified and that the long
chain of bureaucracy should be streamlinéd

4.6.7 Planning

One respondent indicated thabbr planning among employees leads
tocommunication not being achieved within a sheriqu of time” for instance
employees should plan their work accordingly asgrerect plan She further
indicated that the wording on memos and circulars should be clebecause
not all employees are familiar with theterminologpy the circulars”. Another
respondent also mentioned thidders do not have time to communicate
frequently with all relevant parties and sometimé®ey send information
toirrelevant peoplé

4.7 Suggestions on effective communication

The success of an organisation is based on its concation levels, flow of
information and how its people interact. Organmad communication is linked to
managerial effectiveness, the integration of warkuacross organisational levels,
and job performance satisfaction. Jay (1999) conweakthat it is easier for managers
to work effectively when information is flowing fe&/ between employees and that
they are able to communicate about important nsatted obtain the necessary
support from employees.

Five participants suggestethanagement must share information with all relevant
officials which ensures proper planning and more @plines of communicatioti
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Another respondent suggested thidiere must be regular meetings with staff
whereby management provides feedback to ensurerthelvement of staff in the
planning and decision makingHe further maintained thatégular feedback from
management about new directives will improve comrioation”.

Managers should more often ensure that employé&aisnels of communication, for
instance telephones and emails, are well maintai@te respondent shared his
suggestion thatit'is imperative to have training on communicatianodels,
including all communication channels and protocdlsHe further stated that
“management and sectional meetings should be encgadato ensure effective
communication among employees”.

One participant indicated thah® department can ensure effective communication
by copying all memos and circulars to all staff thare indirectly affected, to ensure
that all receive the same informatidn He also mentioned thaivfitten
communiqués should at all times encourage peoplseek clarity with the
originator of the message to avoid diluting of tlegiginal messagé

Four of the respondents supported the above argumesaying thatthe employees
can ensure effective communication by making sunatthe message is understood
between the communicator and the receiver, and ttie receiver must react and
give feedback immediately or ask for clarity to ateof the misunderstandings”.

Another participantwas of the opinion ttfdhere must be proper planning by
management, by the provision of resources or tamfi€ommunication to all
employees to maintain effective organisational commmcation”.

Another respondent commentedanagementshould continuously give feedback
to employees in order to ensure effective commuhaaat all times.

Many misgivings were expressed by the participantsrespondents, ranging from
management having to give feedback to employeegasygand training on
communication models to improve the quality of cammication practised in the
Department of Social Development. The Departméfioeial Developmentshould
ensure that communication tools and equipment atemaintained and that all
employees are equipped with the necessary equigiorecdmmunication.

4.8 Role of communication in motivating employees

Communication plays a major role in inspiring anaotivating employees. It also
assists in clearing up misunderstandings withinotiganisation. Robbins (2003)
confirms the statement that communication servesiftajor functions within an
organisation, these comprise control, motivationpgonal expression and
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information. Communication fosters motivation bgardlying for employees what

must be done, how well they are doing it and wiaatlee done to improve
performance. It also provides information that esypkes need to make decisions, and
provides an avenue for expression of emotions alfilifient of social needs.

Wheatley (2006) also commented that organisatieesl o invite and engage
employees’ creativity and commitment in the proags®thinking, redesigning and
restructuring the organisation, because their vemlent will create a future that
already has them in it. She also states that nksaafrcommunication develop from
the constant interaction among employees.

One respondentshared his opinid@ns key that when employees are being
communicated with, they should be addressed in spectful mannet. He further
maintained thatit is important to praise employees for good work
don€.Respondents had common opinions that employeed teeknow about new
developments and different activities that takegla the Departmentof Social
Development.

Another participant stated that&mployees know what is expected of them they will
be more goal-oriented and empoweted respondent indicated thaivhen
communicating, employees feel that they are partlté management and of the
Department and that their input is critical to shapy the future’. He further
elaborated thatif employees are informed during the developmeraigs rather

than during the implementation stage, or they argkad to participate, it will
motivate employees and they will feel that theiirdpns and inputs are being
valued'.

One participant also highlighted thattien information is shared in a transparent
way employees feel acknowledged, respected andvateti as part of the
Departmentof Social DevelopmentShe further explained thagrnployees should
be communicated with on new developments in the &&pent of Social
Developmerit

One respondent commented thiappeople know that their voices are heard and they
feel part of the decision making process they Ww# happier, loyal, and supportive
of new ideas and also give feedback on performénce

Another responded commented thedrhmunication plays a role in motivating
employees, if employees are continuously informéwdat issues that affect them, if
managers consistently, stick to return dates andnzounicate the delay of service
delivery if encountered, employees will be motadat all times.
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Another respondent argued thatiman beings are not robots and therefore they
need feedback on performance which will motivateh, management has to listen
effectively to the needs of employees, respect eyagls and engage them in
decision making.

4.9 Effective communication and productivity

According to Quirke (1996) effective communicatiera vital part of change and
can help tap into employees’ energies and ideas.

The following findings are a contribution on effiet communication by employees.
One respondent explained tleditettive communication within an
organisation can contribute positively towards erapées’ productivity

Two participants felt thatémployees can plan effectively and meet requiredjess,
ensuring that the best possible work performance d¢se delivered, if they are
communicated with effectively The respondents acknowledged that effective
communication can contribute to employees’ proditgti Their views centeredon
the following:

“Informed or communicated with, appropriate decis®an be takeh

“ Good communication in guiding employees to be creatcan help employees to
achieve departmental objectives

“Effective communication helps employees to knowatls expected of them, when
and how.

“If employees are motivated by managers and haveess to time saving devices
they can do their work more effectivély

“ All understand what needs to be done the same way @ollectively harness their
energies for attainment of the same gbal

“ If misunderstanding and dysfunctional conflict are mimised, if there is clear
communication from bottom, top-to-bottom and botteup, all will have a clear
picture of what is expected of them”.

“ Staff get a sense of belonging and security if colted and involved in the
implementation and decision making procéss

One respondent indicated th#tére should be improved planning within the
Department, and with increased motivation employ&al also increase their
performance which will lead to high productivity p@n and free communication
increases staff satisfactidn
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One respondent commentezh“yes, employees should be kept informed on the
developments of the Departmentof Social Developméntill make their life and
work easy because they will know what is expectetthem, no one must be taken
for granted as all information must reach all thewgployees of the Department,
from junior staff to management, or topdown

Effective communication changes organisational iitgrand production in a
positive way so that if employees are communicatial continuously, they will be
more productive. Employees need to be acknowledgad times. Fielding (2006)
indicates that managers need to strive towardswepfather than one-way
communication. Communication should be regardealtaansaction in which
employees create meaning together in an atmosphénsst. Effective listening
skills need to be cultivated, as well as the abibitwrite clear messages.

A humanistic approach also emphasises the impatahproductivity and employee
satisfaction. One of the principle assumptionthaf approach is that increases in
worker satisfaction will lead to an increase indgarctivity, as a happy worker is a
productive worker Mershamand Skinner (2001). Theeefthe importance of
communication and interpersonal communication néett& considered in an
organisation.

4.10Communication protocols

According to Greenwald (2008) communication protedo the departments operate
according to departmental structure, andorganisatistructure ensures that each role
reinforces the contribution made by other rolesdpéhe achievement of objectives.

It also presents an official reporting relationship

Most of the respondents and participants seembeue similar ideas on the
protocols, although a few of them were not cle&e Pprotocols are described
according to the following themes:

4.10.1 Internal protocols

One participant indicated thah® bureaucratic chain of command on protocol
issues gets raised with the immediate supervisoriager and is elevated to the
next higher level until it is resolved

The following statement is confirmed by the clagkapproach: in classical theory
the most important route for communication is tkeeieal flow according to the
organisational hierarchy in the form of ordersesuhnd directives.
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Miller (2006) characterised communication as a weagonsider how a message is
routed through the organisational system. Anotispondent pointed out thalF
employees should follow the correct protocols amthare to ther. She elaborated
by saying thabfficials should report to their immediate supersor, the supervisor
should elevate it to the assistant director, thentlhe deputy director, until it
reaches the director’s office Another respondent supported the above argument
that “all the protocols have to be observed, for instamareemployee cannot send
out a memo without the supervisor’s approtal

Organisations have formal and informal guideliried Employees are required to
follow. Formal communication is described as a camization protocol that has to
be followed by employees, for instance, employeeseqguired to first communicate
job-related grievances to their immediate supersiso comply with organizational
policies (Stohl, 1995).

According to Armstrong and Stephens (2005) for cemication to be effective the
three different directions of formal communicatizave to be open and unblocked at
all times. They further indicate that communicattam be downward and upward.
Downward communication flows from one level of agp or organisation to a lower
level. It is used by group leaders or mangers s@aggoals and provide job
instruction. Its purpose is to provide informatanfeedback to the departments’
employees.

4.10.2 External protocols and media communication

External protocols are protocols which involve otstakeholders and must be signed
by the regional director or delegated manager. One
respondentindicatedtlfabmmunication with the media must be made by the
communications unit.

External communication is classified under laterasideways communication; it is
implies communication between equals such as depatal heads, or between
similar departments Fielding (2006).

4.11Importance of protocols

Fielding (2006) is of the opinion that upward conmication serves to receive
feedback about employees’ performance and to re¢keir suggestions and
proposals. Managers need to encourage a two-waydlanformation, so that they
can judge how clearly messages are received byoyexgs.
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One respondent was of the opinion thaotocols are useful because one is able to
know where and how to reportAnotherrespondent indicated thatr6tocols are
important in ensuring that there is formality in th way information is shared She
further stated thatgrotocols help to maintain order and ensure thasiges are
addressed properly

Another participant described the importance otgrolsas‘toensure awareness and
synergy; protocols protect integrity in the depaent and ensure accountability

One participant indicated thaprotocols are very effective, as the message gets
across and officials are able to reach the objeeswset by management, and
officials also have the time to raise their concerafter receiving communiqués

One respondent commentddam aware that we have to follow protocols but
protocols sometimes delay the process of servitigaty and in most instances
managers do not followthem.All employees are ndidwing the correct protocols,
from junior staff to managers”.

Another respondentmentioned thptdtocols are useful to reach the objectives and
goals of the Departmentof Social Developmentt, tiejp to maintain order and
ensure that issues are addressed properly, theyaase respect for each other and
minimise the gossip.

One respondent felt thaprotocols are not always effective, they hamper service
delivery and the chain of reporting; sometimes yspend half a day waiting for
approval. She furtherindicated thamangers should always delegate authority
when they are not available to doso

Most of the respondents and participants agreddtbéocols are useful, whereas
some indicated that they are time consuming. Tbeopols are useful because they
ensure accountability and responsibility by empésyémanagers and junior staff).
Protocols also ensure that departmental informasigmotected. Some participants
seemto be unaware of the existing protocols withenDepartmentof Social
Development. These have to be emphasized duringfimh sessions, particularly to
the newly employed, or training has to be conduotedommunication protocols.

4.12 Suggestions on improving communication protot®

Participants suggested that the Departmentof SBbeaélopment should emphasise
adherence to the protocols, managers should noo$iglocuments that are of
incorrect format and they should monitor compliabgeall, irrespective of rank.
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One respondent indicated thar6tocols must be observed at all times, informatio
must be communicated to relevant officials as peotpcol’. She further stated that
“employees should also be consulted at all times”.

Another respondent suggested tithe“Departmentof Social Development should
clarify the powers delegated to managers or theibsrdinates by allowing
employees to freely go to the next person in auttyowhen the need arisés

Another respondent supported the above view anedsthat’ delegation of
authority is very important, as managers are notwalys available to respond to
some matters, and that employees must be informed

Wheatley (2006) states that organisations neethtité and engage employees’
creativity and commitment in the process of rethigkredesigning and restructuring
the organisation, because their involvement wilate a future that already has them
in it”. In order for the Department of Social Déwementto improve on the existing
communication protocols or to implement the newqrols, they need to interact
with employees, get employee inputs and suggestions

Two of the respondents commented thiahé& management can be one of the
factors for improvement of the Department’s protocdihey further stated that
“time management for reporting is very important improving protocols, there
should be a time frame in terms of submission opoets and feedback, and there is
lack of consistency in the Departm&sf Social Development”.

4.13. Communication channels

The focus will be on formal networks or differetiannels of communication.
Formal communication includes memos, letters, sdaat mail, fax transmissions
and meetings.
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TABLE 4.3: Communication channels

Themes Quotes reflecting themes

Formal communication Formal communication is tHe
best, because through formal
communication the message
is delivered in an appropriate
manner, one can seek clarity
and it also clears
upmisunderstandings.
Formal communication also
includes meetings.

Informal communication Informal communication like3
short-noticeinstructions,

overturn employees’plans
and hamper service delivery
in most instances.

Electronic systems Computer-aided channels| &e
real life contact, such as
emails”

Note: number does not add up to eighteen as ingibigarticipants and respondents
gave more than one response.

Table 3 represents communication channels as nmeatioy participants. The
channels were categorised into three themes, nalmelprmal and informal
channels and computer-aided mechanisms.

a. Formal communication

Formal communication is a communication networkhwitan organisation, and it
includes meetings, staff meetings, individual cdtagion with employees, unit
meetings and consultation with supervisors.

One participant indicated that he wasvare of formal channel of
communicationmeetingsSimilarly, meetings are formal communication chdsne
that are practiced in most organisations to effetficommunicate with employees.

Another respondent mentioned thah& has to report to the immediate supervisor
or manager through individual consultatioh He also emphasised thatriit or
staff meetings are an important form of effectiveannel of communicatioi.

One respondent felt thatfeetings aretime consuming, managers like to cafjent
meetings which are unnecessary and which hampewgsr delivery.
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Another participant indicated thdbtmal communication channels, like circulars,
are time consuming and noone has the time to rehith documents that are not
easy to understarid

b. Informal communication

The formal system is not the only communicatiorwaoek in an organisation. An
informal communication system, known as the grape\is always created when
people work closely together. According to Robl{2303) the grapevine has three
main characteristics: it is not controlled by magragnt, it is perceived by most
employees as being more believable and reliable firanal communiqués issued by
top management, and is also used to serve thestsenf employees.

c. Electronic systems

Corrado(1994) indicated that electronic channdisrdhe best hope for
communication. He further stated that electrongteys such as emails can provide
every linked employee with a daily electronic neattelr and management memos.

Five participants and ten respondents indicatett‘thay are aware of electronic
systems and prefer to use them, since they are nadranced
Theymentionetemail, telephone, fax, news bulletins and noticlkem
communication units.

4.14 The importance of communication channels

Six participants were of the opinion thahiannels are effective as one can be clear
about the instructions and raise concerns on timemployees receive information
on time through computer-aided todls

One respondent indicated th#trough computer-aided channels it is easy to reach
to all employees at the same time and get feedlackediately.

Email as a communication tool has a long list ofdfs. It can be quickly written,
edited and be distributed to one person or thousdnhdan be read at the convenience
of the recipient, but the reading, absorbing asgeading can consume an
employee’s entire day, and sometimes employeesetexodifficulties

indistinguishing an important email from an irred@ message.

Another respondent sai@rhails ensure that everybody is made aware of what
happening in the Departmentof Social Developmengfsmembers
receiveinformation, and they are effective and affgood results.

One respondent indicated thabfnputer-aided channels are extremely uséfie
further stated thattéchnology is challenging and some people are tedbgically
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challenged, however, channels like email are extedynuseful if you know how to
operate ther

Another participantindicated ttiltey are cost effective in rand value and in time
saving, they reach a wide spectrum of officialsethprovide guidance on the
development of staff, ensure proper accountabibityd transparency.

Robbins (2003) pointed out that computer-aided camioations are reshaping the
way we communicate in organisations. It is no longeressary for employees to
always be at their workstations or on their cellhones; computers allow
employees to be reached when they are in meetighite visiting clients.

One respondent is of the opinion theweekly meetings are very important, because
employees get an opportunity to discuss weekly pland get feedback on
production and challengé's

4.15 Employees’ suggestions on improvement of chagla

From the data analysed it seems that 40%of paatitspwere not clear as to what can
be done to improve the protocols within the Deparitaf Social Development. As
one indicated; We should have a basic understanding of our work

Three participants said thatrhployees must know how to use the channels and
understand the importance of communication channels

Onerespondentsuggested thtae‘Departmentof Social Development should
emphasise adherence to the protocols, managers khoat sign off documents
that are of the incorrect protocols or format of¢hDepartment and it should
monitor compliance by all, irrespective of rahk

Another respondent was of the opinion thae*Departmentof Social Development
should stick to the protocols and be strict in tesraf communicatiofi.

One participantsuggested tHaime management for reporting is very important to
improving protocols. If there is a given time tolsmit a report, it should be
consistent, for instance, when the report is subteidt to thesupervisor, the
supervisor should report within a stipulated time his/her managemefit

One participant suggested thabfmmunication channels could be improved
through inspiring and ensuring adherence by all $tand managers and by
monitoring compliancé. The Department of Social Developmentshould enhae t
all officials have the necessary tools, such asprgers and phones, in order to
improve effective communication in the Departmelt.channels of communication
should be well known to all employees.
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Another participant indicated thathtere are officials who have not been allocated
the necessary communication tools, such as comput&hey are thus unable to
communicate through emails and are not provided lwitecessary informatiot

Fielding(2006) commented that organisations neegstablish the best possible
conditions for communication, for instance, messaf®uld be very clear, and the
organisation needs to test the flow of informatiegularly. Corrado (1994)
mentioned that the only effective technique is ttkexcommunication a major
accountability in the performance measurement.

4.16 Conclusion

This chapter presented the results of the studyplected by individual, face to face
interviews and questionnaires for those who wemmniortable with the interview
process. Therefore, the results obtained reflecpdrticipants’ and respondents’
knowledge and experience in accordance with thearel questions and objectives
of the study. In some instances there were diff&emand in some, similarities on
information provided by the respondents and padicis.

It can be concluded that participants were knowdadie and aware of issues
pertaining to communication protocols and channéiey were also concerned about
the way information is flowing and the chain of coand that has to be followed in
the Departmentof Social Development. Some wereawate of the existing
protocols. The level of knowledge and understanttiey showed during the study
indicated that there is still more that needs tdde to put systems in place so that
service delivery is not hampered. An optimistictatte was demonstrated by the
participants in addressing the issue of commurdoatind offering training on the
communication model. Participants and respondents aiso concerned about
leadership style within the Departmentof Social &epment, for instance, some
mentioned lack of supervision by supervisors, marsagot delegatingauthority and
not communicating information to all employees.



45

CHAPTER 5:

MAJOR FINDINGS, CONCLUSIONS AND
RECOMMENDATIONS

5.1. Introduction

The following chapter briefly discusses the studyain findings in terms of the themes
and the possible implications of the study. Theptdraalso highlights the
recommendations for practice, policy makers, applie departments and research. Final
conclusions will also be addressed.

5.2 Main findings

Firstly, the study revealed that most of the resigois and participants are aware of the
existing communication protocols and communicatibannels in the Departmentof
Social Development. Most of the respondents sedémhbdve a clear understanding of
communication and the barriers to effective commatndon, as a majority of them gave
clear indications of what they understand aboutroomication and the barriers to
effective communication in the Departmentof SoBialelopment.

Secondly, in terms of employee’s perceptions tesssful communication, the study
revealed that employees’ perceptions are thataligs involved must be proactive, that
clear messages should be communicated to all emgdgoyhat employees have first to
seek understanding, allow for questions and proeiaety and lastly, understand the
relationship role of manager to subordinate. Howewésunderstandings and
misinterpretations were identified as major conttithg factors to effective
communication. From the participant’s point of vigive communicator must use the
tools provided proficiently so that there is no coimmunication. The study revealed that
there is lack of understanding of relationship s@ed that employees communicate
without understanding and that sometimes they de@ek clarity.

Thirdly, it was clear that participants and respamd have mixed views on barriers to
effective communication. This is due to bureaucratimmands which dilute the original
intent of communicating information and as a regdime managers do not effectively
communicate with their staff or cascade informatmtheir staff. The study revealed that
twenty percent of participants are not aware ofetkisting protocols and communication
channels. However, most of the participants wereawad perceive that training on
communication should be conducted. Supervisors sg¢mbe ineffective in
communicating with subordinates. Hence it is argiedl if information was cascaded to
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the junior staff imnmediately, they would have béawer issues relating to
communication. Communication between managerstaridrjstaff is very limited and in
most instances they are not informed on time alssues that are work related, which
also hampers services delivery. Therefore theaenised to address manager/employee
interaction, since communication is key to a susfte®rganisation.

Fourthly, employees indicated that they prefer camications to be clear and concise
with clarity provided where required, which allofes adequate understanding of the
expectations and timelines. They further statetlttiey prefer to receive
communications via email because emails are qaitdt,they also prefer meetings
because they then get to discuss issues, tacKlermies, brainstorm ideas and reach
solutions. Therefore, from the participants’ vimgmmunication is a real problem in the
Department of Social Development. It seems thatleyees are aware of what
communication entails and the procedures that lag to follow. They also indicate
that managers should provide them with the necgsssnmunication tools such as
computers and phones, so as to improve effectirgramication within the
Departmentof Social Development.

Fifthly, employees acknowledged that effective camioation can contribute to
employees’ productivity. It assists them with effee planning and meeting required
targets and efficient service delivery. It was cligam the findings of the research that
effective communication helped employees to undatstvhat is expected of them. They
also indicated that good communication guided thebe more creative and helped
employees to be more focusedin achieving the deeaital objectives.

Sixthly, employeesindicated that the formal prote@e sometimes time consuming,
and delay the process. The formal protocols angr@aoicratic chain of command where
issues get raised with their immediate managemrbefmving to the next level. Some
seemed to be aware of the existing protocols ahdwadh some of the participants were
not fully aware, the majority of the respondentsnsed to be knowledgeable about the
protocols. However, it was found that despite #at that some had full knowledge of
the protocols, they hardly ever followed them.

Lastly, in terms of the existing protocols the Depeent of Social Development should
introduce notice boards, implement new technologgyesns and ensure that they are well
serviced. The Department of Social Development kshstick to the protocols and ensure
adherence by all staff. They also indicated thatagers delegate authority at all times
and that management and leadership styles shouklleved in order for the
Department of Social Development to successfullyeae its goals and objectives.
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5.3. Recommendations
5.3.1 Recommendations for practice/intervention

It is clear that intervention within the social éé&spment framework can happen on a
macro level. The intervention should be supporéind educative in nature.

The process of organisational change through ma@actice can be applied when
working with employees (top, middle, and line magragnt as well as junior staff)
focused on organisational change and with suggestar more effective techniques for
organisational communication within the Departm&fanagers and some employees
can be involved in the process of organisationahge. Ongoing training should be
conducted to ensure that the corrective measues®iowed to the benefit of employees
and to improve the existing communication chanaat$ protocols within the
Department of Social Development. The success ofganisation is based on its
communication level, flow of information, and howgple interact. The focus of
intervention should be on putting systems in pl&srado (1994) commented that
organisations should develop communication stragety achieve business objectives,
with the support of top management.

5.3.2 Recommendations for policy makers

It is recommended that the departmental policy me&ad implementers review the
internal policies and procedures on the most effecnd efficient protocols and
channels, and ensure that employees are givemaehaprovide inputs before
corrective measures are implemented.

5.3.3Recommendations for further research

* More research should be directed at effective comation in the different
public sectors (government departments).

» More research should be conducted on managerstierpes and perceptionson
the nature of communication in the public sectoregoment departments).

* More research should be conducted on the perceptiemanagement and
leadership style in the public sector.

5.4Conclusion

The study was undertaken to explore the percepndsexperiences of employees on
the nature of communication. The researcher gatheend interpreted experiences
employees have had concerning the nature of conuation in the Departmentof Social
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Development. This assisted the researcher to gawledge and a better understanding
of the challenges faced by employees in the Deantiof Social Development.

Some participants were not clear in distinguisbegveen communication protocols and
communication channels, but most respondents lgad@ understanding and were
aware of the existing protocols and channels ilt@partment of Social Development
and of how they could be successfully implemented.
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APPENDIX A

PARTICIPANT INFORMATION SHEET

Good day,

My name is Tsholofelo GlodiaMatema. | am registédmdVIA Occupational Social

Work at the University of the Witwatersrand. Astpafrthe requirements for the degree, |
am conducting research on the perceptions andiexpes of employees about the
nature of communication within the Department ofi8bDevelopment, North Rand
Region. It is hoped that this information may assianagement to enhance and improve
communication channels within the Department.

| therefore wish to invite you to participate in iydy. Your participation is entirely
voluntary and refusal to participate will not beédchagainst you in any way. If you agree
to take part, | shall arrange a time and placeithatiitable for you, to administer the
guestionnaire. The questionnaire will last appratiety 45 minutes. You may withdraw
from the study at any time and you may also refasmswer any questions that you feel
uncomfortable with answering.

The data gathered will be analysed andne other than myself and my
supervisor,DrEdmarie Pretorius (work number 011 7174476),will have access to the
guestionnaires anddata The data will be kept for two years following gmyblications
or for six years if no publications emanate from study. No identifying particulars form
part of the questionnaire therefore confidentiahtlf be adhered toAnonymity cannot

be guaranteed because employees know each other amtl participate in the group-
administered questionnairePlease feel free to ask any questions regardingttiasy. |
shall answer them to the best of my ability. | hbaycontacted on 0825569627. Should
you wish to receive a summary of the results ofstinely; an abstract will be made
available to you on request.

Thank you for taking the time to consider partitipg in the study.

Yours sincerely,

T.G. Matema
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APPENDIX B

CONSENT FORM FOR PARTICIPATING IN THE STUDY

| hereby consent to participate in the researceptolhe purpose and procedures of the
study have been explained to me. | understandrlygiarticipation is voluntary and that

I may refuse to answer any particular items or gl from the study at any time
without any negative consequences. | understartarthaesponses will be kept
confidential.



54

APPENDIX C

QUESTIONNAIRE ON THE PERCEPTIONS AND EXPERIENCES OF
EMPLOYEES ABOUT THE NATURE OF COMMUNICATION

PLEASE NOTE:

Thank you for taking your time to complete the disgsaire. The information will be
treated as confidential and no identifying particslare requested. Your honesty in
answering the questions will contribute to the eadfithe study and is likely to result in
improving the existing communication channels aratqrols within the Department.

PART A: Biographical Data

Please complete the section below by ticking ther@griate box with X or writing the
answer in the applicable space. Please answédreatjuestions in this section.

1. Age

19

20- 29

30- 39

40- 49

50- 59

60- 65

2. Gender

Female

Male

3. How many years of service do you have in the Depanent of Social
Development?
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4. What is your occupational title?

PART B
Please answer all questions.

1. How do you understand communication?

2. What do you perceive to be the main conditions fasuccessful
communication in an organisation?

4. What in your view are the major barriers to effective communication in the
Department?
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5. Share your suggestions on how the Department cansure effective
communication.

6. In which way do you think communication plays a roé in the motivation of
employees?

7. In what way does effective communication contributéo employees’
productivity?

8. Which formal communication protocols are you awareof in the Department
of Social Development?

9. Given your experience, explain how useful these piacols are.
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10.How would you suggest the Department of Social Delepment improve these
protocols?

11.Which formal communication channels are you aware foin the Department
of Social Development?

13.How would you suggest the Department of Social Delepment improve these
channels?
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THANK YOU VERY MUCH FOR YOUR PARTICIPATION!
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APPENDIX D

SEMI-STRUCTURED INTERVIEW SCHEDULE TO EXPLORE PERCE PTIONS
AND EXPERIENCES OF EMPLOYEES ABOUT THE NATURE OF
COMMUNICATION

PART A: Biographical Data

1. Age

19

20- 29

30- 39

40- 49

50- 59

60- 65

2. Gender

Female

Male

3. How many years of service do you have in the Dapment of Social
Development?

PART B

5. How do you understand communication?
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6. What do you perceive to be the main conditions fasuccessful
communication in an organisation?

8. What in your view are the major barriers to effective communication in the
Department?

9. Share your suggestions on how the Department cansure effective
communication.
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10.In which way do you think communication plays a roé in the motivation of
employees?

11.1n what way does effective communication contributéo employees’
productivity?

12.Which formal communication protocols are you awareof in the Department
of Social Development?
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14.How would you suggest the Department of Social Delapment improves on
these protocols?

15. Which formal communication channels are you aware foin the Department
of Social Development?

17.How would you suggest the Department of Social Delapment improves on
these channels?

THANK YOU VERY MUCH FOR YOUR PARTICIPATION!
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