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· Organizational Communication 

· Lecture 1 - Sept 14 
· Introduction: 
What is an Organization?
1. Symbolic Construction
-created through the communication of people (inside and outside the org)
-not the buildings themselves, the papers, the products.
-organizations exist by virtue of people enacting them through their communication. 

· 2. Created through communication and therefore:
-organizations are fluid and in process.
-what an organization is and can be is influenced by perceptions, biases, beliefs, fears, etc.
-communication is central to the process.

What is Communication?
Human communication is:
-the process of making sense out of the world and sharing that sense with others.
-Sensemaking is the “ongoing retrospective development of plausible images that rationalize what people are doing”
-organizational communication looks at these processes in the context of organizations to try to understand, describe or explain them.

· What is the focus of organizational communication?
1. Intrapersonal/interpersonal
2. Collective Activity 
3. Intra-organizational 
4. Inter-organizational 


· How do metaphors fit in?
-We all have assumptions about the world, about people, about organizations (the glasses we look through)
-These assumptions influence our interpretations. 
-Our interpretations reflect the metaphors we think through (the glasses we wear).

what are metaphors? 
-Metaphors are devices for understanding one element in terms of another.
eg. The corporate world is a jungle (competitive)
-metaphors offer an insightful and creative way to describe things.
-metaphors capture the essence, but in a particular way.
ex: the coportate world is a jungle! (competitive)
-metaphors offer an insightful and creative way to describe things.
-metaphors capture the essence, but In a partial way.
->the corporate world is more than a jungle!
-So, metaphors work well when their limits are recognized and when more than one is used to describe things. 
· Lecture 2 – Sept 17
· A common metaphor for imagining organizations is as self-contained entities: “machines” which exist in their own right. 
-The machine metaphor helps us imagine and grasp the abstract concept of an organization 

But what implications does the metaphor conjure in our minds?
· Organizations as Machines: Mechanistic Theories
· According to mechanistic theories, an effective organization is like a well-built machine:
1. With clearly defined functions
2. With clearly defined components
3. With pre-determined goals 

· Key Management Activities: 

· -Planning, design and maintenance. 

· When the Org is viewed as a machine
· There is an emphasis on organizational rules, control and structure 
· Tall Structure – characterized by a narrow span of control and a large number of hierarchical levels. Tight control from above.

Flat Structure – characterized by a wide span of control and fewer hierarchical levels. Loose control. Facilitates delegation. 

· Emphasis on: 
1. Organization rules, structure and control:
-Tall Structure 
-Flat Structure 
2. Centralized authority (concentrated in managements hands, clear lines of authority)
3. Formal reporting relationships
4. Specialization and expertise
5. Marked division of labour (the breaking down of large jobs into many tiny components)

· Classical Management Theory 
-Three theories fall under classical management theory:
1. Bureaucracy  (Max weber)
2. Administrative Management (Henri Fayol)
3. Scientific Management (Frederick Taylor)
· Max Weber’s Bureaucracy 
· -A Model of the effective hierarchical organization
Described 8 structural characteristics of the ideal bureaucracy, with an emphasis on:
-rules and regulations
-formal roles
-detailed job descriptions
-hiring the right person for the job
-rationality and predictability (rational action is action based on the most efficient means to achieve a given end)
-As a sociologists, Weber was critical of bureaucracy’s dehumanizing potential. 
· Yahol’s Administrative Management 
· -An attempt to promote logic, order and structure in organizations 
-The five tasks of managers:
1. Planning (developing a strategic direction)
2. Organizing (providing everything necessary to carry out the plan)
3. Commanding (directing activity) 
4. Coordinating the different units – (communication + information sharing)
5. Controlling (with rules and regulations) (evaluating against the plan)
-> Fayol’s work formed basis for schools of “Business Administration”
* Fayol scalar chain – chain of communication, argues that information has to go up through the chain of command, but also recognized how the workers could hear information from top management. 
Scalar chain : idea that communication goes person by person up by the chain of command.

In contrast to Yahol there is Apple (manages differently)– Steve jobs talks about managing people (video)
-teamwork at the top of the company – and throughout, trusting each other, splitting up the work, have to be runed by ideas not hierarchy. 
-Differences and similarities between fayol and steve jobs:
what is the main similarity between the approaches of henri fayol and steve jobs? 
A: both are focused on best practices for managers 
· Taylor’s Scientific Management  - using scientific principles 
-Associated with the factory of henry ford  (steel corporation) 
-there must be a more efficient way to do most tasks. 
-all about time and motion to increase productivity. (measuring and timing to change approach)
-Observe ppl behavior, timing them 
· -Describes the way specific tasks should be done to enhance organizational effectiveness.
-Scientic observation, analysis and intervention should be used to improve the way tasks are carried out.
-Conducted the “time and motion studies” to determine optimal rate for a jobs accomplishment.
-Taylors work revolutionized how work was done in the early 1900s

5 principles of scientific management 
1. Responsibility for organization of work rests with managers 
2. Use of scientific methods to precisely define work activities
3. Selection of the right person for the task – needs to be better then her 
 “rule of thumb “ had to be eliminated. 
4. Rigorous training on basic work activities. 
5 Careful monitoring of performance (managers job would be to watch and give feedback)

Taylorism today – Clip from undercover boss – list Taylors five principles

· Lillian Gilbreth, Ph.D
-The mother of Modern Management
-A Psychologist and engineer
-The first supermom?
-A career woman and mother of 12 
-Wrote cheaper by the Doze
-> With her husband, Frank conducted time and motion studies.
-> Her interest was to design work that it was more efficient and used the minimal amount of movement. 

Scientific Management Today 

· Some modern practices reflect scientific management theory
-Ergonomics in tools and technologies
-Kitchen work triangle
-Training and development
-Management Consulting
-Time Management 

Lecture Sept 24 
organization as machine: toaster 
organization as organisms: plant 
- Last week we talked about the concept of organizations as machines 
-People began to question this way of viewing organizations
-organizations are symbols 
Organism as Organizations 
During the 1930s, models of bureaucracy were questioned
“People weren’t treating each other very well. I Wanted to find a way to make relationships better” (talking about how he became interested in the study of human communication, in organizations management wasn’t treating employees well)
-The Great depression, WWII and new views of human behavior influenced dissatisfaction with scientific management (lots of workers that couldn’t be exploited, see it all over the world in developing countries)
-The 1972 film, metropolis, reflects concerns of many about dehumanizing aspects of “modern organization” (exploitation of workers of the lower underground work) 
theoretical foundations  
-with WWII, academics, managers and military personnel come into direct communication with each other (“The triple Alliance” – Charles Redding, Organizational Communication Pioneer)
-This alliance led to organizational communication as a field of study:
1. Human Relations School
2. Human Resources School
3. Systems theory 

Human Relations theory
-human relation believe that if u can make ur workers happy by meeting their needs they will be more productive (if they are happy they will do their work)
Human attribute meaning to their experiences and behave according to these meanings
-Focused on fulfilling peoples needs: “A happy worker is a productive worker”
-Hawthrone studies established in the HR school 
Hawthrone Studies:
4 sets of studies from 1925 -1931 
1. Lighting studies: women were given breaks, productivity increased like crazy. When people are observed they like it – feeling of being important. Not the lights, but that the people feel important to make them work to a higher degree. 
2. Work Conditions studies (same as lighting studies)
3. Venting interviews: came and talk about what they liked and didn’t like, what they should change, what they shouldn’t, they liked the opportunity to be listened to and talk about their work. 
4. Effect of social influences studies: People observe each other then would compare eachtoher.  

A modern example of the Hawthorne Studies: Environmental Conditions:
-Alan Hedge, professor of design and environmental analysis at Cornell, studied the impact of environmental conditions including temperature, and found that a warm environment can enhance productivity.
-when the air temperature was colder (18.8 degrees celcius) workers typed 54 percent of the time and had an error rate of 25%
-When the temperature was increased to 25 degrees, they worked all the time and had an error of 10%
Importance of the Hawthorne studies to CMN studies:
-used in scientific research and psychological research to explain findings of the researcher present 
1. Role of communication was identified for first time: found people like talking about their work.
2. Identification of upward communication: first time workers were asked for information about their jobs. Federik Taylor: “I don’t pay you to think, just do the work” 
3. Discovery of social norms: noticing social norms 

The birth of needs theories
-people have complex needs that drive their behavior. 
1. Recognition of people in organizations
2. Acknowledgement that people have complex needs that must be addressed.
3. Realization that management must allow people to satisfy their personal needs. 

Maslow’s Hierarchy of needs:
-in this hierarchy of needs theory maslow argued that people want to achieve certain things in their work and that they move up the ladder as they satisfy these drivers.
-Maslow argued that ppl can satisfy their higher order needs through work. 
Bottom to top: Physiological needs, safety and security, love and belonging(physical and psychological need, basic need) self esteem(being valued for work), self-actualization(which we achieve our potential, higher order, achieving greatness)
Pictures of the hierarchy of needs on echo: 
feedback on a job well done: Self-esteem
Job Security: Safety 
An office Party: Love/belonging 
Meeting ones own potential:  Self actualization 
An internal reward: Esteem 
Your lunch: physiological needs

Weakness of Human Relations School 
-Although the Human relations school introduced a lot of important concepts it was critized as being manipulative and cosmetic
-It also seemed to emphasize too much of the workers happiness (perhaps at the cost of productivity) manipulate bit 
-> Michael Scotts management philosophy favors fun and friendship over work 

Human Resources School:
workers were seen as a resource that motivated them in work for the pleasure of doing work.
-Emphasis was put on the human relations and productivity. 
-New interest developed in the importance of self direction + self control
-Importance of goals and objectives (established by staff and management) 
-A belief that worker satisfaction will increase as by-product of improved performance and creative contributions. 
Example: goals of the uni is to be one of the top 10 uni in Canada = organizational goal which is set by management (staff) 
1. When organizational goals are established there is a share commitment towards a vision, more likely that the goals will be met
2. The goals being met can satisfy the organization 

MacGregors Theory X & Y 
-> takes a look how they organize 
Theory X Assumptions (Classical Approaches)
1. Motivating workers through control and punishment.
2. Workers are inherently lazy will avoid work whenever possible 
3. People prefer to be directed so they can avoid responsibility for their actions. 
Theory Y Assumptions (Human Resources Approaches)
1. Work is as natural as play – people can get on work, they can enjoy it. (social needs are being met) 
2. Doing good, challenging work is satisfying and thus motivating
3. Workers seek responsibility and are motivated to use creativity and innovation 


Monday, September 28/15
-> look at the video slide 28 -> produced by Cereise Ross
Systems theory: Describes the development, structure and maintenance of human organizations:
Open system: a system that regularly exchanges feedback with its external environment. (Education system – high schools, universities.  Systems within super systems – the organization regularly exchanges feedback or information with its environments. 
Homeostasis: state of balance (“heart rate – stay steady, the lack of change keeps the system stable, the change itself is what keeps the system stable, a fixed thing – from nothingness to a beat, the idea that the steady beat that we see here helps to achieve a homeostasis state, what does the university need to stay stable? Money, admin average) homeostasis requires change to ensure stability. 
entropy: a measure of change toward decline: state of change towards decline, if entropy continues will lead to the collapse of the system, therefore feedback is needed. (negative entropy – information is brought into the system in order to ensure balance – homeostasis) 
Interdependence: all parts influence each other
requisite variety: the internal complexity of the organization must match that of its environment
equifinality: an end state can be reached by many possible means: many ways to reach a goal = getting a good job in communication..
non summativity: the whole is greater than the sum of its parts) whole is greater then its parts ex: 2+3+3=9 – chemistry of the team, something that happens when players play together makes them have the best team. 

Thursday Oct 1
Organizations as brains (Chapter 4)
Why the brain as a metaphor?
Must organizations are based on a system of instrumental rationality (people and jobs fit together in a “Fixed design”) – even tho humans come up with ideas, it happens in an organization and can reflect a fix design (fixed roles, etc).  “Think inside the box”: even in a creative organizations we can still see instrumental rationality: doing the same thing over and over again. 
-> Behavior in which the means and ends of action are rationally related to each other. 
Rationality: “behaviors are designed to meet a predetermine goal” a goal is set and you behave in certain ways. 
-> Your action in coming to the university is instrumental – rational if you see it as a logical means to achieve an “end”, that is, a degree and hopefully a good career. Ex: instrumental rationality.

· 
The brain is a system of substantial rationality (Able to determine whether what is doing is appropriate and adjust its actions accordingly)
-It is a self reflexivity and self regulation that suggest it could be an ideal metaphor.EX of self reflexivity   look at ourselves through a mirror – questioning our ways critically.
->You make adjustments as you go through university to achieve your goal, or even change it. These adjustments are called “self-regulation” (adjust our own behavior): The ability to formulate a goal, monitor goal progress, adjust ones behaviors) 
· 
The Brain: Ideal Metaphor?
-Under changing circumstances, people who question the appropriateness of their actions and modify their behavior to take into account new situations. The members of the organization will question there individual and collective behavior. 
-Self aware -  and adaptive – self regulating 
-not mean to brain like function (e.g. think tanks, cooperate planning teams)
-rather, the whole organization as a brain. 
· Many images of the brain exist:
1. Information processing Centre: brain was like a computer 
taking in and processing information
2. Cybernetic System
3. Holographic Systems 

Cybernetics 
Cybernetics is the study of communication and control:
->cybernetics comes from the Greek for “Steersman” and is related to the idea that information exchange is crucial to the ability of a system to self regulate to maintain a steady state.  ex: adjusting all the way but still adjusting myself to an end goal. 
Cybernetics is in insterciplinary 

Norbert Wiener: “This new development has unbounded possibilities for good and for evil: How does a moving plane track and shoot down another firemoving plane?

Cybernetics: Negative Feedback
-> the ability of a system to self regulate depends on information exchange process called negative feedback
-> Negative feedback reverses the direction of change to maintain homeostasis
Homeostasis: to require homeostasis state is getting to a goal
-Change that is necessary to maintain a happy relationship.
-> For example, body temperature, standing upright, maintaining car speed or direction 
-> A signal for the up or down regulation of a process in order to return a system to some specified set point. 
-> * Negative feedback keeps the system on track (it is also called “corrective feedback”). 
A Negative Feedback example:
- Sculptures created by Dutch artist Theo Janson:
-He has built these lifelike creatures out of plastic tubes and lemonade bottles. His creatures are designed to move – and even survive – on their own.
-The creatures incorporate a negative feedback system that is used to reverse the machines direction if it senses dangerous water or loose sand where it might get stuck.
-This is a negative behavior.

Cybernetics: Positive Feedback 
-> which negative feedback, change is made in order to maintain equilibrium.
-> With positive feedback, if a change occurs in some variable, the response is to change that variable even more in the same direction. 
-> More leads to more. This is called amplification. 
-“Amplifying the change in the same direction”
-it keeps doing the same over and over again (amplifies the outcome)

· -For Example: David Suzuki 
Positive feedback loop
rise in earths temperature - > melting thermafrost -> rise in greenhouse gases -> release of methane gas (positive feedback move, each one leads to the other, the changing one leads to change in others, cycle of catastrophe) SEE CHART. 

** test on: another example..
-> Gun rights advocates argue that having guns in society it makes people safer by reducing crime and allowing law abiding citizens to defend themselves against would be attackers.  What kind of feedback is this argument?  Negative Feedback
Positive feedback loops examples: (questions from echo)
not passing the puck = teammates getting resentful 
skipping class -> falling behind and losing interest
Complains about echo -> increased awareness of the flaws -> increased dislike of echo 360
-> idea that more leads to more and less leads to less. *
Negative feedback examples: corrective action changes the pathway so its no longer an amplyfyng loop but a balancing system
get a bad mark -> increase studying -> increased engagement in learning -> get a good mark
-> idea that one thing leads to less of another thing *
Monday, Oct 5th 
Organizations as brains pt 2 
The limits of cybernetics: Instrumental Rationality 
How do we get stuck in a positive feedback loop? (no corrective action) leads to amplification of a problem.
-The system monitors its own behavior and the environment and modifies its behavior as required.
-But it doesn’t work if the action defined by the operating norms is inappropriate
-eg. Thermostat 
-> the themostat does not engage in real learning (apple themostat)
- although new models are getting closer (e.g. nest)
-> Real learning whether by individuals or organizations requires more complex processes. 

Building Blocks of the Learning Organization
-> organization research over the past two decades has revelaed three broad actors that are essential for organizational learning and adaptability:
1. a supportive learning environment 
2. concrete learning process and practices
3. leadership behavior that provides reinforcement
-> each block and its discrete subcomponent through vital to the whole, are independent and can be measured separately. 
** ON MIDTERM **
Building Block 1: A supportive Learning environment
-more people are to a fixed mind set (google): learning, athleticism and art you can be good at it if you work hard.  Although some traits help you to be better at some things.  
Psychological safety: To learn, people must be comfortable expressing their thought about the work at hand and not afraid of looking foolish. 
-create a safe environment for people to learn. Ex: privacy, give everyone opportunity to ask questions, 
Appreciation of differences: Learning occurs when people become aware of opposing value of competing functional outlooks and alternative worldviews increases energy and motivation, sparks fresh thinking and prevents lethargy and drift. 
-Support view points
Openness to new ideas: Learning is not simply about connecting mistakes and solving problems. It is also about crafting novel approaches. Employees should be encouraged to take risks and explore the untested and unknown.
-embracing different ways to do things.
Time for reflection: When people are too busy or overstressed by deadlines and scheduling pressures their ability to think analytically and creatively is compromised. Supportive learning environments allow time for a pause in the action and encourage thoughtful review of the organizations processes. 
-cannot learn if were rushed and stressed we cant observe info and we cannot reflect on our learning ex: how can we do it differently?
Example of the movie: if you fail there’s a lot people to support you, doesn’t matter what your job was, everyone is here to make a contribution, wanting to learn from each other, sharing knowledge. How they communicated a safe and supported environment. “a lot of people to catch you”
Building Block 2: Concrete Learning processes and practices
-> Learning processes involve the generation, collection, interpretation and dissemination of information. 
This includes:
1. experimentation to develop and test new products and services; 
2. Intelligence gathering to keep track of competitive, customer and technological trends; (keep track on what people are doing, going to other peoples company by checking it out – information exchange) 
3. Disciplined analysis and interpretation to identify and solve problems (
4. And education and training to develop both new and established employees.
-> learning organizations are organizations that thrive and survive. 
-> cant survive and growth in an organization without learning, and learning needs support.
Example from movie: used other tagging websites to figure out what they did well and make even better ,provide a creative learning place, learning imagination to go beyond what’s already there. A process from it would be: 


Building Block 3: Leadership that reinforces learning
-> organizational learning is strongly influenced by the behavior of leaders.
-> When leaders actively question and listen to employees – and thereby prompt dialogue and debate – people in the institution feel encouraged to learn.
-> If leaders signal the importance of spending time on problem identification, knowledge transfer, and reflective post audits, these activities are likely to flourish.
(a staff meeting – how did things go, great)
-> don’t like performance review. 
->managers encourage employees to see the gap – wheres the problem, where needs fixing

Thursday, Oct 8
Organizations as Brains Part 3
Chris Argyris : Leader of organizational level
-Born in New Jersey in 1923. 
-He went to university at Clark, where he came into contact with Kurt Lewein. 
-He has been a professor at Yale University and at Harvard University.
-His work has influenced thinking about the relationship of people and organizational learning.

Argyris and Schon (1978) on single and double loop learning
-> Learning involves the detection and correction of 
-> When the error detected and corrected permits the organization to carry on its present policies or achieve its present objectives, then that error and correction process is single loop learning.
-> This is what is created in systems characterized by “instrumental rationality”

->Double-loop learning occurs when error is detected and corrected in ways that involve the modification of an organizations underlying norms, policies and objectives.
-> This is what is created in systems characterized by “substantial rationality”

Single vs. Double Loop Learning (Chris Argyris)
Single Loop:
1. Monitor Environment
2. Compare to operating norms (predetermined) (ex: objectives of # of motorcycles produced)
3. Initiate appropriate action

Double Loop:
2. (a) Includes a loop whereby the organization questions and if necessary changes the operating norms (underlying assumptions/objectices)

Single Loop Learning
1. Scanning & Monitoring the environment
2. Comparing information against operating norms
3. Initiating Appropriate Action

Double Loop Learning
1. Scanning & Monitoring the environment
2. Comparing information against operating norms
2. A) Questioning whether operating norms are appropriate
3. Initiating Appropriate Action  

The Brain as a holographic system
-> Holography is “lensless photography”
-> The holographic image changes as position and orientation of the person viewing the image changes
-> It is as if the object were still present thus making the recorded image appear three dimensional 

Holograms contain all the information necessary to reproduce themselves in the parts
-> If you tear a hologram in half, you can still see the whole image in each piece. The same is true with smaller and smaller pieces.

Brain is a Holographic System
-> holistic metaphor
-> The whole is stored in all of the parts
-> Both all “over the place” functioning and highly specialized functioning at once.
-(Doing own specialized work while being aware of what is going on elsewhere)
- Able to cover for other parts if necessary
-> All parts of the brain contribute to all functions, but each part is also responsible for very specialized functions. 
5 Principles of Holographic Organizations
1. Build the whole into the parts (yogurt)
-sharing of coportate vlues, practices, meanings and memory. Corporate DNA
2. Redundancy 
-Having skills/knowledge we don’t necessarily need
-Having an understanding of others jobs/realities.
3. Requisite Variety

-internal complexity must match external complexity. 
4. Minimum critical specification
-define no more than is necessary/strategic ambuity/ the freedom to innovate and evolve.
5. Learning to Learn
-Environmental scanning/double loop learning/trial and error.

“Learning to Learn”: 
-Googles interns are treated as regular workers. The people who work there are open to learning from them and they are looking for new ways to scan the environment. The interns are learning to learn in their new environments and athe yare told to not only be afraid to fail, but to not be afraid to succeed. They help make google better by bringing a new perspective to environmental scanning and aiding in the trial and errors of the company. 

