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Introduction

Communication is essential to any organisation because it enables people to exchange information, ideas and attitudes and achieve institutional goals.  However, for communication to be useful to an organisation it must be effective. Proctor (2014) argues that effective communication in the workplace enable people to develop positive interpersonal relationships and build common ground, trust and commitment. Good communication at the workplace is associated with increased employee job satisfaction and improved staff productivity. The employers who are represented by the managers in an organisation are charged with the responsibility of administering the communication processes, outlining communication channels and developing communication policies (Turner, Qvarfordt & Back, 2010). Said the other way, they are mandated to develop communication framework for their organisations. Consequently, they are expected to lead from the front by communicating effectively. It is for this reason that Conrad (2014) observe that effective communication skills are the topmost soft skill a manager need to be successful in leading organisations. This report explores how well employers, managers, perform at communicating based on friends’ experiences. It also proposes recommendation on how the communications can be improved based on the findings of the exploration of the experiences.


Findings on Performance of Employers at Communicating

One of the most common problems my friends complain about is the habit of their bosses issuing directives and instructions on important matters such as health and deployment issues without consulting them. One friend narrated to me how her boss delayed her maternity leave by three days through a written communication even though she alerted the management about the issue in the first trimester of her pregnancy. She did not understand why the manager communicated the decision two days before the beginning of the leave and why she was not consulted. This experience of my friend is common in organisations where managers prefer the downward flow of information. Verma (2013) defines downward flow as a type of information flow transmitted from higher levels to lower levels in an organisation. The downward flow of information is associated with authoritative communication environment which is not good for organisations. Shukla (2010) argues that it is widely used by managers who want to maintain control over subordinates. Rodriques (2010) cautions that once a manager has shown that he or she prefers to issue directives rather than consult, employees will be unwilling to share ideas with him or her.  In other words, the downward flow of information impedes upward communication flow between employees and employers.  Employees may interpret the communication as a show of authority. Consequently, they may ignore the directives especially if they hurt their self-esteem (Krizan, 2011). More importantly, the downward flow of information usually ignores feedback which is an important component of the communication process. For example, my friend was not expected to reply to the letter but to follow the directive and not proceed to maternity leave. In other words, the type of information flow is more aligned with one-way communication which is ineffective. 
My friends also complain a lot about managers who do not want them to share information freely. One friend told how he was fired because she disclosed information about impending downsizing to some of his colleagues. The manager, according to him wanted the information concealed until the termination letters were issued to employees because he thought they would move to court to block the process. Again, the kind of experience my friend went through is prevalent in organisations where there is no open communication. In other words, the information flow among employees is restricted and sanctioned by managers. The situation is also common in non-transparent organisations. Schiller & Cui (2010) argues that employees do not trust employers who are not transparent and dishonest in their communication. The essence of open communication is to allow the employees to share ideas, concerns, problems, views and feelings irrespective of how unfavourable they are to employers (Cressy, 2003). Many employers do not communicate negative occurrences such as poor financial performance to employees. They ensure that such information is concealed from stakeholders by punishing employees who dare reveal it to anyone including the press. My friend’s manager preferred a closed communication climate to open. Otherwise, he would have been frank with the employees about issues affecting the organisation. Moreover, he would have sought their views on how to resolve the problem. According to Farahbod, Salimi & Dorostkar (2013), lack of open communication is linked to increased job dissatisfaction and poor performance. 
Email is a common and valuable tool used by the employers to communicate with employees. However, it can also strain the relationship between a manager and employee if it is not used appropriately (Pignata, Lushington, Sloan & Buchanan, 2015). One friend told me how his manager sent her a threating message on email because she posted some negative comments about the company on the social media. Although we recognised that the post was unnecessary, we were also in agreement that the tone of the message was inappropriate. At least, we expected the manager to have some etiquette while communicating with his employee. Non- observance of email etiquette is a common problem that managers encounter. The manager would have used appropriate tone, formal and respectful, in his communication with my friend. Covey & England, 2012) advises that managers should ensure that they use a tone that does not offend readers.  Another friend also narrated to me how he missed important assignment abroad because his manager did not respond to an email in time. The organisation wanted her to attend a conference but only after getting email recommendation from the employer.  She said that despite, reminding the manager on the phone, she failed to respond to the inviting organisation. In other words, the manager did not realise the importance of feedback in communication. Indeed, Best, Abhyankar, Chang & Lambrecht (2015) says that communication is only complete when there is feedback. Most managers do not reply email messages in good time inconveniencing employees. 
Most of the communication that takes place in the workplace is nonverbal (Burgoon, Guerrero & Floyd, 2016). In other words, employees and managers mostly communicate using body language, facial expression or gestures. Nonverbal communication has been found to have a great impact on how employees relate to their employers in an organisation (Leathers & Eaves, 2015). However, its effectiveness depends on how it is interpreted by the receiver. The interpretation of nonverbal communication is affected by several factors including culture and personality (Wurzbach, 2012). For example, one Chinese friend told me how he almost left his job because of frustrations from the manager. He told me that whenever he was called upon by the manager to explain some issues, he avoided direct eye contact and looked downwards which the boss interpreted as lack of confidence. However, in Chinese culture, looking downwards is a show of respect.  Another friend also narrated to me how she was uncomfortable with one of her managers because he had the habit of looking at her directly for a long time. She interpreted this expression to mean that the manager was making unwanted sexual advances on her. Another friend also told me how she always avoided her manager because she looked serious and unapproachable. These experiences from my friends underscore the importance of nonverbal communication by employers.  Managers seem not to be communicating appropriately with staff using body language, facial expression and gestures.






Recommendations for Improving Communication

Downward communication is not necessarily bad for employers. It enables employers to communicate their strategies and plans for implementation by the staff (Lunenburg, 2010). However, it is considered non-participatory (Verma, 2013) and encourages authoritative communication environment. Employers should use and encourage the upward flow of information besides downward flow. The firm should encourage both upward and horizontal flow of information by developing participatory environment. Managers should encourage the employees to share ideas on how to improve processes, systems and structures with them. Hewitt, Sims & Harris (2015) say that managers can improve the upward flow of information by showing concern and keenly listening to employees’ views and responding properly. The other way of increasing upward information flow is by implementing the ideas shared by employees or incorporating them in decision making (Verma, 2013). In other words, it means showing employees that their opinion counts. 
As discussed earlier, lack of open communication is associated with job dissatisfaction. Employers cannot achieve growth targets when its employees have negative attitudes towards work. It is, therefore, critical for them to establish open communication in their organisations. Employers should establish a supportive environment in their organisations. Narula (2016) argues that employees are willing to share information freely with their employers without fear or hesitation in a supportive environment. To this end, employers should encourage employees to talk freely and share ideas even if they are unfavourable to an organisation. Employers and employees should be willing to reveal information about them so as to encourage open communication. They should be in the open or arena area of the Johari Window shown in figure 1 below which is characterised by free exchange of information and high level of mutual trust (West & Turner, 2011).









Figure 1: Johari Window Model


[image: ]
(Source: West & Turner, 2011).
Written communication skills are very important to managers. In the era of digital technology, employers should know how to write concise, logical and grammatically correct emails using the right tone (Filippone & Survinski, 2016). It was observed that managers take email for granted. They do not use appropriate tones when communicating with employees. To this end, it was proposed that they should undergo short training on how to write effective emails. In these training, they will be taught that email must have a subject line, should be written in good grammar and punctuation, should be concise, and signed off among other requirements.  The will also be made aware that emails should be responded to as quickly as possible (Brusino, 2007). They will learn that there is a desirable level of informal tone when communicating with employees. 
One of the barriers to correct interpretation of nonverbal communication as discussed earlier is culture. Managers will continue to have difficulties communicating nonverbally unless they have a good cultural understanding of their staff. So, the beginning point is having an in-depth understanding of the audience, in this case, employees.  Lunenburg (2010) argues that managers should have a total understanding of their communication setting including people and physical environment. One was of increasing cultural understanding proposed for an employer is hiring diverse workforce or people from different cultures. The through interaction with these people, the employers will gain immense knowledge and awareness about their cultures.   The other method is setting up operations in different countries. The manager would then be required to plan, organise, coordinate and control activities and resources in these countries. Hence, he or she would have a good cultural understanding of the people. Cultural understanding can also be learnt through training. 

Conclusion

In conclusion, it is important to restate that it was established that employers and by extension managers experience four communication problems. The first problem is overuse of downward flow of information which instils authoritative communication environment. The second problem is lack of open communication channels which is characterised by concealing of information and curtailment of the free flow of ideas. The third problem is the inability of managers to write good emails specifically use appropriate tones to communicate with employees and reply messages in good time. The fourth problem is the inability of managers to communicate effectively with employees using nonverbal cues. The report recommended that managers should establish participative and supportive environments where employees are free to share views and concerns irrespective of whether they are unfavourable to the organisation. The employers should also be trained on how to write good emails. Finally, employers should increase their interaction with employees from diverse cultures to learn from them.
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