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COMMUNICATION 
AND MANAGEMENT

UNIT 2

Spinning a successful communication web
Connecting with prospective customers is what most busi-
nesses wish to achieve. For a small business, using tra-
ditional marketing methods such as advertising is too 
expensive and takes up too much time. David Linco, Man-
aging Director of financial planning firm Davlin Wealth 
Management, has turned to other less-expensive marketing 
methods, using social media to reach out to prospective 
customers. Linco produces an hour long webinar twice a 
month. He focuses on a particular topic, and this topic is 
usually chosen because Linco’s customers have identified a 
need to learn more about that topic. For example, one of 
Linco’s webinars is called ‘Make super count’.

Making a video for the web is one thing, but how 
does Linco get customers to know about it and watch it? 
Linco uses email to let customers know of his upcoming 
webinar. He uses a tool called MailChimp that allows him 
to easily notify his subscribers. This resource can be used 
for free if you have less than 2000 subscribers. Linco also 
joined LinkedIn, a business-orientated social networking 
site that now has more than 90 million registered users 
and spans more than 200 companies. Linco uses LinkedIn 
to drive more customers to his webinar. He is a member 
of 12 groups in LinkedIn and sends the webinars to cer-
tain groups to watch. He also uploads the webinar to his 
YouTube page.

The beauty of these webinars is that customers can 
now be found from all over Australia, not just within the 

business’s immediate geographical vicinity. Linco said that 
around 100 people attended his most recent webinar, with 
92 per cent of the audience listening from start to finish.  
Linco has made use of technology to communicate effec-
tively with potential customers.

AREA OF STUDY OUTCOME

1 Communication in 
business

Explain, apply and justify a range of effective communication methods used in 
business-related situations.

2 Managing the marketing 
function

Analyse effective marketing strategies and processes and apply these strategies 
and processes to business-related situations.

3 Managing the public 
relations function

Apply public relations strategies to business-related situations and analyse their 
effectiveness.
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260  UNIT 2 • Communication and management

CHAPTER 9

Communication in business
WHY IT IS IMPORTANT 
If you have ever played with a ‘telephone’ made of string and a tin can, you will know 
that it actually does work. However, the communication is really only effective over short 
distances, and the people involved must be connected by a straight line. Modern businesses 
use much more sophisticated methods of communication including social media, text and 
email. While communication today is much faster and more efficient, the essence remains 
the same. Communication is simply the exchange of information between people. Effective 
communication is vital in business. Communication becomes increasingly complex as a 
business continues to grow, and managers need to choose the most appropriate methods of 
communication to suit a given situation. In this chapter, you’ll be studying how businesses 
communicate effectively.

WHAT YOU WILL LEARN
KEY KNOWLEDGE
Use each of the points below from the Business Management study design as a heading in your summary notes.

COMMUNICATION
IN BUSINESS

Communication and its
relationship to business

objectives and business strategy Type and purpose of
information which needs to

be communicated

Communication methods,
including verbal (written, oral)
and nonverbal (body language,

visual, technology-based)

Types of audiences such as
employees, suppliers and customers

Appropriate methods of communication
for different management situations

Effectiveness of methods of
communication, including

barriers and/or actions
which limit and/or enhance

communication

Communication behaviours that
are considered unethical or illegal

KEY SKILLS
These are skills you need to demonstrate. Can you demonstrate these skills?
•	 accurately use relevant management terms
•	 research aspects of communication using print and online sources
•	 analyse business information and data
•	 communicate effectively in business-related scenarios
•	 recommend and apply a range of communication methods to practical and/or simulated business situations
•	 justify the use of different communication methods in business-related situations.
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Richard Branson communicates

Richard Branson, the founder and chairman of the Virgin 
Group, is widely respected as an excellent communicator. 
He is not always the most fluent of speakers, and will avoid 
public speaking if he has to. He constantly says ‘um’ and 
‘you know’ when interviewed. When he speaks, however, 
he is passionate and enthusiastic. You may have seen him in 
the media, launching new Virgin businesses. 

Branson is committed to his staff and has endeavoured 
to create an atmosphere that is fun and open to 
suggestions, gripes and innovation. He encourages staff 
input and prefers them to work in teams to produce 
the best ideas. Virgin does not have many layers of 
management and Branson considers that all of the 
companies that make up Virgin are part of a family, not 
a hierarchy (a structure where everyone in the business 
reports to someone above them). He actively listens 
to staff and customers, carrying a notebook with him 
everywhere and writing down what he sees and hears, 
and then following it up. ‘When things start going wrong, 
it’s often because staff members feel they are being 
ignored and good ideas are not bubbling to the top,’ 
Branson says.

Branson prefers to talk with people directly, and tries to 
keep email and phone calls brief and to the point. He maintains a blog on the Virgin 
website and responds online to questions from people. He shares Virgin’s future 
plans with his staff in monthly newsletters. According to Branson, ‘the best-designed 
business plan will come to nothing if it is not carried out by an enthusiastic and 
passionate staff.’

❛ He actively 
listens to staff and 
customers  .  .  . ❜
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262  UNIT 2 • Communication and management

9.1 Communication and its relationship to business 
objectives and strategy

KEY CONCEPT Effective communication is crucial to achieving 
business objectives.

Communication is a basic process involving the exchange of information. A 
sender will pass a message to another individual (a receiver), who is expected 
to understand it. Effective communication occurs when the message received 
and understood is the same as the sender intended the message to be. The best 
way to make sure that there has been no breakdown in communication is to seek 
feedback; that is, the sender should check with the receiver that the message has 
been relayed accurately.

Without effective communication the most carefully detailed plans and brilliant 
strategies will most probably fail. Many studies have shown that the performance 
of both individuals and businesses improves when managerial communication is 
effective.

Communication is part of every aspect of a business: from the initial develop-
ment of a product to its production, and in the business’s dealings with customers 
and other businesses. There are many benefits of effective communication for a 
business, as seen in the diagram below.

Improves 
employee 
satisfaction

Encourages
learning

Assists in 
solving problems

Reduces
conflict

Helps develop
business strategies

Transmits 
information

More satisfied
customers

Assists in performing
management 

functions effectively

Generates 
ideas

Encourages
workplace
safety and
efficiency

Fewer
production 

errorsBuilds positive 
relationships 

with stakeholders

Essential for 
mediation,

negotiation 
and arbitration

Makes clear 
the business 

objectives

Higher levels of 
production

Establishes and 
maintains a 

customer base

Persuades and 
motivates employees

BENEFITS OF EFFECTIVE
COMMUNICATION

Communicating objectives  
and strategy
Business objectives, whether they are maximising profit, improving market share 
or developing a new product, must be communicated to employees if they are to 
be successfully realised. Businesses use strategies to achieve specific objectives, 
and these also need to be communicated to employees.

For example, a business might have the objective of producing a new, more 
competitive product. The strategy would be to spend more on further research and 
development of the product. This objective and strategy could be communicated 

Communication is the exchange 
of information between people; the 
sending and receiving of messages.

The basic communication process

Message Feedback

Receiver

Sender

The benefits of  
effective communication

Business objectives state what an 
organisation expects to achieve over a 
set period.

Strategies are the actions that an 
organisation takes to achieve its 
specific objectives.
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to employees by senior management or the chief executive officer (the CEO) 
through such methods as a presentation, a memorandum or email, postings on the 
business’s intranet, or a combination of these.

Communicating business objectives is not just about letting employees know 
what you are doing. Other stakeholders need to be informed. Effective communi-
cation affects stakeholders and can increase business success because:
•	 customers start to identify with a business and the products or services it offers, 

leading to increased sales
•	 suppliers are more likely to supply stock on time, enabling the business to meet 

its production targets
•	 shareholders become increasingly confident of the business plan and future 

performance
•	 the community develops a positive image of the business.

Whether communicating with employees within the business or customers in 
the marketplace, effective communication is essential for the long-term survival of 
the business. Well-written letters, an inviting telephone manner, pleasant conver-
sation, concise emails, and friendly smiles and gestures reinforce carefully planned 
business strategies and client networking.

TEST your understanding
1 What is the relationship between communication 

and business objectives?
2 Describe the ways in which business objectives can 

be communicated to staff in a business.
3 Why should managers strive to improve their ability 

to communicate?
4 Tom runs a courier business and has employed 

five additional couriers. He is now able to offer 
faster service. Besides its employees, what other 
stakeholders must be informed of the business’s 
improved service?

APPLY your understanding
5 Not everyone is a great communicator, but we can 

all learn. Name a poor communication habit you 
have and suggest what you might do to improve 
your communication skills.

6 Name one person you admire who has a charismatic 
personality and great communication skills and give 
two sound reasons for your choice.

Stakeholders are individuals or 
groups with an interest in the future 
growth and success of the business. 
For example, shareholders, managers, 
employees, customers and suppliers all 
have a vested interest in the success of 
a business.

DID YOU KNOW?
Too shy to speak in public? There are 
many opportunities for people to 
gain communication skills and one 
of the organisations accomplishing 
this is Toastmasters. It is a personal 
development voluntary organisation. 
Through a network of clubs people 
learn the skills of speaking in front of 
an audience and gain confidence to 
speak in public. Toastmasters operates 
in over 90 countries worldwide. The 
500 Toastmaster clubs in Australia 
also offer opportunities to develop 
leadership skills.

Effectively communicating business 
objectives and strategies is crucial to 
business success.
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264  UNIT 2 • Communication and management

KEY CONCEPTS  Miscommunication can have disastrous and even fatal 
consequences in a business.

As businesses grow, good communication becomes even 
more crucial.

A solar eclipse

Messages are misinterpreted all the time. The following conversations 
between employees in a fictitious business occur with no feedback. None  
of the messages are written down.

Conversation 1: Managing director to the general manager
On Monday morning, at precisely 10.00 am, a total eclipse of the sun will occur — 
an event which takes place once in every 85 years. Please ask employees to meet in 
the parking area outside the main entrance, wearing safety glasses, and I will explain 
this rare natural event. If it rains, we will not be able to witness the event so have 
employees meet in the auditorium and I will show them a video of the eclipse.

Conversation 2: General manager to department head
The managing director has ordered a total eclipse of the sun above the parking 
area outside the main entrance on Monday at 10.00 am. If clouds cover the event, 
instruct the employees to wear safety glasses, then proceed to the auditorium where 
this natural event will take place, something that occurs every 85 years.

Conversation 3: Department head to sectional manager
At 10.00 am on Monday, the managing director, who will be wearing safety glasses, 
has ordered a total eclipse of the sun in the auditorium. In case of clouds, assemble 
in the main entrance before going to the parking area, where the managing director 
will give another order, something that occurs only every 85 years.

Conversation 4: Sectional manager to senior supervisor
A rare event will occur on Monday at 10.00 am. The managing director will appear 
in the auditorium with his son, who will eclipse him now he is 85 years old. The 
managing director’s position has been under a cloud for some time. A presentation 
of rare safety goggles will be made to him in the parking area outside the main 
entrance, where all employees will be waiting.

Conversation 5: Senior supervisor to employees
On Monday 10, the rare 85-year-old managing director, accompanied by his son, 
Eclipse, will park in the main entrance before watching the clouds. Everyone will then 
assemble in the auditorium, where safety goggles will be presented to employees.

❛ The managing director 
will give another order, 
something that occurs 
only every 85 years.❜

TEST your understanding
1 Why did the original message become so confused?
2 Whose responsibility is it to make sure the message 

is correctly understood:
(a) the sender?
(b) the receiver?
(c) both the sender and the receiver?

EXTEND your understanding
3 What suggestions would you make to improve this 

communication process?
4 Ask your teacher to make up a statement and then 

play a game of ‘Pass the message’, Each member 
must pass the message on to another person. At 
the end of the activity have your teacher read out 
the original statement and compare it with the final 
verbal statement from the last class member in the 
group who was told the statement.

EXTEND YOUR KNOWLEDGE: Miscommunication
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Poor communication places patients at risk

The Victorian Health Department published a Sentinel Event Program Annual Report 
in 2014, revealing medical errors in Victoria’s hospitals caused the deaths of more than 
50 people in 2011–13. The lives of 75 patients were also put at risk during the same 
period. 

A sentinel event is a rare event, leading to serious patient harm or death. It is 
specifically caused by the healthcare provided — rather than through the patient’s 
underlying condition or illness. Several of the events in 2011–13 were caused 
through miscommunication. However, the reported events with communication as a 
contributing factor fell from approximately 15 per cent in 2011–12 to approximately 
10 per cent in 2012–13.

The following case highlights a lack of communication amongst hospital staff. A 
patient diagnosed with kidney failure, and who had a history of heart problems, was 
referred to the intensive care unit. However, the patient was required to remain in 
the emergency department due to a lack of available beds. After being reassessed in 
the evening, it was decided that the patient would be admitted to a ward bed if one 
became available.

As the handover was completed between the evening and night shift teams, 
the condition of the patient was reported to the intensive care unit and medical 
unit teams. A ‘stable’ report was communicated. The person was then transferred 
to the general ward — without consultation with the emergency department 
medical team. The patient had in fact, just prior to being transferred, had a spike in 
temperature and was experiencing a greater amount of abdominal pain. Soon after 
being transferred to the ward, the patient died.

The health service in this case responded by developing a policy defining responsibility 
of care in the emergency department. This involved establishing a clinical handover 
policy, an education and training program, as well as publishing a procedure for 
managing seriously ill patients when intensive care unit beds are not available.

❛ The person was then 
transferred  .  .  .  without 
consultation with the 
emergency department 
medical team.❜

Miscommunication can lead to fatal 
consequences in health care.

TEST your understanding
1 According to the Victorian Health Department’s Sentinel 

Event Program Annual Report, how many Victorian 
patients died in 2011–13 as a result of medical error?

2 How many of these medical errors were attributed to 
miscommunication?

3 What miscommunication occurred in the case 
involving a patient, with a history of heart problems, 
who was diagnosed with kidney failure?

4 Explain what the health service did to address the 
miscommunication.

EXTEND your understanding
5 Give an example from history of the notion of 

miscommunication and the consequences or 
aftermath.

6 Describe an unfortunate misunderstanding 
in your own life and give reasons why this 
situation could have been avoided with better 
management.
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KEY CONCEPTS  Businesses regularly communicate with a wide range of 
stakeholders using a variety of communication channels. It 
is the manager’s responsibility to maintain and keep these 
channels of communication open.

Messages transmitted by a business can be divided into 
two types — internal and external.

Managers and employees — internal 
communications
Internal communications occur within the business; for example, between 
employees, between a manager and a supervisor, or between the owners of the 
business. The information being communicated flows through various parts of the 
business using both formal and informal channels.

Formal communication 
channels
Employees and managers make use of formal 
communication when they utilise the official 
communication channels within a business. 
This type of communication might occur, for 
example, when the head of a company, the 
Chief Executive Officer (CEO), meets with 
senior managers, such as the general and 
divisional managers, to determine the direc-
tion of the company. At a lower level in the 
business, team leaders may, for example, use 
formal communication when they email a 
report to their teams.

Formal communication channels, or lines 
of communication, within businesses vary. 
Some businesses can be very strict. For 

example, in some businesses it would be unheard of for non-managerial staff to 
send a message to the CEO, because communication with the employee’s immediate 
manager would be considered more appropriate. Let’s take a look at the three dif-
ferent flows of communication that may exist within a business. 
1 Top-down (also called downward) communication involves messages sent from 

senior managers through supervisors to employees. Downward communication 
might include an instruction to employees, the delegation of responsibility or 
feedback on performance.

2 Bottom-up (also called upward) communication exists when messages originating 
with employees flow up to senior managers. Businesses use this method to 
access information related to the day-to-day operations, to solve pro duction 
problems and to solve grievances in a proactive manner. Managers who listen 
to these messages can often prevent problems arising in the future.

3 Sideway (also called horizontal) communication occurs when information 
flows between people operating at the same level within the organisation. This 
information is often about customer, supplier or teamwork issues.

Internal communications are those 
that take place within the business.

Formal communication involves 
making use of the official 
communication channels of a business.

Sideway communication involves the 
flow of information between people of 
similar status or position.

9.2  Participants in the business communication process

A meeting of senior managers to 
discuss the performance of the 
business is an example of formal 
communication because it involves 
the use of official communication 
channels.S
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The three different flows of 
communication that may exist within 
a business

CEO

General
manager

Team leader

Divisional
manager

Non-managerial
staff CEO

General
manager

Team leader

Divisional
manager

Non-managerial
staff

CEOs

General
managers

Team leaders

Divisional
managers

Non-managers

Other CEOs

Other general
managers

Other team
leaders

Other divisional
managers

Other
non-managers

Sideway
channel

Bottom-up
channels

Top-down
channels

Informal communication channels
Managers and employees make use of informal communication channels when 
they utilise any unofficial means of exchanging information. One example of 
informal communication is the grapevine. Also known as ‘office gossip’, this is 
where employees sharing information, such as during breaks or on the way home 
from work, pass on messages. A risk with making use of the grapevine is that unin-
tended consequences may occur because of rumours spreading that are based on 
only part of the information.

The grapevine

Gilli Patterson is the finance manager for Newell Constructions. Trevor Flood, a 
cleaner for Newell Constructions, overheard part of a conversation between Gilli and 
the managing director about how Newell Constructions intends closing down its 
marketing section and outsourcing this function. Trevor rings Jamahl, his next-door 
neighbour, whose sister Myra works in Newell’s Marketing Department and told him 
about the planned closure and the inevitable job losses. Jamahl then rings his sister 
and informs her of the threat to her job. Alarmed, Myra contacts the rest of her work 
colleagues and tells them of the bad news.

When the marketing staff arrive for work on Monday, they confront Gilli and 
demand to know why their positions have been made redundant, and why their 
views were not considered before a decision was made. Surprised, Gilli confirms 
that the marketing function is to be outsourced to another company, but under no 
circumstances would anyone lose their job. The company had decided to redeploy 
all the marketing employees into the Sales Department. This was part of the 
conversation Trevor did not hear.

The grapevine had proved to be a quick but not very reliable source of 
disseminating information; the facts had been replaced with rumour and speculation.

DID YOU KNOW?
The term ‘grapevine’ originated 
during the American Civil War where 
soldiers hung telegraph wires from 
tree to tree in a grapevine fashion. 
Intelligence messages sent using this 
system were frequently inaccurate 
and garbled.

❛ .  .  .  the facts had been 
replaced with rumour 
and speculation.❜

An informal communication channel 
involves the business making use 
of unofficial means of exchanging 
information

The grapevine is the unofficial and 
informal communication system 
which is superimposed on the formal 
network.
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Although the grapevine can be a source of inaccurate 
rumours, if managed properly it can be used to carry useful 
information throughout the business with amazing speed. It can 
also act as a ‘safety valve’ for stressed employees, as well as indi-
rectly communicating the business’s accepted rules and values.

Suppliers and customers — 
external communication
External communication refers to a business’s communi cations 
with other businesses and stakeholders outside the business 
especially suppliers, and customers. Businesses can communi-
cate formally, through official channels, and informally, through 
informal channels, with external stakeholders.

Suppliers
Developing and maintaining good communication with suppliers is important as 
these companies provide the goods and services necessary for a business to operate. 
There should be an open flow of communication with the suppliers using a var-
iety of methods, including letters, emails, invoices, order forms, telephone conver-
sations and financial statements. Information should be communicated clearly and 
concisely. Computerised ordering systems provide an efficient and effective method 
of communication. Orders can be updated and checked regularly.

As well as providing information about their products, suppliers can also be a 
valuable source of information about market demand and competitor behaviour. 
This is because they usually service a number of businesses and, therefore, have a 
wider view of the total market.

Customers
Every business wants to communicate information to its customers about itself 
and its products. To achieve this, a variety of physical and symbolic messages can 
be used. A retail store will use, for example, store layout, displays, atmosphere, 
signage and image to convey a message to its customers. Customers may even be 
asked for their suggestions on how the business could be improved (because they 
are usually in a position to provide valuable feedback).

One important area of customer communication is dealing with customer com-
plaints. Rather than viewing a complaint as a nuisance, businesses should focus on 
the opportunities they generate for improvement.

TEST your understanding
1 (a)  From your understanding of the ‘grapevine’ case 

study, in what ways did the informal channel of 
communication known as the grapevine manage 
to distort the facts?

(b) Why would managers and employees do well to 
distrust the grapevine?

2 What is the difference between ‘top-down’ and 
‘bottom-up’ communication?

3 Distinguish between formal and informal 
communication channels.

APPLY your understanding
4 Which of the three formal channels of 

communication discussed is likely to be most 
democratic? Why?

5 Draw a diagram that shows the formal 
communication channels in your school.

6 Pick a real business, such as Optus or Telstra, and 
describe the message the business communicates 
to its customers through its advertising, logos, store 
layout and customer service.

External communication is 
concerned with how a business 
communicates with and is viewed by 
other businesses and stakeholders 
outside the business.

• Suppliers
• Business customers

• Customers
• Media
• Government
• Interest groups
• General public
• Local community

External
communication

Businesses
Other

stakeholders

A supplier is an external stakeholder that a business 
must communicate with. It is very important that good 
communication is maintained with suppliers as they provide 
the goods and services that are necessary for a business to 
operate. This might mean having regular meetings with 
suppliers and clearly explaining the needs of the business.

9.2 Participants in the business communication process
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KEY CONCEPT The type and purpose of information to be communicated 
will be determined by whether the audience is within the business (internal 
communication) or outside (external communication).

Type and purpose of internal 
communication
There are seven main purposes of internal communication, as shown in the 
following figure and described in more detail below.

Type and purpose of 
internal communication

Provide 
information Share ideas

Gather 
information

Appraise employee 
performance

Clarify issues
TYPE AND PURPOSE

OF INTERNAL
COMMUNICATION

Persuade

Get to know 
people

1 Provide information. This is the most common reason for communicating. A man-
ager, for example, may want to tell employees when a staff meeting will be held.

2 Gather information. Managers need accurate and up-to-date information to 
help them make decisions. A human resource manager, for example, may 
request information concerning staff absences or accidents and injuries in the 
workplace.

3 Share ideas. Effective communication is crucial when encouraging innovation or 
implementing change. If a finance manager wants to introduce a major change 
to the accounting system, for example, she or he may call a meeting to inform 
everyone about the changes and ask for their opinions.

4 Clarify issues. Due to the fact that communicating is such a complex activity, 
misunderstandings sometimes arise. Further communication is required, there-
fore, to clarify anything that may be creating confusion. If employees are not 
sure who they should contact with regard to pay advice, for example, then this 
can be made clear in a written note.

5 Get to know people. A business is more than just about work — it also fulfils a 
social requirement. Consequently, managers will communicate to get to know 
other people as individuals and encourage workplace harmony. A manager, for 
example, may hold a special luncheon for an employee’s birthday.

6 Persuasion. Great communicators are able to persuade peers and employees to 
accept and support their ideas, rather than simply giving orders. Successful 
persuasion by a manager often requires that she/he has credibility, trust, res-
pect and integrity in the view of others.

7 Appraise employee performance. Employees need to be regularly informed about 
their performance. Alternatively, reports need to be compiled to make sure that 
correct procedures are being followed. A manager may provide a written report 
on an employee’s performance, for example, or a manager may require docu-
mented evidence that safety checks are being regularly conducted.

Persuasion is presenting a message in 
a manner that causes someone else to 
support it.

9.3 Type, purpose and audiences of information to 
be communicated
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Type and purpose of external 
communication
There are five main purposes of external communication by management, as shown 
in the following figure and described in more detail below.
1 Improve customer service. Effective communication can help in dealing with cus-

tomer complaints appropriately, reduce errors and maintain positive customer 
relationships. A marketing manager, for example, may use a customer question-
naire to decide which new products the business should stock.

2 Public relations. Effective communication helps 
to project a positive image of the business and 
overcome any prejudices that people may have. 
A production manager, for example, may issue 
a press release explaining the business’s new 
recycling policy.

3 Confirm arrangements. Details of meetings, con-
ferences, financial transactions or purchasing 
orders need to be checked. The finance man-
ager, for example, will need to confirm in 
writing the details concerning the next meeting 
of the audit team.

4 Give instructions. These common messages involve informing suppliers how 
many goods are required, where and when they should be delivered, or telling 
customers how a product should be used. A photocopier sales manager, for 
example, will visit a customer to demonstrate how to operate the new copier.

5 Provide information. All businesses must communicate certain financial infor-
mation to shareholders and owners. At an annual general meeting, for example, 
the general manager will present the company’s annual report detailing finan-
cial information and future plans.

TEST your understanding
1 For each of the seven main purposes of internal 

communication provide an example from your own 
school experience. Present the information in table 
form. The first entry has been completed for you.

Purpose 
of internal 
communication

Type of 
communication Audience

To provide 
infomation

Speaking at a 
school assembly

Whole school

2 For each of the five main purposes of external 
communication provide an example from your own 
school experience. Present your information in table 
form. The first entry has been completed for you.

Purpose of 
external 
communication

Type of 
communication Audience

To improve client 
service

Parent−teacher 
evening

Parents

3 Describe an ocassion when someone persuaded you 
to change your mind. What was the main reason 
that you became convinced?

APPLY your understanding
4 In pairs, discuss and report to the class why 

communication at home differs from communication 
at work.

5 Giving clear instructions is an important workplace 
skill. In groups of three or four, write a list of clear 
instructions for one of the following:
•	 photocopying a page of text
•	 saving a computer file to hard drive
•	 sending a text message
•	 burning a DVD or CD.

Improve
public relations

Improve
customer 

service

Confirm 
arrangements

Give 
instructions

Provide 
information

TYPE AND PURPOSE
OF EXTERNAL

COMMUNICATION

Type and purpose of external 
communication

9.3 Type, purpose and audiences of information to be communicated
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KEY CONCEPTS  Businesses rely heavily on verbal communication  
(a message involving words).

Much of what is communicated is nonverbal  
(a message not involving words).

Verbal communication
Verbal communication means using 
words, either spoken or written.

Written 
communications
Written communications are used by 
managers to pass on ideas and infor-
mation inside and outside a business. 
They can also be used to confirm verbal 
messages. Written communi cations can 
be more difficult than oral communi-
cation because the manager has to 
make the message clear the first time; 
she or he does not have the advan-
tage of immediate feedback and body 
language.

The methods used to communi-
cate in a written form will depend on 
technology available. Most businesses 
have access to electronic mail (email), 
a facsimile (fax) machine and mobile 
phones for text messaging. Some businesses also have access to electronic bulletin 
boards. The method used to communicate in a written form will also depend on 
the importance of the message to be conveyed. For example, it might be more 
appropriate to send a formal letter to an employee about a promotion, rather than 
send an email. To use another example, it is more appropriate to send out a media 
release (sometimes called a news or press release) when making an important busi-
ness announcement than communicating via a text message.

The main advantages and disadvantages of written communication

Advantages of written communication Disadvantages of written communication

•	 There is a permanent record of the 
message.

•	 More time can go into its preparation 
and proofreading, ensuring greater 
accuracy.

•	 Messages can convey authority.
•	 Information can be easily distributed to a 

wide audience.
•	 Complex information can be read and 

re-read.
•	 Visuals can be embedded in the text to 

provide clarification.

•	 Feedback is often slower and/or difficult to 
receive.

•	 The message has an impersonal nature.
•	 Preparation is time consuming.
•	 It is relatively expensive to print and 

distribute.
•	 Information overload occurs as a result of 

increased paperwork.
•	 Hard or electronic copies incur high storage 

costs.
•	 Forgery is possible.

Be wary about the messages you 
send out via your body language. 
One American manager observed 
that Australians are unique in some 
respects. He noted: ‘Australians don’t 
like to be pointed at. They consider it 
a very rude, aggressive gesture.’

Verbal communication is the written 
or oral use of words to communicate.

Written communications are used 
by managers to pass on ideas and 
information inside and outside a 
business.

Electronic bulletin boards are display 
screens placed in foyers, lobbies and 
offices that present information direct 
from head office management.

The main forms of verbal communication

• Letter
• Email
• Facsimile
•  Electronic
 bulletin board
• Text messaging
• Memorandum
• Report
• Notice
• Newsletter and bulletin
• Catalogue and brochure
• Business card
• Media release
• Social media

• Meeting 
• Teleconference
• Videoconference
• Online chat
• Interview
• Oral presentation
• Telephone

Verbal 

Written Oral

9.4  Types of communication methods
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Oral communication
Oral communication involves speaking to another person and is one of the most 
common communication methods used in business. Consider how limiting it 
would be, for example, if a manager could not do the following:
•	 ask questions of colleagues
•	 give instructions
•	 make speeches and presentations
•	 conduct interviews
•	 counsel employees
•	 conduct performance appraisals
•	 deal with customer complaints
•	 conduct staff meetings.

Most of the time oral communication involves face-to-face exchanges. As the 
flow chart on page 271 shows, technology is also used in business to help us com-
municate with each other when we are not in the same room. An organisation 
may have videoconferencing facilities allowing it to run meetings with interstate 
or overseas managers. These ‘face-to-face’ meetings have become popular among 
Australian managers because documents can be viewed, presented and amended 
without the inconvenience and cost of travel. Conference minutes are immediately 
available or can be instantly downloaded for absent managers, and the minutes of 
meetings are constantly available to participants.

The main advantages and disadvantages of oral communication

Advantages of oral communication Disadvantages of oral communication

•	 Communicators can get to know each other.
•	 Feedback is instantaneous.
•	 Nonverbal gestures may reinforce the 

spoken message.
•	 It is quick and usually accurate.
•	 Voice tone can be used to stress important 

points.
•	 It allows for the personal touch.
•	 There is flexibility to modify the approach 

depending on the response.
•	 Messages can be ‘off the record’ and 

‘private’.

•	 Usually, no permanent record is kept.
•	 Confusion can occur when messages 

are not clear.
•	 It can be time consuming.
•	 Sometimes it is difficult to terminate.
•	 It requires effective listening skills.
•	 Nonverbal gestures may give an 

opposite meaning.
•	 It is difficult to distribute to a wide 

audience.
•	 Messages cannot be proofread.

For oral communication to be effective, a second communication skill — 
listening — is required. Regardless of how well an oral message is delivered, it will 
not be effective if the receiver does not have adequate listening skills.

Nonverbal communication
Nonverbal communication is any message that is not written or spoken. Nonverbal 
communication consists of body language (posture, facial expressions, placement 
of limbs and proximity to others) and visual symbols.

Body language communication
If you have ever gone to a party, then you are likely to be aware of how effective 
body language can be. A smile, a glance, a stare, the angle of a person’s head, a 
frown, a body movement or the invasion of someone’s personal space — they all 
communicate a meaning. Body language refers to communication using movement 
or gestures.

Oral communication involves direct 
word-of-mouth contact.

DID YOU KNOW?
Telephone, televideo and teleweb 
conferencing are popular forms of 
communication between managers in 
distant locations.

DID YOU KNOW?
Research has shown that between 
45 and 50 per cent of communication 
time is spent listening to others.

Nonverbal communication is any 
message that is not written or spoken.

Body language is the use of gestures, 
facial expressions and posture to 
communicate.

9.4 Types of communication methods
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It is important for managers to 
be aware of the power of body lan-
guage and the messages that can be 
secretly conveyed. Usually, body lan-
guage conveys a more powerful 
message than spoken or written 
communication. This can result 
in contradictory messages being 
intentionally or unintention-
ally given. A manager who 
says she is free to talk to an 
employee about a work 
problem but then con-
stantly glances at her watch 
is giving a message that it is  
not a convenient time to talk. 
Another example is a man-
ager who expresses one emo-
tion orally, such as confidence, 
but then has body language 
reading ‘I don’t trust you’. 
Such a contradiction often 
suggests that actions ‘speak 
louder’ (and more accurately) 
than words.

The advantages and disadvantages of body language communication

Advantages of body language 
communication

Disadvantages of body language 
communication

•	 It reinforces the oral message.
•	 It bypasses language barriers.
•	 It provides instant feedback on a message.
•	 Some gestures are universal in their 

meaning.
•	 It is a powerful tool for handling serious 

and sensitive situations.
•	 It is more reliable than oral expressions.

•	 It can complicate oral communication by 
giving contradictory messages.

•	 There is no universal meaning to 
gestures.

•	 People can be unaware of body language 
implications.

•	 It may reveal more than is intended.
•	 It can be misinterpreted.

Some people believe that crossing 
arms portrays confidence, but 
body language experts say 
that it is a defensive posture, 
preventing a real connection from 
taking place. When speaking, 
they suggest that presenters be 
animated, using hand gestures 
to emphasise points made. Hand 
gestures can give the listener 
confidence in the speaker.

• Facial expressions
• Posture
• Gestures

 
• Brand symbol
• Logo
• Poster and 
   billboard
• Visual 
   presentation

Nonverbal 

VisualBody language

The main forms of 
nonverbal communication

DID YOU KNOW?
Making a circle with the thumb and 
forefinger is a friendly gesture in 
Australia, but it means ‘you are worth 
nothing’ in France.
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Extreme care should be taken with body language communication because ges-
tures can have different meanings in different cultures. Failing to properly under-
stand nonverbal gestures can lead to difficult situations.

Visual communication
Visual communication is the use of symbols to communicate and can be a powerful 
way of transmitting information. If people can see how something works, a brand 
symbol or logo, they are more likely to remember it. With improvements in tech-
nology, visual communication is being used more extensively to communicate both 
within and outside a business.

Many managers use visual presentations at meetings to assist with staff training, 
to launch a new good or service, at a conference examining the latest business 
methods or at special events, such as a trade exhibition. The main types of visual 
communication used at these gatherings include video presentations on DVD, 
Power Point presentations, overhead slides and slide arrangements (using computer-
generated graphics and computer programs).

The main advantages and disadvantages of visual communication

Advantages of visual communication
Disadvantages of visual 
communication

•	 It reaches a large audience.
•	 It is often easier to remember.
•	 Usually, it is a relatively fast method of 

communicating.
•	 It readily gains people’s attention.
•	 It does not rely on language skill to 

communicate the message.

•	 It can be expensive, especially if 
technological equipment is used.

•	 It does not contain a lot of information.
•	 Misinterpretation of the message is 

possible.
•	 Possible confusion can occur as a result 

of the proliferation of so many symbols.

TEST your understanding
1 (a)  Sort these examples into verbal and nonverbal 

communication by making a list of each under 
the appropriate headings
•	 Ross sends a text message to James that 

reads, ‘Lol at your photo idea for ad in board 
meeting 2day’.

•	 James replies with a smiley face :-) to Ross.
•	 Ross sends a voice message to James’s 

phone asking him to send a photo of the 
advertisement idea.

•	 James sends Ross a photo of the idea.
(b) Give two examples to distinguish between verbal 

and nonverbal communication.
2 What is the advantage of written communication?
3 Why can written communication be more difficult 

than oral communication?
4 How might you improve your own nonverbal 

communication skills with casual acquaintances? 
Discuss your use of eye contact, facial expression, 
posture, gesture and voice-tone skills.

APPLY your understanding
5 Draw a communication pie graph to illustrate the 

following information: spoken word = 7 per cent, 
nonverbal communication = 55 per cent and tone 
of voice = 38 per cent. What important observation 
can be made from this data?

6 (a)  What is a gesture? List five gestures and give 
their meanings.

(b) Are there gestures you find culturally offensive? 
What are they? Why are they offensive to you? 
Share your ideas with the group.

7 In pairs, decide which communication methods 
could be used in the following situations.
A A principal is apologising to the community 

because of the offensive behaviour of her 
students on a muck-up day.

B A supervisor is dismissing an employee.
C A general manager is advising staff of worldwide 

changes in the company’s environmental policy.
8 Prepare a PowerPoint presentation lasting no 

more than 5 minutes on one aspect of nonverbal 
communication that is of interest to you. 
Use the Nonverbal communication 
weblink in your eBookPLUS to gather 
more information on this subject.

Visual communication is the use of 
symbols to communicate.

A brand symbol or logo is a graphical 
representation that identifies a business 
product.

DID YOU KNOW?
Researchers believe nonverbal 
communication accounts for more 
than 50 per cent of our message.

9.4 Types of communication methods
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KEY CONCEPT An effective manager chooses the right communication 
method to suit the situation.

Different business situations will require specific 
methods of communication. A combination of 
appropriate communication methods may often be 
required; for example, a manager may choose to 
communicate verbally in a planning meeting with 
staff using visuals at the same time to enhance 
the presentation. Just as in baking a cake, pro-
ducing the best result is all about the right mix of 
the right ingredients. With such a wide variety of 
communication methods available, a manager can 
select the most suitable one for each individual 
situation by asking questions such as the ones in 
the diagram below.

If, for example, the message is lengthy and 
complex (such as a business contract), it is best 
communicated in writing. When conducting an 
employee performance appraisal session, a face-
to-face meeting should be used, whereas a logo is 
most suitable when the business wants to remind 
a large number of customers about its products. If 
the receiver is in an isolated location, some form 
of electronic communication should be selected. 
Information containing figures and describing 
trends can be best expressed using visual aids 
such as graphs, charts, PowerPoint presentations 
and reports.

QUESTIONS TO ASK
WHEN DETERMINING

COMMUNICATION
METHOD

What is the
content of the

message?

Who is the
receiver?

What
technology is

currently
available?

Is the message
intended for a

public or private
audience?

Where is the
receiver?

Is a quick
response
required?

What is the
receiver’s
preferred
option?

Is a permanent
record of the

message
needed?

Managers can select the most suitable 
method of communication by asking 
these questions.

When making a presentation, 
verbal communication, such as 
speaking and written reports, 
will be combined with nonverbal 
communication, such as body 
language and visuals.

9.5 Appropriate methods of communication for 
different management situations

S
A

M
P

LE
 P

A
G

E
 P

R
O

O
FS



276  UNIT 2 • Communication and management

Usually, because businesses have to communicate a 
diverse range of information to a large number of people 
inside and outside the company, a mix of methods will need 
to be used. Westfield’s managers, for example, use a combi-
nation of methods to transmit messages, ranging from per-
sonal contact (meetings and interviews), to electronic 
messaging via the intranet and Internet (email and video-
conferencing), to extensive advertising (billboards, cata-
logues and brochures).

Managerial roles and 
communication
Managers are influenced on a daily basis by different people 
and situations, each requiring a different method of communi-
cation. Consequently, they may have to adopt one or all four 
management roles: the planning role, the organising role, the 

leading role and the controlling role. Each of these roles will influence the method 
of communication selected (see the following table). Managers acting in these roles 
also form the basis of the business’s communication network.

Management roles and the associated methods of communication

Managerial role  
(setting or context)

 
Appropriate communication methods

Planning (setting and 
communicating objectives)

•	 Attending board meetings
•	 Writing documents
•	 Speaking at functions
•	 Preparing budgets

Organising (ensuring 
employees know the task 
they are expected to perform)

•	 Meeting with subordinates
•	 Writing and answering letters, emails, phone calls, 

memorandums
•	 Preparing rosters
•	 Writing and distributing policies and procedures

Leading (motivating 
employees)

•	 Conducting presentations
•	 Meeting with subordinates
•	 Negotiating and bargaining face to face
•	 Producing and distributing a company newsletter

Controlling (monitoring the 
performance of employees 
and the business)

•	 Conducting review sessions
•	 Conducting media interviews
•	 Writing reports
•	 Issuing media releases
•	 Speaking to outsiders

Communication method selection — 
the richness model
Richard Draft and Robert Lengel developed a model to help managers select the 
most appropriate method of communication. Central to their model is the concept 
of media richness, which indicates that richer, more personal methods of com-
munication are more effective.

One of the first things that Microsoft’s 
new Chief Executive Officer (CEO) 
Satya Nadella did was to write a letter 
to employees outlining his objectives 
and vision for the company. The letter 
was emailed to all staff. Nadella also 
included some personal information 
about himself.
 ‘I am here for the same reason I 
think most people join Microsoft —  
to change the world through 
technology that empowers people 
to do amazing things. I know it can 
sound hyperbolic — and yet it’s true,’ 
he said. ‘I am here because we have 
unparalleled capability to make an 
impact.’
 Despite being CEO for only a short 
time, Nadella has already received 
praise for his calming and collegial 
style of communication. He has shown 
that he is prepared to work with staff 
and listen to them. Nadella is also 
a confident and charismatic public 
speaker.

A model is a simplified version of 
reality.

Media richness describes the ability 
of a communication method to best 
convey a message.

9.5 Appropriate methods of communication for different management situations
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MEDIA RICHNESS

•  Catalogue
•  Brochure
•  General report
•  Media release
•  Notice
•  Billboard
•  Logo
•  Newsletter

 
•  Memo 
•  Letter
•  Fax
•  Electronic 
     bulletin board
•  Text messaging
•  Business card

•  Telephone
•  Email
•  Videoconference
•  Teleconference
•  Presentation
•  Online chat

 
•  Meeting
•  Committee
•  Face-to-face
    conversation
•  Interview 
•  Body language

HighestLowest

Continuum of media richness

Face-to-face communication is a rich method because it uses verbal and non-
verbal techniques, so feedback is immediate and personal in its context. In con-
trast, catalogues, general reports and logos convey limited information, do not 
allow for immediate feedback and are impersonal.

Management’s challenge is to match the method’s richness with the appropriate 
context and setting. Non-routine unclear problems, for example, are best dealt with 
using rich media methods such as face-to-face, telephone or videoconferencing. 
Media methods of low richness, including memos, letters, faxes and catalogues, 
are appropriate for routine, clear problems. Examples of inappropriate methods 
of communication include dismissing an employee with an impersonal memo or 
email, or reading an entire report to a staff meeting.

TEST your understanding
1 What factors will largely affect the method of 

communication a manager selects?
2 List two appropriate communication methods for 

each management role.
3 What would be the most appropriate communication 

method in each of the following situations?
A The marketing manager needs to announce a 

new range of products.
B The human resources manager needs to explain 

the purpose of the new OH&S policy.
C A delivery from a supplier contained the wrong 

equipment.
D A new work roster is needed for the office staff.
E A sales manager wants to introduce himself to 

potential customers.
F A reminder is needed about a staff meeting.
G The finance manager has to justify an increase in 

expenditure at the next board meeting.
H The budget needs to be made available to all 

employees in overseas branches.
I The general manager has to confirm a meeting 

with a client.
J The business wants to be more recognisable to 

customers.

APPLY your understanding
4 Your management team of two or three 

colleagues has been given the task of producing a 
5-minute presentation on the topic: ‘How to select 
the most appropriate communication method’. 

With your team, discuss and then prepare your 
presentation to the rest of the class.

5 Interview a senior person from your school, or a 
friend or relative occupying a position of authority, 
on the topic of communication in the workplace. 
Develop a list of questions beforehand. Focus on the 
role of the person and the type of communication 
selected — why it was chosen and how he or she 
assessed the effectiveness of the selected method. 
Report your findings to your class and choose your 
own presentation method — video, sound recording, 
PowerPoint or written report.

6 (a)  In groups of five or six and taking turns, role-play 
one of the following business communications 
scenarios:
•	 a senior manager praising a subordinate 

colleague
•	 a production manager reprimanding an 

employee for a serious breach of work safety 
practices

•	 a customer relations manager dealing with an 
angry customer.

(b) During the role-play assess your fellow 
participants’ verbal and nonverbal messages 
and assess their performances by giving marks 
out of 5 on the basis of each of the following 
criteria:
•	 Was the message communicated clearly?
•	 Was feedback provided and encouraged?
•	 Did each situation conclude effectively?
•	 Was conflict resolved amicably?

Face-to-face communication is a rich 
method of communication because 
it combines verbal and nonverbal 
methods.
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9.6  The effectiveness of methods of communication

KEY CONCEPT Barriers and/or actions can limit communication, but active 
listening can enhance communication.

How can a manager be a more effective communicator? The best way is to select 
the most appropriate communication method and seek feedback. This is the key to 
unlocking a two-way flow of clear communication.

Managers need to weigh up the advantages and disadvantages of each of the 
communication methods they have at their disposal. The second and very impor-
tant step is for managers to minimise the barriers which limit communication.

Language problems

Manipulation

Improper attitude

Lack of feedback

Cultural beliefs

Filtering

Perception Discriminatory
language

Environmental barriers

Information overload

Barriers to communication
Communication barriers impede good communication. There are several barriers 
to effective communication.

Language
The words that people use can become barriers to communication. Words can 
have different meanings to different people. This can result in a message being 
interpreted in several ways (see the table on page 279). What is ‘clear’ to the sender 
is not always ‘clear’ to the receiver.

Jargon
Sometimes words cannot be understood because they are too technical; they are 
not representative of everyday speech. This is referred to as jargon. ‘Strategic plan’, 
‘win–win’ and ‘competitive advantage’ are all examples of business jargon.

Discriminatory language
Sexist, racist or other words that discriminate against any group of people will 
block effective communication. Businesses should therefore avoid such language 
and ensure communication is not offensive in relation to a person’s ethnicity, 
religion, sexual orientation or disability.

DID YOU KNOW?
Research shows that about 70 per 
cent of workplace mistakes are 
the result of inefficient (poor) 
communication. It is also the most 
quoted cause of employee frustration 
and business failure.

Communication can fail due to a 
number of barriers, some of which 

are caused by the sender, some 
introduced by the receiver and 

others as a result of the external 
environment.

Communication barriers are anything 
that distorts or interrupts the message 
and its meaning.
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Negative language
Negative statements or words can create problems in communication. Expressions 
such as ‘whatever’ or ‘that won’t work’, for example, can discourage people from 
offering further suggestions.

Examples of language blocks in communications between a manager and an employee

What the manager said What the manager meant What the employee heard

You can perform better than 
this. What went wrong?

Your past performance has 
been excellent. How can I 
help?

One more mistake and 
you’re fired.

Due to the present 
financial problems, no new 
equipment can be purchased 
for at least six months.

I know you are efficient 
with your resources and I 
appreciate your being cost-
conscious.

Don’t think of asking for any 
new equipment and don’t 
complain to me. I’m in a 
similar position.

Filtering
Filtering occurs when a sender amends information, thereby reducing the accuracy 
of communication. When an employee tells her manager what she thinks the man-
ager wants to hear, for example, she is filtering information and the real message 
is not conveyed. Employees tend to adopt this practice when they want to seek 
favour with the manager or to participate in workplace politics, or when they fear 
how a manager might react to an unpleasant message.

Improper attitude
An improper attitude adopted by a manager when sending a message will be a barrier 
to effective communication. If a manager adopts a superior attitude, for example, and 
‘talks down’ to his/her employees, miscommunication is likely to occur, especially when 
staff feedback is required. Some employees may even feel inhibited from speaking freely.

Anger is one attitude that is certain to block effective communication. Anger 
will result in a harmful or emotional outburst, which will distort the message being 
communicated.

Filtering occurs when a sender 
manipulates information so the receiver 
will see it more favourably.

DID YOU KNOW?
The way the message is delivered 
always affects the way in which 
the message is received. Negative 
body language will block effective 
communication.
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Information overload
On any day, an ‘average’ manager or employee will be exposed to about 600 cor-
porate messages ranging from billboards, television and radio commercials, junk 
mail, telephone calls, spam emails and many other types of messages. He or she 
will also receive frequent telephone calls, emails, letters, reports, faxes and requests 
to attend numerous meetings.

The result is information overload — too much information all at once, which 
may frustrate receivers and result in much of it not being listened to or examined.

Cultural differences
People from different cultures communicate differently. Certain types of language, 
body language and gestures can unknowingly cause offence to another person from 
a different culture. Businesses need to be aware that when dealing with cultural dif-
ferences they may need to review how they communicate, and modify their man-
ners and language accordingly. 

Perception
What an individual perceives may be very different from reality; people see and 
hear the same thing differently. Perception is the process through which people 
select, organise and interpret information to create meaning and is determined by a 
person’s attitudes, values and experiences. An example of perceptions (as opposed 
to reality) is revealed in the following figure.

Perception versus reality

Does the first drawing show an old or young woman? The interpretation of the 
drawing depends on whether you have been previously exposed to the second and 
third drawings.

The physical environment
Background activities in the working environment, including interruptions and 
noise, may interfere with the message, particularly if it is complicated and requires 
concentration. The way offices are designed, for example, has an impact on behav-
iour and therefore on communication. Recent trends have seen the removal of 
walls — the open-plan office is now the fashion and this has enhanced communi-
cation among staff members. While open planning might be conducive to team-
work, for some people, concentrating in this environment can be difficult.

Information overload is an excess 
of information causing the reader to 
become overwhelmed and confused.

Perception is the process through 
which people select, organise and 
interpret information to create 
meaning.

DID YOU KNOW?
Architect-designed offices are 
being built with the aim of 
encouraging communication. 
Traditional office design consisted of 
separate offices, which emphasised 
personal territory and separated 
managers from others.

9.6 The effectiveness of methods of communication
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Hearing but not listening
Another barrier to effective communication occurs when the listener is not paying 
full attention to the speaker. When interacting with others, people often do not 
listen as attentively as they should. Active listening gives the listener a structured 
way of responding in this type of difficult situation.

To actively listen, a manager or employee should make no comment, inter-
ruption or judgement regarding what is being said, and give full attention to 
the speaker’s mood and words. Once the speaker has said all that needs to be 
said, then the listener 
speaks. It is often wise 
to first paraphrase the 
thoughts of the speaker 
and to recognise the 
mood of the speaker. 
For example, an active 
listener might say, ‘I can 
see that you are under-
standably angry and 
frustrated because  .  .  .’

This kind of active 
listening tends to build 
trust, compromise or 
cooperation rather than 
aggression, frustration or 
withdrawl.

TEST your understanding
1 Using examples, outline five barriers to effective 

communication.
2 Identify the barrier to communication for each of the 

following situations and suggest how each situation 
might impede effective communication.
A Excessive noise occurs regularly in the workplace.
B An employee suggests that they cannot do their 

job properly with an old, out-dated computer; 
and, without looking at the employee, a manager 
mumbles that they will just need to do the best 
they can.

C A manager’s presentation is filled with technical 
language.

D An employee tells her manager that sales are still 
doing well even though they are not.

E New managers from Asia present their vision for 
the reorganisation of their Australian subsidiary 
company to staff in Australia. 

F An employee complains about his new boss 
being a woman.

G A manager crosses her arms and glares at  
staff whenever they try to raise concerns  
with her.

3 Explain the importance of feedback in overcoming or 
reducing barriers to effective communication.

APPLY your understanding
4 With a partner, carefully examine this sentence: 

‘I never said he stole the money’. 
 On the first reading stress the first word. On the 

second reading stress the second word, and so 
on. Discuss your observations with your partner 
and together write comments on the differing 
perceptions a listener or reader could have after 
decoding this verbal communication.

5 How can a person’s position in the business act as a 
communication barrier? Give an example to support 
your view.

6 In a group of three or four, discuss the possible 
meanings of these statements:
(a) Can you pick me up?
(b) We’ll kill you.
(c) That horse is sick.
(d) Your performance was unbelievable!
(e) Aren’t you funny?
(f) You’re wicked!

7 Give three examples of how modern text  
messages can be difficult to interpret. Explain your 
reasoning.

Active listening aims to produce 
trust and cooperation and involves the 
listener remaining silent, but paying 
close attention to the mood and words 
of the speaker. The active listener may 
later paraphrase the speaker’s message 
and describe the speaker’s mood.

DID YOU KNOW?
Active listening is often practised 
daily by people such as business 
managers, legal and medical 
advisers, teachers, patient carers, 
counsellors, journalists and customer 
relations personnel.
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KEY CONCEPT Apart from communication that is unethical or illegal, 
businesses must be aware not to practise inappropriate business 
communication which may be offensive, exclusive or culturally inappropriate.

You might not associate the Reject Shop with ethics and social responsibility, yet 
it does value ethical communication. When the Reject Shop first opened, it sold 
‘seconds’ and discontinued lines; however, it no longer sells seconds and only some 
of its products are discontinued lines. The Reject Shop is now one of Australia’s 
largest discount variety retailers, employing over 5000 people. The company 
demands that its suppliers comply with its code of practice. One requirement is 
that suppliers provide information to the Reject Shop in order to assist in decision-
making. The Reject Shop also communicates with customers using catalogue 
advertising. The advertising needs to be honest and not mislead customers.

The way a business communicates with its staff, customers, shareholders and 
suppliers must be ethical. Communication should be open, transparent and 
completely honest. There are laws that affect the ways businesses communicate. 
Businesses also need to make sure that their communication is legal.

You might have noticed at some time in your life that a business has acted 
unethically. For example, displaying a sign which clearly says ‘Closing down sale’ 
in an attempt to draw customers into a shop with no intention of closing down 
is both unethical and illegal. In this situation the communication would be con-
sidered to be wrong because it is not truthful. Unethical behaviour is behaviour 
that is considered to be wrong in that it doesn’t meet our standards of acceptable 
behaviour. Sometimes unethical behaviour is also illegal. This is certainly the case 
in our example of the ‘closing down’ sale.

Let’s take a closer look at unethical communication.

Unethical communication
There are times when we are faced with a difficult situation, when it seems there’s 
too much work and not enough time. At such times it’s tempting to cut corners, 
stretch the truth or blatantly lie. In other words, we are tempted to communicate 
unethically. Ethical businesses have zero tolerance for such behaviours. Business 
managers must be certain all published documents, printed materials and bro-
chures never misrepresent the truth.

Ethical communication means that 
the information conveyed meets our 
standards of what we consider right or 
acceptable behaviour.

The Reject Shop aims to communicate ethically 
with customers. This means that advertising 
and any other forms of communication should 
be honest, open and transparent.

9.7 Communication behaviours that are unethical  
or illegal
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Unethical communication can often involve:
•	 plagiarism — copying another person’s work, having someone else do the work 

for you, taking another’s research or creation and claiming it as your own
•	 making false, exaggerated or misleading statements to or about others, or 

inventing false stories about your own achievements
•	 misusing communication channels, such as using business email or Facebook 

inappropriately.
However, while these types of behaviours are unethical, they may not necess-

arily be illegal.

Illegal communication
In Australia, there are laws that protect the rights of consumers and employees 
and other stakeholders. For example, the Australian Competiton and Consumer 
Commission (ACCC) is an independent Australian statutory authority which admin-
isters the Competiton and Consumer Act 2010 (Cwlth) and the Prices Surveillance Act 
1983 (Cwlth). These federal laws, together with state laws, often cover illegal behav-
iour in relation to communications. People or businesses that break the law are sub-
ject to punishments like fines, loss of broadcasting licences or even jail terms.

The Australian Communications and Media Authority (ACMA) is another 
body designed to ensure ethical communications behaviour. It regulates broad-
casting, radio communications, telecommunications and online communications 
throughout Australia.

Dealing with exclusive or offensive 
communications behaviour
In Australia, it is illegal to vilify others because of their race, religion or sexual pref-
erences. Those who use communication technology to do so face the full weight of 
Australia’s anti-vilification laws. Likewise, in the business world it would be offen-
sive to make insulting remarks about a person’s skin colour or culture.

Technology in any organisation should be used only in legal and socially accept-
able ways. Business communications should not be tampered with and all security 
provisions should be met by all users. Creating, sending or accessing inappropriate 
files, or offensive, sexually explicit or obscene material via any means is strictly 
prohibited in ethical businesses. Files should not be downloaded, installed or 
deleted without authorisation.

TEST your understanding
1 What does it mean when a business is 

communicating in an ethical manner?
2 List some communication behaviours that are 

unethical.
3 Outline some of the laws that affect  

communication.

APPLY your understanding
4 Are we permitted to ‘put down’ an associate by 

making undermining statements about them in 
emails or text messages to fellow workers? Why 
not?

5 With a partner, make a list of words or actions that 
are sometimes used to communicate in an offensive 
way.

6 (a)  What do you understand the words ‘confidential 
information’ to mean?

(b) Who might have such information about you or 
your family?

7 Is it ethical for your school authorities to monitor 
student email usage on the school’s computer 
resources? Explain.

8 Use the St James Ethics Centre weblink in 
your eBookPLUS to research which laws protect 
confidentiality in Australia. The centre is based 
in Sydney and monitors and promotes ethics in 
Australian business.

DID YOU KNOW?
‘Greenwashing’ is the term given 
to the unethical practice by some 
businesses of promoting themselves 
or their products as environmentally 
friendly — when, in fact, only one 
aspect is ‘green’.
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PRACTISE 
YOUR SKILLS

•	 accurately use relevant management terms
•	 research aspects of communication using print and online sources
•	 analyse business information and data
•	 communicate effectively in business-related scenarios
•	 recommend and apply a range of communication methods to practical and/or 

simulated business situations
•	 justify the use of different communication methods in business-related situations.

Coles guilty over false ‘freshly baked’ bread claims

Coles has been declared guilty by the Federal Court of 
misleading shoppers with claims its bread and other baked 
goods were ‘freshly baked’ when that was not the case.

The Australian Competition and Consumer Commission 
launched proceedings against Coles in June last year, 
accusing the supermarket giant of misleading consumers 
into thinking bread was made on the day at the store when, 
in some cases, the bread had been partially baked months 
earlier in overseas factories.

Federal Court chief justice James Allsop said Coles had 
breached three sections of Australian Consumer Law, in his 
ruling, handed down on Wednesday.

‘There has been, in my view, a misleading representation 
available to be understood that these goods have been 
baked on the day of sale, or baked in a fresh process, using 
fresh, not frozen, product. Thus, in my view, there has been a 
contravention of section 29, 1a, also,’ he said in his judgement.

During the court case, Coles’ barrister Philip Crutchfield 
SC, said the supermarket did not intend to suggest the bread 
was baked on the day with the labelling.

‘What is happening with this ‘baked today, sold today’ 
in a Coles supermarket is that a consumer is being given 
the choice between the juxtaposition, the commercially 
manufactured bread, which has preservatives and keeps for 
longer, with the bread that is baked in-store and doesn’t have 
preservatives,’ he told the court earlier in the year.

‘The bread that is baked in-store is crunchier, and smells 
and has the flavour of freshly baked bread. That’s what we 
submit it is.’

Coles could face fines of up to $1.1 million per breach.
The offending breads were sold under the brands ‘Cuisine 

Royale’ and ‘Coles Bakery’, with labelling and advertising 
claims that they were ‘Baked Today, Sold Today’ and/or 
‘Freshly Baked In-Store’.

❛ Consumers should be able  
to rely on the accuracy of  .  .  .  claims 

made by businesses  .  .  .  ❜

ACCC investigators said the goods had in fact been 
made months earlier on the other side of the world, namely, 
Denmark, Germany and Ireland, before being frozen and 
transported to Australia.

The former Victorian premier Jeff Kennett triggered the 
furore after discovering his ‘freshly baked’ Cuisine Royale 
breads and muffins were made in Ireland. He mailed the 
offending items to the chairman of the ACCC, Rod Sims, and 
vented on talkback radio for a year, garnering enough public 
support to prompt the watchdog into action.

Mr Kennett said he took no personal pleasure from the 
decision handed down today.

‘The ramification is wider than just to Coles — it’s to every 
advertising agency, every marketer, every promoter of goods 
and services. They must accurately portray what they’re 
offering or be prepared to pay a penalty,’ he said.

Mr Sims said: ‘Today’s decision confirms that Coles misled 
consumers about the baking of these bread products. 
Consumers should be able to rely on the accuracy of 
credence claims made by businesses like Coles to promote 
their products, especially where those claims are used to 
compete with smaller businesses which are genuinely offering 
a differentiated product.’

Coles said it accepted the guilty verdict, conceding that 
it could have done more to explain how products were 
baked.

‘We certainly never set out to deliberately mislead 
anybody,’ a statement by the Coles Group said. ‘We are 
already well advanced in changing product packaging and 
other information.’

Source: E Han 2014, ‘Coles guilty over false “freshly baked”  
bread claims’, The Age, 18 June.

It is illegal for businesses to make false, misleading and 
deceptive claims.

APPLY YOUR SKILLS: A question of law and ethics
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Don’t let that girl go!

If you happen to meet someone you like at a nightclub or party, it might 
be best to ask for their number and save yourself searching for them later 
on. This was advice that one immigration department employee could have 
heeded when he sent an email to an entire government department trying 
to get in touch with a girl he had met at a party. The mass email pleaded 
for anyone who knew the woman to contact him, saying that ‘life is too 
short for regret’. The employee happened to keep his job, but a department 
spokesperson, Sandi Logan, said ‘It’s clearly an inappropriate use of our email 
system.’

When it comes to searching for love, Patrick Moberg from New York was also 
prepared to go to great lengths to find the girl of his dreams. He set up a website in 
2007 to find a girl he spotted on the subway, and found her.

❛ It’s clearly an 
inappropriate use of 
our email system.❜

Business email needs to be used 
appropriately.

TEST your understanding
Read ‘Coles guilty over false “freshly baked” bread 
claims’, and then answer questions 1–5.
1 What false, misleading and deceptive claims did 

Coles make about its bread? 
2 Who launched the proceedings against Coles?
3 In what way were the claims that Coles made 

unethical and in what way were they illegal?
4 Read ‘Don’t let that girl go!’. Is this an ethical way to 

use email?

APPLY your understanding
5 Draft a phrase or statement that Coles could have 

provided in their advertising and on their packaging 
that may have better represented the true situation 
in relation to their bakery items.

6 Write a media release that Coles could publish to explain 
the situation and apologise for what has occurred.

7 Complete the table below to explore how the 
following ethical issues impact on communication.  
The first entry has been completed for you.

Ethical issue Impact on communication

Misleading 
advertising

Customers who discover the 
advertising was not truthful will 
no longer deal with the business.

Cybercrime

Racial vilification

Misuse of email

8 Pick the communication faults in the following 
scenarios. Suggest and justify better methods of 
communication that could be used in each situation.
(a) It was a Monday morning and Gayle was in no 

mood to listen to her manager’s presentation 

on their half yearly performance. Striding into 
the meeting with confidence Geoff said, ‘Good 
morning gentlemen’, completely forgetting 
Gayle’s presence. He then went on to bore them 
all with multiple PowerPoint slides they couldn’t 
even read. At question time, Gayle asked Geoff 
whether or not the performance was better than 
last year, and Geoff made a derogatory comment 
about women.

(b) It was Kate’s first day of working in the bakery 
office and she was excited. She was determined 
to do well and, by morning tea, had fired off 
an email to the CEO of the business letting 
her know exactly what was wrong with this 
particular bakery and everyone who worked 
there.

(c) Dinesh rang the business in the city from which 
he had purchased his new MP3 player because 
it was not working. A manager told him rudely, 
‘Sorry, we don’t do refunds.’ Dinesh wrote a 
letter to the head office of the business, but 
six weeks later has still not heard back from 
them.

(d) Eve owns a small fashion workout business and 
has recently conducted an advertising campaign. 
She has claimed that any customer wearing a 
pair of ToneWell shoes, which the business sells, 
will increase their strength and muscle tone more 
than if they wear other shoes. These claims have 
no scientific basis.

9 Find two articles or press releases on an 
issue involving business ethics in the area of 
communication.
(a) Why is the issue of honest business 

communication important to consumers?
(b) How might a solution be found that could 

resolve the issues you have chosen?
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CHAPTER 9 review

Summary
Communication and its relationship to business objectives and 
strategy
•	 Excellent communication of business objectives and the strategies to achieve them are 

needed if businesses are to achieve their goals.
•	 Business objectives need to be communicated not only to employees, but also to other 

stakeholders such as suppliers and customers.

Miscommunication
•	 Miscommunication is to be avoided and can lead to serious harm to the business or 

even disastrous or irreparable damage. When it does happen, as mistakes sometimes 
do, action must be taken by managers to minimise harm and prevent repetition of the 
problem.

•	 Avoidance of miscommunication is especially crucial in businesses involving public 
safety or potentially life-threatening situations.

Participants in the business communication process
•	 Internal communication is communication that occurs between individuals within an 

organisation.
•	 Communication can be formal (a letter or memorandum) or informal (via the 

grapevine).
•	 Communication between management and staff may be top-down, bottom-up or 

through sideway channels.

Type, purpose and audiences of information to be 
communicated
•	 The type of communication chosen by managers will depend on the purpose of the 

communication, the context and on the nature of the audience.
•	 The purpose of communication can have one or more functions such as to persuade 

others, to inspire others, or to share information.

Types of communication methods
•	 Communication can be written, oral or nonverbal in nature, such as messages 

transferred through body language.

Appropriate methods of communication for different 
management situations
•	 Audiences can be management teams, employees, customers, shareholders, suppliers 

or the wider community. Each group requires messages specifically tailored to their 
relationship to the business, their understanding and their needs.

•	 An important task for managers is to select and mix appropriate methods of 
communication in order to achieve maximum impact. 
 The use of the visual in communication is very important if the message is to be well 
received. So ability to use PowerPoint, posters, billboards, newspaper and television 
advertisements is all part of the complex web of communication strategies available to 
managers.

The effectiveness of methods of communication
•	 Managers must choose the most appropriate method of communication to match the 

situation.
•	 Barriers to effective communication include language problems, misunderstanding 

what is really meant, an improper attitude, giving too much information, filtering, 
cultural differences, perception and the physical environment.

Enhancing communication
•	 Active listening techniques may enhance communication.
•	 Physical surroundings can have an effect on the quality of communications.

Digital doc:
Glossary 
Download a glossary of key 
terms from this chapter.

Searchlight ID: DOC-7678
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Communication behaviours that are unethical or illegal
•	 Openness, transparency and complete honesty in all facets of the business are crucial 

at all times if management is to be effective in the long term and if the business is to 
flourish.

•	 Illegal and unethical communication should be avoided at all costs. Unethical 
communication is a serious issue, and abuses of laws and codes of conduct can result in 
great harm to others.

Review questions
TEST your understanding
 1 Why is it important for a manager to select the most appropriate method and form of 

communication?
 2 List six of the most common barriers to communication.
 3 Compile a list of five negative statements that would block effective communication.
 4 Explain how a person’s rank or position within a business could act as a barrier to 

communication.
 5 Outline the relationship between information overload and developments in electronic 

communication.
 6 In a classroom situation, what kinds of background distraction could interfere with 

communication between you and your teacher?
 7 (a) What is filtering and how could it impact on communication?

(b) What effect can perception have on communication?
 8 Describe one example of unethical business practice that has caused concern to you or 

your friends.
 9 Give an example of ethical business communication behaviour with which you are 

familiar.
 10 Should lollies and chocolate bars be advertised in your school canteen? Give reasons 

for your views.
 11 How does the information richness model help managers choose appropriate forms of 

communication?

APPLY your understanding
 12 Imagine you are a production manager. You have been asked by the general manager 

to inform the employees about a change in the holiday roster. What should you do 
before you communicate your message?

 13 ‘Being able to communicate effectively is the most important skill a manager can 
possess. Without this fundamental skill all other attributes a manager may possess 
become less useful.’ Explain the meaning of this statement.

 14 With a partner, prepare a PowerPoint presentation lasting no more than 5 minutes on 
a relevant communication topic such as ‘Ethical communication’. List key ideas and 
present your work to the class in the most interesting way possible.

 15 Speak to your class for 3 minutes on one of these topics:
(a) Open and effective communication is vital for all businesses.
(b) Until feedback is given, communication is incomplete.
(c) How a statement is made is more important than what is said.
(d) Spelling, punctuation and composition in email messages do not matter very 

much.
(e) Great communicators try to remove the barriers to communication.

 16 With reference to language blocks, discuss why there is a wide difference between 
what is meant by a message and how it is interpreted.

 17 Find an article in a newspaper or magazine and demonstrate in an imaginative way 
how you believe it relates to the topic of miscommunication.

Digital docs:
Missing word  
glossary quiz 
Test your knowledge of key 
terms from this chapter.

Searchlight ID: DOC-7679

Crossword 
Check your understanding 
by completing this crossword 
on key concepts from this 
chapter.

Searchlight ID: DOC-7680
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School-assessed coursework
OUTCOME 1
Explain, apply and justify a range of effective communication 
methods used in business-related situations.

ASSESSMENT task — case study analysis

In-house email gets social

Rapid expansion threw up some communication growing pains for medical recruitment 
firm Wavelength International. ‘When there were only 10 of us you just leant over 
your shoulder and talked,’ co-director Dr John Bethell says. ‘As we grew it became 
increasingly obvious that the lines of communication required a bit of effort.’

By the time the company had 50 employees, management decisions weren’t 
being filtered down, feedback from staff wasn’t being pushed up and there was a 
tendency for group emails, which ‘breed like rabbits’, to clog up inboxes, he says.

Bethell introduced his firm to Yammer, a social media–inspired communication 
platform. Known in technology circles as the Twitter for business, Yammer allows firms 
to operate a secure social network, not open to public view. Employees log in via their 
work email address and post messages that their work colleagues can comment on. 
Yammer is accessed via the web, meaning companies don’t need to host the service on 
their internal servers. Firms can sign up for free or pay a monthly fee per user for extra 
services. Bethell pays about $2400 a year for Wavelength’s access.

Though there were some early adopters of the new tool, Bethell says not all of 
his staff were enthusiastic, and this became a problem as management began to use 
Yammer exclusively for formal announcements. To ensure there was company-wide 
take-up of the service, Bethell removed Wavelength’s ‘all staff’ email group. Now, 
six months on, staff are embracing the tool, he says. Management use Yammer to 
announce targets, financial progress and promotions, while staff use it formally to 
share news items and information about clients, but also informally, such as notifying 

each other when parking 
inspectors are about or even 
trying to start up a band. ‘I like 
the fact that there’s still that 
social element to the business 
but it’s not clogging up people’s 
emails,’ Bethell says. ‘Yammer 
takes those conversations off 
to the side and that makes it 
a really good tool to increase 
productivity.’

Users can access Yammer 
through an Internet browser, a 
desktop application or mobile 
devices such as the iPhone. 
‘From my perspective I’m never 
without Yammer,’ Bethell says. 
‘It makes it really easy for me 
to keep my finger on the pulse 
even when I’m out of the 
office.’ Wavelength employees 
are able to work one day a 
week from home and Bethell 
says remote access to Yammer 
facilitates this.

Wavelength International recruits 
doctors, nurses and other health 
care professionals for medical 
centres and hospitals around the 
world.

Digital doc:
School-assessed 
coursework 
Complete your school-
assessed coursework in 
Microsoft Word.

Searchlight ID: DOC-7681
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According to Yammer, 70 per cent of Fortune 500 companies are using the 
service, with more than 1 million users globally. In Australia there are 500 networks, 
with the NSW Department of Education and Training boasting the greatest number 
of users. Previously, this title was held by Deloitte Australia, one of the first Australian 
firms to sign up.

In late 2008, a few pockets of digital-savvy employees within Deloitte were 
experimenting and using Yammer for their own purposes, online consultancy partner 
Jamie Pride says. In 2009, chief executive Giam Swiegers was looking to solicit staff 
input for a new marketing campaign and the online team suggested he try Yammer 
to gather the information.

‘Within the space of a few days … we had a little under 1200 ideas for our 
marketing campaign,’ Pride says. ‘The most amazing thing is it was never mandated 
from a corporate perspective. It was more of a groundswell.’

About 2700 employees have signed up, just over half of the firm. Deloitte has 
kept the tool for collaboration and knowledge sharing rather than enforcing its use 
for formal communication. By facilitating open discussion on what employees are 
working on, the firm hopes to uncover good ideas and link up specialist knowledge 
between different areas of the company. ‘Any large firm will have various silos,’ Pride 
says. ‘[Yammer] is a great tool for breaking down those formal barriers.’

Yammer can also open up communication vertically. Rarely would an official 
email from the chief executive garner a reply from staff; however, a post in a social 
network will receive comments because it’s a more open and naturally collaborative 
environment, Pride says. He adds that the number of responses isn’t necessarily 
in proportion to the authority of the person asking. ‘You have our CEO asking 
a question or an analyst asking a question and they’ll get an equal number of 
responses.’

Source: J Gardner 2010, ‘In-house email gets social’, BRW, 19 August.

 1 How does Wavelength International’s management communicate its objectives and 
strategies to employees?

 2 Explain why communication at Wavelength International appears to have become 
effective.

 3 Outline the difference between internal and external communication, giving an 
example of each.

 4 In what way can Yammer improve vertical communication?
 5 Distinguish between informal and formal communication and explain how Wavelength 

used Yammer for both.
 6 Explain one advantage and one disadvantage of written communication.
 7 Under what circumstances would it be preferable for a manager to use face-to-face 

communication rather than written communication?
 8 Can you see any problems or issues for a business relying only on social media to 

communicate?
 9 List two barriers to communication and explain how a manager might try to minimise 

each of those barriers to improve communication.
 10 What is the benefit to a business that chooses to communicate ethically with 

customers?

DID YOU KNOW?
Yammer is a private social network 
that was founded in 2008 by 
David Sacks and Adam Pisoni. It is 
used for communication within a 
business and to support employees 
in connecting and collaborating 
on projects. Yammer also allows 
businesses to create external 
networks for other stakeholders, 
such as suppliers and customers, so 
that they can also communicate with 
the business.
 Yammer was acquired by Microsoft 
Corporation in 2012 and is now part of 
the Microsoft Office Division. Yammer 
CEO David Sacks has suggested that 
the company is exploring how to 
integrate Yammer with cloud-based 
productivity, customer relationship 
management and video conferencing, 
including software application Skype.
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