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I. INTRODUCTION 

''Nobody ever tells me these things." 

''Why didn't you tell me sooner?" 

"I guess I should have included you in the list of people getting 
my memo." 

How often have we heard these words? Avoiding these are what com

munication is all about. I have chosen to study a communication tool, 

the written memorandum, as my culminating project. It has been chosen 

because of the severe lack of good communication skills and principles 

used in organizational management today. This is particularly true with 

regard to those special techniques used in writing a memorandum. 

Because communication for management can be such a broad topic, using 

the written memorandum, in particular exploring its possibilities for con

structive use and showing how effective it may be as an agent of manage

ment from the top line manager to the subordinate, will be the focus of 

this paper. The paper will develop the following: the importance of 

solving the problem of poor communicative skills in writing a memo, the 

definition of the terms communication and the written memorandum,the 

processes and patterns of communication, the uses of the written communi

cation, and the format of writing a memorandum. A case study of the 

written memorandum, using the Providence Program, Inc. (a resocialization 

center for juvenile offenders) as a research model, will conclude the 

project along with specific recommendations on the improved use of written 

memoranda as an effective management tool. 

After six years of working as an administrative assistant for the 

Providence Program, Inc. I became quite aware of the formal flow of com

munications between all levels of its management, particularly through the 
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use of the written memorandum, and because of my interest in the admini

stration of the program, I have chosen it as a model for my case study. 

Providence Program, Inc. is a program organized into five components 

with particular emphasis on rehabilitation of the juvenile offender. 

These inter-related components are: an Assessment Center, an Alternative 

School, a Group Home for Boys, a Work-Study Program, and an After-care 

Program. Because all of the facilities are not located in a central 

building, but spread throughout the community in four locations, there 

is a continual flow of communications through the organization. One of 

the major obstacles in this unusually well-organized operation of the 

Providence Program, Inc. is the excessive use of the written memorandum. 

I have delved into the subject of communication hoping to find a "tool" 

to help develop a clear method for writing memoranda for the management 

of Providence. With this objective in mind, I feel the proper usage of 

the principles of a written memo will increase the work proficiency of all 

levels of management as well as increase the communication skills of each 

staff member. 
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II. COMMUNICATION: AN OVERVIEW 

Great leaders of the world have for thousands of years used the 

written word as a tool to communicate with their people. The Semites, 

Egyptians, Greeks, Persians, and Romans used symbols for their communi

cations and messages. With the invention of the printing press, communi

cation between nations became widespread, and revolutions of all kinds 

occurred simultaneously--educationally, politically, and intellectually. 

With the development of Samuel Johnson's dictionary in 1755, Noah 

Webster's dictionary in 1828 and the first typewriter in 1867, a new era 

of communication was evolving. With this surge of printing, the news, 

knowledge and commercial information was now available to all persons of 

all nations. Their interests heightened in education and politics. 

Communication was to become one of the most important industries of the 

world. By World War I communication via the written communique came into 

greater importance. Today the study of communications includes large and 

diversified topics, encompassing the many published communications such as 

newspapers, books, magazines, as well as the internal communiques of 

b usiness managements. 

Communication among people is a problem; not a new one, but one that 

faces everyone, everyday of our life. In fact, it seems that each day our 

newspapers emphasize examples of poor communications. For example, a 

story on the St. Louis Cardinal baseball team appearing in a local paper, 

written by Jeff Meyer (Appendix 1.), emphasized and illustrated the poor 

communications the manager, Vern Rapp, had with his players. Mr. Meyers 

says, ''Rapp never really knew the definition of what he believed was his 

strength: communication. His door was always open, but his mind was 

always closed." The article on communication between parent and child 
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(Appendix 2.) as well as the article on the St. Louis Public School System 

(Appendix 3.) are also excellent examples of the importance of communica

tion between the speaker and the listener. 

How does this system of communication work, either oral or written, 

between individuals? Or in the examples given above? The communication 

system itself must achieve some purpose and that purpose is the message 

the communicator writes or speaks. It must be heard, received, and under

stood by the receiver. It is the recipient who actually communicates, for 

if he does not receive the message, he has not heard or read or understood 

the communication. If the communicator believes he is delivering one 

message, and he wants his communication to succeed, the receiver must 

interpret the meaning in the same way it was given. In Vern Rapp's case 

he had turned off his hearing mechanism. Before he even uttered a sound 

his players had tuned him out because of their total dislike for the man. 

Their emotions interfered so much it kept the players from receiving his 

messages. 

Because of our failures at our attempts to communicate properly some 

of us have tried "doing our own thing", such as sensitivity training, 

assertive training, transactional analysis, or even extra-sensory per

ception. These self help programs have become quite popular in aiding our 

person-to-person communication. Even our actions, body language, and 

facial expressions can influence us in communicating with each other. Our 

gestures, our t ·one of voice and our environment can play an active role in 

communication. 



III. DEFINING COMMUNICATIONS 

To introduce the necessity of properly written memos and their 

relationship to management communicat i ons, it is necessary to under

stand the meanings and definitions of communication, managerial communi

cation and the memorandum. 

The American Management Association defines communication as: 

an exchange of information and/or any behavior that results 
in an exchange of meaning. Communication is a mutual exchange 
of facts, thought, opinions or emotions. This requires pre
sentation and reception, resulting in common understanding 
among all parties - this does not necessarily imply agreement. 1 
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This implies that our attempts at communication are not always an actual 

communication due to the lack of our understanding of each other. In a 

written communication it can mean "imparting or exchanging thoughts of 

information in a process which includes a writer, material, facts, ideas, 

information, recommendations, conclusions which the writer wants to 

communicate to a reader or group of readers. 112 The American College 

Dictionary defines communication as coming from the Latin word communis, 

meaning common, the imparting or interchange of thoughts, opinions, or 

information by speech, writing, or signs. 

Because the focus of this project is on managerial communication a 

specific definition of organizational communication is needed. George 

Vardaman, in his book Managerial Control Through Communication, defines 

it as follows: 

By communication we mean the flow of material, information, 
perception, and understandings between the various parts and 
members of an organization ••• all the methods, means and 
media of communication (communication technology), all the 
channels, networks, and s ystems of communication (organiza
tional structure), all the person-to-person interchange 
(interpersonal communication), and all the data and infor
mation necessary to carry out organizational tasks (job 



relevant communication). It includes all aspects of communica
tion: up, down, lateral; speaking, writing, listening, reading; 
methods; media, modes; channels, networks, flow; interorganiza
tional, interpersonnel. And when seen in this light, it is 
apparent that communication is central to managerial control 
and to organizational survival. 3 

Another definition of communication in an organization, managerial 

communication, is the means of passing information by using channels of 
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the grapevine, a formal chain of command or even a complaint box. Com

munication is an act of imparting ideas or making a person understand 

another; it is an act of inducing others to interpret an idea intended by 

the speaker or writer. In business communication should be purposeful and 

transmit information from one person to another or to a group of persons 

to achieve mutual cooperation and action. 

Communication by management can succeed only if the manager "effec

tively communicates not merely information but also attitudes, moods, and 

emotions. 14 The manager must understand all principles of communication 

so his subordinates can effectively communicate with each othero Com

munication must be a "two way street", free, open, and easy for a relaxed 

level of dialogue. It is the art and skill of getting others to do the 

things you want accomplished. 

"Communication concentrates on goals to be reached, giving employees 

the information they need to do their part. It motivates them to over-

" come the obstacles, seeks and channels their participation.5 

One of the main purposes of communication is to insure cooperation 

and change. Communication must be, then, a transfer of information between 

more than one person and must be clearly understood or else the message 

will be completely ignored or misunderstood. Peter Drucker says in 

Management, Tasks, Responsibilities, Practices that a communication cannot 

be received unless the message is in the perception of the recipient. 
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The recipient is the true communicator. Human behavior plays such an 

important part in communication that many messages are not accepted 

because the receiver's personal feelings become involved and form a bar

rier to the communication. 

Drucker continues to say that words with pleasant associations are 

more easily retained and words that are negative tend to be suppressed. 

He feels that words with little meaning to the recipient do not make the 

necessary demands, do not appeal to our emotions and consequently will 

not demand any action for change. Drucker feels that managerial communi

cations should make demands on people: to do something, to believe 

something, and to appeal to our emotions. If these values fit into the 

goals of the recipient of the message or his purposes or values, then the 

co01I1unication will be received. If the message goes against our motiva

tions and the communication is resisted ai.d opposed, it will not be 

received favorably and there will be no communication between the sender 

and the receiver. 

According to Drucker unless the message can "key" into the receiver's 

own values, at least to some degree, there is no communication. It is 

not just enough to listen or read, the sender must focus on something 

common to both sender and recipient as well as focusing on the motivation 

or perception of the intended recipient. You need to know the receiver's 

feelings, values, and operations if you really want your managerial 

communication to work. 

To ensure this good reception you must have the correct atmosphere 

and attitudes. If the relations between two persons are good it will not 

be difficult for the recipient to understand the message and in return 

give his full cooperation. 
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DEFINITION OF WRITTEN MEMO 

"A memorandum, usually called a memo, is a standardized form used 

for sending written communication within an organization from one depart

ment to another or from one person to another. 116 A written memo is 

usually short, limited, used to convey information in the form of an 

internal office or intra and inter-organizational written letter or 

report, and used for routine communication. Because the written memo 

serves as a permanent record it sometimes is used instead of oral or 

verbal messages. It maintains a permanent record on pertinent subject 

matter and should be put into clear form and stated in plain language. 

A written memo conveys information which makes it an important medium 

of exchange. Most often the reader wants information, recommendations, 

or background material concisely stated in easy to understand language. 

This memo is an easy form of transacting official business and becomes 

an effective organizational tool because of its briefness and informal

ness. The memo does not take the place of a formal letter, a bulletin or 

report. 

"The horror of that moment," the King went on, "I shall 

never forget!" 

"You will, though," the Queen said, "If you don't 

make a memorandum of it." 
--Lewis Carroll, 

Through the Looking Glass 
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IV. SELECTION OF A COMMUNICATION MEDIUM 

Now that the world of communication has been introduced, particu

larly managerial communication, and a little of its background, it is 

time to delve into the actual methodology of a communicator in an 

organization. The communicator must make many decisions during the day 

in order to expedite the work flow. Much of this will be in the form of 

information and/or instructions, orders, meetings, telephone calls, etc. 

In this manner the manager keeps in touch with all members of the staff 

in the organization. 

Many authorities have written on the selection of proper communi

cation media. Background information from Auren Uris' Developing Your 

Executive Skills.,_ explains in some depth how to choose the proper means 

for communicating. Excerpts from other sources are included for informa

tion on the selection of a communication medium. 

Because there are certain advantages and disadvantages in using either 

the written or oral message, the sender must select the proper form or 

medium for the communication. This is the key to greater communication 

effectiveness. The advantages and disadvantages listed on the following 

page are this author's distinctive synthesis of several sources. All of 

them are important in the decision of choosing the correct medium. These 

choices are the personal preference of this author. 

Most of the items are self explanatory, although a few introductory 

conments are. in order. Policies, rules, and job descriptions are always 

in written form so as to have a permanent record of the regulations 

governing the organization. Retention of certain information as contracts, 

financial data, etc for legal purposes are necessary to all organizations. 

For further clarification of written records the following definitions 
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may be of value to the reader. Policies can be verbal or written, prefer

ably written, and serve as a guide for thinking and acting in specific 

situations. Policies define the area in which decisions are made and 

managerial action will take place. If these policies are verbal there is 

likely to be some misunderstanding. 

Procedures define the sequence of operations that are to take place 

in order that work can be accomplished. Procedures are usually a series 

of related tasks that make up this sequence. 

Rules specify certain behavior that is either required in an organiza

tion or prohibited. Methods prescribe how a task is to be accomplished 

and are specific and detailed. Standards provide a basis for evaluating 

the performance of required tasks and are a unit of measurement. 

All of these together influence and direct much of the required behavior 

in an organization, and they are primarily designed to enhance the coordi

nation and efficiency of that behavior. 



ADVANTAGES 

1. Written Records 

notes or memos 
permanent 
tangible record 
pre-thought message 
precise and accurate 
brief or lengthy 
guides to learning: 

policies, rules, 
job descriptions 

2. Face-to-Face or Spoken 
(oral) 

personal contact makes it 
informal; sets a mood; 
rapid and quick response 
less complicated 
permits show and discuss 

(visual) 

3. Meetings 

permit discussion 
multi-way flow 
permit visuals with show 
and tell or explain 

4. Phone 

speed 
permits questions and 

answers 
can be done from desk. 

5. Formal Report 

comprehensive 
organized at leisure 
disseminated widely 
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DISADVANTAGES 

1. Written Records 

notes or memos 
slower method than oral 
sometimes delayed 
no control at recipient's 

end 
one way form limited to 

permanent words 
on paper 

2. Face-to-Face or Spoken 
(ora 1) 

not permanent 
may not be easy 

to terminate 
subjects the person 

(recipient) to 
pressure from 
higher authority 

3. Meetings 

time consuming 
field day for person 

who monopolizes the 
conversation 

4. Phone 

no record of conversation 
interruptions 

5. Formal Report 

takes considerable time. 
slow in writing; slow 

in reading 
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It is now a matter of choice when deciding which medium may be needed 

to get the effect or the message across. Sometimes two or more media may 

be used, such as an oral message being followed with the same message in 

written form. 

There are other media of communication to be considered that are a 

form of dialogue. or conversation between two persons. The value of these 

are that they are face-to-face and your emotions, feelings and tone of 

voice may more easily set the mood of the conversation. For certain pur-

poses these more personal conversations may be very effective. They are : 

Trivia - breaks the ice and eases tension 

Gossip - a "cousin" to trivia, an escape valve, mostly harmless, 

but an exchange of insignificant thoughts; can be 

damaging when distorted, and really a danger. Gossip 

frequently endangers the employee because the messages 

are often incorrect. This is often a detriment to the 

organization since all this incorrect gossip must be 

smoothed away and corrected. This is time consuming for 

any director or executive. 

The Grapevine - an extension of trivia and gossip ; a channel of 

trivia and gossip t hrough which they are transmitted. 

Sometimes the grapevine is faster than a formal ne twork 

of communication. Some information may get distorted, 

particularly if the gossip is incorrect. The grapevine 

usually carries some information that is relevant to the 

personal interests of the employee. The negative infor

mation of the grapevine is more likely to flow down while 

the positive information flows up. 
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Silence - no verbalization gives us time for our mental processes 

to recap what has been said; time to recoup from verbal 

mental "gymnastics" and time for our battery to recharge . 

Other techniques of dialogue or conversation may be in the form of 

discussion, confrontation, or ar gument. A contrary opinion or disagree

ment may be justified whe n your opinion can be constructive or you need to 

put your views on record . When disa greements occur alternative me thods 

can be discussed. Joining forces to solve the problem may be mutua 1 

benefit. Using mutual respect for one another and a feeling of friendship 

leads to better achievement of the goals of the organizat i on. 

Memos on controversial matters should not be written in an impulsive 

manner, as the memo t hen puts the words of the writer on permanent record. 

Better that the memo should sit on the writer's desk than to be distributed 

through the organization before the heat of the anger has passed . 

Studies have revealed some inter esting data on effectiveness of 

various media. In Principles of Management, George R. Terry says "memos, 

letters, and bulletin boards are relat ively the l east effective for most 

communication. In general, face-to-face communication carries the message 

much better than printed media. 117 There are numerous reasons to support 

this cliam which is often heard in the literature on managerial communicat;i ons. 

For instance, although a writer may spend ample time in writing his messagt, 

sometimes these communications have the disadvantage of being poorly com-

posed. These messages are not always received clearly , and will then 

have to be followed with oral communications. This leads to additional 

time and expense. It would be wise and prudent for the writer of any com

muncation to take ample time in deciding the most effective medium for 

sending his message. In any communication the objective will be to achieve 
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change, whether or not it is achieved formally. The writer must use his 

communication to not only get things done but to improve the human 

relations of his organization. 
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V. WRITING THE MEK> 

The process of writing memos of connnunication is not terribly com

plex, but certain writing skills must be employed to be sure your message 

is being received. The memo writer must be aware, first of all, of the 

principles of communication so the receiver as well as the sender can 

effectively colllllunicate. 

Efficiency of writing rests entirely with the writer and is his 

responsibility alone. Writing a memo requires thinking first of the 

message, and its purpose, and then carefully and thoughtfully planning the 

message. Consequently, you must always keep your reader in mind. With 

your thoughts prepared in orderly fashion you can easily organize your 

materials in logical sequences of events and ideas. 

The message must be written coherently with correct grammar and must 

meet certain criteria. In this manner it will be more easily understood. 

Shurter and Williamson, Written Connnunication in Business, suggest the 

following fundamentals to make the memo easier to understand: 

1. Write on the level of your reader's understanding 
2. Be concise 
3. Watch your pace 
4. Keep your sentences short 
S. Put your qualifying ideas in separate sentences 
6. Use paragraphs to break your text into readable units 
7. Avoid too much use of the passive voice 
8. Use verbs 
9. Be direct 

10. Keep your tone appropriate 
11. Be specific 

These authors also state that because of the "pressure of time" and 

"urgent conditions", sometimes memos are too hastily written. But, this 

factor sometimes makes it an important "medium of exchange". Consequently , 

the factor of time will make the memo writer have to decide on its main 

purpose. He must •~ubordinate every fact or idea to this central idea or 



main purpose and show how these facts or ideas are related logically to 

the central theme. He must reject any material which is superf\ius, 

irrelevant, or unnecessary for the readers understanding of the central 

idea. 119 
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Weaver says in Persuasive Writing that the following rules should be 

remembered when writing memos: 

1. Keep the reader in mind at all times 
2. Keep your sentences short 
3. Use familiar, concrete words whenever you can and wherever 

you can 
4. Use the word you need, but try to find synonyms of one or two 

syllables for the long ones 
5. Watch out for redundancy 
6. Use parenthesis, quotation marks freely, brackets, dashes, and 

question marks to make reading easier 
7. Try to get a verb into the act in every ten words. Do not 

let nouns do the work a verb should do. 
8. Prefer verbs in the active voice, especially when writing 

about people.10 

Weaver continues to say that it is impossible to follow all these sug

gestions at once, but they should be used as guidelines to aid in the 

drafting and editing of written memoranda and reports. 
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VI. THE FORMAT 

The form used in a written memo is quite simple and merely consists 

of the following in this order: 

First Line - Shows who is to receive the memo or message and his title 

TO: 

second Line - Shows who the send is and his title 

FROM: 

Third Line - Usually shows what the subject matter may be 

RE or SUBJECT: 

The last line is for the date 

DATE: 

itc: 
Your message should be decided upon before you dictate, and if~ 

purpose is complete and clear with the correct conventions of effective 

writing, your communication will have less problems in accomplishing its 

purpose. No signatures are needed on memos, but sometimes the sender puts 

his initials next to his typed name. 

Some organizations have printed forms that are specifically made for 

the memorandum. These help the writer get on immediately with his message 

and place all pertinent information under the proper title as to who 

wrote it, whom it is to be sent, when it was written and what the subject 

matter is. Consequently, it is then easily typed, read, and filed. 

The best guide for material to be included on a memo form is to ask 

who? what? when? and where? The rules for writing a publicity release for 

the news media are much the same for writing a memorandum, inasmuch as the 

same questions are asked. In asking ''Who?", you are stating the involve

ment of the people in the memo and ,;;ho may be affected, or consulted, who 

may have caused the situation and/or who may add to it. ''What?", will 



consider the specifics of data of what will happen or has happened. 

''When?" decides on the time element to be considered, such as when a 

18. 

report may be due and/or when a decision must be made. "Where?" specifies 

the exact place the situation may occur, either within an entire organiza

tion or within one part of a program. 



VII. THE COST AND TIME EFFECTIVENESS 

It has been said that "50 million file drawers hold an estimated 

250 billion pieces of paper in American offices, and the total mounts 

11 
daily. 11 Too many memos slow down corrmunica tion and sometimes sec re-
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taries can never keep up with the mountains and back log of typing. Memos 

should be cut down to a bare minimum where it becomes a meaningful and 

useful tool of information. If the memo is short and easy to understand 

it will save time for all concerned. If the memos are brief and to the 

point it has been argued that "15'1.. of all forms can be eliminated. 1112 

Alfred M. Cooper, in his book The Art of Good Listening, states that our 

working hours are allocated in the following spans of time, "16% reading, 

9% writing, 45% listening, and 30% talking. 1113 75 - 90% of our working 

hours are allocated to communication, and Flippo says "10% are in reading, 

5% in writing, 50% in listening and 35% in talking. 1114 Comparison can be 

made to Nicols and Stevens figure of "4% reading, 11% in writing, 63% 

listening, and 22% in talking. 1115 Even though the authors do not come to 

an agreement on the time allocated to each skill, it is quite evident that 

a great deal of our working hours is spent in communication. 

One of the disadvantages of the written memo is the cost of writing 

and distributing it. How many executives stop to analyze the cost of 

their memos and the time and effort spent to think through the message, 

dictate it, have the secretary type and distribute the memo, as well as 

the time spent for the recipient to read and answer the memo? In an 

article published in 1967, Eric Webster said "the cost of unnecessary memos 

is uncountable but colossal. 1116 It would be wise for today's manager to 

stop and think before he writes his next memo. 
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VIII. KINDS OF COMMUNICATION PATTERNS 

It is important to have a two way process of communication to be an 

effective communicator. Usually executives use the patterns of upward, 

downward and lateral flows of information. These patterns provide an 

efficient manner of getting information from one group to another. (See 

figure 1, page 22.) 

The downward flow should achieve action or some type of response from 

the employee. It orders, directs and transmits a message from the sender 

to the receiver. It can be used for reassurance to the employee as well 

as motivation. Downward communication is not always s uccessful,as it 

cannot function alone and must be used with upward communication that has 

been successfully established. The subordinate will not accept downward 

communication if there is not some credibility of the message or some feel

ing of allegiance to the sender as a leader or person. Downward communi

cation focuses only on what the higher level has to say. 

Some downward channels from management are: 

1. chain of command 7. loudspeaker system 
2. posters and bulletins 8. pay inserts 
3. company periodicals 9. annual reports 
4. letters to employees 10. grapevines 
s. employee handbooks 11. group meetings 
6. information racks 12. ~b~ unions 

Upward communication is a channel of sending messages from the lower 

to the higher level. It is used as a feedback but frequently tends to fl<M 

slowly. Often it is difficult to initiate by the subordinate because of 

the level of prestige the manager may have; his higher status sometimes 

interferes in this flow of communication. The subordinate's lack of edu

cation may even prevent him from communicating freely and coherently . It 

is possible for this barrier of communication to be blamed on the s uperior's 

inadequacy of articulating to the subordinate. 
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As Keith Davis states, there are certain areas in which a subordinate 

can keep his manager informed to improve their upward communication: 

1. any matters in which his suprvisor may be held accountable 
by those senior to him 

2. any matters in disagreement or likely to cause controversy 
within or between any units of the organization 

3. matters requiring advice by the supervisor or his coordina
tion with other persons or units 

4. any matters involving recommendations for changes in, or 
variances from, established policies 

5. any other matter which will enable higher management to 
improve economic and social performance 

Some of the methods to improve upward channels of c oannun ica t ion 

1. counseling 6. opinion surveys 
2. gr ieva nee or complaint 7. open door policy 

system 8. encouragement of 
3. consultive supervision employee letters 
4. gDoup meetings 9. letters to the editors 
s. suggestion systems 10. face to face contact 

11. through the grapevine 

are: 

Although some of these methods do improve upward channels of communi

cation they all have disadvantages as well as advantages. For example, 

group meetings are advantageous in that they allow many persons to partici

pate and at the same time give them a sense of belonging in th organizaticn. 

Also, these meetings may be helpful in distributing information. Some of 

the disadvantages are that the meetings have a tendency to run for long 

periods of time and, unless the chairman or director is a strong leader, 

the meetings may get out of hand or off the agenda quickly. Many times a 

strong participant monopolizes the conversation so much that only his view

point is being heard. 

As far as employee letters or letters to the editors are concerned, 

the basic disadvantage is the lack of two way colJUllunication. These letters 

do nothing more than give a message from the writer to the receiver, do 
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not usually require an answer, and unless the recipient understands and 

perceives the message, these letters do little more than give information. 

consequently, they are only downward or upward communication as the case 

may be. 

The Flow of Information Along Formal Communication Channels 

Downward 

From a higher to a lower level: 
Carries policies, orders, directives, 
and performance standards. Is 
used to evoke action from subor
dinates and coordinate activities. 

Upward 

From a lower level to a higher 
level: Carries control information 
pertaining to performance. Is used 
as a feedback device. 

Lateral 

Between functions on the same organizational 
level: Carries information vital to the effective per
formance of work between functions that are 
interdependent. Is used to coordinate activities by 
the exchange of data. Also used by staff for trans
mitting technical information necessary to facilitate 
the work of other functions. 

Diagonal 

Between special staff groups and line functions: 
Used by staff to transmit information and advice 
to line. Sometimes used by staff to exercise func
tional staff authority. 

Source : Haimann, Theo a nd Scott, William G. Management in the Modern 
Organization. (Boston: Houghton Mifflin Co., 1974) p. 319. 
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The formal communication channels in an organization are necessary 

for information to flow properly. These channels are usually formal or 

official and informal. Each carries messages from one person to another, 

downward, upward, lateral or diagonal. The problems with the downward flo.r 

of information are many. This flow cannot be successful until upward com

munication has been established, and only under the most ideal conditions 

can the latter flourish. When supervisor and subordinate have respect 

and openness with each other and they both perceive the message, then they 

are truly communicating both up and down. 

Lateral communication, which would appear on the surface to be the 

most natural and freest form, can actually be one of the most difficult. 

Employees on the same level are apprehensive of both responsibility and 

authority, and resent any possible infringement on their own position 

within the organization. If all employees on the same level of the organi

zation are able to work harmoniously, lateral flow of communication will be 

maximized. 
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IX. HIERARCHY AND COMMUNICATION 

It is not always easy to communicate exactly what we mean. Most 

often we are misunderstood and our message does not come across. Fre

quently, hierarchy or the rank of staff in an organization plays a part 

in communicating and keeps upward communication from flowing freely. 

In his essay on bureaucracy, Max Weber describes the character-

istics of bureaucracy as functioning in the following manner: "the 

principles of office hierarchy and of levels of graded authority mean a 

firmly ordered system of super - and subordination in which there is a 

supervision of the lower offices by the high ones. 1118 Because of this 

bureaucracy of office hierarchy, channels of communication tend to flow 

easily downward from the top level of management and sometimes create the 

difficult flow of communication channels upward or even laterally. Some 

employees feel inadequate or inept, or beneath their superiors, and hesi

tate to ask their supervisors for help in solving problems. No one likes 

to show his ignorance. Even the level of social or economic status may 

prevent a free flow of communication; the lower the worker the more diffi

cult it becomes for him to communicate upward. Consequently, good under

standing of the employees and the encouragement of upward channels of 

communication as well as downward will enhance the performance and com

munication of all management. 
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X. COMMUNICATION ANALYZER CHARTS 

The Communication Analyzer Charts on the following parge were 

developed by the Research Institute of America. "These simple but effec

tive instruments for checking your communication se~ p involve: 

1. filling in the information called for in the appropriate 
column; 

2. applying the check list questions to each entry you have 
made; 

3. reviewing all questions answered !iQ_. They reveal points 
where your communications can be streamlined; 

Chart II of the Communication Analyzer makes possible an examination 

of the communication you receive. It is to be used in the same way as 

Chart I. 

Reexamine all the !iQ. answers. They are the ones that indicate either 

overloading or power shortage in your communications circuit. 1119 



1•:,cccrpt,11! r.rn,n : llrlri. l\11rr-n, T)rvrlor...i.111~ , Yo11r P.Xl'Cllt1.vc Skills, 
Mr.C:r11w IIUI. l',•>ok c ... , N . Y . 1'1.'.>5, p. 95 

~ COMMUNICATIONS ANALYZER 

Chart 1-Sencling 

Name of 
Communi

cation 

Example: 
Attendance 
Report 

To 
Whom 
Sent? 

Bill 
~ones 

Per-
ISonnel 

About 
What? 

Atten 
dance 

Method 
(Phone, 
written, 
face to 
face) ? 

Writ-
ten 
Form 

COMMUNICATIONS ANALYZER 

Frequency 
(How 
often 
sent) 7 

-Weekly H. 

2. 

3. 

4. 

5. 

6. 

Apply all questions to each 
item in the first column. 

Yes No 
Is the communi-
cation really 
needed (that is, 
used) by the 
person receiving 
it? D D 
If it is a request 
for information, 
are you sending 
it to the best 
source? D D 
Does the com-
munication ask 
for information 
already on hand 
in another form? 
(For example, 
payroll records 
may serve ;,s an 
attendance 
record.) D □ 
Are you commu-
nicating too 
frequently· about 
the same things? 
(A monthly report 
substituted for a 
weekly one may 
cut the job by 
15 . r,crccnt.) D D 
Are your com-
munication5 
frequent enough? □ D 
Are you using 
the best method 
of communicating 
for th is material? 
(See the Channel 
Chooser Chart) D D 

Research Institute of America 
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Excerpt from: Uris, /\urcn, J)cvclop1.nc V<"_!!_l_;'r. r.xc~11tive Skills, 
McGraw lllll Book Co., N.Y. 19'.>5, l'. 96 

MANAGEMENT TOOL KIT 

~ COMMUNICATIONS ANALYZER 

Chart B-ikceiv1n;; 

Name of 
Communi- From 

cation Whom? 
About 
What? 

Method 
(Phone, 
written, 
face to 
face) 1 

Frequency 
(How 
often 

received)? 
Apply all questions to each 
item in the first column. 

Yes No 
Example 
Expense 
Report 

Acctg, Dept. Writ- Monthly1. Do you really 
need this com
munication (That 
is, do you use 

Dept, Exp. ten 

the information it 
contains)? 0 D 

2. Does it get to 
you on time 
(when it's sched-
uled to). D D 

3. In time? (Geting 
to you "on time" 
may still oot be 
in time to do any 
good.) D D 

4. Does it contain 
all the informa-
tion you need? D D 

5. Do you need all 
the information 
it contains? (If 
not, you can take 
a load off the 
other fellow.) D D 

6. Does everyone 
who needs some 
or all of the in
formation receive 
it? D D 

7. Should you be 
passing along 
some of the 
information it 
contains? D D 

8. Are you getting 
thi5 communic;i
tion in the best 
possible form for 
you r needs? 
(For instance, you 
can't file a pnone 
call for record-
kceping.) D D 

27. 



CASE STUDY 

WITH 

PROVIDENCE PROGRAM, INC. 
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RESEARCH DESIGN 

My intent in this study was to decide if memos being written and 

received were clearly defined and effective (that is, produced the desired 

results of the sender and the receiver). So many superfluous and poorly 

written memos prevent the proper flow of communication in organizations 

today because objectives of the written memorandum are not being met. 

To reach conclusions about these questions I designed a case study in 

the following manner using the Providence Program, Inc. for the research. 

First, I analyzed the written memorandum as it was used by the Providence 

Program staff to determine if this method of communication was obta i ning 

the desired results. Second, I attempted to show the effects that the 

memos actually have had on the receivers as well as show some of the 

problems incurred in using this method of communication. 

To evaluate the memos, I gathered information from the top level of 

supervisors and directors of the Providence Program, Inc., a not-for

profit organization. In personal, face-to-face interviews I documented 

the information by using three specific questionnaires that were par

ticularly relevant in the evaluation of the written memo and reflected 

the view of the writer as well as the recipient. 

I used five memos from the Providence Program that were chosen ran

domly from the total pool written by the Executive Director and happened 

to illustrate some problems that occurred in communication by using the 

memo method. I analyzed the effect of these memos on the receivers and 

showed how communication methods may be improved by using specific sug

gestions to improve the flow of communication at Providence. I also 

showed how to implement the memo and how it ma y be used in decision 

making and problem solving. 



30. 

Because of my past role as an Administrative Assistant at Providence 

for a considerable period of time, I became quite aware of the increasing 

amount of paper flow to and from all staff members in the form of the 

written memorandum. I felt that many memoranda could be dispensed with 

and other methods of effective communication used in their place. 

I conducted these interviews in the offices of the Providence Program, 

Inc. at 607 N. Grand and chose to interview the Executive Director, who 

is the principal sender of the memos, and three of the Directors o '<. 

Supervisors of the component organizations as the recipients. The 

Supervisors were the Business Manager, the Director of the Assessment 

Center, and the Director of the After-Care Program. These particular 

Directors were chosen because they were usually the direct recipients of 

the memos, and play an active role in the management of the program. At 

the termination of the interviews, I had informal discussions with these 

four staff members on their general feelings about writing memos and the 

effect these memoranda may have on their staff. I also chatted briefly 

with the two secretaries that are directly involved in this particular 

phase of management and was able to get some views on their feelings 

about the written memo as a communication tool. 

To begin the case study five memos were chosen at random. The indi

vidual interviews did not take much more than thirty minutes and were 

conducted on an informal basis. Because I no longer worked in the pro

gram, I believe all those persons interviewed were open and objective in 

their answers. Previously, as a staff member, I felt I was almost an 

outsider to the majority of the staff. This was because of my very close 

working relationship for six years with the Executive Directors of the 

program, as well as my close relationship with the Board of Directors. 

I am sure the staff felt that I was more a member of management than a 
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subordinate. Fortunately, these feelings from the staff seemed to have 

vanished since I am no longer jeopardizing their positions. 

In the following pages ar e the sample questionnaires, the criteria 

for evaluating memos, and the five memos that were selected. Following 

each memo are the tallies of the answers to the questions used in the 

interviews. First, the answers to the questionnaire I used with the 

Executive Director will be shown, and following these answers will be 

comments from the interview with him. Next, the answers to the ques

tionnaire used in the interviews with the three Directors of the compo

nents on the same memo and their comments will follow. 

Finally, my interpretations of the interviews will be followed by 

my analysis of the role of the pattern of memo writing in the broader 

communication network and organizational dynamics at Providence Program, 

Inc. I will conclude with a recotrmendation for action to the Executive 

Director of the Program. 
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QUESTIONNAIRE FOR THE EXECUTIVE DIRECTOR (SENDER) 

Because it is necessary to transmit a great deal of information to 

all levels of management, it would be ideal for all writers of memoranda 

and/or reports and letters to evaluate the style of their writing. After 

the main purpose of the memo has been determined the time has come to 

persuade the recipient to the point of view of the writer and guide the 

receiver to action. If the writer knows the recipient well the writer 

will have an advantage of getting feedback and make his future writing 

easier. 

The following questions were posed to the Executive Director in the 

interview. However, these are useful criteria in analyzing or critiquing 

any memos. This list may also be used for the evaluation of all incoming 

or outgoing communications. The list is the author's synthesis of criteria 

from many sources and is intended to make the writing of memoranda much 

easier. 

1. Is this memo accurate? 

2. Will thismemo tell the recipient something they do not already know? 

3. Is this memo written in a clear and concise manner? Is it direct and 
specific? 

4. Is this memo in easily grasped form? 

S. Does the tone of the memo match the expressed intent of the writer? 
Does it have a feeling of his own personality? His emotions? 

6. Is this memo on the level of the reader's understanding? Does it 
use technical words or language beyond the reader's scope? 

7. Is this memo limited to sentences of about 15 to 20 words? Shorter 
sentences will make the memo more readable and more effective. 

8. Is the memo in paragraphs to break the text? Shorter paragraphs are 
more easily comprehended. 

9. Is the memo written with the proper use of verbs? Is there too much 
use of the passive voice? Active verbs put life into your writing 
and passive verbs tend to be wordy and monotonouso 
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10. Does the memo convey to the reader exactly what the sender needs the 
recipient to do, say, or decide? 

11 . Does the memo convey to the recipient what the recipient should do 
with the information the writer is giving him? Or is the information 
so simplified that the memo does not need any action? 

12. Does the memo state who is to receive the message? One or several 
persons, boss, subordinates or manager? 

13 . Does this memo need to be written for permanent records? 

14. Does this memo cost too much in the time it took you to write it, 
having your secretary type it and distribute it in the organization? 

15. Does this memo get the proper r e sponse or feedback that you intended? 

To further evaluate incoming and outgoing communications, the follow

ing questions can quickly t ell the sender if the memo should be written at 

a ll or perha ps another method should be used in its place: 

1. Are the data relevant to the job? Use less data ladens you . 

2. Could a form simplify the message? 

3. Are you communicating too frequently about the same thing? 

4. Does the information come on time or is it too late for your specific 
needs? 

s. Can the memo be streamlined or shortened? 

All these questions may not pertain to any given memo, but the answers 

to a few may hasten the writer's decision as to sending the memorandum or 

using some other channel of communicat i on. 
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QUESTIONNAIRE FOR THE DIRECTORS {RECIPIENTS) 

1. What will you do with this memo after you receive it? 
Answer? File? Throw Away? 

2. Will you act immediately if a job task or specific responsibility 
is assigned? 

3. Have you received any information? 

4. Will there necessarily be feedback to this memo? 

s. Do you see any problems with this memo? 

6. What sort of feeling do you have about this memo? 

7. Are you able to judge the writer's feelings by this memo? 

8. Do you think this memo should be a piece of information or perhaps 
ask you a question? 

9. Does it contain superfluous detail? 

10. Do you need it? 

11. What information could you delete or dispense with? 

12. Did the sender of the memo really get through to you, the recipient? 
How do you know? Did the job, if assigned, get done? 

13. Do you as the recipient have any idea of the cost effectiveness -
the energy/time that the Executive Director or the writer of the 
message spent on the memo? 

14. Do you believe this same message could be as easily communicated by 
using a different method or media as: 

telephone 
face-to-face 
newsletter 
staff bulletin 

After these questions are answered by the persons being interviewed it would 

be important to discuss with them some of the weak spots in their communi-

cations. 



TO: 

FROM: 

RE: 

DATE: 

MEMORANDUM O N E 

TIM JONES, ASSOCIATE DIRECTOR 

JIM RADFORD, EXECUTIVE DIRECTOR 

STAFF MEETINGS 

January 19, 1978 

I will be attending the weekly directors meeting in the future, 
beginning next week. As much as is feasible, I will give you my 
agenda prior to the meeting so that you and the Directors can be 
prepared to respond to my concerns and needs. As always, the 
meetings will center around your agenda and format as has been 
established throughout the year. There should be no change in 
these areas. 

Furthermore, I would like for Mrs. Tuholske to attend the weekly 
Directors meetings to take the minutes. In turn, I would like for 
these minutes to be sent to all Directors for posting in their 
respective components. This procedure is intended to keep the 
staff informed as to current concerns and activities of the 
Directors, as a group, and what future trends might arise from 
such matters. 

Thank you for your assistance in this matter. I think this will 
expand upon our current lines of communication in a very positive 
fashion. 

cc Component Directors 
Jean Tuholske 

JL 

35. 
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MEMORANDUM ONE 

In Memo One, I questioned the Executive Director using t he criteria 

for evaluating memos. These are his answers: 

1. Is this memo accurate? 

Yes. 

2. Will this memo tell the recipient something they do not already know? 

Yes. 

3. Is this memo written in a clear and concise manner? Is it direct and 
specific? 

Yes. 

4. Is this memo in easily grasped form? 

Yes. 

S. Does the tone of the memo match t he expressed intent of the writer? 

Yes. 

6. Is this memo limited to sentences of about 15 to 20 words? 

Yes. 

7. Is this memo on the level of the reader's understanding? 

Yes. 

8. Is the memo written in paragraphs to break texts? 

Yes. 

9. Is the memo written with the proper use of verbs ? 

Yes. 

10. Does the memo convey to the reader exactly what t he sender needs the 
recipient to do, say , or decide ? 

Yes. 

11. Does the memo convey to the recipient what he intends to do with the 
information that he is given? 

Yes. 

12. Does the memo state who is to receive the message? One or several 



persons, boss, subordinates of manager? 

Yes. 

13. Does this memo need to be written for permanent records? 

Yes. 

14. Does this memo cost too much in the time it took you to write it, 
have your secretary type it and distribute it in the organization? 

No. 

37. 

15. Does this memo get the proper response or feedback that you intended? 

Yes. 

Comments: 

The Director felt that this memo was a correctly written memo with explicit 

information necessary for the recipients to have. It was written clearly, 

concisely, was direct and specific. The memo was going to the right per

sons, asking correct questions as well as clearly indicating what the 

Director needed. This message was to be filed for permanent records, and 

the Director only felt that it could have been shortened. The important 

question concerning the cost brought much discussion, as the Director had 

no idea about the cost of a written memo. My only comments were that I 

thought it was not necessary to keep this particular memo as a permanent 

record. 
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MEMO ONE 

In Memo One I questioned the three Directors using the fo l lowing Question-

nair e. 

1. Wha t will you do with this memo after you r eceive it : Answer , File , 
or Throw it away? 

All answered they would file i t. 

2. Will you act immediately if a task or responsibility is assigned? 

Two Directors answered they wou l d not act immediate ly, 
the third Dir ector answered she was not sur e. 

3. Have you received any information? 

Two a nswered No. 
One answered Yes . 

4. Is it necessary to have a feedback to this memo? 

Three answered No. 

5 . Do you see any problems with this memo? 

One answered No . 
Two answered Yes . 

6. What s ort of fee l ing do you have? 

One has a positive feeling 
One has a negative feeling 
One felt there was a message or undercurrent in the 
memo that was not being communica t ed . 

7. Ar e you able to judge the wr iter ' s feelings by this memo? 

One answered Yes. 
Two answered No. 

8. Shoul d this memo be a piece of information or perhaps ask a Auestion? 

Three answered it shoul d be a piece of informa tion. 

9. Does i t contain superfluous detail? 

One answered Yes. 
Two answered No. 

10. Do you need it? 

One answered they neede d it . 
Two answered t hey di d not need it . 
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To: 

From: 

Tim Jones, Associate Director and Claretta Isom, Business Manager 

James Radford, Executive Director 

Re: Master Calendar of Reports 

Please comprise a master calendar, with due dates, outlining when various 
reports, drawdowns, etc., should be submitted. 

As new grants and contracts develop, please make sure to update the 
master calendar. Make sure that all components are surveyed as to 
make this planning document as comprehensive as possible. 

Please design the calendar by month, including all items t hat ar e due 
for t hat month. 

This document shou ld illustrate, at a glance, what is due, when things 
are due , and to whom it is to be submitted. Thanks for your cooperation. 



MEm TWO 

To the Executive Director the following questions were asked. 

1. Is this memo accurate? 

Yes 

2. Does this memo tell the recipients something they do not already 
know? 

The recipients knew about the memo previously 

3. Is this memo written in a clear and concise manner? Is it d irect 
and specific? 

Yes. 

4. Is this memo in easily grasped form? 

Yes. 

41. 

5. Does the tone of the memo match the expressed intent of the writer? 

Yes. 

6. Is this memo on the level of the reader's understanding? 

Yes. 

7. Is this memo limited to sentences of about 15 to 20 words? 

Yes. 

8. Is the memo written in paragraphs to break texts? 

Yes. 

9. Is the memo written with the proper use of verbs? 

Yes. 

10. Does the memo convey to the reader exactly what the sender needs 
the recipient to do, say, or decide? 

Yes. 

11. Does the memo convey to the recipient what he intends to do with the 
information that he is given? 

Yes. 

12. Does the memo state who is to receive the message? One or several 
persons, boss, subordinates or manager? 

Yes. 
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13. Does this memo need to be written for permanent records? 

Yes. 

14. Does this memo cost too much in the time it took you to write it, 
have your secretary type it and distribute it in organization? 

No. 

15. Does this memo get the proper response or feedback that you intended? 

Yes. 

Comments: 

The writer of this memo thought that this was the best medium for this 

particular message. There was no date put on the memo and no deadline 

for the information that he requested. It was written correctly, con

cisely and directly according to the principles set forth in this paper. 

The only way to get a complete response to this communication arrl to make 

sure the message has been received would be to put a due date on the memo. 

In that way the proper results will be obtained, and at the proper time. 
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MEMO TWO 

These are the questions posed to the one person directly involved as the 

recipient of the memo. 

1. What will you do with this memo after you receive it? Answer? 
File? Throw Away? 

Put in piles of things to do. 

2. Will you act icmnediately if a task or responsibility is assigned? 

No. 

3. Have you received any information? 

No. 

4. Is it necessary to have a feedback to this memo? 

Yes. 

5. Do you see any problems with this memo? 

Time consuming to answer, but information worthwhile and needed. 

6. What sort of feeling do you have? 

It is too time consuming to answer. 

7. Are you able to judge the writer's feelings by this memo? 

Yes. 

8. Should this memo be a piece of information or perhaps ask a question? 

Ask a question. 

9. Does it contain superfluous detail? 

No. 

10. Do you need it? 

No! Do not want to take the time to answer. 

11. What information could you delete or dispense with? 

None. 

12. Are you really getting the message? How do you know? Does the job get 
done? 
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Did not answer. 

13. Do you have any idea of the cost effectiveness - the energy/time 
you and your secretary are spending on a written memo as well as that 
of the recipient? 

Yes, very costly in time and funds. 

14. Do you believe this same message could be as easily communicated by 
using a different method or media as: telephone, face-to-face, news
letter, staff bulletin? 

Comments: 

Could be verbal, via telephone or in a face-to-face 
conversation. 

My feeling after interviewing a key manager is that this memo could have 

been easily accomplished by a personal conversation and perhaps have had 

better results. If the deadline is put on the memo better results will 

be obtained. I had a feeling that this seemed like important and needed 

details, but was additional busy work that should be accomplished routinely 

at the onset of each school year or fiscal year. 



45. 

MEMJ THREE 

To: Tim Jones, Associate Director, and Claretta Isom, Business Manager 

From: James Radford, Executive Director 

Re: Directors Meeting 

Date: November 18, 1977 

Please set aside time in your schedule to attend a director's meeting 

from 1 P.M. - 3 P.M. on Friday, November 18, 1977 at the Administration 

office. 

It is important that all of you attend this meeting. 
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MEMO THREE 

In this memo the following questions were asked of the Executive Director: 

1. Is this memo accurate? 

Yes. 

2. Does this memo tell something they do not already know? 

Yes. 

3. Is this memo written in a clear and concise manner? Is it direct 
and specific? 

Yes. 

4. Is this memo in easily grasped form? 

Yes. 

5. Does the tone of the memo match the expressed intent of the writer? 

Yes. 

6. Is this memo on the level of the reader's understanding? 

Yes. 

7. Is this memo limited to sentences of about 15 to 20 words? 

Yes. 

8. Is the memo written in paragraphs to break texts? 

Yes. 

9. Is the memo written with the proper use of verbs? 

Yes. 

10. Does the memo convey to the reader exactly what the sender needs 
the recipient to do, say, or decide? 

Yes. 

11. Does the memo convey to the recipient what he intends to do with 
the information that he is given? 

Yes. 

12. Does the memo state who is to receive the message? One or several 
persons, boss, subordinates or manager? 

Yes. 
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13. Does this memo need to be written for permanent records? 

No. 

14. Does this memo cost too much in the time it took you to write it, 
have your secretary type it and distribute it in the organization? 

No. 

15. Does this memo get the proper response or feedback that you intended? 

Yes. 

Comments: 

When I queationed the Director as to this being the best way of sending 

the message he thought it was the best way. Nevertheless, on question 

thirteen he answered that the memo need not be kept for permanent records. 

If the memo does not need to be filed for permanency, then my suggestion 

would be for hi s secretary to phone the message to the appropriate persons 

to record the date of the meeting on their calendars. 



MEMO THREE 

In Memo Three I use the following questions to interview the three 

component directors: 

1. What will you do with this memo after you receive it? Answer? 
File? or Throw Away? 

One answered she would file it. 
Two answered that they would note the date and then throw 
it away. 

2. Will you act immediately if a task or responsibility is assigned? 

All three answered yes. 

3. Have you received any information? 

Three answered yes. 

4. Is it necessary to have a feedback on this memo? 

Three answered No. 

5. Do you see any problems with this memo? 

One answered No. 
One answered there was no reason for this meeting. 
One answered she was up in the air as to the reason 
for this meeting. 

6. What sort of feeling do you have? 

One had the feeling that the memo was informative. 
One had the feeling that the memo made her feel anxious 
about the message of a coming meeting. 
One had the feeling that the memo made .her feel apprehen
sive and that the memo was too vague. 

7. Are you able to judge the writer's feelings by this memo? 

One answered Yes. 
Two answered No. 

8. Should this memo be a piece of information or perhaps ask a 
question? 

One answered the memo should be a directive. 
Two directors did not answer the question. 

9. Does it contain superfluous detail? 

Three directors answered No. 

48. 



10. Do you need it? 

Two persons answered Yes. 
One person answered No. 

11. What information could you delete or dispense with? 

One answered to delete the entire memo. 
Two answered that the memo was clear and nothing could be 
deleted. 

49. 

12. Are you really getting the message? How do you know? Did the job 
get done ? 

All three persons answered Yes, the message did come 
across to them. 

13. Do you have any idea of the cost effectiveness - the energy/time 
you and your secretary are spending on a written memo as well as 
that of the recipient? 

All three answered they knew the cost was high. 

14. Do you believe this same message could be as easily communicated by 
using a different method or medium as the telephone, face-to-face, 
newsletter, or staff bulletin? 

Comments: 

Two answered the message could be given by phone. 
One answered the message should be put into the staff 
bulletin. 

It is evident that this very short message that was sent to the five com

ponent Directors could have easily been given by the Executive Director's 

secretary to each Director by a phone message, or perhaps even published 

in the staff bulletin as a future date to remember. It is apparent that 

the memo caused some sort of uneasiness as to the intent of the Director's 

meeting, and the agenda should have been spelled out ahead of time. 



To: 

From: 

Re: 

Date: 

MEMJ FOUR 

Tim Jones, Associate Director 

Ja~s Radford, Executive Director 

Staff Manua 1 

March 16 , 1978 

Per our earlier discussion regarding the development of a staff manual, 
I would like to suggest the following content item for inclusion in 
the manua 1. 

50. 

Continue to develop a file for the proto-type per my earlier directions. 
Plan to have the proto-type finalized by June 30, 1978 or earlier. 
Solicit ideas from the staff and feel free to add to the items I have 
listed therein. 

History 
Personnel Policies 
Synopsis 
Job Descriptions 
Staff Roster 
Statement of Administrative Policy 



MEMO FOUR 

In the fourth memorandum the fo l lowing questions wer e asked of the 

Executive Director? 

1. Is this memo accurate? 

Yes 

2. Does this memo te l l them somet hing they do not a lready know? 

They knew of the message already 
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3 . Is this memo written in a c l ea r and concise manner? Is it direct 
and specific? 

Yes. 

4 . Is this memo in eas ily gra sped form? 

Yes. 

5 . Does the tone of the memo match the expressed intent of the writer ? 

Yes . 

6. Is t his memo on the l evel of the reader ' s under standing? 

Yes . 

7. Is this memo l imited to sentences of about 15 to 20 words? 

Yes. 

8 . Is t he memo wr i t ten in paragraphs to br eak texts? 

Yes. 

9 . Is t he memo writ t en with the pr oper use of verbs? 

Yes . 

10. Does the memo convey to the r ecipient what he int ends to do with 
t~-·iafor ma tion that he is given? 

Yes . 

11. Does the memo c onvey to the reader exact l y what the sender needs the 
recipient to do, sa y, or decide? 

Yes . 



12 . Does the memo state who is to r eceive the message? One or several 
persons , boss, subord i nates, or manager? 

Yes . 

13. Does t his memo need to be written for permanent records ? 

No . 

14. Does t his memo cost t oo much in t he time it took you to write it, 
have your secretary type it and distribute i t in t he organizat ion? 

Do not know. 
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15. Does this memo get the proper r espons e or feedback tha t you i nt ended? 

Not as yet because the deadline is June 30, 1978 . 

Comments: 

Again , if the message does not need to be kept as a permanent r ecord then 

perhaps it need not be written and coul d be done as effic i ently i n another 

manner , e . g. by telephone or staff l et t er. I feel t hat if the Director had 

analyzed t he cost of the writ ten memorandum he probably would have used 

other media for transmitting his messages. 

✓ 



MEMO FOUR 

All the persons interviewed were not addressed in t his memo . 

All quest i ons were asked of only one person. 

1. What will you do with this memo after you receive it? Answer it? 
File it? Throw Away? 

Answer as soon as possibl e 

2. Will you act immediately if a task or responsibility is assigned? 

Gather information on a daily basis . 

3 . Have you received any information? 

Yes. 

4 . Is it necessary to have a feedback on this memo? 

Yes . 

5 . Do you see any problems with this memo? 

No. 

6. What sort of feeling do you have? 

None. 

7 . Are you ab l e to judge the writer's feelings by this memo? 

No. 
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8. Should this memo be a piece of information or perhaps ask a quest i on? 

Should ask a question. 

9. Does' it cont a i n superfluous information? 

10. Do y ou need it? 
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Yes . 

11 . What information could you delete or dispense with? 

None 

12. Is this message getting through to you? How do you know? Does the 
job get done? 

Yes . 



13 . Do you have any idea of t he cost effectiveness - the ener gy/time 
you and your secretary are spending on a written memo as we 11 as 
that of the recipient? 

Yes. 
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14 . Do you believe this same message could be as easily communicated by 
using a different method or media as : telephone , face -to- face , 
newsletter, or staff bulletin? 

No . 

Comments: 

The recipient of this memo felt that it was necessary to have it written 

for a permanent r ecord and that it was c l ear, concise , and to the poin t. 

I t is a time consuming task and one that perhaps should be shared with 

the staff in a newsletter or staff bulletin. Even the Board Members of 

the ProvidenceProgram, Inc . could be appoint ed to form a commit t ee to 

formu late new polici es, and prepare a history of t he program rather tha n 

take valuable time from the staff members, many of whom are no t qualified 

to supply this information. 

✓ 



To: 

From: 

Re : 

Date: 

MEMO FIVE 

All Directors 

James Radford , Executive Director 

Retirement Program 

November 2, 1977 

Mr . Milburn has now made two presentations, at which all inter ested 

staff attended. Please let me know by Wednesday, November 9, 1977 , 

who in your component is interested in joining the plan. 

✓ 

55 . 
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MEMO FIVE 

For the fifth and final memorandum t he following ques t ions were asked of 

the Executive Director: 

1. Is t his memo accurate? 

Yes. 

2. Does this memo te ll me something I do not already know? 

Yes . 

3 . Is this memo written in a clear and concise manner? Is it direct 
and specific? 

Yes . 

4 . Is t his memo in easily grasped form? 

Yes . 

5 . Does t he tone of the memo match the expressed intent of the wr i ter? 

Yes. 

6. Is this memo on the level of the reader' s understanding? 

Yes . 

7. Is this memo limited to sentences of about 15 to 20 words? 

Yes. 

8 . Is t he memo written in paragraphs to break texts? 

Yes . 

9 . Is t he memo written wi th the proper use of verbs? 

Yes . 

10 . Does the memo convey to the reader exactly what the sender needs 
tjM!"r ecipient to do , say , or decide? 

Yes . 

11. Does the memo convey to the recipient what he intends to do with 
t he information tha t he is given? 

Yes . 
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12 . Does the memo state who is to receive the message? One or several 
persons , boss , subordinates , or manager? 

Yes . 

13 . Does this memo need to be writ ten for permanent records? 

No. 

14 . Does this memo cost too much in the time it took you to write it , 
have your secretary t ype it and distribute in the organization? 

Do not know . 

15 . Does this memo get the proper response or feedback that you intended? 

Yes . 

Comments: 

As in the previous memoranda , if the memo need not be kept for a perma

nent record it might seem wise to find other effective media of sending 

the message , such as the te l ephone or face - to- face conversation. 

✓ 



MEMO FIVE 

These ques tions were asked in t he interv iew with the three compone nt 

Directors: 

58 . 

1. What wi ll you do with thi s memo a fter you receive it? Answer? Fi l e 

or Throw Away? 

Two answered they woul d throw it away. 
One an swered t hey woul d r espond to it. 

2. Wi l l you act immediately if a task or responsibility is assigned? 

Three answered Yes. 

3 . Have you rece ived any information? 

Two answered Yes . 
One answered she was not interested in t he message . 

4 . Is it necessary to have f eedback on this memo? 

Three answered Yes . 

5. Do you see any pr oblems with this memo? 

Two answered No . 
One answered that the memo wa s not written correctly . 

6 . What sort of feeling do you have? 

One has a negat ive fee l ing. 
Two had no feeling about: it at all . 

7. Are you abl e to judge the writer ' s feeling by this memo? 

Three answered No . 

8 . Should this memo be a piece of informat i on or perhaps ask a quest ion? 

They al l answered it was correct the wa y it was written. 

9. ipes it contain s uperfluous deta i l ? 

Two answered No to the question . 
One answered it con ta ined no information of any importance 
t o her . 

10 . Do you need it? 

Two answered Yes. 
One answer ed No . 
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11 . What information could you delete or dispense with? 

'l'wo answered they could no t dispense with any informa t ion. 
One answered that the memo shoul d not have been written at all . 

12. Did the message get t hrough to you? How do you know? Does the job 
get done? 

'l'wo answere.d Yes . 
One answered No . 

13 . Do you have any idea of the cos t effectiveness - the energy/time 
you and your secretary are spending on a writ ten memo as well as 
that of the recipient? 

Yes , was the answer f rom all three Di rectors. And, yes , 
the cost was quite high. 

14 . Do you believe this same message coul d be as easily communicated by 
using a different method or medium, such as the telephone, face-to 
face, newsletter, staff bullet in? 

Comments: 

One answered tha t the memo should be written . 
One answered that the message should be face-to- face . 
One an swered t hat t he mes sage should not have been written 
at all. 

As in t he other memoranda, it might be wise to find other methods of send

ing t his message such as face-to- face conversation. Because of t he 

extreme cost of paper work a second choice wou l d be to put i t in a staff 

bulletin. After two meetings with t he i nsurance man certainly those 

persons who were interested wou ld have come forward by the time the memo 

was written. 

✓ 
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INTERPRETATION OF CASE STUDY 

In evaluating this case study I have had the feeling , after some 

conversation wi th the three Directors that the memoranda presently being 

sent t o the staff are causing some uneasiness . The memos are sometimes 

vague and mostly in the form of downward communication. Two of the 

memos , Numbers land 3, are definitely orders and only one way communi

cation. They confuse the reader because of their vagueness and l ack of 

details pertinent to the communi cation. The recipients feel they are 

"in the dark". The other three memos , Numbers 2 , 4 and 5 , are also 

giving orders, but these demand some response . The recipient feels that 

the feedback is too detailed and time consuming and shou l d be done by 

some other member of t he staff. If this were done , the recipients could 

continue with t heir usua l overload of everyday work. 

Some comments from the three Di rectors I interviewed are as fo llows: 

1. there are too many memos written 
2 . the memos contain trivia and are irrelevant 
3. the staff members use memos instead of the proper 

forms developed for par ticular purposes , e . g. memos 
are being written for reimbursement instead of 
using the r eimbursement f orm 

4 . many memos shoul d be staff bu l letins or letters, 
disseminated either once a week or perhaps monthly 

5 . memos are being filed or even d iscarded, particular l y 
when no feedback i s necessary 

6 . the close proximity of a l l Di rectors ' offices in one 
suit e , on one floor make verbal or face- to- face 
coamunication easy and informa l 

7 . the real problems of the agency are never in memo form 
for the purpose of staff feedback 

~ ; .. interpretations of this case study and r esear ch of the written 

memorandum were based on the principles of communication. Along wi th 

the cri t eria for a wel l written memo , I have come to the following 

cone l us i on : 

1. If mor e effective communication in the organization is needed by 
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the use of a writ t en memorandum, all senders should clearly def i ne 

the purpose of their memo before it is written. 

2 . If the method chosen is the wr i tten memo, careful considerat i on 

must be given to the message to make sure that no dupl i cation of 

another memo has been given. 

3 . If more of the messages were in a face - to- face conversation, or even 

in a telephone call, the remaining memos to the staff woul d be 

better received . 

4 . If many of these memos are not needed for a permanent record, t he 

staff have a valid point that they shou l d not be written . 

S. If irrelevant materia l has been included in these memos and serves 

no purpose that material should be deleted. 

Because of my work with this or ga nization for so many years I t hink 

that the memorandum is an important tool for communication at the Providence 

Program. Unfortunately, it has been much overworked. My recommendation 

for action would include the fo l lowing: 

1. Evaluate the cost of the memo, including the time it takes to write, 

type and distribute it . 

2. Carefully decide if the memo need be for a permanent record . 

3. Make a decision if the memo could be communicated in a better way , 

as through newsletters or staff bulletins , or even verbal l y . 

4. If the memo is to be writ t en, make sure it is written correctly, 

.. 
'1\d that there will be a definite f l ow of information , i.e., 

lateral and downward as wel l as upward . In this way the effec 

tiveness of the memorandum will be enhanced . 

I would also suggest that the Executive Director carefully eva l ua t e 

the continual flow of memoranda in his office as well as those from 



other members of the staff . Many memos in these offices are being 

r eceived, but t he flow of communicat ion seems to be poor at times . 
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The Executive Direc tor's wr i t i ng a nd verba l skills a re excellent , but 

there would be less communication gaps if verbal messages were used more 

frequently . 

✓ 



63 . 

LIMITATIONS OF THE RESEARCH DESIGN 

Using a very simp l e concept ua l mode l of research , t he "one-sho t " 

case study, I ha ve based my hypo t hesis on the material I have r ead and 

studied. The observations I have made are from l imited interviews with 

four persons at one particular period of time . I collected the answers 

to my questions , analyzed, and interpreted them and made some generali 

zations . The observations were conducted in a face-to-face interview 

using the same se t of questions for the t hr ee Directors and a specific 

set of questions for the Executive Dir ector . Due to the ver y different 

personalities of the t hr ee Directors , t he answers to the same set of 

ques tions var ied . 

However structured the questions were, the interviews were con

ducted on a very informal basis and allowed for pl ent y of freedom for 

the interviewees to describe and/or develop certain areas which seemed 

most important to them, as well a s to express their opinion on the values 

of a wr i t ten memorandum a t Providence. 

Open- ended questions were not easy to ask and answe r by both the 

interviewer and the interviewee . The questions did not r equire writ t en 

answers except for the notes taken by the interviewer. Mos t of t he 

quest i ons permi tted the inter viewees to r es po nd i n a yes or no answer 

or by a simple sentence, descr ibing the ir viewpoints or expressing their 

thoughts . No choice of answers was given except in the first question 

asked ..,df. the t hree Directors . These questions wer e quite flexible and 

made analyzing the questions somewhat difficult . 

Beca use the Dir ectors were not informed ahead of time that I wa s 

to interview them, their answers we r e qui te sponta neous and permitted 

them comp l ete freedom of disc ussion about the r elat ive value of the 
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wr i tten memora ndum. At all times I tr ied to avoid injecting my own 

theories on the value of t hese wr i t t en memos into the conversation, in 

hopes that I wou l d get the t r ue f eelings of the in terviewees without 

biasing t heir r es ponse . 

✓ 
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ROLE OF MEMO WRITING IN ORGANIZATIONS 

Within any organization certain communication patte r ns seem to stand 

out. In t his case study at Providence , it is the use of the written memo

randum. But , though this pa t tern seems overused or underused in some 

cases , the roles t hese patterns play are an integral part of the 

entire communication network used in the management of the organization . 

The use of the written memo, in particular, has a dist inct role in 

an organization. These communication t ools can influence, motivate and 

direct t he behavior of the employee . The memo can be usefu l in decision 

making. The memo can enable t he director or manager to get the most and 

the best from his employees and at t he same time create a harmonious 

working climate where all personnel can find satisfaction in their work . 

How this can be accomplished is no easy task and takes a skilled 

cotmnunicator, wel l versed in the theories of managerial communication> 

especially those of group dynamics and interpersonal relationships . Both 

verbal and nonverbal communication skills are further enhanced by the use 

of effective l istening and semantics . 

Because this case study examined the Providence Program, I fe l t 

that it was necessary to expla i n t he nature of this organization and 

how communications, particularly the written memo, have been used as a 

management tool, sometimes effectively and sometimes not . 

The very nature of the Providence Program is that of an hierarchal, 

centrv{zed organization . As top leader the Executive Director is in com

pl ete charge of the program and its operation, and has to answer only to 

the Board of Dir ectors . Although a decentralized organization design is 

formally established with five directors under the Executive Director, 

the program does not a lways function so smoothlyo The r eason for this 



is the hierarchal nature of the group , looking up to the top of the 

structure at all t imes . Although given the power to run each component 

of their program, the Directors still have to answer to the Executive 

Director . 

For some reason each Director seems to need and look for a leade r 

for the final decision and is unable tot ake the tota l r espons ibility 

for his or her decisions. Because of this the communication channels 

are constantly c logged with ijxcessive memo writing and an overflow of 

paper work . If one Director is communicating with his or her group vi a 
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a lateral channe l, the copies of these memos are placed on t he Executive 

Director's desk for his perusal. If it is only a request for infor mation 

the memo is put into the files of the Executive Director even though the 

message may be totally irrelevant . What is the reason for all this cross

fire of paper work? I can only surmise that it is in the nature of the 

staff members' personalities who may be sending t he message ; or perhaps 

the inabi l i t y of the person to communicate freely or properly. It may 

be the fact that t he sender of the message wants the boss to know tha t 

work is being done and the sender needs a pat on the back. 'Whatever t he 

underlying cause may be, a remedy muse be found ! 

The very structure and function of thi s organiza tion, Providence, 

causes some restrictions wit hin t he group of five directors. The five 

directors on t he surface are congenial and cooperative . Communications , 

thougV,.~t certain times are poor and l imited. Four of the five directors 

are located in adjacent offices in the same building , and are free to 

talk to each other at a 11 t imes, either face - to-face or by an inter

communication telephone . The fifth Director , located in a school build

ing several miles away , communicates by the written message or sometimes 

by phone . 
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These five di rectors each have very specific job dut i es, none of 

them over lapping the other, but each one forming an impor tant role in 

the structure of the organization. Together they add to the smooth per 

formance of all of the employees . The pay rate, educational background 

and personal background are all a bout equal so that no one of them should 

feel superior to the others . Unfortunately, four of t he five directors 

are continually being intimidated by the one director that controls the 

financial strings of the orga niza t ion. This director ' s personality is 

very agressive and dominant, and consequently this director has estab

lished a stronger l eadership role in the organization. This role seems 

to prevent the other d irectors from asserting themselves, and the com

munications within the organization are restrained . Therefore, rather 

than using the availability of face - to- face communications, or other 

verbal means, the writ t en memorandum has be€n introduced . The task per

formance of this particular group of directors, although f unct i oning 

e .ffectively, has caused some uneasiness and dissatisfaction among all the 

staff subordinates as well as wit hin the director's group itself . 

Because of this very dominant personality withi n the organization, 

the motivation of the directors sometimes becomes critical and disrupts 

the morale of the other staff. The directors feel that the i r decisions 

are constantly being undermined , they are not actually partiqpating in 

the operation of the organization, and that decisions are only reached 

af t er yt'hi s one director ' s approval . The balance of l eadership is top 

heavy and not for t he best of the organization. One dominant, aggressive 

director bas caused uneasiness within their group, and instead of the 

cooperation that is needed to r un the program there seems to be more 

competLveness, back- biting and pettiness . 
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Consequent l y, this internal disrupt ion and poor group dynamics has 

caused t he overflow of written messages. The directors' at ti tude about 

each other prevents a free f low of communica tion . They need to realize 

they are not competing for each other's posit i on a nd should be a b l e to 

communicate verbally, more f ree l y . The di rec tors need to be a bl e to 

coopera t e with each other as well as organize plans for a more efficient 

and better opera ting organization and not let their personal d i fferences 

or behavior stand in its wa y. 

This diagnosis of the problem of communication at the Providence 

Program, Inc. is one that is found in many o ther organizations, large 

and small. I believe that t he attitudes and behavior of this particu lar 

group need t o c hange, if only to effect better communica t ion within t he 

program and within their group itself. My interpretation of t he case 

study leads me to believe tha t t he written memorandum as used in the pro

gram should carefully be evalua ted as to its disadva ntages and advantages. 

The excessive use must be reduced if only to c ut down the cost in t ime 

and money that it takes to write , t ype and send them through the organi 

zation. 

I believe that there is a better chance for effective communica t ion 

in Providence if t he memo writing is reduced to a point where it is a 

beneficial t ool of communication. All other channels of communication 

mus t be used more freely. The competitiveness of the Directors should 

be ro~ed into a path of cooperation and mutual trust so that a t r ul y 

beneficial network of communication will fofit~r, using the media of the 

wr itten memora ndum. 
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CONCLUSION 

After much research and investigation of the written memorandum 

and my readings on the topic of communicatio~and other forms of media , 

I have come to the conclusion that this very significant subject i s 

perhaps the most important tool of organizational management . Af t er 

much in depth study of this too l of mana gement I find that there are 

even more serious problems that a manager must concern himself with in 

his use of written communications. Because of the limitations of t his 

paper, the topic of semantics in col\Jllunication, for example, was no t 

covered but I feel that this is an importan t part of communicating wi t h 

each ot her, no t only in the world of work but in everyday life . 

My conclusions on the form of using the written memorandum in 

organizations are that t his media of communication must be used only for 

specific instances and as little as possible. More effective communi

cat ion can be obta ined if the communication is accomplished in verbal 

conversation rather than in writing. The writer must determine when t he 

memo shoul d be used and if this form will be the mos t effective manner 

of transfering the message . All persons using the written memo should 

carefully evalua te its use to their organization, particularly as to the 

cost effectiveness and to the purpose of an effective flaw of communica-

tion. 

If and when a memorandum is chosen for the communication, it must -· ✓ 
give t he r ecipient a message in a short , c lear and concise manner, and 

not be a lengthy, involved message that loses the reader after the 

first sentence . The written memo will not take place of a formal le t ter, 

a forma l report, a bulletin, job description or policy. The memo s tands 

on its own as a very specia l form of communication and is necessary when: 
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1. it serves a large number of persons and cannot be communicated 

any other way 

2. it i s a message that is needed for furtber r eference and must 

be in the permanent recor ds of the organizat i on 

3. it clarifies the message and gives facts tha t are more easily 

referred to when in written form 

Beca use communica tioa is a fac i lita t or for s uccessfu l management , 

let us bridge the 11gap 11 and use the writ ten memorandum correctly and 

wisely f or more efficiency in our orga nizat i ons . Avoid overcornmunicat i on ! 

Too much is as bad as t oo little . 

✓ 



FOOTNOTES 

1willard Merrihue , Managing by Communications, (New Yor k : 
McGraw- Hil l Book Company, 1960), p. 16. 

2Robert L. Shurter and J . Peter Williamson, Written 
Communica tion in Business , (New York: McGraw-Hill Book Company, 1964) , 
p . 3 . 

3Geor ge T. Vardaman and Carroll c. Halterman, Managerial Control 
Through Communication, (New Yor k: John Wiley & Sons , Inc . , 1968), p. 3. 

4carl Duerr, Management , Kinetics , Carl Duerr on Communications. 
(London, McGraw-Hill Book Company, 1971), p. 67 . 

5willard Merrihue, Managing by Communications , (New Yor k: 
McGraw- Rill Book Company , 1960), p. 231. 

6Patr ic ia C. Weaver and Robert G. Weaver, Persuasive Wri ting , 
(New York : The Free Press, McMillan Publishing Co. , 1977) , p. 145. 

7ceorge T. Terry , Principles of Management , (Homewood , I llinois: 
Richard D. I rwin , Inc . , 1977) , p . 445. 

8Robert L. Shurter and J. Pe t e r Williamson, Written Communication 
in Business, (New York : McGraw-Hi ll Book Company , 1964), p. 362 . 

91bid, p. 362. 

l OPatricia c . Weave r and Robert G., Persuasive Writ ing , (New Yorl<: 
The Free Press , McMillan Publishing Co., 1977) , p . 138. 

llR. Al ec MacKenzie, The Time Trap, (New York : McGraw- Hill Book 
Company, 1972), p. 75 . 

12Lee Grossman, Fat Paper , (New York : McGraw-Hill Book Company, 
1976), p. 147. 

13Alfred M. Cooper, The Ar t of Good Listening, Quote in Keith 
Davis Human Behavior a t Work, 4th Ed . (New York : McGraw-Hill Book Company , 
1972), p. 395 . 

✓•• 14Edward B. Flippo , Principles of Personnel Management , (New York : 
McGraw-Hill, 1971), p. 5. 

l SRalph G. Nicols and Leonar d A. Stevens, Are You Listening, 
(New York: McGraw-Hill, 1957), p . 8. 

l 6Eric Webster, "Memo Mania" , Management Rev i ew, (September, 
1967 ), p. 33. 



17Keith Davis , Human Behavior at Wor k, 4th Ed . (New York: 
McGraw- Hill Book Company , 1972), p. 411 . 

18H. B. Gerth and C. Wright Mills , From Max Weber : Essays in 
Sociology , (New York: Oxford Universi ty Press , 1946) , p . 197 . 

19Auren Uris , Developing Your Executive Skill s , (New York: 
McGraw Hi l l Book Company, 1955) , p. 95 and 96 . 

✓ 



Cards' Brass Should Tak~ The Rap 
The baseball Cardinals last won Lhe 

Nalional League pennanl and played in 
the World Series a decade ago, and here 
Is an e.r.ample to Illustrate ppclsely 
what has been wrong wllb the ~e re
vered franchise: ll took management ' 
an astounding 178 games to finally fig
ure out that Ve~ Rapp lacked the neces
sary dimensions 10 be a major league 
manager. 

Although the players may oot have the 

athletic ab!Uty to scare the Philadelphia 
Phillies, at least Lhey are smart enough 
to recognize an Insecure, lntractabl.e 
manager when they see one. While 
management was slicking by Its choice 
to succeed Red Schoendienst, the play
ers realized as far back as the spring of 
1977 that Rapp's shortcomings would ht: 
difficult to corr-eel. 

The players' Insight manUested Itself 
last season In enough chaos to make the 
Cardinals the New York Yankees of the 
Midwest (except that the Yankees won 
despite the chaos). With General Man1 
ager Bing Devine ref!15ing to listen to · 
their compJaints, the players released 
their anger through the media and in 
violatile clubhouse meeUngs. lbStead of 
being heard, however, the players were 
either publicly spanked, traded or 
forced to wash behind their ears. Rapp 

, was given a one- year extension on his 
contract. 

Throughout the turmoll of •n, man
agement refused to admit It had made a 

• mistake by hlring Rapp, even Lbough the 
al,tns were obvious. 

°The Cardinal management's head-ln
the-sand atUtude toward Rapp was 
symptomalic of what's been wrong with 
the organlz.allon. Bad judgment, stub
bomess and inflated egos all have 
played a pan In the club's l.oog associa
tion with mediocrity, and the responsi
bility for nlne years-of fallure lies with 
Devine and, ultimately, club owner 
August A. Busch Jr. 

Busch can't seem 10 decide whether 
base.ball is a sport or a business, and the 
Cardinals and the fans have suffered 
because of his vacillation. When ii 
comes to the club.Busch can make busl-

ness decisions even though a sports deci
sion Is needed, as in the case of ignoring 
the fans by failing LO acquire lree 

, agents. Or he can make emotional, irra
tional moves when a cool, ca(fulated 
decision Is In order - trading Steve 
Carlton is an example of pique gelling in 
the way of logic. 

II was Busch who began Rapp's prob-
• lems with the players by secretly order

Ing him to institute grooming and dress 
regulations. for years, Busch had tried 
LO gel Schoendienst to clean up his play
ers, but the easy-going, understanding 
Schoendienst continW!IIY bucked the Big 
Eagle. After 29 years in the minor 
leagues, how!lver, Rapp was not about to 
defy his boss. 

Ironically, Rapp's loyalty to . Busch 
compelled him lo Lake all the heat for 
the rules, and his heavy-handed Imple
mentation of them caused the players to 
rebel. Defending his rigid stance, Rapp 
once said, "I work for the boss and 
we're all part of the team. They were 
management's rules, so they were my • 
rules." 

Busch, It should be pointed out, never 
admiued last season that the rules were 
his idea and not Rapp's. 

Even had the players known the origin 
of tre ~,es however, It Is doubtful 
whether Rapp would have been able tc 
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win their respect and admiration. He 
just didn't have the touch to handle 
major leaguers, and bis epitaph should 
read: Here lies Vern Rapp - His doot 
was always open, but his mind waf 
always closed. 

Aside from what the players fell wa~ 
persistent self-doubt over his own ablll, 
ties, Raop never really knew the de(lni· 
tlon or what he believed was lili 
stren _: Communication. R_app ga_'t'L : 
me t e 1msresslon l . at commuiilcailon , 
WO a wor he thought was socially hip, • 
blil never full understood its meanln . 
C mmunica 100 oesn on y mean ta • 
Ing w a 1s run a er; 1~ 

h~rwg, mg sens111ve, interacting. 
B app seJifoiifCOllffilunicated. ln
sfead, hebecame defensive when a play. 
er came to him with suggestions. 

"Rapp feels that open communication 
was for me to say hello every day," said 
former Cardinals pitcher Al Hrabosky, 
who was exiled to the Kansas City Roy. 
als because or his feud with Rapp. "But 
everything we'd heard about him from 
the front office, that be was a communi
caLor and worked well with young play. 
ers, well, that was a snow job. All of 
those things were false." 

Not since the football Cardinals hired 
' ... 

See MEYERS, Page 2 



_·Meyers 
■ FROM PAGE ONE 
Bob Hollway as coach in 1971 has a St. 
Louis team made such a gross misjudg
ment of a man's leadership qualities. 
But what can you expect from an organi
zation that has traded away a Bake 
McBride for a Tom Underwood, and a 
Reggie Smith for a Joe Fel"gtlSOn? An 
even more puzzling question: What took 
the front office so long to rectify its mis-
take? . 

Had l}usch not been so oblivious to the 
(eellngs of his players, he might have 

. fired Rapp midway through the ·n sea
son and eliminated the intensely bad 
vibrations in the clubhouse. But at a 
celebrated press conference on July 21, 
Busch chose to scold Hrabosky for defy-

: ing the rules and to extend Rapp's con
tract through 78. With advisers such as 
Devine and attorney Lou Susman at bis 
side, why didn't Busch realize that 
Rapp's relationship with the players 
would not, or could not. change? 

U anything, Rapp and the players had 
an uneasy truce this season. Despite the 
relaxation of the grooming rules, the 
clubhouse still was heavy with tension 
and Rapp's (ace was wrought with anxi
ety. He often stood alone in the dugout 
before games and made weak stabs at 

conscientious and dedicated, a gooa 
• company man, Rapp simply may ha-ve-· 
been unprepared for his first, and per
haps last, shot at the majors. He never 
did adjust to a room full of carnivorous 

• sportswriters or to a tough question and 
he could not understand or cope with tlle' 
big leaguer's mentality. • 

In the minors ... Rapp didn't have to 
worry about discipline or run-ins with 
players. Minor leaguers have a way ot 
drifting into obscwity, and they are 
forced to get along with the manager to 
avoid being labeled as a troublemaker 
or as a player with an attitude problem. 
The Cardinals' players had no such 
worries. They were secure enough to 
bee( about things they would have toler-
ated ln the minors. • -

A couple of months ago I talked to 
Rapp about the then-upcoming '78 sea
son. He was optimistic. and said, "I 
think you're going to find a totally diffe.c,. 
-ent atmosphere on the club- Everybo
dy' ll be thinking as one." Then he addea1 

typically, "But it doesn't always work 
out that way." . 

For R.app, it certainly didn't work out.. 
But at least the Cardinals won't haYe 
him to kick around any more. 

humor with the playe.rs. But even before He'1sler Qu'1ts M'1zzou 
Jack Buck exercised bis journalistic 
rights by revealing Rapp's senseless COLUMBIA, Mo. - John Heisler bas' 
clash with Ted Simmons, it seemed iney- resigned as assistant sports information' 
itable that the manager would have dtf. direetor- at the University of Missouri to 
flculty getting through the season with- take a similar position at the University 
out a confrontation of great m~gnitude., • • ol Notre Dame, where he will replace 

W'Y did Rapp fail as a major le'lgue . ~ Best, who resigned to become pub-
JP.anager when his record in the minors licity director of the Tampa Bay Bucc:a. 
was practically impeccable? Basically neers of the National Football League. • 



By SAUL KAPEL, M.D. 

Th,.t gcobJem in commu
nications between parent 
ancf child, indeed between 
any indivi u is that 
w e the speaker believes 
hlf"1s de 1venng one mes
sage, the listener may be 
u·1msfafn& differeut from 
their original inte.nt. Here 
are some examples of pos
s Ible "translations" in 
communications from par
ent to child. 

Fathe.r: "When I was a 
kid, I was afraid of coming 
home with anything less 
than an A. Bu~ you don't 
have to feel that way." 

Child A: "Wbat a great 
o aa! He really under;, 
stands what kids are up 
against. He's so undeC:. 
standing. I'm really lucky t 
have such understanding 
parents." 

Child B: "If that's really 
trUe, why is he saying it to 
me? Probably, he wants 
me to reel the same way 
but doesn't want to seem 
pushy. He really wanted 
those A's and this is a way 
to make me feel I ought to 
come home wi.th A's. He'll 
probably be disappointed If 
I don't get them." 

Child C: "He wants me 
to think he really didn't 
want them but only got 
them to please his folks. 
But that's not the way be 
really thinks. He probably 
.doesn't think I can really 
back it and so he's telling 
me that be just doesn't 
think I can do as well as he • 
did." 

And I could continue on 
with child D, E and F In 
this situation. The point for 
a parent is that .not only 
may a child interpret re-

-· - - • marks differently from tile 
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• spirit In wblch ·they ~ 
spoken,, but even witlliD tile 
same family youngsters 
may translate your words 
differently. It's oot uncom
mon, and sometimes a par
ent may not realize It. 

Some moreaamples: 
Mother: "You're the old

est. Stop fighting with your 
little brother (or sister)." 

Your child 

Child A: " She always 
blames me. Why should I 
stop? I didn't start it. That 
kid Is always protected. 
How come I'm always the
one t.o blame? She never 
wants to find out what 
happened; just lands on 
me. It's not faiI; she really 
doesn't like me. 

"SHE ALWAYS expects 
more of me and gets angry 
before she knows the 
tnlth." 

ln this situation, and 
with th.is remark, the 
translations of child B, C, 
D, E and F will all have a 
similar ring to that of A. 

Parent: ·•You can' t go 
out until you do your home
work.'' 

Child A: " All right. I 
guess I should get it over 
with." 

Child 8: "Why aot? It's. 
my homework; 1 know bet
ter what bas to be done. All 1 

they worry about is my 
homework, won't leave me 
alone for a minute. Don' t 
they thin1t I can take care 
of mysell? They try to run 
my whole life." 

Child C: "lf I can't leave 
right DOW I ' ll be late and 
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they'll leave me out of the 
game. My friends will 
thiQk 1 don't care about 
missing the fun. Why can't 
they be like other parents? 
They really know how to 
to.rture a kid. " 

Parent: "If someone hits 
you, hit 'em right back." 

Child A: "Thanks for the 
permission. Now I have an 
excuse in case I get into a 
(ight." 

Child B: "Tb.ey expect 
me to fight back. Don't 
they know that I'm afraid 
I 'U get hurt? I bate to 
fight, but they'll_ be disap
pointed in me unless I 
punch back." 

Child C: "Is that really 
right? In Sunday school 
they teach us that we 

shouldn't bun anyone else. 
Just because someone 
starts a fight doesn't mean 
it is right to hit back." 

When you tell your 
youngster something, it's 
important to remember 
that be or she may not 
understand the message 
y061 intended to convey. 
Misinterpretation and con
Jusion can never complete
ly be avoided; messages 
will always be understood 
in tenn.s of individual per
sonality, the mood of th.e 
moment, needs and de
sires, and also an Interpre
tation of the parent's ~ 
havior. 

Saul Kapel welcomes 
comments on his column. 
Write to bim In care of 1be 
St. Louis Glob&-Democrat. 
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We arEt~Ope'rling up chCJnnels of communication' 
By CHARLES E. BURGESS 

Globe-Democrat EducatJon Wrtter 

The week-long debate over teacber 
tra.nsfers lo the SI. Louis school system 
has brought into focus a variety of 
human, administrative and possibly le
gal problems. 

The controver sy surrounding the 
process aimed at achieving court-ap
proved racial quotas by September has 
touched teachers, parents, admloistra
tiors, school board members and other 
elements of the city. 

Lawrence E. N icholson 
... calls methods open 

THE FUROR AROSE as a result of 
principal and teacher conferences late 
last week in which many veteran teach
ers learned, although they had suspected 
II beforehand, that they would probably 
be transferred. 

Under a 1975 abreement approved by 
U.S. District Judge James H. Meredith, 
for the 1978-1979 school year the school 
system must complete the third yearly 
phase of realigning teaching and non
teaching staffs so no less than 30 percent 
of the total at each school Is black or 
white. 

The debate has had some positive and 
clarifying aspects, accordlng to parici
pants. 

" It (the transfer) is not belng done as 
it bas been In some cities like De1roil, 
where ii came as a big surprise," said 
school board member Lawrence E. Ni
cholson. The open and Information meth
ods generally being used are helpful 10 
both teachers and the public, he said. 

" I AM FEELING A little more hopeful 
,that we are opening up channels ot 
communication between blacks and 
whites ... and we all are beginning 10 
understand that this ls creating as much 
anguish In the black community as In 
white neighborhoods," sa.id a white min
ister, the Rev. Robert W. McNamara of 
Grace United Church of Christ. 

Re has been a leader in aoli-trnnsfer 
movements, for the most part centered 
publlcly In South SL Louis, th.is year and 
last fall. 

The week also brought arguments that 
the transfers have become "a numbers 
game" and may disrupt educational 
programs. The view seems to be shared 

by some proponents and most opponents 
or integration. 

For example, Nicholson, who is black 
and has a notable JO.year record of 
leadership in civil rights causes, said at 
a school board Personnel Committee 
meeting that the posslbilily that the 
process could disrupt key education 
programs should be considered. 

If the problem caMOI be solved, 
"perhaps we should go to the coun and 
say the simple matter of numbers 
adversely affects the quality of education 
In this community," Nicholson said. 

NINE OTHER BOARD members at 
the meeting appeared to agr ee with him, 
although Anita Bond, the board's other 
black member, said she would prefer an 
approach " that treated all teachers the 
same way." 

But she qualified her remark by 
saymg, " There are special cases." 

The committee recommended that the 
full board explore the possibility of 
seeking from the court some relief for 
special prog.rams. 

Another legal challenge to the trans
fers could come from an ad hoc group of 
about 150 teachers, chiefly from South 
St. Louis schools, who mel for the Orsi 
lime Monday m the Rev. Mr. McNama
ra's church. 

ACCORDING TO Individuals partici
pating, the group is linmg up plaintiffs 
and possible arguments for a legal action 
to be discussed in a meeting with 
attorney Anthony J. Sestric at 7:30 p.m. 
Thursday at Dewey School, 6746 Clayton 
Ave. 

Sestric Is representing Concerned Par-
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ents for Neighborhood Schools, a group 
opposing mandatory desegregation steps 
in a hearing tha't resumes May 8 before 
Meredith. 

Superintendent Roben E. Wentz is 
scheduled to address the gr oup's next 
meeling at 7:30 p.m. May 16 at the Grace 
church, and the transfer process should 
get much attention. 

As to the possible move by board 
members, "when you have a court order 
ii 's a ver y delicate thing to suggest 
changes, but it's done all the time," an 
auorney for the school board said 
Friday. 

Another attorney In the firm, John H. 
Lashly, reportedly cautioned board 
members In a closed session afler 
Wednesday's tense PersoM el Commiuee 
mee1lng that they must be careful to 
avoid any appearance of defying the 
coun . 

PROPONENTS OF large-scaJe deseg
rega1lon here argue that 1he board 
agreed 10 the staff transrers In 1975 as 
the basis for the judge's consent decree 
and that the third-year phase again was 
ordered by the judge Pa rl I 12. 

"Our view is that the 30 percent 
(minimum of either race for any school 
is not enough, and we have taken that 
position," said J . Gerald Hebert, chief 
attorney In the case for the U.S. Justice 
DepanmenL 

He said the judge issued the latest 
or·der after a long conference with 
attorneys m which representatives of the 
school board outlined possible dltncul-
1ies, " But 1he botlom line was that they 
didn't say 1hey didn' t want to do it or 
couldn't do It." 

Much of the week's debate was on the 
formidable administrative task and hu
man elements of the transfer process. 

It's been said frequently that whites 
will be more affected than blacks, but 
the transfer formula actually Involves 
the same number of each race: ISO black 
and 180 white teachers, and 129 black 
and 129 white non-teachers, according to 
the latest estimates of Burchard Neel 
Jr., associate superintendent for person
nel. 

HIS PROJECTIONS do show a weight 
on whues in percentages. 

Thljt 's because whites constiture only 
about 1,930 (41 percent} of the system's 
4,700 certified teachers and odmmistra
tors, and 2,234 (39 percent} of the total 
roster of employee categories eligible in 
the transrer process, numbering 5,690. 

The computauons also show that an
other aspect of the weight on wbites will 
be in those schools wi1h mostly wh1ce 
staffs V1rtuully all are 1n South St. 
Louis. 

Fifty.one schools have majority white 
staffs, but 10 only four 1s the minority 
(black) staff r epresentation now less 
than 30 percent. Two are special elemen
tary schools, Busch for lhe excepllonally 
gifted, and Gallaudet for the dear and 
the other IWO are Cleveland and S~uth
west High Schools. 

In contrast, 99 schools have majority 
black staffs and 72 of them now have less 
than 30 percent while represe111ation -
66 elementary schools, Pruitt and King 
alternative high schools, and Northwest, 
Soldan, Vashon, Beaumont and Sumner 
high schools. 

It means whites mus1 be taken from 

many schools where stafrs now techni
cally are in compliance with the court 
order to make up for the quota dispari
ties in the predommantly black-sta(fed 
schools, Neel said. 

THE FORMULA SHOULD bring all 
schools into compliance, but not system 
wide staff racial conformity. 

By fall, Neel said, most predominantly 
black-staffed schools will have a 70-J0 
black-while percentage ratio. Schools 
that now have a maJorlly of whites on 
staffs should be at about a 60-40 white
black percentage, roughly the facuhy
non-teaching ratio In the system as a 
whole. 

J. Gerold Hebert 

.. .'30 pct. is not enough' 
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lnJu!\rry :1rc not Immune. In 1960, 
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I H~_r are_ some
1 
of the I ost flagrant 

• , r mis ses: •. 
! • The memo 10,po~pone work. 
f Wh n you get a ~eque t for action, 
• don act. Send_ a/ note aying you're 
J goin _to act. Jhen _ ·ou can • do 

• I not ing for a 1,ule lo1 ger with a 
r clea .conscienqet • 
f • The memo1 to sh w how effi-

~ ~ cie you are. i'i;:ollowi g my memo 
f of e first of !last mo th .... " In 
i.· Qth r .words: ·riL.ook at a lovely 
i fili g sys_tem l'v~ got- et you can't 

fin your coplf ! • 

.. 

The maleyolent m mo. Endless 
vari tions havq been evolved . by 
era y memo I r riters ~ ' put the 
ot~ r man off. 

1
balance, to ir;icul~ate 

feel ngs of guil~ or un orthinessr to 
fen e for suj>erlority o to cover the 
sc er and ~p up th~ recipi~nt . 

The militant menfl . A missive ,, 
l the mild little ·an with a . 
I ive eg~ ·i ho • sen s _it because 
f he' afraid to come an say it. 

I -TJ,e accusaitve memo-:.-de- •• 
sigrted "for th!· record ' It will take 

' I _the !recipient h1ours t~ nswer it.land, 
if ~e does, the sende can always 

·contest the answers. f he doesn't, 
the! memoman'.has hlm "fixed" in 
the I files: 4 The ·staius-ma. ing memo. 

' I . I 
"f tom the desk of. . 'L / ' -The ulti
matt: "1'n idiocy is wlien you 'have 
two' desks corresp~ni~g with each 
other. I · 1 . I 
•· • The "let's win friends and 
spread sw~etness" ;me o. The writer : • I • ., 
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tells each re1;ipient what ' a nice fel- • 
low he is. But because everybody 
gets one; nobody is pleased. 

• Tiu,· "see-how-hard-I'm-work
ing_'' memo. Insecure subordinates· 
are often compulsive communica
tors and shower memos on their 
bosses' desks like confetti. Given 
half a chance, they will spend more 
time telling him what they' re doing 

' than in doing it. _.-:-" . 
_2{:::.:~~ .-·····,,/.·· ,_,,··· . 
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The true memoman is not satis-
fied until he's got pen pals every
where. He builds up his list as jeal-

. ously as any direct-mail specialist. 
Each time he sends out a memo, 
he can spend 15·minutes discussing 
with his secretary who: should have 
it and who shouldn't, what order of 
precedence the names should take, 
who recejves a, copy ~~ the enclo
sures· and who .r,eteives• the unread
able eighth carbon. Most ins_i_~ious -· , 
of all is the blind-copy me•nioman 

• who writes ostensibly for 'one audi
ence but who is actually writing 
·for the ~nseen, unlisted recipients; 
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of the blind COP.Y. Each rtiemoman 
develops his own "in-group" and 

I . 

"out-group." The in-group gets 
eve~thing. The out-group gets noth
ing and only hears the news of

1 
what 

ifs supposed to be doing if a kindly 
in-grouper lends it his copy of the 
memo: The effect is always better iJ 
the in-groupers are the people who 
are n(¥ expecft.4 to act arid the out
grouptrs are ~SC who actually do 
the ·work. 

Getting on fhe right lists can be 
like getting the key to the executive 
washroom. Ifs a real invitation to 
move with the mighty. 

The memo-minded . man often 
de\elops his own vapid voca~ulary. 
He doesn·t ask for .. help .. but for 
"cooperation" or "assistance." He 
doesn ·t "do .. a thing. he .. implements 
these desirable objectives.'. He 

I never uses one word when two will 
. say less. He talks about the "other 
I. alternative," "more preferable" or 

the "final conclusion." 
He wraps it all up ~ woolly 

i : words and obscures the obvious. 
I l 

' I ; SEPTEMBER 1967 . 
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In his hands. "clarific3Fion fills in 
the background with so• many de
tails that the foregro~nd goes under
groun~ •· to borrow an apt phrase 
from a magazine-writer. 

When his memo says he is ''ur
gentJy considering" something. you 
may guess that he may get around 
to thinking about it in a day or so. 

• • I . 

He is the master of the suspense-
filled phrase that leaves ~-oui in Jim
bo.' He never "tells you hov>, wha~ 
why,· where and when all , in one 
place. _He refers you to "my memo 
of ·2kt September las~ to be read 
in conjunction with the attached 
manifesto; see below." His flood of 
paper clogs the arteries of his com
pany .. His spate· of words muddles 
the minds of co-workers and sub
ordinates, his insular attitude para
lyzes the paths to action. ·• ' 
Prevenfion 

• I 

Nev91'theless, the memo C3D still 
be useful in the hands of those who 
know how to use it-that is, as 

. -- -- · 35· 

- ---------

i 
I 

...j 

l 

• 



. ' 

.1 

I I i 
t •• I I ' 
reldo as possible. A emo is I to, 
r emin ' to make llear, Jo confir~. 
~ m o is better th.an J telephone 
'lcall hen it is ne ded t sit on· the . I •. 

• ki_esk d keep -~ef indin , or when 
fit is rief and sent to a ot of hard-

1 ·' 6to-Jo ate people I o that it actually 

raves telephonin time. • . -
Bu remembe a me . is always 
on -way com unicati n·. On the 

phon , at ·]east, 
Mem -bound in itution are always 
fraug t with mi nderst dings and 
res·en ments. THf re • is O 'quicker 
way I or two e~ cutives to ·&et out 
of 

1 
t ch with Y ch oth r than for 

both to retire tJ the seclusion of 
•· their offices anJI start riting each-

. I 
1othe notes. • ~ ; . 

T find out how fa you have 
succ bed to m mo m ia, -examine 
your last. mood~ s outpu of memos 
(if y ur, exasperated sec etary hasn't •• 
throjn the· wh6le lot way). Ask 
your~lf how n\any we e unne~

1
es

sary, I· how m~~y could have been 
hand\ed_ by teleph?ne, how many 
could have beeh' shorte . Then you 
will have the· measure . f your own 

. I 

ready to • stop working in • waste
pap~r. In many cases •=you'll find 
you, do a better job just by doing 
the job rather than writing a memo • • 
about it. ♦ 

If 

., 

J. 

I 
misd~meanors i~· mem raft and bel . 

I 
I t1, I ·1·. 

/ • ;-. 1.· • I .r. 
,I, 

, I •·~' --.a-----, 

I.· · mo .·oa □ 

l IY..I==== 

I' - l . I I 
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