

[image: image6.jpg]






PAGE  
2
       
Internal communication

Internal communication

[image: image15.emf]no

2%

yes

98%


    Priscilla Smedts

    
        20030695

      The Hague University

              “The Hague School of European Studies”
 Supervisor Manuela Hernandez

       


     Zoetermeer July 11, 2007

Table of contents

Management Summary
3
Introduction
5
Chapter 
1:  
CCC Zorg: mission, vision and objectives
9

1.1: 
Mission and vision
9

1.2:
Organization structure
  10

1.3: 
Organization culture
 11

1.4: 
Definition of the problem in depth
 12
            
1.5: 
Conclusion             
14
Chapter 
2:
CCC Zorg’s internal communication
15


2.1: 
CCC Zorg’s policy on its target groups
                                       15




2.2: 
CCC Zorg’s vision on its internal communication
17


2.3: 
CCC Zorg’s internal communication process
19


2.4: 
Conclusion
22
Chapter 3: 

CCC Zorg’s internal communication strategy
24

3.1: 
CCC Zorg’s internal communication strategy
 24

3.2: 
Types of information 
24

3.3: 
CCC Zorg’s internal communication tools                                     25

3.4: 
Conclusion                                                                                   
30
Chapter 4: 

CCC Zorg’s employees                        
31

4.1: 
The employees perception on CCC Zorg internal communication
32

4.2: 
Conclusion                                                                                  
40
Chapter 5: 

Conclusions and recommendations                                   
41



5.1: 
SWOT
41

5.2: 
Conclusion
42

5.3:

Recommendations
43
Reference List


46
Management Summary

This report was made to answer the following question: “To what extent is CCC Zorg’s internal communication effective and how can it be optimized?" . 

SWOT

After extensive research, interviews with CCC Zorg’s management and communication department and a survey among CCC Zorg’s field employees, I was able to draw the final SWOT. The SWOT illustrates to what extent CCC Zorg’s internal communication is effective:

	strengths
	weaknesses
	opportunities
	threats

	Strong mission and vision
	Little contact among field employees
	The diversity of the employees
	The instable homecare market

	Involvement of employees
	Electronic and written communication tools
	
	

	Strong objectives
	Inaccessible social annual report
	
	

	Strong relations with the clients
	Lack of documentation of CCC Zorg’s policy
	
	

	Vitamine CCC
	Internal communication process
	
	

	
	No confidant
	
	


Strengths
CCC Zorg is very strong on its mission, vision and objectives concerning its internal communication. These points lead to involved field employees that have a strong relationship with their clients and therefore, they provide their clients with good service. CCC Zorg’s magazine Vitamine CCC is also a strength in the organization’s strategy. The employees are very loyal readers and it motivates them in their work.

Weaknesses
The survey has shown that the fact that CCC Zorg’s internal communication policy is not officially documented, could lead to confusion and insecurity among the field employees. Besides that, field employees wish to have more contact with each other. They are in the same type of situation and need to share their experiences. CCC Zorg should also take a look at its internal communication strategy. The survey shows that the field employees are not completely satisfied with the organization’s internal communication tools and internal communication process. 

Opportunities and Threats
This report mainly focused on the internal part of CCC Zorg’s communication. But during the analysis of CCC Zorg’s internal communication, I came across two external factors:

1. The fact that CCC Zorg’s employees have diverse ethnic backgrounds, is an opportunity, because different people attract different markets.

2. The market of homecare is instable. Therefore it is extremely important for CCC Zorg to optimize its internal communication policy, because will provide its employees reassurance and security.
Recommendations
After the SWOT, it became clear how CCC Zorg’s internal communication policy can be optimized. The following recommendations were made:

1. Make an official document of CCC Zorg’s  internal communication policy

2. Strengthen the relationship among the field employee

3. Make strict agreements on rules and regulations

4. Set up guidelines for the usage of CCC Zorg internal communication tools

5. Point out a confidant

6. Research the opportunities of  a diversity policy
Introduction

CCC Zorg is a young, resolute and growing organization that started in the year 2000.  In the very beginning, the objective of CCC Zorg was to close the gap in the market of homecare by providing a wide range of home care services, such as domestic help, personal care and nursing care. CCC Zorg has a head office and six establishments: Amsterdam, Beverwijk, Den Haag, Haarlem, Midden-Brabant and Zoetermeer. The organization started small, with a managing director, two office employees, four field employees and 20 clients. In a short amount of time, about 2350 people have enlisted the services of CCC Zorg, and this number is still growing  This makes CCC Zorg one of the fastest growing companies in Europe (acting care manager of CCC Zorg, personal interview, April 13, 2007).
CCC Zorg’s policy is to be very accessible. The organization believes that its employees and clients ought to be comfortable in the organization. When the employees feel comfortable, they will provide high quality services to the clients and therefore, the clients will also feel at ease in the organization. With that in mind, the managing director and establisher of CCC Zorg prefers an informal communication approach in the company (care manager of CCC Zorg, personal interview, March 12, 2007). 

Problem statement
The result of this informal communication approach is that CCC Zorg’s communication plan and communication policy are not officially documented. Reijnders (2006) points out that “information about the policy of the organization is one of the types of information that employees need in order to function effectively. It creates the connection between the employees, describes the identity of the organization clearly and commits the employees to an organization. In cases when there is news about a reorganization, new projects, a new mission of the organization or a change of location, the primary process will pass fluently” (p.125-126).
In the case of CCC Zorg, most of the employees do not receive information about CCC Zorg’s internal communication policy, the objectives or the mission and vision. This makes it assumable that CCC Zorg’s employees are not involved in the organization and that without an accessible and documented internal communication policy, the objectives of CCC Zorg can not be achieved optimally. According to CCC Zorg’s management “it is necessary for the organization to investigate if the internal communication of CCC Zorg is effective and should be optimized” (acting care manager of CCC Zorg, personal interview, April 13, 2007). This research will implicate what activities are essential to optimize the internal communication of CCC Zorg.

The composition of CCC Zorg’s employees is very diverse in terms of age and ethnic background. Since CCC Zorg does not have a documented internal communication policy, it is necessary for the organization to investigate the need for diversity management. (acting care manager of CCC Zorg, personal interview, April 13, 2007)
In this report I will focus mainly on the internal communication policy of CCC Zorg, directed to its employees. 

The end result will be a set of recommendations to the organization.

Central question

To what extent is CCC Zorg’s internal communication effective and how can it be optimized?

Sub questions

1. What is CCC Zorg’s vision on internal communication?

2. Who are CCC Zorg’s internal target groups?

3. What tools does CCC Zorg use to execute its internal communication policy?

4. How do CCC Zorg’s employees perceive the internal communication?

5. How can CCC Zorg optimize its internal communication policy?

Methodology

The methods that I will use in order to answer the central and sub questions

Personal interviews and e-mails
Personal interviews and e-mails with CCC Zorg’s communication department, management and employees will give a clear picture on CCC Zorg’s current situation concerning its internal communication, and will answer the following sub questions:
What is CCC Zorg’s vision on internal communication?

Who are CCC Zorg’s target groups?

What tools does CCC Zorg use to execute its internal communication policy?
Survey

The survey is executed among CCC Zorg’s largest internal target group: field employees. It provides clarity about what the employees feel that should be improved in CCC Zorg’s internal communication, and will answer the following sub questions: 

How do CCC Zorg’s employees perceive the internal communication?

How can CCC Zorg optimize its internal communication policy?
Books
With different books on communication it will become clear with experts view is on the internal communication of a company. The books will provide the theoretical side to the following sub questions:
What is CCC Zorg’s vision on internal communication?

Who are CCC Zorg’s target groups?

What tools does CCC Zorg use to execute its internal communication policy?
How can CCC Zorg optimize its internal communication policy?
Internet

With the theory of different articles on the internet it will become clear with experts view is on internal communication of a company. The articles will provide the theoretical side to the following sub questions:

What is CCC Zorg’s vision on internal communication?

Who are CCC Zorg’s target groups?

What tools does CCC Zorg use to execute its internal communication policy?
How can CCC Zorg optimize its internal communication policy?
When I have answered all the sub questions, I will answer the central question in the conclusion of the report.

Chapter 1 CCC Zorg:  mission, vision and objectives

This chapter briefly explains the mission and vision of CCC Zorg, the organization structure and culture, and the current situation of CCC Zorg’s internal communication. Throughout this chapter the problem that CCC Zorg faces in its internal communication will become clear.

1.1  Mission and vision

As mentioned before, CCC Zorg has an informal communication approach but lacks a documented communication plan and a communication policy. There is no official record of CCC Zorg’s mission or vision. The communication department of the organization does not have the mission and vision documented, and referred me to one of the care managers that has been in the organization from the very start. This care manager states that the mission and vision of CCC Zorg is: 

     “CCC Zorg aims to keep its clients satisfied. CCC Zorg is an accessible organization, and  believes that employees feel most at ease in such an organization. When the employees feel at ease, they are able to provide good services to the clients and therefore, the clients will also be comfortable in the organization, because the services that CCC Zorg provides are satisfying.” (care manager of CCC Zorg,  personal interview, March 12, 2007)

CCC Zorg wants to provide good services to its clients and believes that an accessible organization, comfortable employees and satisfied clients are connected to each other. Therefore, CCC Zorg has an informal internal communication approach, so that the organization is accessible to its employees, and they will feel comfortable and therefore provide good services to CCC Zorg’s clients.

1.2 Organization structure

According to Mintzberg (2006), “every organization exists out of a strategic top, a middle management and an operational core. Besides these three staff lines, organizations often have a supporting staff and a preparing staff” (p.16-17).
The following  graph illustrates the staff lines in CCC Zorg:

Organizational chart of CCC Zorg
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CCC Zorg does not have an organizational chart or any official report on the communication flows. This organization chart is drawn after the description of one of the acting care managers of CCC Zorg. According to this  onacting care manager, who has been in the organization from the start in 2000,  the communication lines of CCC Zorg are:
CCC Zorg has a strategic top: the managing director. She has the highest position in the hierarchy of the organization. She is also the f  inancial specialist of the organization and is responsible for the financial handling of the organization, this means that she performs the tasks of the preparing staff.  The managing director has little or no contact with the clients of CCC Zorg.

The middle management of CCC Zorg: the care managers and the acting care managers. They are in a strategic line between the strategic top and the office and field employees. Every establishment of CCC Zorg has a care manager and an acting care manager. They manage the daily events and are responsible for the operational core. They only have contact with the clients when major problems occur and the operational core needs help. The care managers and acting care managers report to the managing director.

The operational core of CCC Zorg: the office employees and the field employees. The office employees are the planners, administrative staff, the communication department and the human resource department. They report to the care managers and acting care managers. The field employees are the cleaners and the trained nurses. They report to the planners and the (acting) care managers.

CCC Zorg does not have the two staff lines according to the theory of Mintzberg: the preparing and supporting staff. When needed, the managing director of CCC Zorg hires people/organizations for certain tasks, such as juridical advisors. (acting care manager of CCC Zorg, personal interview, April 13, 2007)

1.3 Organization culture

The organization culture is based on the norms and values that an organization obtains. It concerns a great number of matters on the level of how people deal with each other and what employees in a company consider to be ‘normal’.

Michels (2001) describes four different types of organization cultures (p.75): 

1. Power culture (the organization is dominated by one powerful leader)

2. Role culture (employees work according to strict procedures, there is little place for two way communication)

3. Task culture (a decentralized organization in which the employees take their own initiatives, there is clearly two way communication)

4. Person culture (the employees have much freedom, there is little hierarchy and informal communication) 
In the case of CCC Zorg there is a mix of task culture and person culture. Among the (acting) care managers and office employees, there is a person culture. This means that there is little hierarchy. The managing director clearly has the highest position in the organization, but the (acting) care managers and office employees are independent. The communication between them and the managing director is informal.

On the other hand, between the (acting) care managers and office employees and the field employees there is clear sense of task culture. The field employees can take their own initiatives, and there is question of two-way communication. When problems occur, they tempt to fix it with the (acting) care managers and office employees. (acting care manager, personal interview, April 13, 2007)
1.4 Definition of the problem in depth

As already mentioned in the introduction, CCC Zorg has an informal communication approach.  Nevertheless, the organization does have a vision on its internal communication. According to the communication department, CCC Zorg’s vision on the organization’s internal communication is as follows: 

     “CCC Zorg aims, in its communication utterances to give a clear message to all its employees. The organization does not use complex language, but clear and simple sentences. CCC Zorg wants to inform its employees and clients about what the company produces. The objective of CCC Zorg is to be seen as a networking partner, and tries to carry that out in its communication expressions.” (CCC Zorg’s communication department, personal email, April 11, 2007)

Michels (2001) points out that a clear vision on internal communication is vital for the functioning of an organization. Internal well functioning is connected to external well functioning. It is important that everyone in the organization has the same goal in mind about the organization’s (desired) identity, accepts it and carries it out. (p. 122)
It is necessary for CCC Zorg to investigate if CCC Zorg’s internal communication policy is effective, because of the lack of a structured internal communication can lead to confused em ployees that are not committed and involved with the organization. According to Phil Rabinowitz (2003), “good internal communication is the glue that holds an organization together” (“Promoting  internal communication?”  section, para.1)
As already mentioned in the introduction, the composition of CCC Zorg’s employees is very diverse in terms of age and ethnic background. CCC Zorg has office and field employees that are from different countries, such as Curacao, Surinam, Norway, Czech Republic, Morocco and Turkey. And ages that vary from 18 to 55 years (database of CCC Zorg’s employees, retrieved at April 4, 2007)  

The diversity of the employees of CCC Zorg provides the organization with many opportunities. 

“A divers personnel file attracts a broader group of clients” (van der Ven, de Groot & de Vries, Werk maken van diversiteit, Juli/August, 2004) 
This theory works in practice for CCC Zorg when looking at the requests of the clients of CCC Zorg. According to a care manager of CCC Zorg: 

“Many clients want a field employee from the same ethnic background. Often you see that a Indian client wants help from a Indian field employee.” (care manager of CCC Zorg, personal interview, March 12, 2007)

The diversity of CCC Zorg’s employees provides the organization many opportunities. Therefore it is important for CCC Zorg to investigate the possibility of a diversity policy after its internal communication is optimized.
1.5 Conclusion

In this chapter it became clear that CCC Zorg aims to have a formal internal communication approach. There are a few points that CCC Zorg should reconsider:

The lack of officially documented guidelines such as CCC Zorg’s mission and vision, communication lines, CCC Zorg’s vision and policy on its internal communication, could lead to lack of clarity in the communication department, management and therefore among the employees and clients. During the analysis of the internal communication of CCC Zorg it will become clear what problems can arise when an organization does not have documented guidelines.

Many employees of CCC Zorg are from different ethnic backgrounds. This provides the organization with many opportunities, because different people attract different markets.

The following chapters will analyze CCC Zorg’s internal communication policy. This will make clear on which points there is room for improvement, so that CCC Zorg can optimize its internal communication.

Chapter 2: CCC Zorg’s internal communication
In this chapter, CCC Zorg’s policy and objectives on its internal target groups will be explained. CCC Zorg’s vision on its internal communication will be analyzed and the internal process that the organization uses to meet its employees information needs will be discussed.

2.1 CCC Zorg’s policy on its internal target groups

CCC Zorg’s target groups
Internal target groups are groups of people within an organization. Reijnders (2006) states that “employees are considered as the target group that an organization directs its messages to. These groups of people need information in order to function well in the organization. They have an information need, and the organization aims to fulfil their needs by directing its messages to them according to its internal communication policy” (p.236).  According to an acting care manager of CCC Zorg, its internal target groups are:

· managing director

· personnel department

· care managers and acting care managers

· office employees

· field employees

· partners/family members of employees

(Acting care manager of CCC Zorg, personal interview, April 13, 2007)
CCC Zorg’s policy

Ac
According to the communication department of CCC Zorg, the organization’s policy on its internal target groups is that:

“Employees should be informed in comprehensible language about the developments in the organization” (CCC Zorg’s communication department, personal interview, May 8, 2007)

This means that CCC Zorg’s internal communication policy stands for the use of simple, clear and easy understandable language in its messages. The organization does not want to confuse its employees with difficult texts. Therefore, you can say that CCC Zorg aims to have an understandable internal communication policy. 

CCC Zorg’s objectives

CCC Zorg’s mission and vision is to make its employees to feel comfortable in the organization so that they can provide good services to the organization’s clients. CCC Zorg wants its employees to feel at ease by providing them with information in an understandable way and by strengthening the bond among them and by involving the employees in the organization’s developments. In this respect, CCC Zorg’s objectives concerning its internal communication policy are:

1. To strengthen the bond among the employees and CCC Zorg.

2. To provide the employees with information.

(CCC Zorg’s communication department, personal email, May 8, 2007)

You can say that CCC Zorg is consistent due to the fact CCC Zorg’s objectives concerning its internal communication policy are strongly linked with the mission and vision. The survey taken among the field employees shows that CCC Zorg’s employees want the same as the organization. Most of the employees wants to strengthen the bond with their colleagues: 92% of them wishes to have more contact with their colleagues. (survey among field employees May 31, 2007) This means that it is important for CCC Zorg to obtain its objectives.

2.2  CCC Zorg’s vision on internal communication

In any organization, the vision on its internal communication is important, because it gives direction to the internal communication policy. The vision explains the organization’s internal functioning and communication needs.

According to Michels (2001), the basic principles of developing a vision on internal communication are (p.126):

· The organization needs to make clear on what level there should be a sense of connection among the employees and between the employees and the organization.

· There should be a segmentation of target groups and information. 

· The amount of transparency in the organization.

· Personal information or through diverse canals. 

· Is the information formal or informal? Does the information always flow through the same canals?

· The direction of the communication, is it mostly top-down or also the other way around?

· Independence. Do the employees have the possibility to express their opinion? 
 CCC Zorg’s communication department explained the organization’s vision on its internal communication (see section 1.4). Here are some interesting points on the organization’s vision on its internal communication:

CCC Zorg aims to keep its employees involved with eachother and with the organization. To achieve this, the key points in CCC Zorg’s vision on its internal communication are: information, clarity and simplicity. CCC Zorg shows to be consistent because these key points fit with the organization’s mission and vision and objectives.
This means that CCC Zorg’s prefers to keep the messages to its employees understandable. However, the organization’s vision does not say if the organization aims to have an open communication climate.

CCC Zorg should also take a look at the definition ‘networking partner’. This term is not explained in the organization’s vision. This might lead to confusion about how CCC Zorg intends to be a networking partner to its employees. CCC Zorg needs to define the term networking partner and explain what this means to its employees. For example, the organization needs to explain to what extent the employees are entitled to express their own opinion and if they have an impact on the decision making of the management. Answers to these questions will be further explored in the next chapters.

The above mentioned types of information should always be included in an organization’s vision on its internal communication. In the case of CCC Zorg, the vision on its internal communication is not clearly explained. 

If an organization’s internal communication policy is not clear, there is a possibility that a situation can occur in which the communication department is confused on how they should handle it, because every person has his or her own interpretation on the internal communication policy and the vision on the policy. The fact that there are no officially documented guidelines could lead to confusion in the organization’s communication department and therefore, employees could receive mixed messages from the organization. 

CCC Zorg should reconsider if they want to document the organization’s vision and internal communication policy.

2.3 
CCC Zorg’s internal communication process

In any kind of organization, it is necessary that the information flow is effective. As mentioned before in chapter 1, CCC Zorg has a top down hierarchy consisting of the managing director, the care managers, the office employees and the field employees.  Depending on their tasks and their place in the organization’s hierarchy, every target group develops distinct working values and information needs. This means that the present internal communication tools have to be used in ways that suit every target group. Reijnders (2006) points out that the information need of an employee depends on (p.134):

1. The subject and the involvement of the individual with that subject.
2. The values of the individual in his/her work.
3. The hierarchical position in the organization.
The next chapter will explain the communication lines between the strategic top and the operational core of CCC Zorg.
CCC Zorg’s internal communication process
Before, announcements and messages always went from the strategic top of the organization to the management and then to the employees. Nowadays, the communication process is based on two-way traffic. This means that employees also provide the strategic top with information.

Vertical communication :  top-down ↓ vs. bottom up ↑  communication

Michels (2001) points out that “there are two types of vertical communication: top down and bottom up. The objective of top down communication is to inform about measurements, instructions and policy. The objective of bottom up communication is to inform the management and managing director about the daily working life” (page 130)
CCC Zorg uses both top down communication and bottom up communication. The (acting) care managers and the managing director of CCC Zorg are involved in the daily working life in the organization. The (acting) care managers of each establishment of CCC Zorg work closely with the office and field workers and have a clear sight of current issues. If problems occur, when necessary, the care managers have contact with the clients. The care managers then report to the managing director. The managing director has little contact with the office employees and no contact with the field employees. (acting care manager, personal interview, April 13, 2007)
The lack of contact between the managing director and the office-and field employees contradicts with CCC Zorg’s mission, vision and objectives. Michels (2001) states that “it is important that the strategic top does not only depend on the information that it receives from the (acting) care managers”(p.130) The strategic top should also go to the work place and make contact with the office and field employees. This does not only profits the managing director, but it will involve the office and field employees more in CCC Zorg and they will have the feeling that the organization is interested in them. 

CCC Zorg should also take a look at the top down communication. The survey shows that 13% of the employees of CCC Zorg say that they have had problems with confusing communication from the organization. This is a lack in the internal communication that CCC Zorg really should look at. (survey among field employees, May 31, 2007) 
Horizontal communication ↔

Horizontal communication is the exchange of information between employees who have the same position in the hierarchy in the organization. Meetings and intranet are tools to advance this kind of communication. 

Horizontal communication between the management and office employees take place on a regular base. CCC Zorg uses internal communication tools to make horizontal communication easy, such as work meetings and the FTP server (replacement of intranet) (CCC Zorg’s communication department, personal email, April 11, 2007). 
Even though CCC Zorg uses different internal communication tools for its horizontal communication, things can go wrong. The following example given by one of the acting care managers of CCC Zorg illustrates that there is a lack in the organization’s horizontal communication:

     “The care manager was on holiday for two weeks, so I went  to the work meeting with the care managers instead. Normally we always take minutes during the work meetings, but this time we did not. I had made my own report. We made a decision about the work procedures of the field employees. 

     Two weeks later there was another work meeting with the care managers. This time the care manager went to the meeting. Something else was decided on the work procedures of the field employees and the care manager informed the field employees of our establishment in their work meeting.

      Because I doubted  the decision that was made in the second work meeting, I made some calls and asked if the decision made in the first or the second work meeting was right, they told me the decision of the first meeting was right. 

      After this confirmation, I made a letter to the employees to correct the information given in their work meeting. But a week later, I heard that the decision made in the second work meeting of the care managers was the right one after all. So we had to tell the employees that the letter they had received, contained the wrong information.” (Acting care manager of CCC Zorg, personal interview, April 13, 2007)

There are a few faults made in the horizontal communication in this situation. Firstly, work meetings of the management are extremely important, because they have to lead the rest of CCC Zorg’s employees. Therefore, minutes should always be taken during these meetings. If not, it can, like the situation above, easily lead to confusion on what was decided or not. 

The second fault in the horizontal communication of this situation is that the procedures rapidly change. The communication in the management needs to be optimized so that situations like this can be avoided in the future. The management should always agree with each other, before they inform the employees. If they do not agree, it can lead to confusion among them, and therefore they confuse the employees with mixed messages.

Parallel communication

With parallel communication, the communication that comes from the strategic top of an organization does not pass through one line, but the organization communicates with all the employees.

To inform different internal target groups at the same time, CCC Zorg uses internal communication tools such as Vitamine CCC, FTP server, memo’s, formal letters, and emails (acting care manager of CCC Zorg, personal interview, April 13, 2007). With these tools, the organization is able to reach its target groups at the same time. 
Informal communication

CCC Zorg uses the three types of communication lines, vertical, horizontal and parallel. Since the organization prefers to have informal internal communication policy, they also use informal communication tools. CCC Zorg prefers to provide its employees with verbal messages and supports these messages by using written tools, such as letters and emails. (acting care manager, personal interview, April 13, 2007) 
2.4 Conclusion

CCC Zorg aims to provide its employees with messages that are understandable. Therefore, CCC Zorg is very consistent when it comes to its objectives concerning its internal communication policy and its mission and vision.

CCC Zorg should adjust its vision on its internal communication policy. Because a lack in the vision of an organization’s internal communication policy could lead to confusion in CCC Zorg’s communication department, and therefore it is possible that the employees receive mixed messages.

CCC Zorg should also look at its communication process. The fact that the managing director has almost no contact with the office and field employees contradicts with the organization’s mission, vision and objectives,

In both CCC Zorg’s top down and horizontal communication lines there have been examples of inefficiency. CCC Zorg should look at its communication lines, in order to prevent these type of problems.

The next chapter will analyze CCC Zorg’s strategy. In this chapter, it will become clear if the organization’s policy and objectives fit the strategy of CCC Zorg.

Chapter 3: CCC Zorg’s internal communication strategy

This chapter explains the types of information that internal target groups of an organization need to function well in the organization, and CCC Zorg’s internal communication tools will be analyzed. Throughout this chapter it will become clear on what points in CCC Zorg’s strategy there is room for improvement.

3.1 CCC Zorg’s internal communication strategy

After defining its mission, vision, internal communication vision and objectives, an organization deters its internal communication strategy. The strategy states how and with what tools the organization wants to attain its objectives. 

As mentioned before, CCC Zorg’s managing director prefers to have an informal internal communication approach. The fact that the organization’s internal communication strategy is not documented, might lead to communication problems, such as lack of clarity and inefficiency.

3.2 Types of information

Koeleman (2001) states that, “within an organization, there are four types of information that contribute to the employees’ functioning task information, policy information, P&D information and motivating information” (p. 132). The types of information provided to CCC Zorg’s internal target groups are:

1. Policy documents (information about the daily events of the organization and prospects for the future)

2. Motivating information (information that is necessary to create a positive climate, mostly combined with the other types of information)
3. Task information (information to make sure that the activities will be accomplished by the right client at the right time, e.g. planning’s and work schedules)
4. P&D information (information about the facilities and regulations in the organization e.g. working conditions)

5. Changes in the market (of homecare services)
6. Entertainment/relaxing stories

(CCC Zorg’s communication department, personal email, May 8, 2007)

CCC Zorg uses internal communication tools in order to transport the information to its employees. Chapter 3.3 will explain these internal communication tools.
1.3 CCC Zorg’s internal communication tools

CCC Zorg’s written tools

As mentioned before, CCC Zorg aims to have an informal internal communication approach. Therefore, CCC Zorg prefers to provide its internal target groups with verbal messages, and to support these messages, CCC Zorg uses written tools.

The following graph illustrates CCC Zorg’s written tools:


[image: image3]
(acting care manager of CCC Zorg, personal interview, April 13, 2007)

Below CCC Zorg’s written internal communication tools are explained:

Vitamine CCC

Vitamine CCC is CCC Zorg’s magazine that appears every three months. The magazine is directed at diverse target groups: CCC Zorg’s (acting) care managers, office and field employees, clients, but also to the medical field (e.g. doctors, hospitals). Vitamine CCC contains information about changes in the organization, motivating information, interviews with employees and policy information. The magazine is made to create more brand awareness about CCC Zorg.

Manual/ Guide books

CCC Zorg provides its employees with a manual. It contains CCC Zorg’s rules and regulations and explains how to have contact with the clients. Besides the manual, CCC Zorg has different guide books for its employees with different protocols (e.g. how to give a client an injection or how to provide correct care). The protocols are not bundled in one manual. The communication department of CCC Zorg is responsible for the manual and guide books.

Social annual report

CCC Zorg has an annual report. This report is only accessible for the managing director. This indicates that the managing director of CCC Zorg does not prefer an open communication climate. 

The following example of an acting care manager of CCC Zorg illustrates that the organization does not give access to its social annual report:

      “I was working at CCC Zorg for a few years and besides that, I did a management course. For this course, I needed to look into a social annual report of any organization. Since I am working at CCC Zorg, I was interested in our social annual report, but I did not get permission to look into CCC Zorg’s social annual report. So I had to ask for the social annual report of the firm that my husband worked for in that time, and this report was accessible for its employees.” (acting care manager of CCC Zorg, personal interview, April 13, 2007)

Michels (2001) points out that “it is valid for an organization to provide its employees with information about the organization’s labor relations, employment and economical prospects. Employees will feel more involved in the organization if they have access to this type of information” (p.144)  The survey taken among CCC Zorg’s field employees shows that 87% of them is interested in CCC Zorg’s social annual report and wants to have it published (survey among field employees, May 31, 2007). This is a sign that CCC Zorg should consider if it wants to publish its social annual report or not. 

CCC Zorg’s other written tools

Furthermore, CCC Zorg uses other written tools to provide its internal target groups with information.

CCC Zorg’s written tools

	
	To which target groups?
	Who is responsible?
	What type of information?
	Comment:

	Formal letters
	(acting) care managers, office employees, field employees
	managing director, (acting) care managers, communication department
	task information,

policy information,

P&D information
	The information is mostly changes or announcements

	Email
	(acting) care managers, office employees, field employees
	Managing director, (acting) care manager, communication department
	task information 
	For employees that have access to the internet

	Memo’s
	(acting) care managers, office employees, field employees
	Managing director, (acting) care manager, communication department
	task information, P&D information
	

	FTP-server
	Managing director, (acting) care managers, office employees, field employees
	Managing director, (acting care managers), communication department
	task information, policy information, P&D information
	Is a replacement for intranet. every formal letter made by CCC Zorg is available on the FTP-server


CCC Zorg’s verbal tools

The following graph illustrates CCC Zorg’s verbal tools: 


[image: image4]
(acting care manager, personal interview, April 13, 2007)

Work meetings

	Type of meeting
	Responsible
	Type of 

information
	Frequency

	Managing director with care managers (all establishments)
	Managing director
	Task information 

Policy information

P&D information

Motivating information
	Once a month

	Care manager & Acting care manager 
	Care manager
	Idem
	Once a week

	Office employees
	Care manager
	Idem
	Once a month

	Cleaners (field employees)
	Care manager or acting care manager
	Idem
	Every three months

	Nurses (field employees) & planners
	Care manager & acting care manager
	Idem
	Every six weeks


Staff revisions
	Employee
	Assessor
	Frequency

	Care managers & acting care managers
	Managing director
	Once a year

	Office employees
	Care manager 
	Idem

	Field employees
	Care manager
	Idem


Personnel gatherings

For the office employees a personnel gathering takes place every year. The purpose of these gatherings is to create a relationship among the employees and to commit the employees to the organization. It is a day for employees to have contact in an environment outside the workplace. The (acting) care managers and office employees of all CCC Zorg’s establishments take part in this gathering. 
CCC Zorg organizes a second personnel gathering, for the office- and field employees, but this gathering is organized per establishment. The reason for this is the great amount of field employees per establishment. 

Courses/Trainings/Workshops

All CCC Zorg’s employees have the possibility to follow a course, training or workshop. CCC Zorg provides them with a wide range of courses, trainings and workshops.

3.4 Conclusion

CCC Zorg should consider to make its social annual report accessible to its employees. The example and the survey results say clearly that the employees are interested in the report. 

The next chapter will focus completely on CCC Zorg’s employees. The survey taken among the field employees will be analyzed and their opinion on CCC Zorg’s internal communication policy will become clear. 

Chapter 4: CCC Zorg’s employees

During the analysis of CCC Zorg it became clear that the organization’s internal communication policy is not optimal. Interviews with CCC Zorg’s communication department, a care manager and an acting care manager gave a clear picture on the organization’s side of internal communication. 

This chapter will give a more balanced view on CCC Zorg’s internal communication policy, because it will show the opinion of the organization’s largest internal target group: CCC Zorg’s field employees. It will show to what extent CCC Zorg’s field employees are satisfied and how they feel about the organization’s internal communication policy.

4.1 Survey

The survey among the field employees was taken on 31st of May 2007 at CCC Zorg Zoetermeer. This day was chosen because on the last day of every month the field employees have to hand in their working hours registration forms. So this is the day that the field employees are most easy to reach. 88 out of the 94 field employees of Zoetermeer responded. All the establishments included, CCC Zorg has about 600 field employees. (acting care manager of CCC Zorg, personal interview, April 13, 2007)
CCC Zorg’s field employees are nurses and cleaners, and they have extensive contact with the organization’s clients. They are the largest target group to which CCC Zorg directs its messages too and about whom CCC Zorg states in its mission and vision that it wants them to feel comfortable in the organization so that they will provide good services to CCC Zorg’s clients. This is the ground reason that I chose this target group for the survey. 

4.2  The employees perception on CCC Zorg’s internal communication

CCC Zorg’s mission and vision

Since CCC Zorg’s mission and vision states that it wants its employees to feel comfortable in the organization, this is one of the questions asked in the survey. The following chart shows the results of this question:

“I feel comfortable in the organization”

[image: image1.jpg]


As you can see in the chart, the survey shows that CCC Zorg has reached the goal of its mission and vision. 98 % of the employees feel comfortable in the organization and are involved with the developments of CCC Zorg.  
According to one of the planners of CCC Zorg, the field employees feel comfortable at CCC Zorg because CCC Zorg provides them with flexible working hours. The field employees get their own clients, so that they can create a relationship with these clients. In that prospect CCC Zorg differs from other homecare organizations where employees always get different clients. (planner of CCC Zorg, personal interview, June 18, 2007)

This is a strength of CCC Zorg and the organization should proceed with the flexible working hours and let the field employees have their own clients, because this makes them feel involved in the organization.

As mentioned before, CCC Zorg’s mission and vision is not officially documented. In previous chapters, I advised CCC Zorg reconsider this. I asked this question in the survey because I wanted to make sure that CCC Zorg’s field employees are interested in the organization’s mission and vision. The following chart shows the result of this question:

 “I think that CCC Zorg’s mission and vision
 should be officially documented” 
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94% of CCC Zorg’s employees value the organization’s mission and vision and think that it should be officially documented.

According to a planner of CCC Zorg, the reason that CCC Zorg’s field employees prefer the organization’s mission and vision to be officially documented is because recently the market of homecare has been instable. There has been news about other homecare organizations that have gone bankrupt or homecare organizations that have turned over their policy. Therefore, an officially documented mission and vision will give the field employees reassurance and security. (planner of CCC Zorg, personal interview, June 18, 2007)

These results show that CCC Zorg’s strategy concerning its mission and vision is successful: the field employees feel comfortable in the organization, and are able to create a relationship with their clients, so that they can provide good services. However, the field employees prefer the organization’s mission and vision to be documented. CCC Zorg should consider to meet this need because it will provide the employees reassurance and security.

CCC Zorg’s objectives

               “I feel involved in the organization”
[image: image6.jpg]One of CCC Zorg’s objectives with its internal communication is to involve the employees in the organization. Therefore I needed to know if CCC Zorg’s employees feel involved in the organization. The chart on the right illustrates the results of this question:

The survey shows that 98% of the field employees feel involved in the organization. 
According to a planner of CCC Zorg, the reason is that the field employees get the possibility to create a relationship with their clients. Besides that, they are independent, the organization listens to them and they can express their opinion in the work meetings. This makes them feel involved in the organization. (planner of CCC Zorg, personal interview, June 18, 2007)

Besides the question if there is a need for an officially documented mission and vision, I wondered if it would make the field employees feel even more involved in the organization. The following chart shows the result of this question:

“I would feel more involved in CCC Zorg, if  the 

organization’s mission and vision was officially documented”
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The survey shows that 90% of the employees would feel even more involved in the organization if they know what CCC Zorg’s mission and vision is.
The fact that CCC Zorg’s employees feel involved and appreciated, proves that the organization is successful in that part. 

But, as mentioned before, CCC Zorg should consider if it wants to officially document its mission and vision because the field employees say that they would feel more involved in the organization if they know what CCC Zorg mission and vision is. This shows the importance of an organization’s mission and vision again.

CCC Zorg’s field employees mostly work solo. Therefore I needed to know if the field employees feel that there is a positive working environment and if they think that they have enough contact with their colleagues.  The result of this question is shown in the following chart:

“I wish to have more contact with my colleagues”
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The survey shows that 94% of the employees feel that there is a loyal atmosphere in the working environment, but as mentioned before in chapter 4, 92% wishes to have more contact with their colleagues. 

According to a planner of CCC Zorg, the reason behind this is that they mostly work solo. The field employees want to know how some matters can be improved. It is important for them to exchange their experiences, to share certain things, because they are more or less in the same situation. (planner of CCC Zorg, personal interview, June 18, 2007)

As mentioned before in chapter 2, this result shows that CCC Zorg and its employees want the same, they both want to strengthen the relationship among the employees. It is important for CCC Zorg to enhance the contact between the field employees, so that they can exchange experiences and see how matters can be improved.

CCC Zorg’s  internal communication

During this report, the fact that CCC Zorg’s entire internal communication policy is not officially documented returned several times in this report. Therefore it was necessary for me to ask the field employees if they feel that the internal communication policy should be documented. The following chart shows the answer to this question:
“I think that CCC Zorg’s internal communication

 policy should be officially documented”
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92% of CCC Zorg employees think that CCC Zorg’s internal communication policy should be officially documented. 

According to one of CCC Zorg’s planners, the field employees want CCC Zorg to officially document its internal communication policy is the same reason that they want the organization’s mission and vision to be documented. Because of the instability in the market of home care. An officially documented internal communication policy will provide them with reassurance and security. (planner of CCC Zorg, personal interview, June 18, 2007)

CCC Zorg should really reconsider this, because the fact that the organization’s internal communication policy is not officially documented is stressed several times during this report. The survey and the interview with one of CCC Zorg’s planners prove that a documented internal communication policy will provide the field employees with reassurance and security.

CCC Zorg’s internal communication process

Previous chapters of this report have shown that the internal communication process of CCC Zorg is not optimal. Due to the fact that CCC Zorg does not have a structured internal communication policy, I wondered if the field employees have had problems with miscommunication or mixed messages from CCC Zorg. The answer to this question is illustrated in the following chart:
“I have had problems with miscommunication of CCC Zorg” 
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13% of the employees state that they have had problems with confusing communication coming from CCC Zorg. 6% of the employees state that they receive mixed messages on a regular basis from the organization. 

The example in chapter 2, page 18 of this report, already showed that it can happen that the management does not agree with each other and that they sent out mixed messages to the field employees. This means that the horizontal communication lines are not optimal. The survey shows that employees sometimes receive mixed messages, this means that CCC Zorg’ s top down  communication lines are not optimal. CCC Zorg  really should look at this so that it can optimize its internal communication streams.
CCC Zorg’s communication tools

During the survey the opinion of CCC Zorg’s field employees on the organization’s internal communication tools became clear. The following paragraphs illustrates how the employees feel about CCC Zorg communication tools:
“CCC Zorg has enough and relevant communication tools”
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Although 90% of the employees state that they feel that CCC Zorg has enough and relevant communication tools, they think that there is still room for improvement on a few points:

                       “I think that CCC Zorg should have a confidant”
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92% of CCC Zorg’s employees feel that CCC Zorg should have a confidant and would go to this confidant when problems occur that they can not discuss with the (acting) care manager or the planner. 

According to a planner of CCC Zorg, the reason that there is a need for a confidant is that the field employees have extensive contact with their clients. In time, they create a relationship with them. Many clients are lonely and share their problems with their field employee. Sometimes the field employees need to share their clients’ problems with an independent person that does not know the client. (planner of CCC Zorg, personal interview, June 18, 2007)

This survey and the explanation given by CCC Zorg’s planner shows that there is a strong need for a confidant and CCC Zorg should reconsider this. 
“CCC Zorg’s electronic communication tools

 are efficient and  effective”
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The survey shows interesting results when it comes to the electronic communication tools.

42% of the field employees think that the electronic communication tools are effective, 42 % disagrees and 16% does not know if they are effective.

According to a planner of CCC Zorg the fact that 16% does not know if the electronic communication tools are effective because they do not have access to the internet on a regular basis, so they do not use it. And the fact that almost half of the employees is not satisfied with the electronic communication tools is because CCC Zorg is not consequent with the use of CCC-email. One day, messages are provided through e-mail and by post, and the other day CCC Zorg sends it only by post. This is confusing for the field employees. (planner of CCC Zorg, personal interview, June 18, 2007)
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“I use CCC-email”


This results in the fact that only 35% of the field employees use CCC-email. 

It means that CCC Zorg’s electronic communication tools are not efficient and effective. If CCC Zorg wants to optimize its internal communication, the organization should reconsider its use of electronic communication tools.  

“CCC Zorg written tools have good quality” 


88% of the field employees is satisfied with the quality of CCC Zorg’s written tools. Nevertheless, this means that 12% is not satisfied. 

According to a planner of CCC Zorg, some field employees are not satisfied with the quality of CCC Zorg written tools is that they often hear different things. For example, one day they receive a letter about the rules and regulations about the working hours forms and the next day it is changed. The field employees want clarity. (planner of CCC Zorg, personal interview, June 18, 2007)
In despite of the fact that 88% of the employees are satisfied with the written tools, the explanation of CCC Zorg’s planner shows that CCC Zorg should take look its written communication tools. The organization’s decisions change on a regular basis, and this is not what the field employees want, they need clarity.
“I read Vitamine CCC on a regular basis”

CCC Zorg’s magazine Vitamine CCC has a high value among the field employees. 98% of the employees read it on a regular basis. 

According to a planner of CCC Zorg, almost every field employee reads the magazine because it contains information about the other establishments, contains entertainment and reports the employees that have graduated, so it is also a stimulant. (planner of CCC Zorg, personal interview, June 18, 2007)
The survey results that Vitamine CCC is a huge success. As CCC Zorg’s planner explains, it is a stimulus for the employees and that will keep them involved in the organization. CCC Zorg should continue with its magazine.

“CCC Zorg should publish its social annual report”


87% of CCC Zorg’s employees is interested in the organization’s social annual report and wants to have access to it. In chapter 3, the example already pointed out that the employees want CCC Zorg’s social annual report to be published. 

According to the planner of CCC Zorg the reason that the field employees want the social annual report published is the same reason as that they want the organization’s mission, vision and internal communication policy documented. It provides clarity and reassurance. (planner of CCC Zorg, personal interview, June 18, 2007) 

The survey shows that CCC Zorg’s social annual report needs to be published. The organization should take a look into this, because it provides the employees clarity and reassurance.

4.2 Conclusion

The survey gave some interesting results about CCC Zorg’s field employees opinion on the organization’s internal communication policy. 

CCC Zorg has obtained its objectives concerning the involvement of the field employees. Almost every employee feels comfortable, appreciated and involved in CCC Zorg. Besides this, most of them read Vitamine CCC. These are some strong points and CCC should maintain its policy on that level.

But there are a few points that CCC Zorg should reconsider:

Most of CCC Zorg’s field employees prefer an officially documented mission, vision and internal communication policy. Since the previous chapters that analyzed CCC Zorg’s internal communication mentioned this many times, CCC Zorg should consider if it wants an officially documented internal communication policy.

Other points for improvement:

- The need for more contact among the field employees

- The problems with miscommunication in the top down communication lines
- The need for a confidant

- The inefficiency of the written and electronic communication tools

- The need for a published social annual report

This chapter gave a balanced vision on CCC Zorg’s internal communication policy, the next chapter will answer the central question and gives recommendations on how CCC Zorg can optimize its internal communication policy.

Chapter 5: Conclusions and recommendations
Throughout the report it became clear on what points CCC Zorg’s internal communication is effective or not. This chapter will answer the central question:  To what extent is CCC Zorg’s internal communication effective and how can it be optimized?
5.1 SWOT

	strengths
	weaknesses
	opportunities
	threats

	Strong mission and vision
	Little contact among field employees
	The diversity of the employees
	The instable homecare market

	Involvement of employees
	Electronic and written communication tools
	
	

	Strong objectives
	Inaccessible social annual report
	
	

	Strong relationship with the clients
	Lack of documentation of CCC Zorg’s policy
	
	

	Vitamine CCC
	Internal communication process
	
	

	
	No confidant
	
	


5.2 Conclusion

To what extent is CCC Zorg’s internal communication effective?

CCC Zorg has a strong mission and vision and has achieved the goal in its mission and vision: CCC Zorg’s employees feel comfortable in the organization and because of the working methods of the organization, the employees are able to create a relationship with the clients and provide them with good services. CCC Zorg’s employees feel appreciated and involved in the organization. They also value the organization’s magazine Vitamine CCC, it stimulates and motivates them.

However, CCC Zorg should look at the need for more contact among the field employees. There is also a lack in CCC Zorg’s strategy concerning its written and electronic communication tools. And CCC Zorg should adjust its communication process, there is a lack in the horizontal and top down communication streams.

The survey showed that the field employees want the CCC Zorg’s social annual report published, because it provides them some reassurance and clarity. Besides that, the survey showed that there is a strong for a confidant. 

This report is mainly focused on CCC Zorg’s internal situation. However, during the research I ran into two external factors that influences the organization and its employees:
Opportunities

There is a lot of diversity in the backgrounds of CCC Zorg office- and field employees. This is a great opportunity for the organization, because different people attract different markets. As mentioned before in chapter 1, one of the care managers indicated that clients have different ethnic backgrounds and prefer to have a field employees with the same ethnic background. So it important for the organization to consider a diversity policy, after the internal communication policy is optimized.

Threats
During an interview with one of the planners of CCC Zorg, it became clear that there is some instability in the market of homecare. The Dutch government has decided that the local authorities get their own budget for the market of homecare services and this means that changes are made. Some homecare services have gone bankrupt and others have turned over their policy. This leads to insecurity among CCC Zorg’s employees, so the organization should inform them when changes occur and needs to be clear about its policy. 
5.3 Recommendations

How can CCC Zorg’s internal communication be optimized?:

1. Make an official document of CCC Zorg’s internal communication policy

CCC Zorg has a strong mission and vision, and the organization obtained its goal to make the employees feel comfortable and involved in the organization. This is a strength in CCC Zorg’s internal communication, because its working methods give the field employees the opportunity to create a relationship with the clients and therefore they are able to provide them with good services.

However, during this report it became clear that there is a need for official documentation of CCC Zorg’s internal communication policy, so the organization should set up its entire internal communication policy in an official document that is accessible to its employees. The document contains CCC Zorg’s mission and vision, objectives, vision on its internal communication policy, target groups and communication tools. It will provide CCC Zorg’s employees reassurance and security. 

Due to the fact that there is some unrest in the market of homecare, the document of CCC Zorg’s internal communication policy should be finished and accessible to the field employees in April 2008. 

2. Strengthen the bond among the field employees

One of CCC Zorg’s internal communication objectives is to strengthen the bond among the employees. The survey showed that the field employees wish to have more contact with their colleagues. 

In the current situation, work meetings among the nurses are held every six weeks and of the cleaners, every three months. This is not enough, so CCC Zorg needs to schedule the work meeting for both the nurses and the cleaners once a month. This gives them more opportunities to exchange experiences and strengthen their relationship. 

Due to the fact it is one of the organization’s objectives and that there is such a strong need for more contact among the field employees, CCC Zorg needs to schedule these monthly work meetings from November 2007.

3. Make strict agreements on rules and regulations

During the report it became clear that there is a lack in the internal communication process of CCC Zorg. The horizontal streams are not optimal, because the management should always agree with eachother before the inform the employees. 

CCC Zorg needs to make strong agreements on the rules and regulations on when the management informs its employees. These rules and regulations prevent mixed messages. 

CCC Zorg needs to organize a focus group with office- and field employees in every establishment. So that the employees have the opportunity to express their opinion on the lack in the top down communication lines.

These focus groups will take place in October 2007. The management needs to discuss these results in November 2007, and the rules and the guidelines need to be officially documented in January 2008.

4. Set up guidelines for the usage of CCC Zorg internal communication tools

The survey showed that the field employees feel that there is a lack in the strategy of CCC Zorg concerning its electronic and written communication tools. They receive mixed messages and changes are made every day. This has led to confusion and inefficiency of the organization’s internal communication.

CCC Zorg needs to set up a range of strict guidelines concerning the usages of its internal communication tools. An example: the work schedules will only be sent to the employees by post, and not one week by e-mail and the next week by post.

CCC Zorg needs to organize a focus group with office- and field employees in every establishment. In this way, the employees have the opportunity to explain their difficulty with the internal communication tools. 

These focus groups will take place in October 2007. The management needs to discuss these results in November 2007, and the rules and the guidelines need to be officially documented in January 2008.

5. Point out a confidant

Due to the fact that the field employees create a strong relationship with their clients, there is a strong need for a confidant. In this way, the field employees can go to this person when they do not know what to do with the problems that their clients share with them.

CCC Zorg needs to have a confidant in every establishment, so that the field employees can visit this person whenever they feel it is necessary. This confidant should be hired or pointed out before January 2008.

6. Research the opportunities of  a diversity policy

Many of the employees of CCC Zorg have different ethnic backgrounds. This provides CCC Zorg with many opportunities, because different people attract different markets. 

When CCC Zorg has optimized its internal communication, the organization should research the opportunities for a diversity policy. This research will probably take place by end 2008/begin of 2009.
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