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MANAGEMENT SUMMARY
The Court Service Division’s mission is to provide a modern and professional court service that supports accessible, fair, timely and effective justice services. A suitable mission to the fast-paced, diverse world the organizations of today must thrive in. This paper has taken the Kenora Court Services mission and appropriately extended it to the employee through accessible, fair, timely and effective communication services. 
An internal employee questionnaire concluded that over 50% of staff currently experience miscommunication with management. Corporate headquarters does not believe a formal written communication plan is an effective communication strategy in the legal sector, and leaves the flexibility in the hands of site supervisors and managers. Employees yearn for effective communication tactics, while management doesn’t recognize the consequences of under developed communication strategies.
The lack of communication planning and training has fostered a workplace culture to embody high levels of gossip, lack of trust and lack of open communication - quite opposite to the organizational mission and objectives.

The Kenora Court Services will need to begin with basic communication strategies, starting with communication training and education. A communication professional from Court Services Division in Toronto headquarters will educate management and interested staff, and work with management to develop effective internal communication strategies with the involvement of staff. This training will assist in new leadership approaches, to ultimately reform the workplace culture - a challenging, yet rewarding process. 
Majority of staff note the high levels of gossip from both co-workers and management affects them and their job performance.  A no-gossip policy will be implemented to develop healthy internal relationships amongst co-workers and support an open, honest atmosphere. 
Message styles and appropriate channels will be developed to reduce over used and convenient one-way styles of communication. Staff and management will be limited to a certain number of emails to be sent per day. This forces the use of other modes to ultimately increase face-to-face communication. 
“Communication is a skill that you can learn. It's like riding a bicycle or typing. If you're willing to work at it, you can rapidly improve the quality of very part of your life. “
- Brian Tracy
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INTRODUCTION
The Ministry of the Attorney General is responsible for administering justice in Ontario. Within the Ministry, the Court Services Division (CSD) is responsible for the administration of the courts. CSD’s mission is to provide a modern and professional court service that supports accessible, fair, timely and effective justice services. CSD operates the largest and busiest court system in Canada, and one of the largest in North America. CSD provides administrative support to all judges of the Court of Appeal, the Superior Court of Justice and the Ontario Court of Justice and to justices of the peace. The Division also manages the jury system and provides courtroom support through court registrars, clerks, reporters, monitors and interpreters.
CSD provides court office services in more than 250 communities across the province. Each region is managed by a Director of Court Operations (DCO) based in the Regional Centre.  Directors of Court Operations are supported by local Managers of Court Operations (MCO), who are responsible for the day-to-day operation of the courts, and by Managers of Business Support (MBS), who are responsible for regional planning. 
 [image: ]
Figure 1 – CSD Regional map
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Figure 2 CSD Regional Organizational Chart


Problem Description
The Ministry of Attorney General - Court Services Division (CSD) utilizes a flexible communication style throughout the Province instead of a corporate communication plan. In doing so, management formulates their own communication strategies, styles, and tactics they deem most suitable to the needs of the organization, and their own skill set and leadership styles. All branches throughout the Province, including Kenora, receive yearly training at the Divisional Learning Event to improve managerial skills.  The once a year training can be ample for some, while limit others in the complete comprehension and importance of communication – in this case, internal communication. The recent cut backs within the Province do not relieve the situation, as budgets for training may become more limited. The current situation at the Kenora Court Services Division stands as having no formal written communication plan or the appropriate communication strategies and knowledge base to meet the needs of staff.

Objective
The objective of this thesis is to gain insight into the current internal communication plans and leadership style to see if they are aligned with the employees’ needs and expectations. These areas will be assessed through an employee questionnaire to understand the employees’ point of view meanwhile managerial interviews will be conducted to ascertain management’s current communication and managerial styles. The problem areas will be followed up with an advice to inform management and aid in the resolution of these issues.

Research Question
How effective are the Kenora Court Services Division’s internal communication tactics and strategies?
Policy Question
 How can the Kenora Court Services Division develop their internal communication tactics to meet employee expectations?
Sub-Questions
1) How do the current leadership style(s) supplement the workplace culture and employee moral?
2) How would communication education and training benefit staff and management?
3) What information types are utilized by management and how can they be improved? 
4) What communication channels are utilized and do they supplement the message? 
5) How does the current level of informal communication effect employee moral? 


THEORETICAL FRAMEWORK
The goal of this research is to determine how effective the internal communication and leadership styles are. Theory will be applied to advise appropriate methods and styles to meet the needs of the staff and the organization. This is important as internal communication directly relates to the foundation of an organization: the people - staff and management - which give the organization its ability to function. If the people that make up the organization do not work together effectively; the organization will not achieve its objectives as fast, if at all - this vital function is often overlooked or under developed. The theory will be the backbone through the development of appropriate strategies to ensure a cohesive advice.[footnoteRef:1] 
The theories listed below have guided the research, narrowing the focus of the thesis primarily on internal communication, message strategy, interpersonal communication, workplace culture, and leadership styles through the following: The Uncertainty Reduction Theory, Situation Leadership, Message Strategy Continuum, SMCR Model,  Information Types, Verbal & Non-Verbal messages (7-38-55), The Manager’s Communication Model, Emotional Intelligence, Hofstede’s Organizational Culture, and finally the No-Gossip Zone model. [1:  CIVICUS World Alliance for Citizen Participation (2011). Internal Communication Toolkit. Retrieved from https://www.civicus.org/news-and-resources/toolkits/265-internal-communication-toolkit.] 

Below is a basic internal communication model for effective communication: 
[image: ]
Figure 3 – Shannon-Weaver’s Model of Communication
 This model, like many others in the realm of communication, focus on clarity:
A) Uncertainty Reduction Theory
Uncertainty reduction theory (URT) was initially presented as a series of axioms (universal truths which do not require proof and theorems - assumed to be true) which describe the relationships between uncertainty and communication. URT was developed to describe the interrelationships between seven important factors in any dyadic exchange: verbal communication, nonverbal expressiveness, information-seeking behaviour, intimacy, reciprocity, similarity, and liking. 
The theory is based on the notion that uncertainty is unpleasant and therefore motivational so people communicate to reduce it. Uncertainty reduction has three stages: 
1) Entry: During the entry stage information about another’s sex, age, economic or social status, and other demographic information is obtained. Much of the interaction is controlled by communication rules and norms.
2) Personal: When communicators begin to share attitudes, beliefs, values, and more personal data, the personal stage begins. During this phase, the communicators feel less constrained by rules and norms and tend to communicate more freely amongst each other.
3) Exit: During this phase, the communicators decide on future interaction plans. They may discuss ways to allow the relationship to grow and continue. However, if uncertainty levels are high, the amount of verbal communication between them will decrease, or ultimately end.[footnoteRef:2] [2:  University of Twente (Sept. 2010). Uncertainty Reduction Theory.  Retrieved  from http://www.utwente.nl/cw/theorieenoverzicht/Levels%20of%20theories/micro/Uncertainty%20Reduction%20Theory.doc/ ] 

There are three basic ways people seek information about another person: (1) Passive strategies - a person is being observed, either in situations where the other person is likely to be self-monitoring. (2) Active strategies - we ask others about the person we're interested in or try to set up a situation where we can observe that person. (3) Interactive strategies - we communicate directly with the person. [footnoteRef:3]  [3:  University of Twente (Sept. 2010). Uncertainty Reduction Theory.  Retrieved  from http://www.utwente.nl/cw/theorieenoverzicht/Levels%20of%20theories/micro/Uncertainty%20Reduction%20Theory.doc/] 

[image: C:\Users\hampm\Desktop\Uncertainty%20Reduction%20Theory-1.gif]Figure 4 – Uncertainty Reduction Model

B)  Emotional Intelligence – Goleman
To avoid uncertainty, individuals with high Emotional Intelligence understand and manage the impact they are likely to have on others and can determine accurately how others feel in order to influence others’ behaviour. This refers to a set of skills and beliefs that facilitate organizational performance. Goleman argues that being “book smart” is not nearly as important as emotional intelligence. 
5 qualities associated with emotional intelligence:
1) Self-awareness
2) Self-regulation
3) Motivation
4) Empathy
5) Social skill[footnoteRef:4] [4:  M. Dainton, E. Zelley (2005), Applying Communication Theory for Professional Life. P. 139-140.] 

These qualities rest on understanding both oneself as well as others. You are not born with emotional intelligence; you continually learn to develop emotional intelligence throughout your life span. [footnoteRef:5] [5:  M. Dainton, E. Zelley (2005), Applying Communication Theory for Professional Life. P. 140 ] 


C)  Information Types
Organizational information can be communicated primarily through task and management information. 
Task information is information needed by a worker for the execution of his own tasks. This includes work instructions, process information, the working method in the organization, and decision information.
Management information is information that ensures that activities are performed at the right moment by the right personal. An example is work planning.
Task and management information is necessary for the primary process in the organization. These are the most common types of information at the Kenora Court Services Division. 
Policy information and motivating information involve how the organization functions. 
Policy information is organization-wide information about the policy conducted.
Motivating information serves to keep the workers motivated to carry out the activities in the organization. An example is a social event for staff and stakeholders. [footnoteRef:6]  [6:  M. Vos, H. Shoemaker. Integrated Communication, Concern, internal and marketing communication. (4th ed.) P. 94-95.] 

An organization needs a suitable balance of all four information types. How these information types are to be effectively communicated can be determined through the SMCR model. 
D) SMCR model – Clampitt 
Information and messages needs to be sent through a channel. Clampitt (2005) notes, in today’s day and age there are numerous technologies and channels to send your message. With the wide array of options, few consider how the channel filters the message.[footnoteRef:7]  As with the Kenora Court Services Division, personal convenience guides most channel selection. The SMCR model can be used to guide appropriate channel choices by aligning the four elements:
            -     The objectives of the sender
            -     The attributes of the message
            -     The attributes of the channel
            -     The characteristics of the receivers [footnoteRef:8] [7:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 15.]  [8:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 102.] 

This theory reflects the importance in selecting the appropriate channel for the message. The most convenient channel isn’t necessarily the most effective. It is a common occurrence to quickly type your message and press send at the Kenora Court Services Division, in hopes that everyone will, at some point, read the message. This is common for a variety of reasons; staff’s busy schedules, part-time vs. full-time staff, flying up North for court, and so on. However, the SMCR model helps managers realize that every channel or technology has limitations that filter out parts of the message. Therefore, senders must be sure that their intentions are congruent with the dynamics of the channel [footnoteRef:9] [9:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 103.
] 
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Figure 5 - SMCR Model                                                                        [footnoteRef:10]
 [10:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 120] 
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Figure 6 – Effective Use of Channels/Technologies    			[footnoteRef:11]

To effectively disseminate the above components of communication, a communicator must develop a message strategy.  [11:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 102] 

E)   Message Strategy Continuum

Managers generally choose one of the five basic message approaches based on the amount of information being shared with employees. [footnoteRef:12]  A message strategy enhances the probability of organizational and communication effectiveness. [footnoteRef:13] Understanding the Kenora Court Services current message strategy will help determine if that style is conducive to effective communication or one of the problem areas in which new communication tactics should be advised.  [12:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 266]  [13:   P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 265] 

Spray and pray is a message strategy in which managers shower employees with all kinds of information, hoping that employees will be able to sort out the significant from the insignificant. The assumption is more information = better communication and decision making          
Tell and Sell managers communicate a more limited set of messages, first telling employees about the key issues, and then selling employees on the wisdom of their approach. The assumption is managers are in a position to know all the key organizational issues.
Underscore and explore manager’s focus on developing a few core messages clearly linked to organizational success, while allowing employees freedom to explore the implications in a disciplined way. Managers actively listen for potential misunderstandings and unrecognized obstacles.
Identify and reply managers identify key employee concerns and then reply to those issues. The strategy emphasizes the importance of listening to employees; they set the agenda while executives respond to rumors or innuendos. Assumption of this tactic is employees are in the best position to know the critical issues.
Withhold and uphold managers withhold information until necessary; when confronted by rumors, they uphold the party line. Secrecy and control are the implicit values of those who embrace this strategy. Key assumptions are information is power and employees are not sophisticated enough to grasp the big picture. [footnoteRef:14] [14:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 267] 
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Figure 7 – Message Strategy Continuum [15:  P. Clampitt (2005) Communicating for Managerial Effectiveness (3rd ed.) P. 266.] 

Through interpersonal communication these messages can be better supported by aligning both verbal and non-verbal communication. 

F)  Verbal & Non-Verbal messages (7-38-55) – Albert Mehrabian 

Albert Mehrabian’s research discovered non-verbal elements are important for communicating feelings and attitude, especially when they are incongruent: If words disagree with the tone of voice and nonverbal behaviour, people tend to believe the tonality and nonverbal behaviour. An example: 
Verbal: "I do not have a problem with you!"
Non-verbal: person avoids eye-contact, looks anxious, has a closed body language, etc.

The following three elements account for the meaning of the message: 
- Words 7%
- Tone of voice 38% and 
- Body language 55% of the message [footnoteRef:16] [16:  Professor Albert Mehrabian's communications model (2012). Retrieved from http://www.businessballs.com/mehrabiancommunications.htm.] 

Often communication is only interpreted as words however they only carry a fragment of the message. To become an effective communicator it is important to understand how your body language and tone of voice alters a message. Due to a low scoring on management’s level of interpersonal skills, this theory is the first step in understanding where to improve in interpersonal communication skills. This skill is not only useful for management but also staff in creating a positive workplace culture.  
G)  The Manager’s Communication Model - Roger D’Aprix 
D’Aprix (2005) believes leadership communication is the key factor in establishing an open, democratic corporate culture in which people are free to express their opinions.  Face-to-face communication remains the most effective channel for line manager communication. D’Aprix two important communication tactics that help to build and maintain effective line manager communication:

1. Establishing accountability - According to D’Aprix, many organizations suffer from a communication deficit because line managers are not held accountable for their communication role. Accountability is key in effective communication down the line, which is an essential part of building and sustaining an open and positive corporate culture.
2. Supporting line manager communication - The internal communication function can support line manager communication in two key ways:
I. By providing training – not so much in skills as in awareness of the need for effective line manager communication  
ii) By ensuring that line managers have the information they need to communicate in a timely fashion. [footnoteRef:17] [17:  ROGER D’APRIX: Communicating culture down the line (2012). Retrieved from http://www.roico.com/articles/Article_CommunicatingCulture.pdf ] 
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Figure 8 - The Manager’s Communication Model       	          [footnoteRef:18] [18:  ROGER D’APRIX: Communicating culture down the line (2012). Retrieved from http://www.roico.com/articles/Article_CommunicatingCulture.pdf] 

The Manager’s Communication Model that D’Aprix created over 20 years ago remains valid as it defines line manager communication responsibilities in terms of providing the answers to six key questions above. [footnoteRef:19] This model stresses managements primary responsibilities is helping their teams to understand the vision, values and objectives of the organization as well as listening to their concerns, coaching and mentoring. These responsibilities set the tone for the organizational culture. 
 [19:  ROGER D’APRIX: Communicating culture down the line (2012). Retrieved from http://www.roico.com/articles/Article_CommunicatingCulture.pdf] 

H)  Organizational Culture - Hofstede
The culture of an organization becomes apparent in the way in which people communicate with each other. The organizational culture is the values and standards expressed in the way people interact. Therefore communication is an expression of organizational culture. Hofstede explains different organizational cultures by distinguishing six cultural dimensions: [footnoteRef:20]

1) Process-Orientated vs. result-orientated
2) Human-orientated vs. work-orientated
3) Organization-orientated vs. professional
4) Open vs. Closed
5) Loose vs. Strict
6) Normative vs. Pragmatic[footnoteRef:21] [20:  M. Vos, H. Shoemaker. Integrated Communication, Concern, internal and marketing communication. (4th ed.) P. 99-100]  [21:  M. Vos, H. Shoemaker. Integrated Communication, Concern, internal and marketing communication. (4th ed.) P. 99-100.] 

A culture is formed by people but more importantly culture frequently echoes the prevailing management style. [footnoteRef:22] A Corporate initiative within the Ministry of Attorney General is a “respectful workplace” which has mildly been discussed and enforced. This model is applied in the employee questionnaires and management interviews to determine what the current workplace culture is using the three of the six cultural dimensions; Process-Orientated vs. result-orientated, Human-orientated vs. work-orientated, and Loose vs. Strict. 
Process-Orientated vs. Result-Orientated: In process-orientated organizational cultures, people pay attention to means and they avoid risks, while result-orientated cultures pay attention to goals and positively appreciate new challenges. 
Human-Orientated vs. Work-Orientated: In human-orientated organizational cultures, the personal well-being of the workers is taking into account and decisions are often take by groups. In work-orientated cultures, performance is much more important than well-being and decisions are, taken by individuals. 
Loose vs. Strict: In a loose organization culture, internal structure is weak, things are put in perspective and costs and meeting times are not considered to be an issue. In strict organizational cultures, there are strict dress codes and codes for correct behaviour; people are very precise.[footnoteRef:23] [22:  How to Change Your Culture: Organizational Culture Change (2012). Retrieved from http://humanresources.about.com/od/organizationalculture/a/culture_change.htm ]  [23:  M. Vos, H. Shoemaker. Integrated Communication, Concern, internal and marketing communication. (4th ed.) P. 99-100.] 

These dimensions are used to understand when problems arise in an organization. However, cultural change can never be a goal in itself. Rather, setting goals to increase the internal communication and efficiency of the organization can lead to cultural changes.[footnoteRef:24]   [24:  M. Vos, H. Shoemaker. Integrated Communication, Concern, internal and marketing communication. (4th ed.) P. 100.] 

I)  No-Gossip Zone

Gossip can be found in any workplace; in some where it has embedded itself in the culture. The definition of this informal communication is an exchange of negative information between two or more people about someone who isn’t present. [footnoteRef:25] With gossip you cannot control the flow information, once the information is shared it becomes the property of whomever you shared it with, and however they choose to repeat or revise the story. Thus the only way to be to avoid this is straight forward: avoid gossip entirely. [footnoteRef:26] Chapman (2009) developed the “No-Gossip Zone Policy”:
1) Create a formal agreement among all employees to not participate in gossip
2) An agreement to identify and stop gossip when it is heard
3) An agreement to “follow up” with the person who was being gossiped about and share what was said
4) An ongoing commitment to reveal one’s true feelings, thoughts, and desires within the work environment, thereby removing any need for gossip. [footnoteRef:27]

This policy probed the current style of communication employees experience at Kenora Court Services, and if they experience gossip, and if it affects them and their job performance. Unfortunately responses indicated very high levels of gossip, thus this policy would deem acceptable and necessary to overcome this communication style. To begin in the process of improving a workplace culture it must begin with leadership. 
 [25:  S. Chapman (2009). No-Gossip Zone. P. 6.]  [26:  S. Chapman (2009). No-Gossip Zone. P. 7.]  [27:  S. Chapman (2009). No-Gossip Zone. P. 10] 

J)  Likert’s Systems of Leadership
To communicate and lead effectively, Likert’s (2005) studied the human behavior within organizations, specifically leader behaviours. He determined four leadership systems:
System 1 - Exploitative Authoritative: Responsibility lies in the hands of the people in the upper hierarchy. The superior has no trust and confidence in subordinates. The decisions are imposed on subordinates and they do not feel free at all to discuss things about the job with their superior. The teamwork or communication is very little and the motivation is based on threats.
System 2 - Benevolent Authoritative: The responsibility lies at the managerial levels but not at the lower levels of the organizational hierarchy. The superior has condescending confidence and trust in subordinates (master-servant relationship). Here again, the subordinates do not feel free to discuss things about the job with their superior. The teamwork or communication is very little and motivation is based on a system of rewards.
System 3 - Consultative: Responsibility is spread widely through the organizational hierarchy. The superior has substantial but not complete confidence in subordinates. Some amount of discussion about job related things takes place between the superior and subordinates. There is a fair amount of teamwork, and communication takes place vertically and horizontally. The motivation is based on rewards and involvement in the job.
System 4 - Participative: Responsibility for achieving the organizational goals is widespread throughout the organizational hierarchy. There is a high level of confidence that the superior has in his subordinates. There is a high level of teamwork, communication, and participation.[footnoteRef:28] [28:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 133-136] 

The four systems are compared on the basis of certain organizational variables:
1) Leadership processes
2) Motivational forces
3) Communication process
4) Interaction-influence process
5) Decision-making process
6) Goal-setting or ordering
7) Control processes [footnoteRef:29] [29:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 135] 

Likert argues that the “new” leadership styles (system 3 and 4) are increasingly necessary due to an educated workforce where people are less likely to accept orders and close supervision. [footnoteRef:30] Thus Likert (2005) suggests that System 4 management leads to the highest productivity and satisfaction and the least employee turnover.  This suggests his second theory, which contrasts two leadership styles – transactional and transformational. Again, he argues that transformational leadership is superior for today’s businesses. [footnoteRef:31] 
Transactional leaders: seek sold, consistent performance from subordinates. This leadership style focuses on meeting immediate needs as quickly and effectively as possible. Subordinates are respected and encouraged to participate in planning and decision making. [footnoteRef:32]
Transformational leaders: has the ability to use subordinates’ ideas and actions as a catalyst for transformation – moving ideas and actions toward the greater good of the organization. [footnoteRef:33]
Bass identifies four facets of transformational leadership: 
1) Idealized influence – efforts to establish positive attitudes among employees toward each other and toward the work, through charisma.
2) Inspirational motivation – presents employees with a clear vision and desirable future.
3) Individualized consideration – the hallmark of transformational leadership by considering each individual’s needs and abilities while supporting development and mentoring efforts. [footnoteRef:34]
The transformational leader is more communication orientated and engenders a team-based, cooperative, and participative atmosphere which allows for greater adaptability and responsiveness. Through common visions and mutual goal setting, transformational leadership facilitates both personal and organization growth.

The concept of emotional intelligence is closely linked to transformational leaders by referring to a set of beliefs and skills that facilitate organizational performance. [footnoteRef:35]

 [30:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 134.]  [31:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 137.]  [32:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P 137.]  [33:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 138.]  [34:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 138.]  [35:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 139. ] 

METHODOLOGY
Research Design
The internal communication topic for Kenora Court Services Division arose from two things: my own conversations and experiences at work and with staff and second, reviewing the 2011 OPS Employee Survey. The Ministry of Attorney General does a yearly survey on employee satisfaction and the 2011 Provincial results scored lower from 2010 survey, including the communication statistics. This lead to the first step of my research design: obtaining specifically the Northwest Region survey statistics.

The basis of my research consisted of exploratory: Exploratory Research is conducted into a problem or issue when there have been very few or no earlier studies. The aim of this type of study is to look for patterns, ideas or hypotheses. Typical techniques used in exploratory research include case studies, observation and historical analysis, which can provide both quantitative and qualitative data. [footnoteRef:36]

This type of research was carried out for the initial phases of my research – consisting mainly of secondary research; literature, previous surveys, case studies, employee questionnaires, and managerial interviews. [36:  Understanding Research (2008). Retrieved from http://www.palgrave.com/business/collis/br/docs/sample.pdf ] 


Qualitative Research
Qualitative research seeks out the ‘why’, not the ‘how’ through the analysis of interviews, open ended survey responses, emails, notes, feedback forms, and so forth. This gains insight into people's attitudes, behaviours, value systems, concerns, motivations, aspirations, culture or lifestyles. It doesn’t just rely on statistics or numbers, which are the domain of quantitative researchers.[footnoteRef:37] My qualitative research consisted of the employee questionnaire, managerial interviews, and a telephone interview with Paulette Scheme, a Communication Specialists for the Ministry of Attorney General. These researches provided  [37:  Retrieved from http://www.qsrinternational.com/what-is-qualitative-research.aspx. ] 

Quantitative Research
Quantitative research asks a specific question and collects numerical data from participants to answer the question. The goal is to determine an unbiased result that can be generalized to a larger population, for this case the organization. 

My research is comprised of both qualitative and quantitative data. Due to the high level of respondents the data can be accurately generalized for the Kenora Court Services Division – 25 respondents out of 30 staff. The qualitative data will assist me in understanding what the employees want, need, and expect in terms of communication and leadership from their supervisor and manager. The open-ended questions we’re solely designed for this purpose

Validity                                  
Validity determines whether the research truly measures that which it was intended to measure or how truthful the research results are. Researchers generally determine validity by asking a series of questions, and often look for the comparable answers in the research of others. [footnoteRef:38] A major concern with validity lied within the part-time staff. Part-time staff are not working within the office enough to experience what full-time staff experience on a daily basis. Some part-time staff do not work for months – mostly due to being an older demographic that solely seek part-time work. Once court is complete they simply go home, whereas full-time staff are required for the full day, regardless if court is complete. Full-time staff come in contact and experience interactions with management more so than part-time staff because they invest the rest of their work day around them. As I predicted, the part-time staff’s responses varied from the full-time staff and, as some stated, they realized they are not there enough to comment on the actual the current communication situation with management. However, by separating the results of both full-time and part-time staff and the combined population demonstrate any drastic differences. The part-time to full-time staff ration of respondents is 7:18. Therefore, the low number of part-time respondents slightly alters the overall statistics from the bigger picture.
However, there is still a high validity due to the non-random nature of the sample and 83% of staff participating in the questionnaire. Due to having both a manager and supervisor, staff may deal with one more often than the other. The two may have completely different communication and leadership styles, thus resulting in two different opinions based on which leader they are referring to. To avoid this, it is understood that the majority of staff are supervised by the frontline supervisor, Rolanda Peacock, as that is her main role. Barb Brazao, Manager, is less visible in the workplace because she also managers out of town sites. Therefore to ensure everyone’s experiences are with the same supervisor, the questionnaire stated it pertains to the Supervisor, Rolanda Peacock. However, if an employee does deal with Barb more frequently they were advised to state that in the comments section at the end of the questionnaire. [38:  University of Toronto, Understanding Reliability and Validity in Qualitative Research (2003). Retrieved from http://www.nova.edu/ssss/QR/QR8-4/golafshani.pdf ] 


Reliability
A measure is considered reliable if it would give us the same result over and over again - assuming that what is being measured isn't changing. [footnoteRef:39] The questionnaires were optional and gave a 5-point rating system for closed questions. The consistent and honest answers of respondents – if answers to closed questions were positive, open ended answers were also positive, and vice versa – demonstrates reliability. If part-time staff were induced longer in the workplace, perhaps the answers would change due to their increased presence and experience with management and co-workers.  
The time and recent experiences staff had with management can also affect the reliability. For example: if staff had positive experiences the week the questionnaire was distributed, those recent feelings may have suppressed past negative experiences and not been present in their answers. However, the commonality in answers gives me reason to believe there is a strong reliability through the research.  [39:  Research Methods Knowledge Base, Theory of reliability (2003). Retrieved from http://www.socialresearchmethods.net/kb/reliablt.php ] 


Population and Sample, Rationale and Selection Procedures 
To conduct the primary research necessary to understand the current internal situation at the Kenora Court Services Division I needed to obtain honest opinions of both the full-time and part-time staff. The Kenora Court Services Division consists of 3 departments; Customer Service Representative, Court Staff and the Aboriginal Workers – totalling 30 employees. My sample consists of those 3 departments as they are supervised and managed by the same two people; Barb Brazao – Manager of Court Operations and Rolanda Peacock, Supervisor of Court Services. The other departments within the Courthouse do have regular dealings with the supervisor, Rolanda Peacock, however they are not employed by Kenora Court Services Division. The Judges, Justice of The Peace’s, Crown Attorneys are all employed by different divisions with different managers and with their own internal communication strategies. Therefore, even though these Divisions do have some connections with the Kenora Court Services Supervisor, I did not feel they were relevant to the sample.  Their main contact with Barb and/or Rolanda is centred on issues involving staff of Kenora Court Services, scheduling, and/or the building. 

Due to the small size of the organization and the busy nature of the workplace, I determined an electronic questionnaire would be most effective in gathering the necessary data. The anonymous nature of an electronic questionnaire deemed fitting, as the questionnaire was composed of questions pertaining to management within a small organization. The fret of management learning who said what was a voiced concern from the beginning. Therefore, the anonymity of the questionnaire would foster honest answers and opinions. I emailed the questionnaires to all 30 staff including their work and home email addresses. The email had a message explaining the purpose of the questionnaire, what it will be used towards, when it was due, and that it was completely anonymous. An advantage to working in a small office, I could easily promote the survey and available to answer any questions or concerns staff had with the questionnaire. I ensured each day that I reminded staff to complete the survey and that it was anonymous. The week I issued the questionnaire the majority of the part-time staff were schedule so I was able to promote it to them as well. 

Introduction to Methods
The following are the research methods I had access to and utilized to the best of their ability: Environmental research, secondary research, a telephone interview, a questionnaire, and 2 interviews.

Environmental Research
The environmental research consisted of obtaining any current communication plans within the Court Services Division (CSD), either corporate or local within the Kenora office. An informal interview with the Kenora Supervisor, Rolanda Peacock, and a telephone interview with Paulette Scheme, the Learning and Engagement Coordinator in Corporate Headquarters in Toronto, Ontario, helped me understand what, if any, communication plans we’re already in place. The intranet and Ministry of Attorney General website allowed me to research the organizations objectives, mission, and other electronic platforms of internal communication. This information was essential in understanding the current communication situation. 
The environmental research assists in answering:
1) Which communication channels are utilized and do they supplement the message?
2) How effective are the Kenora Court Services Division’s internal communication strategies and activities?

Desk Research
Desk research consisted of analyzing existing research that has been published about and by the organization. The yearly Employee Satisfaction Survey (see Appendix H)  conducted by the Province of Ontario is an excellent existing research. This survey concluded further research was required to better understand the low satisfaction levels in the area of communication. (See Appendix G -  OPS Employee Engagement Survey 2011 – Northwest Region.)


Literature Research

Literature research is essential in the preliminary stages of research to determine what is already known – previous research and relevant theories- and what new data is required. Previous data generates the theoretical framework to cultivate my primary research; in this case the questionnaire and managerial interviews. The theoretical framework is a reference of theories that have been created from previous primary research or studies. These credible theories support an academic recommendation to answer the research question. This research will utilize literature, academic literature, case studies, and the internet to support definitions and terms.
The literary research will address the following sub-questions:
1) What information types are utilized by management and how can they be improved
2) What communication channels are utilized and do they supplement the message? 
3) How does the current level of informal communication effect employee moral?
4) How do the current leadership style(s) supplement the workplace culture and employee moral?
Case Study
The case study relates to an organization also struggling with internal communication tactics, specifically effective message dissemination. The case explains the strategy they utilized to change its managerial communication style to overcome these issues. (See Appendix M) 
Questionnaire

The questionnaire is pivotal in the research process, being the foundation of my primary research ( see Appendix I). Crucial in grasping the current quality and level of satisfaction within the realms of internal communication – including leadership styles and the workplace culture embodied in the Kenora Court Services. The questionnaire was prepared according to the guidelines of the standardized concept – therefore all questions we’re identical to ensure a similar understanding by all respondents. [footnoteRef:40] Most questions consisted of closed-questions using a 5-point rating scale in order for the answers to be quantified. The questionnaire also consisted of open-ended questions, as I felt staff were willing to express their honest opinions due to previous informal conversations had. These open-ended questions would be the basis for my qualitative research. 
Due to the busy nature of the workplace I concluded an online questionnaire would be most effective in obtaining results. The anonymous nature of an electronic questionnaire also deemed fitting, as the questionnaire was composed of questions pertaining to management within a smaller organization. The survey was created using Google Documents which automatically transferred results to an excel spreadsheet. I gave a 5 day window to complete the questionnaire, which included office days and the weekend. During that timeframe a significant number of staff were on holidays or sick, so I utilized social media to ensure that they did receive my email and the link to my questionnaire – via Facebook. The day before the deadline I sent an email thanking everyone so far for the help and cooperation, and informed those who have yet to fill it out that they still had one more day to do so. 
To my knowledge, only one technical error occurred on a few counts. The questionnaire was incompatible with older software – mostly that of home computers. However, I acquired 26 out of 30 questionnaires in the end – a substantial total. 

The primary research obtained through the questionnaire will answer the following questions: 
1) How effective are the Kenora Court Services Division’s internal communication strategies and activities?
2) How can the Kenora Court Services Division operationalize their internal communication strategy to meet employee expectations?
3) How do the current leadership style(s) supplement the workplace culture and employee moral? 
4) What communication channels are utilized and do they supplement the message? [40:  Decision Analyst, Concept testing (2012). Retrieved from http://www.decisionanalyst.com/publ_art/ConceptTesting.dai. ] 


Managerial Interviews

The interviews we’re done via email as the Regional Manager is only in the Kenora office sporadically throughout the week, and unfortunately the week I chose to send the interview questions, the Supervisor was in Toronto. Therefore, again, due to the busy nature of the workplace, I felt email was the appropriate tool for this scenario. 
The purpose of the managerial interviews is to decipher what internal communication issues they experience and/or observe, and which they want to invest their efforts in. Moreover, to understand if managerial views are the similar to those of staff. By comparing the results of the employee questionnaire to the managerial interviews to determine if there is any cohesion with each other. This comparison is similar to the image, identity and desired identity model of Vos & Shoemaker (2006)[footnoteRef:41] , instead, we are aligning the views of communication and if the quality and level of internal communication is where management believes it is.
The interviews will also reveal what type of leaders they view themselves compared to how staff feels they lead. And finally disclose any type of training and/or education they’ve had in the area of communication. This is important as communication training is vital for frontline management as they are the linking pin to upper management, frontline staff and various stakeholder groups.[footnoteRef:42] Their ability to communicate effectively is exceptionally crucial to not only communicate key messages but create positive relationships and a cohesive workplace culture. As Roger D’Aprix (2005) puts it best “Leadership sets the tone of the organization, people are always looking to the leadership to set an example. They model their behavior on what they experience and see and that influence can permeate the whole organization.” [footnoteRef:43]
 The management interviews and the employee questionnaires will help reveal any obvious or oblivious problems for management to ultimately consolidate an attainable solution.
The managerial interviews will aid in answering the following questions: 
1) How effective are the Kenora Court Services Division’s internal communication strategies and activities?
2) How would communication education and training benefit staff and management?
 [41:  M. Vos, H. Shoemaker. Integrated Communication. Concern, Internal and Marketing Communication. P. 91.]  [42:  M. Vos, H. Shoemaker. Integrated Communication. Concern, Internal and Marketing Communication. P. 91.]  [43:  ROGER D’APRIX: Communicating culture down the line (2005). Retrieved from http://www.roico.com/articles/Article_CommunicatingCulture.pdf ] 

Telephone Interview
The initial phase of research began with understand what internal communication strategies are already in place – specifically a corporate communication plan. I was directed to Paulette Scheme – Learning and Engagement Coordinator, and spoke with her March 13th, 2012 over the phone as she is located in the Toronto office. She informed me there is no written communication plan due to working in a legal environment, which requires flexibility. The major channels of communication throughout the Province include a newsletter, the CSD intranet site, Employee Engagement webpage and Table Committees. Each region has a table committee to discuss issues; if these issues cannot be resolved they are then sent to corporate. 

OPERALIZATION 
Internal Communication: all communication methods used by a firm to communicate with its employees. 
Channels - a medium through which a message is transmitted to its intended audience.
Email, Face-to face, Telephone, Memo, Internet, Intranet, Staff meetings.

Questions: 
1) In the past 2 months I have experienced work related miscommunication with one or both managers
2) What, if any, communication issues would you like to see addressed?
3) The CSD intranet site is an effective internal communication tool
4) Staff meetings are very productive
5) For important matters or changes, I prefer face-to-face communication as opposed to an email
6) I would like to see a Kenora Court Services Division newsletter
7) Communication wise, could your manager do anything to make your job more fulfilling

Information Types - A specific category of information
Task information
Management information
Policy information
Motivational information

Questions:
1) Formal communication is the dominant style of communication outside of the courtroom.
2) My manager does a good job at balancing both positive and negative feedback
3) Management is knowledgeable about my job functions
4) Management gives me the praise and recognition I deserve for a good job
5) Management requests and exercises your input when making key decisions that impact your job
Communication Training/Knowledge
Educational background
Job training
Experience
Past employment
Organizational knowledge

1) Are you currently satisfied with the level and quality of internal communication within the Kenora Court Services Division?
2) In the past 2 months I have experienced work related miscommunication with one or both managers
3) Management has excellent interpersonal communication skills. (Interpersonal communication: a process of message transaction between people to create and sustain shared meaning)
4) My manager’s non-verbal communication (tone of voice and body language) positively reinforces the message
5) Management is knowledgeable about my job functions
6) I trust and support my manager(s) in leading the organization and employees in the right direction
7) My manager can acknowledge their own mistakes and recognize the superior ideas of others
8) Staff and management would benefit from communication training

Leadership - The action of leading a group of people or an organization. 
Communication style
Interpersonal communication
Workplace culture
Conflict resolution

Questions:
1) In the past 2 months I have experienced work related miscommunication with one or both managers
2) Management has excellent interpersonal communication skills. (Interpersonal communication: a process of message transaction between people to create and sustain shared meaning)
3) My manager does a good job at balancing both positive and negative feedback
4) My manager’s non-verbal communication (tone of voice and body language) positively reinforces the message
5) Management requests and exercises your input when making key decisions that impact your job
6) Management embodies and promotes a sense of trust
7) I trust and support my manager(s) in leading the organization and employees in the right direction
8) My manager can acknowledge their own mistakes and recognize the superior ideas of others
9) My manager is empathetic
10) What, if any, type of workplace culture would you prefer to work in?
11) Which best describes your leader: 
Defining and Telling
Clarifying and Selling
Involving and Participating
Empowering and Delegating
12) How important are the following aspects of work to the overall satisfaction of your job?
Definitions
Communication strategy: The general set of communication objectives and related communication programs or tactics chosen by an organization in order to support the corporate strategy of the organization.
Non-verbal communication: Transmission of a message without the use of words or language
 Workplace culture: The collection of unwritten rules, codes of behaviour and norms by which people operate in the workplace.
Employee Morale: Description of the emotions, attitude, satisfaction, and overall outlook of employees during their time in a workplace environment
Effective communication: Communication is the process of exchanging information. Information is conveyed as words, tone of voice, and body language.
Communication efficiency: The accomplishment of communication with a minimum expenditure of time, effort and resources
Communication channels: A medium through which a message is transmitted to its intended audience

Tactics: Specific action items to support strategies and objectives
Informal communication: sometimes called the grapevine and might be observed occurring in conversations, electronic mails, text messages and phone calls between socializing employees. [footnoteRef:44] [44:  J. Cornelissen(2008). Corporate Communication, a guide to theory and practice (2nd ed.) P. 252-268.] 


RESULTS

Quantitative Data
The grounded theory was used to analyze the qualitative data. The research used generative questions to guide the research. After collecting the data, theoretical concepts are linked and developed between the theoretical core concepts and the data.  Coding was used to categorize the qualitative data systematically based on the categories of communication effectiveness, workplace culture, leadership, and internal communication and channels. 

 A total of 25 questionnaires were filled out by 18 full-time and 7 part-time workers. The results of the research varied, majority lying in the “neutral” category, to some very disappointed results supported by strong, honest comments in the qualitative data. I wanted to decipher the data to see if there was a difference in experiences between full-time and part-time staff. It proved in some cases the two differed substantially, with full-time staff expressing a higher level of negative experiences. To paint a better picture, I separated the quantitative data into the mean, mode and standard deviation for each group; 1) total sample (full-time and part-time) 2) full-time staff 3) part-time staff. (see Appendix J).

               


The mode was used to disclose a more definitive answer due to the high level of “neutral” responses. The responses were coded using the Likert Scale from 1 (strongly agree) to 5 (strongly disagree), neutral in the middle with a rating of 3. Since each end of the scale belonged to an “agree” or “disagree” category, I used the mode and combining to two answers together. An example if 25% strongly agree and 35% agree, the mode = agree. This was to give a black or white answer; of overall agreeing or disagreeing.
To summarize the quantitative data, employees felt leadership is executed through the “defining and telling” role. The management and communication style does not support a positive workplace culture to meet the needs of employees. 



	
	Mean
	Mode
	Standard Deviation

	Overall
	2.5 (Agree)
	Agree
	1.4

	Full-time
	2.3 (Agree)
	Agree
	1.3

	Part-time
	3.3 (Neutral)
	Disagree
	1.4



Communication wise, employees would like different channels of communication to be utilized; more face-to-face communication as opposed to email, and new media’s such as a newsletter and more staff meetings.


 Informal communication trends the office fostering a workplace with high levels of gossip that affect employee morale and performance. A deficit of open, effective interpersonal communication and positive reinforcement creates a lack of trust in management, yet employees feel they are directing the organization in the right direction. Miscommunication between management is more prevalent than miscommunication between co-workers on a daily basis. Overall, employees depict a negative experience with internal communication from management and communication training was highly supported for both staff and management. 


Management has excellent interpersonal communication skills. 
	
	Strongly Agree
	Agree
	Neutral
	Disagree
	Strongly disagree

	Overall
	4%
	20%
	24%
	32%
	4%

	Full-time
	5%
	17%
	28%
	24%
	17%

	Part-time
	29%
	29%
	14%
	29%
	0%



	
	Mean
	Mode
	Standard Deviation

	Overall
	3.1 (Neutral)
	Disagree
	1.2

	Full-time
	3.6 (Disagree)
	Disagree
	1.1

	Part-time
	2.4 (Agree)
	Agree
	1.3


Figure 12 - Results
My manager does a good job at balancing both positive and negative feedback
 
	
	Strongly Agree (1)
	Agree
 (2)
	Neutral (3)
	Disagree (4)
	Strongly disagree (5)

	Overall
	16%
	20%
	24%
	32%
	8%

	Full-time
	11%
	11%
	33%
	33%
	33%

	Part-time
	29%
	43%
	0%
	29%
	0%



	
	Mean
	Mode
	Standard Deviation

	Overall
	3.0 (Neutral)
	Disagree
	1.2

	Full-time
	3.2 (Neutral)
	Disagree
	1.2

	Part-time
	2.3 (Agree)
	Agree
	1.3


Figure 13 - Results

Management embodies and promotes a sense of trust.

	
	Strongly Agree (1)
	Agree
 (2)
	Neutral (3)
	Disagree (4)
	Strongly disagree (5)

	Overall
	0%
	32%
	28%
	20%
	20%

	Full-time
	0%
	22%
	33%
	28%
	17%

	Part-time
	0%
	57%
	14%
	0%
	29%




	
	Mean
	Mode
	Standard deviation

	Overall
	3.3 (Neutral)
	Disagree
	1.1

	Full-time
	3.9 (Disagree)
	Disagree
	1.0

	Part-time
	3.0 (Neutral)
	Agree
	1.4


Figure 14 - Results

Gossip affects me and/or my work performance

	
	Strongly Agree (1)
	Agree
 (2)
	Neutral (3)
	Disagree (4)
	Strongly disagree (5)

	Overall
	12%
	28%
	32%
	20%
	8%

	Full-time
	17%
	22%
	28%
	28%
	6%

	Part-time
	0%
	43%
	43%
	0%
	14%




	
	Mean
	Mode
	Standard Deviation

	Overall
	2.9 (Neutral)
	Agree
	1.1

	Full-time
	2.9 (Neutral)
	Agree
	1.2

	Part-time
	2.9 (Neutral)
	Agree
	1.1


Figure 15 - Results


Employees Qualitative Results
(See Appendix K)

The open ended questions in the questionnaire we’re to provide further comment or suggestion. Employees gave honest, thorough feedback from personal experiences. The responses resulted in rich feedback and an impression of employee satisfaction not only with internal communication, but leadership and the workplace culture. The negative responses offset the positive responses. When asked if employees are satisfied with the level and quality of internal communication less than half stated they were somewhat satisfied to satisfied. The remainder stresses the lack of up-to-date information from management or receiving information second hand as management expects the employees to relay their information. The ability to listen to employees and a human element are an expressed concern.

“No, Most often we get the information second hand, through fellow employees, or we get a response from Rolanda "didn't you get the email?" Staff seems to be responsible for "going after" the information and it is never in a timely manner.”

“The communication with the managers can sometimes be frustrating. Sometimes I don't feel that they take into account what we tell them, such as any negative feedback or personal concerns. Also, things can get skewered so that small issues become bigger problems and sometimes personal.”

“I think the communication within the court staff is generally good and consistent. I think we all work well together and assist one another in order to get the job done” 

When asked what communication issues employees would like to see addressed the common theme was interpersonal communication. Employees stressed the lack of trust and even fear in speaking to management as they do not feel they are being listened to or treated fairly. A high amount of negative feedback and no confidentiality furthers the lack of trust and relation some employees have with their manager(s).  28% of respondents feel there are no communication issues they can address at this time. 

“Communication from management tends to be presented in a negative way. For example, if something was done wrongly or incorrect, it is presented as a negative experience, and a personal attack, instead of an opportunity to be shown what went wrong and shown how to correct the behaviour. Some issues come from who communication is received from. Meaningful messages regarding policy should not come from co-workers; it should be addresses as a management directive and communicated from management directly to the staff members.”

“Implementing respectful communication from management and some staff”

“to have the ability of speaking with management without feeling under attack for it, or too afraid to speak, or just not trusting management” 

 The question probing the workplace culture, results reflect a similar theme; an open, trusting, respectful culture.

“A healthy workplace culture would be open communication, being able to trust not only your coworkers but your managers, and feeling comfortable in the workplace. By comfortable I mean being able to speak openly, share ideas and opinions, and give feedback as an employee without feeling attacked or spoken down to.”


When giving the opportunity to describe how their manager(s) could make their job more fulfilling through communication an alarming amount of respondents would like to be listened to and have receive supportive communication. Many employees struggle with management’s current approach to communication through intimidation and control. Staff suggestions included leading by example to improve morale throughout the workplace. 

“My job would be easier if I did not fear my manager and could speak openly with my manager.”


Management’s Qualitative Results
(See appendix L)

The following online interviews are used to understand management’s communication style, efforts towards internal communication, and the development of the workplace culture. The interviews capture a managerial point of view of the level and if they experience or observe the same problems as the staff.
Barb Brazao: Manager Court Operations
The Regional Manager feels communication always needs to be worked on and there are always better ways of communicating. Her focus is consistent communication to everyone. Barb’s communication duty as a manager is to ensure corporate and regional information is shared with supervisors which is then filtered down to employees through the various formats; supervisor meetings, emails, telephone and in-person communication. In terms of current communication approaches, the disclosure of information with staff is successful. She advocates this approach through an open door policy and willingness to call staff meetings if there is any reason for disclosure of information. She is a transformational leader by organizing, supporting and inspiring the team with enthusiasm and a shared vision. Her communication style is extroverted in which she thinks out loud and likes to talk things out. She is intuitive and relies on her own feelings and the feelings of others through empathy. Through this she is flexible and trusts in interrelationships.  This communication style goes hand in hand with the cooperative and collaborative workplace culture she believes is present at the Kenora Court Services. 

Rolanda Peacock – Supervisor of Court Operations
Rolanda’s role involves the immediate supervision of staff, thus communication is an daily task. She finds it difficult to speak face-to-face with all employees and organize staff meetings with everyone present due to the varying schedules. This is the only communication issue she wishes to address as she feels information is being shared by various medias to get the message(s) out to absent staff in meetings or the office. Rolanda is a hands-on leader in which she likes to know how and why everything is done. She states she is a “judging, thinking, sensing and introverted” communicator in which she likes to have control and set limits and take time to thoroughly go through information to analyze and critique it. She is most comfortable knowing why something is happening or happened and open for debate to challenge the information. Like Barbs view of the culture, she also states the workplace culture is that of working together and knowing to communicate with one another to ensure work gets done. 

ANALYSIS

The primary research was very insightful in understanding the current internal communication atmosphere and some of the problem employees’ experience. A high number of respondents were very detailed in answering the open-ended questions, which exposed a common negative theme with the level and quality of communication from management. The closed questions consisted of the Linkert Scale (2005) which resulted in a high average of “neutral” responses. This response assumes the respondent is neither unsatisfied nor satisfied. I needed a more concrete answer to develop concise recommendations for. This could have been done through removing the “neutral” option or structuring the questionnaire to explain why they chose the “neutral” option. The neutral response are a response expressing indifference or simply a tactic to quickly finish the questionnaire - it is very difficult to tell. Therefore, for future research I would remove the “neutral” answer. 

The managerial interviews I would like to have included more questions to better understand their approaches to communication. The responses to their communication style we’re vague and brief. I would also have liked to have included a question asking them to define the term “communication” to better understand what they believe communication encompasses. 

CONCLUSION

Over half of the Kenora Court Services Division staff concluded that there are problems areas within the realms of internal communications and leadership styles. Meanwhile, the part-time demographic concludes their content with the current levels and quality. The exposed issues from full-time staff will be addressed through revised leadership styles, strategies and tactics to ensure effectively communicate throughout the Kenora branch.
how do the current leadership style(s) supplement the workplace culture and employee moral?

The employee questionnaire asked which of the 4 type of leaders from the Situational Leadership Model (Blanchard, Hersey 2011) best describes your manager/supervisors style. Majority of staff feel the “defining and telling” leadership style best describes their manager/supervisor.  

“Constructive criticism rather that pointing fingers and demanding explanation for errors”

Concluding this leadership style rests in the lack of open communication and trust in  management. Likert’s System of Leadership (2005) outlines the “Directing/Telling” leadership style and the behaviours accompanied with it:


	Table 1
Defining/Telling leadership style
	                                                        [footnoteRef:45] [45:  M. Dainton, E. Zelley (2005). Applying Communication Theory for Professional Life. P. 135] 


	Issue
	System 1: Tells

	Motivation
	Fear, threats/punishment, occasional rewards

	Level of responsibility (by level)
	Upper = high
lower = less
workers = little

	Attitude toward others
	Wide distrust

	Satisfaction
	Dissatisfaction with supervisors, organization, achievements

	Communication
	Downward; subordinates suspicious; high distortion

	Decision making
	Made at top, unaware of lower level problems

	Performance
	Mediocre productivity, high turnover



The attributes listed above reflect some of the comments made my staff in the questionnaire – a high level of distrust, fear, controlling. 

“Respect and appreciation for work well done and to be treated fairly”

Roger D’Aprix (2005) states “leadership communication is the key factor in establishing an open, democratic culture in which people are free to express their opinions. Senior leadership sets the culture of an organization by effectively giving people permission to be honest and candid and demonstrating a willingness to listen to conflicting views.” [footnoteRef:46] One would assume management is not intentionally choosing to  constrain staff from being honest and trusting in them, however, the inability to listen to staff and utilize feedback depicts the characteristics of one-way communication.  
“A healthy workplace culture would be open communication, being able to trust not only your coworkers but your managers, and feeling comfortable in the workplace. By comfortable I mean being able to speak openly, share ideas and opinions, and give feedback as an employee without feeling attacked or spoken down to.” 

Due to the high response rate of avoiding communication with to one’s manager due to fear, lack of trust and lack of respect does not signify a comprehension of emotional intelligence, rather a dysfunctional organization - from the inside out. The workplace culture is a product of the leadership style therefore the current leadership style is highly ineffective and does not support the workplace culture nor employee morale.  [46:  ROGER D’APRIX: Communicating culture down the line (2005). Retrieved from http://www.roico.com/articles/Article_CommunicatingCulture.pdf ] 


How would communication education and training benefit staff and management?

Combined, the manager and supervisor have received some very useful courses pertaining to their roles (See Appendix L). However staff strongly agree communication training and education would be useful not only management but themselves. More focused communication training and education could enlighten management on some of the issues staff experience in their current communication styles. From the managerial interview it concluded management’s current perception of communication issues are: “Ensuring consistent communication to everyone. And It is difficult to speak face-to-face with all employees due to the varying schedules with staff in court, staff meetings are difficult to schedule and very rarely, if ever, will have all staff in attendance.”

They feel that “communication always needs to be worked on; we can always learn better ways of communicating. And ensuring that consistent messaging takes place, alongside face-to-face communication.” These are excellent areas to focus on yet it only touches on a few of what seems to be the several communication issues. 
With training and education benefits include: 
· Improved employee commitment and job satisfaction, particularly if employees understand what the business is trying to achieve and the effect of their contribution
· Increased morale leading to lower turnover of employees and reduced recruitment and training costs
· Better employee performance, if they understand targets and deadlines and receive proper feedback
· Improved management decision making, due in part to feedback from employees
· Improved management/employee relations
· Improved exchange of ideas[footnoteRef:47] [47:  Business Link, Why good communications are important (2012). Retrieved from http://www.businesslink.gov.uk/bdotg/action/detail?itemId=1074424960&type=RESOURCES ] 

As Barb, Manager of Court Operations, states “we can always learn better ways of communicating”, demonstrates a willingness to learn and implies there is room for improvement. 

What information types are utilized by management and how can they be improved? 

There are four types of information; task, management, policy, and motivating information. Task information is needed by the worker to carry out his own tasks (e.g. work instructions, market-orientated information, decision information, etc.). Managerial information ensures activities are performed at the right moment by the right person (e.g. work planning). These two types of information are necessary for production. The following two types of information are relevant to how the organization functions. Policy information is organization-wide information about the policy conducted. Motivating information is designed to keep workers motivated to carry out the activities in the organization. Task and management information are prevalent at the Kenora Court Services Division. Due to the stressful, fast-paced dynamics of the Kenora Court Services, motivational information is essential to keep employees satisfied and performing to the best of their abilities. Motivational information from management such as praise for good work, and recognition for the challenges of their daily role is important. 

“They could be more empathetic. Listen to our cries for help and offer suggestions rather than give the "suck it up - butter cup" attitude.”

“More positive, motivational communication instead of negative communication”

“high stressful environment sometimes we need to be there for each other but STILL BE respectful and considerate of individuals’ feelings.”

What communication channels are utilized and do they supplement the message? 
From experience and employee feedback, email is the most prevalent communication channel. It is quick and easy mass communication. Email is indeed an effective channel if it is supporting the right message. Employees would like to see more face-to-face communication instead of management relying on email. This may be due to the nature of the workplace, with part-time staff not being able to always make meetings or in the office to be informed of policy changes. 

“No, Most often we get the information second hand, through fellow employees, or we get a response from Rolanda "didn't you get the email?" Staff seem to be responsible for "going after" the information and it is never in a timely manner. “ 

“The managers seem to expect that the employees will share the information, which is not always the case.”
Email as a communication channel is used to send impersonal, brief messages such as confirming a meeting time, or conducting an in-house survey. To communicate change, including policy change, face-to-face communication is substantial as it accommodates explanation, questions, feedback and the ability to reading non-verbal communication. [footnoteRef:48] [48:  P. Clampitt (2005). Communicating for Managerial Effectiveness. (3rd ed.) P. 120.] 

Staff meetings are also utilized roughly once every 4-6 weeks. These meetings foster group discussion, face-to-face communication, and feedback. The questionnaires concluded staff find these meetings to be a useful channel of communication. It would be suggested to increase the frequency of these meetings, even with the complex task of arranging schedules to have everyone together at the same time. 
Memos are used as a channel to communicate new policies, usually from Corporate level. This is suitable; however it is difficult to tell who read the memo. At the Kenora Court Services, some memos require the reader to initial that they have read it, yet it is unsure how closely they are monitored. 
Recently, with my suggestion, a whiteboard has been purchased for the office to write important messages, changes, and/or any relevant information for part-time staff or staff returning from holidays that missed new information and/or changes. This is a proactive step.
The telephone is used frequently, both inside and outside the courtroom. Since the 2 main offices are separated; court staff downstairs and customer service representative/and management upstairs, are constantly utilizing this channel appropriately – calling upstairs to problem solve while amidst a court proceeding.[footnoteRef:49] [49:  P. Clampitt (2005). Communicating for Managerial Effectiveness. (3rd ed.) P. 120.] 

Face-to-face communication varies depending on your locale. The court staff downstairs see management less than the client service representatives who coincide on the same floor.  

“I would like to see managers address staff directly instead of through notes or email, and in doing so speak to their employees in a non-condescending way.”

 “Talk to me. I can't learn everything through osmosis.”  

“communication from the management to either office or from one office to the other is lacking in both level and quality and it very dissatisfying.”
This is an easy issue to overcome by utilizing the “management by walking around approach”. By frequently visiting the downstairs office after court to inquire on how the day went, if staff need any help, and so forth increase the manager’s presence. It is the manager that is required to be proactive in this case. The difficulty with this approach is employees may suspect it is an excuse for managers to spy and interfere unnecessarily. This suspicion fades if the walkabouts occur regularly, and if everyone can see their benefits. [footnoteRef:50] [50:  The Economist, Management by walking about (Sept 2008). Retrieved from http://www.economist.com/node/12075015 ] 

Employees displayed a large interest in a Kenora Court Services Newsletter, which could be used to keep not only internal staff updated but stakeholders and other Divisions of the Courthouse. The purpose of an employee newsletter is to motivate workers to do positive, inspiring things. In turn, management is involved and engaging with staff by: 
- Learning something newsworthy that one or several employees did
- Gather direct quotations from employees, co-workers and the stakeholders
  affected
- Taking photos of the employees and customers to accompany the story[footnoteRef:51] [51:  Entrepreneur (2012). Retrieved May 13, 2012 from http://www.entrepreneur.com/article/190794 .] 

The Kenora Court Services previously utilized this communication channel and from recent discussions may start up again. 
The Court Services Division intranet – known as the CSD – include official court forms, policies, directives, mission, vision, information on the different types of courts, and so forth. Employees mainly use it to access updated court documents (the Court paperwork). It is strictly a one-way communication channel that staff found to be effective for work purposes. 

How does the current level of informal communication effect employee moral? 
For most organizations, gossip is part of the work environment. If people coexist within a work situation they will gossip about one another. It has been accepted reality of human communication. [footnoteRef:52] This is also the case at the Kenora Court Services Division which gossip is experienced from both staff and management. The amount of gossip experienced at the workplace is so excessive it affects how employees perform their job and their comfort level in the workplace. An obvious lack of trust hinders the workplace, yet some justify gossip as simply human nature. There is nothing “natural” about communication that is hurtful and has demonstrated the effects of ruining both relationships and reputations as experienced at the Kenora Court Services office. [footnoteRef:53] [52:  S. Chapman (2009). The No-Gossip Zone. P. 1.]  [53:  S. Chapman (2009). The No-Gossip Zone. P. 2.] 

“Not intimidate. Maintain confidentiality. Be open to others. Don’t make us afraid to talk to you, by being more trustworthy, open and not threatening (bullying) it would make it easier to communicate; now we just hide and avoid and pray to not have to communicate. My job would be easier if I did not fear my manager and could speak openly with my manager.”

“to have the ability of speaking with management without feeling under attack for it, or too afraid to speak, or just not trusting management”
“More positive, motivational communication instead of negative communication”

The responses suggest there is a high need of an open and authentic work environment. Authentic communication allows for feedback and improvement of the team to create a culture where everyone’s needs can be met. [footnoteRef:54]  [54:  S. Chapman (2009). The No-Gossip Zone. P. 17.] 


Research Question: 
How effective are the Kenora Court Services Division’s internal communication strategies and activities?
[bookmark: _GoBack]The internal communication strategies within the Kenora Court Services Division are managing to get the important information to its staff – the messages are being delivered, however sometimes delayed and/or through inappropriate channels. There doesn’t appear to be a structured strategy, as there is no communication plan in place. Managements approach reflects convenience. This can be justified by the busy and varying work schedules of staff, and perhaps the busy schedule of management. However, an effective communication strategy can’t rely solely on convenience. Staff expressed the need for more face-to-face communication and staff meetings. This type of communication fosters discussion and understanding as opposed to an email which can often be described as limited and ambiguous.  Staff feel they are responsible for communicating management’s messages because it is convenient. Convenient it may be, but in a fast-paced environment, staff easily get caught up in their own duties, and unintentionally forget to communicate management’s information. This happens all too often at the Kenora Court Services Division, thus management needs to be responsible for their own communication through a structured communication approach for the different types of information. 
The interpersonal communication of management deems to be ineffective as it constitutes fear and avoidance. The high level of negative communication from management exemplifies a workplace of closed communication in which staff cannot open up to confide and trust in their leaders. These communication traits demonstrate the “Telling” leadership style in which demeaning, dominating and attacking behaviours are common.[footnoteRef:55] This is not only an ineffective communication strategy; it is counterproductive to the organization’s image and performance.   [55:  P. Hersey, K. Blanchard, D. Johnson (2008). Management of Organizational Behavior. Leading Human Resources (9th ed.) P. 143. ] 



ADVICE

To best advise the Kenora Court Services Division, the basic communication foundations first need be laid. Once in place, more strategic, innovative ideas can be implemented. 

Policy Question: How can the Kenora Court Services Division develop their internal communication strategy to meet employee expectations?

The first step to develop effective internal communication strategy is to begin by familiarizing management with a communication strategy, how it benefits an organization, and its role in the organization. To begin, the basic principles to focus on when creating internal communication strategies are to:
 1) Develop a long-term focus
 2) Identify clear values for your organisation
 3) Define the specific goals for your internal communication strategy
 4) Use comprehensive, pervasive methods
 5) Be consistent in your messages [footnoteRef:56]
(See Appendix N for a developing a communication strategy)
 [56:  CIVICUS, Internal Communication Toolkit (2012). Retrieved from  https://www.civicus.org/view/media/CIVICUSInternalCommunicationToolkit.pdf ] 

Step 3 would ideally require feedback from staff to develop common goals. The remaining steps should be taught through a Ministry of Attorney General Communication professional. Due to the costs of a hiring a professional and the recent budget cutbacks, I would suggest an weekend learning session on the topic of internal communication. Outside the busy work week, interested staff and management could partake. Because staff don’t ideally like to give up their weekends, an interactive outdoor retreat would be suggested at the Minaki Yurts. This is not only an informative session but it also builds on relationships and trust by sharing a weekend together. 

Currently, there are no Court Services Division internal communication professionals in the Northwest Region. All communication questions, concerns and/or issues are sent to the headquarters in Toronto. Therefore a suggestion for the future is to hire an Internal Communication Specialists for the Northwest Region – Kenora to Thunder Bay. This Communication Specialist would be responsible for informing and ensuring tactics and strategies meet the needs of the employees and organization and any further communication guidance that may be required. This approach would be known as the “Problem-Solving Process Facilitator Role”. In this role, practitioners collaborate with other managers to define and solve communication and stakeholder problems for the organization. The practitioners work with management and play an active part in strategic decision-making. [footnoteRef:57] 

On the topic of interactive training, group retreats and involvement in charities is highly advised to increase relationship building. Currently the Kenora Court Services is involved in potlucks and fundraisers, but stepping outside the office and outside of work hours further develops relationships. Management is advised to enter the Kenora Court Services in charity walks throughout the summer months, as there are various local races. 
 [57:  . J. Cornelissen (2008). Corporate Communication, A guide to theory and practice. (2nd ed.) P. 156.] 

The “telling” leadership style conflicts with staff expectations so a revised leadership style is suggested to communicate and lead more effectively and ultimately improve the workplace culture. As it is no easy task to change a leadership style; it will take time and more importantly two-way communication between staff and management – staff will provide feedback to management. Using Likert’s Leadership Model (2005), to meet the needs of staff, a System 3 – Consultative style would cultivate the appropriate changes. This leadership style would be a stepping stone towards a System 4 – Participative style in which there is a high level of teamwork, communication and participating. This would give staff the trust and ability to make their own judgements, which in turn demonstrates trust and confidence in staff - fulfilling the demand for positive feedback and recognition. Management then serves as a linking pin for the staff to corporate management, unless otherwise needed. 

A company may have the right message but the wrong channel to communicate it. As we noted at the Kenora Court Services Division, there is a high number of email usage. Setting up an office-wide rule restricting the number of emails sent per day would allow staff and management to utilize different message veins - ultimately, increasing face-to face communication and two-way communication. 
With diverse and more appropriate communication channels, an appropriate message strategy would be required. The Kenora Court Services Division uses a “Tell & Sell” strategy in which management tells employees about the key issues and further sells employees on the wisdom of their approach. They assume employees are passive information receivers, in which managers rarely view their feedback as necessary. They believe they are in the position to know all the key issues within the organization. Employee skepticism and cynicism are the longer-term consequence. [footnoteRef:58] To overcome this one-way approach I advise the “Underscore & Explore” strategy which assumes communication is not complete until management knows how employees react to core ideas. This strategy involves employees in the development process but also to recognize obstacles as they are involved first hand with the work processes. [footnoteRef:59] The figure below displays this strategy as the most effective communication wise. See Appendix M for relevant case study. [58:  The Academy of Management Executive. P. Clampitt (2000). A strategy for communicating about uncertainty. Pg. 47.]  [59:  The Academy of Management Executive. P. Clampitt (2000). A strategy for communicating about uncertainty. Pg. 48.] 

To implement the communication strategy, below is a 3 phase step: 
Phase 1: study the organization, discern the critical themes, and establish the goals.
Phase 2: create, implement
Phase 3: Assess

[image: ]

Figure 16 – Developing a Communication Strategy
This strategy would also need the assistance of the Court Services Division Communication professional. However, with appropriate training management should have the skills to develop it on their own. 

The high levels of gossip and informal communication can affect not only staff emotionally but also performance wise. Chapman (2009) notes “negative feedback is necessary for the creation of a healthy work environment. The challenge is in the delivery and reception. If executed properly it can be a gift for both management and staff.” [footnoteRef:60] Negative feedback will always be there, it is a matter of delivering this negative feedback as a gift, which would include helpful information. The Kenora Court Services staff meetings typically evoke scornful statements such as “That won’t work!”. The person who brought up the idea is left in the dark without and feedback to improve his/her suggestion and ultimately feels attacked. In a workplace where employees don’t feel safe making mistakes, criticism and degradation are ineffective.[footnoteRef:61] To overcome this informal communication style, the use of guided and honest feedback will assist. An example of effective delivery: “That idea doesn’t take into consideration the logistics problem we encountered last time. Let’s try to focus our efforts on an action plan that won’t involve that specific vendor.” [footnoteRef:62] 
The next step is teaching staff to accept the new approach to negative feedback.  It is human nature for people not able to accept negative feedback easily. Most people have never learned to take negative feedback correctly, which is evident at the Kenora Court Services. Staff build a wall around themselves to protect them from negativity, especially in a workplace within the legal sector, where simple errors have much higher consequences. To overcome this, management and staff need to understand how to adjust their communicate style to and endorse that everyone has something valuable they can teach us about who we are. A life or communication coach would be advised to teach this type of course. These courses are often funded in the area.  [60:  S. Chapman (2009). The No-Gossip Zone. P. 65]  [61:  S. Chapman (2009). The No-Gossip Zone. P. 72]  [62:  S. Chapman (2009). The No-Gossip Zone. P. 71] 

Negative feedback has the power to help employees grow and improve their performance, positive feedback has the power to help people stay motivated and inspired. People crave positive appreciation for their work, which is often rare to hear at the Kenora Court Services Division, perhaps due to the busy atmosphere. To accommodate the business schedules staff meetings are then the most opportune setting to address people with praise. I suggest beginning staff meetings off by going around the table where everyone will address one, or a few, appreciations of other co-workers or management. This simple gesture teaches staff to share with one another and learn to respect and admire their colleagues and management. [footnoteRef:63]
This practice can also be addressed to co-workers who have not gotten along. It encourages the employee to find three things they appreciate about that person. This allows them to view them in a positive, rather than negative light. 

To increase praise and communication, staff meetings should be held every 3-4 weeks instead of every 4-6 weeks. Employees expressed a high concern for face-to-face communication via staff meetings. It is a simple gesture that can be applied to various other mediums, such as the internal newsletter to staff and stakeholders. Voting for “Employee of the Month” is another easy way to share positive feedback and recognition. Offering  non-monetary rewards such as wearing jeans on Monday & Friday of that week, also gives staff an extra push to excel. [63:  S. Chapman (2009). The No-Gossip Zone. P. 86] 

The toxic levels of gossip within the workplace have repercussions on staff are problematic. Organizations are now taking gossip seriously and no longer accepting it as an norm. Sam Chapman, a successful PR firm in Chicago developed “The No-Gossip Zone” for his workplace to dispose of inauthentic communication. In order for Chapmans business to grow and succeed he needed to get rid of those whose behaviour was holding it back. The Kenora Court Services Division is an office comprised mainly of women and often gossip can be a quick and easy way to release negative emotions you’re feeling about someone in the office. The only way to stop gossip is to place a complete and total No-Gossip Zone. The policy includes:
· A formal agreement among all employees to not participate in gossip
· An agreement to identify and stop gossip when it is heard
· An agreement to “follow up” with the person who was being gossiped about and share what was said
· An ongoing commitment to reveal one’s true feelings, thoughts, and desires within the work environment, thereby removing any need or environment for gossip. [footnoteRef:64] [64:  S. Chapman (2009). The No-Gossip Zone. P. 10.] 

These recommendations build on relationship building to develop an open culture which will eventually bring trust to relations. New message and channel strategies will begin to mold the leadership style to create an environment where employees and employers can share their open, honest, and authentic feelings with one another, the need for gossip will be eradicated. [footnoteRef:65] [65:  S. Chapman (2009). The No-Gossip Zone. P. 13.] 
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the organization as well as listening to their concerns, coaching and mentoring.”

Figure xxxx The Manager’s Communication Model by Roger D’Aprix
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To this end, the Manager’s Communication Model that D’Aprix created over 20 years ago remains valid as it
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