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Abstract.

The purpose of this article is to come forward with the theoretical review about the impact
of internal communication and employee engagement on achievement of business goals. The
literature review will offer critically analytical view on the latest publications and researches about
the role of internal communication and employee engagement in organizational performance. In
addition, author will come forward with results of the pilot survey about relationship between
employees and employers in organizations in Latvia.

The author used quantitative and qualitative research methods including “snow ball”
method in conducting survey and literature review on internal communication and its challenges
in 21st century organization. In this article, the author provides the proof to the assumption that
internal communication is a complex concept challenging the organization’s management,
employee engagement and productivity and organizations performance. Also, pilot survey
presents, that employees in organizations in Latvia feel more like tools rather than, valuable
resource. Particular finding asks for further research regarding its impact on internal
communication and engagement.
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Introduction

Twenty first century has brought significant challenges in organizations management related to
young employee generation demonstrating different personal and professional value systems.
Employees of new generation ask for leaders’ ability to inspire, answer the questions related to the
purpose of the work, to engage them in decision making process. Employees from middle and
oldest generations share different values — they ask for stability, clear decision making and
communication.
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Gallup global employee engagement survey presents some significant problem having potential
impact on sustainability of organizations: 72% of employees in organizations in Europa, as well
as in Latvia are disengaged. In fact, those are employees working without any enthusiasm,
initiative. As said by authors of this research, identification of these employees within organization
is very difficult — practically they perform normally (Gallup 2013).

Researchers in UK have calculated that disengaged employees for state costs 15 billion pounds
per year. It is explained with phenomenon, that disengaged employees get sick, find an excuse for
retardation more often than engaged persons, and as a result it leads to lower productivity.
Therefore, employee engagement concept has become popular in both - professional and academic
environment.

Internal communication plays an important role in employee engagement. Effective internal
communication means saying to people where they are going (message from top to down),
consolidating different parts of the organization in one team (message horizontally) and receiving
information on how successful has been the communication (feedback bottom-up) (Gregory 2007).
However, communication practitioner Bill Quirke highlights that internal communication is vital
to success of the company and when done well can provide strategic advantage through aligning
employee efforts, sharing knowledge and engaging their passion.

This research tries to find answers to main questions: (1) What kind of factors influence internal
communication in organizations? (2) What kind of internal communication challenges become
more topical for managers in Latvia?

The author used quantitative and qualitative research methods including “snow ball” method in
conducting survey and literature review (analysis of 40 publications) on internal communication
and its challenges in the 21st century organization. In this article, the author provides the proof to
the assumption that internal communication is a complex concept challenging the organization’s
management, employee engagement and productivity and organizations performance. Also, pilot
survey demonstrates that employees in organizations in Latvia feel more like tools rather than
valuable resource. Particular finding asks for further research regarding its impact on internal
communication and engagement.

Literature Review
Defining internal communication

Organizations are working hard to implement communication programs which would meet
requirements of both - external stakeholders and modern communication channels.

In communication programs internal communication should have equally important role because
it is directly based on employee engagement in defining organizational objectives, tasks and
values, as well as in creation of internal culture. Although the communication theorists and
researchers discuss a lot about the role and importance of internal communication in the overall
organization’s public relations program, still large number of organizations do not understand
internal communication and its importance in creation of mutual understanding between the
management and employees.

Internal communication is an abstract and incomprehensible concept and perhaps this is why
managers when facing problems do not see this as one of the causes that could lead to either the
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outflow of customers or reduction in sales or the failure in achieving strategic objectives of the
organization.

Development of the internal communication concept is linked to different stages in the evolution
of both - society and organizations. In each of these stages communication with employees had its
own role, which allowed researchers come to different internal communication definitions.
However, they all are examined in the context of organizational communication including not only
information flow research, but also organizational culture studies.

Both communication researchers and practitioners of the 20th century have indicated that internal
communication of organizations determines the degree of organization’s effectiveness, success
and ability to operate. However, these approaches to the internal communication are often
associated with the concepts of "employees’ information”, "raise of employee efficiency,” "one-
way communication." These concepts actually focusing on the unilateral benefit for the
organization give the evidence for the practical application of the concept of internal
communication. Thus, internal communication is more seen as the instrument which can help
affect employees, less than a tool which engages employees in a dialogue with the aim to achieve

a mutual understanding between management and employees.

Two communication researchers Lyn Smith and Pamela Mounter believe - although the internal
communication research has a long history, it still can be seen as immature communication field.
This is due to managers having differing views on the role of internal communication, some seeing
it as little more than a “messaging service” with no particular place in the wider scheme, while
others sees it as an essential change agent (Smith, Mounter 2008).

Researcher Pamel Mounter defines internal communication as follows: Effective communication
means saying to people where they are going (message from top to down), consolidating different
parts of the organization in one team (message horizontally) and receiving information on how
successful has been the communication (feedback bottom-up) (Gregory 2007). She also
distinguishes seven steps for successful communication:

1) Top-managers’ support;
2) Management appreciation;
3) Determination of some really important messages;

4) Network of the communication representatives for the support of the local
management;

5) Agreement on the provision of information and receiving of the feedback;
6) Opportunities and rights of the local management and its support network/-s;
7) Involved on all levels in a long-term process (Gregory 2007).

When communication works well, people are encouraged to say what they think about the received
information, and their voices are important. When people see that management responds to their
feedback, process becomes reliable (Gregory 2007).

Pamel Mounter calls internal communication corporate glue which helps to build a strong team,
strengthen pride in the organization and encourages people to work a little harder to win the race
(Gregory 2004).
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In terms of effective internal communication, Ann R. Carden notes that it is crucial for the staff to
be aware of the decisions, changes and the company's development, therefore it is important that
management tell the reasons for the decision - "why" immediately after "what.” This explanation
helps to provide employees with the big picture and make them feel as a part of a team. Employees
are the first and most concerned about how the changes will affect them (Hansen-Hom, Neff Dostal
2008).

Professor from Thames Valley University in London Sandra Oliver when speaking about internal
communication emphasizes its complex nature. Internal communication as a key corporate
strategy function is no longer a question of a simple efficient bottom-up and top-down
communication executed by line managers (Oliver 2009).

Internal communication system is a part of the organizational structure and culture, but it also
creates a structure and culture itself. Environment affects how people with power in the
organization create a structure, culture and communication. However, the structure, culture and
communication also determine who holds the power and how the organization perceives its
environment and how responds to it (Grunig 1992).

In terms of internal communication role in achieving business goals the communication
practitioner Bill Quirke highlights that, traditionally, internal communication has focused on the
announcement of management conclusions and the packaging the management thinking into
messages for mass distribution to the “troops” (Quirke 2008). However, he points out that internal
communication is vital to success of the company and when done well can provide strategic
advantage through aligning employee efforts, sharing knowledge and engaging their passion.

Radford University researchers William R. Kennan and Vincent Hazleton talk about internal
public relations, which are not essentially different from the internal communication concept, but
stress the relations between organization’s management and employees in reaching organization’s
mission, goals and objectives.

In different historical stages internal public relations theories have evolved from those which see
internal public relations as one-way communication with employees to those which stresses the
important role of communication in relations between management and employees. It indicates the
need for internal communication and internal public relations treated as a single concept, resulting
from one another.

For example, Kennan and Hazleton distinguish five requirements for internal public relations
largely determining internal communication: it have to be based on relationships and relational
activities, they should provide frame that shows a clear empirical link between internal public
relations and desired results of the organization; they must determine the role of communication
behavior leading to effective internal public relations, they have to provide a link between micro-
level actions and macro-level results, they should be focused on the strategic level (Botan,
Hazleton 2006).

Within the framework of this research internal communication is defined as a complex that
combines organizational culture, implementation of leadership in the organization, formal flow of
information and successful management of informal communication.

The role of internal communication is not only the message sender’s ability to produce reliable
information and transfer it to recipients; it is the complex of internal relationships which can affect
the existence of the whole organization. In this research internal communication is seen as
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relationships and their effective implementation, creating trust and a shared view on the vision,
goals and objectives at all levels of the organization.

Impact factors of the internal communication

The author of this research has analyzed significant impact factors of internal communication in
organizations. Although concept of the internal communication seems to be very understandable,
it is complex and influenced by different aspects of an organization. Therefore it cannot be seen
only from perspective of communication, public relations or human resources.

Within this research there are discovered seven factors which impact an internal communication:
(1) Style of the leadership; (2) Placement of function of the internal communication within
organization; (3) Organizational structure; (4) Organizational culture; (5) Size of an organization;
(6) Communication channels and technologies; (7) Understanding of the role of communication.

The author offers to analyze one of these factors - “impact of the leadership” which is one of the
most important in order to form transparent, effective and sustainable internal communication
environment in the 21st century organization. And this is one of the greatest internal
communication challenges of the modern organization. It relates to the fact that the new generation
of employees asks for communication, transparency, as well as opportunities to provide feedback
and participate in decision-making. Unfortunately the managers of middle and senior generation
are often unable to provide this need for open and effective communication, thus creating
conflicting situations and employee dissatisfaction.

In recent years the organization and communication researchers focused on communication of the
management and leaders’ looking for answers to question what kind of a leadership style has a
positive impact on internal relations and employee engagement in the organization. The internal
communication has been influenced by the style of the leadership. That conclusion has been made
by several authors and researchers like L.R. Men, Knippenberg&sSitkin, Hackman&Jonson,
Fletcher, Goleman, Boyatzis, Jirgens, Pearson, Clair. They conclude that the way how manager
leads a company impacts internal environment and communication style. For example, if leader is
open-minded, positive and transparent as communicator, internal relations and communication
will be more open and positive. This will lead to higher productivity and performance. The
manager’s communication style and practices are meaningful factors related to the outcomes of
the employees understanding of his or her job and the perceptions of the workplace (Mackenzie,
Maureen 2010). This author, referring to Ballinger & Schoorman and other authors, indicates that
trust in a leader is a very important aspect of the working environment.

Other author Whitworth (Whitworth 2011) has pointed out, that different types of a leadership
advocating different styles and communication channels to influence followers constitute a major
component of internal communication systems (Linjuan Rita Men 2014).

Organizational researcher Melani Fletcher in her study carried out in large organizations in South
Africa points to the fact that the lack of the leadership in the organization is one of the reasons
leading to the low performance level. If organizations where surveys were conducted would be
focused on the leadership, then their performance indicators would be higher.

Volume-4 | Issue-2 | February,2018 96



I]RDé IJRDO-Journal of Business Management ISSN: 2455-6661

Explored organizations did not appreciate the importance of the leadership development and did
not realize that employees who do not have strong leader’s support and management cannot be
motivated and effective (Fletcher 1999).

Organizational management researchers have discovered and analyzed a variety of leadership
styles, and pointed to the features that characterize leaders. However, as stated by Daniel Goleman,
Richard E. Boyatzis, Annie McKee, the leader is followed by employees and constantly seen as
an example. This group of authors also point out that the leader creates the mood of the
organization. A leader drives emotions of the collective in a positive track, thus improving the
working environment. He is also able to guide people in ways that give them clarity and direction
for their work. This in turn encourages the flexibility and release to use the best internal resources
of employees to do the job well (Goleman, Boyatzis, Mckee 2002).

Also, Klaus Jurgen talks about the role of the manager in the organization. He points out that the
employees have very high self-organization capabilities, unless the management has given them a
clear vision of the goals. Mary Welch (Welch 2010) stresses that senior management
communication and open, effective communication strategies are recognized as having a crucial
role in the development of positive employee engagement.

If there is no assurance that the work has a deeper sense people fear and any changes, they will
perceive as a threat. At a time when the "ship-business™ got a stormy sea, a manager must be
"anchor" in his employees’ eyes. He should be able to specify a realistic vision (Bérzins, Nébels
2006). In fact, the author's statement indicates that in a situation where the organization does not
assert the mission and goals, as well as lacks the manager- leader who is trusted by employees,
organization can come to a precarious state - internal chaos may arise leading to the crisis situation.

Methodology

Author has carried out the pilot survey with the aim to clarify the nature of the relationship between
the manager and the staff in the organizations in Latvia by assessing their linkage with the quality
of internal communication. The focus of the study is communication between managers and
employees. In order to achieve this objective, a questionnaire consisting of 4 questions was
developed - three questions were closed, but one - open type.

In the frame of the pilot survey the author asked employees how they feel in their working
environment — as a valuable resource or as practical tool? In addition it was asked what determines
one or the other identity. In open question respondents were asked: if you would have a chance
what would you reproach to your manager? These questions were chosen in the context of the
previously described theoretical framework regarding the role of leader and manager in internal
communication as well as its impact on forming internal communication climate.

The questionnaire was made using site www.visidati.lv and distributed via internet using the
method of snow ball sampling (Vogt, W.P. 1999). It provides the extraction from one or more
sources asking each respondent to share the questionnaire with someone who meets the research
criteria, thus increasing the amount of the data.

During data collection process the author of the research realized that data cannot be considered
as representing all Latvian citizens because only those with the access to a computer and internet
connection could participate in the study. Whereas the main purpose of the survey was to find out
the trend not to get general results, the questionnaire could be filled by every resident of Latvia
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employed in an organization and having the technical means to complete the questionnaire. As a
result 200 responses were received, and the average age of the participants was 34 years.

In order to analyze the open-ended responses the method of categorization was used creating
several categories which could contain each of the received responses. In a result of initial analysis
three main categories were developed: manager communication, competence, trust.

Results

Results of the survey showed that in Latvian organizations there exist several problems regarding
relationship between employees and manager.

Employees in Latvia often feel themselves as tools which can be thrown away after the use, not as
a valuable resource. Only 22% of respondents admit that employers consider them to be a valuable
resource. Even as many of the respondents at work fully feel themselves as a tool which is used
until it breaks, but half of the survey participants’ feelings about their status changes from time to
time.

Respondents were also asked what determines feelings about their status in the organization. Those
having sense of being treated in their working place as something valuable indicated that main
reasons are linked with the manger’s trust in them, frequent communication, engagement in
processes and providing feed-back. It was stressed that respect from the management and chance
to make decisions are also important.

On the other hand employees feeling themselves treated as tools reported not having sense of
appreciation and management’s interest in the result of their working duties. Lack of
communication and engagement were also mentioned as essential factors in relations with
employer.

In the same survey employees could fill in the form “If you had a chance to tell your manager...”
indicating the most crucial issues in communication with managers. On the first place in the list of
reproaches there is a lack of communication, feed-back and employees’ engagement, on the second
place — feeling of distrust and lack of appreciation but on the third - management skill shortage,
inability to unite the team un lead it to certain objective.

Conclusions

After summarizing conclusions of researchers regarding the role of managers and leaders in
creating environment of internal communication, as well as analyzing results of pilot survey on
management communication in organizations of Latvia, it can be concluded that practice are far
away from the ideal theoretical model of management communication with employees.

Researchers and theorists stresses the importance of open communication with employees but
results of the survey shows that in Latvia most of the managers have weak understanding of
effective communication within the organization. As a result employees feel themselves and their
work undervalued being an insignificant screw in a large mechanism. Obviously, this is the gap
between what is recommended by researchers and what is experienced by employees in daily
communication with their managers.
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Bots results of the survey and many communication and management researchers confirm the
urgent employees’ need for opportunity to give and receive feed-back. This is one of serious factors
in establishing effective relationship between employees and managers and as a result employees
have the opportunity to receive an assessment of their work, to improve their performance and thus
also the performance of the organization as a whole.

This study concludes that daily communication with employees and giving/ receiving the feed-
back is the biggest challenge for the managers of organizations in Latvia. It demonstrates the lack
of leadership and communication skills or weak understanding of manager’s role in working
environment and relationships with employees. Consequently internal communication
environment, its effectiveness and employees’ satisfaction suffer. In fact, in this context, it is
difficult to talk about the involvement of employees, if its primary success factor — the
communication — is undervalued.

The author recommends devoting future studies to organizational environment in Latvia
examining the managers’ understanding of communication with employees, clarifying the
techniques and channels used in internal communication, as well as analyzing the link between
these factors and actual level of employee engagement.
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