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INTRODUCTION AND THEORETICAL PERSPECTIVE

Employee communicators are facing ever greater probléms in reaching
their empléyeelpublics. In the past, empioyee commun1cat1on was viewed ag
almost strictiy a.one-way process: downward communxcation}From managemené\
. to employees. Management used employee comuumcatxon channels to serve 1ts
own purposes' to inform employees oh important company issues, to build
good will tojggd the orgapization, to develop a homogenous socioiinetwork
among emp loyees, and the like. | : .t | e

JIn recent'years, however, employee needs have become a centrol

consideration in employee communication. .Criti . argue that no longer

should management use internal communication media “to tell employbes what*

~
~

 they need to know"- (in rogard to management's purposes) Rather, ompioyee
communication channeis such as empioyee news1etters shou]d be used ;o
fulfill the purposes of employees (wh1ch may differ trom the purposes of
management) . : : | )

Our study is an attempt to determtne the purposes empluyees have for

. ,read1no an employee newslettero what the factors are that genefifé these

purposes; and how these purposes relate to actual newsietter readership

behavior.
Since we are interested in employee communication from the
perspective of employees, we have taxen an individualistic, or uses and

gratifications, app}oach in;désnging a theoretical framework for %or'
~ . ~ -

study. B \ (;' )

~
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Uses and gratificution resea:ch in mass and orgam1zatland1 commuhication

can be traced back to the 1920 s, with early studles of the audiences of.
(

radio serials. In the 1940's, the research in this.area took on an empirxta1

flavor, with studies by Lazarsfeid and Stanton (1942, 1944, 1949)", Herzog

- (1942)%, Suchman (1942)3, Wolfe and Fiske (1949)% and Berelson (1949)°.

There has been a Fevival of this empirical approach” in recent times. .

‘Kttesting to this are studies by Johnstone (1974)°,\Peled and'Katz (1973)7, Kiine,
#iter and Morrison (1974)3, McLéod and Becker (1972)°, McGuire (1974)10,

Rosengren (1974)11 and McQuail and Gurevitch (1974)12.

‘ - : .
Blumler and Katz in, The Uses of Mas- Communications (1974)]3, provide

the most definitive and comprehensive:sing?e.valﬁme on the uses and

gratification ébprpach. Contributors to the volume generally posit that .

the uses and gratifications appreach analyses mass communication from

the perspective of the individual audience member,, considering the various

L funpﬁionsrthé mass media might serve. - Katz, .Blumler and Gurevitch state

the usds agd gratification mode! is concerned.with "1} the social and

.ésycholdﬁécal origins of 2} needs, _which lead to 3) expectations of 4) thé

mass media or other sources, which iead to 5) dxfferential patterns of media

exposure (or engagement in other activities$, resulting in 6) need
gratifications and 7) other consequen995 w14 : ‘ ‘ ‘
A variety of commun1cat1on research quest1ors have been emp1rica1]y : ,ﬁ_//'qt)

investigated using this model. Kline and Morrison, for instance, explared 4

15

the relationship between audience needs and media use. They found-that -

-

the type of medium chosen in highly dependent on the type of information
neede& (e.g. individuals who need informaticn about family planning aré likely
to use different information sources than 1nd1v1dua1s who need information

about a political camnaign). 16
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The basic a;sumption of the uges and gratification mode?.tﬁat the
individua] has cgrtaii infofmation-needs and that he/she attempts to
gratify these'needs. rafses many other éuestions that are of practical
importance(in an 6rganizati$hal~se§ting. For examp{é, what rple do the’
mediz pﬁay rn'gratifyiﬁg the neseds of audience members? What areithe
conditions under which different channels tend to operate? Which channels
of communication are available to the individual? What types of c&ntent
are in these different chagnels or media? lhat are the key goéis of tﬁe
communicator in gn.organizational milieu? ' L

The present study is, howéver,‘not directly aimed at findiﬁg answers

to the abovébquestions. Its research focus is the determinat’on -of what
. t - - ) \

T e

the factors are that 3ead different -types of emplo&ees'to have different
patterns of readersh1p of organizational newsletters. This is one of the-
key pract1ca1 probiems faced by an emp?oyee commun1cator who uses a
newsletter to reach the employee pub?xc. As noted earlier, there is now
a growing concern in the business world about the effectiveness of emﬁ}oyee
newsletters and their abxlrty to reach their 1ntended audxences
| This concern is illustrated by the lamentation of ‘the Director of
Public §e1gﬁions for a méjor insurance company that on occasion an emponee
- newsletter may be widely read by certain groups; but not by those to which
it is primarily aimed at.]7 At'atﬁér times, th; major employee target
au&ience”may have high ove-a?lireaderéhip; but not of the barticu?aé‘
messages that ﬁanagement most wishes to comnunicéte‘ |

Also indicats f this growing concern about employee news:etter
effectlveness is tpe.s;zc1nt observatlon of the vice-president of a u.S.
pub11c ut111ty, Roy Foltz. 18 He stressed the 1mpo? ance of determ1n1ng

_"to what extent 1nformat10n needs vary.by 10cat10n job, language, etc."ig

: . - e -
- N .
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A piiot study at that utility had indicated that of "twenty four inuernai

communications media, one of the most important was the empioyee NEwWS =

\
w20 The 1978 annual report of that same utiiity had aiso stated

1etterﬁ
that "of critical importance,to empioy =<3 is the degree to which they are
kept informad and enabled to understand tha;intrea51ngiy complicated issues

with which the busxness is Lonfronted and “how various .company functions

A

inter-reiate in dealing with- them. w20 I )

number of past studies have examined some of the factors that mightr

be reSponSIble for news]e;ter readersh1p differences*among employee groups
Suzzanne Dunaway “in, her/1969 thesrs Tooked at readership patterns cf .
org;nizational newslettérs and found few differences ‘among employee types
and reedership of the employee newsletters %% Howeven; she looked at only
overall readership, not at oarticular types af content in the nensietters
It is quite Tikely that because of different purposes different types of

employees could have for reading a newsieqxer. newsletter readership might °

‘vary by type of content. ' : _é |

“ In fact, in a study done by Custom\Refearch Inc. (CRI), in 1976 for

Honeywell, Inc.. researcbers iooked at readership patterns of ‘a Honeywell

.

newstetter and found indications of readership differences across different

types of content.2§ They Tfound, for example, that empioyee status (i.e.

whether an employee works part -time or fuil ~-time), as well as partmcxpation
in an empioyee stock ootion program tended to be assoc1ated with readership

of different ﬁypes of content (e g. fuil time status wa's posrtively

e

assoc1ated with readership of finanCiai articles and human interest _stories). 24

The present study attempts to examine whether and how factors similar '
to those in the CRI study lead to differentiai pattern< of employee

newsietter readership, both ocverall and acrogs different types of content.

) 6
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. The factors.central to this study are.1ehgth of employmenf in,

position in the decisicn-making hierarchy of, and level of caréer aspiration
\

in an orgaﬁization{ As will be more fully explained later, each of these
* factors is an indicator of an employéé s level of integration 1nto the
social structure of an organ1zat10n The study hypothes:zes that an

employee who is more h1gh1y 1ntegrated 1nto the socxa? structure of .an

. = \J
organ1zat1on will tend to have a greater interest in survey1ng the general '

(on-goxngs) of that argantzatxon consequent1y Teading to higher readership
‘of that organization's comndny newsletter (than an employee who is less
hxghly 1ntEQrated inte that organxzat1on} o | -

The concept of 1ntegrat1on has long been idéntffied b} organizational
and management researchers as a usefu] indicator for the study of employee

_ behav1ers Douglas McGregor (1966),25 Douglas 7. Hall and Edward E. Lawlerl
/
(1970)28 and Chris Argyiis (1964)27 and John H. Barret (1970)23 have ‘used

' A
o1fferent approaches to 111ustrate how integration can be used to,achieve

~

orgamzatmnal ends, mcludmg effectwe emp'ioyee comumcatmns.' Implicit

t

in théir def1n1t1ons or descr1pt10ns of organizational ntegrction is the

fact tth 1t makes the employee take an outward perspective and thus realize

-

that his guccess in the organizatipn depends on the success of the organiza-
tion as a group. Douglas McGregor,~for instance, defined integration as f

"the creatlun of cond1tions such that the members of the crganizatian can

achweve their own goals best by d1rect1ng their efforts toward the success

©
‘of the enterprwse.?zg

S

intégrated empioyee, we suggesf. would make him have greater interest in’
\

readtng the newsletter since 1t will make him more w1]11ng ‘or desirous to

This "outward-look1ng"qua?1ty or characteristic of an

scan ‘the general goings-on in the Grganization.
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Theoretical Model v

The theoretical model designed for this study is an adaptation of the
uses and gratifications me&el, The modei as adapted is éoncerned with:
1) The social and psychological origins ‘of an individual's 2) purposes
. ‘q—-‘~¥

for 3) use of the media, S0 ¢

‘ motivations for differential media exposure patterns.

. Even more 1mportant this study w111 not attempt to d terﬁine the "needs”

. that an individual has for using the mass media. Rather, it will examine
the 'purposes” that ‘he has for using those media. The reasons for this

| approach are I) avery member of the audience has the same basic “needs," and *
it is extremely d1fffcu1t to 1sp]ate Nthh need> are accentuated in any
g1ven s1tuation (Eiltot 1974)31 2) social and psychological nee¢s are very
dlff1;u1t to measure emp1r1ca11y (Katz, Blumler and Gurevxtch 19?4)32«
3) according to the uses and gratxfxcat1on approach as latd ovt by Katz.
Blum}er and urav1tch (1974)33, needs seem to’ bear little dIPECt relationsh1p
w1th the_cam@on uses and-gratifications dependent variable, media exposure
(E1liot, 1974)%%; and 4} it is difficult and hazardous to attempt to say that
a particular reed is ‘the reason an 1nd1v1dua] uses a mass medxum Gener&ﬂ]y,
there may be a whole set of needs, all 1nteract1ng, that gives rise to cne's
use of the mass media. Furthermore, it may pé difficult for an individual to

identify verbally the needs that he fulfills when he uses the mass media

tand it may be even more dangerous to infer from observation

5

\/_
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what an individual's needs are). Instead, an indibiduai may be more capable N

of prov1d-ng the reasons-why he uses the mass. media (i.e. his purposes for

doxng s0).

¢

This study, therefore. emplqys the concept of "purpo':s" as an

—

L

~intervening iink between the social and psychological factbrs that l=ad to
-~ ‘ '
differential use of the mass media (see model above).

®~

\ Iy h1s dlssertat1on Leo Jeffres (3975)35 applied this type of approach
to‘; géudy of audven;e use of the mass media. He fcund systematic -
differences in tﬁe purposes individuals had for using the mass media.
~ Jeffres! approach v1ews the audience member as. an active seeker of infor-
matmn~36 ﬁe or she purposively attends to, or av01ds, the media. This
Yatxonale is based, in part, on Lazarsfeld S concept of seléctive exposure
- (1948) 37 Heré, the individual tends to purp051ve1y (both consc1ously and
unconsc:ously) attend to or avoid, certain types of information because\of
; 'certain psychological motivations (one of which may 1nc1ud3 whether he )
expects the information to fulfill his purposes).. . . R
As can be seen, the rationale implicit in the precedzng theoretical . p
model is based on a combination of the preyai ing. social-psychological ’
theories of human éognition and behavior. Accdrding to cognitive theerist§
(Fest1nger. 1“57),38 there are a variety of social and psycHological elements P

1at through either independent actxon or inte ctwan produce a set of

conflicts, needs, drives and other stimulus forc ithin the individual.

These forces moti?ate the individual to act in some way in order to fulfill
his needs, satisfy hijs drives or resolve the conflicts he faces, g

Thus, one can conclude that the 1ndiv1dua1 uses the mass medxa in. order

+

to satisfy some socially. or psycho]og1ca11y stimulated mot® ation. In an

organization, an 1nd1v1duai may have a varxety of motivatie. - for reading

ERIC | - 16



an cmployee newsletter. Katz, Blumler and Gurevisisipoint out that as-of
yet, these psychological motivations are littie understood. ."For example,
what [psycho?ogical motivations], if any, are created by routire work on an
_assembly line, and whtch forms of media exposure’ wx?l satisfy them?“39

In this study, we propnse that integration is one euch general motivation;
that the higher an employee's level of integration into an organiz&t?on's
.spéial system, the higher the emploveé's metivation to purposively seex
infbrmation.abcut that organization, and that consequently this leads to

- higher use of company cammunicatton media (e.g. readership of the employee
“newSTetter)

At the PESEEfch level the preceding proposition can be.tyanslated into.

the‘foﬂowing testaéﬂe model (see page 10}:

. o
An enployee's level of integration i1nto an organization's social system

-

leads him to ac -tuate certgin purposes for reading that organizafion‘s
.employee newsletters. ’ y

To test this nodel, several indicators‘%f\ggch of the model's key
variables have been identified. ?irst, we have identified three major
factors as indicators of an emﬁfg;ee's level of integration into an dfganiza~
tions' social structure. fhése indicators are an emplioyee‘'s position in the
decision-making hierarchy of, length of employment in and level of career
aspirations in an organizatjon.

An employee's position is a designation of his role in an organfzation.
An employee occupying a position higher in the decision-making hierarchy
tends to have a more vital role in the general functional maintenance of an
organization than an empléyee lower in position (i.e. an employee in a higher

position is more highly integratedffunctionally).
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Level of career aspirations, on the other hand, indicates the degree
to which aé-employee desires to have a part in the functional activities of
an organization. An enployee with higher aspirations tends to have a _greater
desire to'have an important part ir an organization than an employee with
lcwer‘aspiratiqns (e. g an employee with higher aspirations is.more highly
intégrated functiona!ly)f

Last, length of employneni has been identified as an indicator of an
employee's: integration into the sociab’lity netwc.k of an organization.
Generally, the Tonger a person is emzloyed in an organization, the greate}
the likelihood that he will deveiop more and closer interpersonal
relationships with his fellow empiqyees at that organization (i.e. an
individual who has been employed lomger tends to be more highly integrated
into the empleyee sociability network). Concep§ual1y, then, each of these
indicators shows the degree to which an employee is either functionally
or socially integrated into an erganization because of social and
psychological factors.

Each of these types of integration then leads an employee to place
more or less importance on various mot*vations, or purposes, for reading
an organization's newsletters. These purposes fall into two general areas.

Ffrst, an empléyee might read é newsletter in order to survey the
system functions of that organization (e.g. policy changes, new products
and services). An employee with a higher level of functional integration
in the organization would tend to place greater importance on this purpose
for reading the newsletter than an emplioyee with a jower level of integration
into the sociability network of an organization.

Second, an employee might read a newsletter in order to suryey the

sociability network of an organization.
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If an employee has g higher level of tntegratxon into both the

I

functional and the socxahiixty networks of an organization, he would tend to
place greater 1mpprtancejon both these purposes for reading the.newsletter
J

than an employee who hgs:a Tower jevel of integration.

Hypotheses , ¢

Based on the above~dxscus31on we nave formuiated the icilowing - _ #
theoretical and research hypathesr'fer th.s study: |

Qur theoretical h{pnth‘&ns‘. states that a person who has a higher Jevel
of integration into anforganization will tend to have a higher use of that
org;;}zatfon's commﬁn@éations media than a person who has a iower level of
intégration into thatforganization. Because of his more intimate level of
involqgment. the moré highly integrated individual tends to be more motivated
to survey the functﬁénal activities of the organization and to survey the
sociability network;ﬁf that organization. ‘_

It must be noﬁed however, that although each of these types-of

purposes is theorlﬁed to be, in large part, a product of an employee's level

'ef integration 1nto an organization, they are somewhat constrained by the

types of content,%hat are available in an organization's newsletter.
Research hypotheses:

1) An empld&ee who is more highly integrated into the Honeywell
organization will tend to have higher overall readership of the Honeywell
employee news1étters than an'emp!gyee who is les¢ highly integrated'into the
social system. . |

2) An employee who has 2 higher Jevel of functional integration into
*he Honeywell oeganization will tend to have higher readership of newsletter

content dealing with Honeywell system functions than an employee who is less

in*egrated. functionally.

14



3} An cmployee who has a higher level of integration into the Honeywell
scciability network will teﬁd to hive higher readérship‘of newsletter
content dealing with the sociability network than an employee who is less
integrated. . -

. . 'Although not stated explicitly in hypothesis form, this study will
gxamine the relationsﬁip betéeen the intefvening variable, purposes for
reading the ne tetters,‘and the independent and dependent yariables. An
examination of these relationships is esséntial to a complete testing of the
theoretical model -employed- in this study (i.e. a uses and'gratificatibns
approach, which assumes that mass media use is purposive).

o Specifically, we will examine the relationships of the dependent and .
independent: variables with the following four purposes:

1) Reading the newsletters to keep track of what one's ?riends at
Honeywell are doing;

. ) b
®© .. "

2) To find out what is going on in the company;

——

3) To;impgove one's advancement possibilities by learning more about

Honeywell; and

4) To keep track of changes in management personneil

L . o

METHODOLOGY

To gather our data, we employed a sample survey technique (using a mail
questionnaire) and a media content analysis. Between January and March of
1979, we conducted a content analysis of several pewsletters iﬁ‘fhe Twin
Cities (Mxnnescta) area. F;gm'th1s analysis we developed a set of exhaustive
and mutually exc]usive categories for c1a351fy1ng the content of those news-

letters under study. Those categories include: personnel annoupcements,
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company financial newi, content dealing with employee benefits and news
about. company products and services. . .

With this set of categories in hand, it was then possible to ﬁfﬁvide.a
set of content types for use in the readership questiohnaire designred for -
the sampie survey. |

We then contacted each of the organizations included in the content
analysis study, and chose Honejweil. Inc., because it offered the most
favorable climate for a theouretically based study. The Honeywell newsletters

&

under study are The Circulator and The World, which are distributed via'

newspaper stands free of charge to all employees.

We gonduc_ted an informal pretest on amployee Eeadership to get im
touch with employee feelings about the newsletters. Face-to-face intervieﬁﬁ
with employees indicated tha>: 1) newsletter readership wa§ generally high;
and 2) many'emp1oyees regarded the newsletter favorably.

The population for this study was defined as all Honeywell employees in
the Twin Cities area--a total of approximately 17,600 employees. OQur sample
of 320 employees was considered a practical sample size for.the mail-
distribyted questionnaire study. To draw the sample, we used a systematic
random sampie procedure. (Only currently employed staff members in the Twin
Cities area were selected.)

The questionnairesweremailed out in mid-May of 1979. A total of 95
questionnaires, representing a return rate of 35%, were returned. The

analysis that follows is based on this final figure.

%-

1o
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Descriptive Findings

-Employees whg responded to our survey teaded to cccupy relatively high
paéitioﬁs in the Honeywell decision-making hierarchy (i.e. two-thirds held
‘ maﬁagérﬁg!. professional or supervisory positions). A Jittle less than half
\ of the rgspondénts had rela.ively high career aspirations (i.e. 40 percent
plgpedsa.piéh degree of importance on advancement in their jobs). Nearly
all the respondents were full-time employees. »
whi)e ourr study seems to oversample management and undersample labor,
this is not particulaETy the case for Honeywell in the Twin Cities.
Honeywell locates its executive offices in the Twin Cities; thus, there are
a brdpo}ticnately Iarée number of managerial personnel in the employee
poéulation.
Compared to other organizations, however, this saﬁple does include a
relatively high proportion of emp]qyee; from High positions (and who are
fairly wep educated). We m%ght, therefore, expect newsletter readelshi}? to be
high éenebqll&, agvcompared,to rea&ership of newsletters in other

. . : N
organizations. In fact, the data show a total of 72 percent. of employe;;>

reported reading every issue of The Circulator, a localized weekly nevw5£giiferu
"and ~ 52 percent reported reading every issue of The woria. dn
international, company-widé newsletter {see tables 1 and 2, page 16). )

While overall readership was fair?j) high, a review of tab?e' 3 (pac;e 17) shows
considerable variability in the amounts of each type of content read.
Viewership of pictures and readership of job-related content were the
Kighest readership categories (i.e. in any single issue of thé newsletters,

59 percent of the employees looked at all the pictures, and 68 percent read

all the job-related stories).
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Table 1 .

Newsletter Readersnip Within a Single Issue

Newsletter
Readership ' The Circulator The World
Read most 38% 25%
Scan/read certain things 62% 75%
1005 N = 95 1002 N = 97

TabIé 2

Rewsletter Readerghip Across Issues

Newsletter

Cﬁé&dgziﬁip The Circulator The World
Four times 3 month 728 XXXXXX
Three times , 10w XEXXXX
Twice | 10% : 52%
‘Once . 08% s
Never R - ' 1Nz
© qo0r N - o4 1005 N = 93

b S

Full Tt Provided by ERIC.

" ERIC
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et . o : _
" Newsletter Readership Within any Single Issue
; Type of Content “ :
N ﬂ " - U - —— - . w -t e e
Personnel. Vital Company Employee Products/ Company Job
‘ Readership Announcements  Statistics ~ Financial Investment Cervices News nelated
ANl storfes 20t 2% 28% 283 20 .  22% 68
Most 39 33 38 35 55 56 2
A few 38 32 29 .33 25 20 10 S
. None 02 W 05 0 o o
160% N=94 100% N=94 100% N=94 _100% N=95 100% N=95 100% N=94 1003 N=94
) . h Social Announcerants of Department Employee
“Readership  pBenefits Activities Social Events Features =~ Features Pictures HWant Ads
Al stories 47% 26% 21% 17% -3 2% 59% . 32%
17 HMost 38 41 34 37 39 36 37 -
A few 12 28 38 44 38 05 29
None 03 04 07 02 0] 00 02 .
1002 N=94 1004 N=95 100% N=95 100% N=95 100% N=95 100% N=94 100% N=94.
| 21
v J
RIC.

g B i

Vi
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\ ‘. . Table 4
) T | ‘ © (Second Factor Analysis)
k. - . : .
- Vanimax Rotated Factor Matrix After Rotation
) With Kaisgr Normalization ‘
v | o Factors (i.e. content category scales)* f
" 1--Employee -  2--Company 3--Job-
. Social- Naws Related ¥
' Relations . ~ - Content
Item .. Content -
: ‘ 5 .
19  ..65511 - -.17782 .31835 (Personnel
. | : , announcements) -
20 62106 .08232 126919 (Emp. Vital
] . . .. statistics)
S 2 .05288 - 69117 .15684 (Company financial
- . . news} @ . .
22 .094389 .68787 .27268 (Employee invest. . .
: | - program) "
23 . .08347 ) . 75049 .14901 (Products and
| : ' | " services) .
28 - .35192 : .63795 .05379 (Gen, company news) -
25 - .15048 .33975 . .57632 (Job-related news)
26 .32220 :23725 .81398 (Benefits news)
4
127 -89798 . .03182 .11320 (Announc:ments of emp.
I ‘ . social cvents)
28 _ .69138 .05408 .12651 {Employee social
: g v . activities)
29 57167%* .53313%* .12975 (Dept. features)
30 .58632%* .34218** .155087 (Individual empl.
| B ©  features)
-3 .52582 .22116 - .03524 - (Pictures)
32 .42273 .05914 04016 (Want Ads)
*A11 scores are positiva. ‘ i -

e **These items had relatively high loadings on more than one factor. so
e they were dropped-from the scales.

-

| - 23 ' .
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-

. . A

- ) - {)

At the other extreme, department features was the lowest readership -
categoy&, with 17 percent of the employees readin§ all the faétu%es inoany - ~

single issue of the neqsletteps.

. As’ we stated. earlier, we develop;d several readership categories\ﬁaséd

on an earlier content analysis. To test‘fﬁg'Gaf;d;E; of these contdnt -
. categories, we conducted two ‘factor analyses of the readership data (table 4) « The
Ny fmrst analysis revealed that when an employee reports reading cne part of '

the newsletiers regu]arly. he tends to report readxng other pafts with the -

same frequenqy The second’ analx@;s suggested that when readership is - |
s measured within a single issue (amcunt read), the factors are grouped into - N

three major cont;nt categories. They dre: 1) employee social-relations

content, 2) company news; and 3) Job-related centert. These rategorres not

.'dnly supported our ear11er content classification scheme, bu% also

"

supported_srunjg's findings in his Studx of employee communication. Grunig
found that news1ettef readership generaiiy fell intd threézcategoyies: )
adninistrative content, research conteni. and employee con’tent.‘“_) Two of
these'general categories, emplqyee'cantent and administrative éontent,
roughly-cnrrespond to fhe employee-social relations content and company news
content categories in oué study. Grunig's third caﬂ&gory. research tonieht§
related mainly to news of technical programs in the research institution -he

studied.¥ This category would also be considered as "company news" in our

own study. R \J
For'dqr study:;we emp]oyed the tﬁree above content categories (i.e. 0N
company news, embloyee sdfial-relations content and jod-rglated content) as o
readersh%scaies. ’ | : o TV
‘ 7




,h*&rarchY‘and‘length of employment--gseém to be largely unrelated
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Readership of job-related cantent is the hiéhest of the three scales,
with almost-two-thirds of the respondents reportxng high readership of this .
catégory (i.e. two-thxrds read all the Job-rnlated content in any single

]
issue of the newsletters). About one-third of the respondents reported °
S -

*
-

high readership of employee §ocia1-re1ations content. Lowest.readership

was ‘reported for company news, with a quarter of the ﬁespondents falling

into the high readership catcsory of this scate, = .

ANALYSIS OF THE DATA ‘ ' ’,

- <+

fmre e e i e ———— Y —-

An examlnatzan cf table 5 (pagA 21) suggests that 1ntegrat10n
is a relatxvely poor predictor of overall newsletter rea@ﬁ%-. N

shlp' none of the correlations between our indicators of&

.1ntegrat10n and overall readership is greater ‘than r=.10.
2 ard - , A ’

Similarly, integration seens to?¥be a poor predictor of

L4

o —

readershxp of particulatr types of - content.- The strongest - L e
carrelatxons between any of our indicators of integration and |

reade:shlp 15} rm=,44 (between positlon in the dec1810n~mak1ng ‘

hierarchy and readershlp of employee socxal-relatlons content).

Most of the cor:elatlcns however, are less thap r=,20,

" A review of table 6 (page‘?B), which includes data.about o&r inter-

vening variable, purposes, paznts a sllghtly different picture, -

however. Thxs table shows that while two of the 1ndxcators cf

lntegratlon we usud in our study--p051t10n in the deczalon-maklng
-

’

L]

to employee purposeé for reading the ﬁewél&tter, a third ifdi-

cator--~level of career aspirations--is moderately related to b
. i . - -
.sevefal pqrpases. . . R
. - . ‘¢
- : ) ~ -
- . 275 .
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Newsletter Aeadershxp :by Level of Integration

-

[ —

Integration .
‘Level of Career Length of
Readership Position - . Aspirations E?ployment
T -+ T + i
. Qverall --10 ’ ©L+.03 : +.06
Company - o A S .. " no prediction
-News - +.08 . +.22 ' o +.08
Employee '
\, Social- - no prediction * . no prediction * +
Relations -\?4 ~ : +.2] - +.05
. ] . \
Job-related no pqedictlgn no prediction . ng prediction *
. +.16 +.30 .

Content

Key: Tablg is read: predicted re?ationship/Pgarson correlation-fouhd‘

-

<

*These findings were significant at the .05 level.

3

Posi ti in the dec1sxon~making hierarchy is related to only a s1ngle

indicator of an empiéyee S purpose for reading the news?etters An employee

lower in posthOn tends to place greater Importance on readxng the

~ ngwsletters to keep track of what his frxends at the company are doing than’

an employee higher in position. Controlling for the sex of the respondents,
however, eliminates‘Fﬁis|re13tionship, suggesting that women tend to have a
Specigl-interest bgﬁond job positjon in reading about employee social
relations.- 4

'Similakly, controllfng for the sex of the,résponde;t'largejy elimimates
the relationship between length of gmb]oyhent and readiné the newsletters to

find out what is gding on in the company.
V-

- . . ‘ . » 2(1 . . ‘ .
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Level of career aspirations, however, is related to'eeveraf of the

E ‘ ;tudy'§ indicators of purpo§e§ for readership. F1rst. an employee thh
) hfgher career aspirations tends to place greaater 1mportance on reading
to improve hzs aénancement poss1bi11t1es by learnxng more; about the company
than an' employee with lower career espxratiens. Secondly, an emp!oyee
' with'higher céreer aspirations tends to niace'greatek'importdnce on reading
to keep track of changes in management and te find ocut what is going on in
othe company generale than an employee with 1ewer career asprrations.
These findings support our rationalc that the outwardslooking"
quality of highly 1ntegrated employees does Qend to heighten their interest
in read1ng the conpany newsletters. X _ y
- The data regardlng purposes and the dependent variable, readershlp, . 4
show numerous moderater strong, pusxtive relationships. First, as tabie 7 (er; 23)
' shows. the strdngest correlation is that between reading the news1etters to
keep track of friends at the company, and.ectual readershtp of emplqyee
socxal—rel: 1ons content (r = +.52). In contrast, we find our weakest
T curre!atlol © =%,15) between reading to keep trerk of one's friends at the
T © company and readershlp of company news.- This suggests that newsletter

readership 1S purposive, and not_e result of chance occurnence._

~& BN

£
Reading the newsletters far the above purposes correlates moderately
’D.

to readérshxp of job-related content (r = +.34) and overall readership

(r==+37) o ' e
Reading the newsletters to.finq_OQt what is going on in the'ccmpany is

aiso'moderagely related to overall readership (r = +.422, thIe ii is only

weakly related to readership of social-relations content.

ER&C

Aruitoxt provided by Eic:
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- P Ga \
/'/ . . r e
A Table 6
- . ' ¢ Ao
~ Purposes .3y Le 21 of Integration
Integraﬁion
= - % v
Position 1in * Level of
- , Deécision-making Career Length of
- Purposes o Hierarchy - Aspirations Employment”
Keep track | __
of friends o -731 * +.14 +.09 .
Find ocut what / A : h
is going on & - =03 : +.18 % +.19 *
Improve adv. . ) ' .
pessibilities ~.10 - +.44 * -.07
. , ‘ : %
Keep track of
manage. changes ~.04 _ 4.3 * +.03

s .

Key: Figures reported are Pearson correlatior found.

*These findings are significant at the 0§ Tev.’
3 ' Table™ 77—

-

Furposa@s ~or lewslettar Reoagerc

.

Vs
Kéép Track of

Finq‘Out Improve
g Keep Track What Is Advancement Management

Readership - of Friends Going On Possibilities Changes
Overall £.37 % - 42 v +.28 * +.30 *
€6hpany‘ : :
Aews _ 3% +.40 * ~.34 * ~.16 *
Employee
Social- .
Relations
Content +.52 * +.26 * +.22 * +.33 *
Job-Related = -

) Content ™ *.34, - +.45 > +.26 * +.39 *

/ v Iy
/

Key: Figures reported are Pearson.correlations found.
| o . ' - S
. ) .- S e .- .. - . . .
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Such a relationship indicates that an employee who reads the newsletterc to

* find out generally what is going on in the company is more intarested in
survé¥ing the system, or business, functions of that company, rather than
the éociabiiity network.

In support of this conclusion, the data show that an employee who
places greater importance on reading the newsletters te find out what is
going on in {.e company also tends to have higher readership ;f company news
(r = +,40) than an employee who places less importance on this purpose.

Interestingly, the employee who reads to find out what is going on also
tends to have higher readership of job-related content (r = +.45) than
employees who place little importance on this purpose. Again, this result
-probany stems from the fact that an employee who reads the newsletters to
find cut what is going on seemsrto be reading them in a functional or
utilitarian fashion. The empioyéé who reads with this purpose in mind also
places -1ess importance on reading the newsietters to keep track of his.
friends (r = +.25). App;rently, one group of employees.tendi‘to read the
news]eéters‘to survey the soc{ahility network of the organi;étion, while
another group tends to read them to survey the functional or business aspects
of the organization. The data aiso show that those emplioyees who place .
greater importance on reading the newsletters to either improve their
advancement possibi?itieé or to keep track of changes in management
personnel tend to have higher readership of company news (r = +.34, r = +.46)
than those who place less importance on these purposes. Furthermore, the
%correlgtfpns between these purposes and readership of comp#ny news awe
stronger than correlations between fhese purposes and any other typgs of
content. This finding indicates that the readership behavior of the
'%mpleyees in this study is in fact goal-directed or purposive.

t .
*a

(2
‘> €

4
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Summar

In general; then, the dataipravide only limited support for our
hypotheses. We find only weak and partial evidence to support qur
hypothesis that an employee who is more h1gh4y integrated 1nto the
Honeywell organization: will tend to have higher overall readership of the
Honeywell employee newsletters than an employee who is less highly
integrated into the soéiaI system. |

Similarly, we find only partial evidence fo suppert our hypothesis
tha. n employee who has a higher level of functional integration into the
Honeywell prganization will tend to have higher readership of‘newsletter
content dealing with Honexyel1 system functions tﬁén an employee who is
less integrated functionally.

Last, we find the 1eas£‘amount of evidence to support our hypothesis
that an employee who has a higher level of integration into the Honeywell
sociability network will tendhtq have hi§her readership of~ne§s]etter

-
centent_dea?ing with the sociability network than an employee who is less

integrated.

On the other hand, the data do in fact suggest some support for our
theoretical medel. For example, we find numerous, fairly, strong
re::tionships between purposes, the intérvening variable, and readership,
the dependent variable, as well as level of career aspirations, an
i‘nde.pendent variable. (See diagram 1, page 26}

We offer four possible explanations for these results.

First, our intervaning variable, purposes, may have been a poor
conceptual link between the independent and dependent variables (integraticn
and readership), Such a conclusion would lend support to criticisms of the

uses and gratifications approach (Elliot, 1974) that internal mental states

28
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Diagtam 1 =

Integration —-4—> Purposes -—~j;4r Readership -

B

Position o Purposes

Length of
employment —7—> Purposes

N\

" Level of career _+_  Read news1etters__i> Readership of company news
aspirations to improve one's '
advancement :
possibilities '

Read newsletters —» Readership of employee |

to keep track of = social-relations content
friends-at L
Honeywell ' -

, Read newsletiters —ir Overall readership
R to find out ghat._i, Readership of company news

is going on fn Readership of job-related
f(~ : the company T content '

Keyf i Indicates no relationship found

—Y » - Indicates positive relationship found

]
-
]
(‘\r
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" and processes are poor predictors of media behavior differences?2 If such
a criticism were true, however, we would not expect to find that purposes
are significantly related to one of our tndtcators of the independent .
variable--level of career aspiratxons--as well as newsletter readership of
company news. (A partial correlation analysis supports this 1nterpretation.)
Furthermore, we would not ekpect to find that the indicators of
purposes are consistently related to readership of most type§ of content.
A second, and more plausible, éxp]anation, is that position in the
‘decis1on—mak1ng hterarchy and length of .employment were poor indlcators of
1ntegrat10n If we accept this explanation, however, we must a!sg .
«implicftly accept the rationale that 1) employees higher in the decision- \
making hierarchy do not occupy a more central role, or position, in the
-organization, and 2) longer-term employees are no more 1nv01ved in the
organlzatlon than sherter—term employees. R
) ~ Rather, we suggest that position in the decrsrcn~mak1ng hierarchy and h
-3"'- . Tength’ of empioyement are measures of a different type of 1ntegrat1on than
| iYeVel .of ‘career aspirations. quwt1on and length of employment do seeé“‘&
.be ya]id measures of centrality to, or structural integration in, an
organizatioa. Le@ei,of career'éspiﬁations. on the'other hand, seems to be
& measure ofsan employee's perceived closeness to ér psychoTogicai integra-
tlon 1n an organization.

-

Structural integration, then, seems to be largely unrelated to an _
, : N
employee’s purposes for reading and consequent readership of a newsletter.
Psychological integration, on the other hand, appears to be moderately

related to purposes and readership.
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We suspect that these relationships may be due to the fact that
structural integration weould have more influence on formal, or required,
job-related tasks, while psychological integration would seem to have more
impact on vqluntery behavior, such as newsletter readership.

~ An examination of the data regarding several of our test factors also
supports our conciusion that psychoiogxcai integration plays a greater roie
in determ1n1ng newsletter readership than structural integratrOn. For
examplie, the data show a pesxttve relationship between readership of
employee socia?-re1ations’content ard the length of time an empleyee plans
to stay with Honeywell. (Wh§1e‘actua1 Tength of employment 1is unrelated
to readership of employee socia]-retetions content.) = * -
. Assuming that an employee's employmert p1en§ ere'an.indicater of
ps€yologically motivated integration, this woeld be further evidence that
the psychologlcal origins of tntegratton piay a greater role 1n,2ped1ct1ng

newsletter readership than the structural or1gmns.

-To enhance this predictive power, additional indicators of psychological

integration are needed Loyalty to the organization, plans for future
employment, attitudes toward the organization (e.g. an employee of Honeywels
may be more or lass favorable toward its production of war goods,

| consequentliy hav1ng different readefshlp patterns of the emp?eyee
newsletters) 411 might affect an employee's readership of an emp loyee

newsletter. T

[

CONCLUSTON

f 4

Qur 1ntefpretatien of .the data seggests that the uses and grati. ications
appro;%h to employee newsletter readership is a valid and_fruitfui one.

While not all aspects of integration are useful in predicting employee

3i

; ”
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purposes for reading the newsletters, the psychological aspects do meet with

some Success.

Even moyg\important, it appears that purpos.c are a valuable link
beéween readership and the psychologicé] motivations for fhat readership.

We offer these conclusions as a defense of the uses and gratifications
approach. While critics such as Eliiot (1974) and Dembo“{lgn) argue that
media use is basically not purposive, our evidence suggests that it is.
Additionally, our results suggest that we can identify these purposes as
well as the forces unde>iying them. Consequently, we may be able to predict

and explain dlfferences in newsletter readersh1p

~

'

-

DISCUSSION

In this study, ‘we identified Tour basic types of purposes that
employees have for reading company newsletters: i) to find out what is going
on %n the organization; 2) to keep track of what one's friends in that
argan}zatxon are doing; 3) to keep track of changes in management personnel;
and 4) to improve one's advancement pnssibilxties by learning more about
that orgaptzqt1on. , -

“These readership purposes are translatable to a more -abstract level,
suggesting two major types of informatiﬁn—seeking motivations: 1) the
individUaI‘s.mot{vation to connect‘ﬁith (survey)} the functional (task-
related) activities of an organization (i.e. purposes two, three and four):
and, 2) the iﬁdividua1's motivation to connect with (survey) an organization;s
sociabi?ity network {rocio-emotienal maintenance) (i.e. purpose one). This
fxnding supports Nordlund's hypothesis that we use the media to partly

45
-fulflll‘a need for social interaction.

-
(™
¢
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By combining this grouping of purposes with the factors that
apparentiy generate them (such as level of integration), our theoretical
model may be applicable to other media-use situations. For example, our
model might suggest that higher integration in any situation (whether it be
in séhooi. at work or in the community power structure) would tend to lead
to higher information seeking or media use, genéraijly.

0f course, there may be a variety of other factors that affect an
individual's information seeking, or media exposure, as well.

For instance, it may be that certain media:are Tess useful for some
“individuals than others. In our study, it may be that an employee higher
~in the decision-making hierarchy has access to a variety of alternative
information chanze]s other than the employee pewsletters. This employee
hay turn to these altérnative éhannels; such as'.meetings, reports, memos,
telephone conversations,eté., when he needs irfformation concerning company
news. This wodld seem quite likely considering the fact that the employee

newsletters .are one-way communication channels (i.e. allow for no feedback),

which are publfshed either'once a week (Iﬁe Circulator) or twice a month

(The Worid). - . T
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PRACTICAL APPLICATIONS

As we indicated at the outset of this paper, many business
communxcators are experiencing practical problems in communicating with
the employees of their organization. More specif1ca11y, many editors
are concerneq that their empldyee news!etters‘hay not be fulfilling thg
informational needs of employees.

The}findings of the present study indicate ﬁhat part of this
commdhicétion prqb?em may lie in the sélgctive pattern of employee *
newsietter readership. Employees ténd to develop their own burposes
for reading a newslettér;'depending on their psyﬁholog%tal and social-
motivations (ejg. level of integration into an organization).

As a result, employees may chabse not to recéive, or ¥nterpret
correctly, the messages management feels they need to receive.

To deal with this prob]em, it is important to visualize an
organization's employees as segmented target audiences, each with its
own purposes for select1ve1y reading the.gampany'newsletters.

To make this segmefitatien, an organization must determine the
appropriate set of psychuiogical or social factors that leads its
empioyees to develop their own purposes for selectively reading the
company newsletters. o | .

" In the present study, we viewed employees as segmgnted'into two
major groups. ' One group included those employees who tended to place
greater impor;ance on reading the news]ettgrs to survey the system

functjon§ (i.e. business activities) of the Honeywell organization:

-Others read the newsletters to survey the Honeywell employee sociability

network.

34
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.These purposes consequently led employees to have different
newsletter readership patterns. Those who read to survey the system  .-*
\functions tended to have higher readership of company news. Those Ni?)
read to survey the sociability netwérk tended to have higher negégigﬁ?B
of employee social-relations content.

At a more practical level, we would say that some emp?ojees .
tended to read the pewsle ters to keep track of their friends ag\fork, .
while others read to just find out what is going on at Honeywéyl.

Beyond this simple surveillance function, some then additionally used
this information for a variety of purposes. For insfance. some read the
newslettérs to léarn‘about Honeywell in order td improve their advance-
ment possibilities.’ ;
. As a result of these pur5:ses, employees tended to selectively\
read the Honeywell newsletters; (see diagram 2, page 33). Employees who

read to keep track of their friendstended to have higher readership of

* P’ o - \‘ ) :‘*
personnel announcements, articles dealing with employee social

activities and the like. Those who read to fiﬁd out what is going on

tended to have higher reauership of articles dealing with new products

and services, the employee invéstmént'program. company policy changes

and changes in the benef%ts program.

Employees who read to improve th;?r advancement possjbilities

tended to have higher readgrship of stories dealing with the employee
_ investment program, stories ahout new products and services and

features dea]iﬁg with other company departments and{individual

émployees. Employees who read to keep track of changes in management

personnel seemed to be interested in the structural changes of the

35
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organization. . They tended to have higher readership of stories dealing

&

L with'company financial matters, and had a particularly keen interest in
| > reading the cempany personnel transfers, promotions and awards"
&~ . Diagram 2
Purggses _ Readership
To keep track of AN Personnel annotncements; Articles
friends dealing with employee soc1a1
. activities
J f1§;:;§;4w — Articles dealing with new products -
is going on -~  ° and services, the employee invest-
i - ment program, company policy changes,
‘ : : changes in the benefits program
To improve advance- ——i;er Features dealing with other
ment possibilities departments, individual employees;
. | Stories-about the employee invest-

ment program, new products and

services
To keep track of ' ——Jie> Stories dealing with company.
changes in financial matters; Personnel
management personnel - transfers, promotions and awards
‘ L v announcements
. /-" . .
-~ : | + . . ) )
- Key: — Indicates positive relationship .
" -

Simi?arly; any organization can view iés employees as diveese
target groups, segmented by the differing purposes that each’group has
forig§ing the company communicat%on media. Furthermore, the purposes
'tE;t employees have for using the media may ?ery greatly from organiza-

tion to organization. Nhile we examined four speeific types of
readhsghip purposes, there may be a variefy of others operating to
| : )

produce selective newsletter readership in other organizatiuons. For

“ instance; many employees in a manu?acturing firm may seiectively read

« ‘ | 36
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" the company newsletter to find*technical infq;matidn. Employees in a
retail organizﬁtion may purposively read the news%etteys t; Iearp about °
_ the marketing techniques used by that organization. |
_It‘is important to identify each of these media-&se_purposés
because they can indicate important categories of infarmation that an
organizatipn's employee communication meﬁia currently'overloek?G'aruﬁig
_ cites tﬁ?s as'a major probiem facing employee comfiunicators geéeraTiy.
By viewing the emp1oyee audience.as segpented into groups with
these diverse media-use purposes. it will become poss1b1e to prouuce ana
\ _ target messages wvth a better chance of being received. .;:

' Before une can proceed to this finai step, however. further,
evaluative researcﬁ is needed to determine how well company newsletters
are presenf}y serving the needs -of employees. ‘le have an indicétion of
the types of purpeses emplayees have for reading company newsletters,
and of the speéific types of content that ca2n serve these purﬁéses. we
do not know, however, how well company ﬁewsle;ters are currently
utilizing these types of éﬁﬁtent. and whether further, unused types of

> content might do thé job gven better. | |

This research could be carried out in two step§ Firs{. an
organizatIOn could perform a thurough content analys:s of its communica-
tions publxcatland to detérmine the specif1c categories of cohtent
systematically appearing in those publications. .

Second, the organization cou;d survey its empioy;;s to determine
the specific media-use purposes of those employees. In this way, the
organization wcuid be able to segment its employees into specif1c
target audiences wtth distinct patterns of selective media exposure

Additionally, this survey would include measures of employees' level of
. -3

-
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satisfaction with the company.commpnicatiun media. This would indicate
whether, and how well, these internal media are serving the needs of
emp?oyées. ™ o

Consequently, the nrganizat%on's communication media could be
modified to more effectively meet the informationai needs of that

organization's employees. *
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