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‘ABSTRACT

The purpose of this research effort is to study the vehicles
of employee communication employed at the NASA Langley Research Center
and to evaluate theilr effectiveness. The intent is to present and
briefly discuss some of the communication vehicles unique to a govern-
ment scientific research organization and, in addition, to provide NASA
management with an understanding of some of the strong and weak aspects
of employee communication at the Center.

The history, purpose, and structure of the organization as
well as the employee educational background and salary status are
discussed. . Some of the approaches used by Langley Research Center
management in communicating with their men are addressed and compared
with recommendations of experts in employee communication. .The results
of personal interviews involving both employee and management assessment
of management-employee communication are presented and evaluated.

~ Results show that few barriers exist for scientific or technical
communication between employees and supervisors and that employees are
informed to their satisfaction about normal day-to-day operation of the
Center. In addition an effective supervisor-employee communication
link exists when dealing with such matters as pay raises, performance,
working environment, and other matters of personal concern to the
employee.. ' : :

However, employees need a great deal more recommunication from
management providing rationale behind the cancellation of existing
projects .or the disapproval of proposed research projects. Also NASA
management needs to establish a policy and guidelines for the rapid
and simultaneous dissemination of all non-restricted information to
employees during organizational activities having potential adverse
effects on large numbers of personnel. Finally some improvements
should be made in employee orientation procedures. '

vii



I. INTRODUCTION

Communication Defined

Communication has been defined as "the transmiQsion of intel-
ligence from one person to another...an hogr by hour relationship entailing
a complex_of innuendoes, implications, inferences, and even propaganda."
It involves_an interchange of opinions and thoughts. Communication may
" occur whenever two or more people ﬁeet, or when someone receives a
written communication‘or telephone call, or when someone listens to the

radio or watches television or views a painting or in any way tﬁat
people make contact. In essence‘communication is involyed in all facets
of human relaﬁions and consequently good relations depend on adequate |
communicaﬁion. From the viewpoint of management, communication is the
'meané by which eﬁplovees‘are given the information they need to carry
out their assigned duties and the means by which management determines

the pulse of the organization.2

Need for Good Communication

Good communication has been recognized as the one indispensabie

element in leadership and organization throughout history. Undoubtedly

1Rlchard C. Anderson, Management. Strategies (New York McGraw-
Hill Book Co., 1968), p. 65..

, 2Stephen Habbe, 'Communicating with Employees,'" National Indus-
‘trial Board, Studies in Personnel Policy, No. 129, p. 3.




both the chief engineer in charge df building the pyramids; who decided
how big the blocks were to Be, and the construction manager, iﬁ charge;
6f placing them knew the importance.of good communication.3 The | |
~builders of ﬁhe tower of Babel soon realized the effécts of inadequate
 communication.4 |
Many authorities poiﬁt out that communication is the basis for

all organization and stress the need for good communication in modern
vvindustry. In our society orgénizations have increa#ed in size and com-
plexity and been decentralized and sub—dividéd to’the point Qhere ;he
average employee is somewhat confused about where he sfands; His social
consciousness is becoming mgre acute. Furthermore, the ever-increasing
strength of labor unions and increased government iﬁterventioh has

pushed the employee even farthgr from management and thus makes it even
harder to communicate.S

Many modern éxecutives bglieve that effective_communication

Betweep employers and employees can greatly increase the workers intereét
and consequenfly performancqvin his job; A manager can weaken an organi-
zation by greatly restricting communication. . An organization with
_inadequate internal ménager—employée communication is filled with‘rumors,
half-truths, and misinfdrmation.6 The "rumor mill" orA"grapevine” is.

generally present in any organization and while in general most rumors

3Anderson, p. 65.

4Professional Advancement for Engineers Through Communication
Techniques (Los Angeles: The Ralph M. Parson, Co., 1968), p. 1.

5Habbe, p. 3.

_ : 6L. L. L. Golden; "Escape from the Grapev1ne," Saturday Rev1ew,
"Vol. XLVIII (December 11, 1965), P. 79




are inaccurate,'they can adversely affect the attitudesAof the employees.
Tﬁe_employee mﬁsf understand what the company is doing and why théy.ére
‘doing it. This can only be done with good communication at and between
all levels. Good communication can allow firms to keep iﬁ touch with
all employees. In this situation communication wiil flow freely in both
directioné, business can be carried out smoothly, and a proper. operating

"climate"éwill be present.

Uniqueness of Scientific Research Organizations

Communication with employees have often been a source of be-

wilderment to supervisors in any type of organization be it government,
. i

i

military, or private business. Much has been written on how top managers

effectively éomﬁunicate the policies, objectives, and goals of the organi-
zation from level to 1evé1.until finally reaching the lowest ranking
employees. In mostvorganizations the‘policies, goals and objectives

~ of the orgaﬁizatidn ére set aﬁ tﬂe top and through various communication
links; all employeesvare,'hopefui}y, informed as to how they are expected
to contribute tb the overéll scheme. In many instances, this communi-
cations techniqﬁe.can be compared with how an all-knowing and benign |
king (mahager)Acan most efficiently and effectively give understandable
orders to his partially ignor#nt but receptive serfs (employees). No
sitﬁatiqn can be.furthér from this than that which exists in a scientific
reéearch oréanization and:particulérly a governméﬁt research laboratory |

whefe the usual predominance of corporate profit goals over scientific

7Ande'rson, p. 68..

8Habbe, p._3.



: goals doesrnot_enist.»bln e écientific researeh:organizerion which‘isﬂ
unique in itseif, a srtuetion.is present,where:a‘muoh cioser'spreed?of
knowledge exisfe oetween manager anddthe research scientisr'or engineer.'

| in'fact, when;considering scientific expertise, the najor resource of
~a scientific organizetion,~the reeearch engineeer oftentimesfeurpasses.

- or is at least eqnal_with hie boss. This not.only demands an entirely
different approachvto_the usual set of communication problems encountered
in most nighly structored organizations but.also.reverses in many respecté
rhe usual peth of‘comnnnication involving specific.éoals and objectives
of the organization. In addition to and possibly because or the lack
'of'a_significant manager—employee knowledge gao,dthe.attitude of the |
technical employee toward management‘is somewhat uniqne. Few employees
address'managenent with a "hat in hand" attitude'and nany feel that
managers andArheir function are barely tolereole nuisences. | |

The uniqueness of tne manager-employee‘relationship existing'

‘at a scientific research organization suggested the researcn topic pre-
sentedrin’this paper. The purpose of the research effort was to briefly
study and eveiuate empioyee communication eniStiné in such en orgdniiation,
in thie ease.aﬂgovernnent soientific research eenter, the Nerional
Aeronautics:and Space Administration's Lanéley»Research Center. Langley

‘employs about 3900 men and women.: On the employee rolls are engineers,

‘ s;ientists, teohnicians, clerks, secretaries, model makers, administrators,‘

: and so forth. HoweVer; the scope of.the reéearch effort discussed in -

Athis paper is confined primarily to those personnel considered to be
professional engineers or scientists, currently numbering about 1600
employees.» These: employees are. responsible for the. major product" of .

"the Center which can be simply defined as’ new scientific or technical



knowledge. Henceforth, the term employee means engineer, scientist,
or résearch'engineer.r There is little, if any, distincﬁion in theﬁlevel
of wprk performed by personnel who are 1abe1ed (or label tﬁemselves)
by these termé so they afe interchanged without implication throughout
this paper.

Although atténtioﬁ is.focused in this paper on the NASA Langlgy
Research Center, it is postulated that, although differing in detail,
employee communicafion at other government oriented research organiza-
tions-&ould be generally the same. By studying only'a goverﬁment
research organization the scope of this paper is not as limited as it
would at first appear. Studies have shown that the federal gdvernment
employs more technically oriented manpower than any 6ther orgaﬁization
in the world. In addition, it is‘éstimated that there are thousands of
laboratories spread émong 25 different federai agencies and departments.

_In.addition to reviewing the employee communication vehicles
functioning at Langley, this paper will focus én two interesting areas
involving communication between managers and emplo&ees in scientifically
'ofiented research groups. The first area involves techniques employedl
_ By various managers in dealing with common, although not simple, communi-
‘¢ation problems involving a not so common type of employee, a résearch 
scientist or engineer. These techniques are ﬁompared with approaches
recommended in puﬁlications dealing‘with recent research in employee
communication. The second area addresses the effectiveness of employee
communication iﬁ general and focuses on communication duringithe stressed

filled period préceding a required reduction in personnel at the Center.

- :9Siﬁon Marcson, "Technical Men in ‘Government," Science and ‘
Technology, No. 73 (January 1968), p. 63. ' '



In developing the subject matter of this paper, it was necessary
to perform A ﬁoderately detailed analysis of the Langley Research Center
(LRC) organizétional structure, the formal and informa} communication
media at the center, and the communications methods utilized by various
flevels of management. Several sources were utilized ﬁo obtain the data
from which this paper was written. These spurceS‘include; ‘(1) inter-
views with LRC employees and management; (2) a survey of the formal
éommunication vehicles used at LRC; (3) a review of some of the more
recent research in empioyee communication; and (4) results bf the author's
personal experience and observations as a student employee, research
engineer, and manager at the NASA,Langley Research Center.

The following chapter (II) presents a breakdown of the ofgani-
zational structure starting from NASA Héadquarters in Washington down
tofhe]owest level of formal organization. Also revealed in thié chaoter
.are'the broad organizational purposes aﬁd histories of the NASA and LRC,
and a diséussion of the employee educational level and salary structure.

Chaptgr III focuses on the results of a survey into the varioﬁs
communication vehicles used at LRC. These vehicles are broken doﬁn into
uﬁward, downward, aﬁd lateral communication categories. Tﬁé status of
iﬁformal coﬁmunicatién is also discussed. Emphasis is placéd only on
those ‘areas deemed to be at 1east-partia11y unique to a research organi-
'zatioﬁ orvto the government.

v Iﬁ Chapter 1V the subject matter switches to an in-depth look
ihto'commUnication techniques applied by various manageré at LRC in
'dealing with problems commdn to‘all'organizations. Such areas as admin-
istéring employeé criticism and disciﬁline,and communicating major

'organizational'changeS‘with the employees are considered. Results of



in;ervigWS with selected LRC managers are presented. In addition, where

possible, these techniques are compared with some of the recent research

on employee communication.

Chapter V presents the results of personal interviews with 20

scientists and engineers and six of their supervisors dealing with the

effectiveness of management attempts to communicate with the employee.

The interviewees were selected to, hopefully, give a good representative

-_ysampie of the total LRC technical professionél population. Considered

-are upward, downward, lateral, and personal communication and grapevine

activity. Also included are employee attitudes toward the quality of
communication, both subsequent to a major Center reorganiZatibn and during
the implementation of a forced reduction in personnel.

Chapter VI evaluates the results of the surveys and interviews

dealing with the effectiveness of employee communication at the'NASA

St

Langley Research Center. In addition, several recommendations are made.

R



II. ‘LANGLEY RESEARCH CENTER -- THE ORGANIZATION

Understanding the OfganiZation

In order to adequately approach the many faceted aspects of
manager—employéevcommunications in an organization, it is first neces— -
éary to consi&er the general backgrouhd of ﬁhat organization. Thé
-hisﬁory,:purpose for existence, immediate and‘future goals, resources
’for acﬁievinglﬁhese goalsy as.Well'as‘employee structure, all in some .
manner influénte the attitude of the mén and women within the‘organizatiqn.
"In turn, thesé attitudes,delineate the»basié from which the relatioﬁfA;

~ ships between manager and employees commence.

History
The histof& of ‘the Langley Research Centerlgoeé back.to 1917,
less than 14 yéars af;ér the Wfight brother's flights, when coﬁstruction‘
_ Be'gan oﬁ the first r.eseaxfch laboratory for the National A&visoﬁ
Committee fdr Aeronautics (NACA). At this time, the ﬂnited States,
‘although involVed in World War 1 r#nked a poor fifth on the list of
world.powe;s pqssessing functional military aircraft. NACA was created
-to<change this position and the Langley Research Center wés‘chartered
;O:lead’the way. The general task_of.the NACA was
| _.;.;to supervise and direct the scientifié study
.7 of the problems of flight, with a view to their -
" practical solution, and to determine the problems
which should be experimentally attacked, and to

. discuss their solution and their application to
© / practical questions. In the event of .a laboratory



or laboratories, either in whole or in part, being

placed under the direction of the committee, the

committee may direct and conduct research and

experiment in aeronautics in such laboratory

or laboratories
Langley Research Center was named for Samuel Pierpont Langley,
vthe man credited with the first nractical demonstration of unmannedl
flight. During its first 40 years contributions from LRC included:
systematic deuelopment of airfoil shapes; full scale propeller research;
precise definition of airplane handling qualities; engine cooling
research; aircraft engine supercharger development; and extensive air-
foil refinement.2

Until 1940 LRC functioned as the only national laboratory for

aeronautical research. It naturally followed that with the intensifying
of aeronautical research brought about by World War II, Langley would.
serve as a seed bed of research personnel and techniques and furnish.
these resources.to other newly formed research centers. These newly
formed centers included the Ames Research Center, Moffett Field,
California; the Lewis Research Center, Cleveland, Ohio; the Flight
Research Center, Edwards, California; and Wallops Station, Wallops
Island,'Virginia. This group would form the nucleus around uhich the
National Aeronautics.and Space Administration would later be formed.3

_During‘the period from 1917-1957, LRC functioned as a well-

respected_research laboratory by being a leader in identifying and solVing-

1Fifty Years of Aeronautical Research, U.S. Government Printing
. Office (1968, 0-285-493), Washington, D.C. (1968), pp.: 1-2.

2"Langley Research Center" from NASA Facts, U.S. Government
Printing Office (1968 0-307—800) Washington, D.C. . (1968), p. 2,

- 3Ibid



ngmerous-complicated ae:onéutiéél problems. Except fof'iﬁfermitteet
perieds sucb as;theltwo world wars, LRC had genereliy Opefetee undef:
ideal scienfific research conditions.' chara’ct'eriged by a ieisureiy
reseafch pace, low pressure, little externel combetitioﬁ, and adequate'
fuﬁding. In 1957, the launchiﬁg of the first man—méde satellite,
Sputnik I, shattered the calm existence of the NACA, sPruﬁg the space-
age on the world, and triggered the expiosive growth of.space felated
researeh projects in this counery. The old NACA was neither big enough
nor orgahized well enough to handle a vigofous space program that would
enable the United States to regain lost prestige abroad by rapidly oue-
stripﬁing‘Russian achievements in space. At this time, the scientific
merits of research programs were of little conSideration to U.S. ﬁolicy—
makers. Congress declared that;the general welfare aed security of
‘our country require that adequate pfoviéion be madelfor aeronauticai'
and space activities. | ,

. Congequently, on Jﬁly 29, 1958, the National Aeronautice-éﬁd )
Space Admiﬁistration was created_thfough the signiﬂg of'the‘Natiodei‘
. Aeronaufics and?spaee Aet:(Public Law 85-568) by ;he president.b Forming -
"the neeleﬁe of the NASA would be the Langley kesearch Center.and thei
other fesearcﬁ centers of thevoid=NACA. Today; NASA encoﬁpasses 17
resea;ch.centers aﬁd operatienal stations throughout the:Unifed States.l
LRC, with a staff of around 3500, of.wﬁomvnearly a third are sciehtists
aﬁd engiﬁeers and with facilities valued in excess of a third of a
billion dollare, serves es'one of the most importanf research centefS'

- performing deronautical and space research.



1

Organizational Purpose

Studying employee communication within aﬁ'organization,fequires
visualizé;ion ana understanding of what funcﬁions the organiéation~ié
trying to ﬁerforﬁ and the mechanism fof perforﬁing tﬁesé‘functions.

Why have a particular group of people been assembled and what purpose

are they expected to serve? Is the organizational goal profit oriented
with emphasis on mafket penetration and prodﬁct'expansion as is the case
- with many of téday% dynamic‘cofporations? Or instead, is the orgénization
ferforming a charitable service with lofty humanitarian objectives and
whose major threat is other charities competiné for éontributions from
compassionate doners? Whatever the purpose for existence, all members.
of an organizati@n should be made aware of and more than\superficially
understand how they fit into the overall scheme directed toward achieViﬁg
the organization'é goals. A firm understanding.of this will enable...
thé creation and maintenance of clear communication channels between
employees and management. Each individual employee brings to his qu

his own mental attitudes, persbnal motivations, and emotions which are
‘somewhat influenced by his understanding of his organization's purpose
for existence. | |

Hence, to analyze employee communications at LRC, it is neces-
sary to determine its purpose for gxistence. Officially, the law estab- -

lishing the National Aeronautics and Space Administration broadly
required that NASA "... provide for research into problems of flight:
‘within and outside the Earth's atmosphere and for_other_purpﬁses.f'

' These other purposes can bé related to‘first, géining*knowledgé in a-
broad speﬁtrum of scientific fields, second dérivipg practical benefits

for the uée and enjoyment of humanity, and third, preserving U.S. prestige
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by maintaining the roie of the United States as a 1eader in science and
technology. Unofficially, the purposes of NASA prOJects have been. re-
ported as Eeing somewhat re§ersed by not beingfchosen primerily for
scientific and pfactical merit but instead heve been labeled by a
fpres;dent's (Kennedy) science advisor as creatures of prestige first,
military significance second, and science last.4 An.understanding of
this by NASA research personnel would help explain some existing eommuni—
cations problems concerning fhe scientific merit (of lack of it) of
Acurfent projecest |
Broadly, the major areas of responsibility forlNASA can be

'Aseparated'into the sometimes overlapeing disciplines of aerenautical
research and space research. Contiﬁeing goals set forth by the Govern-
ment include: unmanned planetary, as well as lunar, exploration; both
development and applicaﬁiqn of communications and weather satellites;
development of 1eunch'vehic1es and propulsion systems; extended aero-
nautical researcﬁ in all speed regimes; expansion of knowledge relating
to spaee'and hew man can adapt to it; and interﬁational cooperation in
space fesearch.

The mission of the Langley Research Center‘has been defined
'as-follo&s: | |

(1) "To expand human knowledge of the phenomena
of atmosphere and space.

(2) To improve the performance, safety, and utflity
of aeronautical and space vehicles. '

(3) To develop and operate manned and unmanned
spacecraft.

4William S. Beller, "Decision Making in Washington,? Sgace[

Aeronautics, Vol. XLVIII No. 6 (December 1967), p. 89.
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(4) To generate new and advanced concepts for future
NASA missions.

(5) To advise and provide research assistance to
other branches of the Government including assis-
tance to the Department of gefense in the develop-
ment of new weapon systems. ‘
Of course, these broad tasks can be further broken down into individual

areas such as flutter, dynamic loads, structural response, life-support

systems, sonic booms, parachute technology, etc.

Structure of the Organization

All dynamic-organizations have>periodic shifts in objectives
and goals, and the NASA is no exception. Such shifts often resnlt in
the realinement of tne organizational structure so that, while an
organizational chart may be correct fqr a given instant of time; a week
or month later, the chart may not be completeiy cerrect. However, with .
Iregard to the scope of this paper such changes are unimportan;. Alehough
- the material presented in this paper is recent and rélevant, no attemp;'
nas‘been made to include the most updated organizational charts.

Figure 16 shows a recent organizational chart fo? the.entife
NASA within whicn are represented the apnroximately 30,000 NASAlemployees;
The first two levels of the chart indicate activitiee which are centerea'
at NASA Headquarters in Washington, D.C. These are prinarily staff
functions which enable the administration to carry out the directivesi

\

of the President and the Congress and at the same time interface with

5Your New Job with NASA, publication of the NASA Langley Research f
Center, -p. 3.

6"Aerospace Research and Development in U.S. Government," Sgace/
’ Aeronautics, Vol, LII, No. 1 (July 1969), pp. 29-30. -
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industry, ﬁilitary, colleges and_uniVersitiés, foreign‘governmgnts,
other government agencies and the general public. This étaff also acts
”‘as fhe machinery.for'éommunication with the real heart. of the NASA, the
field research centers shown under the Office of Manned Space Flight
(OMSF), the Office of Space Scieﬁce énd Applications (OSSA), and the
Office'of Advanced Research and Technology (OARI). It.is at this level
ﬁhere the real communication crossroads of NASA ié situated, where
broad policies and budgetary restfictions are passed down and techno-
logical findings are passed back up. As the figure shows, the Langley
Research Center is responsible tobthe Office of Advanced Research'aﬂd
Technolbgy. |
| The organization of the Langley Research Center is shown in
figure 2. At the time of this writing, the organizational chért has
applied for only a few months and could éhange again as national goals
afe shiftgd and the emphasis on space and aeronautics changes. In‘
essence, the chart shows that 'LRC is functionally organized with the
various research and support divisions and project offices operating
independently, but responsible to one of six assistant directors. These
assistant directors are represented on the chart as Directors‘for Elec~
~tronics, Structures, Aeronautics, Space, Systems Engineering and Operatioﬁs;
and Administration. The titles indicatg areas of prime interest aﬁél o
fesponSibility for the various directoratés but should not ﬁe considefed
as neceésarily restrictive. The éssistant difectors are in turn‘respon—
F. éible to the.Office of the Director of the Center. The Director for
Center Deveiopment; with the Office of Safety, Reliability and Quality
- Assurance, act as staff functions responsiblé'to the Diréctor..:The

Viking Project Office is unique in that it is comprised of a large number
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of employees collectively managing a major national space actiViﬁy
(unmanned landings on the planet Mars). . The scope of this effort and
the relatéd high pressure atmosphere in which it operates, dictate that
Viking communicate directly with the center Director rather than through
an assistant director. |
Approximately 130 people comprise the Space Technology Division
(STD) which is one of the research divisions responsible to the Director
for Space. Thé writer has been assigned to ﬁhis division (and.its prede~
cessors) for nine years. The STD organizational chart is sho&h in figure
3, and indicatés that the division is divide&.into five branches which
in turn are subdivided into either sections,.offices, or units. The
general areas of responsibility for each group are indicéted by the
‘group title; however, many research problems and projects extend into
several branches and sections. In addition, the educationallbackground,
Vexperience and interest of many of thé division's professionél employees
would allow them to perform adeduately in more than one organizatiénal

group.

Emplovee Education and Salary

According to personpel files as of January 1971, the NASA

Langley Research Center has 3889 total employees of which 3791 are -
classified as fermanent. The permanent employees.are segmenfed into

broad job-descripti?e groups such as scienfiSts and engineers, profes-
sional administraﬁors, clericél, technician, technical aids, and the

~ various biue collar categorieé{ However, this paper is concerned with

the 1631 permanent scientists and engineers'which constitute the scient;fic
aﬁd technical expeftise of the 1aboratofy.- All discussion concerning

employee communication is confined to this group in genieral and
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particularly those soientisté and engineers who are not olassified as
top on miodle management. ,fot the purposes of this oaper middle'
management begins with the branch head ievel (see figure.S).

| A wide variation in educational level exists among the permanent
engineers and scientiste on the LRC staff. Although one of theiprimary
"products" of the 1aboratory is the achieving and dissemination of
knowledge at and beyond the current "state-of-the-art'" for a narticu1ar
scientific or technological field, only 100 employees nave earneo bona;
fide PHD degrees. This represents about 67 of the research staff. 412
employees or 25% have achieved masters degrees while.67 or 4% hold no
degrees at all. Currently 176 employees are oorking towa;ds'masters
degrees and 123 employees are-PhD candidates.

‘Most government.nhite collar workers are classified witﬁin

‘ General Scnedule (G.S.) grades and steps for the purposes of remuneration.
An employee's G.S. grade and step is determined by job claesification,.
past'performanee, supervisory position, and time in grade as well as
other factors. All scientists and engineers at LRC fall within the GS
7-16 range while some upper management and certain empioyees, whose -
technical competence is nationally recognized are in the "NASA Excepted"
(Ex) category with a minimum salary generally above the G.S. 16 minimum.
Each grade has up to ten pay rate levels defined'as "steps." The minimum
annual salary for employees classified as scientists and engineers at
LRC is $10,870, which corresponds to step 1 of the G.S. 7 grade shortage-
category positions as of January 10, 1971. Thejminimum salary for those
: employees achieving exceoted oositions,at ﬁRC is $é9 350. G.s. pay rates
- are based on surveys which determine salaries of equivalent positions

in private‘industry. Figure_é shows the‘educational_level, G.S. grade,
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d;S;. Babhelors Masters Doctofs} Néne 'Mih;.Salary
T 31 —- _- v | $20,870
9. 58 5 - 3 12,215

n 109 k2 — | e 13,878

12 187 103 1T 10 | 15,040
13 315 13b 29 | 29 | 17,761
1k 181 70 26 13 20,815
15 | 138 36 21 6 | 2,251
16 16 . 9 i --; 28,129

- Ex o7 -9 3 - 29,350

Total | 1052 412 100 67

~ Figure 4.- LRC scientist/engineer grade, educational level,

structure as of January 1971.

and salary
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and minimum salary level and the numbervof emplo#egé in each category

as of January 1971.



ITI. VEHICLES OF EMPLOYEE COMMUNICATION

Communication: A Dynamic Arf'

Most of the information and background material fbr this thésis
were actively gathered over a two-year period, while some of the concepts
and conclusions discussed Were_formulated over the course of the author's 
twelve-years employment at LRC. During these pefiods, numerous changes
in all aspects of formal communication have occurred. For example,
titles of documents used to commﬁnicate scientific information have
changed and the volume and slant of formal communication from difeétor
to engineer have been somewhat altered. Consequently, documentltitles
and communication procedures discussed may not be current, however,.the‘
author féels that such variances as do exist do not compromise the research.
resuits presented.

The intent of this chapfer isto discuss, in a broad manner,
the various'forms of formal communicétion vehicles utilized atvLRC to
éonvey both scientific and non—scientific'information to and among the
employees. ' Several communication vehicles are discussed in more dgtail
in order to_provide the reader somezidea of the scope of communication
activities within a Government séientific research organization.

The division of communication vehicles into upward, aéwnward,
and lateral categofies is often hard to accomplish because of their

generally multipurpose nature. However, some attempt is made in this -

22
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»paoer'to divioe the various formé into the'cetegorf in»which tbeyvhaﬁe
their hos; significant impact.

| The usual path of_formai communication requiring management
approval eén be represented by the flow chart shown in figure 5. The
‘last two levels may be deleted if neither sizeable center resohxces nor

possible broad implications are involved.

Upward Communication

The documents.referred to as:

(1) Work Units,

(2) Research and Technology dbjectives and flans, and

- (3) Job Order Requests ‘

; although not all-inclusive, are representative of the most important
segmenfs in the initial flow of scientific communication from the
employees to top management at LRC, to NASA Headquarters in Washington,
D.C., and eventuelly to the top scientific decision makers in the United
States Government. Other documents such as memoranda, Project Descfiption
Documents, Purchase Requests, and Travel Requests and Authorization also
contribute to this upward flow of communication. Some of the most
recently accomplished or proposed technical advances at LRC are first

obtained by management from these documents.

Work Units

The Work Unit (formerly "Tagk') is used both by NASA and the
Depertment of Defense (DOD) as a standard subdivision of research and
technology work areas. It is used to proﬁide effectiﬁe local technicai

control and supervision over work in specific areas which in general
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Research Engineer
- or Scientist .

Section Head
or Group Leader

fr - - - - - - o e e e o - = - -

Branch Head

b e m e - e e - - - . e

Division-Chief

. Assistant Director

Director

Direct Communication Link
| m——— -~ Indirect Communication Link

Figure 5.- Formal communication path from employee to top management
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is part of previousiy defined and justified broad research arees,l These
documente briefly summarize the:scientificvthoughts aﬁd.ideas'of each
reseerch greup and are the source of the empleyee's scientific communi-
cation with hie sueervisors. »They can cover a broad spectrum of scientific
thought but are constrained by the goals and objectibes of the broad
research area under which they fall. Coﬁtained in the work unit is a
brief description of the approach to the problem including specific
tests, experiments, and theoretical work. Also spmmarized are antici-
pated resource requirements, manpower needs, end menetary expenditures
assoclated with the proposed'research task., An example of a Work Unit
as reported on a Research and Technology Resume is shown in figure 6.
Work Units represent the first formal level of planning and
the starting point of the budgetary cycie. All work performed at LRC
and other NASA facilities is deiineaﬁed in some Work Unit document.
At any given time, several thousand of these documents are being pursued
throughout the NASA.2 In order to cut down on the amount of reading
by management -and to give an overall picture of an organization's contri-
bution in a particular research area, all related Work Uni;s’and "Job |
Orders" (to be discussed) are often consolidated at the branch and
division levels into a»single document. This document is called a
"Research and Technology Objective and Plan" which is prepared for top
LRC management and is eventually submitted to the NASA Headquarters:in

Washington.

: 1"Instructions for Completing Research and Technology Resume -
Data Elements and Codes (Revised)," NASA document, January 20, 1966.

2P M. Lovell, "Coordination of Research Actlvities," Langley
Research Center Memorandum, December 14 1964.



) 2. DATE MAN-YEARS
b. NuMBER ' PRIOR FY— 168 -— _ _12&
N/A c.rvve  N/A d. AmouNT CURRENT FY— 150 25.0 5L9
19. GOVT. LAB/INSTALLATION/ACTIVITY ] l l 20. PERFORMING ORGANIZATION l . -
S S FN— R
NAME: Langley Research Center NAME: . o
aooress:  Tangley Station, Hampton, Va. acoress:  SAME AS 19
23365
INVESTIGATORS
. PRINCIPAL:
. | rese. !&mv.: SANDAHL’ C. H. - AMPD ’ ASSOCIATE: )
e 103-722-7961, Ext. 378k b e

26. (U)
27. ' 28. REQUESTING AGENCY 29. PROJECT.CROSS CODE 30. SRT CROSS CODE
31. SPECIAL EQUIPMENT . 32. FUNDS (§ K) IN-HOUSE CONTRACT
: _ ' priIoRFYy— '68 12} -—=
33. UNIQUEPROJECT | Small Space Vehicle Flight Projects CUrRReNnT FYy-169 5L9 - | -
‘|34. suBPROGRAM | Supersonic Planetary Entry Decelerator NEXTFY— "7 w~e- m—
35. TASK AREA Undesignated
NASA FORM 1122 (Rev. Nov. 65)

, : R .26
. ‘ . z - - — _7"
. 1. 2. GOVT. ACCESSION .’g AGENCY ACCESSION

RESEARCH AND TECHNOLOGY RESUME : -
4. DATE OF RESUME |5. KIND OF RESUME 6. SECURITY 7. REGRADING 8. RELEASE LIMITATION 9. LEVEL OF ﬁS’UME )

01-04-68 A. NEW Wr Ul N/A A. Work Unit
10a. CURRENT NUMBER/CODE o 10b. PRIOR NUMBER/COQE .

709-11-00-01-23 N/A '

11. TITLE:

Flight Project - Supersonic Planetary Entry Decelerator - Part II -

12. SCIENTIFIC OR TECH. AREA 13. START DATE 14. CRIT. COMPL. DATE 15. FUNDING AGENCY
' 015900 Spacecraft; :

.QlﬁQQQ_SgangQr;_lngh*_xghﬁ_& gr. _support 01-68 N/A N/A |
16. PROCURE. METHOD 17. CONTRACT/GRANT 18. RESOURCES EST. a. PROFESSIONAL b. FUNDS (In thousands)

v21 . TECHNOLOGY UTILIZATION 22. COORDINATION.

23. KEYWORDS .

Expandable spacecraft, planetary entry, full-scale decelerator systems
24-(U) The objectives of the project are (a) to provide a full-scale flight
research system to test supersonic aerodynamic decelerator configurations, (b) to
furnish full-scale data on parachute operation in the wake of a blunt body at
Mach numbers above 2.0, (c) to furnish information on two parachute configurations
for correlation with other test results, (d) to advance full-scale parachute
technology in the Mach number range 2.0-3.0 for use in future space flight mission
planning. ' ’

25 (U) © An expandsble 120° total angle cone spacecraft configuration will be

boosted to about 300,000 feet while in the folded position. During descent when
vehicle is at about 200,000 feet altitude, the spacecraft is expanded to its open
condition. A guidance system insures that the angle of attack will be small during
this period. The parachute or decelerator will be deployed during descent after the
spacecraft is expanded.

(Items 1 to 26 identical to DD Form 1498 : . %07.720 - “ U.S. GOVERNMENT PRINTING OFFICE : 1965—O-795-048

Figure.6.- Example of a NASA Research and Technology Resume
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Research and Technology Objective and Plan

Top management at LRC use the Research and Technologyvobjective
and Plan (RTOP) as a means of informing NASA Headqnartérs.aboutjthe
Center's ‘annual projection of research and development programs and -
anticipated resource requirements.3 Each RTOP includes all of the work |
vof the Center in a particular research area and may contain tasks carried
out under several work units. These documents are not confinéd to work
within one_brganizational unit, but instead may encompass the work of
several divisions. Usually the division doing the most work within a
particular'researnh program is assigned the job of coliecting'all research
material related to the program and condensing it into an RTOP. 'Often
the_cognizant sclentists and enéineers are called on to play a large

part in the preparation of these documents. Here the employee is able
to'directly comnunicate his technical expertise to top management.

| The RTOP. is intended not only to give a brief technical summary

of the research program, but to describe and justify the limited goals,
.objectives, and resource requirements inherent within the program. The
RTOP should accomplish this in such a manner that the reader does not
' have to be technically competent in every area of research in order to
grasp the significance‘of what is being presented. However, the RTOP
reader is assnmed to hnve an'understanding oflthe basic scientific'terms
-generally used to discuss fhe particular program. The‘engineer or' 
scientist aiding in the prepa;ation of the RTOP is able to obtainbvaluable

training in how to write abbu; a scientific topic in non-technical terms.

3Robert N. Conway, "'Program and Resources Planning - FY 1970,"
Langley Research Center Memorandum, April 9, 1969
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Figure 7 shows an RTOP intended to describe the status of

advanced plasma thruster research at LRC.

Job Orders
Joﬁ Qrders along with Job Order Change Requests represent

the first forma1>written form of upward scientific communication from

the employee on an approved program. The Job Order Request briefly
describes ﬁhat the engineer wants to accomplish, justifies'wﬁy the work
is necessary, indicates which to what extent Center resburéeé are
required, and gives estimate of time and‘cosﬁ'to'complete the work in
éddition to the appropriate accounting and control information. The

Job Order Request requires approval at various 1evel§ of.management
depending on the scope and cost estimate of the pequest.» OBviously job
order requesﬁs allow management to direct andléontrol the magnitud; and
direction of research. However, these requests also eﬁable management

to sgparate the firm from the fleefing ideas héard'during informal communi-
cation with the scientists and engineers. 1If a researchfengineer is
willing to put his thoughts on paper_and'reéuést'financial backing in
_the form of a job ordér request, fhen management has an effective means
of identifying what fhe engineer‘considers signifiéant.. Alternétely'

by management's approval or rejection of a job order request, the réseakch
éngineer is able to determine the official Center position on the value
Vof his proposéd work. An example of a job order reduesting resoufces
forba small rgsearéh progfam is shown on figure 8.

The documents jusﬁ described’represent'initial forms of written

communicatioﬂ.from emplbyée ﬁo top management. Ménagement is kept J
informed in more detail by many other means. For example,,hundreds‘of,

memoranda are written by the LRC staff monthly, containing detailed
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RESEARCH AﬂD TECHNOLOGY OBJECTIVE AND PLAN

1. DATE PREPARED . . 2. AGENCY ACCESSION . 3. RELEVANCE CODE . 4., CURI!NT__NUMBIR/CO_DI .

19 05 69 C B S - o 120-26-14
BT : ) . :

Advanced Plasma Thruster Research

6. RELATED SUBPROGRAMS (if applicable) . - 10. RESPONSIBLE NASA ORGANIZATION
:‘ 7. RIL.A‘I’SD luﬁcnncomu (i applicable) ‘ _Ldngley Research Center .
23, 24 - _ Langley Station -
8. CONSOLIDATION OF RTOP Nos. Hompton‘, Virginic 23365
9. scmmmcoﬁcumcu AREAS (COSATI) _ " RESP. INDIV.: 7B°R§%I;S7- 5285724’?21‘18 M C., Jr.
1005400, 015900, 011100 TerepHoNe:

11. STATUS OF THIS RTOP

PLANNING PROPOSAL FOR FY.

™ mew sTarr [ exvension ] cHANGE 1N 8COPE OF EXISTING ACTIVITIES

FIRM PROPOSAL FOR FY_ 70

@ wew start ] exrension ] cHANGE IN 8COPE OF EXISTING ACTIVITIES

PROPOSED CHANGE IN APPROVED PROGRAM PLAN-CURRENT FY.

T[] cHance N scope [ verminaTiOoN oF acTivITIES

12. BRIEF TECHNICAL SUMMARY/ABSTRACT (‘W-’;at ia being done, how, why)

The MPD arc stands out as the most promising electromagnetic type thruster with
potential advantages over the ion engine. Although continuing research has led to
a fair understanding of the device, research along several lines is needed in order
to prove its potential and to increase its efficiency. Research on the MPD arc by
several groups indicates that high efficiency may be attainable for continuous (steady)
operation at high powers. It has also been indicated that the advantages of high
power operation could be used for medium average power by repetitive pulsing of long
(millisecs) pulses with high-power quasi-steady operation. Research will be carried
out, both in-house and under contract, toward design and development of MPD arcs for
continuous operation at high powers and repetitive, long (millisecs) pulsing for
medium average powers. .

In all experiments on the magnetoplasmadynamic arc, effects of the test environment
on the plasma flow are present to varying degrees. . Individual investigators deal with
these effects in different ways, as"each concentrates in one or a few areas of study.
Contract and in-house research will continue concentrated effort to identify those
test-environment sources of primary influence on the jet plume in the test tank and:
seek to eliminate as many as possible so as to approach space-like conditions.

The role of.plasma instabilities and of ions and neutrals has been established for
medium steady powers; for high powers, the nature of the instabilities and means for
their control needs to be evaluated. Although all MPD-arc research will be concerned
with instabilities, concentrated effort in this area will be made in-house. -

18. KEYWORDS
Electric propulsion, plasma acceleration, MPD arc

APPROVALS

ABSISTANT D_II!ICTOR - DATE

d/zé/ﬁ

Flgure 7 s Example of a NASA Research and Technology ObJectlve “' :
and Plan. S

‘DATE |
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RESEARCH AND TECHNOLOGY o"a.:;c-nve AND PLAN (CONTINUATION)

1. DATE pﬁxnnn : 4. cuuneNf NUMBER/CODE Advanced Plasma SR ) .
19 05 69 N '120-26-14 R Thruster Research |race 2 ___or

AN

e

".14..-Juétification'

" Several years ago, there were several plasma accelerators candidate for electric
propulsion application; today there are very few (the Air Force supports only colloidal
system) and the MPD arc stands as the one most promising. It offers potential advan-
tages over the ion engine of higher thrust per unit area, lower power-conditioning
weight costs, and the possibility of variable specific impulse, fitting optimum
required for specific mission, with small loss in efficiency. Intensive research on
the complex plasma acceleration and flow processes has resulted in a fair understanding
of the details of these processes, but considerable advanced research still needs to be
done so that application of the MPD arc as the prime propulsion in space. for future
vehicle missions, for example, to the outer planets can be realized

15. Technical Plan

A. Objectives and technical approach for Fy' 70 - Continuing research on the steady-
flow MPD arc has led to a fair understanding of the various MPD phenomena that play a
role in the plasma acceleration and confinement (magnetic nozzle) processes including,
e.g., finding of criteria for onset of certain rotational plasma instabilities and the
effects of consequent plasma motions. Whereas efficiencies for these devices appear
limited for medium powers, increases are expected for higher power operation. High
power, quasi-steady operation can be achieved by long (milliseconds) pulses, which if
repetitive would (with appropriate off-times) give medium average power. Experiments
to prove this concept will be carried out during the fiscal year through coordinated
in-house tests at Langley and contract research at AVCO-Wilmington. : '

All laboratory experiments on the MPD arc must be made with finite background
pressure and in finite test vessels; continuing questions exist on the effects of the
test environment on the experiments. Under contract with PLASMADYNE, Div. of GEOTEL, Incj .
Fsystematic studies of environmental effects will be continued and expanded, utilizing the}
new electrically insulating fiberglass vacuum tank acquired under prior research :
contracts.

J Longer-range objectives.- The continuing long-range objective of research on the MPD
arc is to bring its potential to fruition as the next generation electric-thruster after
|the ion engine. As the most promising of the very few plasma thrusters under consid-
eration, this effect must be continued as an advanced research item. Research will be
lcontinued for development and design modifications of an MPD arc for continuous operation
at high powers and repetitive, long (millisecs.) pulsing at medium average powers. For
oth systems, operation with single millisecond pulses at high powers will be evaluated.
he nature of the instabilities and their control will be evaluated. The velocities and
densities of ions and neutrals at high powers will be investigated with increasing mass
flows and will be compared with specific impulse and efficiencies based on thrust and
ass flow. For the systematic tests now seen as required for continued progress toward
D-arc application to electric propulsion, 1ncreased reliance will be made on comple-
entary contractual research. :

16. Review and Reporting.- No'special'requirements,l

17{"Terget Schedule.- Since this is advanced research no target dates appear feasible.

LN 12

Figure 7.- Continued.
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18. Resources Requirements’

KA. Manpower & o - Fisesl Year (Man Years) |
" Professional . 50 ks ko

' Direct“Support e 6.9 €.0 - 5.0

Total 119 105 9.0

B. Facilities

C. RendD Funds , . Fiscal Yesr (4K)

0

_ Contracts and In-House L 70 71 T

Contracts - o : - 310 340
' Equipment ‘ ' ' ’ - 60 60
Service Contracts : S -
In-House -Support . o iy 55

Totel ' | S k5. b5 bS5

g
So

b |

Contracts = General Dynamics, San Diego, Cal.
o General Electric, King-of-Frussis, Pa.
- Plasmadyne, Div. of Gectel., Inc., Senta Anna, Cal.
AVCO Aerophysics Lab., Wilmington, Mass. C

HASA—LANGLEY |iA_v ‘1988)
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REGUESTED BY : TOATE 758 ORDER NO:

J'oB ORDER

Richard J. Bendura - {Sept. 10, 1968 "~ RJI-558
DIVISION ~ BRANCH SECTION ' oue;ggsenon TAGENCY Cobe T T
AMPD AMB " Reentry and Recovery Section | : l2h—07 02-16~ 00

TITLE (40 Characters or lass including lpacel)
' Determination of Subsonic Dynamic Stability Characteristics of Severa.l

55° Half-Angle Conical Entrv Bpdies
NARRATIVE {For Division Chief) -

Three 55° half-angle blunted conical configurations proposed as poss1ble pla.netary
entry bodies by Ames Research Center will be tested in the Langley -spin tunnel, The

purpose of the test will be to determine low subsonlc dyna.m:.c stability characteristics
of these bodies,

ESTIMATED RESOURCES . : ESTIMATED ‘ THIS J. O. IS FOR
DOLLARS j | ]
(EXCLUDING  LABOR) IN-HOUSE MAN-HOURS B DURATION (CHECK ONEY
R&D RESEARCH 1100 LESS THAN 1 YEAR &l a Malmannnco, Repair or Altera’!on of Facilities -
RPM » ENGINEERING 250 . Design and/or Cor.\nmcﬂon of Facilities. M
) ) . 1-2 YEARS O in-House Construction or Modification of Equipment [ ]
CofF ADMINISTRATIVE .
— : , R & D ACTIVITY (W
TECHNICIAN 50 2 YEARS OR MORE O omHeR. . 4 x
. ) : ROUTING .
APPROVALS : ’ ] REVIEWS
- INITIALS DATE ] INITIALS DATE cooE
Y. SECTION HEAD : 4. P. R & A. U. MS 122 -
2. BRANCH HEAD  ~ . : 5. FMD, Ms 135
3. DIVISION CHIEF ’ o : R s .

COPIES TO (ORGANIZATION AND MALL STOP)

1. PLANNING CONTROL UNIT, M5 191 6. AMPD-AMB-RRS, MS 213A
2. ADP SYSTEMS UNIT, MS_ 18} 7 : -
3. PROGRAM REPORTS AND ANALYSIS UNIT, MS 122~~~ - 8.
"« AMPD, MS 213 . N
"5, AMPD-AMB, MS 21ha : S 0. : v
NASA LANGLEY FORM 25 (REV. OCI. 1970 — ~ T PREVIOUS EDITIONS ARE OBSOLETE : PRESCRIBING DOCUMENT - LW gnqb.l

Figure 8.- Example of a NASA Job Order.
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'informatinn about all LRC activities. The level to which thege'memo—-
- randa reach is dependént upon>the desires of the originatoerr hié
supervisors. In addition, numerons program, project, and organizational
reviews, as well as standing committee meetings, ad hoc committee meetings,
department meetings, etc. are held periodically in which employees as
well as various levels of management are involved. These meetings_sérve
the dual purpose (as is the case for most communication vehicles) of

the employee informing management as well as<manaéemen£ directing the
employee.

\
0f course, more rigorous scientific and technical discourse,
between the employee and his immediate supervisors bccur‘daily during
the course of normal work activities. Communication with higher manage-
ment is accomplished by means of the numernus internal and exfernal
- documents published by the LRC employees, as well as by formal paper
présentations and informal talks at various technical gathefings. In _
thésé casés; management inputs are confined to rough drafts or presen-
tations and informal talks éﬁ various technical gatheringé. In these
cases, management inputs are confined to roughvdrafts or presentation
rehearsals’and usualiy take the form of comments between technicél peers.
Non-scientific upward communication procedures at LRC are usually

no different than procedures of any other large orgénization; Employees
.haVe available the nsual number of administrative forms requenting transfér,
ovértime, leave of absence, review of personnel action, nffipe equipment
and supplies, étorage of technical data; etc., as well as suggestion

forms to show how cnnditions or'current practices may be improved, made.‘
safer, or changed to achieve cost reductinns. Eor any request, suggestion,

or.situation not  covered by a standard form the LRC memorandum is- always
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‘‘avallable. Since none of these communiéatioﬁ vehicles are unique, they

&ill not be discussed further.

Downward Communication

As mentioned earlier, it is difficult éo distinctly categorize
communications into unique directional>c1assifications since.moss communi-
cation vehicles are multi-directiomal in nature. This is psrticularly |
true in a scientific research facility'wherevtechnical communication is
a prime "product" of the organization. Consequently, communisation
vehicles which are multi-directional and have been previously mentioned
are Qmitte& ffgm furthef discussion.

Several communication forms are primarily intended to go only
froﬁ management or administration ts émployee and ﬁsually do not invite
- employee comhent. These include memorandums from management discussing
_national policy, defining NASA procedural changes, or rslating the official
position on possible controversial matters, in addition to broadly de-
fining the research categories (such as space or aeronautics) to be son-
centrated upon by the laboratory. Also numerods handbooks, employee
guidebooks, announcements and other documents dealing with the many
areas which can be grouped under the broad categpry'of personnel manage-
ment are made availabie to the employee and are generslly csteéorized
as downward communication. |

One Qery effective méans of keeping employees up to date on
items of current interest or importancé is the "Langley Research Center
Announcement." These documents are usually issued by the LRC Difector
or from the Office of tﬁe Dirsctor for Admiﬁistration and_are.usﬁally
:concernéd witﬁ items which requifeirapid dissemination to the entire

Center staff. Typical announcements cover a wide variety of topics'7
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inciuding;’situations involving employee safety, notices.of techﬁicai
vmeetihgé or lecture Series of interest to Cénﬁer employeés,'changes in

pay schedules, avéilability of positidns in an organizational unit,

hoiiday schedules, NASA-related television or radio prégrams, retirement
options, and information involving a pending-réduction in.force (RIE) _;

by NASA. The announcements are generally printed on green paper with

the distinctive NASA symbol at the top and therefor are.easiiy distin-~
guished from other documents. Figuré 9 shows an LRC announcement informing
employees about restrictions at a cert#in research facility during lunar
astronaut training. .

A document entitled "NASA Activities" is available to those
employees interested in the broader aspects of NASA related activities.
This document is published monthly by the NASA Office of Public Afféirs,

- is usually tén to twelve pages long, and.contains much significant infor-
mation of interest to NASA employees. Usuélly feétured in the publication
are copies of presentations to Congress, important speeches and talks;

or letters to the employees by top NASA management dften dealing with

the broad policies and objectives of the nation as well as tﬁe organization.
" Also included are portions of speeches by top administrative spokesman

or congressmen concérning the NASA or NASA-related activities as well

as the status of congfessional.bills of concern to NASA‘employees. In
addition, information concerning key personnel chénges, new publications,
. key awards, radio and teleyision aétivities, press réleases, granting

of patents, launch schedules, and a.célendar_df events invdlving thé

" NASA or its-employees are pregented in the document. .
The'employee.is»also_the-recepientvof several documents, requiréd

‘to be‘'distributed by Goﬁernméﬁt; r organizational regulation, such as
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No. '

LANGLEY /?ESEA/?CH CENTER , 3969
ANNOU/VC‘EMENT oATE -
JUné .24, 1?69
SUBJECTiV-” Restr.1ct1on of Access. to the Lunar Landing Fac111t;r‘

" Test Slte

'L

The Lunar Landing F‘acility at the Center.is being employed for the
training of astronauts in preparation for the actual lunar landings.
Extensive effort has beén given to simulate actual conditions in as
much detail as possible. - These research tests are conducted during
the evening darkness in order to permit the generation of artificial
1ight which. simulates conditions anticipated on the lunar surface.

" The presence of light sources, groups of people or automobiles
severly reduce the value of these tests, and exposes observers to
hazards which cannot be controlled. The possibility of objects
falling from the gantry supporting the test vehicle or the discharge -
of hydrogen peroxide from the vehicle are readily identifiable as

. possible hazards. I

Therefore, it is necessary that we limit access during these tests
at the Lunar Landing Facility to those who are officially assxgned
duties assomated with the tests.

- The cooperation of the staff will be appreciated.

r 7

S
a/"

" /1/’; &’//:\/ // } {
/T Melvm E‘utler

Assistant Director for
Administration

cc: _
. Each Employee

Figurée 9.- Typical Ladgley Research Center Announcement.
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Vacéncy'announCéments (Goverﬁment Mérit Pfomotion Plan) and éhanges

" in the "NASA Management Manual." Handbooks dealing with such matters
as employee standards of conduct, travel suggestions and guidelines,
and awards programs are periodiéally distributed to the employee.:
Lectureé or présentations involving science, current social problems,
and safety -are pefiodically sponsored by the Center. In addition, the
employee is involved in varying amounts of verbal cbmmunication with
Vmanagement,concerning'such maﬁters as orientation, transfer, training,
organizational changes, remunerétion, performance, and other adminis-

trative matters.

Lateral Communication

Many of the previously digcussed methods and vehicies of communi-
cation can also be classified as lateral or crosswise communication
since they are inteﬁded to cross organiza;ional lines in addition:to
- moving vertically thrbugh an organizational unit. For exampie, many
ofvthe-internal LRC memorandums, the most frequent form of written COmmﬁ#i-
caﬁibn, are intended to be widely distributed across organi?ational‘
iines. This includes non—technical,'aé well as‘the technical memorandums.

Since a prime‘product.of.a research cénter is the achieving
and determination of technical information, if is no surprise that almost
- all écientific or technical communication is intended to be laﬁerally |
distfibuted; Also many reséarch areas and engineefing-projects exist
with almost total disregard to formal organizationAI boundaries which
dictates the need for good lateral communication. In addition since
the technicai background and aquemic history of employees in different
organizational units is often siﬁilarAin general, a natural curiosity 

exists about what "those other guys" are doing.  Of course all formal ,
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NASA technicaijpubliéations Suéh‘as the Technicaleote (TN),_Teéhnical
Report - (TR), and Technical Memorandum (TM) as weil as publications by
' “NASA employees in the various scientific and technical journals are
forms of‘lateral communicatioﬁ among employees as well as among the
“scientific community as a whole.
The pfincipal conveyor of non~technical laterél commUnica;ion
' is the center newspaper, the "Langley Researcher" which is published
biweekly and distributed to each employee. It‘is usually.four pages
loné'and contains items considered fo be of interest to the employee
bisuch aé: employee engagement, wedding, birth and death énnouncéments;
club'notices; the cafeteria ﬁenu;\glassified‘advertisements submitted
by employees; notices-of college or training courses being offergd to
the.employees; comic photographs; and famous quotations. Articles.and
photographs éoncerning outside activities of the employees are also
included. Frequently featured are articles publicizing the Langley
Federal Cfedit Union, énd an employee question and answer columm. .
The-paper}is_also utilized by management.to inform employees
"_about'official NASA policies and procedures, to publicize the public
interest activities of top maﬁégement, to inform empioyees about upcoming
rbcket.launchiﬁgs or other NAéA projects,,and to ask for ideés and sug-
gestions ﬁowa:d solving particulaf technical problems of widespfead'
interest or application currently perplexing other go?ernment-égencies.
In addition to the printed forms of lateral communication, verbai
'presentations, gfoup discdssions, and various meetings aré impo;'ta'nt
forms of eﬁplqyee communicaﬁion. A prime ekample is the monthly depart; ’
- ment meetiné_héld the first Monday e?ening of‘éach month by_an LRC

division or other major organizational unit. At these gatherings a
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program dealing'with the work areas currently being pursued within’a

' pérticuiat ofganization is presented. qut'LﬁC employees as .well as

‘management are given fhe opportunity'tovatten& these programs. iq addition

‘to the depéftﬁent meetings,;numerousAformal.and informalvmeetings‘and

reviews are held daily:coﬁcerning non-technical as well és technicai

- subjects which inVoive employees from different organizationallunits.
Lateral communication is also implemented by newspapér éﬁd

magazine'articles,.radio gnd television shows, displays at pﬁblic places,

and open house programs at LRC.

Informal Communication

" A very active "grapevine" exists at LRC as is probably the case
for most organizations.. The nature of a sclentific reseafch brganizaﬁion,
requiring discourse among employees, acts as a catalyst for the grépe-
vine. Most employees ﬁave a telephone on their desk with little if ény
f~restrictions on its use within the Center. Iﬁ'addition the physical
movemen; of personﬁel bet&éen offices, floors, or buildings is freely
.permitted and of course necessary. Employees often travel togefher on

official busiﬁess trips. Many of the LRC scientists or engineers regardless
fOf position in the érganization are In contact for other than official
reasons. For example, many live in fhe same neighborhoods and form

~car poéls'while_others belong to mutual social, professional, civic,

. or religious groups. Aléo_a number of eﬁployees went to the same schools,
are ofiginally from ghe same region of ;he country, or éhare gimilar

"~ 8ports intefests. Consequenﬁly, the qpportunity for informal‘communi_
:catioﬂ is great“énd.éVenﬁs-iﬁ:éeydspace:move,raﬁidly ehouéh-pé provide

» sufficieﬁt nduriéhment for any grapevine,
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The fecent decliné.in'aerospace acﬁivity natiénally has'caUSQd
:a number of occurrences resu1ting in much informal commuﬂication éctiﬁity
among employees at LRC. Many space and aeronautics projects and feseargh
programs have been cénéelled, severely restricted, .or bostponed duringv
the last several years resulting in a 1oés of jobs or opportunities for
aerospace employees with repercussions throughout the entire industry.
Prime examples are the Supersonic Transport project which wasvcancelléd,
the Apollo program which has been restrictgd, and fhe Viking project
(unmanned exploration of Mars) which has been postponed. The.decline
in aerospace interest nationally has resulted in a'requifement for a
reduction in force (RIF) at LRC during 1971. Since it is anticipated
that the RIF will cause some employees to lose their jobs involuntarily,
rumors and half-truths are rapidly passing through the ofganization.
To the credit of Langley management, the employees are being officia11y 
informed seemingly as rapidly as possible about the whos, wheres, whens;
and whys of fhe RIF. This of course tends to lessen the adverse effects
usually associated with "grapevine" communication. Employee evaluation
of how management has communicated RIF information will be discussed in

~ subsequent chapters.



IV. MANAGEMENT APPROACHES TO COMMUNICATING SPECIFIC PROBLEMS

Management Interviews

Managers, iike all people;'are individuals, andAas such react
'differenfly to given situatiqns. No two manégers will use exactly the
same approach in dealing with their charges. Some afe always direct
‘'and "take the bull by the horns" while others are éften subtle and
-préfer to "beat around the bush." §Still other managers use 5 direct
approach at.times and a.subtle approach at other times, depending upon
the nature of the situation or the mood of the supervisor. Aunother
contrast is the rigidity of the approach, be it direct or subtle. Some
supervisors may ﬁse‘a set format or follow rigid rules in all cases
when‘communicating witﬁ employees, while others will treat each employee
.individually and use a different approach in each situation., |

In an effort to determine the communication approaches utilized
bby,somelLRC'ménagement, six middle and lower level sgpérvisors were
.intervigwed and asked to discuss two potential"communication'problgm
éreas: (1);emp1§yee criticism and discipline, and (2) organizatioﬁal
‘chaﬁges. Middle and lower level management were chosen for inﬁerviews
Bécause they have the ﬁost direct contact with the engineers and scientists
5t LRC. The managers in;erviewed were nét randomly selected, bu;:instéad
;wére well knpwn by the writér. It was felt that by chposing superQisors
in_tﬁis manﬁer; in lieu of a raﬁddm seléction possibly invélving Qupér—

visors not personally known to the interviewer, a more open and in-depth’

41
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discussion would evolve resulting in a better appreisal of the menage—.
ment appfoaches. Also by carefullv selecting the interv1ewees -a good
cross section of LRC managers could be interviewed without resortlng to
interviewing the prohibitively 1arge number of superviSorsvrequired by
random processes. The selection of the supervisors was made to encompass
a wide range‘in age (early thirties to early fifties), supervisory experi-~
ence (less fhan one year to more than twenty years) and men supervisedv
(three to thirty-seven). 1In additioe an attempt was made to choose
supervisors who exhibited, in the opinion of‘the writer, different manage~

‘ment philosophies in order, hopefully, to assure a variety of respense.

" Management Questionnaire

The interviews coﬁsisted of discussions in privatelwhere’et
prepared questionnaire was used by the interviewer to guide the discussions
and to insure consistency among interviews. OQuestions utilized in the
interviews were suggested by material contained in recenﬁ research publiee_
cations dealing with management-employee communication. The intent of
the questionnaire was to serve as a catalyst to stimulate open discussion
concefning the handling of employee criticism, applying discipliﬁe, and
the communicating of major organizafienal changes. The questions asked
and responses given are as follows:

1. What approach do you ordinarily use in criticizing,‘

admonishing, and disciplining your men when such
action becomes necessary7

Response Number
Immediate face to face confrontation _ 2
Delayed face to face confrontation 2
No direct confrontation, instead work.

problem through positive suggestions -1

Confrontation only during ‘the required
annual review _ o 1
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Do you use the same approach for all employees or
do you vary the approach depending upon the employee
or situation?

Response Number
Same approach 1
Varied approach . : 5

Does NASA provide you with set procedures or "road

maps" to use when applying discipline? Do you follow
them? '
Response (first part) Number
Yes ~ 6
No : 0 |
Response (second part) Number
Yes 4
Have never been required to apply

discipline 2
What role does higher level management, or the personnel
office, play in aiding you in applying discipline?
Response Number
Consultants only 4 . 2
Involved only in severe cases 2
Never had need for either 2

We've had a recent reorganization and we're in the
midst of a reduction in force at Langley Research
Center. How do you communicate such important changes
to your men?

Response Number

Immediately relate only official
information office by office or
individually 3

Relate only official information to the
entire group at the same time 1

Relate both official information and
rumors to men as soon. as possible . 2

Are you given sufficient latitude or choice in how
much .information concerning such organizational changes
you can relate to your employees?

Response Number .
Yes 4
No 2
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As intended the discussioﬁs diverged from the narrow confines
of the stated questions. Consequently both a broader énd more indepth
_analysis.of the interviews was performed than if only the direct answers
to the questions were available. Following, the results of the inter~
view are discussed and, where possible, the techniques emp loyed b§ the
managers interviewed are compared to approaches recommended in recent

publications concerning employee communication.

"Handling Employee Criticism and Applying Discipline

According to Robert Morton1 communicating simple, concrete
infoimation is hard enough but for a supervisor faced witﬁ the task of
criticiéing an employee, the difficulties are greatly increased. In
such a situation, the feelings and personal values of all parties con-
cerned can be affected. The supervisor's initial approach is important
and his ability to speak openly with the employee is vital. The employee
should not be humiliated or any reéults of the confrontatipn &ill 5e |
. negatiﬁe.v Instead it is the responsibility of the boss to help the
employee understand what is unsétisfactory about his work.2

The Government provides its supervisors with a wealth of docu-
mentea advice on how to constructively criticize ﬁhe émployee,.according
to the managers interviewed. Many booklets, instructions, lectures,
seminars and classes address this topic and of course consultétion from
' higher management and the pérsonne} office are available. Also, regu-

lations require that each employee must be evaluated on his overall

lRobert B. Mortonm, 'When an Employee Needs Crltlcism," Super-
visory Management, Vol. XII, (March- 1967), p. 11. ’ .

Ibid



performance and personally informed of the results of this evaluation
yearly. This is an ideal time for thevmanager to ériticize any aspect

of the employee's performance. However, only one of the managérs inter-
viewed relied solely on the annual reviéw. Two of the interviewérs

said they usually, but not always, employed face to face confrontation
with an employee immediately after an act requiring criticisﬁ or discipline.
Two others allowed a cooling off period before any confrqntation to
prevent emotions from ruling judgment. One favored no direct confron-
tation at all but instead felt that problems couid be worked out by
providing positive suggestions to the offending employee. All insisted
oﬁ honesty and ruled out any humiliation of the employee. Only one
manager used the same approach for all employees or situations. Others
pointed out that rarely did the same set of circumstances prevail such
that a patterned approach could be developed. Some managers aléo pointed
out that ;hey had to tailor the approach used in criticizing the employee
to the employee's temperament and personal environment.

Several of the interviewees implied embarrassment and a general
uneasiness when they were administering criticism to an employee. Others
indicated that they either tended to avoid criticism and utilize the
"carrot" approach éntirely or at least to delay critiéizing the emplovee
as long as possible. Mortoﬁ3 indicates that when criticism is:required,
either approach rarely works. He recommends getting right to the-speéific
point wﬁen confronting the employee and to confront him as soon as possible -

after the act is committed.

21bi4.

31bid.
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One manager interviewed evidently had either given the subjecti
of employee criticism a lot of serious thought or at least had done_'
research'into this area. He indicated that when confronted with the .
situation he tried to (1)'ignore his personal relationship_With theA
engineer and instead cbncentrate‘oniy on his behavior; -(2) wouid,onlv
“'discuss the factsdand-would ignore’hearsay and opinions; (3) tried tovii
specifically spell out offenses andisitUAtions and avoided generalities
and (4) Openly encouraged discussion with the employee on alternative
courses of action open to both. Most of these actions are:suggested
~ by Morton as points to be considered'by a manager when applying"criticism.4

Criticism conveyed from Supervisors:to employee is uSuallyvcon—Vh
‘'sidered a distasteful situatibn.for all parties concerned. But is dis~-
‘pleasure aluays communicated to a workerjwhen he receives a.reprimand'
from his hoss? Not so, according to Harold Mayfield5 and one of.the'
LRC managers_interviewed. Both generalized that no.person'iikes,criti-'
' cism and that most.peopleftend to squirm when'a better, easier,ior'more
‘efficient course of action is pointed'out. A supervisor’s opinion.is
_ important to the employee and when he communicates'some form of displeasure
it is upsetting, evénvif he is entirely wrong. However, maybe:this
criticism should be looked‘at in a different 1light. :Criticism from the
boss 1s a form of communication which points.out rather convincingly

that at 1east,the:employee»is worth attention.6

4Ibid,'p. 12.

5Harold Mayfield, "Happiness is When Your Boss Bawls You Out?"
Supervisory Management, Vol. XII (April 1967), p. 8.

brb1d.
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Mayfield concludes that possibly most criticisms in reality

go unsaid because the manager feels he would be wasting his time, a
point echoed by several of the LRC managers. An effective manager will
: only criticize those people who he feels will profit from correction.

In turn, he ignores those from whom hé expects a negative or at best
neutral response;v So in many cases when a supervisor communicates, in .
one way or another, some form of criticism to an employee.he_may not

be showing displeasure. In reality he:may.be pointing out that-at least
the employee is noteworthy and has the ability to benefit from criticism.l

Handling employee criticism is one thing;- however, applying |

discipline is another. How do you tactfully communicate with an'employee
" after he“has flagrantly broken an organizational.rule? The way theh
manager handles the situation and how he approaches the problem uill
greatly affect, for better or worse, the employee s morale and consequently
job behavior.8 'LRC managers are provided with ' road maps on how to
ldiscipline the offending employee (see figure 10) These set forth the
policies, responsibilities, and standards.for the administration of |
| employee discipline and deal with both formal and informal disciplinary
.actions.‘ In applying discipline, however, the uniqueness of the scien-
tific research center employee—management relationship is a strong factor.
' The_manager_is forced to apply discipline not only to his technical

' peer but often to his social and economic peer as well. The role of

".the manager, as viewed by the scientist or engineer, is not the same

7Ibid, p. 9.

. . 8Ernest W. Fair, “Guides to. Applying Discipline," Supervisogy -
Management Vol ‘XIL, (August 1967), p. 4b4. "



M'ANA-GEMENT v .} INsTRucTION 3700.2 .
' ANUAL o feacE 1of3
S!:ARCH CENTER - - | DATE Jan. 26,.1966

LANGLEY RE

. | SUBJECT Discipline

1. PURPOSE

This instruction establishes the policies, responsibilities, ‘and standards
for the adfninistrat;i_on of employee discipline at the Center. '

2. POLI‘CY

. a. D1sc1p11nary action is taken for the purposes of correctmg
offending employees and maintaining discipline and morale among other
employees. Where this can be accomplished through informal oral ad-
monishment, formal disciplinary actIOn shall not be taken. S

b. Disciplinary' action is to be initiated promptly after it has been
determined that a”prima facie case against an employee exists. A prima
facie case is one estabhshed by suffICIent ev1dence to Justlfy a presumptlon
,of guilt. : :

| 3. DEFINITIONS "

For ptfi_rpos‘e.s of this instr_'uction; the followitIg definitiens will 'ap"plyI

.Formal Disciplinary Action. - Formal d1sc1p11na.ry action’ is any
'actIOn taken to discipline an employee which becomes a matter of per-
manent written record in the employee's Official Personnel Folder. The
four types-of formal ‘action which will normally be used are: : ’

(1) Written reprimand

(2) Suspension -

{3) Demotion (in grade or rank)
(4) Removal ,

b. Informal Disciplinary Action. Informal disciplinary action in- .-
'} volves -an oral warning or admonishment of an employee but such action
does not become a matter of official written record. However, super-
visors may keep unofficial written records of such’ informal actions_
.wh1ch may be used: later as criteria for determining what formal action

is necessary whenever the employee is presumed to be guilty of continued
‘offense, or another offense, etc., within the reckoning period. .
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c. Reckoning Period. A reckoning period is a specific interval of
time commencing with the occurrence of an offense and expiring absolutely
at the end of the period of time specified in the Table of Offenses {see At-
tachment A) for the parncular offense. Reckoning pe riods are not cumu-
lative.

d. Disciplinary Official. The Personnel Officer or his deéignated
representative shall be the disciplinary official in all formal disciplinary
actions. I¥n cases of informal disciplinary action, the immediate super-.
visor shall be the disciplinary official.

e. Immediate Supervisor. The official who has first-line supé'r-

_ visory respon51b111t1es over the employee being admm1stered disciplinary

action,

- f.- Table of Offenses. Attachment A to this instruction is the NASA
Table of Offenses and Penalties which provides a reasonably complete list
of offenses. However, it is not intended to cover every possible situation.
This chart is conspicuously posted on bulletin boards throughout the Center.

4. PROCEDURES

a. General. When a supervisor is considering disciplinary action
against an employee, he shall immediately contact a representative of the
Personnel Division for advice and assistance. This is necessary since the
Civil Service Commission has very detailed rcgulations that must be followed

_ in disciplinary actions and also since most disciplinary actlons are ap-
pealable.

b. Developing Evidence. Disciplinary procedures shall nof be used

Aby-Langley officials to provide a means for prosecuting an employee. In

this respect, the employee must be confronted with any and all evidence
that influences management's consideration of the case in order that he
may properly defend himself. Classified information may not be used as a

‘basis for disciplinary action unless it has been developed in unclasmﬁed form
by a separate 1nvest1gat1on, if necessary.

c. . Facts and Circumstances. Facts and circumstances which form the
basis of a charge against an employee shall be specific and detailed in order
that the employee would be able to prepare his defense.

T.S. 74
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as the role of.the foreman as viewed by ﬁhe factory worker. Applying '
formal diéciplige for other than routine offeﬁses usually goes beyon&
the first level of management tsee figure 3) and involves both division
level management and.help from the administrative directorété. ‘The
managers interviewed approached the‘pfobiem of‘employee:discipline'as
indicated iﬁ the résponses to question one and related during the previoﬁg
discussion concerning employee criticism.

| The'éupervisors interviewed indicated thaﬁlthe roles of higher
management and the personnel office were similar with regards to aiding
in applying discipline to offending employeeé. Neither became or were
asked to become involved in disciplining employees for minor offenses
except as consultants. Only two of the supervisors intefviewed ever had
discipline problems thét were other than minor, and in these cases higher
managément readily became involved and aided in applying disciplihe to
the offeﬁding employee. Most of the supervisors stated that tﬁey rarely
' had any problems with employees requiring even the mildest form of dis-
cipliné, either formal or informal.

From an analysis of the interviews with the ménagefs who had
been involved in applying discipline or severe criticism, the following
idgal guideliﬁes were assembled; (1) conduct the interviews with the
offending empioyee in private and as soon after the offense as practical;:
_(2)‘allow_thehemp16yee to fully relate his comments 6n the situation;

(3) recognize and treétiinadvertent rule breaking lightly; (4) stay within
Govérﬁment’regula;ibns and NASA policy whén-considefing penalitieg, and

(5) indicate that future: infractions will:not:be treated lightly. These
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are not new revelations and most fall within procedufes previpusly

suggested by both Morton® and Fair.'C

Communicating Changes
In an organization, a possibie trouble sitaatien'can.arise

when a subordinate discovers any change which will eitﬁer affect him

or ais gfoup._lParticuiarly if he senses a threat to his well being or
security, he trieé to find out additional information. Such changes

can be small (e.g. a new employee in the wofk grbup or a conference
between fhe boss ana another subo;dinate) or large (e.g. a»reorganization‘
or a general layoff of employees). In these situations, explanations'.
froa the grapevine are generally upsetting and rarelj‘completely true.
However, .as pointed out by A. S. Hatchll.these explanations are usually
the first to reach the employee. | |

| Grapevine information, arriving first, sometimes insulates thel
| employee from official explanation. Therefore .any plan for change

should be communicated to those concerned as eafly as pbssible.“Studies
have.shown.that management has more to gain'from early communicaeien
~of available information, than in holding all communieation unfil'alli
details.aﬁe in.12 | |
- At LRC, two major changes affeeting at least indirectly all

personnel have recently occurred. First, a reofganizatien of the entire

bgMerton, p. 12,

loFair; p. 45.

llA. S. Hatch, "“Eiplaining Changes.- If YouTDon'f, the‘Cfape—
vine Will," Supervisory Management, Vol. XIT (April 1967), p. 38. :

ZIbid, p. 3.
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iCenterfresulting in the creation of new Qrganizational groups, thelmErge;‘

"‘of other groups,band the dissolution of still othersgroups_was»accom} B
.: plished during the summer of l970‘ A large number of employeesgwere

.shifted-intoidifferent'organizations and.physicallyVrelocated; No‘loss:_

of jobs was involved’and'the.major threat to employees involved.new _

* work, new supervisors, and possible loss of face .as others were" promoted

In general, employees could not be kept officially informed as to ‘the -
day-to-day changesloccurring within the reorganization effort and conge- o
.quently rumors were abundant. Second, a reduction—in—force (RIF) requiring
the .loss of approximately 200 Center positions by October 1971 was
announced-by»the Director in January of.l97la\iSince-theoretically no

-one was-exempted fromhlosing his job and the details{ofuhon:the”RIF was

to be accomplished was not clear, the RIF was the majorvcause.of concern"“

. and the prime topic of discussion for the entire year.

The'communication approaches'utilized by various LRC super-.
visors:inyinforming the staff about these two‘major,:as well as othér

" minor changes, varied As revealed during the interviews, the majority o

"»felt that the employee should know everything and would immediately

:relate all the,information permitted byvhigher management. A few would"
80 so0 far.as to pass on rumors which they had unofficially heard, although
fthey would'stress that the rumor was unofficial. ‘At'least one evidentlyk;
felt that a minimum amount of communication was all that was necessary o
and was reluctant to give full details to the employees.- He theorized
that revealing information bit by bit, ‘no matter how factual _was more
harmful than waiting until the plan was totally complete before any |

information was given to the employees. However, all managers inter—

- ;viewed indicated they did reveal all information that they were, required

7'?: by upper management to convey “to the employees.
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The communication techniques applied by various maﬁagers aiSo
differed. One usually cailéd all employees together and paséed 6n the

~ same informationzﬁo all,Ainviting queétions'gnd general discussion.

Others would go to each office, relate the information to ﬁhome&er was
present while still otﬁers would discuss the topic individually during
the normal course of work, sometimes requiring several hours'to reach
all employees.

| Hatchl3 indicates that the approach used in communicating changes‘
is all important.'VAbove all, the_superviSor should adopt uniform policies

in communicating ﬁolicy changes. In ﬁost situations the supervisor .

‘should talk to ﬁhé employee in a group rather than individually to help
insure standardization. Employees tend to be sehsitive to the 1eng£h
of the communications line between him and the boés coﬁpaf;d_to oghé:s.
Also individual communication fosters more grapevine activity.than does
group communicat;on. By keeping the subordinates equally aﬁd simultan;

' eously informed on matters of common interest, the supervisor will find
announcement of changes a more simple'task.ahd can expect better cooperation
from all employ_ees.14 |

Situations might occur where management does not wish to com-
municate all details concerning an impending change. Inlothef cases
several plans are being considered only one of which affects his men;

What should the employees be told? According to Sternls'ihformation

314,

Lrpig. |
- 15L. E. Stern, -"Should You Tell Employees Everything?"
‘Supervisory Management, Vol. XII (February 1967), p. 12.
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that should be communicated to employeég can be classified into three -
areas: Fifst, and most obvious, 1s information needed'by fhe éﬁployee
in order'to do his jéb pfoperly; second, is'information whose diséiosure
4might directly or indirectly affect'the.eméloyee; and finally, is infor-
mation that management believes would be Helﬁful to the employee toward |
attaining organizational goals. | |

The amount of dgtail actually conveyed would depend on the
individual employee. Sterﬁ16 points out that in gome cases employees
on the same level require different-amounts of information in contrast
to»Ha;ch'sl7 general feéling that all employees on the same level should
be giﬁen the same information at the same time. Stern'poinfs out that |
uén employee can bg‘told too much as well as too little. Annemplpyéé .
shouldn't be burdened with a huge mass of unwanted details. Iﬁ generalA
- employees Shoﬁld not be told informétionvif (1) disclosure might be
harmful to the organization (e.g. style changes in the clothiﬁg industry),
(2) the data isvcoveredlby government or industrial security regulation,
(3) managements' plang are incomple;e (Hatch disagrges)ls'or,‘(h) the |
information mustsformally pass down through chénnels..:ln this last
situation (4) early disclosure of iﬁfofmation at the wrong level could
interfere with organizational promotional concépts or hurt the feelings.
of other subordinates who feel that they shouidvknow firsg.lg . These

fules are meant for general applications concerning groups or»individﬁals,

161414,

17Hatch, p.- 39.

18:p14.

BYstern, p. 13.
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however, they may have to be altered for specific situ&tions.zo There
is no formula which can fit every siﬁuation so the manager‘must apply
common sense, honesty, and diplomacy about what information should be
given or withheld from his subordinates.21
The Langley Research Center managers interviewed differed in

their opiﬁion concerning the latitude they were allowed in relating
information about major changes to their men. One indicated that he

was given no latitude at all and instead was given rather explicit
orders as to what he could say and could not say. Another said that

he was instructed b& higher manégement to tell his men everything official
‘concerning the reorganization and the RIF. Both of these supervisors
implied that the choice of what information should be revealed to what
employee should be left to their discretion., However, mbst supervisors
were given no instructions or restrictions concerning these matters,
and obviously were expected to use thelr own judgment to decide how mucﬂ
and when they'would tell their men. Did the supervisors want more or
less latitude? In answer to this question, a large majority expressed

a desire for more 1atitud¢,.aithough two interviewees stated that the

- status quo was sufficient..

Summary
This chapter has addressed the communication approaches utilized
by some of the middle and lower level managers at Langley Research Center

to deal with two classic management-employee communication problem areas:

201444, p. 14.

21114, pp. 13-15.
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(1) Emﬁloyee criticism‘and discipline, and (2) organizatiohal changes.
In addition, these techniques are compared with the recommendations of
experts in employée eommunication'as related in recent research publi-
cations. As expected, the Langley Research Center managers differ in
their approaches to these problems, but so do the experts in some cases.
The real issues, however, are how effective are these approaches, are
they working, and héﬁ can any weaknesses in the system be corrected?

To seek an answer to these questions and to determine the effectiveness
of other aspects of employee commﬁnicatibn'at Langley Research Center,
personal interviews were held with a number of Langley Research Center
employees. The results of these interviews ‘are the subject of the next
chapter.

One recommendation can Se made here, however. Most lower and
middle management in the research diviSions at Langley Research Center |
do not have academic degrees qualifying them as managers or supervisors.
As in mo§t~research organizations, promotions are based on performance
and performance.is demonstrated in scientific and technical areas re-
quiring little, if any, management skills. Recognizing this, Langley
Research Center has long provided written guidelines and provided classes
conducted’by management experts to upgrade the management gkills of
Langley Research Center supervisors. Evidently, however, either little
emphasis is placed on communicating major organizational chaﬁges with
the employees or the lessons.are not "ainking i{n" since no consistency '
1s demonstrated By the manageré in dealing with fhis problem. Conse-
quently, it is'recommendé&.that steps be taken to: (1) Formulate a
uniform policy dealing with managément-émployvee comuniCaf:ion during

a major organizational change (if_such a policy is not now in exisfence)
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and (2) insure implementation of such a policy by providing the neces-

sary classes taught by qualified instructors for all supervisors.



V. MEASURING THE EFFECTIVENESS OF EMPLOYEE COMMUNICATION

How is the Effectivengss of Employee Communication Measured?

How effective is communication between supervisor and employee
at the Langley Research Center? As discussed in earlier chapters, LRC
is part of the mammoth federal establishment and as such must adhere,
at least officially, to rigidly defined communication procedures. Also
the "product" of the.Center is scientific and technical information —-
a prime example of communication. Yet, the essence of employee communi-
cation is communication between manager and employee where no number of
formally established procedures can assure success. |

No absolute yardsticﬁ has yet been devised which will measure
the effecﬁiveness of communication with any high degree of confideﬁce,
. although the state of employee morale 1s often considered a good indi-
cator. Working independently, probably no two people woﬁld use the same
approach. - For example, one approach might be to divide theAcommunication
concept into the smallest discernible units and then apply an individual
"~ judgment evaluation technidue using a good-fair-poor type measuring
system. Another approach cou;d be to keep records of the time spent-
by each person in the categories of upwérd, downward, lateral, and‘in—
formal communication and compare the data with some industrial or organi--
zational norm. Presumably some correlatioﬁ could be made between time
spent communicating and the effectivenesé of ‘the communication. An

indirect method would be to determine the'fanking of - an organization

© 60
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:"ffwifﬁ othérrtbmparable.organizétioﬁs by some yérdstick such as financial -

' 6f'econoﬁic status, reputation! or employee turnover, and assume that

thé higher ranked organizations had the best employee communication.

_ All approaches have unique advantages and disadvantages.
| | The approach chosen to measure the effectiveness of employee
communication at LRC involved utilizing persoﬁal interviews with several
superQiébrs as well as with a number of scientists and engineers to
fecdrd, aﬁd later to assess, their thoughts and responses to questions
concerning employee communication. An obvious advantage of this approach -
is the personal contact between interviewer and interviewee. The inter-
viewer is able to clarify.any misgivings or queétions which the intef-
viewee may have about the intent of the questions. In addition, respoﬁsgs
to questions requiring a simple evaluation on the p;rt of the interviewee
are spontaneous aﬁd és spcﬁ are apt to be honest. No time is provided
to ponder ;he question or to consider possible ramifications of a response
given to a particular question. Such would not be the case if the questions
were typewritten and haﬁded to the interviewée requiring a written re~
sponse within a suitably long time period.

Disadvantages also exist. Bécause of the time involved, the
number of interviewees must be necessarily limited, thus allowing the
question of whether or not the results and recommendations from the
iﬁterview are obtained from statistically sufficient data, particulariy
if the interviewees are randomly selecﬁed.' The burden of breaking down
the responses given into comparable yes or no answers is lifted from
the interviewee and placed on the interviewer. He.muSt then detefmine
if there is more yes, no, or'maybe in each reply. Also the interﬁiewee

is allowed no time to carefuily-consider his response to qﬁestions asking
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for suggested improvements in the status quo resulting probably in a

less than complete list of alternatives.

Employee Interviews

-.‘A'toéal of 20 LRC employees, below the supervisory level, having
from 1 to 20 years experience with NASA wére personally interviewed during
the spriﬁg and summer of 1971. Persons interviewed ranged from those
holding only bachelor;s degrees to those haviné achieved Ph.D.'s. The.
interviews consisted of confidential question and answer sessions and
general discussions held in private. The interviewees were assured
that their names and responses to questions would be treated confidentially.

Twenty employees randomly selected out of a population ofl163l
technical professionals (including supervisors) are statistically inade-
quate if one is seeking a high degree of confidepce. However random
selection processes were not used here. Instead the interviewees were
carefully selected on the basis of age, working expgrience, and academic
achievement. In the opinion 6f the author the 20 engineers and scientists
selectea are a good representative sample whose responses reflect the

-concensﬁs of the total LRC technical professional population.

In order to assure some consistency among interviews, the same
pre-selected set of questions were asked each employee. In many instances
thesg questions served primarily as seed questions with thé discussion
ranging to other closely related topics. It was interesting, but not
surprising, to note that the interviewee tended to become more open
with his opinions as the.discussion diverged from the set format. The
questions asked were grouped into seven categories: Emplo&ee Background;

Upward Technical Communication; Downward Communication; Lateral Communication;
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Personal Communicétion with Management; Communicaﬁing Changes; and Grape-
vine Activity; °

| Because_of the nature of the topic, the f§rmat of the interview,
and the characteristics of the interviewees, direct responses to many
questions were not obtained. Consequently, whether a question was
ansﬁered "yes" or '"no" became the judgment of the interviewer. The
questions asked in each category and the tabulated responses are as

follows.

Employee Background

The three questions asked in this category were ufilized to
assure that a wide range in employee experience and academic achiéve-
ment were included during the interviews and to serve as a brief warm
up setting thg mood of the interview.

| 1. Howlmany yeafs have you been employed by NASA?
(one to twenty; median twelve)

2. Have you been employed other than at NASA?

Response Number
" Yes 3
No 17

- 3. What is the highest academic degree that you hold?

Response , Number
BS : ' 9
MS or MA ' 8

Ph.D. ' 3

Upward Technical Communicatién

The questions here ﬁére ihtended'to determine the role played
by the employee in formhlly”communicating technical inférﬁation'to'high
levels of management'and,to-determine if the employee was satisfied with

the status quo.




Have you ever written or aided in writing any of the
following: Job Order; RTOP, Work Unit, Project
Description Document, Memorandum (of a technical
nature)’ ‘
Response ' : | Number
Yes 19
No S _ 1
If so, did the finished product represent your tech-
nical judgment or were your technical opinions sub-
jugated to those of management?
Response ' Number
Represented engineer's technical
judgment _ 19
Do you feel that management should rely more exten-
sively on engineers or scientists for inputs to these
documents?
Response Number
Yes : 1
No I ' : 18
Do you feel that the methods utilized by NASA/LRC
allow you and other engineers a fair chance to
obtain the necessary center resources to accomplish
. your proposed research task?
Response o : || Number
Yes ' 10
No 8
No opinion 2
During meetings attended by mahagement, have you
felt restrained from presenting your technical opinion?
| Response ‘ . : Number
Yes, frequently . 1
- { Yes, but rarely . 5
1 No K : : 14
During ﬁeetings between you and your supervisor,
do you feel any barriers to technically communicating?
Reéponée : ' Number
Yes, initially 3
No ‘ o , 17
" What is your overall judgment of the opportunities

10.

'provided you to communicate your téchnical opinions?
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Response Number
Good or excellent opportunities 14
Fair - 6

Downward Communication

The intent of the questions in this category was to determine
whether or not the employee was officially and adequately informed
. about national, agency, and Center policieé concerning space and aero-
nautics as well as administrative matters more directly effecting the
employee.
11. Does NASA through its various forms of communication
' (i.e., green sheets, memorandums, guidebooks, hand-
books, '"Langley Researcher,'" announcements, etc.)

inform you to. your satisfaction about the broad
objectives and goals of the NASA and LRC?

Response : ' Number
Yes, without qualification , -4
Yes, NASA; no, LRC . 8
No 8

12, Do you feel adequately informed on such items as
schooling to be offered by NASA, changes in pay
schedules, safety hazards, and availability of
other positions at. LRC?

Response _ ' ' Number

[Yes _ 20
No 0

13." Do you desire more or less information of this tipe?

Response : . | Number
Status quo is adequate 19
More ’ : 1

Lateral Communication

.No'attempﬁ-was made to trigger discussion concerning lateral
technical communication as_repfesented by the formal publications and
presentations of the oxganization. Instead,'the intent of the questions
was to allow the employee to Conside; the adequacy of officially provided

methods of primarily non-technical communication among employees.
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15.

16.

66

" What vehicles do you use to provide and obtain infor-

mation of a non-technical nature at the employee
level? :

Response . Number

MLangley Researcher” 20 |

Is the "Langley Researcher" (LRC newspaper) an
effective communicating tool? Does it serve to
keep you informed on center activities?

Response Number
Yes 17
No 3

Shbuld additional vehicles of lateral communi-
cation be provided? Should the format of the
"Langley Researcher" be expanded?

Response )  Number
No, status quo adequate 15
No new vehicles but expand "Researcher" 5

Personal Communication with Management

. The purpose of this section was to determine whether enough

opportunity is provided the employee to discuss personal matters with

his supervisor, and to determine if the employee was provided sufficient

orientation upon his arrival at LRC.

17.

18.

Do you get adequate opportunity to discuss with your
supervisor your: a) performance, b) pay, c) working
environment such as desk location,-office partners,

. and office equipment?

Response Number
Yes : 19
No 1

As a new employee, did you get sufficient orientation
concerning LRC, your division, branch, and section?

Response » Number
Yes 15

No 5
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Communicating Changes

Two significant changes, a Center reorganization and a reduction
. in force (RIF), have occurred recéntly at the Langley Research Center.
Both actions generated much discussion among Center employeés and most
employees were affected in some manner, Thg intent of the queétion
askéd Here was to detefmiﬁe how the employees assessed the manner in
which these changes were‘communicated, and to determine the degree of
personal concern felt by each empioyee;

19, In ybur opinion, were employees' interest and feelings

considered during the reorganization of the center?
Should they have been considered?

Response (first part) Number
Yes 5
No - 15
Response (second part) - Number
Yes - 14
No 6

20, Were you informed to your?sétisfaction about the
purpose for and the objectives of the reorganization?

Response Number
Yes _ . - - 6
No _ 14

21, Were you personally concerned about the reorganization?

Response : Number
Yes 19
No 1

22. A planned reduction in force (RIF) has been announced
by the Director for LRC. Do you feel that you have
been provided with adequate information concerning
the: (a) justification for the RIF, (b) details as
to how the RIF would be accomplished, and (c) chances
of your getting "riffed"?

Response (a) . Number |
Yes - 2
No, without qualification 16
No, not totally ' 2
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Grapevine Activity
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Response (b) Number
Yes - _ - 4
No, without qualification - 16
Response (c) Number
Yes - 0
No, without qualification 16
No, not totally 4

I1f not, was this because your supervisors were not
informed themseves or because they did not want to
tell you? Jm:mcnile
Response : Number
Upper level management did not know 8
Supervisors did not want to tell 8
Supervisors were not told by upper

management : 4

A grapevine exists in all organizations and is generally con-

sidered detrimental to both the employees and the organization. The

questions in this section were asked to determine the employees assess-

ment of the value of a grapevine to the organizations and to determine

the extent of grapevine activity during the RIF.

24, A lot of rumors have been generated about the RIF
during the last few months. "Do you actively seek

25,

26.

and "pass on" these rumors?

Response Number
Yes, without qualification 12
Yes, but passively, not actively 6
No 2

Do:you believe that a large percentage of your peers

seek and pass on these rumors?

Response -Number
Yes ' 19
No 1
Are these rumors "good" for NASA?:

-Response Number
Yes B 1
No 19
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27. Should management try to minimize the npmber of

rumors?

Response - Number
Yes : » 19
No . 1

28. Have you heard the rumor that indicates that manage-
ment will make a strong effort to protect the "good"
workers and in turn eliminate the marginal performers?
How do you assess this rumor?

Response (first part) Number
Yes - 20
No ~ 0
Response (second part) Number
True 19
Did not know 1

29. Should management make an effort, within regulationms,
to protect the "good" workers and, in turn, eliminate
the marginal employees or should they "let the chips
fall where they may"?

Response Number
Yes, protect good workers 20
No : ‘ ' 0

Management Interviews

The same basic .approach and interview format was used to inter-
.view s8ix LRC lower and middle level supervisors during the same approxi-
ﬁate time period as the eﬁployee interviews. The intent of interviewing
the supervisors was to determine how weli management felt they-personally
were doing in goﬁmunicaﬁing with their men and how they assessed the
status of NASA and LRC employee communication in general. In many cases,
supervisors and eméloyees from the same organizational units were inter-
viewed. With the exception.of the questions concérning the employee
background, the same categories were covered and generally the same

questions were asked the supervisors as were asked the employees, however,

- with a different slant. The wording of the questions was altered to
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reflect the change from an interview with an employee about himself to

an interview with a supervisor about his men. The questions and responses

are as follows.

Upward Technical Communication

1.

Do vou seek the assistance of your men in writing
any of the following: Job Order; RTOP; Work Unit;
Project Description Document; Memorandum (of a tech-
nical nature)? '

Response . ' : Number
Yes, often , 6
No 0

How often do you override tﬁe technical judgment of
your men with regards to these documents?

Response : : o . Number
" Never , . 5 .
Seldom . 1 . v

Do you feel that>management should rely more exten-
sively on engineers or scientists for inputs to these
documents?

Response Number

Currently relied on to fullest extent | 6

Do you feel that the methods utilized by NASA/LRC
allow engineers a fair chance to obtain the necessary
Center resources to accomplish his proposed research
task?

Response - 4 ' Number
Yes, but proposed research must be
within scope of NASA . 6

During meetings have you ever restrained your men
from presenting their technical opinions?

Response o ' Number

No _ ' ' 6

During meetings between you and your enginéers do
you feel any barriers to technically communicating?

Response L : " Number
No o N
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What is your overall judgment of the opportunities
provided your men to communicate their technical

opinions’

Response

Number

Good or excellent opportunities 6

Downward Communication

8.

10.

Does NASA through its various forms of communication
(i.e., green sheets, memorandums, guidebooks, hand-
books, ''Langley Researcher," announcements, etc.)
adequately inform the engineers about the broad
objectives and goals of NASA and LRC?

Response Number
Yes 3
No 3

Do you feel that the engineers are adequately informed
on such items as schooling to be offered by NASA,
changes in pay schedules, safety hazards, and avail—'
ability of other positions at LRC?

Response

Number

Yes

6

Do yoﬁifeel that the engineers should be supplied
with more or less information of this type?

Response

Number

Status quo is adequate

6 .

Lateral Communication

11.

12.

13.

What vehicles are used to provide and obtain infor- =

mation of a non-technical nature at the employee level?

Response

Number

"Langley Researcher"

6

Is the "Langley Researcher" (LRC newspaper) an

effective communicating tool?

Does it serve to

keep the engineers informed on center activities?

Response Number
Yes 5
No 1

Should additional vehicles of lateral communication

be provided’-
Researchgr be expanded?

Should the format of the "Langley
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Response : : - , Number
No, status quo adequate ' 4
No new vehicles but expand "Researcher" 2 |

Personal Communication with Management

14. Do you provide adequate opportunity for your men to
discuss with you their a) performance, b) pay, c)
working environment ‘such as desk location, office

.partners, and office equipment?

Response : Number
Yes : : 6

"~ 15. Does NASA provide sufficient opportunities for new
employees concerning LRC their division, branch,
and section?

Response ‘ E Number
Yes 4
No opinion ‘ 2

Communicating Changes

16. In your opinion, were employees' interest and feelings
~ considered during the reorganization of the Center7
Should they have been considered?

Response (first part) : Number
Yes 2
Yes, but in a secondary position 3
No 1
Response (second part) Number
Yes ] 3
Yes, but in a secondary position 3

17. Were your men adequately informed about the purpose
for and the objectives of the reorganization?

Response Number
Yes ‘ 1
No opinion 4
No and should not have been 1

18. Were YOur men personally concerned about the
reorganization?

Response ' - , Number
Yes . : 6
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: Gfapevine Activity
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A planned reduction in force (RIF) has been announced
by the Director for LRC. Do you feel that your men
have been provided with adequate information concerning

the: (a) justification for the RIF, (b) details as

to how the RIF would be accomplished, and (c) chances

of their getting "riffed"?

Response (a) Number
Yes 3
No 3
‘Response (b) Number
Yes 3
No 3
Respdnsé (c) Number
Yes 3
No 3

20.

S 21.

22,

23

- during the last few months.

A lot of rumors have been generated about the RIF

seek and "pass .on'" these rumors?

Did your men actively

Responsevb Number
Yes, the majority did 2
No, the majority did not 4
Are these rumors "good" for NASA?

Response Number
Yes 0

No 6

' Should management try to minimize the number of rﬁmors?
Response Number
Yes 6
No 0

Should management make an effort, within regulations,
to protect the "good" workers and, in turn, eliminate
the marginal employees or should they "let the chips
fall where they may''?

Response Number

Yes, within regulations ‘ ) 5

No C 1
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Results of Interviews

Emplovee Background

The employees interviewed had from less than one to more than
twenty years of scientific or technical experience with NASA. The median
was twelve years. Twenty percent of the employees indicated that they
had participated in the cooperative engineering program so that from
two tb four years of their experience was prio; to receiving an academic
degree. Only three employees interviewed had worked other than with
NASA. Tifteen percent of the interviewees had achieved Ph.D.'s in some
technical field and forty percent héd received at least one masters degree
(several held degrees in management). Of the employees cufrently holding
only bachelors degrees, twenty percent were actively pursuing programs
leading to higher degrees. Seventy;five percent of those interviewed
worked in one LRC diyision, while the other twentv-five percent represented

three other divisions.

Upward Technical Communication

All but one of the employee interviewees had taken some part
iq initiating formal technical communication primarily intended for
upper level management. The one exception had been at LRC less than
one year. All who had taken part indicated that their technical inputs
had not been significantly altered by lower or middle management. Only
one interviewee said that management should rely more heavily on inputs
from the employers. Overall the employees indicated satisfaction with
their role in communicating technically with upper management and,.in

general, hinted that lower and middle management probably could not per-

form such tasks without them.
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The managers intervieﬁed tended to agree. Ali managers indi-
>cated that they relied heavily on their men in the preparation of
téchnically oriented documents, such as RTOPs or’Project Description
doéuments, which were intended for higher management. They pointed out
that the best technical expértise concerning a specific research area
was fepresented by the men doing the job and that a supervisor would
be foolish to ignore this source of information. Several supervisors
iﬁdicated that they almost entirely left the task of prepariﬁg such
-documents to their cognizant engineers and 1imited their own inputs to
dictating the format of the work and deciding what should be emphasized
and what should be "playéd dowvn.,"

Qﬁestion seven, which concerned obtaining Center resources for
proposed research, stimulated mucﬁ discussion from the eﬁployees intér-

viewed. Most felt that the situation had changed drastically during

ek -

the last several years. Previouély any well-justified research program
requiring mihimal Center resources had a high probability of'being fﬁnded.
Curréntly many technically éound programs having enthusiastic backing

at many manégemgnt levels are ﬁot being funded. Most of the engineers
did_believe, however, that the national shift inlemphasis awéy from

space and aerénautics was the underlying cause of the situation. Fifty
ﬁeréent of the engineers interviewed indicated that current NASA-LRC
‘methods‘stilljallowedvfor obtaining Center resources to accémplish a
.ﬁroposed research task, although it was becoming increasingly more difficult
to do so dﬁe to management stifling and thé amount of "selling" required..
- Forty percent of the interviewees indicated'éither mildly or strongly

. that no rgasonaBle chance reméined bécause décisions_were politically

- and not technically based, and that'ﬁaﬁagemeﬁtvdid_not_give adequate, ' @
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if any, explanation as to why the proposed research was denied. Several
complained that communication with ﬁanagement in this area was a '"one
way street' indicating that the quantity and quality of management
"r@communications" was wdefully indadequate. Suggested improvements
frqm the interviewees in this area all centgred around having management
take more time to discuss and even define the rationale behind their
decision with the employers..

The majority of the supervisors interviewed, however, indicated
that in most cases the necessary Center resources could be found to
back worthwhile scientific endeavors. They all admitted that, particu-
larly during the last two years, they could recall a number of scientifi-
cally solid proposals being turned down for lack of available funds. | G
Several pointed out‘that in the past the scope of NASA was broad enough
to cover research in many directions, some only faintly related to space
and.aeronautics, while today's national goals required research to be
confined to very narrow bands of activity.

In general, the employees at LRC felt little if any communication
constraints concerning scientific or technical matters as indicatéd by
the answers given to questions eight, nine, and ten.

Seventy percent of the employees answered that absolutely no
constraints were placed on them by their supervisors. dealing witﬁ the
expressing of their opinions at meetings attended by management. Twenty-
five percent of the employees replied that at some time during their
careers they were instructed to refrain from distuséing certain aspects
of technical problems at meetings but felt that such constraints were
politically motivated and were not an attempt to hindef the flow of

technical'communication. One interviewee said that he had been preséured
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by his supervisors on nuﬁerous occasions to. refrain from discussing all

aspects of a technical problem during meetings with High level management.'
| All of the manéggfs indicated, when discussing restraining

employees during ﬁeetings, thaﬁ they never prevented their.men from

speaking freely during such sessions?{ Several pointed out that they

would sometimes halt discussions which hadlstréyed from the topic of

the meeting or the interest of the meeting aﬁtendees. In addition, they

would intervene duriné a lengthy discussion limited to one topic when

many more.had to be covered within a iimited time period.

The replies given to question nine indicated that most scientists
and engineers judged their supervisors as being no barrier to scientifié
communication. Only fifteen percent of the employees indicated any lack
of technical understanding on the part of their supervisors, and in
these cases the lack of understanding occurred initiélly usually to be
quickly eliminated after further discourse between employee and supervisor.

The supervisors concurred with the employees by indicating
that technical misuﬁderstandipgs with most of the engineers were suber-
ficial and were usually eliminated in short order. Thé only exceptions
to this usually happened with new employees fresh dut of school who
often required more extensive explanation of technical problems. All
supervisors implied that they were competent to discuss and understand
all aspects of their employees work'glthougﬁ several iﬁdicated that théy
would like to be able to dq this more rapidly.

When asked to give an 6vera11 judgment on the status of technical
communication (quéstioﬁ 10), seventy‘percent of the LRC emp loyees
interviewed gave single word responses of goéd or excellent. Other

replies received also indicated general satisfaction but with some
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reservations as to the necessity and value of such communication with
their supervisors. They viewed such communication as time_consuming,
felt that no valuaBle technical feedback could be expected ffém their
supervisors, and indicafgd‘that management could be better served if
they waited to obtain téchnical knowledge by reading the.employers'
formal'technical or scientific-publications. Severél employers scoffed
at any §uggestion that‘their supervisors'might be a source of technical
help. “

The managers interviewed stated that the opportunities for
technical communication for all levels of employers at LRC were almost

unlimited and that they never knowingly constrained their men.

Downward Communication

_ Only twenty percent of the employees‘interviewed stated without
quaiificapion that NASA and LRC had informed them about the broad objec-
tiveé'énd goals of both organizations, although forty percent indicated
satisfaction with information supplied concerning NASA as a whole.

The responses from fhe other interviewees indicated a general dissatis-
faction with the amount of solid information given them by their employers.
Many indicated that they were avidly interested in the course in which

the spéce program was headed, particularly since national interests had
decisively shifted from this area, and were hoping for firm direction

from top management. Several of these volunteered the information that

they felt adequately informed but by Aviation Week'and'SpaCe Technology,
an industrial magazine, and not through efforts of management. Most

of the critiéiém, however, was resérved for the lack of undefstanding
of‘the objecfiﬁes and goals of the Langley Research Center and its

numerous orgahizationa1~qnits; They cited lack of firm direction was
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evident from most of the aivisions, braﬁches,_aﬁd ééctions, but again .
- conceded that this was'proﬁably due to the national situation. It was
interesting to note that those who felt the bést informed.often read
the '"NASA Activities' publication mentionea in chapter three.
Thé employees interviewed generally felt well_informed (at

least to the extent of their desires) about the more mundane aspects
of the organization such as schooling, availability of Center positions,
changes in pay, etc. The only improvement recommended by one interviewee
in this area concerned more timely announcements about ;he availability
of other LRC.positions. |

| Thebsupervisors interviewed were evenly split in Eheirtﬁiéws
~ concerning the adequacy of information officially provided the scientists
and engineers at LRC. Half said'that the announcements, greeﬁ sheets,
and memorandums either distributed to each employee or pﬁsted on bulletin .
boafds;conveniently located for all émployees, along with the monthly |
technicéi programs and other ad hoc programs to which all employees are
invited were sufficient to keep everyone adequately informed. They
backed their position by stating that they.rarely, if ever, heard com-
plaints from their men about not being kept properly informed about the
objectives and goals of the organization. The remaining supervisors,
although recognizing the amount of'material made available to the
employees, took the position that ;here is always room for improvement
particularly now since space and aeronautical research is no longer a
prime national goal and the job opportunities are no longer plentiful
for scientists and engineers in the aerqépace'indUStry. Se?eral indicated
that making "NASA Activities“'avéilablé to ali levels of employees woﬁld

.be a step in the right direction.
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Lateral Communication

Ali employees interviewed indicated that the officialfLRC'newé-
paper, the "Langley Reseércher,“ was their priﬁary communication vehicle
for itéms‘of a non—technical‘natufe. All except.fifteen pércent replied
that the néwspaper was an efféctive commupication tool but effective
_only from the "social" staﬁdpoint. _Although the papef provides articles
of a technical nature,'ﬁost feit that there was room fof much improvement
in this aréa. Many suégested that it sﬁould be expanded technically
and that the technical informatian provided should be more detailed and
that thg technical information proQided should be mofe detailed and
‘written to appeal more to scientists and engineers and not foruthe
scientific layman. Of course,vthese interviews were confined to research
level pgrsonnel which comprise only half of the Center staff, the remain-
ing emplsyees would probably object fo any significant increase in the
technical level of "Langley Researcher" articles.

One emplovee suggested that the paper could bé'expanded along
the lines of the NASA headquarters publication "NASA Activities," and
be used by management to set forth Center policies, goals, and objectives.
In contrast, another employee stated that the paperlﬁés currently too
management oriented and should instead be oriented more toward what the
employees are doiqg. A third employee felt that the paper was too
stilted and cénservative and should be liberalized along the lineslof
other NASA Center papers which were more adult  and entertaining.

In additibn~to the'sreviously listed questioﬁs, the supervisors
were asked: (1) How welijthey assessed the'sfatus of lateral cémmuni-
cation at LRC, (2) whether or.ﬁotjthe "Langley.Researéhgr“ met the neéds

of employées in prqviding-ndnétechnicél communicafioﬁ among émpioyeeS,-
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and (3) if tﬁey had any suggestions fér improvements ﬁo the paper or

- for additional communication vehicles which could be used ‘at LRC. The
‘answers implied that the supervisors had not given much thought éoncerning
non—fechnical lateral communication among emplo?eeé. Most felt that

the "Langley Reéearcher" was a helpful and entértaining diversion which
served the needs of the employees. Suggestions for improvement of the
paper were similar to‘those voiced by the employees and no additibnal

communication vehicles were recommended.

Personal Communication with Management

Evidently a strong personal communication link exists betweeﬁ
employees and supervisors at LRC. Ninety—fiQe percent of thé twenty
employees interviewea related that they had almost unlimited opportuni-
ties to discuss such matters as pay raises, performance and working
envifonment with their supervisors. As could be expected they further
related that such discussions were not always fruitful but nonetheless,
the opportunities were abuﬁdant.

The replies by the supervisors echoed thﬁse of the employees.
All implied that they maintained an open door policy with regards to
discussing employee pay, performance, and related areas and indicated
that this was probably the case with all LRC technicallsupervisors.

The extent of utilization of this open door policy by the employees:
varied widely — some engineers were visibly concerned and often approached
their supervisors on such ﬁatters while others never.initiated any such
conversation with their bosses.

Seventy~-five percent of the inﬁerviewees réported that they
received sufficient orientation when they were new émployees at the

Center. 1In general, the bulk'of the orientation programs were reported
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as completed within the first six months after reporting for duty and -
-consisted primarily of a series of lectures by cognizant engineers or
scientists in Qarious disciplines.- SeVeral iﬁtefyiewees indicated that
" too much detailed material was presented during the léctures to be
adequately absorbed by the listemer. Others indicated that the techni-
cally oriented program was good but that too little effort was devoted
to the administrative aspects of the job. Such matters as the location
of cafetefias, material reproducﬁion'facilities,vbadge‘and pass offiées,
and the procedures fof ordering special equipment, requesting leave,
and the preparation of job orders were mentioned as being omitted from
the orientation procedures. |

Four or sixtyfsevén percent of the supervisbrs felt that LRC
does provide sﬁfficient orientation for new‘employees.‘ The other two
or thirty-three percent of the supérvisors héd neVér received new
employees'since they had been supervisors for less than a year and had -
no opinion concerning current érientation procedurés. The supervisoré
wére also asked if they used aﬁy speéial methods of welcoming or intro-
ducing new employees to their organization. Several replied that they
had.few occasions to Qelcome new employees (engineers fresh from school)
and therefore had established no set procedures. Consequently, each
new employee reéeived a unique welcome. Most of the supervisors indicated
that they did discuss such items as lunch, hours of work, security |
regulations, and office procédures with the new men and génerally tried
to size up the new man by determining_his educational goals and personal

aspirations.
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Communicating Changes

As could be predicted, almost all of the employees interviewed
were vitally concerned during the recent reorganization of the Langley
Research Center. This feeling of concern existed even among those
employees either eligiﬁle for retirement or who considered themselves.
in a position which woula be unaffected by such action.

Only twenty-five percent of the eﬁployees believed that any
consideration was given to the employees in general during the course
of planning for and implementing the reorganization. Several of these
hadleither been consulted or knew of other employees who had been con-
‘sulted by management concerning specific aspects of one or mofe versions
of the reorganization plan.b However, the majority expressed the belief
that most organizational units and employees were manipulated with total
disregard as to the desires of the individuél employee. Seventy percent
of thouse interviewed stated that employée interest should have been
fconsidéfed to a much greater extent and ﬁhat-the employee should have
been given some role in determining his fate. The remaining thirt§
percent generally felt that such individual consideration was unnecessary
and, furthermore, was almost impossible during the course of such a
massive event. They felt tﬂat such consideration would be prohibitively
time consuming with more individual anamosity and dissatisfaction
resulting than was the case using the method employed by NASA management.

Two or thirty-three percent of the supervisors stated that the |
employees interest and feelings were considered dqring the reorganization
 while one or seventeen percent stated emphatically that they were not.
Fifty percent of the superﬁisors indicatéd that the employees were con-

sidered but as a secondary consideration. -They indicated that numerous
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reorganization plané were.considered gnd that lower level management
had to consider the working effectiveness of each organizatiénal unit
in each scheme as wellvas personnel iikes and dislikes. Each engineer
could not be consulted about his position.in each reorganizational
schemé. They pointed out that most units (groups, sections, and
branches), if affected at all, were transferred intact ahd that in most
cases, the work assignments of each individual remained the same. - In
general, when engineers were transferred to other units resulting in
different work assignments, they were informed before the'transfer
became official. One supervisor sald that most employee dissatisfaction
resulted from engineers listening to and believing rumors concerning
where he was going and what he wéuld be doing.

When asked whether or not they had been informed about the
purﬁbse for and the objectives of the reorganization (question 21),
seventy percenﬁ of the engineers replied no. Of those that replied yes,
twenfy‘percgnt said they obtained their information from sources outside
of NASA while the femaining ten percent did not recall the source of
their information. One supefvisor stated that the men were adequately
. informed. Four ér two thirds felt that they were in no position to
answer the question and therefore indicated no opinion. One supervisor
indicated that\the purpose and ijectives of the reorganization were
the concern of higher management and tﬁét neither the'employees nor .
lower level management should be concerned aBout these matters, since
‘their day ;o’day work would not be disturbed.

The degree of concern among employees was very high during the
reorganization but was nevertheless eclipsed by the concern expressed

during the preparation for the reduction in force (RIF). Possibly such
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a state existed because the interviews were conductediﬁetween the announce-
ment and implementation.of the RIF. All employees, no‘matter what their
status, expressed an intense apprehénéion about the RIF. The senior
employees feared being pressured into retirement while the newer employees
were concerned about being "bumped" out Af their jobs and, conseaquently,
forced to seek employment elsewhere. The supervisors unanimously agreed
that their men were concerned about the reorganization. They reached

this conclusion because of the number of questions they were asked by
their.men and because of the numerous and extensive 'bull séssions" con-
cerniné £he subject.

Eighty percent of those interviewed replied without qualification
that they were not suppiiéd with adequate information concerning the
justificatiqn for the RIF, the details about how the RIF action would
be accomplished, and the possibilities of being personally effected by
the RIF. None of the remaining were to£élly satisfied; several stated
that‘tﬁerjustification for the RIF was never provided while all desired
much ﬁofé information about how they would be personally effected. |

When asked whether or not the employees were provided with
adequ;té information concerning the justification for the RIF, the super-
visors were divided in their opinions. Half indicated a position similar
to that taken by a supervisor when asked a similar question about the
reorganizatioﬁ: The justification for the RIF is the concern of national
policy makers and high level NASA management and does not concern gither'
the engineers and scientists or their immediéte supervisors. The others
felt that a RIF was a vital concern for personnel requiring a job to
econdmically survive and, cbnsgquently, everyone should be kept completely 3

and quickly informed about all aspects of the RIF, including its
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justification. Most of the supervisors interviewed felt that higher
management was providing all the concrete informatioﬁ about the imple-
mentation of the RIF either directly to the employees or indirectly
through their supervisofs. All sgpervisors interviewed indicated that‘
.they never inﬁentionally withheld such-information from their men although
some were reluctant to relate‘all details to éheir men.

The opinions were almost equally diviaed as to why the employees
. were not provided with more RIF information. Forty percent indicated
that they were sure that they were being told everything about the RIF
as it became "firmed-up" and that any confusion or lack of solid infor-
mation was the result of indecision at the highest NASA or other govern-
ment levels dictating the terms of the RIF. Ap equal number replied
that they believed all levels of management knew more than they were
relaying to tﬁe employees. This lack of communication was considered
to be by design because it was the approach requiring the least involvej
ment by the supervisors. Twenty percent of the interviewees felt that
lower management (section heads and some branch.heads) communicated
everything while upper management (division level and above) purposefully

withheld vital information from the employees.

Grapevine

Bull sessions, rumor mills, and thé grapevine were obviously
very active immediately after the reduction in force announcement by
the Director. The employees were worried aﬁd employee morale was on
the down swing. Only ten percent of the eﬁployees_interviewed denied
any pa;t in grapevine activity, pleading pre-occupation with work and
exhibiting a "what will be, will be" attitude. Sixty percent indicated,

without qualification, that they were actively involved in seeking and
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passing on rumors about the RIF. Most of these duickly pointed out
that they would not relate any restricted infoﬁmationlrgceived‘officially
from their supervisors. The six remaining indicated that théy did not
actively ask for RIF information but neither did they refuse to listen
‘to apparent rumors f?om other employees. They also indicated that:they
either entirely refrained from further relating rumofs or that they
only passed "accurate" rumors to friends who they felt would be affected
by the rumored action. Accurate ruﬁors were generally defined as unof—
ficial information obtained from a person who: 1) was in a position.to
know the facts, or 2) through past results had been judged as a source
of accurate rumors, or 3) had never previously been considered a "rﬁmor
monger" and therefore must be relating the truth.

It is iﬁteresting to note that all but one employee interviewed
believed that a majority of his peers were engaged in either generating, .
seeking, or passing on rumors. In addition, all supervisors and all
.but:one employee strongly indicated that such rumors were not in the
best Interest of the organization. Reasons for this opinion include
lowering of employee morale, inefficiency due to time spent discussing
rumors, and loss of confidence in the NASA organization and management
due to the misconceptions arising out of such rumors. One engineer had
a different opinion and indicated that rumors were probably better than
no information at all based on the theory that something is better than
nothing. |

Most supervisors were aware that_rumors were plentifulbduring
the RIF proceedings but probably did not realize the extensiveness of

grapevine activity. The bosses were geﬁerally not included as part .of
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the grapevine and also had-less need for rumors because hopefully they
. were an aétivé_part of the RIF'prOC;edings.

When asked how LRC could minimize the effects of rumors spreading
through the grapevine during a major organizational change, the employees
and supervisdrs all basically had the same suggestion: Management should
quickly and simultaneously inform everyone about all decisions affecting
the employees as they are made and relate all non-proprietary information
concerning the change to the employees.,

Accoréing to government policy, a reduction in force at a
'government agency cannot be used by management to eliminate marginally
performing employees since other means are available for such action.
However, a rumor had been circulafiﬁg that management would use the RIF
to get rid of undesirable workers. In order to assess the extent of
this rumor, the interviewees were asked whether they had heard the rumor
and how did they evaluate the truthfulness of the rumor. All the employees
responded that they had heard such a rumor and all but one believed that
the rumor was true, basically because itlwas a logical management approach.
Most indicated that, in their opinion, management would try to hold on
to the good employees but would do so within the applicable government
regulations. When questioned further, the interviewees unanimously
approved this approach rather than the alternatjve of "letting the chips
fall where they may." TQ}S unanimity was sﬁrprising because three of
the employees interviewed indicated that they would probably be adversely‘
affected if management chose to protect the quality employees during

the RIF.
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Summary

There are numerous ways to measure the effectiveness of employee
communications within an organization. The method chosen for the NASA
Langley Research Center involved personal interviews with 20 engineers
and scientists and six supervisors having'a wide range of academic back-
ground and professional experience and with six of their supervisors
(Section Heads and Branch Heads). In order to assure consistency, the
same set of questions was used during each interview, but the interviews
were allowed to-diverge somewhat from the set format in order to let
the employee express himself with a minimum of constraint. The managers
were asked questions concerning their men rather than themselves.

The questions were grouped into categories to cover the usual
areas of Upward, Downward, Lateral and Personal communications in addition
to the communication problem areas of Communicating Changes and Crapevine
Activitiesf ‘The questions have been listed, the responses compiled,
and the results of the interviews discussed in this chapter. An evalua-
tion of the effectiveness of employee communication at Langley Researéh
Center, as well as a number of conclusions and recommendations based

on the interview results, are included in the following chapter.



VI. EFFECTIVENESS OF EMPLOYEE COMMUNICATION

Recapitulation

An attempt has been made to study and determine the effectiveness
of employee communication existing ét the NASA_Langley ﬁesearch Center.
The term employee has been defined to.encompass only the professional
engineers and scientists at the Center. To obtain an understgnding of
the subject organization, an organizational analysis including history,
purpose, structure, and employee education and salary has been performed.
In_addition, the upward, downward, léteral, and informal vehicles of
employee communication utilized at the Center have been reviewed.

The study has concentrated on two areas involving employee-~
managemént.communica;ion which involved personal interviews with_supér—
visors and employees. The first area dealt with the communication
approaches utilized by ﬁanagement in dealing with employee criticism
and major organizational changes. These approaches are cdmpared with
téchniques recommended in publications relating recent research in
employee communication. The second area addressed the effectiveness
of several aspects of empioyée communication buﬁ focused on communication
subsequent to a Center reorganization and during the implementation of

a reduction in force at the Center.

90
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' Evaluation of Results

. Twenty employees classified as scientists and engineers having
a wide range of academic achieﬁement and years of working expefience
with NASA, and hopefully representing a cross sec;ion of Langley Research
Center employees wére’interviewedf In addition,.six lower and middle
level managers wére interviewed>to éeterﬁine their techniques in employee
- communication and téiéiﬁe the maﬁaéemeﬁtfs side to the questions asked
the employees. | |

The interviewees were ﬁét randomly selected on the basis of
age, Wofking expefience, aﬁd acadgmiq aqhigvement and, in the opinion
of thé authqr, represent a good stati;fiéal'cross-section of the LRC
technical pfofessional population. |

Both employees and éﬁpervisofs are satisfied with the role of '
the?ghployee in communicating items of a technical nature with fheir
_:supér?iéprs and to high'levels of managemgnt.’ This is parﬁicularly
'trﬁébﬁhénisuch items are being championed by lower and middle managefﬁ
ment and the_employees' contribution is limited to technical matters.
This‘situation often exists for RTOPs, Work Units, and Project Descrip-
"tion Documents Bécause the superviséré and engineers work as a team
while preparing these documents.. The supervisors rely heavily on employeé
' contributions for these documents and the employees are willing, and in
some casés insistent, that they do s0. - Everyoﬁe seems to feel that the
status quo in this area is best for the individuals and organizations
concerned. However, the effectiveness of employeé communication in
situations where the proposed research task originated with the employee
has.not yeé‘obtained the full suppqrt'of managément and requires addi-

tional Center resources is another matter.' Here the research engineer
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is usually on technically firm ground aﬁd;is at bést the technical.ééérf‘.v
of an§ highér level decisioh maker, - The only question is how we114his_
pfdposed task stacks ué against others in the eyes of management who ..
are working with a restricted bUdget. The employees indicate that a
large number of technically SOund-prOposéis have been killedvduring
the past several:jééré without adequate ekplanétion. They feel that
either their supefviéors "don't know" or "wén't tell" why their proposal
was not approfed. Yet management indicates that the reasons, whethér
technical or budgetary, are always provided to the interested engineers.
Obviously this‘is'a situation where communication between supervisor .
and employee i§_not’effective and must be improved particularly since
the prospects-for any expansion in aerospace reséarch'are dim for the
near future. One method of improvement would require the level of
management_fesponsible for killing a proposed or existing project to
eiﬁhér:prepare a memorandum or hold a meeting for all concerned where
théirétionéle behind the decision was explained in detail and the alter—
nati?é:coursé of action chosen by management discussed. Restricting |
such éxpianatioﬁ and discussion to management who would in turn inform
the employees is not sufficient.

How effective is LRC in informing the employees about organi-
zational policies, goals, and objectives? Most employees are seeking
more informgﬁion of this type. The recipients (GS 13 and above) and
readers of "ﬁASA Activities" indicated much greatér satisfaction in this
area than did the other employees who received information only from ”
green sheets, anhoﬁncements, and brochures provided by the Center. This
documeﬁt‘(discussed‘ih Chapter 3) often includes portionslof presentations

to Congress, significant speeches, and letters to the employees by top
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NASA management dealiﬁg with NAéA policy under existing national goals.

A possible solution to increase the effectiveness of empléyée commﬁni—
cation Qould'be.fo issue all employees copies of '"NASA Activities" whicﬁ
Qould provide information about.the entire NASA organization. To provide
more information about the path of LRC in particular would require either
an expansion of 'NASA Activities" té include more informatioﬁ about the

- field centers or a seﬁaraté parallel publication focusing on the goals
and activities of the Center.

In general, the employees are satisfied with or at least are
little concerned about thé officially provided methods.of non-technical
communication among eﬁployees as represented by the "Langley Researcher".
Although.some suggested improvements in the paper were offered, the
current status of lateralvndn-tecﬁnica; communication evidently:meets
the needs of the employees; In addition, the communication techniques
utilized by managemént in dealihg with their men on éuch personal matters
‘ - as’ pay raises,.émployee performénce, and working environment are very. |
effeciive and no changés are .recommended. Such a good relationship in
this area is probably a characteristic df most scientific research
organizations where tﬁere exisfs no peer group division between.the
research engineer or scientist and his>immediate suﬁérvisors.

From the technical or scientific viewpoint,;the.orientatioﬁ
procedures providéd'by Langley Research‘Center satisfy the majofity of
new employees although several complained that féo mﬁch‘materiél was .
presented in too short period 6f time. However, both the physical
orientation aspects, déaling with the Iocatiqn 6f-employee support

'.facilities, and the p:béedﬁral aspectS,fdealiﬁg with'the preparation
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_ éf administratiQé forms should receive more empﬁasis during the'orien-;g o
tation prograﬁ for new employees. | | |
The interviews ipdicate that the empioyées were véry-dissatisfied

with‘the amount of information tﬁey received concerning the last reorgani—‘
zétion and the RIF. - Even though a certain amoﬁnt of concéfn‘énd appre-
hension amodg employees is nafural during such.signifidant organizational
acﬁivities, the general dissatisfaction evident during the interviews
indicate a lack of managemént employee communication’during both: events.
Most employees felt that their personal concerns were not considered
. by management and they were considered only as commodities to be juggled
by management. The impbrtant ﬁhing here is not whether or noﬁ the
‘employee feelings reflected fact but that the employees were a}.lowed

to exist in.an environment where such feelings could develop. Tﬁe
employees indicated overwhelmingly that they were not satisfactorily
informed about the objectives of or details of implementation for either
the reorganization or the RIF. Obvioﬁsly the management approaches
‘utilized at LRC to communicate major organizational changes to the
employees are not totally effective. Whether or not they are intended

to be is not a question addressed by this thesis. In all probabilit&

all non-restrictive inférmation concerning these events were provided
. middle and lgwer management. However, due to implementation uncertainties,
potential legal problems, and possible government regulation violations,
the supervisofs may'nqt have‘beeﬁ directed to pass all details to the
employees.  Nonethe1ess all_aspécts of the NASA would benefit if manége—
iment would establish a policj aqd guideline for the dissemination of

all non-restricted information to employees éoncefning the objectives

and details for implementation of actions which could be categorized



95

as major organizational changes. A major feature of the policy should
be to quickly and simultaneously supply the employees the non-proprietary
details of all ‘action related to the changeAwhich could concern the

employee.

Conclusions and Research Findings

As stated earlier twenty employees randomly selected out of

 a population of 1631 is statistically inadequate if one is seeking con-
clusions based on a high degree of confidence. However'random/;election
processes were not used‘in choosing the employees to be interviewed.
Instead the interviewees were carefully selected on the basis of:age,
wofking experience, and écademic achievement. In the opinion of the
vauthor, the engineers and scieﬁtists are a sample whose responses reflect
the concensus of the total LRC technical professional population. As
with any statistical analysis based on a small sample, any inferences,
conclusions or research findings are only probable and are not conclusive.-

1. Few barriérs or lack of opportunity exist for technical or
scientific communication between employee and his super;
visors at LRC. All engineers judged their supervisor as
being both technically able and willing to discuss any
items of a technical nature with their men.

2. Management is remiss by not providing interested personnel
with the rationale behind the cancellati%n of existing
projects or the.disapproval of proposed research.projécts.
Here the employees feel that the communication‘is all one .

way and consequently seek more "recommunication" from

management.
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The emplovees are, in general, adequately informed about
the normal operational aspects of the Langiey Research
Centér.

During normal Center operations (i.e., no major organiza-

‘tional changes) a very effective supervisor-employee

communication_link_gxists concerning pay raises, perform-
ance, workiﬁg_environment, and othef matters of personal
concern tovthe émplbyee.

Current ofientation procedﬁfeé_are'inadequate‘in the areas
dealing withg£he locationvéf employee support_facilitieé"
(e.g., cafetériaé, material reproduction and bgdge office)
and the>preparation of administrative forms (e.g., travel
reqﬁeété and purchase requests).

Duriﬁg the pést two major organization events (reorganiza-
tion and RIF) management-employee communication was inef—
'feéfivé,'reéulting in much employee apprehensidn'and
extremeiy high grapévine activity.

No consistency exists among supervisors in cqmmunicating
organization actions (such as reorganiéation or a RIF)
which generally'are ﬁreceived as a personal thfeat‘By

tﬁe employees. Conéistenéy is mandatﬁry fo.alleviate.the
information imbalan¢§_émqng employeés.which generates
inefficlency due pd.ﬁoré'“bull sessions' and grapevine

activity.

Recommendations
Objective:._Imﬁroved employee understanding of why a pro-

‘posed or existing research task was killed.



Goal:

2.

3.

- " Method:

Objective:

Goal:

Method:

Objective:

Goal:

: 0

Maintain higﬁ mérale aﬁbng.éﬁéloyees. Help
assure a continuous stream of fresh, new
scientific ﬁropo;als from thé creétive staff
members. |

Require'the.levél of management'responsiﬁle
for killing a pfopdsed'or existing technical
project program, area, task, etc., to either
prepare a memorandum or hold a meeting for ali
employees concerned Qhére the rationale behind

the decision is explained in detail and the

-alternative course of action chosen by manage-

ment discussed.
Satisfy employee desires for a better under-

standing of the goals, objectives and policies

_of both_tﬁé NASA and LRC organizations.

Suppress the fears.énd anxieties of employees
concérning the future of their employer.
Distribute "ﬁASA Activities" to all employees;
Also‘expénd "ﬁASA Activities" to include more
information about the'field centers or provide
a separate parallel publication focusing on the
goals.and activities of the Center.

Provide more effective employee orientation
program. |
Eliminate confusion and wasted time assoéiated

with the day to day employee activities.
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5.

' Néthod:

Objectiver

Goal:

Method :

Objective:

Goal:
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'Durlng orlentatlon procedures, place more

emphasis on telling the new employee the loca—

tion of such employee support fac1lit1es as

' the cafeteria and reproductlon and more emphas1s

fon the preparation of adminlstrative forms.

Increase the:effectivehess oflmahegemente'
employee communiéationbduring major organiaa—
'tiOnal”Changes. | |
Reduce’employee apprehension and subsequent

grapevine activity and consequently increase

-employee effectiveness during major organi- .

zational changes (e.g., reorganizations and

RIFS).

Establish a policy and guideline for the rapid

- and simultaneous dissemination of all non--

restricted information to employees concerning

the objectives and details for implementatioh

of actiohs which could be categorized as major

- organizational changes.
Establish consistent management techniques

for communicating information about major

organiZational'changes with the employees.
Reduce employee’ihefficiency and apprehension

resulting'fromfan information imbalance among

employees during major organizational changes

which are preceived as threats by the- employees
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Formulate a uniform approach dealing with
managementfemployééuéOmmdnication during such

an event and"inStruét management in its

implementation prior to the event occurring.
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