Diagnosing Communications within Organizations
    Pam Gale was personnel manager for an unemployment office located in a small Midwestern town.  Most of the Unemployment Commission's policies and procedures were established by the commission's head office at the state capitol and announced to local offices through regional headquarters offices.  The head office frequently consulted the regional managers about new procedures but seldom conferred with the local offices.  Local personnel managers typically received current policies and procedures through their local office.
    Recently Pam had been bothered by one new procedure, which required that eighty percent of all new local office employees hired during any six-month period had to be minorities.  She felt this would make it hard to hire qualified employees during the rest of the winter.  There were four months to go, she thought, and the only people hired in the past two months were non-minorities.  In effect, this meant no one could be hired except minorities for the next four months.  This was typical, she thought, of the procedures one had to live with in this job.
    One morning, as Pam was reading her mail, Chuck Carlada, the local office's Client Services Director, walked into her office.  “Pam, I've got a problem, and I need some help from you," Chuck began.
        “What's up?" asked Pam.  “I'll sure do what I can."
        “It's about Bill Wilson," Chuck continued.  “He's applying to be rehired after taking a try at the insurance business for a few months.  He was one of our best client service coordinators, but your secretary tells me we can't reinstate him for four months because he's not a minority.  What can we do about this?  We certainly ought to reinstate Bill.  We're way short of people, and he can do three times the work that an inexperienced person could do."   replied Pam, “the minority hiring procedure applies to newly hired employees, and that's what Bill would be.  He chose to leave our agency and at that time he was terminated, not put on leave.  According to the procedure, there's no way we can hire him until four months from now."
    Chuck looked incredulous. “I can't believe it!  I really need someone to help cut the case backlog in my department, and you're saying we have to add to our workload, in effect, by bringing in new people to train.  It just doesn't make sense.  Sure, we could use Bill in four months, but he'll never wait that long for the job.  He has other opportunities right now."
    “Well, I know you've heard about the eighty percent minority hiring rule," said Pam. “It is dangerous to make exceptions to head office procedures, and we may not make the eighty percent even if we hire all minorities for the next four months.  I agree that the procedure is a poor one, but if you want to change it, you'd better see the local office director, not me."
    Chuck sighed, “Pam, I just need help in my department.   They aren't going to fire you for being off a few percentage points in your affirmative action numbers."
    “You know what happens when you start making exceptions to procedures," Pam replied.  “If I let you hire Bill, I'll have all the other department heads in here saying, 'Hire this guy.  He's not a minority, but you let Chuck hire Bill Wilson.'  And what happens if we can't stay within affirmative action guidelines?  We're an unemployment office.  If we won't hire minorities, how can we expect other employers to hire all the minority clients we're trying to place?  As I say, if you want to suggest a change, see the local office director."
    Chuck was becoming exasperated.  “Come on, Pam, this isn't the problem.  I need someone, and here's a really competent person available.  The people in my department are starting to lean on me about getting some help in to spread the case load.  We have an especially bad backlog on our hands right now.  You're not being very helpful."
    “Well, you're the one who got yourself into this jam," argued Pam.  “If you were bringing some lower-rated employees along by running a good training program for them, you wouldn't get caught short.  You'd have a person all ready to step into a coordinator's job whenever you needed someone."
    Chuck responded that he didn't see how this was relevant to his problem.  “I need a coordinator right now, and you are refusing to help.  This whole hiring issue is the most ridiculous thing I have ever experienced, he said as he stomped out of the office.
How would you characterize the communication climate in this organization and how has it contributed to this dilemma?   

