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NS : 3 : INTRODUCTION
P ~y - % POEH : Nigzrian tar‘uar) [nstitutions have in f_'-.e recant dzcadz, been beclouded wi:h
Ay e = = : peoblems at various I°~=‘> of its managamant. These problems can be traced ¢
; : e 1 ira"*uuate p anning or someumss la k o" ii. This has, no doubt, distortad L“;e
. , = 3 > fitions” success strategiss and derailad their broad zad specific objectives.
£Lk: + LR > 5 3 3 Sequel!y, leclining academic standards, students crises, rapid deteriorating
5 a > =t physical structures, etc have conuaued to asseme 2 perzanial ugly dimeasion.
IR Saty = £ -4 Sometimes, institutions strive (0 easure that it comes up with an articulated and
:"?ﬁ : e S comprehansive physical, academic and b;ma" resource plans. But most often,
S p et ot such af{'ur'_ witl =1the' nut see e light of the dey L“:é initial planaing procass
= 2 = stage of isad at the implementation
‘ 524" stege. Tr h=s ‘weq a.'r"n.'-*d w0 "or:cs i*;:rr lan x::.'-:a! to the management
== ' 2 of the Institutions amon -_-; mich is informatio tv which makes its flow
& = 2 ratzm not enly du:: ult, but isle... Thus, creating &
AT irutions' swuctural and operationz! seitings.
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Essentially, cvery tentiany instilulion of orgtaise ton depeads for ls iy
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functioning on an intricate information few and disse mination actwork which bz
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grown over time urd as proved mu\pen\r'wle encratly, the higger the
, uet e and the anlax i1y in

fastitution, the more ¢ !u sale '&-r‘\mi s b and (e move comalex s
the management of the iastitution.  This tmp! liss (Rt the network ¢ f inforimation

1 ' wer danen: " b
Mlow and dissemination varies ffom one iastitution o 2 other depending on Wie
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stze but what is o npu'tmt and most commen is (hat they
the same result of maintining @ conducive zcadentic ;ﬂ‘-lr(\hll"‘ﬂ' p.udum._.'
quality graduates, etc. The place of information ‘Tuu and dissemination i the
management of our tartiary institutions caanot, therefore, be over emphasizad.
Fundamentally, uncertainty and unclear cirection 02t “Hca"om managers face
arise from the inaccuracy of available iaformation ur lack of it Taking @
h\pothcu«al case of drawing @ ball from a baskel Lat ceatains a number of ha!*«'
each with one of thres possible colours: Whitz, red 2nd black. 1f one is allowed
0 se= the hall information about its colour is dterministic and a rational decision
is possinle; ifyor.b is not allowed to see the hall but is given the ralios of the three
colours, then the chance that each culour will be chosen is known and informayon
about the colour of the drawn bali is probabilistic aad decision is near-pessihie.,
If one is neither 2llowed 1o s22 the ball nor given the exact ratius of the thres
colours, the exact chance for each possible cofour cannot be pinnad down
informztion 2oyt the colour of the ball to be sziectad s af'lb guous and
decision is possit ‘n» under this coadition. This clearly depicts that the role
information in particular and commuaicaton in gensral in eny institutioa or
organisation is analogous to the nervous systém of 20 znimal. Yetits neglecth
continuzd to mar bxe progress of our fartiary Institztions. Tus chapter has
focused on unveiling this p-oo.e": and ensuring that its proper piace 1s aken for
“l‘: g (8 | ' ’
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effective menagement of our terdary Instiutions.
l0 pragmatise the subjact matiar.

AN OVERVIEW OF COMMUNICATION

Communication can be defined as the traasmission ¢f m ning. [assing of Ke2as
and exchangs of information f-om one party (sender) L anoer {reced iver). o

information so exchangad is the only werkiag (ool with which 072"““3 ronal goa's

‘&

. W -f‘ o ¢ tn1n
can be achizvad. So (a2 seader must ensurz that tie information Gt geis o 10

cecetver is o intended.  This is effective communication which must he:
distnguixhed from inzre communication. Therefore, the imporiancs ur'ef."ec'.i'.'--
communicziion ,cannot he over emnhasized. It is the meazs by which the

tasinutions” work-foree are linked togeiher for the purpose of achisving corporaze:
|

sealis).

u\u'” GRS wufk 13 a5 2 group w[l ramain stagnant w:"u,u e;&“
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Principaliv. e purpose of effective communication is to effect change.

The ialzmal and extzmal fuactioning of any Institution depeads on

wmr:m.i:'m Thus communication is internally neaded to:

- Esiablish and disseminate goals of the institution.

- Develop plans for their c'r'ev”')”

. Organise human and other resources in the most effectivs and effident
way. Select, develop and appraise members of the Insuwtion. Lead,
diract, motivatz and create a ciimate in which people wzat to contribte:

_ control performance.
Externaliy, tastitutions rzach their eavirenment and create open system through
K..Lh&f cen nmunical 0.

Communication is a process iavolving a number of specific steps zad componeats

oltows:

SOURCE (SENDER OF THE MESSAGE OR ENCODER)

This is the beginning in the communication process. Here, 82 sender has the
thought or idea or nesd o message he wants his receiver {0 receive. The though:

must be encoded by the sender for proper undarstanding.
MESSAGE ,

This reprasaals the meuning the source intends o convey and i dotermines G2

mzaning the recaivar will phtain,

TRANSMISSION OF THE MESSAGE (CHANNEL)
This is the inedia 0 he used or the dissamination naiwork, Genzraly, it may b2

pral -or written, Examples of oral commuaication :A.ﬂ,.ude spokas .
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s ruclons/ sateinenls, interviswy, commiltes meetings end thar proceduras

elephone, Lelegraph or television, Tastaaces of wi ritten convmunication includs

Ioout r A mw - - >
letiors. nesnoranda, manuals. repors, minules, circulars on rotice board. Rhees T i;gif_’;?;;a:_:: (égg‘it):
r (1980) identificd other impunam methods of commuaication as facial 3 ~
expressiva, posture, and other forms of "body langu jage” _
It is importzat W rote here that when @ message is r>'>c3b:'J Correcticn i - feesdback
throygh several media s inore a:curatefy received comprehended and racailed. it
Also when selecting the mediz, the commumicator, lh:: audiznce and the situation
must be considered.
Fig..1 TFeedback Moce.
RBCEIVER (DECODER)
A recaiver is the persun that the messege is mzant for. On reczipt of the mess2g: .
he decodes it and attaches meaning to it. I is effective if iz message s P‘OISE e S SN, 1t .
rderetond B i, [his is the message 1n en:r;.u:' in the communicaiion process and it is presant i
' ‘. every stage of the commuaication Piocess.
CHANGE
This is the end result of effective communication. T ——
Feaizach
FEEDBACK
This indicatss whether the Instwdonal intended change has zken place. : i Mecia
According o Herbert and Ravgullet (1981) feedback e”="~i}< the source (sanden) : : ;{ = . 1 1 o e 5
to know whathar or not the message has been received and ia: >’pr:13_ corvesily. ’ ‘ e RS0 } Bzi‘gg??g
Ficure 1. explains the process. ::f;;gi; P \:;_,S:;;e | srinb v
. Messzze P& z . nding
Feadhack ¢ measures vutput of @ commenicalion procass 2l i ‘ ’ | i i Change
svsem of of the sysiem corrective action 10 0hEin a3 ' gender = e ’ - . Receiver
(Fig. 20, ’ : , e T o -
S5 = I nolse
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Fig. 2. Cemmuaicaion moce.
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INFORMATION FLLOW IN NIGERIAN TERTIARY INSTITUTIONS

Patterns of [aformation Flow

F‘C!}cru[!}'_ patteras of information low in ovganfation could e veriicut,

i.n'l.’;znn-ial or complex. Nigerian eriiary instiutons follow these paticras. Thus

:-'\rihfuuu:j.l its ‘ﬁ‘\!u:( ure is burcauctically organised.  Esseatially, bursucracy,
IIRIE fax W¢ - :

hccan ilecnti()';)'/:'Jha:J \au{:l:d :i"nt.h:\‘?,y\:n(}['i‘l\.u:[r(m:‘ ! Or\__;:f.m\’z:f.mn i

Bt e m%ﬁ:ﬂ . as a useful wt fur the opzration of a complex
: < H dry \hU Ins.

f.laxxcgily, the key c:»nceﬁt ()F t‘urcnucwc - 18 hicrarchy

1
'

v, the rz nkm' of 1ndividualy
zve individuals of m»‘s 1

T vvp~ | YT st o2 :

pewers but there must :Inw be the h gl est ranking at the top aad the lowest

ranking at : —— t : i
g at the bottom,  For example, 3 typical universiy 1s huuaw_rduw‘:

ore 1401 1 ha Ui e &
gamised with th2 Vice Chancellor at the top, f\)Hmv'.d by the Deputy, Heads of
Oepartments etc. ’ ’

The L R ; :
i thrae patterns of isformation flow in our leruary imtjluu'ons wi‘l be
4Afrerialad ) A g i ‘
epprectatzd when we ook at the organisational structure of a typical tertiary
astitution. '
Rez2oz | :
Deputy Reuliscs
1
; Sireszas ef L Pegisirar ‘, I Dizezzar of !
| Fayeical t.aaning ' { } S=uceats AZfalzs :
S 98 trlsa ' I - i 3 :
——t 5"“. 0! Dapts d2zuts Aegleirs | ;De;.:_: R'zf;i:'.:-:{ | Dmputy Re=glizirar
b R &S : ! feznsenal : Zeaz=s ) 3y

1=a ) Theso Ag'tienc of (afoe s 4 :
gure 3. Thres patierns of information in & tvpical peivtzchnis
T the figure ahong we ohserve three patterns of information fiow 12 un
iy ) = % FRTLI naale B Il ool
sttution es:
) Ve s Tl elice | i
rical pat! The verticel line shows how jasruction or policy

talemean!e o gt ! r !
statemen’s uf G institgtion’s Management flowed {rom the Rector
VAPt | ok tiha laet : L
srtivally throughout the Institution, Thus, the instructions of managemsnt

D)

moving Jownwards throughout the firtn and reports passing upwards
management will both llow the authority hnc of the firm (Litte, 17

|’.5).

) Horizontal Pattern: Here information flows acruss the lastitution, mes
amony egual ranks, vtherwise gach set ction would be vperating in isolatis
The honznma[ line shows how policy on students flowed horizonaally 12
the Director of student Affairs to other directors.

3} Complex Pattern: The short-comings of the vertical and horizew
patterns of nfor'nahon flow led 1o the d=\=lopmm of compiex pamw
information Mow. Moreso, the complex pusture of the suciety with
altendaat shifts in scope anJ Changes 0 gmcrnmcn( policies demanu.
flexible means of mezting the test of tme. From our figure, line "__
shows how the Registar issued 2 statement in reaction to, se
government's new pelicy on employmeat without waiting 10 follow ¢

- hierarchy and the information showsd complaxity throughout T

institution.

DISTORTIONS OF INFORMATION FLOW

lnformation required for effective opﬂrauons of the Institution is, most o0&tz
distorted which makzs its flow very difficult and the end rasult of changs ¢
cected. This distordon arises from 2 number of factors among which inclus

l\...

(zj  Preconceived Notions: These caa distort i';ﬂ)r:-win flow batws
individuals. If & Dirsctor of Works or the C { Executive ol !
ut a particular head

(nstitution has a wrong pracoaceived nouon adout @ pa

wnit, automatically information flow belwea them v«i".ne

s hecause thzrs will always be misuncarsian I ".dmasmaarpre'zii:-r.
material facis.  However, if the m-m':e» aotion 1§ posi:
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the way it was intended by the sender, information flow are distorted. For
example, a Director who instructs his secratary to finish a parucular job
as soon as possible may be misunderstood by her believing that her boss
wants her to complete the task aftec all other jobs are finished

Threat to status or position: The relative satus and power of senders and
receivers nay prove to be a barrier o effective information flow.
Subordinates may peefec a happy but ignorant boss L0 an informed but
upset one (Mecfacland, 1979). This is also applicable on the part of the
superior who may not communicate accurately to the r'bordmut‘*s if the
information stands as a threat to his pusition.

Atlributes of the receiver: The attribute of the receiver affects the manner
he accepts an information. If a receiver is psychologically indisposed oc
that the environment is very unfavourable, flow of information will be
distorted and vice versa. |

Structeral constraints:  The architectural plan and sitting of the building
or plaals, the organisation of the physical facilities within each building
and the geographical location of each department in relation to the main
reporting unit are factors that can distort the flow of information in an
Institution.

Information Overload: This occurs to individuals who have access to
more iaformation than they can cope of who are overwheimed by the
amount of work they are called upon to do within a given time. This
often leads to inefficiency as workers tend to be forgetful, disorganised
and ineffective over loading a channel that brings a lot of distortion in the
information flow. Gate kesping: In our tertiary Institutions just like any
other urganisation, we have gatekeepers.

Th:y arc those who occupy position that gives them access to all
mfurm:niun as it enters in and goes out of the Institution. They can easily
tmpound and suppress information to which they are unsympathetic or
hustile while they can allow the ones that can benefit them to flow.
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Time Pressure: This also pose some difficultiss to information flow.
Sometimes, adjustment period to change is insufficient.
The case of Aulvnomy: Sometimes, when a dJepartment becomes
autonemous it often times finds it difficult to get favour from their former
immediate reporting units. This, no doubt generate information flow
problem which hamper management’s planning strategy.

Other difficultizs include poor reteation or s of transmission, social distance,
communication filtering, hostility between communicators, and personal
distraction or problem.

TECHNIQUES FOR IMPROVING INFORMATION FLOW DISTORTIONS
Information flow distortion can be remedied or sometimes prevented by applying
a aumber of techniques among which include:

()  Follow-up and Feedback: This technique states that for information flow
" to be effective, it requires follow-up, and feedback in order to set up an
informal mechanism hy which the sender can check on how the message
was actually interpeeted, and carried out. This process makes information

flow two-way process.

()  Develop two-way communication techniques: For efficient management
of information flow to an institution, this technique, suggest that
educationa! manager should atways allow and encourage subordinates to
ask questions and seek advice. A

(¢) Clarity: This technique requires respoasible officers to always clarify
ideas before atiempting to commuaicate them.

(&)  Conciseaess: This technique requires educational manager to always give
brief and short messages to subordinates.

(¢)  Efficient use of the informal organisation: This technique requires the
recognition of the importance of informal group in the Institution and their

42



place in the efficient management of information flow. It is a known fact
that a manager might reinforce and clarify a formal written order within
an informal chat session among employees.

INFORMATION DISSEMINATION IN TERTIARY INSTITUTIONS
infurmation flow and dissemination should not be misunderstood to mean the
ame thing. They are different in both meaning and application. However, they
hfippcn simultaneously in the communication procéss. Essentially, information
dissemination is effective to the extent the lastitution's management is able 0
avail themselves of some information technology which according to Oliver
(1990) is the technology which supports activities involving the creation, storage,
manipulation and commuaication of information, together with their related
methods, management and application. In every Institution, different types of
taformation flow across the entire lnstitution and different types of technology
gclectronic and mechanical) are available for effective dissemination of
information. Institution’s policies or programmes could flow through memos
which could be disseminated through the network of courier system, mail runner,
etc. Information concerning studeats could be recorded and disseminated with the
use of notice hoards, Public Address System (PAS), electronic Data processing
Sysem (EEDPS), radio communication example motorial etc. Information
concerning the successful planning of an Institution’s yearly academic programme
o the like could be disseminated verbally with the help of 2 telephone system,
Intercommunication system etc. ' :

Information has remainad a veritable, ndispensable and working tool with which
the Institution working together as a team, can pian and achieve result. The
effective management of our tertiary Institution depends on its availability and
non-availability. Unfortunately, an mformation may be readily available but the
fetwork necessary to disseminate it may not have been properly put in place.
Co”“‘luently, efforts geared at easuring effective management of the Institution

1s ma_ﬂed. Lack of information can stagnate a plan or action for as long as it
remains unavailable.

Information dissemination can be patterned to achieve the desired result.

.43

Although there is no gencralised pattern as obtained in iafoemation flow,
however, most tertiary institution in Nigaria adopt the horzontal pattern of
information dissemination. Under this amangement, a central mail sorting center
is created and cach unit of depariment gots and sends information therefrum.
Figure 4 illustrates this.  Sometimes, messengers are used to disseminate
information meant for specific units or departments.  This is the complex pallern
and it is very common among our Tertiacy [nstitutions and a reflection of their
hurcaucratic structure,

< Dissemination of information has some inherzat difTiculties which makes

information utilization impossible. It rnges from high cust of acquiring the
nccessary information technology or isappropriate medium to lack of co-
ordination between the ceatral body and the units. Some difficulties associated
with information flow are applicable to information dissemination.

These difficulties hamper information utilisation and by exteasion the effective

. management of our lertiary institutions.

V.C’s, Rector, Provost’s Office

i

laision Office Central Mail Sorting Department A

Center

pepartment D

|

Department C

Fig. 4. Hurizontat pattern of iaformation Dissemination.



5 CONCLUSION AND RECOMMENDATIONS

* Information flow and dissemination s not considered for its own sake, but rather
as a means to achieving organisational goal(s). Attaining organisational goals and
foundation objective of an [nstitution requires free information flow and efficient
dissemination network.

Organisations like tertiary lastitutions are often exposed to information flow and
dissemination difficulties, sometimes, due to bureaucratic and structural bottle-
necks. The consequences of such difficulties are quite obvious especially in the
management efforts. Thereforz, it is necessary for educational managers to
always ensure that their entire commuaication process is barriec free. This will
g0 a long way in enhancing performance at all levels. The following
recommendation in addition to the earlier proposals in the text is proffered.

The preventive approach of constantly carrying out communication audit should
be adopted. [t can take any form like observations, questionnaires, interviews,
and analyses of written documents. Periodic reports is essential here. Essentially,
communication audit should concentrate on the following:

- The regulative and task related network pectaining to policies, procedures,
rules and superioc sub-ordinate relationship.

: The innovative network which include problem solving mestings and
suggestions for change.

. The integrative network which consists of praise, rewards, promotions and
those items that link institutional goals with personal needs.

- The informative oriented network which includes publications, blletin
board, and the grapevine.
Real-time information should be vigorously pursued and encouraged. This
can be achieved by using information technology such as intercoms,
telephone, waiking-talking, etc.

[nformation scurces should always be tdentified and utilized effectively. .
Participaats should identify their public relatons weaknesses and as much as.
possible streagthen them.

Participants as communicators should ensure effective listening habit. To achieve
this, Keith (1911) proposed ten guides: stop talking, put the talker at ease, show
the talker that you waat to listen, remove distraction, emphasise with the talker,
be patient, hold your temper, go easy on arguments and criticisms, ask questions,
stop talking! and statistics should be kept simple.

[n addition to feedback, feed forward should be encouraged.

‘ Input ———-' process

l

Qutput (goal)

|

‘ Simple feedback

Feed-forward

Training and developmeant of saff in the acquisition of communication skifls
should be encouraged and vigorously pursued. =

[nformation and reporting systems should involve no more data and reporting than

s really seeded to give a reliable picture of what is going on. The information

gathered should emphasize strategically meaningful variables and symptoms of
poteatally sigaificant development. Temptatioas to supplement “what officers
nead to know™ with other "interesting” but marginally useful information should
be avoided.
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