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PREFACE 
The following is a summary of the communication audit conducted on your 

organization October-December of 2010. The content is extracted from a research 

presentation submitted for coursework in the Master of Communication and Leadership 

program at Gonzaga University. Omitted sections include discussions of methodology, 

procedures, and detailed descriptions of ethnographic observations.  For your 

convenience, a table of contents has been added. Finally, a separate booklet has been 

developed containing data collected via surveys and interviews. 
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PURPOSE OF AUDIT 

Organizations are created through the choices of people – choices that may cause 

problems or contribute to advancement. However, it is possible for individuals to lack 

awareness and understanding about these choices (even their own) and how they impact 

overall communication effectiveness. If organizations are to endure, it is crucial to 

awaken this awareness to enable people to “manage organizational situations in ways 

that achieve their personal goals and the goals of other members of their organizations.” 

(Conrad and Poole, 2005, p. x) It can be helpful and necessary to engage in evaluative 

processes that examine strengths, flaws, and opportunities for improvement so that 

organizations “maintain at least an adequate level of communication effectiveness in 

order to survive and prosper.” (Conrad and Poole, 2005, p. 3) The proceeding audit is 

such an evaluative process for organization “Non-profit X,” hereafter referred to as NPX. 

The scope of my audit was to implement a communication and organizational 

effectiveness study to determine how NPX's structure and communication practices 

affect new member recruitment and support of its initiatives. I focused strongly on the 

offices that were most responsible for recruitment and managing communications – 

namely the president, vice president, and correspondence officer – and how information 

is disseminated from these central points. The goal was to highlight strengths and 

weaknesses in internal and external communication in the processes of soliciting new 

members and promoting programs. 
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BACKGROUND OF NPX 

According to the NPX recruitment packet, members “usually have worked many 

years to perfect their musical talents, whether it be vocal or instrumental, but [they] also 

welcome women who have a sincere interest in the musical population.” All the current 

members of NPX are university students who are or have been involved with music 

programs and ensembles. This involvement includes vocal and/or instrumental 

performance as well as various service roles to music groups and departments. 

Additionally, three members are music majors. 

NPX is currently a seven-member non-profit music and social organization for 

women.  It's activities and operation center on a local university campus and it pulls it 

members from the student body. While its center of operation is the university campus, it 

can and has had activities extending beyond the campus and into the community. At the 

time of this audit, NPX was engaging in its recruitment process, preparing for an 

upcoming music recital, and planning a service program with several other organizations.  
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SUMMARY AND ANALYSIS 

In assessing the strengths and weaknesses of NPX, I sought to understand the following: 

• How environmental factors affect the organization's communication system 

• What structural factors affect the organization's communication system 

• The impact of stress and fear upon the effectiveness of communication activities in 

the organization 

• How the current structure and communication practices impact services offered 

and job satisfaction (Goldhaber, 1990, pp. 345-346) 

• The effect of intergroup relationships on the decision-making process in the 

organization  

It is important to understand the environmental factors that affected the NPX system 

because “every system is embedded in a group of larger systems […] and every system is 

made up of a number of smaller, interdependent subsystems.” (Conrad and Poole, 2005, 

p. 31) I came to understand that NPX, while headquartered on the campus, had no 

permanent meeting room or place. In addition to the meetings I observed in the 

classroom in the performing arts building and the meeting room in the student center, I 

was made aware the organization had also had meetings in another classroom. In a 

sense, as an organization they had no home and were trying to find a place wherever 

they could. Further complicating the matter were relationships and scheduling conflicts 

with other groups also vying for territory. Members also brought into play their 

involvement in other systems – academics, work, family and friends, participation in 

other groups, etc. 

The NPX structure is based on members being elected by popular vote to offices. 

Currently five of seven members hold offices. Duties and descriptions of these offices are 

outlined in 229-page procedures manuals. These descriptions are as long as 4 ½ pages 

for the correspondence officer to 2 ½ pages for the president and Vice President to half a 

page or less for offices such as parliamentarian.  
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According to the procedures manual, outgoing officers are to keep current books for the 

office, have thorough knowledge of the procedures manual, present reports, and instruct 

their successors on duties of office. The procedures manual also suggests involving a 

workshop format for training wherein all officers gather as a group to discuss the 

responsibilities of all officers, have retiring officers explain job duties to incoming 

officers, discuss suggestions of future projects, and transfer files and materials of the 

offices to new officers. 

During all three segments of the audit, participants reported the size of the 

organization affected relationships and effectiveness and contributed to stress for the 

members of NPX. As one member offered on her survey, “If we had more members I'm 

fairly certain over half our problems would be solved, both our logistical problems and 

our personal disgruntled feelings/ problems.” [Appendix B] Top management reported 

an average of disagreement with the statement that the workload was distributed fairly 

(item 14) and both top management and other members had at least one respondent 

offer negative responses to the item. The interview portion also points to concerns that 

much of the work falls on the president and, to a lesser extent, the vice president. 

Responses to items 6-7 of the interview indicate that more members and a thinner 

spread of the workload would improve the flow of information from the organization to 

external parties regarding recruitment and programs. 

While participants in both groups reported overall positive attitudes to survey 

items 1-6 pertaining to training, understanding of responsibilities, and finding needed 

information, observations and the interview portion showed conflicting attitudes. As 

previously stated, members – including officers – displayed tentativeness and uncertainty 

regarding duties and procedures during meetings and events. In the interviews officers 

reported their training had been insufficient to the point of nonexistence. They 

expressed this lack of training left them unsure and feeling as if they present images of 

being unprepared. 
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NPX members exhibited familial bonds in interactions, stories shared, and 

language used during observations. Via conversations and stories after (and during) 

meetings and at the recruitment event members sought to illustrate these bonds. These 

illustrations included repeated use of terms such as “family,” “love,” and “sisters.” The 

interview responses support these observations as top management reported a 

closeness between members and understanding of each other's strengths and 

weaknesses. These bonds are also displayed in the collaborative nature of meetings 

where everyone has input in decision-making.  
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Internal Communication Strengths and Weaknesses 

NPX's internal communication strengths include members' awareness of structure 

(knowing who holds what office), close bonds and collaborative attitudes, flexibility in 

responding to their environment and individual and group needs, and agreement on 

modes of communication. Awareness of the structure is important because structure 

“makes life predictable, and with predictability come feelings of stability and trust.” 

(Conrad & Poole, 2005, p. 69) Open interpersonal relationships observed throughout the 

audit are a strength for all, including top management who utilize this closeness in 

transactional leadership. They use these bonds in “creating open and supportive 

supervisor-subordinate relationships, achieved through 'transactional' leadership tactics.” 

(p. 108) This contributes to everyone in NPX feeling they are free to offer input. The 

group's flexibility is illustrated in one officer's response to the question regarding positive 

attributes of NPX's structure: “If officers need assistance they can appoint other 

members to help them.” [Appendix C] This flexibility allows them to remain viable as 

“structures must be designed to fit an organization's current circumstances (including its 

goals, technology, workforce, and environment).” (Bolman and Deal, 2008, p. 47) NPX also 

benefits from members agreeing on certain modes of communication – namely 

Facebook, face-to-face, and text messaging – as primary means of message 

dissemination. 

Weaknesses of NPX's internal communication include lack of distribution of 

workload, time management during meetings, feeling lack of encouragement of 

differences of opinion, lack of retention or receipt of information, inadequate 

preparation, and inadequate feedback and rewards systems. While NPX's members are 

aware of who holds each office and have some general ideas regarding what those roles 

entail, all members lack thorough understanding of the responsibilities of each position – 

including those who hold the positions. As top management reported in the interviews, 

their training was heavily deficient and lacked specifics and details. This left them, as one 
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stated, to “figure it out by myself.” [Appendix C] Without appropriate understanding of 

roles, it is difficult to distribute responsibilities properly. Poor division of labor negatively 

impacts the organization's effectiveness because “organizations increase efficiency and 

enhance performance through specialization and appropriate division of labor.” (Bolman 

and Deal, 2008, p. 47) This carries over into time management during meetings because 

“problems arise, and performance suffers from structural deficiencies” as members sift 

through uncertainty and negotiate tasks and responsibilities. (p. 47)  

One problem arising from this process is members feeling their ideas and opinions 

are stifled or rejected. This leads to hurt feelings mentioned in the top management 

interviews. This may even lead (or have led) to latent conflict – “potential for a conflict but 

the parties have not yet framed the situation as a conflict” (Conrad and Poole, 2005, p. 

318) Conflicting interests – in the form of competing ideas – may amass to the point 

where they manifest as an actual framed conflict between members.  

While NPX members do agree that Facebook, text messaging, and face-to-face 

communication are their dominate methods of internal communication, information still 

gets tangled or lost. People do not check messages in time to know about new 

developments, and they struggle to pull vital information from overlapping 

conversations. This leads to members being late, missing, or unprepared for events or 

having to be constantly reminded of information. When this occurs, other members are 

left to feel as if people are not conducting themselves responsibly and as if being in the 

organization is, in the words of a top management officer, “like running a daycare.” 

[Appendix C] In the confusion of sifting through information, not understanding 

responsibilities deeply, competing to have input, and attempting to prioritize NPX with 

the interdependent subsystems of members' lives, the communication channels become 

crowded. Information – dates, times, and locations, for example – sometimes does not 

make it through the first time if at all. As with other information any feedback given 

across NPX systems has variable chances of being received and used to affect outputs.  
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External Communication Strengths and Weaknesses 

NPX is in some ways bound by environmental constraints regarding message 

dissemination to the public – including prospective recruits and program supporters. 

However, they have succeeded in using a few of the university's communication channels 

to serve their needs. They have utilized posters and flyers – after approval by the 

appropriate authorities – on campus bulletin boards to advertise recitals and recruitment 

events. They have made use of campus-wide e-mail to mass e-mail the student body. 

They have used their presence and contacts in courses and other organizations to 

announce events and projects and make people aware of their participation in NPX. 

Finally, they have hosted events on the campus free for public attendance. These are 

positive choices because “to understand a system, [you] don't just focus on the system 

itself.” (Conrad and Poole, 2005, p. 31) They understand they operate within the 

suprasystem of the university and take advantage of the input-output channels it offers. 

Additionally, the event posters were informative and visually appealing without being too 

busy with information or excessive graphics. 

One weakness of NPX's external communications is that messages sent via 

campus-wide e-mail were text only which can be boring and unappealing to the 

audience. Other factors that detract from NPX's external communication effectiveness 

carry over from internal communication. The overall lack of understanding, confusion, 

message loss, subsystem competition, and vying for a voice affect the development and 

presentation of events. This was evident at the recruitment event.  The head of 

recruitment, the vice president, offered very little input as compared to the president and 

other members. Members interrupted each other, and conversations splintered 

continually to the point where, at one instant, several members were talking to one 

potential recruit, while no one talked to three other potential recruits. Additionally, 

members were so used to this loose atmosphere from meetings that several times they 

used profanities in speaking to the whole group. While this may have been acceptable to 
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some in attendance, to others it may have been off-putting and been a negative in their 

considerations of whether to further pursue joining the organization. Because NPX 

members do not understand their responsibilities fully, they have not yet been able to 

develop distinctions for friendly yet professional organizational behavior and more 

informal and familial behavior. 

NPX also suffers from a lack of presence on the campus and in the community, as 

interviews indicated. Top management reported a lack of members and knowledge as 

reasons why external communication is not stronger. However, they may fail to 

understand that the cause for a system's behavior is the system. “Because all variables 

are linked together, it is impossible to find a single ultimate cause for a problem, or for 

that matter, for success.” (Conrad and Poole, 2005, p. 30) In a loop, their campus 

presence and activities affect their size and their size affects their presence and activities. 

As everything is woven together, they cannot assume that an increase in membership will 

be a magic bullet for NPX and fix most of their problems. It might help to have more 

people to shoulder the responsibility, but it might also merely mean a more complex 

system with more people contributing to the same problems they have now – especially 

if no one has a thorough understanding of what it is they are doing or should be doing. 
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RECOMMENDATIONS AND CONCLUSIONS 

In forming recommendation for NPX, I considered: 1) “how formal and informal 

communication patterns can be identified and standardized,” 2) “how much change in 

the organization is realistic, attainable, and/or practical,” and 3) “what standards or 

norms should be developed to assess the effectiveness of the organizational 

communication system.” (Goldhaber, 1990, p.346) The following list of recommendations 

was developed to capitalize on NPX strengths and attempt to alleviate flaws in their 

communication systems. 

 

Recommendation 1: Individual familiarity with policies and procedures. 

All members should familiarize themselves with the procedures manual, especially areas 

pertaining to their specific roles and duties. This will help address the general lack of 

understanding of responsibilities and procedures. 

 

Recommendation 2: Organizational restructuring and redistribution of labor 

With guidelines of the procedures manual and consideration of unique issues of the 

current organization in mind, NPX should restructure and redistribute labor in the 

organization. This will help address structural flaws “which can be remedied through 

analysis and restructuring.” (Bolman and Deal, 2008, p. 47) This restructuring may be 

major or minor. Part of it should include the workshop format training mentioned in the 

procedures manual. This will help each member familiarize herself not only with her 

specific duties but those of others and how she fits in the overall scheme of 

accomplishing NPX's goals. This will also aid in external communication because once the 

organization members understand and fully act out their roles it will clarify roles and 

structure for those outside the organization. 
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Recommendation 3: Clearly established agendas and policies 

Agendas and policies should be established and adhered to regarding conduct and 

appropriate communication in meetings. These should be developed with careful 

consideration of “rules, norms, and systems of rewards and punishments” as “all control 

systems lead to resistance." (Conrad and Poole, 2005, p. 66) This will treat the issue of 

time management and excess talking in meetings. 

 

Recommendation 4: Set group and individual communication standards. 

NPX should enhance knowledge management - “practices and procedures that 

organizations use to identify, catalog, harness, and utilize valuable knowledge.” (Conrad 

and Poole, 2005, p. 57) Members should discuss methods of communication by which 

they are most accessible and set formal, practical standards to increase effectiveness 

across these channels. If, for instance, they all agree Facebook is desirable for 

organizational communication, then there should be guidelines – for instance, agreeing 

to check their inboxes during certain periods of the day. Members can also increase 

knowledge management by taking individual notes during meetings and keeping 

accurate, up-to-date records for their offices. These can help them focus on tasks at 

hand, have a record of information presented, document ideas they may have, and make 

relevant contributions at the right times. Minutes of meetings should be also provided to 

all members by a certain deadline each week to aid in cataloging important information. 

 

Recommendation 5: Brainstorming sessions 

NPX should engage in brainstorming sessions at which the rules would be “not to 

evaluate or criticize” but “to get as many ideas on the table as possible, no matter how 

ridiculous they might initially appear.” (Wilson and Ogden, 2004, p. 105) Striving for more 

ideas collectively would motivate members to encourage each other to provide more 

input. This would combat feelings of rejected opinions and the recurring “I don't know” of 
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top management interviews. Additionally, even seemingly bad ideas could benefit NPX 

because “those ridiculous ideas, reevaluated, rearranged, and combined, frequently 

become the innovative solutions that are praised, awarded, and used as examples of 

phenomenal creativity.” (p. 105) 

 

Recommendation 6: Use network strategies of organization to guide projects and 

build on internal and external relationships 

The president of NPX should make use of network strategies of organization. This will 

afford her with “a highly relational strategy” that plays to their close relationships and 

transactional leadership foundation. (Conrad and Poole, 2005, p. 219) It will help balance 

resistance to more traditional methods as it provides flexibility and utilizes mutual trust 

and commitment. Also, the musical metaphor will be familiar to members of NPX: 

“Network strategies of organization rely on leaders to be symphony conductors rather 

than top-down managers. The manager must be a coach, negotiator, problem-solver, 

and improviser, rather than simply a director.” (p. 189) While the president is the overall 

conductor, all members act as junior conductors over their specific areas or tasks. Rather 

than one or two people trying to be the whole orchestra constantly, members will act as 

conductors over their specific areas of responsibility – recruitment, fund-raisers, music 

programs, etc. - guiding and cuing each moving part to bring the work to life. It will help 

divide labor and give members chances to shine in their turns. This style of management 

and brokering will also be useful in building relationships and projects with other 

organizations as they make verbal or more formal agreements with other individuals and 

groups to collectively achieve goals. And as the organization grows internally and in 

external relations, the flexibility of network strategies will allow for needed adjustments. 
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Recommendation 7: Offer rewards for positive actions and constructive criticism 

to foster improvement 

Informally and formally, NPX should focus on increasing the practice of offering positive 

feedback for positive actions and constructive criticisms where improvement is needed. 

Due to the familial and professional bonds this may be verbal or written statements, 

hugs, small tokens of appreciation, or public recognition. These should be both 

standardized and tailored to individuals because “what is most important is not what 

happens but what it means” and “activity and meaning are loosely coupled; events and 

actions have multiple interpretations as people experience life differently.” (Bolman and 

Deal, 2008, p. 253) As different expressions of criticism and reward will have different 

meanings depending on the source and the recipient, the group will have to discuss 

styles and tools that work best for each and come up with feedback and rewards that 

meet the needs of the member and NPX and contribute to a good member-organization 

fit. This will ultimately be beneficial because “a good fit benefits both. Individuals find 

meaningful and satisfying work, and organizations get the talent and energy they need to 

succeed.” (p. 122) They should also collectively, “celebrate the values and victories” 

because “promoting a culture of celebration fuels the sense of unity and mission 

essential for retaining and motivating” members. (Kouzes and Posner, 2007, p. 309) This 

may have to start with celebrating small victories and build as they advance. 

 

Recommendation 8: Reframe perspective on size and capability of organization 

Members of NPX feel stunted by the small size of their organization and consistently see 

it as an obstacle to progress. However, “the whole is more than the sum of its parts.” 

(Conrad and Poole, 2005, p. 29) Top management should overcome this crisis of 

confidence by taking advantage of any and all opportunities to reframe what they see as 

insurmountable challenges as things that are possible. Rather than saying, “We can't do 

this because we have so few members,” they should try to answer, “How can we do this 
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with what we have?” They should take these moments as challenges they will rise to and 

create synergy rather than surrender. This can inspire similar attitudes and increased 

efficiency in other members because “the most powerful way to communicate a frame is 

by everyday behavior, by seizing […] 'leadership moments,' opportunities to suggest a 

particular way to view events, messages, and communication.” (p. 181) 

 

Recommendation 9: Assess individual interests in and needs from organization 

Members should assess their own interests in the organization - what they would like to 

get out of NPX. Rather than being burdened by viewing NPX as making demands of them 

or asking them to sacrifice, it may be helpful for them to ask what they want of the 

organization because “organizations exist to serve human needs rather than the 

converse.” (Bolman & Deal, 2008, p. 122) Once they understand these needs, they can 

come up with ideas how they might achieve them. Again, management can take the lead 

in helping members reframe demands and sacrifice into opportunities for gratification. 

This reframing will also provide more interest in doing the work of the organization 

which will help in creating a more equitable distribution of work. 

 

Recommendation 10: Make mass communication visually appealing to audience 

Recruitment and advertising mass e-mails should be concise yet visually appealing and 

inviting. This may include graphics, html, video content, or links to external sites that 

offer more content that is relevant to purpose of the message. 

 

Recommendation 11: Set guidelines and balance atmosphere for recruitment 

events 

Recruitment events should be loose and fun but also have predetermined structure and 

guidelines that are followed. Setting guidelines – such as “no profanity” - will help curb 

out of place behaviors that may be a detriment to the recruitment process. This structure 
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will not only display NPX members' preparation, commitment, and knowledge but it will 

provide prospective new members with a sense of predictability that, as previously 

mentioned, inspires them to feel stability and trust. (Conrad and Poole, 2005, p. 69) 

These feelings will enhance the organization's image with non-members which will 

positively affect external communications. 

 

Recommendation 12: Commit to community outreach 

To increase their image within the suprasystems in which they operate – the university, 

the community, etc. - NPX needs to do as a top manager stated and commit to 

community outreach and a “big impact project.” [Appendix C] Because “at any given time, 

the actions of any of the many” individuals or subsystems “may be influenced by the 

actions of any of the other interrelated subsystems or suprasystems,” their actions in the 

community may inspire increased interest in NPX and enhance their reputation. 

Extending their focus beyond NPX may draw external focus onto NPX. It will also provide 

evidence of them acting on their purpose and values. 

 

Recommendation 13: Build on existing bonds 

NPX should continue to develop their close bonds because it is one of their most 

prevailing strengths across this audit and this familial culture they have created 

“anchors” NPX's “identity and sense of self.” (Bolman and Deal, 2008, p. 278) 

 

Using these recommendations should assist NPX in developing more effective 

communication standards and practices that will aid in recruitment and support of its 

various programs and initiatives. While they are implementing these, NPX members 

should keep in mind that “history is important in organizational systems” and carefully 

consider the assets they are working with and challenges they are attempting to 

overcome – both individually and collectively. (Conrad and Poole, 2005, p. 32) They 



16 

 

should also be willing to embrace the idea that the changes they make may take them 

and the organization to unfamiliar territory and situations because “leaders take people 

to places they've never been before.” (Kouzes and Posner, 2007, p. 346) 
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