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ABSTRACT 

In 1993, Rachel Spilka argued that "qualitative studies conducted 

during the 1980s suggest that any analysis of the composing process in the 

workplace needs to account for both oral and written discourse" (p. 71) and 

the uses of these communication forms to "help professionals fulfill various 

rhetorical and social goals" (p. 72). The research presented here does just that; 

it connects oral and written communication with organizational culture, 

reflecting on the interconnectivity of these elements and building on 

previous research (Odell, 1985; Faigley, 1985) that suggested that the 

relationship between social context and communication is reciprocal. 

This dissertation, an ethnographic study of the communication trends 

in an organization in the process of incorporating an intranet system, is a 

study of the means by which some members of a plastic-injection molding 

company communicate and the ways in which that communication reflects 

the culture of their division and of the organization itself, and it is a 

discussion of the changing role of the technical communicator in the 

workplace. 

The communication within this division takes three forms—oral 

(meeting transcripts), written (instructional materials, intranet documents), 

and electronic (email). This dissertation examines the communication trends 

by applying Aristotle's three appeals—ethos, logos, and pathos—to the three 

communication situations. 

Ethos appeals were by far the most commonK used appeals, 

particularly in oral communication, and the\' reflected a power struj;j;le 

within the division as members of the team vied for control over the gnuip. 
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Logos appeals were the second most commonly used appeal overall and the 

most commonly used in written communication. These logos appeals, which 

fell outside of the divisional power struggle, served to further action within 

the division and encouraged team members to accomplish tasks and to meet 

deadlines. Pathos appeals were the least commonly used appeal overall, 

although they were the most commonly used in electronic communication. 

These appeals were most often used as an attempt either to end an ethos-

based argument within the division or to smooth over the friction caused by 

the divisional power struggle. 

The communication trends within this division reflected not onl\ 

their production and certification events but also the attitudes and values of 

the individual team members, as well as the ways in which the culture of the 

division affected the culture of the entire organization. The findings of this 

study show the interconnectedness of the structural, cultural, and 

communication systems of an organization in shaping attitude, productivit\, 

and cohesion. In addition, this study adds to our understanding of workplace 

writing by providing another piece of that complex puzzle, and it pro\ ides 

insights into potential changes in the role of the technical communicator in 

some workplace situations. 
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31: Frequency of group performing increased action based 

on ethos appeals in written communication. <^>^^ 

32: Number of logos appeals in each communication form. 101 

33: Frequency of logos appeals by content code. U)4 
34: Frequency of results from the use of logos appeals. 1()S 

35: Frequency of increased action according to the grcuip 
performing the action. 1(H* 

X 



36: Frequency of direction of logos appeals in oral 

communication. 11^ 

37: Frequency of content discussed using logos appeals. 118 

38: Frequency of results stemming from logos appeals in 
written communication. 120 

39: Frequency of each group's increased activity based on 
logos appeals in written communication. 121 

40: Frequency of content discussed using logos appeals in 
electronic communication. 125 

41: Frequency of results stemming from logos appeals in 

electronic communication. 126 

42: Number of pathos appeals in each communication form. 131 

43: Frequency of pathos appeals by content code. 133 

44: Frequency of each result from pathos appeals. 138 

45: Direction and frequency of oral communication 
involving ethos appeals. 144 

46: Frequency of new and repeated information presented 
using pathos appeals in oral communication. 147 

\ i 



FIGURES 

1: Medical Molding Division Organizational Chart 35 

2: Project Timeline 36 

Ml 



CHAPTER I 

INTRODUCTION 

In 1993, Rachel Spilka argued that "quaUtative studies conducted 

during the 1980s suggest that any analysis of the composing process in the 

workplace needs to account for both oral and written discourse" (p. 71); yet 

she pointed out, "studies to date have yet to explore in sufficient depth and 

detail how oral and written discourse function together to help professionals 

fulfill various rhetorical and social goals" (p. 72) The research presented here 

does just that; it connects oral and writen communication w ith 

organizational culture, reflecting on the interconnectivity of these elements, 

building on previous research (Odell, 1985; Faigley, 1985) that suggested that 

the relationship between social contexts and communication is reciprocal, 

with rhetorical choices affecting social contexts and those contexts affecting 

communication. This ethnographic study of the communication in an 

organization in the process of incorporating an intranet system is a stud\ of 

the means by which organization members communicate and the wa\ s in 

which communication reflects the culture of the organization itself, and it is a 

discussion of the changing role of the technical communicator in the 

workplace. 

To study communication and its role in corporate culture, 1 became a 

participant-observer in one division of an organization in the process ol 

incorporating an intranet system. This study provides a sna[ishc)t o( a unique 

event in one corporation's histor\. I will build nn discussitui of this 

organization on the following arguments I make about corporate 



communication, organizational culture, and the role of the technical 

communicator: 

• The role of technical communicators will change as they become 

facilitators of communication and of new communication 

technologies, such as intranets. 

• Through its communication, an organization shapes its culture, 

which in turn determines how that culture will adapt and use new 

communication processes and technologies. 

• In order to understand an organization's culture, one must 

understand the way the organization manages its communication; 

the structure of the organization shapes the communication 

patterns of the organization. 

• Introducing an intranet, or any new communication process or 

technology, into an organization will simultaneoush require and 

cause a shift in that organization's culture. 

• The important decision-making issue for the organization, then, is 

how internal and external influences on the organization are 

communicated to the members of the organization and how the 

organizational culture percei\'es of those factors. 

This chapter will provide the theoretical background for these arguments, 

situating technical communication and corporate culture in literature from 

technical communication, business, management, organizational 

communication, and industry. 



Writing in the Workplace 

The job description for a technical communicator has always been 

complex, involving not only writing but also marketing, sales, and 

management. The field of technical communication has been described as 

placing "ever-changing demands on those who choose it as their career" 

(Gould & Losano, 1984, p. 20). In their book, Gould and Losano lists a variet) 

of areas that technical communicators work in: technical reports, 

instructions, proposals, technical magazines, technical promotion, news 

releases, technical advertising, technical films and videotapes, technical 

translation, document coordination, and team leadership. Toda\, the role of 

many technical communicators still involves these same areas, and in some 

circumstances new responsibilties may fall to technical communicators as 

new technologies and communication media are developed. 

The study of workplace writing has been a focus of researchers since the 

1980s. In 1981, Debons, King, Mansfield, and Shire\ published the findings of 

their occupational survey of information professionals, man\ of whom could 

also be called technical communicators. They found that although these 

professionals work in a variety of areas, they share a set of common concerns: 

input, processing, output, memory, and systems and subs\ stems; each 

position, however, is unique. In addition, these researchers found that these 

professionals need career mobility and flexibility and a strong orientation to 

business, industry, and management; they argue that educational [urograms 

should focus on these skills so that these professionals do not have to rel\' on 

on-the-job training. 

After that time, studies of workplace writing; became more focused on 

the writing of professionals, not the writing ol technical commiimcalot'. as 



much as the writing of professionals in a variety of w orkplaces. One 

significant thread running through many of these studies was the connection 

between oral and written discourse, a connection that is also tied to corporate 

culture, although that context was not studied in depth until later research. 

In 1983, Selzer studied one engineer in his workplace. He found that 

this writer used oral communication for invention prior to writing an\ thing 

down. Based on this case study, Selzer hypothesizes that more experienced 

writers are more likely to see the value of talking to others throughout the 

writing process. However, Paradis, Dobrin, and Miller (1985) studied the 

writing of new employees at Exxon; they found that these w riters spoke with 

their supervisors to clarify purpose, audience, and organization prior to 

beginning to write. Thus, these studies show that both experienced and 

inexperienced workplace writers combine oral and w ritten communication to 

achieve their goals. 

Building on this research, Spilka (1988) and later Bocchi (1991) found 

that oral discourse helps workplace writers analyze and adapt their writing to 

multiple audiences; both researchers argue that oral communication is 

actually more effective for this than written communication. Kleimann 

(1989) adds that oral communication facilitates emplo\ees' abilit\ to adapt to 

having not only their writing but also their job performance re\'iewed h\ 

others. 

The studies of these researchers lead into a second significant thread 

that runs throughout workplace writing research: the influence ol corf^orate 

culture on written communication. Several researchers (Debs, U)S(̂ ; 

Kleimann, 1989; Spilka, 1988) found that the combination ol oral and written 

communication helps workplace writers fullill their social goals tor 
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individual projects. Social goals are defined as organizational or subgroup 

objectives, elements of corporate culture. In 1990, Spilka adds to these 

findings with six case studies. She found "that in all six case studies, moving 

between oral and written discourse, over time, contributed to fulfilling 

important rhetorical, social and cultural goals, and thereb\ contributed to the 

perpetuation and reshaping of the workplace culture" (p. 74). Spilka found 

that both oral and written communication contributed to the same social 

goals because they have an interdependent relationship that serves rhetorical 

functions and ultimately helps fulfill social goals. Spilka's research 

highlighted the interconnectivity of oral communication, written 

communication, and corporate culture. 

Other researchers have studied these connections. Thea \'an der Geest 

(1996) argues that one cannot describe professional writing w ithout 

considering factors that are outside the writer him or herself, factors such as 

interactions with other writers or actors or existing documents that are being 

revised or re-used. In other words, one cannot study workplace w riting 

without examining the context in which the writer is operating, his or her 

corporate culture. Peter Medway (1996) in his study of the w riting of 

architects found that culture included writing, speech, and draw ing, and he 

argues that this web of interaction is mutilated if a researcher focuses on onl\ 

one of these three areas. Both of these studies point to the need to stud\ 

corporate culture in order to study workplace writing. 

Pemberton, Gorman, Hartley, and Power (l̂ ^̂ Ĥ ) connected these 

findings about workplace writing to technical writers. rhe\ studied a team m 

the process of developing automated text gener.ition tc^ols tor soltwdre 

documentation. They found that the role and status of the technical writer 



within the group was affected by the increased use of information technology. 

From these findings, these researchers hypothesize that the increasing 

availability of information and a corporate sense of immediacy will lend 

authority to technical writers who are writing within an organizational team. 

Geoffrey Cross' study (1994) also focused on the writing of a group, a 

group whose flawed writing process led to a flawed product. The group was 

writing a letter to be included in an annual report, and Cross theorizes that 

the group's writing process was not successful because the "participants did 

not anticipate many of the conflictive or accordant situations that arose and 

had no strategy for making the situations productive " (p. 128). Cross outlines 

three forces that affect the writing of a group—centripetal, convertible, and 

centrifugal forces. Centripetal forces are those elements that promote the 

unity of a group, in this case, time constraints. Con\ertible forces disperse 

group unity; these forces include corporate hierarchies, organizational 

conventions, inadequate direction, and the suppression of conflict. 

Centrifugal forces are conflicts, such as subjectivity, job-role differences, and 

changing cultural expectations. 

Other researchers have studied these centrifugal forces and their effects 

on workplace writing. Katz and Kahn (1966) found that conflict in an 

organization is created by changing organizational environments. Johns 

(1989) adds to that research by studying corporate con\entions, finding that 

conventions often exist after contexts have changed; thus, these conventions 

are useless, yet they still influence corporate culture and writing. Another 

element of corporate culture that can act as a centrifugal force is corporate 

hierarchy. Doheny-Farina (1986) argues that hierarch\ within ,M\ 

organization can eliminate divergent \iews. Me kuind in hi^ stud\ that 

h 
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shared power led to the sharing of divergent ideas and ultimatelv to a more 

successful writing process and product. 

Each of these studies of workplace writing provides one piece of a 

complex puzzle as the interaction of oral and written communication and 

corporate culture can alter workplace writing and the roles of many technical 

communicators. The significance of these studies as a foundation for not 

only my research but also future research is the trend tow ard the changing 

roles of many technical communicators in corporate workplaces and cultures. 

One factor that will continue to affect the role of the technical communicator 

within corporate culture is the influence of communication technologies, 

such as intranets, on corporate culture. 

The Technical Communicator and Intranet Communication 

Perhaps the technical communicator's strongest role in corporate 

communication and culture is as a "source" for formal communication; thus, 

a technical communicator documents an organization's culture by creating 

formal documents that conform to organizational norms or guidelines that 

are accepted by that culture. The role of the technical communicator is 

expanding, however, to include not only producing formal documentation 

but also facilitating the incorporation of intranet systems as communication 

technologies. 

Struggling with problems of document and data distribution and the 

desire for flexible and integrated information access, more and more 

companies are turning to intranets to maximize document accessibilit\ and 

employee efficiency; in addition, companies are using intraneN to streamline 

employee training b\ standardizing documentation. 



Intranets are proving to be an exceptionally cost-effective way to 
distribute reports, track assets, improve employee communications, 
provide access to diverse corporate databases, distribute and run 
applications and enhance collaborations at a fraction of a cost of 
groupware solutions. (Foo & Lim, 1997, p. 237) 

Intranets, internal documentation webs that may or may not be linked to the 

Internet, provide, for many companies, the opportunity to integrate 

traditional networking services with the cost and capability advantages of the 

Internet. However, many organizations begin the process of moving to an 

intranet system, failing to realize that intranets are communication 

technologies, a means for sharing and perhaps even creating knowledge 

within an organization, that can have significant effects on corporate culture. 

According to John McQuillan (1996) of McQuillan Consulting, 

"virtually all of the Fortune 100 adopted the intranet idea w ithin a year of its 

first appearance" (p. 10). He argues that intranets liberate organizations 

because they provide flexibility and broader access to information w ithin 

organizations. Stanley Works, a Fortune 500 company, uses an intranet in its 

environmental health and safety division (Salwen, 1998). Kevin Nelson, the 

corporate environmental health and safety chief, employed the intranet 

because of its flexibility, cost efficiency, time saving capabilities and because he 

sees the intranet as a vehicle for continuous improvement. For Nelson, an 

intranet is an ideal method of communicating within his organization 

because the software, which he obtained at a minimal cost, can be accessed 

from any computer anywhere in the organization, which makes collaboration 

and information distribution effortless; thus, because all emplo\ ees have 

access to all information and because they can manipulate much ol that 

information, the intranet encourages creativit\, which Nelson argues helps 

his employees hit the "perpetualK moving target' (p. 1 16) ot health and satet\ 
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protection. Other industrial organizations are also using intranets, including 

Bose, OSRAM/SYLVANIA Products, Aavid Thermal Technologies, Shell Oil, 

and Air Products and Chemical, Inc. David Passmore (1996) argues that "if 

only 10 percent of the hype turns out to be true, intranets will be the most 

important thing in networking in the late 1990s"" (p. 20). 

In a case study of Federal Express, Candler, Palvia, Thompson, and 

Zeltmann (1996) call ORION, the Optically Recorded Information Online 

Network, "an excellent example of the synergistic fusion of technological and 

process innovation in the pursuit of organizational simplicity, flexibility, and 

responsiveness" (pp. 99-100). ORION utilizes scanning technologies to 

eliminate manual data entry, provides instant access to documents and 

information, and facilitates communication and collaboration. For a 

worldwide company such as Federal Express, an intranet brings the 

organization closer together by making information from all sites and each 

individual available to everyone else in the organization. In this 

organization, "technology was not adopted only for its ow n sake or for its 

ostensible benefits, but was innovatively exploited to create a truly unique 

corporate resource" (p. 107); intranets in various organizations may use the 

same hardware and software and may even have a similar design, but the 

intranet in each individual organization is shaped to fit its specific needs. 

The process of designing, building, and incorporating an intranet is highly 

individualized and often requires changes in the way a corporation 

communicates and works. According to David J. Farber (U'^'7), 

there is a challenge facing the computer communication field of at least 
the same magnitude as the challenge the field faced in the ver\ earl\ 
days of networking. Attacking this problem will require the lalents ol 
people from ever)' area of the computer and communications tields. 
(p. 137) 



The audience for Farber's comments is members of the Association for 

Computing Machinery (ACM), and he calls upon this audience to recognize 

that addressing the challenges that intranet technologies introduce into 

organizations will require the expertise of technical communicators. Dohen\'-

Farina (1992) asserts that the designers of innovative technologv are too close 

to the system itself to judge its effectiveness. The technical issue of putting 

documentation online and giving employees access to it is only one small 

element of the intranet process. The primary issue in intranet incorporation 

is communication, and it is this area that, in many cases, may be the 

responsibility of the technical communicator in an organization. 

To facilitate the incorporation of intranets, technical communicators 

will be called upon to embrace new responsibilities (Marlow & Wilson, U>̂ V), 

including bridging vocabulary differences, learning and understanding new 

frames of reference, moving outside of their areas of expertise, and 

collaborating with people who have different short- and long-term goals. The 

technical communicator will become the person w ho trains emplo\ ees to use 

the intranet, justifying its use and encouraging individuals to activeK 

participate in the communication capabilities it provides. Technical 

communicators will work at the ground level of corporate attempts to adopt 

intranets because the successful integration of this new technolog\ into c\n 

organization requires communication (Papa, 1990). The\ will ser\e multiple 

roles in that process: advocate, technical support, information source, etc. 

One of the major reasons for the increase in the use of intranet systems 

within organizations is the recent demand for corporate standardization and 

quality control, such as ISO/QS 9000 (International Standards 

Organization/Qualit\' S\stems) or C \1\1 (C\ipability \1alurit\ Model) 
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certifications. Companies often strive to achieve a certification in order to 

meet market demands. In the automotive industry, for example, any 

supplier of automobile parts to the "Big 3" (General Motors, Ford, and 

Chrysler) must have ISO/QS certification; thus, an organization that produces 

even one small part that is used in the manufacture of automobiles must 

achieve ISO/QS certification to avoid losing its contract with these 

automobile manufacturers. To achieve certification, an organization outlines 

its quality standards and documents every action that occurs in the 

production and packaging of a product; then, a representative from a 

certifying agency will audit the organization, its operation, and particularU its 

documentation. If these elements meet or exceed established ISO/QS 

standards, then the organization will be recommended for certification. 

Certification processes are attempts to verify the quality standards of an 

organization, although certification standards actually serve two distinct 

purposes: 

On the one hand, they can be used to provide guidance to 
organizations installing quality systems to produce goods and ser\'ices 
of the desired quality. On the other hand, they are the basis for the 
certification of quality systems. Quality certificates are meant to gi\ e 
buyers of good and services an impression of the quality of the 
suppliers and, indirectly, of the quality of their products and ser\'ices. 
(Van der Pijl, Swinkels, & Verrijdt, 1997, p. 268) 

Certification may improve the actual quality of the products and ser\ ices or 

they may simply force an organization to develop quality policies to w hich 

they may only partially adhere. 

The key to achieving certification is documentation; e\er\ [process and 

procedure must be documented, and the indi\ iduals perfc^rmmg those 

processes and procedures must follow that documentation to the letter. I'or 
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this reason, achieving certification requires enormous amounts of written 

documentation, the production of which is generally the technical 

communicator's job. However, Weiss (1993) asserts that the technical 

communicator's job will expand not only to producing formal 

documentation but also to teaching workers to document their processes to 

meet ISO/QS controls. Weiss focuses primarily on internal documentation 

because that is the concern with ISO/QS certification processes; ISO 9000 is not 

a rallying cry for better manuals or customer literature but rather a demand 

for controlled information and documentation. Under these standards, 

document control means that the corporation can verify with 100% certaint\ 

that the documentation available to individuals in the organization is the 

most recent and most accurate. For this reason, many controlling agencies, 

such as ISO/QS and the Food and Drug Administration (FDA) recommend 

that organizations use intranets to control their documentation, which ma\ 

lead an organization into using an intranet system; these organizations ma\ 

not realize that intranets are communication technologies, a means for 

sharing and perhaps even creating knowledge within an organization and 

that this new technology can have significant affects on corporate culture. 

Fulk and DeSanctis (1995) state that managerial hierarchy and di\ isional 

structures are being replaced by decentralized, flexible approaches to 

coordinating activities and that electronic communication enables 

fundamental changes in organizational form, which drives communication 

to respond to members at all levels simultaneously. However, regulatory 

authorities are encouraging corporations to structure their 

communication/information systems for highest possible "control" of 

documentation; flexibilit\ and decentralization are ne};ative terms in this 
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situation. Thus, the technical communicator, who is often considered the 

"source" and "controller" of documentation, is caught in the middle, 

struggling with the internal and external forces that have shaped the current 

communication system within the organization and that w ill also shape the 

future communication structure, the person responsible not onlv for creating 

the documents for the intranet but perhaps even designing the intranet itself 

and certainly addressing the communication changes the new system raises. 

In order to address the changing roles of technical communicators in 

the workplace, it is first important to understand the role of communication 

in the workplace, particularly the importance of communication in creating, 

maintaining, and even changing corporate culture. 

The Role of Communication in Culture 

Communication plays a key role both in creating and amending 

corporate culture. Brown and Starkey (1994) argue that one must understand 

an organization's culture to understand the way that it manages its 

communication. Thus, the processes, events, and structures of 

communication within an organization are all subject to interpretation as 

social products that reflect the culture of the organization. 

Corporate communication is "the process that collects information 

from the business environment, develops messages from the information 

and transmits them to get specific economic results" (Horton, 1̂ '̂ 5̂, p. 21). 

Collecting information from the environment occurs both formally and 

informally. Formal communication includes written documents, corporate 

policies, and standards, and informal communication can be described as 

grapevine discussions in the breakroom. Ihe significance o{ ct^rpinate 



communication is that it is redundant; communication of the past influences 

communication of the present which influences communication of the 

future. An organization's communication defines it, and simultaneously the 

organization defines its communication. Thus, when an organization's 

communication system changes with the incorporation of an intranet, past 

events and corporate traditions will affect the way the intranet is 

incorporated, and the intranet system will change the way the corporation 

communicates; developments, changes, and growth occur in the context of 

the issues, challenges, and dissonance that affected the changes (Dixon, 1994). 

Because communication shapes corporate culture, it is necessar\' to describe 

the complexities of corporate culture. 

Organizational Culture 

An organization's culture is the environment of its workplace, and it is 

socially constructed. Organizational culture theory (Peters & Waterman, U\S2; 

Deal & Kennedy, 1982) describes the powerful, interpretive nature of 

organizational life and illustrates the influence of shared significant symbols 

on organizational processes, emphasizing the ways communication binds 

members of an organization together in their shared interpretations of realit\. 

This theory was popularized in the 1980s by the best-selling books /// Sfunh c/ 

Excellence (Peters & Waterman, 1982) and Coijwrate Culture (Deal & 

Kennedy, 1982). These books refute critics of the rational approach to 

organizational communication, who argue that organizational behavic^r and 

communication are seldom rational and can e\en be self defeating, 

disjointed, or absurd. 
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Researchers, since the publication of these two books in 1982, have 

used organizational culture theory as a foundation for studying culturally 

approved organizational logics, legends, and visions in an effort to "make 

sense" of seemingly disjointed decision-making processes, arguing that 

"cultures provide their members with collective sense-making logics for 

interpreting organizational life" (Kreps, 1990, p. 124). This collective 

interpretation of organizational activities and their outcomes is the pr iman 

ingredient in a corporation's culture and is socially-constructed by the 

members of the culture that the interpretation reflects. 

A corporation's culture is a combination of all of the subcultures 

within that corporation; thus, because subcultures are constanth changing 

and developing, corporate culture is also dynamic. The extent of that 

dynamism is directly influenced by the organizational structure of the 

corporation (how hierarchical the organization is) and how information is 

controlled and transferred within the corporation. Thus, communication is 

the means by which culture is created and continued throughout an 

organization; an organization is a discursive phenomenon that is constructed 

and understood through communication (Taylor & Cooren, 1997). 4 hat is, 

culture grows out of, and is interpreted by, both formal and informal 

communication. Corporate culture is a means of establishing corporate 

identity and unifying individual members of the organization under one set 

of standards. Schein's (1991) integrated view of organizational culture is one 

of the most widely used definitions of the term in organizational 

communication literature. Schein defines culture as: 

1. A pattern of shared basic assumptions 
2. Invented, disco\ered, or developed b\ a given grcnip 
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3. As it learns to cope with its problems of external adaptation and 
internal integration 

4. That has worked well enough to be considered valid, and therefore 
5. Is to be taught to new members of the group as the 
6. Correct way to perceive, think, and feel in relation to those 

problems. (Choo, 1998, p. 247) 

Corporate culture then is the way that a corporate identity has determined the 

organization should address not only day-to-day operation but also changes 

based on past experiences, and that method is passed on as the "right" wa\ to 

do things to new employees. 

Yates and Orlikowski (1992) discuss organizational communication as 

an embedded social process. They argue that genres, or shared 

understandings, develop over time through interaction between 

organizational tradition and individuals' actions and that they reflect typified 

actions, the ways in which individuals respond to new situations by 

addressing them as situations similar to those previously addressed. 

Repeated reference to these shared understandings leads to structuration, 

which occurs when individuals use the social rules ingrained in corporate 

culture to further shape corporate culture, a cyclical pattern of change. 

Structuration and shared understandings are not media-driven; social rules 

and corporate culture extend throughout all forms of organizational 

communication, although some rules may apply to only one medium. ^ ates 

and Orlikowski argue, however, that the introduction of a new medium into 

a corporate culture can revolutionize that organization's concept of 

communication and the communication itself. Thus, communication is the 

way an organization's culture changes and adapts. 

As corporate situations change, as w ith the incorporation o\ an intranet 

system, the corporate culture must adapt to these changes: 
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What used to be called the "soft issues" of business will increasingly be 
the differentiators of sustainable excellence in ever\ industn in the 
world, as we move into a new century. Ultimatelv—after the 
technology is in place, our organizations are well structured, and all 
processes are flowing smoothly—what will make or break am business 
will be the spirit of the people who do the work. (Morris, 1997, p. 199) 

Organizational culture will define the success of an organization, and 

organizational culture will be defined by organizational communication. 

Marlow and Wilson (1997) contend that organizational communication is, in 

fact, "the true measure that determines an organizations strength, longevity, 

and effectiveness" (p. 65). For an organization to succeed and grow, it must 

adapt to changing conditions in the business markets, and those changes will 

be made through and in communication systems. 

Organizational Structure and Change 

Because organizational culture is shaped by communication and is a 

dynamic, social organism, the structure of an organization will influence the 

communication within that organization. A traditionally hierarchical 

organization will distribute information differently than will a flatter, more 

decentralized organization. But just as communication shapes and is shaped 

by corporate culture, organizational structure is created and maintained by 

communication and culture. For instance, in a hierarchical organization, 

information may tend to travel from top-down more often than from 

bottom-up because the corporate structure is outlined such that employees 

expect to answer to the communication of their superiors; thus, the structure 

of the organization itself often shapes the directions that information will 

travel. A corporation's documents can define its communication 

relationships (DeSain & Sutton, 1996). Por example, commitment thuumenN 
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generally direct information from the corporation to a regulatory agency or a 

customer, direction documents pass information between management and 

labor, and record creation documents pass information betw een workers and 

their work. Whether or not this information passage is one-w ay or two-way 

depends on the structure of the organization because the communication 

system of an organization is inherent in its structure. 

However, as managerial hierarchies and divisional structures are 

being replaced by more decentralized and flexible approaches to coordinating 

activities and creating and sharing information (Federico & Wynd, 1998; 

Herman, 1997; Fayad, Tsai, & Fulghum, 1996), the structure of some 

organizations reflects the fundamental changes in organizational form which 

drive communication to change in response to a larger group of users (Fulk & 

DeSanctis, 1995; Duin & Hansen, 1991; Adams, Todd, & Nelson, 1993). This 

structural change requires organizations to open access to documentation and 

information to a broader group of employees and, in some cases, e\ en 

encourages employees to creatively manipulate information to improve and 

change current processes and products. Not all organizations are making this 

organizational structure change, and those that are not are less prepared to 

adopt a "flexible" communication system like an intranet. Thus, introducing 

an intranet into an organization may portend a fundamental paradigm shift 

in the communication system of the organization, which complicates the 

traditional corporate structures, cultures, and communication s\stems. An 

organization's attempt to adopt an intranet, a communication technolog\, 

requires its making organizational changes. 

A particular organizational structure is not "right' or Wrong;" instead, 

an organizational structure is rhetorical and can be misap[ilied to dilterent 
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situations. That is, a hierarchical organizational structure is not necessarily 

negative; it may in fact, be the best structure for the organization, but the 

same hierarchical structure does not fit well with an intranet communication 

system. So, those organizations that are moving to intranet systems to meet 

the demands of certifying agencies or competition may find that their intranet 

and their corporate structure conflict, and the clash of swords can be heard in 

the communication occurring in the corporation, particularly in the 

informal, grapevine conversations. 

To understand how an intranet can so dramatically affect the culture of 

an organization, it is essential to understand how organizations view the 

value of intranet technology—either as a means to accomplishing current 

tasks more easily or to accomplishing tasks that were previously impossible. 

The Value of Intranet Technology 

The idea that technology provides the means toward organizational 

"progress" is based on two premises: (1) technology enables existing tasks to 

be completed more efficiently, and (2) technology facilitates tasks that might 

otherwise have been impossible (Street, 1992). Companies may be w illing to 

risk communication paradigm shifts because an intranet affords them an eas\ 

way to distribute information, thus making a common task more efficient. 

For instance, Doug Buchanan of Dofasco Steel Inc. moved his organization to 

an intranet system to cut costs of paper and postage and to reduce the time 

needed to transfer information from one area of the organization to another; 

thus, this intranet is making previous tasks more efficient. The C^1\K)\ 

project at Federal Express, howexer, adds to the efficiency ol traditional tasks 

by creating an intranet that facilitates real-time meetings between people at 



different sites without the expense of traveling and generates corporate-wide 

reports, drawing on information that previously would have had to have 

been gathered manually throughout the organization and seldom ever was. 

Kallendorf and Kallendorf (1990) note that the stakes are high for 

organizations to adopt technological changes because of global competition 

and the need to meet regulatory agency standards; for an organization to 

remain competitive, it must keep up with, if not exceed, its competitors' 

productivity, which makes efficiency a vital corporate concern. Companies 

can also use intranets to present information not as a series of individual 

events but as a system of events (Zuboff, 1988), a w ay of conceptualizing 

workplace and information interconnectedness; this contextualization can 

also increase efficiency by highlighting the relationships betw een processes 

and procedures, which may lead to better, more efficient ways of completing 

tasks. 

Intranet systems may make tasks easier and may even expand on 

current capabilities, but in hypertextual writing, like an intranet, authority is 

provisional and contingent on many varying factors, which can be 

problematic for an organization for which information is a manifestation of 

its capital (Moulthrop, 1991). Thus, for corporations that are generalK more 

hierarchical and controlling of information, an intranet may disrupt 

culturally-bound ideas of document control and corporate authority. This 

type of company might be more comfortable with what C atherine Smith 

(1991) calls system hypertexts or application hypertexts, which make 

information available while constraining ownership of the material. Smith 

argues, however, that facilitation is the ultimate goal of h\ pertext because the 

user, and not the system or a single author, determines what can and will 
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happen in using the hypertextual material. The design of the intranet 

embodies assumptions that either invite or extinguish human contribution 

(Zuboff, 1988); intranets can either facilitate knowledge-making and 

information sharing or serve as document control mechanisms. As Stuart 

Selber (1995) points out, hypertext can make readers passive; it is the social 

forces within the organization—corporate structure, culture, and 

communication—that determine whether use of the new communication 

technology will be encouraged or discouraged. 

The rift between the information-presenting and know ledge-making 

outcomes of hypertextual communication systems does not break cleanl\ 

between corporations and academicians. In fact, Patricia Schnaidt (1996) 

argues in the trade journal Network Computing that unless system designers 

take steps to create interactive intranets, the resulting static intranet s\ stems 

will be a step back in corporate communication. Corporations, "w ith their 

view of computer networks as technical solutions for cost effectix eness, 

contrast strongly to the essentially humanistic approach taken by most 

academic researchers" (Duin & Hansen, 1991, p. 4). Academicians often 

advocate empowerment of learners through learner-centered environments, 

yet Johnson-Eilola and Selber (1997) point out that management is often 

afraid to put decision-making power into the hands of the workers; this fear 

may stem from external pressures to meet regulatory agenc\ guideline^ or 

even internal, traditional ideas of management. Thus, managers, or 

traditional decision-makers, may view the kind of interactive intranet that 

Schnaidt and others (Cooper, 1996; Slatin, 1990) advocate as threatening to 

corporate tradition and culture. 



This threat may stem from the fact that intranets can empower users at 

all levels within an organization. Communication is the interaction of 

writer, reader, and organizational culture (Baker & David, 1994), and power 

within that organizational culture is the determinant of how communication 

is structured by the writer and perceived and used by the reader. "Netw orks, 

perceived by industry as tools for cost control and competitive advantage, also 

have major cultural implications. They affect the type, form, and participants 

in acts of communication, and they affect the distribution of pow er" (Duin & 

Hansen, 1991, p. 4). Interactive intranets give power to all levels of corporate 

users, while more static intranets maintain the status quo; the type of intranet 

an organization designs is based largely on its corporate structure and culture. 

Introducing an intranet into an organization can cause a re\olution as 

the organization struggles to adapt or adopt. Haas (1996) points out that these 

revolutions often develop slowly and unevenly; changes are not immediate 

and may not even be visible until much later in the process. She also notes 

that the adoption of an intranet into an organization is dependent upon not 

only the technological system itself but also on the cultural systcFii in w hich it 

operates; thus, addressing the technological issues alone ignores a ke\ 

element of the incorporation process, corporate culture and tradition. The 

new technology may conserve traditional values and structures, or it may 

significantly alter those traditions. However, the old and new \ alues, 

structures, and communication media co-exist during the revolution; they 

must mutually reinforce each other to make the adoption and transition 

possible within the framework of an organizations culture. An intranet 

must both verify old and new structures and attempt to merge pcUentialK 

contradictory systems of structure. 
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Communicating Change in an Organization 

When the management of an organization decides to develop an 

intranet system within the organization, the key to the success or failure of 

the incorporation process is the way in which the changes are communicated 

to the other members of the organization. Employees who view the intranet 

as a threat to corporate tradition and culture will generally work against the 

incorporation process, either openly by refusing to work with the intranet or 

more covertly by undermining the project in informal conversations; 

employees who see the intranet as a valuable change in the organization will 

speak highly of it in conversations, show others how to use it, and even 

participate in the design and development stages of the process. 

Effective communication in change-infused cultures requires 
horizontal communication across departments and interorgani/ational 
boundaries at the peer level, directed to achiexe innovation through 
concurrent involvement of functional specialists. (Marlow & Wilson, 
1997, p. 68) 

These authors suggest that for communication to be effecti\ e during periods 

of change in an organization, such as during the process of incorporating an 

intranet, that communication must be horizontal and not vertical; that is, if 

the changes appear to come from top-down only, the communication ma\ 

break down, which will make the process of change more difficult for the 

organization. Ideally, during periods of change, an organization's structure 

should be "semipermeable, allowing control without constraint and flow-

without deluge" (Marlow & Wilson, 1997, p. 64). Organizations incorporating 

intranet systems should not abandon organizational structure completeK; 

chaos would not facilitate changes an\ more than would strict structure. 

If employees at all levels of an organization feel that they have some 

control over the changes that are occurring in the organization, thm the 

23 



adopting of an intranet will be smoother. This means that management 

cannot completely direct the process, that everyone affected should have 

input into the process, which also means that those overseeing the process of 

incorporating the intranet must be aware of the changes as they occur and 

must communicate those changes to others. Bainbridge (1996) contends that 

the process of communicating change in an organization has five stages. The 

first stage involves explaining the process of the change itself, that is 

explaining to those affected what changes will occur. The second stage, then, 

is to describe the method that will be used in making the changes. The third 

stage, which is particularly vital to the success of the change, is often the one 

ignored in hierarchical organizations—providing employees with the 

rationale behind making the changes, explaining why the changes are 

necessary and what the potential benefits of the new system are. Once the 

process has begun, the process enters the fourth stage: employees must be 

continually updated on the progress of the changes so that no one is surprised 

later. Finally, in the fifth stage, the facilitators of the intranet must make sure 

the changes are made, that they were accomplished according to the methods 

explained to employees, and that they address the rationale provided for the 

changes. Keeping employees aware of changes as they are occurring rather 

than simply springing those changes on them can facilitate the incorporation 

of the intranet into the corporate culture, especially if the communication 

within the organization during the process connects traditional values and 

beliefs with the changes that are occurring, thus assuring empkn ees that the 

intranet is an addition to current corporate culture not a completeK new 

culture. 
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A Closer Look at the Problem 

The organization at the center of this study, a plastics-injection 

molding company, went through the process of incorporating an intranet 

system in an effort to meet the documentation recommendations of both 

ISO/QS and the FDA. The time-frame for this project is bounded, beginning 

with the initial hiring of a technical writer to prepare documentation, 

moving through a series of four major events—the first production deadline, 

the ISO/QS audit, the development of an intranet, and the attempted 

implementation of the intranet—and concluding when the organization 

decided to cease production in that particular division of the company. As 

the technical communicator in this division, my role was to w rite the 

documentation, design the intranet, and train other employees to use the 

system; I was the facilitator, advocate, technician, and writer for the divisional 

documentation and the intranet. It was my responsibility, then, to 

communicate the changes that the intranet system would make as it 

developed using the organization's current system of communication, which 

proved difficult because of the strictly hierarchical structure of the 

organization. 

The accessibility of information that an intranet provides was not 

appealing to the managers of this organization, which meant that the intranet 

in this organization was much more static and less interacti\ e than the 

intranets incorporated into other organizations. The culture and structure ol 

this organization direct the communication in a generalK top down 

direction, so the changes occurring because of the intranet were based on the 

input only of management, with lower level empKnees finding out onK after 

the system was almost completeK in place. Ihis presentation of the intranet 
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combined with growing frustration over their lack of input into the 

division's decision-making almost ensured that the employees would refuse 

to accept the intranet, which resulted in its being viewed as another type of 

filing cabinet for documents which controlled them but over w hich they had 

no control. 

The introduction of the intranet into this division serves as a 

background for my discussion of the communication w ithin this 

organization, which takes three forms—oral communication (transcripts 

from formal meetings), written communication (instructional materials, 

intranet documents), and electronic communication (email). These three 

forms highlight the ways the individuals within this organization create 

knowledge, distribute information, and establish corporate culture. The 

events occurring within this division facilitated and necessitated the 

communication within the division. 

I will discuss these communication forms in terms of how 

communication is expressed in this organization by applying Aristotle's three 

appeals—ethos, pathos, and logos—to the communication situations; the 

appeals reflect the structure and culture of the organization. As Kreps (1990) 

points out, these appeals are the means by which often contradictor\ 

influences on corporate culture are communicated to the members of the 

organization, and the use of these appeals influences how the members of 

that culture perceive of those factors. 

The appeal that a communicator chooses may also be a \va\ for him or 

her to assert, maintain, or even break the chains of power within the 

organization. Because communication is the interaction of writer, reader, 

and organizational culture (Baker & Da\'id, U^̂ U), the relationships In'tween 
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these three factors will shape the way information is presented as well as the 

way it is received and used. Thus, the type of appeal and the form of the 

communication can influence the way both the sender and the receiver of the 

information perceive that information. Corporate hierarchies, or power 

infrastructures, establish control-based relationships within an organization 

that, in turn, shape the communication within the organization, w hich 

confirms the hierarchy and power relationships; it is a cyclical process 

generated and maintained through communication. 

Thus, the goal of my study is to examine the communication in one 

division of an organization as it moves through four major events in order 

to address the following questions: 

• How do the forms of communication and types of appeals used both 

reflect and shape the organization's culture? 

• How do the forms of communication and types of appeals used 

reflect the organization's struggle with the potential paradigm shift 

an intranet and shifting organizational structures could cause? 

• How will the role of the technical communicator develop as 

communication technologies and processes continue to influence 

corporate culture and workplace writing? 

The answers to these questions will provide insights into the interrelatedness 

of communication and culture and how introducing a new communication 

technology into an organization will affect the corporate communication and 

culture. In addition, this study examines the structural and cultural issues 

that the facilitators of the change, the technical communicators, must address, 

and the role communication plays in the process, pro\ idinj; a means both o\ 
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analyzing current corporate structural, cultural, and communication systems 

and understanding how those systems are interrelated. 
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CFIAPTER II 

METHODOLOGY 

This chapter begins the process of trying to "understand w hat is 

happening in a context in terms of the rules for meaning-making that operate 

there" (North, 1987, p. 285) by outlining the research methodology, providing 

background on the research site and the four major events that occurred 

during the project, discussing the types of data gathered, defining the coding 

scheme used to analyze the field data, and presenting the general findings of 

that analysis. 

Ethnography 

The research presented here is an ethnography, what Citron (1993) calls 

a postmodern ethnography, an ethnography because "There is a setting for 

the story, there is a cast of characters, and there is a plot that poses a conflict 

and steadily rises toward a climactic resolution" (Corbett, 1994, p. xv). This 

research recounts my interpretations of the communication processes within 

an organizational division. My role in this project was participant-observer 

with the goal of understanding the role of communication in a specific 

culture by gradually immersing myself in that culture. 

Postmodern ethnography, or what Blyler (1995) calls the interpretive 

perspective, focuses on discovering the ways that reality is constructed and 

given meaning by social actors within an organization. Ihe goal of this stud\ 

was to observe the social actors within a corporate culture to determine what 

role communication plays in creating and giving meaning to their realities, to 

get an enhanced understanding of this local situation that can be ap[4ied to 

?^) 



other similar situations. Geoffrey Cross (1994) argues that "The need for 

studies of writing on the job is also great because, although we have made an 

important beginning since the 1980s, much more needs to be learned about 

social contexts in which writing processes occur" (p. 12). Because this study 

focuses on communication and its reciprocal relationship w ith culture, 

postmodern ethnography is the ideal methodological option for this study 

because it encourages researchers to investigate power and control within 

situations. 

Postmodern ethnography also encourages researchers to become more 

involved in the research, recognizing that even the presence of the researcher 

can affect the situation and the culture. Cross (1994) claims that to fully 

describe and understand writing processes, a researcher must understand the 

influence of culture, and Doheny-Farina (1993) argues that for a researcher to 

truly understand a culture, he or she must become a part of that culture. 

Thus, to study communication and culture within this organization, 1 became 

part of the organization, participating in the changes that were occurring and 

becoming part of the social reality of the organization. 

As a technical communicator within the organization and as an 

ethnographer, I joined the organization, participated in their communication 

and decision-making, encouraged attempts at making structural and cultural 

changes, and facilitated the development of the intranet project. 1 entered 

this culture predisposed to value the expertise of technical communicators, to 

credit communication with cultural development, and to encourage the use 

of an interactive intranet system within the organization. The claims 

outlined in the first chapter are my biases as a researcher and as a technical 
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communicator; they shape not only my interpretations of the data but mv 

participation in the project as well. 

The Research Setting 

The site of this research project was Plastics Molding Incorporated 

(PMI), a mid-sized plastics injection molding company in West Texas. PMl 

has approximately 400 employees and manufactures over 1,000 different parts 

in two plants that cover approximately 150,000 square feet. The compam was 

founded by the father of the current company president in 1947, and ver\ 

little about the organization's operating procedures has changed in its fifty 

year history. The company has grown and developed technologicalK, 

however, and they currently house 62 injection molding machines ranging 

from 0.7 ounce to 105 ounce shot capacity with clamp tonnage from 28 to 500 

tons, as well as extensive tooling and secondar\ operations equipment. Ihe 

diversity of the equipment available allows PMI to produce parts for 

automotive, industrial, electronic, medical, and photo-optonic uses. 

The company is divided into sections according to the type of product 

manufactured, and this research focuses on the medical molding division of 

the organization. In this particular division, the medical device in 

production was a new product for PMI; it was a surgical mask and respirator 

designed to protect nurses and technicians in surgical recovery rooms b\ 

collecting the gases and air exhaled by patients. This product had 21 

individually molded parts and required 24 assembly processes for completion. 

This product was, by far, the most complex product being produced at PMI, as 

most products are single mold parts. 
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In addition, because this was a medical device, the processes, 

equipment, products, and documentation had to be certified by the United 

States Food and Drug Administration (FDA) before they could be shipped to 

the customer. During the period of this research project, PMI was also tn ing 

to obtain ISO/QS certification for the entire organization, specifically because 

they produce automotive parts for the "Big Three" (General Motors, Ford, 

and Chrysler) who require their supphers to have this certification. Because 

ISO/QS certification is company-wide, the medical molding division was 

working under both FDA and ISO/QS guidelines. The medical molding 

division was the only division at PMI working under these multiple 

guidelines. 

The medical molding division of PMI was led by the project manager, 

Chris Hudson, who reported directly to the company president. Jack Edwards. 

Hudson had been brought to PMI specifically to head the medical molding 

division because of his previous experience with medical molding. As 

project manager, he was responsible to Edwards for the di\'ision, and because 

of that responsibility, he felt that he should make all decisions concerning 

operation and production in the medical molding division. The compan\ 

that he left to come to PMI had been a strongly hierarchical organization, and 

Hudson expected the medical molding division to operate in the same wa\ , 

himself at the helm. 

Two other division members joined Hudson in making up the 

medical management team, the quality manager, \'ic Billings, and the project 

engineer, Jason Hoagland. Billings had been with PMI for 10 \ears and was 

accustomed to the hierarchical structure of the organization; in conjunction 

with his work in the medical molding di\ision, he continued to cnersee all 
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of the quality inspectors in one of PMI's two plants. Billings had established 

control over the quality processes and procedures in the plant and expected 

his extensive experience and expertise to give him a position of authorit\ in 

the medical molding division as well. Hudson and Billings struggled 

throughout the project for control over the medical molding division, a 

power struggle that permeated the communication of all of the members of 

the division. 

Hoagland, the project engineer, joined the medical molding group 

from another division within PMI; he had worked at PMI for approximateK 

two years and was accustomed to the operating procedures of the 

organization. However, he did not stand on formality and was open in 

criticizing and suggesting changes to processes and procedures. His primary 

role as a member of the medical management team turned out to be mediator 

between Hudson and Billings and later between management and the other 

team members. His straightforward communication style suited this role, 

and as the youngest member of the medical management team, he was most 

open to change. 

The largest portion of the medical molding team was the operators, 

inspectors, and technical personnel. The five operators and two technical 

support personnel fell under the supervision of the project manager or the 

project engineer, and the two quality inspectors were supervised by the 

quality manager. These team members performed the actual molding, 

assembly, monitoring, and inspecting processes and were chosen from other 

divisions within the company because of their experience and longevity 

within the organization. Although they were accustomed to the operating 

procedures and strongK hierarchical structure of the organization, Iheir roles 
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in this new division required them to take initiative in finding ways to 

produce and monitor completely new parts, and because the) had been 

instrumental in designing production processes, they felt some authorit}' 

within the division. That feeling did not translate to actual authorit), 

however, as Hudson and Billings used their authority over the operators, 

inspectors, and technical personnel to maintain the hierarchical 

organizational structure; the operators, inspectors, and technical personnel 

initially yielded to this authority but later rebelled against it. 

The final member of the medical molding division was the technical 

writer. 1 answered directly to the project manager but worked closeK with the 

project engineer and the quality manager. In all, the medical molding 

division was comprised of 13 people. Figure 1 is an organizational chart for 

this division. This organization, and this division specifically, was \erv 

hierarchical in structure, with very few structural changes ha\ ing taken place 

in the company's fifty year history. 
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Project Engineer 
Jason Hoagland 

operators (5) 

PMI President 
Jack Edwards 

Project Manager 
Chris Hudson 

Technical Writer 
Amy Hanson 

Technical 
Personnel (2) 

Qualit\' Manager 
Vic Billings 

Quality 
Inspectors (2) 

Figure 1: Medical Molding Division Organizational Chart. 

The Project Period 

The focus of this research was one piece of this organization's histor\, a 

one year period beginning when the medical molding division of PMI hired 

me as a technical writer to prepare written documents, mo\ ing through four 

major events in the project—the first production deadline, the ISO/CJS audit, 

the development of the intranet, and the attempted implementation of the 

intranet—and ending when production in the medical molding di\ision 

ceased because the customer's demand declined. 1 focus m\ discussion on 

these four events because they were the most significant e\ ents that occurred 

within the year-long project; they all involved specitic divisional j;oals and 
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required divisional unity for successful completion. Each of these events 

affected not only the division's internal self-perception but also its external 

perception; that is, these events shaped the culture of the division itself and 

provided opportunity for outside groups to make judgments about the 

division. 

During this bounded period in PMI's corporate history, 

communication within the medical molding division played a critical role in 

the shaping of corporate and divisional culture by affecting not onK the wa\ 

that division members distributed and received information but also the w a\ 

that they responded to that information. Figure 2 is a timeline for the major 

events in this one year project. 

Hiring the Technical Writer 

First Production Deadline 

Corporate ISO/QS Audit 

Development of the Intranet 

Implementation of the Intranet 

J 
T—< 

-§ 
O 

ĉ  a-
u 

D 

End of the Project 

Figure 2: Project Timeline. 
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I joined this division as the technical writer in a time of crisis. In order 

to meet a production deadline, the division had to have all documentation 

written and approved by the FDA prior to the first shipment date. Because 

the medical product is so involved, there are over 225 written documents and 

60 specification diagrams for this one product. Each of the diagrams had 

already been approved by the FDA as had the processes used to manufacture 

and assemble the product; however, very little of the accompanying 

documentation had been written. This first major event in the project period 

required not only the production of documentation but also the production of 

parts in a short period of time with unexpected problems often hindering 

production. 

The second major event in this project period was the corporate 

ISO/QS audit. This event required a re-examination of documentation as 

well as production procedures. With the pressure the corporate management 

put on the organization to achieve ISO/QS accreditation on its first tr\, the 

medical molding division had to unite to meet the goal despite tensions that 

were already developing because of an internal power struggle. 

The initial seed for developing the intranet, the third major event in 

the project period, was planted during the time I was writing the 

documentation. I met with an independent consultant who was ad\ ising 

company management on complying with ISO/QS standards, and he 

suggested that the company use an intranet to manage its large s\ stem of 

documentation. Although corporate management was not interested in 

changing the entire organization over to an intranet s\ stem, the\ agreed to try 

the intranet system in the medical molding division. Ihey based this 

decision on two factors: (1) an intranet s\ stem of documentatuMi is advocated 
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by both FDA and ISO/QS accreditors, and (2) the medical molding intranet 

could serve as a pilot test for this type of documentation system in the 

organization. The intranet was not to replace hardcopy documentation, 

however; the intranet was simply to be another way to access information 

while the "actual" documents were stored in the filing cabinet. The 

organization was not ready to fully move to online documentation, but they 

wanted to see what potential an intranet system might have. 

In the final major event within the project period, the intranet was 

completed and was demonstrated to the ISO/QS accreditors as a potential 

documentation system. However, the intranet did not receive much use, as 

production in the division ceased when the customer no longer needed to 

purchase products. The members of the medical molding division as well as 

some members of corporate management used the intranet before the 

termination of the project, although not extensively enough to call it usability 

testing; this use could be classified more as beta testing. 

The focus of this research is not on the these four major events 

themselves but rather on how the communication within the division 

affected the meeting of these challenges and how communication trends and 

patterns affected the communication and culture of the medical molding 

division of Plastics Molding Incorporated. 

Data and Analysis 

The data gathered in this project were written documents and field 

notes collected during the one year period. The data were coded by first 

highlighting the type of Aristotelian appeal used in that communication— 

ethos, logos, or pathos. Then 1 divided the data into the form of 
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communication—oral, written, or electronic. The data was then anaK zed 

according to the content of the communication and the result of the 

communication—action, inaction, or further communication. I also coded 

the data according to who performed the result and which direction the 

communication moved along the company's hierarchy. Finally, I coded the 

data noting whether the information presented in the communication w as 

new information or a repetition of previous information. 

The purpose of this coding scheme was to describe the communication 

patterns of this organization according to how information was presented 

(appeal and form) in terms of different subjects (content) and then to describe 

what results that communication prompted to determine w hether the 

combination of form, appeal, and content achieved the communicators 

goals. Following are the operational definitions of the terms in this coding 

scheme. 

Appeal 

This category of codes relates to Aristotle's three appeals—ethos, logos, 

and pathos—classifying the information according to the type(s) of appeal 

used in that communication. 

E: Ethos—An ethos appeal is an appeal to credibility. Ihe 

communicator may appeal to his or her own credibilit\ or to someone 

else as an authority. 

L: Logos—A logos appeal is an appeal to logic. The communicator 

may appeal to a listener or reader's understanding of deadlines, 

guidelines, production, or customer satisfaction. 
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P: Pathos—A pathos appeal is an appeal to emotion. The 

communicator may appeal to a listener or reader's sense of teamwork, 

pride, guilt, or corporate tradition. 

Following are the results of this analysis (Table 1). 

Table 1: Frequency of each appeal in communication. 

Appeal 

Ethos 

Logos 

Pathos 

Frequency of Use 

2473 

1667 

1023 

The purpose of these codes is to determine the ways in which information is 

presented. By analyzing the Aristotelian appeals used in communication, 1 

examined the different team members' communication patterns and 

extracted from that their views of communication and culture w ithin the 

division. In addition, the appeals different team members used in \ arious 

situations reflected the goals of the communication, which was later 

measured against the results that stemmed from these appeals. 

Forms 

This category of codes breaks the data into the form through which 

communication occurred. 

O: Oral Communication—Oral communication is presented verbally 

in a formal setting, such as a meeting. Meeting minutes, w ritten 

records of oral communication, make up this category. 1 here are 5S 

meeting transcripts, totaling 400 pages of text. 
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W: Written Communication—Written communication is presented 

only in written format. This category includes instructional materials, 

intranet documents, FDA guidelines, ISO/QS guidelines, audit reports, 

and memos. There are 225 instructional documents, totaling 855 pages 

of text, 60 pages of FDA guidelines, 20 pages of ISO/QS guidelines, 2 

audit reports totaling 20 pages, and 2 memos totaling 2 pages of text; 

thus, there are 231 written documents comprising 947 pages of text in 

this category. 

E: Electronic Communication—Electronic communication is email. 

There are 27 individual email messages, each no more than one page 

in length. 

These three forms of communication represent the means that 

communicators in this organization use to transmit information. The data is 

broken down into the three forms in order to determine w hen 

communicators in the organization chose different communication forms 

and which appeals and types of information were most often communicated 

in those different forms. 

Content 

The content codes analyze the t\ pe of information discussed in the 

communication. These codes relate to the topics that were discussed and 

written about in all three forms of communication using all three types ot 

appeals. 

PS: Production Scheduling—This code refers to communication about 

setting and meeting production schedules. Ihis includes 

communication about what parts have been and will be produced in a 
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given time period, production deadlines, customer deadlines, meeting 

schedules, and non-technical production problems such as employee 

and documentation errors. 

FDA: Food and Drug Administration—This code refers to 

communication about FDA rules and guidelines as well as FDA audits 

and findings. 

ISO: International Standards Organization—This code refers to 

communication about ISO/QS regulations as well as ISO/QS practice 

and actual audits and the findings of these audits. 

TI: Technical Issues—This code refers to communication about 

equipment and includes information about technical problems with 

molding, assembling, and testing equipment as well as information 

about material and equipment a\'ailability. 

GST: Customer—This code refers to communication about the medical 

molding division's customer. This includes information about 

customer deadlines, complaints, concerns, production elements 

purchased by the customer, customer visits, and customer 

documentation. 

TRD: Corporate Tradition—This code refers to communication about 

company policies, goals, lore, and values and includes inlormation 

about corporate standards for documentation, corporate events, and 

corporate expectations for medical molding. 

Following are the results of this analysis for oral communication (1 able 1). 
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Table 2: Frequency of each content by appeal type and total in oral 
communication. 

Content 

PS 

FDA 

ISO 

TI 

GST 

TRD 

Ethos 

1017 

411 

641 

212 

63 

119 

Logos 

749 

85 

325 

255 

0 

0 

Pathos 

0 

0 

79 

0 

109 

799 

Total 

1766 

496 

1045 

467 

172 

918 

Following are the results of this analysis for w ritten communication (Table 3). 

Table 3: Frequency of each content by appeal type and total in written 
communication. 

Content 

PS 

FDA 

ISO 

TI 

GST 

TRD 

Ethos 

0 

186 

186 

0 

0 

2 

Logos 

0 

24 

0 

215 

0 

0 

Pathos 

0 

0 

2 

0 

0 

2 

Total 

0 

210 

188 

215 

0 

4 

Table 4 shows the results of this anaK sis for electronic communicatitMi. 
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Table 4: Frequency of each content by appeal type and total in electronic 
communication. 

Content 

PS 

FDA 

ISO 

TI 

GST 

TRD 

Ethos 

0 

0 

0 

0 

0 

0 

Logos 

0 

1 

13 

0 

0 

0 

Pathos 

0 

0 

5 

0 

0 

27 

Total 

0 

1 

18 

0 

0 

27 

Table 5 shows the total number of comments made for each content code: 

Table 5: Frequency of each content in 

Content 

PS 

FDA 

ISO 

TI 

GST 

TRD 

communication. 

Frequency 

1766 

707 

1251 

682 

172 

949 

The purpose of this category is to relate the information discussed or written 

about to the ways which is it communicated both in form and in appeal. B\ 

connecting what the members of the medical molding di\ision communicate 

with how they communicate that information, 1 traced the patterns ol 

communication and how those patterns changed with each maji^r e\ent. 
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Results 

This category codes the data in terms of the result of the 

communication and is divided into resulting action and resulting 

communication. 

RIA: Resulting in Increased Action—This code reflects a flurry of 

activity that follows a communication, such as increased operator 

production or increased equipment time or maintenance. 

RDA: Resulting in Decreased Action—This code reflects reduced 

activity following a communication, such as equipment shut downs 

and reduced operator production. 

ROC: Resulting in Oral Communication—This code reflects the 

holding of a meeting based on previous communication in which 

information is presented orally to division and/or corporate members. 

RWC: Resulting in Written Communication—This code reflects the 

writing of a document resulting from a previous communication, 

including guidelines, instructions, policies, reports, or memos. 

REG: Resulting in Electronic Communication—This code reflects the 

production of email based on a previous communication and includes 

email to individuals and groups. 

Following are the results of this analysis for oral communication (Table 6). 
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Table 6: Frequency of each result by appeal type and total in oral 
communication. 

Result 

RIA 

RDA 

ROC 

RWC 

REG 

Ethos 

1001 

749 

684 

29 

0 

Logos 

1103 

0 

131 

156 

24 

Pathos 

276 

484 

203 

20 

4 

Total 

2380 

1233 

1018 

205 

28 

Table 7 shows the results of this analysis for written communication. 

Table 7: Frequency of each result by appeal type and total in written 
communication. 

Result 

RIA 

RDA 

ROC 

RWC 

REG 

Ethos 

374 

0 

0 

0 

0 

Logos 

181 

0 

0 

58 

0 

Pathos 

3 

0 

1 

0 

0 

Total 

558 

0 

1 

58 

0 

Table 8 shows the results of this analysis for electronic communication: 
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Table 8: Frequency of each result by appeal type and total in electronic 
communication. 

Result 

RIA 

RDA 

ROC 

RWC 

REG 

Ethos 

0 

0 

1 

0 

0 

Logos 

0 

0 

1 

3 

10 

Pathos 

0 

0 

12 

0 

20 

Total 

0 

0 

14 

3 

30 

Following are the total frequencies of results in all three appeals (Table 9). 

Table 9: Frequency of each result in communication. 

Result 

RIA 

RDA 

ROC 

RWC 

REG 

Frequency 

7960 

1233 

1033 

266 

58 

This information is designed to connect the content of the communication 

and the appeal used by highlighting what resulted from that particular 

communication. The purpose of this division is to determine the effects of 

the various appeals on the members of the medical molding team and to 

determine which combinations of form, appeal, and content were effective in 

achieving the communicator's purpose and which were not. 
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Actor 

This category of codes analyzes the data according to the doer of the 

resulting action or communication. That is, these codes reflect who 

performed the resulting action or communication. 

OP: Operators—^This code refers to the individuals w ho work on the 

production line. 

QI: Quality Inspectors—^This code refers to the individuals w ho 

monitor the product in process and inspect it at completion to ensure 

that it meets quality codes. 

TP: Technical Personnel—^This code refers to the maintenance and 

material technicians who prepare and repair equipment and material 

for production. 

MM: Medical Management—^This code refers to the coordinators of 

the medical molding division (project manager, project engineer, and 

quality manager). 

CM: Corporate Management—^This code refers to PMI's management 

(president, vice presidents, and computer system administrators). 

GST: Customer—^This code refers to the customer for the medical 

product in general and to any of its individual representatives. 

FDA: Food and Drug Administration—^This code refers to the 

individual assigned by the FDA to this project specificalK, the FDA 

auditor, and the private consultant hired by PMI. 

ISO: International Standards Organization—This code refers to the 

ISO/QS auditors and to the consultants hired b\ PMI. 

TW: Technical Writer—This code refers to the technical writer in the 

medical molding division. 
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Following are the results of this analysis for oral communication (Table 10). 

Table 10: Frequency of each content by appeal type and total in oral 
communication. 

Actor 

OP 

QI 

TP 

MM 

CM 

GST 

FDA 

ISO 

T W 

Ethos 

1151 

454 

159 

602 

78 

0 

0 

0 

29 

Logos 

353 

563 

187 

137 

18 

0 

0 

0 

156 

Pathos 

383 

297 

80 

162 

45 

0 

0 

0 

20 

Total 

1887 

1314 

426 

901 

141 

0 

0 

0 

205 

The purpose of this category is to determine who in the organization 

was influenced by the communication that took place, highlighting patterns 

in form, appeal, and content and resulting action by organizational members. 

This category also shows not only who was influenced but also how the\ were 

influenced when it is combined with the information about the resulting 

action; thus, I traced not only who was addressed in communication but also 

who responded and in what ways those medical molding team members 

responded. 

Table 11 shows the results of this analysis for written communication. 
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Table 11: Frequency of each content by appeal type and total in written 
communication. 

Actor 

OP 

QI 

TP 

MM 

CM 

GST 

FDA 

ISO 

T W 

Ethos 

157 

217 

0 

0 

0 

0 

0 

0 

0 

Logos 

98 

52 

89 

0 

0 

0 

0 

0 

0 

Pathos 

1 

2 

0 

1 

0 

0 

0 

0 

0 

Total 

256 

271 

89 

1 

0 

0 

0 

0 

0 

Table 12 shows the results of this analysis for electronic communication: 

Table 12: Frequency of each content by appeal type and total in electronic 
communication. 

Actor 

OP 

QI 

TP 

MM 

CM 

GST 

FDA 

ISO 

T W 

Ethos 

0 

0 

0 

1 

0 

0 

0 

0 

0 

Logos 

0 

0 

0 

9 

2 

0 

0 

0 

Pathos 

0 

0 

0 

30 

2 

0 

0 

0 

0 

Total 

0 

0 

0 

40 

4 

0 

0 

0 
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Table 13 shows the total number of comments made for each content code. 

Table 13: Frequency of each content in communication. 

Actor 

OP 

QI 

TP 

MM 

CM 

GST 

FDA 

ISO 

T W 

Frequency 

2143 

1585 

515 

942 

145 

0 

0 

0 

208 

Direction 

The data is also analyzed according to the direction in the corporate 

hierarchy that the communication traveled. 

TD: Top-Down—This code refers to communication that mo\ es from 

someone higher in the corporate hierarchy to someone lower in the 

corporate hierarchy, such as communication from the project manager 

to the operators or from the company president to the project engineer. 

BU: Bottom-Up—This code refers to communication that moves from 

someone lower in the corporate hierarchy to someone higher in that 

hierarchy, such as communication from the operators to the project 

engineer. 
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AP: Across Peers—^This code refers to communication along equal 

planes of the corporate hierarchy, such as communication from the 

project engineer to the quality manager. 

Following are the results of this analysis in oral communication (Table 14). 

Table 14: Frequency of each direction by appeal type and total in oral 
communication. 

Direction 

TD 

BU 

AP 

Ethos 

2288 

63 

112 

Logos 

976 

42 

396 

Pathos 

743 

76 

168 

Total 

4007 

181 

676 

Table 15 shows the results of this analysis in written communication. 

Table 15: Frequency of each direction by appeal type and total in w ritten 
communication. 

Direction 

TD 

BU 

AP 

Ethos 

374 

0 

0 

Logos 

239 

0 

0 

Pathos 

4 

0 

0 

Total 

617 

0 

0 

Table 16 shows the results of this analysis in electronic communication. 
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Table 16: Frequency of each direction by appeal type and total in electronic 
communication. 

Direction 

TD 

BU 

AP 

Ethos 

1 

0 

0 

Logos 

2 

0 

12 

Pathos 

3 

0 

29 

Total 

6 

0 

41 

Following are the total number of directional comments made (Table 17). 

Table 17: Frequency of each direction in overall communication. 

Actor 

TD 

BU 

AP 

Frequency 

4630 

181 

717 

This category relates back to the type of appeal used and the content of the 

communication by highlighting not only who was addressed but how the\ 

were addressed, reflecting how information was shaped to fit different 

audiences and purposes within the organization. The direction of 

communication within the division directly reflected the structure of the 

division, especially in terms of the attitudes of individual members about 

how information should move through the division and the organization. 

Information 

This final category addresses the content of the communication, 

breaking it down into new information and repeated informatuMi, 
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highlighting whether the communication presented a repetition of 

information already communicated or presented new information. 

N: New Information—This code reflects the presentation of new 

information in the resulting oral or written communication. 

R: Repeated Information—^This code reflects the repetition of 

previously given information in the resulting oral or written 

communication. This can include both clarifications of the original 

communication and reminders. 

Following are the results of this analysis in oral communication (Table 18). 

Table 18: Frequency of each direction by appeal type and total in oral 
communication. 

Information 

N 

R 

Ethos 

1521 

942 

Logos 

1329 

85 

Pathos 

365 

622 

Total 

3215 

1649 

Table 19 shows the results of this analysis in written communication: 

Table 19: Frequency of each direction by appeal type and total in w ritten 
communication. 

Information 

N 

R 

Ethos 

372 

2 

Logos 

239 

0 

Pathos 

0 

4 

lotal 

611 

6 

Table 20 shows the results of this analysis in electronic communication: 
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Table 20: Frequency of each direction by appeal t}pe and total in electronic 
communication. 

Information 

N 

R 

Ethos 

1 

0 

Logos 

14 

0 

Pathos 

0 

32 

Total 

15 

32 

Following are the total number of directional comments made (Table 21). 

Table 21: Frequency of each direction in overall communication. 

Information 

N 

R 

Frequency 

3841 

1687 

This category reflects how knowledge was generated within this organization 

through communication as well as how knowledge was spread throughout 

the organization. 

The purpose of coding the data gathered in this project using this 

coding scheme was to describe the communication that occurred within this 

organization during this time period. This description involves 

understanding the forms and appeals used to encourage action or further 

communication and how those forms and appeals were shaped to fit different 

contents, audiences, and goals within the organization. Ihe wa\ s that 

communication affected the culture of the medical molding division were 

reflected in the patterns of the division and corporate members 

communication throughout the project. 
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Project Limitations 

Before continuing the more detailed discussion of this data, I want to 

point out that this research addresses a very localized situation, with the 

events and connected communication being tied to this particular division 

during this particular time period. However, this research is a necessary 

sliver in the study of workplace communication; because of the complex 

natures of both communication and corporate culture, workplace 

communication research is not designed to replicate previous findings. 

Instead, the goal is to look at as many aspects of workplace communication as 

possible through these research studies in order to build a more fulK 

developed picture of these complexities. 

With that said, it is important to examine the elements of this study 

that limit its generalizability. Some obvious factors are elements of the 

setting itself—the size of the company, the age of the company, the size and 

age of specific division I focused on, and the nature of the company's and the 

division's business. These very details of this setting shaped the 

communication within the division as well as my experience w ith the 

organization. A larger company might have a larger group of people 

involved in each division and might even have more flexibility in operating 

procedures than this smaller company that basically operates now as it always 

has. PMI is an industrial, production-focused organization; this shapes their 

corporate goals and their corporate communication. Research in an 

information-focused company might provide very different results because 

the corporate goals and communication processes could be significantly 

different from those at PMI. 
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In fact, research in another company of this size and age w ith an 

industrial, product-based business could produce significantly different results 

because the people themselves who are involved in the organization and the 

communication could be different; they could have different personalities, 

attitudes, and career goals that may be shaped by their educational 

backgrounds, geographical locations, the size of the towns in w hich the 

organizations are located, their interactions with other companies, etc. The 

fact that communication requires interpersonal interaction makes the results 

of a research study about communication impossible to replicate. Even 

studying the same people in the same division of the same organization 

during a different time period could produce significantly different results; 

there are simply too many variables to account for. Thus, what researchers in 

workplace communication work toward is a full picture of these specific 

situations so that we can begin to compare and contrast different situations, 

evaluating which characteristics of communication are generalizable to all 

situations and which are more localized. 

Another potential limitation of this study is my intervention in the 

communication situation. My presence in the division undoubetedly affected 

the communication within the division. Most obviously 1 affected the 

written communication within the division because 1 was primariK 

responsible for the writing. However, my presence also affected the oral and 

electronic communication as well, simply because I was another actor within 

the culture of the division. My personal biases toward collaboration and 

electronic communication were revealed in my efforts to work w ith other 

team members and as I developed the written documentation lor the 

division. 
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In addition, the fact that I was a paid employee of the organization 

during the study affected my participation in the division. I was not an 

observer; I was part of the team, and my job was to make sure that the 

documentation for the division met both FDA and ISO/QS standards in time 

for different project deadlines. My goals and job assignments within the 

division influenced my interpretations of events; as a technical 

communicator, I wanted to faciUtate open, effective communication, and I 

was especially aware of counter-productive communication that occurred 

within the division. 

During my employment in the division, 1 developed relationships 

with the other team members. The operators and inspectors saw me as a 

neutral party, and I was often privvy to complaints about management; these 

were very informal relationships. My relationships with management 

members were more formal, as these team members were concerned with 

maintaining the hierarchical structure of the division. These different 

relationships shaped how I viewed the comments of different team members 

in meetings and how I interacted with them. 

Although there are some significant limitations in this research, the 

picture of the communication within this organization is useful in creating a 

better understanding of communication in the workplace. Each stud\ ol each 

individual situation adds to our knowledge of writing in the workplace and 

its relationship to corporate culture and communication. 

Looking Ahead 

The analysis of the communication in this division durinj; the project 

is discussed according to the t\ pe of appeal used in the communication. 
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Chapter III covers the use of ethos appeals in oral, written, and electronic 

communication, the most prevalent appeal overall in the medical molding 

division. This discussion focuses on the use of ethos appeals by members of 

the medical molding team as they struggled to gain authority in the division. 

Chapter IV discusses the use of logos appeals in the medical molding 

division, the second most common overall appeal. This chapter focuses on 

the use of logos appeals in oral, written, and electronic communication as 

calls to action, highlighting the effectiveness of logos appeals in producing the 

desired action. 

Chapter V covers the use of pathos appeals in oral, w ritten, and 

electronic communication in the medical molding division. Although the\ 

were the least common appeals overall, pathos appeals performed tw o 

functions in the division—a means of encouraging division members to 

meet goals and an attempt to smooth over the friction in the division caused 

by the internal power struggle. 

Chapter VI, the final chapter, will tie the communication patterns to 

the four major events occurring within the medical molding division during 

the project period, reflecting on how communication both acted on and 

resulted from the divisional and corporate cultures. This chapter also 

connects the findings of this research to previous research concerning the 

connection of communication and culture and suggests implications lor both 

professionals and instructors. 
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CFLAPTER III 

ETHOS APPEALS 

Ethos is one element of rhetoric described by Aristotle in his discussion 

of persuasion: 

persuasion, he says, depends on three things: the truth and 
logical validity of what is being argued; the speaker s success in 
conveying to the audience the perception that he or she can be 
trusted; and the emotions that a speaker is able to awaken in an 
audience to accept the views advanced and act in accordance 
with them. (Kennedy, 1991, p. ix) 

The attempt of a communicator to exhibit credibility, or trustworthiness, is 

one type of ethos appeal. A second type of ethos appeal is an appeal to the 

credibility of another authority; with this type of ethos appeal, the 

communicator is still promoting his or her own credibility by aligning him or 

herself with the individuals or groups that the audience will recognize as 

authorities. Aristotle argues that logical demonstrations, or enth) memes, are 

the most persuasive element of rhetoric; however, he states that "there are 

three reasons why speakers themselves are persuasive; for there are three 

things we trust other than logical demonstrations. These are practical 

wisdom [phronesis] and virtue [arete] and good will [eunoia]" (Aristotle, U)̂ M, 

pp. 120-121). When individuals appeal to the credibility of either themselves 

or of another authority, they are appealing to these three elements; the 

individuals may try to show that they have knowledge about a subject h\ 

appealing to practical wisdom, that they are worthy of being entrusted with 

the audience's confidence, or that they have the audience's best interests in 

mind. 
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Ethos appeals were the most commonly made appeals in the medical 

molding division of Plastics Molding Incorporated in all three 

communication forms—oral, written, and electronic—either as appeals to the 

individual's own credibility or to someone else as an authority. These ethos 

appeals often took the form of appeals to personal credibility, although 

outside influences were also addressed in these appeals. The individuals who 

used ethos appeals were attempting to persuade their audiences through 

those ethos appeals, but these appeals were not always persuasive. According 

to Aristotle's theories of persuasive rhetoric, this failure in persuasion 

resulted from the lack of balance among the three areas of communication— 

ethos, logos, and pathos. That is, when these ethos appeals failed to be 

persuasive, the communicator was relying only on ethos appeals w ithout 

using a balance of logos and pathos as well. 

Ethos appeals in the medical molding division were the weapons used 

in an ongoing power struggle that developed early in the division's existence 

and plagued the team throughout the project. This power struggle began 

between two members of the medical management team as an attempt to 

gain authority over the entire division, but the struggle later spread to 

encompass all team members as the operators and inspectors refused to accept 

the authority of the medical management team and fought against the 

hierarchical structure of the division. 

Because this division was newly formed and all but one member of the 

team had worked at PMI in other, perhaps dissimiliar capacities, the medical 

molding team dynamics were still in flux. Members of the team were not 

only struggling with their new jobs but also with each other for influence .MU\ 

control over this new division. Two members oi the medical manaj;emenl 
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team moved to this division from elsewhere in the company and expected 

this new group to function just as other divisions in the company—strongly 

hierarchically. The project manager had joined the medical molding division 

from a company which he described as "management-controlled,' and the 

operators, quality inspectors, and technical personnel w ere accustomed to 

other hierarchical divisions. 

The newness of the product and related processes, however, forced the 

team members to work differently together. Operators, inspectors, and 

technical personnel, who were accustomed to simply following orders, 

suddenly became responsible for determining how processes should be 

performed. At the same time, though, medical management tried to 

maintain complete control over the processes by dictating procedures. The 

result was an extensive power struggle among all members of the medical 

molding team, which was reflected in the extensive use of ethos appeals in 

their communication, especially their oral communication. 

This chapter focuses on the ethos appeals used in oral, w ritten, and 

electronic communication, particularly in terms of how those appeals 

reflected the divisional power struggles. Four major events occurred during 

the project's duration—the first production deadline, the ISO/QS 

accreditation audit, the decision to develop the intranet, and the 

implementation of the intranet project. The struggle for power within the 

medical molding division was constant, but the use of ethos appeals in an 

effort to gain control escalated in the times just prior to each of these tour 

events. For the first two events, however, the ethos appeals made 

immediately prior to the events were generally appeals to an outside 

authority as an attempt to unify the group to meet the challenj^e; these ethos 
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appeals were successful in that the division did pull together to meet the first 

production deadline and to pass the ISO/QS accreditation audit. But these 

appeals only superficially masked the power struggle that continued to boil 

beneath the surface, and ethos appeals designed to build unit)' failed to work 

in the final two events—intranet development and implementation— 

because the struggle for power had spread to the entire division, with the 

operators and inspectors squaring off against the medical management team. 

Ethos appeals were used in all three communication forms. Following 

is a breakdown of the number of ethos appeals made in each (Table 22). 

Table 22: Number of ethos appeals in each communication form. 

Communication Form 

Oral 

Written 

Electronic 

Number of Ethos A\ppeals 

2463 

9 

1 

Ethos appeals were most pervasive in oral communication, and most of those 

appeals were made top-down by members of the medical management team 

in an effort to gain control over the division. Early in the project, the 

operators and inspectors responded to these appeals by performing their 

assigned tasks; however, later in the project, as the tension within the 

division mounted, the operators and inspectors refused to respond to the 

ethos appeals. The two final major events, which centered on the 

development and use of the intranet, encouraged the operators and 

inspectors to participate actively in decision-making because I, as the technical 

writer, sought their input in order to design a system that not onK met 



corporate, FDA, and ISO/QS specifications but one that would be usable and 

facilitate their tasks as the intranet's primary users. The divisional pow er 

struggle began to shift from an internal medical management fight to a 

division-wide struggle at this point, and these changes negativeK influenced 

not only attitudes and working relationships but production as well. 

Ethos appeals in written communication were not as common because 

the division's documentation fell outside of the power struggle. The 

documentation was meant primarily to meet FDA and ISO/QS accreditation 

standards and was, therefore, not a debatable element of the project; the 

guidelines for documentation were strict and non-negotiable. Even in the 

struggle that surrounded the change in the format of the documentation— 

from traditional hardcopy to the online intranet—the documentation itself 

was never the focus of debate; the form in w hich the operators and inspectors 

would locate and use the documentation was the issue. 

Electronic communication was used only by the members of the 

medical management team, as the other division members did not ha\ e 

access, and the ethos appeals in this communication form played out the 

power struggle within the medical management team for control of the 

division. 

In all three communication forms, the struggle for power within the 

division was represented in ethos appeals, but the appeals to personal 

credibility were far less successful in promoting activit\ within the di\ ision 

than those ethos appeals to outside forces, such as the FDA, ISO/QS, and the 

customer. The fact that the power struggle escalated and grew w ith each 

major event in the project accounts for the extensive use of ethos appeals, 

and that abundance of ineffective ethos appeals prevented the medical 
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molding division from achieving a stable team dynamic, which meant that 

the team's coherence spiraled downward continuously throughout the 

project. 

Oral Communication 

Ethos appeals were, by far, the most commonly used appeal in oral 

communication. This section will discuss the ethos appeals used in oral 

communication according to their frequency in conjunction w ith the content 

of the discussions, the results of those appeals, who performed the results, the 

direction of the appeal, and the type of information presented. Within each 

coding division, the discussion will move from most frequent to least 

frequent. 

Content 

Because of their pervasiveness, ethos appeals were used in conjunction 

with all content areas, with production scheduling being the most common. 

See Table 23. 

Table 23: Frequency of ethos appeals by content code. 

Content Code 

PS (Production Scheduling) 

FDA 

ISO 

TI (Technical Issues) 

CST (Customer) 

TRD (Corporate Tradition) 

Frequency of Ethos Appeals 

1017 

411 

641 

212 

6 .̂ 

IP^ 
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Production scheduling was the most common topic of oral communication 

that relied on ethos appeals because team meetings centered around assigning 

team member tasks for each day in order to meet production deadlines. This 

particular content area covers not only the assignment of tasks but the 

numerous discussions about production amounts, the order in w hich to 

perform production tasks, and machine scheduling. 

The comments that fell into this category were appeals to an 

individual's personal credibility as the best source of knowledge for decision 

making. For example, during the medical molding team meeting on 

November 7, 1996, Chris Hudson, project manager, stated that as project 

manager, it is his job to determine when and where to produce parts. 

Hudson's goal was to end an ongoing debate about whether or not to allow 

employees in other divisions to produce medical parts; this was simply a 

routine discussion, not a major divisional decision, but one that reflected the 

struggle for power within the medical management team. Similarly, Vic 

BiUings, quality manager, noted in the November 8 meeting the next day that 

since he had been with the company for so much longer than anyone else in 

the division, he knew how hard it was to ensure that people outside of a 

specific division would produce another division's parts properly. In both ot 

these examples, two members of the medical molding management team 

were struggling for authority in decision making; in order to meet a 

production deadline, Hudson wanted to utilize operators and equipment 

outside the medical molding division, while Billings felt that move would be 

a mistake. The struggle for power between these two individuals continued 

and escalated throughout the project. 
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The second most commonly discussed content code used in 

conjunction with ethos appeals was ISO, with FDA following closeh behind. 

These two content codes reflect the discussions of the medical molding team 

concerning their attempts to earn ISO/QS certification while continuing to 

maintain their FDA certification. The medical molding division had already 

achieved FDA certification, but because PMI was attempting to achieve 

ISO/QS certification, the medical molding team had to meet those standards 

as well. Thus, the types of ethos appeals coded in this category dealt w ith 

appeals to the importance of maintaining FDA or achieving ISO/QS 

certification; 68% of these appeals were attempts to unify the disjointed team 

by encouraging them to strive for a single goal—to perform better than any 

other PMI division in the upcoming ISO/QS audits. For instance, in a 

January 7, 1997 meeting, project manager Chris Hudson encouraged the 

operators and inspectors to review the documented procedures for the 

processes that they would probably be performing during the upcoming 

practice audit, so that they would be performing the task just as it w as 

documented and so that they could answer any questions that the auditors 

might have; he finished this request with the comment that a little bit of extra 

work now could make the medical molding division stand out above all of 

the other divisions in the company. At this point in the project, the struggle 

for power within the medical molding team was approaching its apex, and 

this plea for unity, based on the final goal of achieving ISO/QS certification, 

succeeded in drawing the team together for this particular event. 

Similarly, the comments connected with the FDA content code were 

comments relating to the importance of maintaining FDA certification and to 

pride in being the only division at PMI to have achieved that status. Because 
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of extensive competition between divisions in the organization, the medical 

molding division's status as FDA approved drew them together; each 

member of the team was proud of that particular achievement and enjoyed 

the recognition that they obtained from it. For instance, at the first meeting I 

attended when I began working in the medical molding division at PMI, one 

of the operators, Bernadette, made it a point to say that I was fortunate to be 

joining this particular division because they had received FDA certification, 

something no other division in the company had. Thus, the ethos appeals 

coded in this category were primarily appeals to their ow n credibilit\ as a 

division that had achieved FDA status, an appeal which was also a precursor 

to a reminder by a team member about maintaining that status. In other 

words, when Vic Billings, quality manager, reminded the inspectors to verify 

that completed parts had been properly stored in the clean room, he began his 

comment with "because of our FDA certification." 

The team members' pride in having achieved FDA certification and 

their goal of attaining ISO/QS certification were common topics of 

conversation, and these ethos appeals functioned to draw the team together 

in moments of crisis in the project until the ultimate battle ensued following 

the introduction of the intranet into the group. Because the development of 

the intranet brought the power struggle in this division to a peak, the ethos 

appeals relating to FDA and ISO in conjunction with the intranet, although 

still used as an attempt to unify the team, served as a means of trying to gain 

control. In the development stages of the intranet, I used ethos appeals to 

FDA and ISO in an effort to get approval to build the intranet, such as "Both 

the FDA and ISO/QS recommend online documentation systems because 

they are easier to control." With this comment, 1 was not attempting to j;ain 
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control over the division in terms of the team members themselves, but I 

was attempting to make a major change in the way tasks were performed by 

convincing Hudson that an intranet would make the division stand out from 

other divisions in the company and would help ensure their continued FDA 

and ISO/QS certification status. Interestingly, once the intranet had been 

developed and medical management was trying to convince the operators 

and inspectors to use it, they used basically the same appeal that 1 had used in 

selling the idea to them, although it did have a twist in it: so that we can 

maintain our FDA and ISO/QS certifications, we have decided that \ ou will 

use this intranet. The shift in this appeal was from my attempt to change 

documentation forms to the medical management team's attempt to gain 

control over the operators and inspectors who were not enthused about using 

the intranet. 

At this point in the power struggle within the medical molding 

division, the desired effects of the ethos appeals to FDA and ISO shifted 

slightly. Where these appeals had been attempts to unify the medical 

molding team as they competed with other divisions, the appeals soon 

became attempts simply to bring the team together so that production could 

continue. At the apex of the power struggle in this division, team members 

tried to smooth over the anger and frustration dividing the team by 

reminding them of "glory days," the days when the team worked together to 

achieve these certifications. This attempt at unity was not accompanied by a 

willingness to compromise, however; members of the medical management 

team wanted the operators and inspectors to continue following their 

instructions to the letter, and the operators and inspectors wanted the medical 

management team to listen to and incorporate their suggestions in revising 
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the intranet system. For the operators and inspectors this same appeal 

became a threat to the medical management team: if you w ant to maintain 

FDA and ISO/QS certifications, then you're going to need us, and we're not 

going to help you until you include us in your decision making. This battled 

waged on throughout the remainder of the project and tension between team 

members who now work in different divisions of the organization is still 

evident. 

When discussing technical issues, such as machine repair, equipment 

needs, and material problems, 212 ethos appeals were used; these appeals, 

much like those made in conjunction with production scheduling, were 

made as a attempt to gain control over the workings of the division. 

Although the technical personnel were much more knowledgeable about the 

equipment and how to operate it at maximum productivity, Hudson 

appealed to his position as project manager in arguing that he could best 

determine how to resolve technical issues. For instance, in a meeting on 

November 19, 1996, Hudson commented that because he was project 

manager, he would determine how much material would be sent to the 

dryers for the week's production; the material handlers were accustomed to 

having the project manager tell them how much and w hat kind of 

production would be running for the week and letting them figure the 

amounts of material that would have to be prepared. However, Hudson was 

struggling for control over the inner group of the medical molding 

division—medical management, operators, and inspectors—and seemed to 

feel that he would have to extend his control to other personnel connected 

with the project, even though they were only loosely connected to the project, 

as well as to every detail of the production process. Thus, in Ŝ *, (js^' 
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instances) of the comments where technical issues were discussed using ethos 

appeals were used, Hudson and the technical personnel were arguing about 

how to resolve these technical issues. 

The remaining 11% (23 instances) were ethos appeals made on behalf 

of the technical personnel by Jason Hoagland, the project engineer. One 

example of this type of appeal was Hoagland's comment to Hudson that 

because these technicians had built the equipment, Hoagland felt that the\ 

would best know how to adjust it to perform better. These ethos appeals w ere 

to the credibility of the technical personnel as experts in their areas, and 

because Hoagland was arguing that some control over medical molding 

production go to members outside of the immediate team, Hudson became 

even more defensive than he had already been about his control over the 

project and the team. Hudson became even more adamant that he should 

make the decisions about technical issues, which in turn, increased the 

tension in the group. 

As this tension continued to increase, Hudson and the technical 

personnel shifted their focus; rather than arguing that they w ere experts and 

should, therefore, make the decisions, all parties involved began to turn their 

attention toward corporate traditions in making their arguments. The 

technical personnel argued that in any other division in the organization, it 

would be their jobs to examine the problem, suggest solutions, and then 

make those changes, with the project manager's only role being to initiate 

their examination; Hudson argued that because he was ultimateK responsible 

to the president of the company, he should have the final decision on w hat 

should be done and how. Of the 119 ethos appeals make in conjunction with 

discussing corporate tradition, 94% of those comments (111 instances) were 
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directly tied to this struggle over technical issues. The remaining 6% (8 

instances) were made in conjunction with upcoming ISO/QS audits, with the 

medical management team encouraging the operators and inspectors to be 

prepared so that medical molding would not hinder the corporate goal of 

certification. 

The final content area in which ethos appeals were used in oral 

communication was in discussing the customer, specifically their expectations 

and deadlines. These appeals focused on the need for the medical molding 

division to satisfy the customer in order to continue production. For 

example, in a meeting on October 27, 1996, Hoagland used an ethos appeal to 

the customer's value to explain to operators why a process needed changing; 

he commented that a different gluing process would have to be used because 

the customer did not like the way excess glue pushed out of the seams, 

appealing to the team's desire to satisfy the customer. Ethos appeals to the 

customer were generally well accepted by the members of the team; in this 

specific instance, had Hoagland simply said that the process would have to be 

changed without connecting it to the customer, the operators might have 

been less willing to make the changes that he was suggesting. 

In this division, and in reality, in the entire organization, the 

customer's expectations and deadlines are not points to argue; even w hen the 

customer's demands seemed unreasonable, the medical molding team was 

united in its effort to meet that demand. For instance, w hen the customer 

called and said that someone would be by to pick up 25 completed and 

packaged products that afternoon, rather than arguing about how to get that 

many products together or about who would be responsible for which parts ol 

the process, Hudson simply told the team that the customer would be by to 
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pick up 25 products that afternoon and that they should be ready. The\ were. 

In the medical molding division, despite all of its power struggles, the 

customer carries the most ethos. 

Results and Who Performed Them 

Ethos appeals in oral communication most often resulted in increased 

action, with decreased action and continued oral communication following 

closely behind. Few ethos appeals resulted in written communication, and 

no appeals resulted in electronic communication. Table 24 is a breakdown of 

the frequency of each of these results stemming from ethos appeals: 

Table 24: Frequency of each result from ethos appeals. 

Result Code 

RIA (Increased Action) 

RDA (Decreased Action) 

ROC (Oral Communication) 

RWC (Written Communication) 

REC (Electronic Communication) 

Frequency 

1001 

749 

684 

29 

0 

As with the content codes, the results of the ethos appeals often reflected the 

power struggles within the groups. 

The most common response to ethos appeals, at least earK in the 

project, was increased action. Most of the ethos appeals were directed from 

members of medical management to the operators and inspectors on the 

team with the intention of urging them to action. Ihus , the trequenc\ of 

increased action following ethos appeals was not particularK surprising. 1 he 



1001 instances of increased action were performed by the operators, inspectors, 

technical personnel, and medical management. See Table 25. 

Table 25: Frequency of actors performing increased action following ethos 
appeals. 

Actors 

OP (Operators) 

QI (Quality Inspectors) 

TP (Technical Personnel) 

MM (Medical Management) 

Frequency 

613 

254 

130 

4 

The individuals who most often performed increased action following ethos 

appeals were the operators. One obvious reason for this response is that the 

operators' primary task in the group was to perform action; their increased 

action was simply their performing their daily tasks. Because so main ol the 

ethos appeals were directly related to production scheduling, especially in 

terms of assigning team tasks, the increased action by the operators resulted 

from their following instructions. The interesting element of the operators' 

increased action is that 92% (564 instances) occurred early in the project, prior 

to the development of the intranet. In only 49 instances (87) did the 

operators' action increase following an ethos appeal late in the project period. 

Once their frustration with medical management escalated with the 

development of the intranet, the operators stopped responding to ethos 

appeals with increased action; their means of asserting their authorit\ in the 

group was to refuse to follow instructions or to be swa\ ed by ethos appeals. 

The inspectors also responded similarly to the ethos appeals of medical 

management. In the early stages of the project and particularly w hen the 
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team was preparing for the second major event during the project, the 

ISO/QS inspection, the inspectors responded to ethos appeals with increased 

action. This increased action resulted directly from the entire team's desire to 

meet the customer's production schedule and to pass the ISO/QS inspection. 

However, as with the operators, once the frustration level of the inspectors 

escalated with the introduction of the intranet, they were unwilling to follow 

instructions; only 2% (5 instances) of their increased action in response to 

ethos appeals occurred after the intranet project had begun, with the 

remaining 249 instances (98%) occurring early in the project. 

The third most common group to respond to ethos appeals w ith 

increased action were the technical personnel. Their patterns of response 

were similar to those of the operators and inspectors, although their reasons 

for those responses were quite different. The technical personnel responded 

with increased action in 113 instances (87%) early in the project and onK 13';) 

(17 instances) after the development of the intranet. This pattern does not 

stem from the frustration of the technical personnel with the power struggle 

occurring within the medical molding division, however, because the 

technical personnel were not directly medical molding team members but 

were brought onto the project as needed for problem solving. Thus, this shift 

in their response to ethos appeals actually reflects their concern for the 

company, as a whole, achieving ISO/QS certification. In every instance where 

the technical personnel were asked to perform an action based on an appeal to 

the upcoming ISO/QS inspection, the technical personnel responded by 

performing that action. Similarly, when the request was made based on the 

ethos of the customer, in every instance, the technical personnel perlormed 

the task. Their increased activity may not have been entireK motivated b\ 
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the ethos appeals of the members of medical management but rather by the 

desire to please external groups, such as ISO/QS auditors and the customer. 

The final group that was persuaded to increased action by ethos appeals 

was the members of the medical management team. Actually, only one 

member of the medical management team, Jason Hoagland, project engineer, 

actually performed any increased action. Three of the four instances of his 

increased action came within two weeks of the ISO/QS inspection of the 

company; the goal of his actions was to solve a problem so that the medical 

molding division would not have difficulty in passing the inspection. For 

example, based on an ethos appeal to the importance of the upcoming 

inspection, Hoagland spent nearly three hours readjusting the programming 

on a robotic arm so that the parts would move more easily through the 

equipment. The other instance of increased action based on an ethos appeal 

came the day before the first production deadline; Hudson appealed to the 

importance of meeting this deadline and encouraged everyone to work 

diligently to meet the deadline. That night, Hoagland spent the entire night 

on the production floor building and packaging parts for that first shipment. 

The other two members of the medical management team nev er 

responded to ethos appeals with increased action. One obvious reason for 

this lack of action was that these two members used these ethos appeals as a 

means for gaining control over the division; because of their ongoing 

struggle, neither would be willing to take any action based on the ethos appeal 

of the other. In fact, as the project progressed and the tension mounted, the 

entire group began to feel the strain, which led to the point in the project in 

which the most common response to ethos appeals became decreased action. 
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Because the tension among the members of the medical molding 

division increased exponentially as the project progressed, peaking at the 

point where the intranet was introduced into the division, the team failed to 

work collaboratively, with the result being slow production and high 

frustration. The most noticeable result of this tension was the dramatic 

decrease in activity by the operators, inspectors and technical personnel. See 

Table 26. 

Table 26: Frequency of decreased action resulting from ethos appeals 

Groups Decreasing Action 

OP (Operators) 

QI (Inspectors) 

TP (Technical Personnel) 

Frequency 

538 

200 

11 

One major significance of this decrease in action is that the actions of these 

groups, particularly those of the operators and inspectors, were the means b\ 

which the tangible success of the division was measured. When the 

operators and inspectors worked slowly or sloppily, the division produced 

little, if any, salable product, which reflected badly on the entire division. 

This reduction in work by the operators and inspectors drew the 

attention of corporate management, which meant that in his daiK meetings 

with the company president, Hudson repeatedly had to explain low 

production levels in the medical molding division. And, when he returned 

to the team meetings after his meetings w ith the president, he used etho^ 

appeals to try to persuade the team members to increase production. These 

appeals, which were usually appeals to the desire to be an outstandinj; 
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division within the organization, failed to encourage increased action and 

instead served to further alienate team members. For instance, during the 

team meeting on March 12, 1997, Hudson told the medical molding team that 

the president had pointed out that their previous week's production figures 

were lower than any other division in the organization; Hudson hoped that 

this appeal would revitalize the team. But the operators and inspectors saw it 

as a threat from Hudson and responded by telling him that they w ere 

working as quickly as they could considering all of the stipulations that the 

management team had put on them; production decreased by another 12% 

that day. 

When the technical personnel responded to ethos appeals w ith 

decreased action, those ethos appeals were always made to the credibilit\ of 

one of the members of the medical molding team. For instance, during a 

December 14, 1996 meeting, Hudson explained to the technical personnel in 

attendance that as project manager, he had determined the best w ay to solve a 

machine problem. Instantly, the tension in the room rose as the technical 

personnel responded that his plan for moving equipment would not work 

because the necessary wiring did not exist in the portion of the room that 

Hudson wanted to work in. Hudson's determination to force his plan on the 

technical personnel despite their arguments that it would not work led to 

nothing being done about the equipment problem because the technical 

personnel refused to spend time trying to implement Hudson's plan. 

The third most common type of response to ethos appeals was 

continued oral communication, most of which occurred within the medical 

management team and corporate management. See Table 27. 
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Table 27: Frequency of groups continuing oral communication based on 
ethos appeals. 

Groups Continuing Oral 

Communication 

MM (Medical Management) 

TP (Technical Personnel) 

CM (Corporate Management) 

Frequency 

598 

18 

78 

The first obvious element of interest in this data is that there w ere no 

instances of operators or inspectors continuing oral communication in 

response to ethos appeals. This is because the culture of the group had 

designated them as instruction-takers rather than as contributing group 

members; their exclusion from discussion ultimately led to the complete 

breakdown of communication within the division. The operators were 

sidelined when further discussions arose and were generally dismissed from 

meetings to begin the day's tasks while the members of medical management 

hashed out ideas. 

Another interesting element of this data is that these discussions 

stemming from ethos appeals were, in actuality, more often arguments 

between Billings and Hudson than conversations. Thus, the oral 

communication derived from ethos appeals was, in 556 instances (93, ) , 

ethos-based arguments, with Billings and Hudson each struggling to assert his 

authority over the group or the decision. In some instances, Hoagland 

attempted to mediate the arguments in order to facilitate decision-making, 

but he was only successful in curbing the arguments in one instance. 
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The remaining 7% (42 instances) of oral communication resulting 

from ethos appeals were brainstorming sessions where the medical 

management team worked through a particular problem. In every one of 

these instances, the ethos appeal that led to the discussion w as connected 

either to the customer or to ISO/QS. Thus, when an external force acted on 

the group and required collaboration for problem-solving, the medical 

management team could function together to suggest solutions. The 

majority of these discussions (71%—30 instances), however, concluded with 

Billings and Hudson each using ethos appeals in an effort to swa\ the team 

members to his viewpoint. The 12 remaining meetings ended with the entire 

team in agreement about how to solve the problem or address the issue; all 12 

of these solutions were presented by Hoagland and supported by Billings and 

Hudson. When either Billings or Hudson proposed a solution, the other 

would automatically argue against that position. 

Sometimes the technical personnel were included in these problem-

solving discussions, particularly in instances where parts or assemblies were 

not being produced properly because of equipment problems. In 16 of the 18 

meetings that the technical personnel attended, either Hudson or Billings 

began the discussion by asking the technical personnel to verify their personal 

assessment of the equipment problems; for example, in one meeting Billings 

began the discussion by asking the technical personnel, "Don't you think that 

we need to reconsider the adhesive mixture?" Billings was not particularly 

interested in the opinions of the technical personnel except as verification for 

his own opinions. 

In the other two meetings, the problems being addressed were very 

complex and only the technical personnel had the expertise to address the 
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issues; in these two meetings, Hoagland began the meeting by asking the 

technical personnel present how they thought the problem could be solved. 

From there, the group discussed their options and made a decision based on 

the advice of the technical personnel. 

The final group involved when ethos appeals resulted in oral 

communication was corporate management. The members of corporate 

management who were involved in these discussions included the president 

of the company. Jack Edwards, and the Vice-President of Quality, Don Selb\. 

The discussions involving these two members of corporate management 

centered around the ISO/QS inspection. Edwards and Selby were 

spearheading the preparation for the inspection, so when discussions in 

medical molding team meetings turned to ISO/QS issues, these two members 

were often brought into the discussion to help clarify issues and address 

concerns. In these cases, Edwards and Selby were approached quite differentK 

from the technical personnel; members of corporate management were 

always asked their opinions on an issue, not asked to veril\ someone else's 

opinion. Even when in the medical molding team meeting Billings had 

argued that Selby would support his plan to retrain the inspectors prior to the 

ISO/QS inspection, when Selby and Billings were included in the discussion, 

Selby was not asked, "Don't you think that we should retrain the inspectors 

prior to the inspection?" Instead, Billings presented an overview of the 

concern, which was that the inspectors were not following exactly the same 

procedure in checking parts, and then asked Selby what he thought should be 

done to remedy the situation. In this particular instance, when Selby 

suggested a retraining program for the inspectors, despite the time and cost 
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involved, Billings responded that he had thought of the idea but that Selby 

had sketched it out much more thoughtfully. 

The presence of corporate management in these discussions reduced 

the visible signs of tension in the medical molding division. The members of 

the team did not want corporate management to recognize how much the 

group was struggling in its communication and collaboration, so these 

discussions with corporate management were far less argumentative and 

thus more productive, illustrating again that an outside influence on the 

group forced the group to function together. 

The final result of ethos appeals was written communication; in 29 

instances, oral ethos appeals resulted in written communication, and in all 29 

instances, I, the technical writer, was the only person involved. The ethos 

appeals that resulted in written communication came in two \ arieties—the 

appeal to the talent of the technical writer and the appeal to the importance of 

the ISO/QS inspection. The first type of ethos appeal was the appeal to my 

talent as a writer; these appeals were designed to encourage me to prepare 

documentation as the individual making the appeal wanted. For example, in 

one meeting, Billings wanted to add a step to every inspection document; 

Hudson thought it was redundant and did not want to spend the time 

changing the documentation for something trivial. So, in order to influence 

me to make the changes he desired, Billings announced to the team that he 

felt that I should make the decision because documentation was m\ area of 

specialization and 1 had always shown a unique understanding of the 

documentation needs of the group. Billings hoped that this buttering up 

would make me want to change the documentation to fit his needs. .As a 

rebuttal to Billings' argument, however, Hudson noted that as a professicMial, 
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I did not have time to waste making trivial changes to documentation. Thus, 

the ethos appeals to my talent as a technical writer were also methods of 

attempting to gain control over the group. Control of the documentation 

involved in the project was so significant that both Billings and Hudson 

wanted to shape it to their preferences. These appeals resulted in written 

communication, however, because regardless of who won the argument, 

documentation changes were always necessary as the project progressed. 

The second type of ethos appeal that resulted in written 

communication was the appeal to the importance of the ISO/QS inspection. 

Within two weeks of the ISO/QS inspector's visit, Billings and Hudson both 

panicked, wondering whether or not the documentation was complete and 

ready for inspection. Thus, repeatedly in meetings, Billings and Hudson 

would go through long lists of processes and procedures for which we had to 

have documentation in order to verify that every angle was covered. The 

ethos appeal that they used was to ISO/QS, but even this turned into a 

competition and struggle for control. As the day for the inspection drew 

closer, Billings and Hudson spent more and more time making lists of 

documents that we would need, and in the meetings, they would bounce back 

and forth asking about specific documentation. It seemed as if neither w anted 

to run out of documents first. These appeals also resulted in w ritten 

communication, not because of their persuasive nature, but because the 

documentation contest often brought to light documentation that needed to 

be created or at least revised. 

Oral ethos appeals never resulted in electronic communication. C>nK 

the members of the medical management team had access to email 

capabilities, and they seldom, if ever, used email to talk with each cUher. 
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Their cubicles were in the immediate vicinity of each other, and they spoke 

orally rather than electronically when necessary. 

Direction 

Almost all ethos appeals, and indeed most all communication in the 

medical molding division, moved from top down, which reflected the 

strongly hierarchical nature of the division and of the organization itself. See 

Table 28. 

Table 28: Direction and frequency of oral communication involving ethos 
appeals. 

Direction of Communication 

TD (Top-Down) 

BU (Bottom-Up) 

AP (Across Peers) 

Frequency 

2288 

63 

112 

The overwhelmingly large amount of top-down communication reflected 

quite clearly the culture of the medical molding division. It was the tendenc\ 

of the group toward a hierarchical structure that led to the constant power 

struggle for control over the group. Of the 2288 top-down comments, %',. 

(2151 instances) were directed from members of medical management to the 

operators, inspectors, and technical personnel. Medical management s role in 

the group was to provide instructions for the other members of the team to 

follow unquestioningly. One hundred twenty-seven of the remaining 137 

comments (93%) were instructions and suggestions handed down from 

corporate management to medical management; these comments dealt 

primarily with meeting production deadlines and passing the ISO/QS 
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inspection. The types, and intentions, of the comments from corporate 

management mirrored those made by medical management, and often 

corporate comments were passed on to the operators and inspectors as ethos 

appeals. One interesting thing about the high number of top-down 

comments is that 7% (10 instances) of the top-down comments were 

presented as top-down in situations where the people involved were actualK 

peers. In these 10 situations, Billings directed top-down comments to 

Hoagland as if he were under his supervision, when actually Billings and 

Hoagland were on the same plane in the divisional hierarchy. 

The large number of top-down comments also reflected the power 

struggle within the organization. Billings and Hudson used ethos appeals 

structured as top-down comments in order to gain the role of group leader. 

Corporate tradition dictated that the person who gave instructions and 

directed other group members was the person in control of the project and 

the team; thus, by attempting to be the one to give instructions and directions, 

Billings and Hudson were attempting to gain control over the group. 

The second most frequent direction of comments was across peers. 

These 112 incidents occurred when parts of the team met together to soKe 

problems. For example, when the technical personnel met with medical 

management, all of the comments that the technical personnel made to each 

other were made to peers; there was no attempt among this small group to 

use top-down communication to control the group or the decision-making 

process. 

Similarly, when Hoagland addressed members of the medical molding 

division, his comments always carried a tone of equality; he onK resorted to 

lop-down communication when time constraints prevented him Ircun takiui; 
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the time to address individuals as peers. That is, when Hoagland discussed 

matters orally with different members of the team, he generally requested 

their input and encouraged them to contribute; he was the only member of 

the medical management team who valued the insights of the operators and 

inspectors in problem-solving situations. Hoagland only used top-down 

communication the day before the first shipment deadline because so much 

work still had to be done that he did not want to take the time to discuss ideas 

or suggestions; he simply wanted people to complete tasks. 

Bottom-up comments were non-existent in the medical molding 

division until the intranet had been put into place. The operators and 

inspectors had never been given the opportunity to voice an opinion in a 

meeting in their previous position, so they did not think to try to assert their 

positions in this division. However, with the development of the intranet 

came a closer working connection with me as the technical writer and with 

Hoagland, who had always encouraged their input. This increased 

interaction gave the operators and inspectors some confidence in their 

abilities, and they began to voice their opinions privately to me and to 

Hoagland. As the tension over the intranet itself escalated, the operators and 

inspectors became more bold and began voicing their opinions in meetings 

without being asked and, actually, without caring whether or not 1 ludson and 

Billings were comfortable with that. All 63 of the bottom-up appeals occurred 

within two weeks of the beginning stages of intranet development; as the 

intranet developed, a new group dynamic developed within the medical 

molding division. The operators and inspectors began to recogni/e their 

power over the division and slowed production to get the attention of 
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Hudson and Billings, and they began voicing opinions and asserting 

themselves in meetings, much to Billings' and Hudson's dismay. 

Although most of the communication in the medical molding 

division traveled from top-down as an attempt by medical management to 

gain control over the division, the intensity of the top-down communication 

actually led to the operators' and inspectors' unwillingness to remain silent 

and follow orders. The introduction of the intranet, a development project 

that hinged on the input of every individual medical molding team member, 

gave the operators and inspectors the opportunity to express their frustrations 

with the communication in the division. The resulting clash virtuall\ halted 

production and would have had to have been overcome had the medical 

molding division continued much longer. 

Information Type 

When using ethos appeals in oral communication, the most common 

type of information presented was new information; repeated information, 

such as reminders, was less common (Table 29). 

Table 29: Frequency of new and repeated information presented using ethos 
appeals in oral communication. 

Type of Information 

N (New Information) 

R (Repeated Information) 

Frequency 

1521 

942 

Because so much of the content discussed during meetinj;s in\ol\ed 

production scheduling, the information presented using ethos appeals was 

often new information about which parts or assemblies wcnild be in 
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production for the day or changes that would be made to the schedule. In 

98% of the instances (1491), this new information was handed top-down from 

medical management to the operators and inspectors in the form of 

instructions for the day. 

In the other 2% (30 instances), the new information presented in ethos 

appeals was brainstorming information, where members of the di\ ision were 

trying to solve a problem. For example, in one meeting just prior to the 

ISO/QS inspection, one of the technicians made a suggestion concerning how 

to improve the flow rate of adhesive onto parts using an ethos appeal; he 

commented that in all of his years of working at PMI, he had noticed that 

adhesive that was thicker when applied to parts seemed to w ithstand the high 

temperatures better. This insight was information that was new to the 

medical management team, and it helped them to solve their adhesive 

problems. 

The 942 instances of repeated information being presented oralK using 

ethos appeals generally came at the end of meetings, where Tludson and 

Billings were squaring off to have the last word in giving instructions. Tach 

would remind the team members what tasks had been assigned and the 

importance of completing each task by appeal to his personal credibility as a 

"team leader." In 8% of these instances (75), the appeal was directed toward 

corporate tradition or the upcoming ISO/QS audit. The repeated information 

served as a call to action at the end of a meeting, with Billings and Hudson 

hoping not only to facilitate the day's production but also to assert his power 

over the division. 
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Ethos Appeals in Oral Communication 

Ethos appeals were by far the most common type of appeal used in oral 

communication in the medical molding division. The primar\ users of these 

appeals were the members of the medical management team, and the\ used 

these appeals when discussing all content types. Early in the project, these 

ethos appeals resulted primarily in increased action, although later in the 

project when frustration levels had increased, ethos appeals tended to result 

in decreased action instead. While action was generally performed b\ the 

operators and inspectors, members of medical management and corporate 

management tended to turn to oral communication, and the technical writer 

was the only person to use written communication. 

The top-down nature of the comments and the use of ethos appeals for 

both new and repeated information reflected the power struggle w ithin the 

organization. At the beginning of the project, the top-down commands were 

followed by the operators and inspectors, with Billings and Hudson using 

ethos appeals to attempt to gain control over the division. The introduction 

of the intranet, however, began to change the dynamics of the medical 

molding division by encouraging the operators and inspectors to voice their 

thoughts and to participate actively in decision-making and problem-soh ing. 

This shift in the direction of the ethos appeals marked a change in the 

attitudes of many of the medical molding team members, a change that 

would have had significant effects on the development of the group had the 

project continued. 
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Written Communication 

Although ethos appeals were the most commonly used appeal 

throughout the medical molding division, ethos appeals were not the most 

commonly used appeal in written communication, with only 374 instances. 

The written communication in the medical molding division was ver\ 

formal and the documents were primarily instructional materials for 

performing processes and procedures. These documents relied much more 

heavily on logos appeals, which will be discussed in the next chapter; this 

section will cover the content areas in which ethos appeals were used in 

written communication, the results and performers of those results, the 

direction of the communication, and the type of information presented. 

Content 

Unlike ethos appeals in oral communication, ethos appeals in written 

communication were only used in conjunction with three content areas: 

FDA, ISO, and TRD. See Table 30. 

Table 30: Frequency of ethos appeals used in conjunction w ith content code 

Content Code 

PS (Production Scheduling) 

FDA 

ISO 

TI (Technical Issues) 

CST (Customer) 

TRD (Corporate Tradition) 

Frequency 

0 

186 

186 

0 

0 

2 
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Of the 186 documents specifically designed for the medical molding division, 

each one made one appeal to FDA documentation and one appeal to ISO/QS 

documentation. Fifty-one of the these documents were manufacturing 

process specifications (MPSs) that provided instructions to operators for 

performing molding and assembly processes. The inspectors had 115 

documents (quality assurance specifications—QASs) outlining their methods 

for monitoring and inspecting parts and assemblies during production, at 

least two QASs for every MPS. The final 20 medical molding documents 

were process specifications written for the technical personnel explaining 

machine set ups and material requirements. 

In these formal instructional documents the only ethos appeals used 

were those made to the three forces that governed the shape of the 

documents and the ways in which the documents were used. The medical 

molding division had to meet FDA guidelines in the production of its 

products; these guidelines specified that certain regulations be listed in all 

documentation. Thus, the 186 ethos appeals to the credibility of the FDA 

were cross-references to FDA documentation listed in the supporting 

documents section of the instructional materials. Similarly, in order to meet 

ISO/QS standards, several documents were created on the corporate level 

dealing directly with the organization's adherence to strict quality policies; 

these corporate ISO/QS-related documents were also referenced in the 

medical molding instructional documents as a means of not onK complying 

with ISO/QS guidelines but also as a way of reminding the operators, 

inspectors, and technical personnel who used the instructional documents [o 

follow the procedures exactly, as ISO/QS demands. 
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The final content area in which ethos appeals were used was corporate 

tradition; these two ethos appeals were not as obvious as those made to FDA 

and ISO/QS but rather an influence on the entire documentation system and 

the design of each individual document. The documentation system of the 

medical molding division was not tailored to meet the needs of that 

particular division but was, instead, an attempt to follow corporate tradition 

in design despite the fact that the design was difficult to employ with the 

medical documentation. Most of the products manufactured at PMI are fairly 

simple products with a limited number of different parts and assemblies 

required; the medical product, however, was quite complicated and required 

extensive molding and assemblies. The complexity of the product itself made 

the documentation difficult to break down and organize, and by attempting to 

follow the traditional corporate documentation organization, the number of 

required documents increased exponentially. However, the members of the 

medical management team were not willing to consider a different 

documentation system because they wanted their documentation s\ stem to 

match that of other divisions in the organization. Thus, the ethos appeal to 

corporate tradition was the similarity of the documents themselves and of the 

documentation system as a whole to those in the other divisions. 

The ethos appeals in these three content areas w ere to the forces 

outside of the division itself that had some element of control over not onK 

the documentation but also over the division itself. Their appearance in the 

written communication of the division was required by the standards the 

three groups had outlined, and the goal in placing them in the 

documentation system was to meet these standards and to remind the 

document-users—the operators, inspectors, and technical personnel to 



follow the standards outlined in those documents, although there w as 

certainly no guarantee that any of those individuals had read the FDA or 

ISO/QS documentation. Thus, one real goal of referring to FDA and ISO/QS 

documentation was to assure the operators, inspectors, and technical 

personnel that if they followed the instructions outlined in the medical 

molding documentation that they would be following the guidelines of these 

certifying agencies. Another goal was to make the documentation match the 

documentation that these individuals were accustomed to using in other PMI 

divisions. 

Results and Who Performed Them 

All 374 of the written ethos appeals resulted in increased action by the 

operators and inspectors, primarily because these were the individuals for 

whom the instructional documentation was written (Table 31). 

Table 31: Frequency of group performing increased action based on ethos 
appeals in written communication. 

Group Performing Action 

OP (Operators) 

QI (Inspectors) 

Frequency 

157 

217 

The inspectors seemed to have responded more readily to these written ethos 

appeals only because they actually have more documentation that they must 

follow and complete during production than do the operators. Tor almost 

every production process, the inspectors have two sets of d^Kumentation to 

complete while the operators have only one. The increase in action ma\ not 

have actually been influenced by the ethos appeals in the written 
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communication; in fact, the increased activity by the operators and inspectors 

after reading the documentation probably stemmed from the fact that their 

role in the division was to perform these actions, regardless of the ethos 

appeals in the instructions. 

The interesting element of this data is that the technical personnel 

never responded with increased activity based on the ethos appeals in the 

process set up documentation; the primary reason for this is that the technical 

personnel did not use this documentation when setting up equipment and 

preparing material. They had created their own notes and used their own 

understanding of the equipment in setting up, without using the 

documentation. The documentation was kept in the files, however, because 

both the FDA and ISO/QS expected that documentation to be there. The 

technical personnel performed their jobs and Set up equipment w ithout using 

the documentation, and in many instances, the operators and inspectors did 

the same. Thus, although these written ethos appeals seem to ha\ e led to 

increased action, the simple fact that these people were earning their 

paychecks by performing their jobs probably accounts for the increased 

activity. 

Direction 

All of the ethos appeals in written communication within the medical 

molding division were top-down. These appeals were embedded in 

documents that were designed to provide instructions to the operators, 

inspectors, and technical personnel; even though 1, as the technical w riter, 

was creating the documents, the attitude within the division about the 

documentation was that it was provided by the medical management team sii 
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that the operators and inspectors would know how to perform their jobs. 

Interestingly, two of the three members of the medical management team 

had never performed any of the tasks that were outlined in the 

documentation, yet because of corporate tradition, they were considered the 

experts in how to produce the medical products. 

The frustration of the operators and inspectors with the 

communication within this division stemmed directly from the fact that they 

felt that their input should be considered in the documentation because they 

were the most experienced in the work that was being documented. It was 

not until the development of the intranet that their input was solicited. This 

top-down communication within the medical molding team directK reflects 

the corporate culture, which is extremely hierarchical, and it contributed 

directly to the conflicts and power struggles that plagued the medical molding 

division throughout the project. 

Information Type 

When the documentation for medical molding was originally created, 

it was all new information. This product was new, and many of the processes 

involved in assembling it were new as well. In addition, this was the onK 

division at PMI that fell under FDA regulations and the company had never 

undergone ISO/QS accreditation procedures before. Thus, the information 

presented as ethos appeals, to the FDA and ISO/QS especially, was new 

information at least initially, although after using the documentation 

throughout production, the information was no longer new. Ĉ f the "̂ 74 

written ethos appeals, 372 of those were presentations of new inlormatuMi 

relating to FDA and ISO/QS regulations. 

^5 



The remaining two written ethos appeals were the two appeals made to 

corporate tradition. These appeals were the design of the documents 

themselves and of the documentation system. These two appeals w ere 

repeated information because they were modeled after current 

documentation throughout the organization. The goal was to integrate the 

medical molding documentation into the traditional organizational 

documentation system. These two ethos appeals outweighed the desire for 

simpler and more usable documentation; that is, medical management was 

unwilling to change the documentation system from the traditional corporate 

model even though the model did not work well for the division. 

Ethos Appeals in Written Communication 

The relatively small number of ethos appeals in w ritten 

communication in the medical molding division shows that the 

documentation itself actually fell outside of the power struggle w ithin the 

division, primarily because the documentation was a formality that was 

required by the organization, the FDA, and the ISO/QS accreditors. Tor the 

most part, the operators and inspectors only minimally used the 

documentation in performing their jobs, and the technical personnel ne\ er 

used the official documentation, preferring instead to use their own notes. It 

was only at the point when the documentation went online and the intranet 

was in development that the documentation system became an issue in the 

power struggle, with each team member struggling to shape the intranet 

according to his or her preferences. Even then, however, the documents 

themselves were not the issue as much as the desire for input into the desi};n 

and use of the intranet itself. Throughout the project, the documents were 
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simply pieces of paper that had to be kept on file and updated in order to 

satisfy the FDA and ISO/QS accreditors. 

Electronic Communication 

Electronic communication was not used extensively in the medical 

molding division at PMI; in fact, only the members of the medical 

management team had access to email communication. Because of its 

limited use, there was only one instance of an ethos appeal being used in 

electronic communication. This appeal was in a message from Hudson to 

Billings and Hoagland and was an appeal to the corporate tradition, 

particularly traditional corporate hierarchy. The purpose of the message was 

to remind Billings and Hoagland of the upcoming production deadline and to 

verify that each knew his tasks in order to meet that deadline. Hudson's 

appeal was to his position as project manager, and it was presented as a top-

down comment. 

This particular ethos appeal resulted in further oral communication. 

Once both Billings and Hoagland had received the email message, they each 

went to talk with Hudson about the schedule that he had outlined, 

contradicting his schedule in several places. It is interesting that neither 

Billings nor Hoagland responded back to Hudson in electronic format but 

rather went to speak face-to-face with him in response. When 1 asked 

Hoagland about that, he said that he preferred to respond face-to face because 

he could be sure that Hudson would hear his reactions to the schedule and 

because they could negotiate any changes that needed to be made more easiK 

face-to-face. 
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The information presented along with the ethos appeal was new-

information to the medical management team. In the day's meeting, Hudson 

had told the division to expect to see a complete schedule of production 

leading up to the first deadline by the end of the day; Billings and Hoagland 

were expecting to see a schedule, but the schedule itself was new information. 

This probably accounts for Hudson's use of an ethos appeal in presenting this 

information; he was attempting to show his authority over the group in 

presenting his schedule in this way. He did not ask for feedback from the 

other members of the medical management team; he simply expected them 

to verify that they had received the schedule and then make sure that the 

operators, inspectors, and technical personnel adhered to it. 

Hoagland's response to the message addressed production concerns, 

specifically that the schedule did not leave enough time at the end of the 

production cycle to let the adhesive dry sufficiently prior to packaging the 

products. Billings' response, on the other hand, had nothing to do w ith the 

schedule itself but instead addressed the need for the three members of the 

medical management team to develop the schedule together; he responded 

directly to Hudson's claim that he had control over the group. 

Ethos Appeals as Power Plays 

Billings' response to Hudson's electronic ethos appeal was similar to 

the responses of team members throughout the project; the struggle tor 

control of the group played out in ethos appeals, but the onK ethos apf^eals 

that truly improved the production and working of the medical molding 

division were those appeals to forces outside of the division—the TD \, 

ISO/QS, and the customer. The frustration of the members of the team 
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concerning the communication structures of the division were reflected in 

their responses to ethos appeals. And the fact that this power struggle 

escalated with every progressing moment of the project accounts for the fact 

that the majority of the appeals used in communication within the medical 

molding division were ethos appeals. These appeals pervaded the oral, 

written, and electronic communication in the medical molding division and 

assured that the medical molding division's team dynamics would ne\ er 

stabilize and would continue in flux throughout the project. 
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CHAPTER IV 

LOGOS APPEALS 

Logos is the element of rhetoric that Aristotle places the most 

persuasive force behind; he argues that clear, well-structured logical 

arguments are more persuasive than ethos and pathos appeals, although the 

combination of the three appeals is necessary for both the communicator and 

the message to be persuasive. The goal of logos appeals, then, "is not to 

deduce consequences from given premises; it is rather to elicit or increase the 

adherence of the members of an audience to theses that are presented for 

their consent" (Perelman, 1982, p. 9); the ultimate goal of logos appeals is 

persuasion, not finding truth. "In rhetoric the speaker or w riter deals with 

probabilities—what could have or can happen based on what happens for the 

most part in such situations—not on certainties" (Kennedy, 1991, p. 310). 

Logos appeals are not centered around truth but rather on w hat is probable 

based on what has happened previously in similar situations; they are meant 

to persuade readers or listeners to accept a position based on the logical 

probability of the outcome the communicator presents. 

Logos appeals were the second most commonly used t\ pe of appeal 

overall in the medical molding division of PMI and the most commonK 

used appeal in written communication. These logos appeals often centered 

around the same content areas as the ethos appeals, but these appeals lell 

outside of the internal power struggle boiling in the division. Logos apfieals 

served simply to further action, to accomplish tasks, and to meet deadlines. 

These appeals were very straightforward and to the point and seldom resniled 
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in any group conflicts; they were, as Aristotle argued, the most persuasive 

appeals used by the members of this division. 

Following is a breakdown of the number of logos appeals made in each 

communication form (Table 32). 

Table 32: Number of logos appeals in each communication form. 

Communication Form 

Oral 

Writ ten 

Electronic 

Number of Logos Appeals 

1414 

239 

14 

Logos appeals were the second most common appeals made in oral 

communication, and these appeals were exclusively tied to meeting deadlines 

and achieving production and certification goals. Because of the dynamic 

nature of the group itself and of their deadlines, most logos appeals w ere 

made top-down from medical management to the other team members. > et, 

despite all of the internal conflicts among the group members, logos appeals 

always resulted in action, with the operators, inspectors, and technical 

personnel increasing their activity and medical and corporate management 

increasing their oral and electronic communication. Thus, logos appeals 

produced the most positive effects, even though they were not the most 

commonly used appeal in oral communication; the divisional culture and 

productivity would have been dramatically different had the team members 

relied more heavily on logos appeals than on ethos appeals. 

Logos appeals were the most common appeal used in w ritten 

communication. These appeals were designed to encourage team members lo 
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act because written communication primarily consisted of instructional 

materials for the operators, inspectors, and technical personnel, and they w ere 

extremely effective. Written logos appeals always resulted in action because 

they led the members of the division to perform their particular functions 

within the group, although in some instances this performance of assigned 

tasks was probably performed as a result of a sense of duty or obligation rather 

than as a direct result of the logos appeals in the instructional materials. 

Electronic communication was not used extensively in the medical 

molding division, but when logos appeals were used in electronic 

communication, their goal was to facilitate decision-making among the 

members of the medical management team and sometimes corporate 

management and the technical writer. Electronic communication within the 

division was not dialectic; instead it was a transfer of specific information, 

with the only resulting further electronic communication being 

acknowledgment of the received information. The division relied on oral 

communication for actually making decisions. 

This chapter focuses on the logos appeals used in oral, w ritten, and 

electronic communication, particularly in terms of the intentions of those 

appeals to promote action in meeting deadlines and goals. The same iour 

major events—the first production deadline, the ISO/QS accreditation audit, 

the decision to develop the intranet, and the implementation of the 

intranet—are significant in relation to the use of logos appeals; for these lour 

major events to come to a successful conclusion, the team would ha\ e to act 

together in unity, and logos appeals always resulted in increased activity 

where ethos and pathos appeals did not. The first twci events -the lirst 

production deadline and the ISO/QS audit—involved all members oi Ihe 
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medical molding division, and logos appeals were used to ensure that all 

team members knew what they would have to do to achieve these two goals. 

The medical management team did not consider, however, that the final tw o 

events, which involved the intranet, concerned the entire team; instead, the 

medical management team intentionally excluded the operators and 

inspectors from participating in the decision-making process, and the logos 

appeals used in conjunction with these two final events were passed among 

medical management, corporate management, and the technical writer. 

While these logos appeals still resulted in action by the people in\ olved, the 

fact that the other team members had been excluded fueled the fire in the 

internal power struggle, which resulted in a decrease in the use of logos 

appeals and a return to the reliance on ethos appeals, which contributed to 

the failure of the operators and inspectors to accept the intranet. 

Oral Communication 

Logos appeals were the second most common appeal made in oral 

communication, following closely behind ethos appeals. This section will 

discuss the logos appeals used in oral communication according to their 

frequency in conjunction with the content of the team discussions, the results 

of those appeals, who performed the results, the direction of the appeal, and 

the type of information presented. Within each coding division, the 

discussion will move from most frequent to least frequent. 

Content 

Logos appeals in oral communication were exclusively tied to meetinj; 

deadlines and achieving goals; thus, these appeals fcKused on production 
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scheduling, FDA, ISO/QS, and technical issues. Where ethos appeals also 

centered around the customer and corporate tradition, logos appeals did not. 

Even when ethos appeals were used to encourage team members to meet a 

customer deadline by appealing to the importance of satisfying the customer, 

the discussions about how to actually go about meeting those deadlines were 

generally made with logos appeals, with team members working backward 

from the deadline to set periodic goals and daily activities. Following is a 

breakdown of the frequency of logos appeals in each of the content areas 

(Table 33). 

Table 33: Frequency of logos appeals by content code. 

Content Code 

PS (Production Scheduling) 

FDA 

ISO 

TI (Technical Issues) 

CST (Customer) 

TRD (Corporate Tradition) 

Frequency 

749 

85 

325 

255 

0 

0 

As with ethos appeals in oral communication, production scheduling was the 

most common content area discussed using logos appeals. One obvious 

reason for this high number is that one of the main purposes of the divisicMi 

meeting was to discuss daily activities and scheduling to meet production 

deadlines. 

The 749 comments (53'VO that fell into this categor\ were c(Mnmenls 

aimed at presenting a plan for achieving production deadlines. In order to 
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meet a production deadline, the team would sit down and determine what 

elements of the product had already been made and what elements would 

have to be molded and assembled. Then, they worked backwards on a 

calendar from the due date, setting intermediate production goals according 

to the list of elements that would have to be produced in order to meet the 

deadline. For example, in one meeting during this production scheduling, 

the team determined that they would have to perform four major assemblies 

and the final testing in order to meet a production deadline. While setting 

the schedule, Hoagland suggested leaving some leeway at the end of the 

production cycle to allow for unforeseen problems that might arise in earlier 

stages. This example is typical of the types of logos appeals made in oral 

communication. 

The second most common topic discussed using logos appeals was 

ISO/QS (325 instances—23%), with a dramatic increase in the frequenc\ of 

this topic occurring within three weeks of the official ISO/QS audit. The 

logos appeals related to ISO/QS most often (97% of the instances) were 

connected to an ethos appeal to the importance of achieving ISO/QS 

certification. For example, in one meeting, Hudson reported that because the 

ISO/QS audit was only one week away and because it was important that the 

medical molding division perform well, it would be best for the division to be 

working on assemblies rather than molding at the time of the audit; his 

statement begins with an ethos appeal to the importance of the upcoming 

audit to the division, and then he adds the logos appeal, referring to the fact 

that because some of the molding processes were problematic, the auditors 

would have less opportunity to find faults if the operators and inspectors 

were working with assemblies instead. This combination of ethos and loj;t>s 
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appeals in conjunction with ISO/QS issues was ven' common because the 

ethos appeal was intended to further motivate the team to action; the logos 

appeal, as in this example, was the actual call to action, and the ethos appeal 

served as the reason for that action. 

Other logos appeals used in conjunction with ISO/QS were connected 

to discussions about the paperwork related to the processes that operators and 

inspectors would be performing at the time of the audit. These comments 

consisted of listing all of the relevant documentation and verifying that each 

team member was famiUar with the materials and could locate them easily if 

asked; they also included discussions about the processes themselves that 

served as verification that all operators and inspectors were performing tasks 

in the same way. These logos appeals were also tied to ethos appeals to the 

importance of the upcoming audit. 

The third most common topic connected with logos appeals was 

technical issues (255 instances—18%). Discussions of technical issues most 

often focused on the availability of material and equipment and the 

prioritizing of maintenance and set up procedures. For example, in preparing 

for the week's production, one of the technical personnel mentioned that 

another division in the organization had reserved the pad printing 

equipment for the last three days of the week, suggesting, then, that the 

medical molding division rearrange its schedule to perform pad printing 

early in the week when the equipment was available. The goal of this t\'pe ol 

comment was simply to meet the production deadline b\ keeping all team 

members informed about the equipment's availability. 

The final content area in which logos appeals were used was the TD A 

(85 instances—6%). This area was the smallest because the TPA was not a 
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common topic of conversation using any type of appeal; because the division 

had already achieved FDA certification prior to my joining the team, the FDA 

was only mentioned in discussions in terms of how it connected with the 

ISO/QS regulations that the division was trying to conform to. These 

comments included discussions of how to incorporate references within 

instructional documentation to both FDA guidelines and ISO/QS materials 

without overwhelming the reader with information. Just as w ith the content 

related to ISO/QS, logos appeals made in conjunction with the FDA were 

always accompanied by ethos appeals to the value of having FDA certification 

or the distinguishing nature of being the only division in the entire 

organization to have that certification. For example, in one meeting Billings 

commented that because the division had achieved FDA certification, their 

documentation still had to conform to FDA standards, as well as standards for 

ISO/QS. The logos appeal was simply that the division could not afford to 

risk its FDA certification just to avoid having to revise every document to 

include the information required by both standardizing agencies. 

Regardless of the content, logos appeals related to content issues that 

dealt with meeting production deadlines and divisional goals. When these 

appeals were made in conjunction with meeting the standards of outside 

accrediting agencies—FDA and ISO/QS—they were almost always 

accompanied by an ethos appeal to those agencies. These logos appeals were 

not made as part of the power struggle within the division; these appeals 

were made purely to prepare a schedule and to meet deadlines .^nd goals. 

Even when the team members had argued about all other issues m a meetinj;, 

each team member could put that frustration aside when discussing 

scheduling issues logically and rationalK. 
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Results 

Because the goal of logos appeals in oral discussions w as to set 

production schedules and to urge team members to action, the most common 

result of logos appeals in oral communication was increased action. 

Following is a table of the frequency of actions resulting from the use of logos 

appeals (Table 34). 

Table 34: Frequency of results from the use of logos appeals. 

Result 

RIA (Increased Action) 

RDA (Decreased Action) 

ROC (Oral Communication) 

RWC (Written Communication) 

REC (Electronic Communication) 

Frequency 

1103 

0 

131 

156 

24 

As with the ethos appeals, the increased action that resulted from the use of 

logos appeals in oral communication was performed only by the operators, 

inspectors, and technical personnel; members of the medical management 

team did not perform any of these actions. This is, of course, directly 

connected to the fact that the role of the operators, inspectors, and technical 

personnel in the division was to perform these tasks, while the members of 

medical management had other responsibilities. See Table 35. 
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Table 35: Frequency of increased action according to the group performing the 
action. 

Actors 

OP (Operators) 

QI (Inspectors) 

TP (Technical Personnel) 

Frequency 

353 

563 

187 

The highest frequency of increased action following logos appeals in oral 

communication came from the inspectors (563 instances—51%). Because the 

inspectors generally performed two tasks—monitoring and inspecting—for 

each molding or assembly performed by the operators, it stands to reason that 

the inspectors would have the highest frequency of increased action. And 

following that train of thought, it also stands to reason that the operators 

would have the second highest frequency of increased activity following logos 

appeals (353 instances—32%) because they are the ones performing the 

molding and assembly processes. The technical personnel had the lowest 

frequency of increased activity (187 instances—17%) only because their 

expertise was not needed for every process performed; many times the 

equipment was set up one day and used on that set up for weeks at a time, so 

the technical personnel would not have any tasks to perform unless there 

was an equipment failure or a need to change material or colorant. 

The goal of logos appeals in oral communication w ithin the medical 

molding division was to prompt team members to action in order to meet 

production deadlines and the goal of achieving ISO/QS certitication. 

Interestingly, this was also the goal of many of the ethos appeals used in oral 

communication; however, the ethos appeals eventually had the opposite 
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effect, resulting in decreased action, where the logos appeals always resulted 

in increased activity by the operators, inspectors, and technical personnel. 

There is not a single incident of a logos appeal, in any content area, resulting 

in decreased activity by any team member. 

The second most common response to logos appeals was written 

communication (156 instances—11%), and as with this result from ethos 

appeals, the technical writer was the only one involved in performing this 

action. The comments made that resulted in written communication were 

generally connected with ISO/QS; that is, in discussions about the upcoming 

ISO/QS audit, logos appeals that resulted in written communication were 

generally appeals to the need to have complete and accurate documentation 

for absolutely every process and procedure performed by the group. Thus, as 

team members thought of processes and procedures that had not yet been 

documented, the logos appeal of the need for that documentation resulted in 

my preparing acceptable documentation. 

Resulting written communication increased significantly as the 

ISO/QS audit approached; earlier in the project written communication as a 

response to logos appeals in oral communication occurred only 19 times 

(12%), with this writing generally being revisions of current documentation 

in an effort to have the documentation better reflect the best processes and 

procedures for performing tasks. The remainder of the logos appeals that 

resulted in written communication (137 instances—88%) occurred during the 

three week period just prior to the ISO/QS audit, and the writing occurring 

during this time period was generally the creation of new documentation, 

with only minimal revision of current documentation. After the ISc^/QS 

audit, no changes were made to the written documentation until the 
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development of the intranet, which did not directly affect the hardcopy, 

controlled documentation that operators, inspectors, and technical personnel 

were using for their daily tasks until the end of the project. The logos appeals 

which led to written communication were also calls for increased activit\, 

just as the appeals that resulted in the increased activity of the operators, 

inspectors, and technical personnel; written communication was the activity 

that I was expected to perform within the division. 

The fourth most common result of logos appeals used in oral 

communication was further oral communication (131 instances—9%), and 

again, as with the ethos appeals, the medical management team and corporate 

management were the only people involved in oral communication. Logos 

appeals in oral communication that resulted in further discussions w ere 

generally related to production scheduling issues, where medical 

management team members would determine that more information was 

needed before scheduling could occur, with one team member getting more 

information and then reporting back to the group so that a decision could be 

made. These logos appeals were also tied closely with ethos appeals, generalK 

with team members using ethos appeals to avoid being the person who 

would have to gather the necessary information; for this reason, in ^̂S , of 

these cases, Jason Hoagland was the team member who ended up gathering 

the necessary information because Hudson and Billings were struggling for 

control over the group. Hoagland once said that it was simply easier to take 

the time to find the information himself rather than to wait for the other twi^ 

team members to determine who would have to do it. Thus, in these cases, 

the clash of ethos appeals was even stronger than the pull of the loj;os appeals 

and the need to get the information in order to make a decision. 
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Nine percent (12 instances) of further oral communication resulting 

from the use of logos appeals involved members of corporate management, 

specifically Jack Edwards and Don Selby. In 10 of these 12 cases (83%), the 

topic under discussion was the ISO/QS audit, where the members of the 

medical management team were seeking clarification or further information 

about ISO/QS expectations from Edwards and Selby. These discussions often 

centered around documentation issues; although I, as the technical w riter, 

was not included in these discussions, the decisions made in these meetings 

became the logos and ethos appeals that eventually resulted in written 

communication. 

The remaining two instances (17%) involved discussions with Jack 

Edwards about rescheduling production in other divisions to accommodate 

medical molding equipment needs in order to meet a specific deadline. In 

these instances, the medical management team needed to use equipment that 

other divisions were scheduled to use in order to meet an unexpected 

deadline; in order to rearrange the schedule, Hudson had to discuss the 

problem with Edwards and get his permission to change the schedule by 

proving that the medical molding division could not wait for the other 

divisions to finish using the equipment. Because of the importance of 

satisfying customer requests, Hudson never had difficulty convincing 

Edwards that the change was absolutely necessary, as the products produced b\ 

the other divisions involved were in constant production and well stocked 

for shipment. 

The final result of logos appeals in oral communication was electronic 

communication (24 instances—2%). As with the oral communication, onK 

medical management and corporate management were in\'ol\ed in 
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electronic communication, primarily because these were the only team 

members with email access. This resulting electronic communication was 

similar to the resulting oral communication, clarifying issues so that 

decisions could be made. By far, members of the medical management team 

were most heavily involved in electronic communication, with 18 instances 

or 75%; these email messages were all reports on information gathered. 

Hoagland initiated 17 of the 18 messages (95%), providing information that 

he had been assigned to gather for decision making. The fact that Hoagland 

initiated most of these messages is directly related to the fact that he was most 

often the team member sent to find more information; he used email to 

communicate the information back to Hudson and Billings often from other 

parts of the plant because he could log into his email account and send the 

rest of the team the information without having to write it dow n on a piece 

of paper or remember it for long. In all of these instances, however, once 

Hudson and Billings received the email messages, they printed out the 

information and relied on hardcopy for discussion. The remaining message 

(5%) was a message from Hudson to Hoagland informing him that he should 

send over an operator and inspector to begin working on the pad printing 

machine in another part of the plant. The message followed a discussion 

with Edwards about rescheduhng the equipment. Hudson used email to send 

the message because Hoagland's phone line had been busy. 

The electronic communication with corporate management was also a 

passing of information, with the medical management team updating SeUn 

on their efforts in preparing for the ISO/QS audit. All six of these messages 

(25%) were sent to Selby by Billings who was responsible to Selby lor biweekly 

updates on ISO/QS preparation. These reports included information about 
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current production scheduling and what activities would be occurring during 

the audit, as well as updates on documentation and operator, inspector, and 

technical personnel training programs. Billings used email to send these 

reports because Selby requested that they be sent in that format so that he 

would not be overwhelmed with stacks of paper. 

The results of logos appeals in oral communication in the medical 

molding division of PMI was primarily action, with all team members 

actively pursuing their specific functions within the division. For the 

operators, inspectors, and technical personnel, pursuing their function meant 

increased activity. My task was written communication, and the medical 

management team actively used oral and electronic communication for 

decision making and scheduling. Overall, the results of these logos appeals 

were positive, with tasks being performed and completed as a direct result. 

Direction 

The majority of the logos appeals were top-down appeals, w ith 

members of the medical management team telling the operators, inspectors, 

technical personnel, and the technical writer what tasks to perform in order 

to meet production deadlines and prepare for the ISO/QS audit. The other 

logos appeals were used among peers during decision making meetings. See 

Table 36. 
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Table 36: Frequency of direction of lo; 

Direction Code 

TD (Top-Down) 

BU (Bottom-Up) 

AP (Across Peers) 

50s appeals in oral communication. 

Frequency 

976 

42 

396 

The high rate of top-down logos appeals relates directly to the fact that these 

appeals were made in order to inform medical molding team members of the 

tasks that would be required of them in order to meet specific deadlines; the 

medical management team made the decisions about the production 

scheduling, and then informed the rest of the team what should be done. 

Thus, the information was commonly passed top-down. However, unlike 

with the ethos appeals, the team members were more willing to increase their 

activity with these top-down appeals; this may be because logos appeals 

generally led team members to perform the jobs for which the\ had been 

trained. There were no undertones of control in these logos appeals; team 

members understood the deadline and the need to meet each day's tasks in 

order to achieve those deadlines. 

A second type of top-down appeal was information from corporate 

management to the medical management team. For instance, in preparing 

for the ISO/QS audit, Don Selby presented the medical management team 

with a schedule for training operators, inspectors, and technical personnel in 

how to respond to auditors' questions. This schedule was presented as a logos 

appeal simply stating that in order to be ready for the audit, the division 

should follow the schedule; they did. 
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The remaining appeals moved laterally, but these appeals only 

involved the medical management team. These lateral appeals were 

discussions, either oral or electronic, in which the members of the medical 

management team made decisions about production scheduling. During 

these discussions, when the members could put aside ethos appeals, the 

meetings were productive and many decisions were made in short periods of 

time; when the discussions strayed from logos appeals into ethos appeals, the 

meetings fell apart and few, if any, decisions were made. 

It is interesting to note that none of the logos appeals that moved from 

bottom-up were appeals within the medical molding division. These bottom-

up appeals were directed to corporate management from the medical 

management team and related to the need to shuffle equipment scheduling 

in order to accommodate medical molding needs. The operators, inspectors, 

and technical personnel were not involved in making logos appeals; their 

primary role, in terms of logos appeals, was in acting on those appeals. 

Information Type 

The information presented using logos appeals was primarily new 

information (1329 instances—94%). Deadlines changed frequently, and each 

change directly affected the production scheduling. Therefore, each da\ w hen 

members were assigned tasks using logos appeals, the information had the 

potential to be different from what had been outlined at the beginning of the 

week in order to work around equipment that was in use by another di\ ision, 

equipment problems, materials shortages, or even personnel shortages. 

When this information was repeated information {^5 instances h'",,), 

it generally meant that no major changes had occurred in either a deadline or 
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equipment and personnel availability. This repeated information was the 

assigning of tasks to team members, but those tasks were those that had 

previously been discussed. 

The dynamic nature of the group and their production deadlines 

meant that most information presented using logos appeals w as new-

information presented top-down from medical management to other team 

members. But regardless of whether the information was new or repeated, 

logos appeals always resulted in some type of action. Operators, inspectors, 

and technical personnel responded to logos appeals with increased acti\ it\; 1 

responded to logos appeals with written communication, and the medical 

management team and corporate management responded to logos appeals 

with oral and electronic communication. Logos appeals w ere not the most 

commonly used appeals overall, but they produced the most positive effects 

on the members of the medical molding division in terms of productive 

output; when logos appeals were used, team members responded w ith action. 

When ethos appeals were used, however, team members often failed, or even 

refused, to act, and yet, ethos appeals were the most commonly used appeals. 

The dynamics and power struggle within the medical molding division 

would have been dramatically different if the team members had relied on 

logos appeals rather than ethos appeals, particularly in oral communication. 

Written Communication 

The written communication in the medical molding division was 

primarily instructional materials for the operators, inspectors, and technical 

personnel, designed to make sure, according to ISO/QS and TDA guidelines, 

that each individual team member performed each task in exaclK tlu' same 
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way. As the technical writer, I created all of these documents, and the most 

common appeal used in this documentation was logos. As discussed in 

chapter 3, ethos appeals were made to FDA and ISO/QS by referencing other 

documentation and to corporate tradition in terms of the overall desic^n of 

the documents and the documentation system, but the individual 

instructional documents themselves relied on logos appeals in presenting the 

information to the readers. Table 37 is a breakdown of the frequency of 

content presented using the 239 logos appeals in written communication: 

Table 37: Frequency of content discussed using logos appeals. 

Content Code 

PS (Production Scheduling) 

FDA 

ISO 

TI (Technical Issues) 

CST (Customer) 

TRD (Corporate Tradition) 

Frequency 

0 

24 

0 

215 

0 

0 

The table shows that the written documentation was \ery focused and did not 

cover a wide variety of topics; the fact that these are instructional documents 

for team members accounts for this narrowness. 

The most common content area for written communication in the 

division was technical issues (215 instances—90%); this categor\' enccunpassed 

equipment set up, molding procedures, assembly procedures, and monitoring 

and inspection procedures. These procedures were presented as step In step 

instructions for using tools and parts to mold and assemble medical products, 
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the category technical issues covers all physical aspects of production in the 

medical molding division, which explains its dominance in terms of logos 

appeals in written communication. The instructional nature of these 

documents also explains the dominance of logos appeals over both ethos and 

pathos appeals in written communication. 

The only other content area addressed with logos appeals in written 

communication was FDA guidelines (24 instances—10%). These appeals 

were part of the step-by-step instructions and involved discussions of 

handling and testing parts according to FDA guidelines. For example, several 

documents contained the following logos appeal: "FDA guidelines require all 

personnel in the medical molding clean room to wear lab coats and hair nets 

at all times. Gloves must be worn when handling parts." This appeal, like 

the logos appeals made in oral communication, was designed to encourage 

team members to adhere to the clean room policies, and the appeal is very 

straightforward—wear these garments because the FDA says we must. 

Results 

As with the logos appeals in oral communication, the logos appeals in 

written communication also resulted in activity, with the operators, 

inspectors, and technical personnel increasing their activity, and the 

inspectors producing written communication. Table 38 is a breakdow n of the 

frequency of each of the results from logos appeals in w ritten 

communication. 

11<̂  



Table 38: Frequency of results stemming from logos appeals in written 
communication. 

Result 

RIA (Increased Activity) 

RDA (Decreased Activity) 

ROC (Oral Communication) 

RWC (Written Communication) 

REC (Electronic Communication) 

Frequency 

181 

0 

0 

58 

0 

The interesting thing to note here is that neither the technical writer nor the 

medical management team were involved in any of these results; the 

operators, inspectors, and technical personnel were the onK actors because 

they were the sole users of the documentation. Once I created the 

documentation, my responsibiUty, as the technical writer, was to make sure 

that the operators, inspectors, and technical personnel received the most 

current version of the documentation that accompanied the tasks the\ were 

performing each day. I did not use the documentation myself, and the 

members of the medical management team did not use the documentation; 

the audience for the documentation was the operators, inspectors, and 

technical personnel. 

Thus the increased activity stemming from the use of logos appeals in 

this written communication involved only those three groups (Table VM 

20 



Table 39: Frequency of each group's increased activit)' based on logos appeals 
in written communication. 

Actor 

OP (Operators) 

QI (Inspectors) 

TP (Technical Personnel) 

Frequency 

98 

52 

31 

Increased activity means performing the actual physical tasks involved in 

setting up for, producing, and inspecting medical products. Thus, the 

operators, who performed the most physical tasks, had the highest frequency 

of increased action in response to logos appeals in written communication (̂X"̂  

instances—54%). 

The inspectors also had a large number of responsibilities in the 

production process, but only 52 of those tasks (47% of their total tasks) 

involved physically monitoring and inspecting the parts and assemblies; the 

remainder of their tasks involved completing paperwork, which accounts for 

the 58 instances of written communication stemming from logos appeals. 

The written communication that the inspectors completed w as reports on 

their monitoring and inspection processes and their findings. Whether the 

inspectors were performing the actual testing or completing their reports, 

their responses to the logos appeals of the written communication was action, 

following the instructions in the documentation and completing their tasks. 

The technical personnel also responded to the logos appeals in the 

written communication by increased action (31 instances—K ' ) . Ihis 

number may seem small, but it is important to note that the technical 

personnel played a much smaller role in the medical molding division than 
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did the operators and inspectors. The technical personnel's responsibilities 

were much more limited, and they were not expected to perform as many 

tasks. Thus, although the number seems small, these 31 instances account for 

100% of the tasks that the technical personnel were expected to perform. In 

other words, when a logos appeal was used in w ritten communication, the 

technical personnel always responded by performing the action called for. 

One interesting thing to note here, however, is that as the project 

progressed and the operators, inspectors, and technical personnel were more 

familiar with the processes and procedures, the team members began to rely 

on their memories of documentation rather than the documents themselves. 

Thus, what may seem to be increased activity stemming from logos appeals in 

the written communication may actually be increased activit\ stemming 

from logos appeals, or perhaps even other appeals, presented to the operators, 

inspectors, and technical personnel orally. 

Direction 

All 239 of the logos appeals in written communication were presented 

as top-down, primarily because instructional documents assumed the 

position of authority providing information to the novice. Tven though I 

created the documents, the operators, inspectors, and technical personnel saw 

the documentation as instructions from the medical management team. 1 he 

top-down nature of these documents was problematic in terms ol ethos 

appeals because the operators, inspectors, and technical personnel did not 

always believe that medical management knew more about the processes 

than they did, so they often balked at ethos appeals connected with these 

documents. In terms of logos appeals within the documents themselves, 
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however, the operators, inspectors, and technical personnel followed the 

instructions provided because it was their responsibiliU to do so, particular!) 

when preparing for the ISO/QS audit. Later in the project, however, as they 

became more familiar with the processes and found ways to simplify the 

production processes, the operators, inspectors, and technical personnel 

stopped relying on the instructions for completing tasks and performed them 

as they saw fit. At this point, the written communication itself was still a top-

down presentation of instructional information, but the activit\ of the 

medical molding team was not necessarily connected to those top-dow n logos 

appeals. 

Information Type 

The 239 logos appeals in the written communication was coded as new 

information based on the assumption that the purpose of the documents was 

to explain in detail an unfamiliar process. This assumption focuses on the 

original intention of the documents rather than the actual use of the 

documents throughout the project. Thus, because the information in the 

instructional documents was originally new information for the operators, 

inspectors, and technical personnel, the logos appeals were coded as new 

information. In coding the data this way, however, 1 do not wish [o ignore 

the fact that these documents, after they were used once or twice, w ere no 

longer presentations of new information but rather regurgitations c4 

information that the users were already aware of. At that point in the project, 

however, the documents were actually no longer used by the operators, 

inspectors, and technical personnel, who kept the documentation at Iheir 
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workstations, as required by the FDA and ISO/QS guidelines, but did not read 

and follow the instructions themselves. 

Logos appeals in written communication in the medical molding 

division of PMI were the second most common overall appeal and the most 

common appeal used in writing. These appeals were calls for team members 

to act, whether that action involved physically producing parts or creating 

documentation, and they were extremely effective in doing just that. In no 

instances was decreased activity a result of the use of a logos appeal in writing. 

These appeals simply led the members of the medical molding division to 

perform their functions within the group. The increased activity cannot 

always be attributed to the logos appeals in the written documentation, 

however, because later in the project, team members performed these tasks 

without using the documentation; thus, their responses might have 

stemmed from other appeals or simply from a sense of duty to complete a 

task. 

Electronic Communication 

The use of logos appeals in electronic communication followed the 

same pattern of logos appeals in both oral and w ritten communication. 1 he 

goal of these appeals in electronic communication was to provide 

information for decision-making and action. The operators, inspectors, and 

technical personnel were not involved in electronic communication because 

they did not have email access; electronic communication traveled within the 

medical management team and to and from corporate management, (^ne 

significant change in the use of electronic communication was the inclusion 

of the technical writer in several discussions relating to documentatuMi .\nd 
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the upcoming ISO/QS audit. Following is table showing the frequenc)' of 

content codes connected with logos appeals in electronic communication 

(Table 40). 

Table 40: Frequency of content discussed using logos appeals in electronic 
communication. 

Content Code 

PS (Production Scheduling) 

FDA 

ISO 

TI (Technical Issues) 

CST (Customer) 

TRD (Corporate Tradition) 

Frequency 

0 

1 

13 

0 

0 

0 

The only two content areas discussed using logos appeals in electronic 

communication were FDA and ISO/QS, with the most prominent being 

ISO/QS, especially in the weeks just prior to the audit. 

The 13 logos appeals (91%) connected with ISO/QS in electronic 

communication were all part of discussions about the upcoming ISO/QS 

audit. The messages were requests for clarification about procedures and 

reports on the progress of the division in preparing for the audit. The other 

logos appeal used in electronic communication was connected with the TDA 

and was a request from Hudson to Hoagland to find a set of documentation 

provided by the FDA so that the medical management team could verify the 

FDA policies on changing the materials used in a medical product. 
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Results 

All 14 of these logos appeals resulted in activity on the part of the 

members of the medical management team, the technical writer, and 

corporate management; this increased activity took the form of further oral, 

written, and electronic communication. See Table 41. 

Table 41: Frequency of results stemming from logos appeals in electronic 
communication. 

Result 

RIA (Increased Activity) 

RDA (Decreased Activity) 

ROC (Oral Communication) 

RWC (Written Communication) 

REC (Electronic Communication) 

Frequency 

0 

0 

1 

3 

10 

Unlike the activity resulting from logos appeals in written communication, 

the results of logos appeals in electronic communication were further 

communication rather than physical activity. One major reason for this 

distinction is that electronic communication was used only within the 

management level, and these team members were not the ones whose team 

position required them to perform physical activity. 

The one instance of oral communication following from a logos appeal 

in electronic communication involved a message sent from Hoagland to 

Hudson and Billings providing a list of the production deadlines he had 

received from the customer. After receiving the message, Billin};s went to 

Hoagland's cubicle to ask for clarification about one of the dates. 
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The three instances of resulting written communication are unusual 

because these three messages account for the first times that the technical 

writer was included with the medical management team in the decision

making process. In each of these instances, the discussions revolved around 

the documentation that would be required for the upcoming ISO/QS audit, 

with medical management team members brainstorming for all possible 

areas that needed to be covered. The result of these three messages w as three 

new documents, designed to fill in gaps that these discussions discovered. 

Later, these discussions moved out of the electronic forum and into the oral 

communication of the group; this shift from electronic to oral also led to a 

shift from logos appeals to ethos appeals. When this shift occurred, the 

discussions became a competition rather than a brainstorming session, and 

the ideas coming out of the discussions resulted less often in the creation or 

revision of documents. 

By far, the largest number of logos appeals in electronic 

communication (10 instances—73%) resulted in further electronic 

communication. Most of these electronic discussions (8 instances—80',) 

occurred among the medical management team members (sometimes 

including the technical writer). These discussions centered around 

production scheduling and ISO/QS preparation. Although the use of 

electronic communication picked up in the weeks prior to the ISO/QS audit, 

the electronic discussions were short-lived. Of the ten logos appeals that 

resulted in further electronic communication, none continued past that 

initial response; that is, an initial message would be sent, and it someone 

responded to that message, that response would be the end ol the discussion. 
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Often these electronic responses were merely acknowledgments of receipt of 

the information rather than actual discussions. 

The two instances of further electronic communication between the 

medical management team and corporate management followed a similar 

pattern. The original messages came to the medical management team from 

corporate management as directives for training operators, inspectors, and 

technical personnel in responding to the questions of the ISO/QS auditors. 

The electronic responses to those messages were Hudson's acknowledging his 

receipt of the information. Thus, where I had hoped that the medical 

molding division would start using electronic communication more readily 

for discussions and decision-making, they continued to rely on oral 

communication throughout the project. 

Direction 

Electronic communication within the medical management team 

tended to be more lateral than most of their other communication, primariK 

because of the emphasis on logos rather than ethos appeals in these messages. 

The twelve messages (86%) written among the medical management team 

and the technical writer were all lateral messages. The two remaining 

messages (14%) were the two messages from corporate management, w hich 

were written as top-down instructional messages. Because the electronic 

communication among the medical management team was more lateral, it 

seems that increased electronic communication within the di\ ision could 

have greatly benefited the overall communication within the team; it team 

members had discussed issues and ideas more freeK as peers rather than 
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arguing and struggling for control, the entire team dynamic could have been 

changed, which might have resulted in improved production. 

Information Type 

All of the information presented as logos appeals in electronic 

communication was new information, generally information gathered from 

the customer or another source within the organization that w as passed on to 

other team members in order to facilitate decision-making. These logos 

appeals were tied to production scheduling and ISO/QS issues and accounted 

for the best means of transferring new information w ithin the medical 

management team when they were not clouded w ith ethos appeals. 

Logos Appeals as Calls to Action 

Logos appeals were the second most commonly used type of appeal, 

and they were extremely effective in producing increased acti\ it\ in all ol the 

members of the medical molding division. These logos appeals were not 

hindered by the power struggle that manifested itself in the ethos appeals; 

instead, logos appeals simply called team members to perform the functions 

that they were trained to perform, and the team members responded. It the 

medical molding team had relied more heavily on logos appeals thrcujghout 

the project, the frustration and constant flux of the group dynamics might 

have been avoided and the division, as a whole, might have been more 

productive. 
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CHAPTER V 

PATHOS APPEALS 

Pathos is the third element of persuasion that Aristotle discusses. 

"[There is persuasion] through the hearers when they are led to feel emotion 

[pathos] by the speech" (Aristotle, 1991, p. 38). The communicator ma> appeal 

to a listener or reader's sense of teamwork, pride, guilt, or corporate tradition. 

"The emotions [pathe] are those things through which, b\ undergoing 

change, people come to differ in their judgments and w hich are accompanied 

by pain and pleasure" (Aristotle, 1991, p. 121). Aristotle argues that pathos 

appeals are only one part of persuasive rhetoric, and indeed, these appeals are 

not always persuasive when they stand alone; instead, they are most 

persuasive when they are combined with logos appeals. 

Pathos appeals were the least pervasive in both oral and written 

communication but were the most commonly used appeals in electronic 

communication within the medical molding division of Plastics Molding 

Incorporated. These appeals were often directed to the same content areas as 

the ethos appeals, but they were most often used as an attempt either to end 

an ethos-based argument within the division or to smooth o\er the triction 

caused by the divisional power struggle. That is, when the ethos af^peals the 

division members were using to argue and to struggle for control over the 

group failed to persuade other team members, the medical manaj;ement te.nn 

turned to pathos appeals as a means to settle the argument, primarily in the 

form of appeals to corporate tradition, the customer, and ISO/QS. In addition, 

the operators and inspectors, those lower in the divisnuial hierarcln, used 

pathos appeals in place of ethos appeals, probabK because the majority ol the 
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other people in the division and in the organization itself did not view these 

groups as having ethos to which to appeal. The effective pathos appeals, 

however, were those made as "pep talks," designed to inspire employees and 

team members to prepare carefully for the ISO/QS audit. 

Following is a breakdown of the number of pathos appeals made in 

each communication form (Table 42). 

Table 42: Number of pathos appeals in each communication form. 

Communication Form 

Oral 

Writ ten 

Electronic 

Number of Pathos Appeals 

987 

4 

32 

Pathos appeals were the least commonly used appeal in oral communication, 

and these appeals were generally used as a last resort w hen ethos-based 

arguments failed to produce the desired results. Pathos appeals designed to 

inspire team members to meet goals set by outside groups were effective for 

the first two major events of the project—the first production deadline and 

the ISO/QS audit; however, pathos appeals were less effective in the second 

two events because the goals for these events were internal. 

Pathos appeals were very effective in written communication, with 

every appeal resulting in appropriate action by the receiving parties. These 

appeals came in the form of corporate "pep talks" prior to the ISC^/QS audit 

and were designed to stress the importance of each empkn ee in meeting the 

accreditation goal. Similarly, pathos appeals were effective in electronic 
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communication, with corporate pep talks leading to rational discussions, both 

electronically and orally among members of the medical management team. 

This chapter focuses on the pathos appeals used in oral, written, and 

electronic communication, particularly in terms of how those appeals were 

used to inspire action and in areas where ethos appeals had failed to produce 

their desired effects. 

Oral Communication 

Pathos appeals were the least common appeal made in oral 

communication. This section will discuss the pathos appeals used in oral 

communication according to their frequency in conjunction with the content 

of the team discussions, the results of those appeals, who performed the 

results, the direction of the appeals, and the type of information presented. 

Within each coding division, the discussion will move from most frequent to 

least frequent. 

Content 

Pathos appeals were used in conjunction with three of the content 

areas, the most common being corporate tradition. See Table 43. 
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Table 43: Frequency of pathos appeals by content code. 

Content Code 

PS (Production Scheduling) 

FDA 

ISO 

TI (Technical Issues) 

CST (Customer) 

TRD (Corporate Tradition) 

Frequency 

0 

0 

79 

0 

109 

799 

Three content areas were the focus of pathos appeals—ISO, the customer, and 

corporate tradition—and these three categories often overlapped during 

divisional discussions. The most common content area discussed using 

pathos appeals was corporate tradition, with comments about corporate goals, 

corporate expectations, and corporate reward systems falling into this 

category- These 799 comments accounted for 81% of the pathos appeals and 

were most often made as a final plea to incite operators and inspectors after 

ethos appeals had failed. For instance, in a January 7, 1997 team meeting, 

Hudson and Billings used ethos appeals in an attempt to establish their 

authority over the group as it prepared for an ISO/QS practice audit; the 

initial ethos appeals were made to the credibility of Hudson and Billings, with 

later ethos appeals made to ISO/QS. The operators and inspectors were not 

incited to prepare for the audit by reading documentation, however, until the 

meeting the next day when Hoagland used pathos appeals to encourage the 

operators and inspectors to prepare. These pathos appeals prompted the 

reaction that Hudson and Billings had hoped their ethos appeals w ould b\ 

addressing the corporate goal of first-time accreditation and the importance of 
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not letting-down the entire company. Because the ethos appeals so often 

strayed toward a power struggle, team members were not persuaded by those 

appeals as they were by the pathos appeals. 

The large percentage of appeals made to corporate tradition centers 

around the long-standing traditions of this organization. PMI was celebrating 

its 50th year in operation at this time, so much corporate communication 

centered around the longevity and traditions of the organization; the 

hierarchical structure of the organization had remained virtually the same 

throughout the entire history of the organization, with the only major 

changes in the organization being technological developments. PMI prided 

itself on these long-standing traditions of excellence and advances, and in 

preparing for the ISO/QS audit, a significant amount of information was 

circulated throughout the organization about the benefits to the company of 

achieving ISO/QS status and how few companies get certified on their first 

attempt. The goal of this communication in the organization's newsletter 

and posted memos was to make every employee on every level at PMI want 

to achieve ISO/QS certification on the first try as much as the corporate 

managers did; these organization-wide appeals were aimed at unifying the 

entire organization under this one goal. Thus, employees were accustomed 

to hearing this kind of appeal and generally responded favorably, not wanting 

to be the person responsible for the organization's not achieving its goal of 

first-time certification, and these same basic pathos appeals had this same 

effect on the members of the medical molding team. 

The second most common content area discussed using pathos appeals 

was the customer (109 instances—11%). As 1 noted in the discussion of ethos 

appeals, the customer carried considerable persuasive force within the 
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organization; when the customer was the focus of an appeal, the result was 

action. The pathos appeals that centered around the customer most often 

focused on guilt (101 instances—93%), with the appeals attempting to make 

team members feel guilty about potentially not meeting the customer's needs. 

For instance, in a meeting just prior to the first production deadline, Hudson, 

in outlining the week's production schedule, commented that if the division 

did not meet the first production deadline, the customer would not be able to 

distribute products to their sales people during the demonstration/training 

scheduled for the following week. Hudson knew that the first production 

deadline centered around the customer's plans for a workshop the following 

week where they planned to demonstrate the product in a local hospital and 

to train their sales people in how the product operated; he hoped that telling 

the rest of the team that failure to meet the production deadline would 

seriously impede the progress of the customer in marketing this product 

would encourage the team members to pull together and work to meet the 

deadline. This same type of appeal—guilt over causing hardship for the 

customer—was used throughout the project to encourage action, and they 

were generally successful because the team members knew that if the 

customer was not happy with the quality of the product or the production 

output, then they could find another manufacturer, which could potentialK 

put the medical molding team members out of their jobs. 

The remaining eight appeals (7%) to the customer centered around 

building pride in the medical molding team members for past 

accomplishments. For instance, after meeting the first production deadline, 

Hudson told the team that the customer had been very pleased with the 

products they had received and that the sales people and hospital personnel 
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had been very impressed with the product and felt that the market for the 

product itself would be very good. Hudson's goal in making this comment 

was to encourage team members to continue to work diligently rather than 

letting down; after meeting a production deadline, the team's tendency was to 

let down for several days, making little or no progress toward reaching the 

next production deadline, and Hudson hoped that instilling that sense of 

pride in a job well done would thwart that let down period. Although the 

team members were proud of their accomplishment and they appreciated 

hearing compliments from the customer, these appeals did not achieve 

Hudson's goal; the team members continued to enjoy a let down period after 

each production cycle, regardless of Hudson's attempts to inspire them to 

action with pathos appeals. 

The third content area to which pathos appeals were directed w as 

ISO/QS (79 instances—8%). All of these appeals focused on guilt; Hudson 

and Billings used these appeals particularly in preparing for the ISO/QS 

accreditation audit by warning team members that if they did not prepare 

properly, the medical molding division could prevent the entire organization 

from achieving certification. However, the majority of the pathos appeals 

that centered around ISO/QS (72 instances—91%) were made by the operators 

and inspectors; these appeals were basically threats that if the medical 

management team continued to ignore their input into discussions, they 

would stop working. For instance, just prior to the ISO/QS accreditation 

audit, one of the operators told the team in a meeting that the documentation 

must be changed to fit the way that she actually assembled the parts because 

she had no intention of changing her method because it worked best. This 

was a process that would be occurring during the audit period, and this 
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operator was telling the medical management team that she did not care 

whether or not her refusal to follow the written instructions could threaten 

the organization's accreditation; she felt that she knew the best way to 

produce the parts and intended to follow that procedure. The medical 

management team refused to change the procedure and rescheduled that 

particular assembly process so that it would not occur during the audit period. 

In this instance, the operator used a pathos appeal, a threat, to make a point 

about her expertise in terms of how products are produced and assembled; as 

an expert, she should have been able to make an ethos appeal, but she used a 

pathos appeal because Hudson and Billings did not view her as an expert and 

did not afford her credibility. 

These threats from the operators and inspectors came into play most 

commonly during the late stages of the project with the division's attempt to 

implement the intranet. The operators and inspectors felt that the intranet 

was being forced on them, and their reaction to that feeling was to refuse to 

use it. The appeals they made at this time were pathos appeals, threats to 

simply produce product without using documentation, which, they pointed 

out, was in direct violation of ISO/QS certification standards. The divisional 

power struggle was at its peak, and the tension within the division was 

already high. The pathos threats of the operators and inspectors w ere their 

attempts to gain some authority in the group and to be recognized as 

invaluable team members; however, these appeals failed to achieve those 

goals and instead resulted in increasing the strain within the di\ ision, w ith 

Hudson and Billings using ethos appeals to counter the operators' and 

inspectors' pathos appeals. At this point in the process, production had, for 

all practical purposes, ceased, and the team members faced olf for battle. 
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Results and Who Performed Them 

Pathos appeals in oral communication most often resulted in decreased 

action, although they did result in increased action, further oral 

communication, written communication, and electronic communication as 

well. Following is a breakdown of the frequency of each of these results 

stemming from pathos appeals (Table 44). 

Table 44: Frequency of each result from pathos appeals. 

Result Code 

RIA (Increased Action) 

RDA (Decreased Action) 

ROC (Oral Communication) 

RWC (Written Communication) 

REC (Electronic Communication) 

Frequency 

276 

484 

203 

20 

4 

The high percentage of decreased action can be attributed to the debilitating 

power struggle at the end of the project when all appeals resulted in inactivit\ 

and when pathos appeals were at their most widely used. Another reason 

pathos appeals so often resulted in inactivity was the fact that the operators 

and inspectors relied heavily on pathos appeals in communicating w ith the 

medical management team, and these appeals were not attempts to encourage 

management to act but rather to think differently. The operators' and 

inspectors' pathos appeals were designed to assist them in gaining a more 

significant presence in the division, but they were not successful. 

The most common response to pathos appeals was decreased acticMi 

(484 instances—49%), but these instances of decreased action all came during 
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the last two major events, centering around the intranet. During the first tw o 

major events—the first production deadline and the ISO/QS accreditation 

audit—pathos appeals resulted in action; at this point, however, members of 

the medical management team were using the pathos appeals, and the 

operators, inspectors, and technical personnel were responding. Although 

these pathos appeals were often aimed at making the listener feel guilty or 

worry about not performing up to divisional or corporate standards, the 

operators and inspectors responded favorably to these appeals. However, 

later in the project, as the tension mounted, the pathos appeals used b\ both 

the medical management team and the operators and inspectors became 

more like threats, with the internal power struggle at the heart of these 

appeals rather than a desire to unify the group and meet a goal. 

The team members whose responses to later ethos appeals was 

decreased activity were the operators (286 instances—59%0 and inspectors 

(198—41%). Although the medical management team did not respond 

favorably to the pathos appeals of the operators and inspectors, their 

responses were not decreased action only because the operators and inspectors 

were not calling for action from the medical management team; their desired 

result would have been increased oral communication in which the\ were 

included, but the medical management team generally ignored the pathos 

appeals, and any resulting communication excluded the operators and 

inspectors. 

The term decreased action does not truly capture the response of the 

operators and inspectors to pathos appeals later in the project; termination of 

action would be a more accurate description. All 484 (49%) ol the instances of 

decreased action occurred during the final two maji^r e\ents—the 
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development of the intranet and the implementation of the intranet—with 

87% (421 instances) occurring during the implementation phase. The 

operators and inspectors were only beginning to fight for a voice in the 

division during the intranet development stages, but the fight had become a 

war by the implementation phase; the intranet itself was not the issue, but it 

became the focus of the arguments because for the operators and inspectors, it 

represented medical management's continued dominance over them 

without consideration of their input. 

Pathos appeals did result in action earlier in the project, however (276 

instances—28%). These were the pathos appeals that medical management 

used to unify the team to meet the first production deadline and to prepare 

for the ISO/QS audit. As with the later failed pathos appeals, these were 

generally appeals to guilt and worry; these appeals were successful because 

they were directed at two goals that the entire team wanted to reach. As the 

first production deadline approached, the medical management team used 

pathos appeals relating primarily to the customer in an effort to encourage 

the operators and inspectors to increase their activity; these appeals included 

comments like this one Hudson made in a team meeting one week before the 

deadline: "[The customer] has already planned an extensive training session, 

and people will be coming from all over the country to learn about jthe 

product]. It's up to us to make sure that they have [products] to show people. 

This type of appeal was aimed at making sure that team members understood 

the consequences of not meeting the production deadline, the consequence 

being that the customer would look bad, which in turn, would make the 

medical molding division and the organization as a w hole look bad. 
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Similarly, the pathos appeals used prior to the ISO/QS audit were 

appeals designed to draw the team together in meeting a goal. These appeals 

focused on ISO itself as well as on corporate tradition. Most of these appeals, 

in fact, drew attention to the fact that one problem or mistake in the medical 

molding division could keep the entire organization from achieving its 

certification goal, with the expectation that the operators and inspectors 

would work harder because they would be afraid of letting down the entire 

company. These appeals were successful because they addressed groups 

outside of the medical molding division itself—the customer and PMI. The 

appeals to not letting down some other group were effective because those 

were goals that the entire team wanted to achieve. The power struggle that 

began early in the project and grew throughout prevented pathos appeals to 

internal divisional issues from being effective; as with the ethos appeals, 

when pathos appeals to external groups were made in an effort to address an 

internal control issue, the pathos appeals resulted in decreased action. W hen 

pathos appeals were made to external groups in an effort to encourage action 

in meeting a goal set by one of those external groups, the pathos appeals 

resulted in increased action. Thus, the pathos appeals occurring during the 

two early major events—the production deadline and the ISO/QS audit— 

were successful because they addressed achieving goals set by outside forces— 

the customer and the ISO/QS certifying agency. The pathos appeals occurring 

during the two later major events—the intranet development and attempted 

implementation—were unsuccessful because, although the appeals addressed 

outside forces, the goal was to change internal processes. 

When increased activity did occur, the three groups who were 

performing the actions were the operators (97 instances—?> '̂!(>), the inspectors 
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(99 instances—36%), and the technical personnel (80 instances—29%). It is 

interesting to note that although the members of these three groups were 

using pathos appeals, their appeals never resulted in action by other team 

members; the only appeals that resulted in increased action were those made 

by the medical management team. 

When the medical management team responded to pathos appeals, 

their response was further communication, primarily further oral 

communication (203 instances—20%). Most of this further oral 

communication involved the medical management team (158 instances— 

78%), with the remaining 22% (45 instances) involving corporate 

management. The pathos appeals that these two groups responded to w ere 

similar to those that the operators and inspectors responded to with increased 

action, the appeals directed to meeting the goals set by external groups. In all 

of these instances, the pathos appeals were made by either the customer or 

corporate management. The pathos appeals made by the customer focused on 

meeting that first production deadline and stressed the fact that it would be a 

huge embarrassment for them should the medical molding division fail to 

meet the production deadline. The pathos appeals made by corporate 

management focused on the organization's desire to achieve first-time 

ISO/QS certification and the need for all divisions to perform well in the 

audit. The oral communication that resulted from these pathos appeals was 

the passing on of basically the same appeal to the operators and inspectors of 

the medical molding team; that is, when the customer or corporate 

management addressed the medical management team using one of these 

pathos appeals, the medical management team would turn around and use 

the same appeal in addressing the other members of the team. In bc t̂h uses ot 
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the appeal, the desire was the same, to achieve a goal, specifically the goals of 

the first two major divisional events. 

The further oral communication that centered on the latter two events, 

however, was generally attempts by corporate and medical management to 

work out the conflict within the division, although both groups ignored the 

issues that were actually causing that conflict. That is, this further oral 

communication focused on how to encourage the operators and inspectors to 

use the intranet rather than addressing these team members' concerns about 

their input into the division's decision-making processes. Corporate and 

medical management failed to see, or at least failed to address the fact, that the 

intranet itself was not the primary problem; it had simply become a symbol of 

the problem. The problem was that the operators and inspectors felt that 

their expertise and value to the division was being ignored. Thus, the oral 

communication that resulted from pathos appeals failed to solve any ot the 

problems within the division, serving rather to drive the wedge between 

factions even deeper. 

Twenty pathos appeals (2%) resulted in written communication, with 

all of these appeals coming just prior to the ISO/QS audit. All 20 of these 

appeals were made to encourage the technical writer to prepare more 

documentation prior to the audit by appealing to the idea that it would be 

better to have more documentation than necessary than to discover during 

the audit that something was missing because that could lead to a failure to 

achieve certification. And following all 20 of these appeals, I did indeed create 

more documentation. 

The final four pathos appeals (<1%) resulted in electronic 

communication among the members of the medical management team. 
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These four instances occurred during the third major event in the division, 

the development of the intranet, and they involved pathos appeals to 

corporate tradition. The appeals were made by Hoagland in an effort to 

garner support for the intranet project from Hudson and Billings; they were 

appeals to the pride and prestige the division could gain from being the first 

division to move to an intranet system. The resulting electronic 

communication was not extensive, with Hudson and Billings each 

responding once to a message sent by Hoagland; however, Hoagland's pathos 

appeals were successful in encouraging Hudson and Billings to support the 

development of the intranet. 

Direction 

As with most oral communication within this division, most pathos 

appeals were top-down appeals either from corporate or medical 

management, although pathos appeals did travel in all directions throughout 

the division. Table 45 is a breakdown of the frequency of pathos appeals 

moving in each direction. 

Table 45: Direction and frequency of oral communication in\ol\ ing ethos 
appeals. 

Direction of Communication 

TD (Top-Down) 

BU (Bottom-Up) 

AP (Across Peers) 

Trequency 

743 

76 

168 
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The fact that the overwhelming majority (70%) of these pathos appeals 

moved from top-down reflected the tendency of the division, and indeed of 

the entire organization, toward a strictly hierarchical structure, and early in 

the project these top-down pathos appeals were the ones that resulted in 

increased action. However, as the project progressed and the operators and 

inspectors began to assert more strongly their desire for a flatter divisional 

structure, these top-down appeals became less and less effective, until 

eventually they were ignored by the operators and inspectors. 

The second most common direction for pathos appeals w as across peers 

(17%). The majority of these appeals (104 instances—62%) were made by the 

members of the medical management team during the tw o final events of the 

project, those involving the intranet; the goal of these appeals w as to 

encourage other members of medical management to take the necessary steps 

to smooth over the friction that was peaking within the division. Hoagland 

made the majority of these appeals (87 instances—84%); he used pathos 

appeals in an effort to make Hudson and Billings see that they needed to 

address the true concerns of the operators and inspectors if the division was 

to continue operating even minimally. These appeals fell on deaf ears, as 

Hudson and Billings continued to address the intranet itself rather than the 

communication structure of the division. 

In 64 instances (38%) the peers across which pathos appeals mo\ ed 

were operators and inspectors. The pathos appeals made w ithin this group 

were meant to inspire the other members to assert even more stronj;l\ their 

desire for greater participation within the division's decision-making 

processes; they were appeals to pride and unity against a comnnMi enemy.' 

These pathos appeals became stronger and stronger until they e\entualK led 
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to the refusal of the operators and inspectors to use the intranet and to the 

relative cessation of production. 

Bottom-up appeals made up the remainder of the pathos appeals (13%); 

these were appeals made by the operators and inspectors to the members of 

the medical management team. Although these appeals addressed the 

medical management team's desire to excel within the organization and to 

meet customer and ISO/QS demands, the operators and inspectors were 

actually using the appeals more as ethos appeals in an effort to gain some 

authority within the division. The operators and inspectors had never been 

given any authority and, therefore, may have felt that they did not have an\ 

personal credibility to appeal to; thus, they used pathos appeals to explain 

how important their work was to the overall division. Almost all of the 

bottom-up appeals came in the final major event within the division, the 

intranet implementation phase, but these appeals fell on deaf ears. The 

majority of these appeals were the threats of the operators and inspectors, 

which the medical management team failed to heed. The operators and 

inspectors were not often involved in oral communication as speakers, and 

these bottom-up pathos appeals were their most prevalent use of oral 

communication; however, because the medical management team continued 

to operate under a strictly hierarchical structure, the bottom-up threats of the 

operators and inspectors were completely ineffective. Hoagland attempted to 

mediate between the two groups, seeing that the conflict was causing a 

downward spiral in both communication and production within the 

division; however, his attempts at pointing out the true area of concern were 

as fruitless as the attempts of the operators and inspectors. 
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Information Type 

Pathos appeals in oral communication were primarily used to present 

repeated information, although some new information was presented in this 

way. See Table 46. 

Table 46: Frequency of new and repeated information presented using pathos 
appeals in oral communication. 

Type of Information 

N (New Information) 

R (Repeated Information) 

Frequency 

365 

622 

Because the purposes of most pathos appeals was to try to smooth over the 

friction caused by the divisional power struggle and to unif\ the team to meet 

goals, the majority of these pathos appeals were repeated information, with 

the speakers using pathos appeals to remind other team members w h\ they 

were being asked to perform certain tasks. For instance, in a meeting prior to 

the ISO/QS audit, Billings reminded the inspectors that ISO/QS is a 

certification of quality, and as the quality inspectors, it is their job to guarantee 

that the division perform well in the audit; this appeal did not provide the 

inspectors with new information, but rather it reminded them of their 

importance to the division and its goal of helping the organization achieve 

ISO/QS accreditation. 

These pathos reminders often followed a series of ethos appeals that 

had failed to inspire the listeners. For example, in a meeting three da\ s pric^r 

to the first production deadline, Hoagland used a pathos appeal to the 

embarrassment it would cause the customer should the product not be 

available for the training session after Hudson's ethos appeals in the meeting; 
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before failed to increase productivity for that day. Hudson's appeals had been 

to his credibility as project manager, and they did not inspire increased 

activity. Hoagland's pathos appeal, however, gave the operators and 

inspectors a reason to increase activity, one that they felt was w orth increased 

effort. Thus, the pathos appeals filled in where ethos appeals left holes. 

The pathos appeals that presented new information (365 instances— 

37%) were made primarily by the operators and inspectors. These appeals, as 

discussed earlier, were veiled ethos appeals, and the information that the 

operators and inspectors were presenting included suggestions for improving 

production and documentation based on their experiences molding and 

assembling. This presentation of new information using pathos appeals was 

aimed at Hudson and Billings primarily, although they failed to recognize the 

value of the information that the operators and inspectors provided. 

The other pathos appeals that presented new information were made 

by Hoagland; these appeals were made laterally to the other members of the 

medical management team and were attempts to address the communication 

breakdown within the division. However, as with the new information 

presented by the operators and inspectors using pathos appeals, Hoagland's 

pathos appeals were also ignored. 

Pathos Appeals in Oral Communication 

Pathos appeals were the least commonly used appeal in oral 

communication, and these appeals were generally used as a last resort w hen 

ethos-based arguments failed to produce the desired results. Pathos appeals 

were effective early in the project in encouraging team members to meet the 

first production deadline and to achieve ISO/QS certification, primarily 
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because these two events centered on goals set by groups outside of the 

medical molding division. In the later stages of the project, however, pathos 

appeals became more like threats, with the operators and inspectors using 

pathos appeals to struggle for a voice in the division. 

Although the goal of most pathos appeals was to smooth over friction 

or to fill in the holes left by hollow ethos arguments, pathos appeals w ere 

only successful early in the project before the tension had risen to such 

extreme levels; once the frustration of the operators and inspectors had 

peaked, pathos appeals were no longer successful in giving team members a 

reason to increase activity and production, and at this point, w hether the 

pathos appeals were moving top-down or bottom-up, the communication 

was falling on deaf ears, leaving Hoagland in limbo betw een the two factions, 

attempting to use pathos appeals to help each side see the other's positions. 

However, Hoagland's lateral pathos appeals failed to rectify the situation. 

Written Communication 

Pathos appeals were the least commonly used appeal in wTitten 

communication with only four instances. These written pathos appeals were 

three corporate memos designed as pep talks for the upcoming ISO/QS audit. 

The content areas covered were ISO (2 instances—50%) and corporate 

tradition (2 instances—50%), and the appeals addressed the desire of the 

organization to be one of the few organizations ever to achieve \SO/QS 

certification on the first attempt and the importance of ever\ individual 

member of the organization in making that goal a reality. Two of the three 

corporate memos were addressed to all organization employees, and the third 

was addressed to project managers only. 
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Within the medical molding division, the four w ritten pathos appeals 

resulted in increased action three times (75%) and oral communication once 

(25%). The pathos appeals in the two memos addressed to all employees 

resulted in increased activity by the operators and inspectors; this increased 

activity had been corporate management's goal in sending the memos. The 

operators and inspectors prepared their workstations and studied the 

documentation for the processes that they would be performing during the 

audit period. In addition, they worked together to answer the sample 

auditor's questions included with the memo; these questions were designed 

to let the employees know what kinds of questions they might be asked 

during the audit, and the operators and inspectors worked to make sure the\ 

knew how to answer each of the questions properly. The w ritten pathos 

appeal that led to oral communication was the one in the memo addressed to 

project managers; the purpose of this memo was to encourage the division 

managers to discuss the sample questions with their team members. Thus, in 

response to the pathos appeal in that memo, Hudson called a team meeting 

during which he told all team members how to respond to the sample 

questions and what to expect during the audit period. 

All of the written pathos appeals were top-down appeals, and even the 

pathos appeals used orally by Hudson in response to the written pathos 

appeals were top-down. These appeals were effective as top-down appeals 

because they were designed to put pressure on the organization's employees 

to perform up to the standards set by corporate management; thus, corporate 

management outlined their standards and used pathos appeals to give the 

employees reasons to want to meet those standards. And because the memos 

containing the pathos appeals were last minute pep talks, the inlormation 
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included in the appeals was all repeated information; the organization had 

been preparing for some time for the ISO/QS audit by performing practice 

audits and holding workshops and training sessions. The information in 

these pathos appeals was simply repeated information from all of the 

previous work; however, corporate management hoped that adding the 

pathos appeals to this information would inspire not only enthusiasm in the 

employees for achieving this goal but also a sprinkling of the fear of failure 

that would make them put forth some extra effort. 

Pathos appeals in written communication, although not pre\alent, 

were particularly effective in encouraging employees to prepare for the 

ISO/QS audit. The employees at all levels of the organizational hierarch\ 

were inspired to prepare for the audit with new fervor as no one wanted the 

dubious distinction of being the person who ruined the organization's chance 

at receiving first-time certification. 

Electronic Communication 

Because electronic communication was not particularl\ prevalent in 

the medical molding division at PMI, the low number of instances of pathos 

appeals (32 instances) is deceptive; in fact, these 32 pathos appeals represent 

the most commonly used appeal in electronic communication. Much like 

the pathos appeals in written communication, the pathos appeals in 

electronic communication occurred just prior to the ISO/QS audit, which 

meant that they were appeals to corporate tradition (27 instances S3 ,'0 and 

ISO (5 instances—17%). These electronic appeals involved only management 

personnel, as the other team members did not have email access, and three ol 

these electronic pathos appeals came from corporate management. 1 hese 
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electronic pathos appeals served the same purpose as the written pathos 

appeals, preparation of the project leaders for the ISO/QS audit by reminding 

them of the importance of attention to detail and that even one error in one 

division could prevent the organization from achieving their certification 

goal. 

And, as with written pathos appeals from corporate management, the 

electronic pathos appeals were effective in motivating management-level 

personnel. Within the medical molding division, pathos appeals most often 

resulted in further electronic communication (20 instances—64%). Most of 

this electronic communication traveled among the members of the medical 

management team (18 instances—90%), with Hudson, Hoagland, and Billings 

discussing plans for training sessions, production situations to a\oid during 

the audit period, and ways to motivate the operators and inspectors to prepare 

for the audit. These discussions were brief, usually only one or two messages, 

and they were always followed up by an informal oral discussion of the 

information at which the decisions were actually made; thus, the 

brainstorming phase was performed briefly online, and then the discussion 

and decision-making phases were completed orally. The remaining two 

instances (10%) of further electronic communication involved corporate 

management, and these two messages were follow-up messages to original 

postings, one providing updated schedule information and the other 

answering frequently asked questions. 

The only other response to electronic pathos appeals was oral 

communication (12 instances—36%). All 12 instances involved the members 

of the medical management team either discussing the information 

presented in the pathos appeals and considering ways to implement the ideas 
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with each other or explaining the issues to the other team members in team 

meetings. 

Unlike the pathos appeals in written communication, the majority of 

the pathos appeals in electronic communication traveled among peers (29 

instances—91%). The other three appeals (9%) were the three messages sent 

by corporate management. Thus, the electronic pathos appeals within the 

division always traveled laterally, which may account for their success in 

helping the medical management team make decisions. Despite the conflicts 

among the members of the medical management team, the focus of the 

pathos appeals on achieving the corporate goal of ISO/QS certification 

allowed the team members to discuss the issues fairly rationally w ithout 

resorting to hollow ethos appeals, which demonstrated that w hen the 

medical management team members were not struggling for control over the 

group, they were capable of collaborating to make decisions. 

To facilitate this decision-making process, the electronic pathos appeals 

within the division contained primarily new information (26 instances— 

81%), while the three messages from corporate management were reiterations 

of information (6 instances—19%). This use of email for sharing information 

was unusual within this division, and the online discussions were not 

particularly extensive, as all of the actual decision-making was done orally 

However, this use of electronic communication within the division was the 

most effective in terms of presenting new information and creating a 

collaborative atmosphere, where other uses of electronic communication had 

not encouraged further discussions either electronically or orally 

]5^ 



Pathos Appeals as Pep Talks and Spackle 

Pathos appeals served two functions in the communication of the 

medical molding division. The first function was pep talks, particularly in 

relation to the ISO/QS audit period, where corporate and medical 

management used pathos appeals to remind employees of the significance of 

the audit and the importance of every individual person to achieving the 

corporate goal. These pathos appeals were very effective in motivating 

employees to their appropriate action, whether it be production or leadership. 

The second function of pathos appeals was to serve as spackle for the 

holes created in the division because of the tension developing over the 

internal power struggle. These appeals were not always successful because 

they came at a point in the project when communication within the di\ ision 

had almost completely broken down. In some instances, these pathos appeals 

were able to unite the group long enough to achieve a goal, but the holes 

created by the power struggle were too extensive for pathos appeals to repair. 

The ineffectiveness of these pathos appeals reflected the disunity w ithin the 

division, showing that only those pathos appeals that focused on the goals set 

by outside groups—corporate management and the ISO/QS certifying 

standards—could pull the group together, and even those appeals were 

fruitless in the last stage of the project when communication, as well as 

production, for all practical purposes ceased. 
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CHAPTER VI 

COMMUNICATION TRENDS 

This chapter traces the communication trends and patterns through 

the four major events that occurred in the medical molding division during 

the project period, reflecting on how communication both acted on and 

reacted to divisional and corporate cultures. 

The First Production Deadline 

When I began this project in October 1996, the medical molding 

division of PMI was in its infancy; the product itself was a new, unmarketed 

invention. At this point, all of the drawings and processes had been 

approved by the FDA, but virtually no documentation existed to support any 

of those processes. The key concerns for the medical molding team w ere the 

technical problems they were encountering; documentation was the large 

problem looming behind the more obvious giants of production difficulties. 

The high stress and strained working relationships caused by the 

internal power struggle were reflected in the communication in the division 

at this time, highlighting the hierarchical nature of the group, just as Brow n 

and Starkey (1994) argue, corporate communication, and subsequently 

corporate culture, are social products that reflect the working relationships 

and organizational structure in which the communication occurs. In the 

medical molding division, the hierarchical nature of the group was reflected 

in the reliance on ethos appeals for presenting arguments intended to shape 

decision-making and the working relationships that this hierarcln created, 

which affected the way that the medical molding team members 
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communicated with each other. Peters and Waterman (1982) and Deal and 

Kennedy (1982) define organizational culture as an extension of the 

organization's communication of shared understanding; for the medical 

molding division, one such understanding was the initial hierarchical nature 

of the group. Each person in the group knew who he or she reported to, and 

each understood his or her role in the group according to that hierarch\; 

generally, the communication within the group followed those same 

hierarchical lines. Only Billings and Hudson struggled to obtain power in 

the group; the other members of the group functioned w ithin their strata of 

the organization, what Yates and Orlikowski (1992) would call the social 

structuration of the group. This shared understanding of the social rules for 

communication within the group and willingness to remain quietly within 

their given corporate strata broke down later in the project as the internal 

power struggle escalated and the intranet was developed. Yates and 

Orlikowski predict this cultural shift when a new communication medium is 

introduced into an organization. 

Because the primary concern of the group in the early stage of the 

project was to meet the upcoming production deadline, the two most 

common topics of discussion were scheduling and technical issues; the 

newness of the product itself led to seemingly endless technical problems, and 

each technical difficulty meant adjusting the production schedule to work 

around the problem. Thus, the majority of the team meetings were spent 

discussing what problems needed to be addressed and what could be done 

while those problems were being taken care of. The team meetings were 

structured hierarchically, with Hudson advising the rest of the team o\ their 

daily assignments and problems that needed to be solved, and because 
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Hudson visited with the company president prior to most team meetings, 

much of the top-down communication came from the president as filtered 

through Hudson. The primary appeal used in these meeting was ethos, 

regardless of the content of the communication. These ethos appeals became 

the method by which the tensions in the group were reflected and magnified. 

The ethos appeals were often a means for vying for control over the meeting 

and the team. This tension was created by the hierarchical culture of the 

group and continued throughout the project, simultaneously shaping and 

being shaped by the organizational culture. 

Despite the internal power struggle and the growing frustrations of the 

team members, the medical molding team did manage to come together to 

meet the production deadline, although it did require that three team 

members continue production all night the night before shipping. The 

group's success in meeting that first deadline eased the tension w ithin the 

division temporarily, although the tension, particularly between the 

operators and inspectors and the management team, returned in even greater 

intensity later in the research project when the intranet was under 

development. 

The key communication trend that occurred during the first major 

event in the medical molding division was the developing strain of the 

internal power struggle. The struggle began in this stage between 1 ludson 

and Billings and was reflected in the extensive use of ethos appeals as a 

means for gaining control of the division. At this point, although the 

operators, inspectors, and technical personnel were alread\ growing I rust rated 

with the medical management team, the ethos, logos, and pathos appeals 

incited them to action, primarily because the goal of meeting the lirst 
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production deadline came from an outside force, the customer. This trend 

continued into the second major event in the project period. 

The Corporate ISO/QS Audit 

Shortly after the medical molding division met its first production 

deadline, PMI announced that it would seek ISO/QS certification, particularly 

because its automotive customers require it. This announcement affected all 

areas of PMI because ISO/QS certification is company-wide and requires 

compliance by all areas regardless of other certifications. Communication 

during this time resulted in increased activity among the operators and 

inspectors primarily because many of the appeals were related to meeting the 

corporate goal of achieving ISO/QS first-time certification. Although there 

was strife within the group, the individual medical molding team members 

were determined to put up a united front to the rest of the organization. The 

oral communication of the team meetings resulted in more written 

communication as the division worked to meet the requirements of ISO/QS 

and create new documentation as well as revise problematic documentation. 

As with the first production deadline, the goal of achieving first-time 

ISO/QS certification came from a source outside of the medical molding 

division, in this case, from PMI corporate management. Thus, the members 

of the medical molding team were able to put aside their frustrations and 

work together to help the organization achieve this goal. But, at this point in 

the project, the major events shifted to internal goals within the medical 

molding division, which sped up the downward spiral of di\ isional 

communication. 
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Development of the Intranet 

The decision to build an intranet was not initially ver\ popular in the 

medical molding division because Hudson and Billings were not familiar 

with the technology. Hoagland felt that an intranet system of documentation 

would best serve the medical molding division, and he used ethos and pathos 

appeals in persuading the other members of the medical management team 

to at least agree to looking at a prototype intranet. He convinced Hudson to 

try the intranet by arguing that he could be the manager of a cutting-edge 

division, a division using new technology that could be a role model for 

other divisions in the organization at a later time, and he convinced Billings 

to agree to the intranet by reminding him that the ISO/QS auditor, whose 

primary focus was quality control, had suggested the intranet, and he pointed 

out that BiUings could be the only quality manager in the company using an 

intranet system of documentation. 

The process of designing the intranet caused a dramatic shift in the 

communication and culture of the medical molding division. Because 1 w as 

designing an intranet for the operators and inspectors to use, I solicited their 

input as I worked. My solicitations gave the operators and inspectors more 

confidence in their abilities and expertise, and they began asserting 

themselves more openly in team meetings. Although the power struggle had 

once been between Hudson and Billings, they now found themselves teamed 

against the operators and inspectors in a full-blown divisional war. The 

operators and inspectors had felt throughout the project, and had often 

informally mentioned their frustrations to Hoagland or me, that the 

members of medical management failed to see the operators and inspectors as 

valuable members of the team with important insight into problems and 
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solutions for the division. The operators and inspectors wanted to 

implement a more decentralized divisional structure, w hich Federico and 

Wynd (1998) and Herman (1997) argue is the future of organizational 

structure. This new structure would extend knowledge-making capabilities to 

all members of an organization (Fulk & DeSanctis, 1995; Duin & Hansen, 

1991; Adams, Todd, & Nelson, 1993), and it was this power that the members 

of the medical management team were unwilling to relinquish. The 

operators and inspectors felt that they were being ignored by management, 

and they began cautiously fighting back during the design phase of the 

intranet project; the head-on collision occurred, however, in the final major 

event of the production period. 

The Attempted Implementation of the Intranet 

Once the intranet was completed, it did not receive much use for two 

reasons: (1) the medical molding division ceased production because of lack 

of customer demand, and (2) the operators and inspectors, w ho were to be the 

primary users of the intranet, refused to use it. Their refusal to use the 

intranet had very little to do with the intranet itself; in actuality, the operators 

and inspectors were taking a stand for their rights to be valued members of 

the medical molding team by showing Hudson and Billings that the division 

could not operate without them. And they were right; once the operators 

and inspectors' attitudes toward the other members of the medical molding 

division deteriorated, production and communication slowed to a crawl, and 

the medical management team was unwilling to make the structural and 

cultural changes that could have solved the problem. 
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Medical Molding Divisional Culture 

The communication in this division was highly structured and was 

designed to promote action; the relationships and communication trends that 

began in the early development of the medical molding division carried 

throughout the research project as reflected in the coded oral, w ritten, and 

electronic communication. AUhough written documentation w as being 

created, the majority of the communication occurring within the medical 

molding division throughout the entire project was oral. Team members 

relied on oral communication for decision-making, idea development, and 

information presentation, even when their brainstorming occurred in 

electronic forums. The medical molding division preferred face-to-face oral 

communication to either written or electronic communication at all stages in 

the project. 

Throughout the project, various members of the medical molding 

team were in conflict. This tension was expressed in their communication 

and in their responses to communication. Tension centered around the 

search for control, with some members of medical management seeking 

divisional control and other members of the team seeking a valued voice in 

the decision-making process. The downward spiral of the communication 

and production within this division was a direct result of failed 

communication, with each major event increasing the tension and leading to 

further communication rifts. 

The refusal of the medical management team to allow the divisional 

structure to flatten out by giving the operators and inspectors the opportunit\ 

to actively participate in the knowledge-making of the division resulted in 

communication failure. The medical management team could not maintain 
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the structural hierarchy that they desired, and the operators and inspectors 

could not establish the flatter structure that they desired; because neither 

group would compromise, the divisional culture became non-existent. The 

structural, cultural, and communication systems within the medical molding 

division were so interconnected that when one area began to falter, all three 

elements of the system were dragged down. The division no longer had a 

unified identity or culture, and as Brown and Starkey (1994) argue, the 

processes, events, and structures of an organization are social products that 

reflect corporate culture and communication; without communication, there 

can be no corporate culture. And if Taylor and Cooren (1997) are right that an 

organization is a discursive phenomenon that is constructed through 

communication, then without communication not only will there be no 

culture but there will also be no organization. 

The events that occurred in the medical molding division at Plastics 

Molding Incorporated demonstrated the need for effective communication 

within a division. At times, the division worked effectively together because 

they were unified toward achieving a specific goal; the communication that 

brought the division together at these points, however, could not salvage the 

division at other times in the project, and the division faltered. The ke\ to 

the divisional success was communication. The members of the medical 

molding team wanted to use communication to ensure a specific culture and 

structure without realizing that the culture and structure had as much eltect 

on communication as communication could have on them. No c(Hnbination 

of appeal, form, and content could save the division because the medical 

molding team members had given up on communicating with each other; 

without communication, the medical molding team simply could not exist 
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Implications for Technical Communication 
Professionals and Instructors 

This research supports, with detail, the connection 

between communication and culture that is suggested in literature from 

the fields of organizational communication, management, and technical 

communication and rhetoric. Communication in all three 

forms—oral, written, and electronic—influenced how members of the 

medical molding division interacted with each other. The traditional 

organizational hierarchical structure was transferred to the group 

through oral and written communication, and the various team members 

used communication, primarily oral, to try to reshape the organizational 

structure. The culture of the group was affected by the ways they 

communicated and what they communicated, and their communication was 

reciprocally influenced by the culture of the division and the organization 

overall. 

Looking at the communication in this organization through an 

Aristotelian lens allows technical communicators to redefine their roles 

as workplace professionals, roles that are constantly shifting. Even as 

early as 1984, Gould and Losano pointed out that "in a technical writing career 

you are dealing heavily in human communication; therefore, you must 

maintain effective personal interaction" (p. 20). A technical communicator is 

often more than a producer of written documentation; a technical 

communicator may also be a documentor of corporate culture, someone 

whose expertise is not only written communication but oral and electronic 

communication as well. Many technical communicators work with peo[ile to 

facilitate communication in all formats. 
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In addition, in certain circumstances, a technical communicator can be 

an advocate of change, both interpersonally, culturally, and technologically. 

A technical communicator, as a communication expert, recognizes how 

communication and culture interact and how that interaction w ill affect the 

work that people in an organization do. Communication technologies, such 

as intranets, will require not only technical expertise but also the abilit}' to 

explain the technology and the communication capabihties of this technology 

to other people. Doheny-Farina points out in Rhetoric, Innovation, and 

Technology (1992) that technical issues are only one element of incorporating 

innovative technologies; communicating the change is vital, and that will be 

the responsibility of the technical communicator. 

Marlow and Wilson (1997) add to the list of responsibilities of 

technical communicators, explaining that technical communicators will 

have to communicate with individuals with different levels of 

understanding. Audience analysis, and shaping information to fit different 

audiences and situations, has been and will continue to be an important 

element of technical communication. The concepts of audience anaK sis and 

rhetorical situation stem from Aristotle's work, and, as this stud\ points out, 

the Aristotelian framework of classical rhetoric still provides valuable insight 

into the communication processes in modern organizations. The technical 

communicator, however, cannot rely on only this one frame of reference but 

must instead be flexible enough to learn new frames of reference and how 

those new perspectives will influence communication and culture. 

Additionally, technical communicators will be required to move out ol 

what has traditionally been considered their areas of expertise. Technical 

communication and technical writing are not synonymous; writing; is only 
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one aspect of the work that a technical communicator performs. These other 

roles include collaborating with people who have different goals and 

expectations, advocating technology and communication changes, and 

training others to use technology and to communicate in writing, orally, and 

electronically. 

The expansion of the roles of a technical communicator also has 

implications for instructors; instructors have to be aware of the multi-faceted 

nature of technical communication and the influences of culture on 

communication, and they have to make their students aw are of these factors. 

Geoffrey Cross (1994) points out that even classrooms are social contexts; the\ 

are cultures that can influence communication and learning. Within these 

classroom cultures, instructors can focus not only on the writing aspects of 

technical communication but also on the interpersonal aspects of 

communication and culture. 

Perhaps the most significant implication of this research for 

instructors is the evidence of the tight connection between rhetoric and 

technical communication. Technical communication is firmly rooted in 

rhetoric, not only in the classroom and at theoretical/foundational 

levels but also in the day-to-day activities of a technical communicator 

in the workplace. This connection and its value in the workplace should 

be emphasized in courses and discussions of rhetorical situation, 

corporate culture, and communication. 

Suggestions for Further Research 

Having discussed the limitations of this study in the limitations 

section at the end of the methodology chapter. Chapter 11, m\ suggestuMis lor 
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further research build on the Hmitations of this study. The organization that 

I focused on in this study is a mid-sized plastics-injection molding company 

that has been family owned for fifty years and has approximateK 400 

employees, although this study centers on one division in that organization. 

Using the AristoteUan framework as a means of looking at communication 

in an organization of a different size or age or business would build on the 

findings of this study and continue to add pieces to the puzzle of workplace 

communication. For instance, this same Aristotelian framework could 

applied to the communication in a newly-developed, investment firm with 

fifty employees, or even a long-standing telecommunications corporation 

with thousands of employees around the world. These other studies could 

also examine communication in the entire organization rather than in just 

one division. In any of these studies, however, the key parameters to 

consider are the organization's size, age, and type of business. 

The division that I studied did not ever truly implement the intranet, 

so a study in an organization that worked through the process of 

incorporating an intranet into actual implementation and regular use 

would expand our understanding of intranets as a communication 

technology as well as how the paradigm shift a new communication 

technology introduces influences corporate culture and communication. A 

related issue of this type of study would be not only how the intranet atfects 

communication and culture but also how communication and culture 

affect the intranet, especially in terms of its design and use. 

The primary reason for further research is to continue to piece together 

the complex puzzle of workplace communication that this and other studies 

have begun creating. Each piece of research adds tĉ  what we know about 
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technical communication, culture, and the changing role of the 

communicator. As these three elements, and even as workplaces themselves, 

continue to change, research into corporate communication and workplace 

writing will allow us to document the constant evolution of the technical 

communicator in the workplace, and we can continue to trace the 

connections between oral communication, written communication, and 

corporate culture, leading not only to an increased understanding of 

workplace writing but also to a more complete picture of the training that 

future technical communicators should receive in the classroom. 
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Communication Theory and Research. Mahwah, NI: Lawrence 
Erlbaum. 

193 



Skelton, T. M. (1992). Testing the Usabilit\-of Usabilit% Testing." Technical 
Communication 39.3: 343-359. 

Stake, R. E. (1995). The Art of Case Study Research. Thousand Oaks, CA: 
Sage. 

Stewart, A. H. (1991). "The Role of Narrative Structure in the Transfer of 
deas: The Case Study and Management theor\'."" In Charles Bazerman 
and James Paradis, Eds. Textual Dynamics of the Professions: 
Historical and Contemporary Studies of Writing in Professional 
Communities. Madison, WI: Univerwsity of Wisconsin Press. 
120-144. 

Sullivan, P., and Porter, J. (1993). "On Theory, Practice, and Method: Toward 
a Heuristic Research Methodology for Professional Writing." In Rachel 
Spilka, Ed. Writing in the Workplace: New Research Perspecti\ es. 
Carbondale, IL: Southern Illinois University Press. 220-237. 

Sullivan, P., and Spilka, R. (1993). "Qualitative Research in Technical 
Communication: Issues of Value, Identity, and Use." Technical 
Communication: 592-606. 

Tebeaux, E., and Killingsworth, J. M. (1992). ""Expanding and Redirecting 
Historic Research in Technical Writing: In Search of Our Past." 
Technical Communiation Quarterly 1.2: 5-32. 

Whitney, M. A. (1989). "Analyzing Corporate Communications Policy Using 
Ethnographic Methods." IEEE Transactions on Professional 
Communication 32.3: 76-80. 

194 


