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Introduction to the Series – Working  
Methods in Knowledge Management

Knowledge sciences as a discipline have a rich and diverse history dating back 
to the 1950s. In the past 70 years, the discipline has drawn theory and practice 
from economics, engineering, communications, learning sciences, technology, 
information sciences, psychology, social sciences, and business and organization 
management. To craft this discipline, we have developed our own language 
and terminologies, established our own peer reviewed journals and built a rich 
research foundation, created a gray literature and established a series of networks 
and conferences. Over the decades there have been many knowledge management 
education programs, but there is no consistent curriculum and few have sustained. 
It has been challenging for new practitioners to gain an understanding of the 
field. And, while the practice of knowledge management is growing around the 
world it has not yet achieved the expected organizational stature. For knowledge 
management to rise to the stature of other business functions and operations, it 
must be able to speak the language of business, align with and support the way 
the organization works.

This series is designed for business and knowledge management practitioners. 
Working Methods in Knowledge Management is a multi-year and multi-volume 
series designed to address each and all of the methods required to establish and 
sustain an organization-wide knowledge management function. The goal of 
the series is to provide a business perspective of each topic. Each book begins 
by grounding the method in the business context – then translates established 
business models and methods to a knowledge management context. It is often the 
case that this translation expands and extends the business model and method.

The knowledge management literature is rich with introductory handbooks, 
guidebooks, cookbooks, toolkits, and practical introductions. This literature is 
an important starting point for anyone new to the discipline. We recommend 
any and all of these books as a way to build a fundamental understanding of 
the scope and coverage of the field. These texts will provide a good 10–20 pages 
introduction to all of the key issues you need to be aware of as you embark on 
a new career in the field or have been assigned a new knowledge management 
role or responsibility. Once you have that grounding, though, we recommend 
that you look to the Working Methods in Knowledge Management texts as an 
intermediate source for understanding “What comes next? What now?”
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Just as this series is not intended as a starting point for the field, neither is it an 
ending point. Each text is designed to support practical application, and to foster 
a broader discussion of practice. It is through practical application and extended 
discussion that we will advance theory and research. The editors anticipate that as 
practice expands, there will be a need to update the texts – based on what we are 
learning. Furthermore, the editors hope the texts are written in a way that allows 
business managers to extend their work to include knowledge management func-
tions and assets. We will learn most from expanding the discussion beyond our 
core community.

Joint Enterprise, Mutual Engagement, and a Shared 
Repertoire
From the outset, the publisher and the editors have established a new and dif-
ferent approach to designing and writing the books. Each text is supported by a 
team of authors who represent multiple and diverse views of the topic. Each team 
includes academics, practitioners, and thought leaders. Every author has grap-
pled with the topic in a real world context. Every author sees the topic differently 
today than they did when the project began. Over the course of several months, 
through weekly virtual discussions, the scope and coverage were defined. Through 
mutual engagement and open sharing, each team developed a joint enterprise and 
commitment to the topic that is enduring. Every author learned through the dis-
cussion and writing process. Each project has resulted in a new shared repertoire. 
We practiced knowledge management to write about knowledge management. 
We “ate our own dog food.”

Acknowledgments of Early Support
The series is a massive effort. If  there is value in the series much of the credit must 
go to two individuals – Dr Elias Carayannis, George Washington University,  
and Dr Manlio Del Giudice, University of Rome. It was Dr Carayannis who 
first encouraged us to develop a proposal for Emerald Publishers. Of course, this 
encouragement was just the most recent form of support from Dr Carayannis. 
He has been a mentor and coach for close to 20 years. It was Dr Carayannis who 
first taught me the importance of aligning knowledge management with busi-
ness administration and organizational management. Dr Del Giudice has been 
generous with his guidance – particularly in setting a high standard for any and 
all knowledge management research and practice. We are grateful to him for his 
careful review and critique of our initial proposal. His patience and thoughtful 
coaching of colleagues is rare in any field. The field will reach its full potential as 
long as we have teachers and editors like Dr Del Giudice.

Dr Denise Bedford, Georgetown University

Dr Alexeis Garcia-Perez, Coventry University



Preface

Overview of the Subject Matter
The communication of knowledge is a core concept in the field of knowledge 
management. The knowledge management literature devotes extensive time and 
attention to knowledge communication. Unfortunately, this coverage is largely 
superficial and fragmented. It is referred to as knowledge exchange, sharing, trans-
fer, and translation. There is no standard definition of what we mean by this act 
of communication. There is no foundational conceptual model. Where the process 
begins, where it ends, the essential mechanics of the components are largely unde-
fined. It represents a significant gap in the literature for a critical discipline.

Communicating knowledge is an essential new role and responsibility of 
business managers in the twenty-first century knowledge economy. Knowledge 
capital is the primary source of wealth and the key source of productivity in the 
knowledge economy. Stockpiling and storing knowledge diminishes its value. It is 
only through circulation and uses that our knowledge capital realizes its business 
value. Ensuring effective circulation and use translates to everyday knowledge 
communication. It does not mean simply broadcasting information or making 
information accessible; it means ensuring that every workforce member knows 
what they know and can effectively communicate that to others in the business 
environment.

The current treatment in the knowledge management literature also fails to 
acknowledge the essential role of communication in these core processes. And, 
the communication literature tends to focus on traditional, formal roles, and 
responsibilities, that is, strategic communications, public relations, and internal 
organization communications. The authors also suggest a general gap in the com-
munications literature about interpersonal communication skills and competen-
cies. The authors expand the treatment of interpersonal communication skills to 
suggest ways to fill this gap.

Where the Topic Fits in the World Today
This text addresses essential management practices in the twenty-first century 
knowledge economy. It speaks to the change that every organization is 
experiencing as they transition from an industrial to a knowledge organization. 
Our experiences with the COVID-19 pandemic have heightened our awareness of 
our communications practices in the past year. Our communications norms and 
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behaviors have been challenged at every level. We are in the process of redefining 
how we communicate when we communicate, with whom we communicate, and 
what we communicate. Communication competencies are no longer desirable 
qualities in managers; they are essential qualities. The authors hope this text 
contributes to the revitalized discussions about organizational communications 
in the world today.

Where the Book Fits in the Literature Today
Because the topic is transdisciplinary, we will speak to where it fits in each discipline. 
In the knowledge management literature, this book speaks to core concepts. 
It is intended to provide a more profound knowledge-sharing treatment and 
exchange and communicate the eight types of knowledge capital. In the business 
management literature, this book addresses new management competencies. 
The authors intend to reframe the traditional conception of organizational 
communications for managers who must take greater responsibility for creating 
and leveraging business knowledge. In the economics literature, this text addresses 
essential economic transactions involving knowledge capital. The fundamental 
nature of knowledge requires that we see these economic transactions and forms 
of communication. This text is an addition to the communications literature 
in that it extends the treatment of interpersonal communications attributes 
and competencies for today’s managers. It speaks to new and more extensive 
competencies that are essential for leveraging business knowledge. Finally, this 
text has a place in the human resources literature in that it promotes the treatment 
of traditional “soft” and subjective skills to essential skills. The role of human 
resource professionals in achieving this transition is essential.

The Intended Audience for this Book
This text is intended for business managers working at all levels, knowledge man-
agement practitioners, and scholars. This text is intended for communications 
professionals, practitioners, and consultants. The authors also hope that human 
resource professionals will gains insights into evolving competencies.

Structure of the Book
The book is organized into four sections and 17 chapters. Section 1 focuses on 
the role of knowledge in the knowledge economy, the economic properties 
of knowledge, and the role of managers in facilitating the communication of 
knowledge. This section is comprised of four chapters. Section 2 introduces 
the reader to communication processes and elements and their relationship to 
knowledge flows. This section is comprised of four chapters. Section 3 guides the 
reader by reviewing the factors that may influence communication and comprises 
five chapters. Section 4 focuses on sustaining an organization’s capacity to 
communicate knowledge through capabilities and competencies. Four chapters 
support this section.



Preface     xi

Chapter Summaries
The summaries of all 16 chapters are provided below. The reader will also find 
extensive references to literature, thought leaders, and practitioners on that topic.

Chapter 1 explains that the value of knowledge is realized only when it circu-
lates. Knowledge mobility is a core business operation of every organization in the 
twenty-first century. Organizational communications have evolved over the past 
century as a discipline communication emerged as a support function and capa-
bility for the new science of management. From a business management perspec-
tive, communications have been treated as a generalized “soft skill.” Professional 
or specialized communications responsibilities are assigned to communications 
officers, public relations team, and corporate communication specialists. Tradi-
tionally, communication has been about crafting and controlling the message – 
reflecting an industrial and engineered economy and society. Communication is 
now everyone’s role and everyone’s responsibility. The need to leverage knowledge 
capital in the knowledge economy means that every organization needs to pay 
more attention to communications as a critical management competency.

Chapter 2 explains how the world of work is changing in the knowledge 
economy. The fundamental change is from one command and control to one 
of engagement and participation. The new world of work presumes that the 
knowledge of every individual has value to the organization’s success. The changing 
nature of work means a shift from managing processes and job classifications 
to managing business capabilities and workforce competencies. These authors 
suggest that in this new environment, managers have a more complex workforce 
to “manage” and an increasingly complex and dynamic work environment. To 
navigate this change, managers must expand their interpersonal communication 
skills to ensure that the knowledge of every employee realizes its total business 
value. This chapter presents a series of critical questions to guide managers in 
developing twenty-first century communication roles and responsibilities.

Chapter 3 explains how knowledge and its effective business use are critical 
success factors for any organization in the knowledge economy. Knowledge is 
what fuels our twenty-first century economic systems. Knowledge has always 
been part of our economic systems, but recent events and advances have made 
it more visible and accessible. The authors make the case that to succeed in 
the knowledge economy, our cultivation and use of knowledge assets cannot 
be accidental or secondary. This chapter reminds us that organizations must 
approach communication as an essential business capability. Communicating 
knowledge requires both an awareness of knowledge assets and the ability to 
tailor a communication strategy to ensure its effective transformation and use. 
Business communication happens while we are working – each organization and 
each work unit must design an effective and relevant transformation strategy.

In Chapter 4, the authors explain the play pivotal role leaders and managers 
play in defining a unit and team’s work environment and culture. In this chapter, 
we make the case that the twenty-first century knowledge organization depends 
on the effective mobilization and exchange of business-relevant knowledge. It is 
the primary responsibility of twenty-first century managers to understand the 



xii     Preface

traditional role and methods of public relations, strategic and internal communi-
cations and cultivate their interpersonal communications. Additionally, manag-
ers must be aware of the value of knowledge capital; they must be aware of the 
knowledge stocks of their teams and the knowledge that is essential to accom-
plishing the business goal. The authors make the case that a manager must be 
competent in designing each communication to ensure effective knowledge flows. 
This chapter reviews the essential communication skills and competencies, and 
personal communication attributes that a successful twenty-first century man-
ager requires.

In Chapter 5, the authors offer insights and critical questions to help advance 
ideas about human capital forms of knowledge. An organization’s human capital 
is represented by tacit knowledge, skills and competencies, and people’s person-
alities and personal attributes. In this chapter, the authors examine the three types 
of human capital and consider how communication contributes to growing and 
leveraging that knowledge. The authors strive to fill a gap in exchanging exchange 
for human capital in knowledge management literature. Communicating human 
capital is grounded in understanding what it is, how each type of human capital 
asset behaves, and the challenges we must address in facilitating that communica-
tion. This chapter provides the reader with a definition of each type of human 
capital, explains how it develops and is communicated, and identifies some fun-
damental challenges.

In Chapter 6, the authors explain that structural capital is critical to develop-
ing organization-wide knowledge capabilities. While structural capital is associ-
ated with groups, communities, and the organization, it also has implications for 
individuals. Through their individual and collective activities, individuals con-
tribute to the creation of structural capital. This chapter provides an extended 
discussion of how individuals and organizations can grow their explicit knowl-
edge, procedural knowledge, and organizational culture attributes. This chapter 
examines these issues in the context of learning cultures and learning spheres. 
These issues include determining sources, opportunities and challenges, risks, and 
the inherent interrelatedness of human capital, structural capital, and relational 
capital assets. The authors explain how we apply the design process to structural 
capital.

In chapter 7, the authors explain the critical role that relational capital plays in 
knowledge flows and transfers. They also explain why networks and relationships 
are essential to any attempt to grow human or structural capital. Additionally, 
network relationships are critical to developing and establishing a reputation. 
This chapter provides an extended discussion of how individuals and organiza-
tions can grow their networks, network relationships, and reputations. The chap-
ter also examines these issues in the context of learning cultures and learning 
spheres. These issues include determining sources, opportunities and challenges, 
risks, and the inherent interrelatedness of human capital, structural capital, and 
relational capital assets.

Chapter 8 explains what discernment is and why it matters for managers. 
The authors cover the three areas of discernment critical to a manager’s suc-
cess: conversational intelligence discernment, narrative intelligence discernment, 
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and organizational communication discernment. The discernment process is 
described, and the seven kinds of knowledge and discernment skills to build. This 
chapter provides a foundation upon which to build additional skills.

Chapter 9 explains the consequences of poor communication to both an 
organization and individual managers. The authors also address the significance 
of ethical communication and how to communicate honorably. The chapter also 
helps the reader understand how to be more self-reflective. The importance of 
trust and how to build and maintain it are described. The authors also explain 
the neuroscience of narratives, and this helps managers communicate better. This 
chapter also helps the reader to understand their communication style. Most 
important, though, this chapter explains the power and process of better listening.

In chapter 10, the authors provide a definition and characterization of facilita-
tion. The authors explain the role of intention and the importance of choosing 
a communication position. This chapter raises the reader’s awareness of leverag-
ing facilitation and feedback to support high-performing teams in the workplace. 
Additionally, the authors define and describe the vital competency of apprecia-
tive inquiry. Finally, the authors highlight the importance of providing feedback 
as a management competency.

In Chapter 11, the authors define decision-making and explain the role of 
decision-making in knowledge flows. Intuitive reasoning is also described. The 
authors also highlight the importance of managers understanding the types of 
decisions they make and understanding their decision-making styles. An over-
view of decision-making factors is presented, and the role they play in effective 
decision-making is explained. Finally, the chapter considers what it means to 
communicate a decision effectively.

In Chapter 12, the authors define and characterize high-performance teams. 
The role that high-performance teams play in achieving effective knowledge flows is 
explained. The role that knowledge capital plays in high-performance building teams 
is discussed. The importance of feedback to high-performance teams is highlighted. 
Finally, the role of trust in achieving high-performance teams is discussed.

Chapter 13 focuses on the types of roles, responsibilities, and competencies 
essential to knowledge communications. The authors draw upon earlier series 
authors’ important work (Garcia-Perez et al., 2019) to define competencies. The 
authors define four categories of communications competencies, including those 
suited to strategic roles, those that support specialized communications work, 
those that support embedded communications roles, and universal competencies 
that apply to everyone.

Chapter 14 explains how organizations can build communications capabilities 
into their everyday working environments. The definition of capacity building 
builds upon the organizational management and the strategic workforce develop-
ment literature. This chapter also derives essential guidance from another series 
focused on critical capabilities and capacity building. The authors highlight the 
role of a robust communications culture in building communications capacity. 
Capacity building is achieved through short- and long-term efforts. This chapter 
also highlights the importance of balancing capacity building across everyday 
business operations and specialized communications functions.



xiv     Preface

How this Book Impacts the Field
The authors intend to provide a holistic picture of core processes that comprise 
knowledge exchange. Authors intend to help business managers to understand 
what they can do to achieve more effective knowledge sharing and flows within 
their work operations. We hope to provide a foundation upon which to ground 
and grow the discussion of knowledge exchange and distinguish those exchanges 
by type of knowledge asset. We attempt to build on the solid foundation estab-
lished by Bontis and Andriessen in their characterization of knowledge capital. 
The authors hope the practical coverage of the issues will encourage more effec-
tive knowledge flows within work operations.

The book aims to create a new dialog among knowledge management profes-
sionals and practitioners, business managers, and communications professionals.

We hope the practical treatment will encourage those in the business commu-
nity to increase their awareness of their communication styles and cultivate them 
to increase knowledge flows.

Until this dialog begins, each area of practice will operate in isolation. The 
risk is that knowledge management processes will be sub-optimized without input 
from communications professionals. Until this dialog begins, each practice area 
will focus on the part of the solution, most likely generalized communication or 
exchange. Until this dialog begins, no one area of practice will effectively address 
the challenge. The authors hope this book will be a catalyst for that dialog.

Notes from the Authors
The year this text was written was a year when there were significant disrup-
tions to our communications processes. The COVID-19 pandemic changed our 
work environments, shifted our primary and secondary networks, and tended to 
highlight the individual in their “home” environment. Our attributes and com-
munications styles were exposed. It presented both challenges and opportunities. 
The challenges arose in how the team was able to work together, shifting from 
periodic in-person contacts to entirely virtual and often asynchronous commu-
nications. It forced each of us to take stock of our communication styles, and to 
assess our abilities to collaborate. Each author brought a different expertise to 
the task, representing different fields. The multidisciplinary nature of the team 
provided rich opportunities for us to each expand our knowledge based on joint 
learning and authorship. In this book, perhaps more than others in the series, we 
let the individual voices and styles of the authors come through in the text. We 
hope you enjoy the richness of the text!
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Chapter 1

The Shifting Landscape of Organizational 
Communication

Chapter Summary
This chapter explains that the value of knowledge is realized only when it 
circulates.

Knowledge mobility is a core business operation of every organization in the 
twenty-first century. Organizational communications have evolved over the past 
century. As a discipline, communication emerged as a support function and capa-
bility for the new science of management. From a business management perspec-
tive, communications have been treated as a generalized “soft skill.” Professional 
or specialized communications responsibilities are assigned to communications 
officers, public relations team, and corporate communication specialists. Tradi-
tionally, communication has been about crafting and controlling the message – 
reflecting an industrial and engineered economy and society. Communication is 
now everyone’s role and everyone’s responsibility. The need to leverage knowledge 
capital in the knowledge economy means that every organization needs to pay 
more attention to communications as a critical management competency.

Why We Care about Organizational Communication
We care about organizational communication because the value of knowledge is 
realized only when it circulates. Knowledge mobility is a core business operation 
of every organization in the twenty-first century. Knowledge management litera-
ture describes knowledge mobility from several perspectives: knowledge sharing, 
knowledge transfer, knowledge translation, knowledge exchange, and knowledge 
distribution. Regardless of how we describe it, any form of mobilization requires 
some element of communication. The need to leverage knowledge capital in the 
knowledge economy means that every organization needs to pay more attention 
to communications as a critical management competency.

Organizational communications have evolved over the past century as a disci-
pline communication emerged as a support function and capability for the new 
science of management. Communication has always been a critical tool for shaping 

http://doi.org/10.1108/978-1-80262-103-720221001


4     Communicating Knowledge

our organizational cultures and for realizing our strategies. From a business man-
agement perspective, communications have been treated as a generalized “soft 
skill.” Professional or specialized communications responsibilities are assigned to 
communications officers, public relations team, and corporate communication spe-
cialists. Traditionally, communication has been about crafting and controlling the 
message – reflecting an industrial and engineered economy and society.

In the past 30 years, though, with the increase in channels and organizations’ 
shifting management cultures and structures. Organizations can no longer craft 
and control the message. Communication is now everyone’s role and everyone’s 
responsibility. Good communications increase the business effectiveness of 
organizations. Poor communications can harm the business of an organization. 
The need to leverage knowledge capital in the knowledge economy means that 
every organization needs to pay more attention to communications as a critical 
management competency. To leverage the total value of knowledge, an organiza-
tion must rethink and reframe how they manage organizational communication.

Organizational Communications – Definitions and 
Characterizations
Communication is a word and a concept that comes up in a wide range of con-
texts and circumstances. In this chapter, we are interested in organizational com-
munications specifically. Communications is a pervasive and timeless art but a 
relatively young science. As an art, it is a core element of our oral rhetorical 
traditions. We see elements of the study of communications in the writings of 
ancient eastern scholars, in Roman and Greek histories (Krone, Garrett, & Chen; 
Paraboteeah) (Fig. 1.1).

It is essential to distinguish between the evolution and scientific study of 
human communications in general and the development of strategic and organi-
zational communications. The origin of organizational communication theory 

Fig. 1.1.  Rudimentary Model of Communications.
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and mass media communication is relatively recent. What is organizational com-
munication? Where did it come from? How has it evolved? And, what does the 
future look like?

What is organizational communication? There are two perspectives on organi-
zational communication that are relevant to the purpose of this text. The first per-
spective is the conventional approach which focuses on communication within 
organizations. The second is communication as an organization – meaning organi-
zations result from the communication of those within them. The first perspective 
reflects how we define organizational communication in the academic world. There 
are several essential characterizations – each important to the goals of this text. His-
torical researchers define organizational communication such as Shannon as the 
sending and receiving messages among interrelated individuals within a particular envi-
ronment or setting to achieve individual and shared goals. Others (Katz & Kahn, Red-
ding, Thayer) define organizational communication as constructing relationships and 
interacting with internal organizational members and interested external publics. It 
reflects how organizations represent, present, and constitute their organizational cli-
mate and culture – the attitudes, values, and goals that characterize the organization 
and its members. For these researchers, organizational communication helps us to:

⦁⦁ accomplish tasks relating to specific roles and responsibilities of sales, services, 
and production;

⦁⦁ acclimate to changes through individual and organizational creativity and 
adaptation;

⦁⦁ complete tasks through the maintenance of policy, procedures, or regulations 
that support daily and continuous operations;

⦁⦁ develop relationships where “human messages are directed at people within the 
organization their attitudes, morale, satisfaction, and fulfillment” (Goldhaber 
20); and

⦁⦁ coordinate, plan, and control the operations of the organization through 
management.

In 2020 it was essential to give equal weight to the second perspective. Com-
munication is about more than transmitting messages between senders and receiv-
ers. Communication constitutes or makes up our social world. This second view 
(Kim; Putnam & Cheney) suggests that current organizational communications 
include eight threads or traditions, including communication channels, commu-
nication climate, network analysis, superior–subordinate communication, infor-
mation-processing perspective, rhetorical perspective, and cultural and political 
perspective. Consider what you would study if  you enrolled in an organizational 
communication course in a college or university today. You would focus on devel-
oping your skills in organizational socialization, interviewing, giving individual 
and group presentations, creating positive work relationships, performance evalu-
ation, conflict resolution, stress management, decision-making, and communi-
cating with the external public. In 2020, organizational communications were 
more complex than they were 40 or 50 years ago. The focus of this chapter is the 
increased complexity and the implications for knowledge organizations.
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To better understand the shifting landscape of organizational communica-
tions, let’s consider the evolution of the discipline and the practice over the past 
century.

The Origins and Evolution of Organizational 
Communications
Organizational communications is a relatively young discipline compared to other 
disciplines. Redding and Thompkins chronicle the development of organizational 
communication, including the Era of Preparation, the Era of Identification and 
Consolidation, and the Era of Maturity and Innovation. To their three eras, we 
add a fourth, the Era of Knowledge.

The Era of  Preparation (1900–1940)

This era covers the early informal years of the discipline and traces its transition 
to an early academic discipline. During this era, much of the groundwork was laid 
for the discipline that we know today. The earliest contributions have been traced 
back to the ideas and work of Lull and Redding at the University of Purdue and 
to the early sermon traditions reflected in the works of Dale Carnegie (How to 
Win Friends and Influence People, 1936) and Norman Vincent Peale’s The Art 
of Positive Thinking. These early works promoted interest in public speaking as 
early as the 1920s. As a discipline for serious study and research, though, we 
can trace the origins to the mid-twentieth century and the height of the indus-
trial era. During the industrial age, organizational communication focused on 
worker productivity, organizational structure, and overall organizational effec-
tiveness. Organizations in the mid-twentieth century realized the importance of 
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communication as a management tool for achieving higher profits and produc-
tivity. The first scholarly treatment has been attributed to Alexander R. Heron’s 
1942 book, Sharing Information with Employees. This book focused on manager–
employee communication (Meyers & Sadaghiani; Redding & Tompkins). This 
book reflected the primary focus of the era – public speaking, business writing, 
management communication, and persuasion.

The Era of  Identification and Consolidation (1940–1970)

During this second era, the focus expanded to include the early interest in business 
and industrial communication. This new focus also highlighted particular group 
and organizational relationships. During this era, we also saw the emergence of 
communications professionals. This development signaled the development of a 
distinct new art and craft of organizational and business communications. The 
young discipline continued to emphasize two traditions – public address and 
speaking and persuasion. However, it added an important new focus – social 
science research on interpersonal, small group, and mass communication. Dur-
ing this era, managers needed communications assistants and communications 
teams. While organizations recognized the importance of communication skills 
to management, it was not yet treated as a core business competency or skill. 
Managers who were responsible for managing strategic communications or sup-
porting public relations did not need to have communications expertise. They 
were expected to have a level of awareness and work effectively with communica-
tions support teams. During this era, a new practice of management consulting 
grew up around organizational communication. Much of the practice of organi-
zational communication during the 1950s and 1960s came from communications 
consultants. These early consultants focused on message design, message com-
plexity, channel choice, and worker participation in organizations.

Over time, though, external communications consulting transitioned to an inter-
nal management capability. We began to see internal communications (IC) teams. 
These teams were responsible for promoting managerial and business communica-
tion as a core element of management education and training. During the latter 
part of this era, we began to see new communications competencies reflected in 
the management science curriculum and training. As a core management topic, 
academic programs began to formalize these new communication skills as insti-
tutional and professional competencies. Communication skills and competencies 
were portrayed as the responsibility of a few rather than the whole organization. 
Initially, these new competencies were assigned to organizational leaders. This prac-
tice has persisted to the present era. Over time they were assigned to the line and 
unit managers. Ultimately, these new competencies were expanded and applied to  
the whole workforce. In this current form, though, they are not treated as techni-
cal competencies but rather as soft skills and behavioral attributes. Redding and 
Thompkins conclude that by 1967 or 1968, organizational communication had 
finally achieved at least a moderate degree of success in two respects: breaking from 
its “business and industrial” shackles, and gaining a reasonable measure of recogni-
tion as an entity worthy of serious academic study.
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The Era of  Maturity and Innovation (1970–2010)

The field of organizational communications achieved maturing from 1970 to 
2010. During this era, empirical research increased was characterized by innovative 
efforts to develop concepts, theoretical premises, and philosophical critiques (Red-
ding & Thompkins). Whereas earlier eras focused on perfecting a manager’s abil-
ity to deliver the organization’s message effectively, this era focused on all levels of 
interaction in organizations. Because interpersonal relationships are a large part 
of organizational communication, a great deal of research focuses on how inter-
personal relationships are conducted within the framework of organizational 
hierarchies. During this era, it became clear that communications professionals 
needed to have an intimate knowledge of the business to be effective communica-
tors. The pendulum shifted in the direction of more focused business commu-
nication. The expansion of the discipline was first noted in the 1980s. By 2010, 
the discipline had expanded to include work on organizational culture, power 
structures, conflict management, and organizational rhetoric.

The Era of  Knowledge (2010 and Beyond)

The authors suggest we have entered a new era of organizational communications 
– the era of knowledge. This fourth era includes all of the earlier traditions but 
provides both a broader and more refined focus on the role of communication to 
enable knowledge use, transformation, and translation. In this new era, perva-
siveness and importance of communications, the pendulum has begun to shift 
back – from communications professionals with business knowledge to business 
managers with communications competencies

Organizational Communications in 2020 and Beyond
What do organizational communications mean today? Over these four eras, 
organizations have cultivated and advanced three essential communications 
capabilities. These capabilities provide a good foundation for seeing the changes 
in the landscape and understanding the future. Let’s begin by explaining what 
we mean by capability. A capability is similar to a business function. It explains 
what an organization does to develop a value for its stakeholders. It is different 
from an administrative structure – the capability can span business units and take 
different forms. The goal of the capability, though, is consistent wherever it is 
practiced. The three essential communications capabilities include strategic com-
munications, public relations management, and IC management. Each of these 
three capabilities remains important in the fourth era – the Era of Knowledge – 
though we acknowledge that each now requires an expanded set of competencies. 
To the three existing communications capabilities, we introduce a fourth – com-
municating knowledge – the book’s core focus (Fig. 1.2).

Capability 1: Strategic Communications

Strategic communications focus on the external world and leverage a strategic 
approach that has shifted from control and management to orchestration and 
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