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Organisational Behaviour – Sanrizz 

Communication 

 
Basic Model 
 
Organisations are Open Systems 
Communication Inputs – Information from the inside the organisation and the external 
environment that may influence the decision making of the organisation. 

- Increase in the number of people going to the hairdressers 
- Inner vision to expand 

Communication Throughput – transforming and changing input information for internal 
organisational use and its transmission throughout the organisation 

- It appears that Tony is the most aware of the external environment, shown through 
his passion and clear vision in the future of Sanrizz. 

- Tony eventually communicates their strategy to employees through a presentation 
to many employees 

Communication Output – Messages to the external environment from within the 
organisation 
 
Messages are encoded by the sender before they are sent. 
Messages are decoded by the receiver before they are received. 
 
Encoding and decoding process is shaped by: 

- environment, background, experiences 
- values, attitudes, personality 

o Ricci has a negative attitude towards authority and change 
o They all value fairness and family 
o Tony values authority, competency, responsibility and logic 
o Ozzie values recognition 
o Ricci values support and being listened to 

- relationship between sender/receiver - brothers 
- non-verbal communication – negative attitudes from Ricci 
- perceptual limitations 

o Ricci has very limited perception in the form of selective perception in which 
he only hears some of the information he receives from his brothers. These 
selected information tend to be negative, leading to his negative attitude 
(antagonism) 

o As brothers, they know each other’s negative sides. As a result, they tend to 
see the worst of each other when decoding each other’s message. This forms 
a type of bias 

 
Despite all the brothers valuing fairness they all have different perceptions regarding the 
fairness of their current processes. Ozzie does not feel recognised for his work and that he 
receives less financial rewards than he deserves; Tony feels that he does most of the work; 
and Ricci feels that his opinions are not considered and he does not have a say in decisions. 
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As a result, the encoding and decoding process have led to different perceptions of the 
problems. 
Tony usually encodes a message involving organising and change. However, due to the 
brother’s desire of equal power, Tony’s higher level of and more frequent decision making is 
perceived as overly controlling and that the other brothers’ participation in decision-making 
are not valued. 
 
Feedback 
There is a lack of feedback between the brothers which prevents the brothers from 
understanding the how their messages are received and thus not allowing them to modify 
their communications and behaviour. 
In one of the meetings with Gerry, the brothers discuss how they feel about each other 
which is a form of feedback. According to Tony, they did not have these arguments because 
they were not brought up. 
However, the brothers do not agree with the feedback they receive. 
 

Functional Theories of Communication 
1. The function of the message 

Change – about learning, problem-solving 
 The message does not fit the function as they usually get off topic and argue 

frequently. Consequently, the message does not achieve its function. 
2. What network to use 

As brothers, they use an informal network and include using the phone and meeting 
face-to-face. The brothers should instead set a formal meeting. 
Communication is also ineffective because the brothers do not want to listen to each 
other. 

3. What channel to use 
To communicate between salons, the brothers use the phone. They also visit each 
other at their salons. However, due to their frequent arguments, they communicate 
a negative image to employees and customers. 

4. What direction to send the message 
Horizontally – co-owners 

5. How much and how often to send the message 
 

Recommendations 
According to the Functional Theory, there are communication problems because the 
message was not well designed or not transmitted properly. 
The brothers should aim to design the message to fit its function of discussing the 
change process. In order to avoid getting off topic and better understand each other’s’ 
viewpoint, they should meet face-to-face to make important change decisions and 
communicate formally in meetings to ensure that the meeting achieves its purpose. 
Given the lack of strategic vision shared by employees, it is important to develop one 
and communicate information to hairdressers so that they have role clarity. Given the 
huge expansion desired by the brothers, they should meet regularly in order to be able 
to open 20 stores in 3 years and should also keep employees updated on the change 
progress so that they can feel more secure. 
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Culture 

 

 Uncooperative, conflicting – constant arguments making their jobs difficult at times 

 Creative, dedicated and innovation – glamorous hairdressing salons, dedication, 
creativity and the Sanrizz education systems 

 
Culture – the way we do things around here 

- The employees all obey to the brothers’ decisions 
- Toni is the dominant decision-maker and is the one who generally decides the way 

they do things 
- While Toni usually gets his way, his traditional way of thinking and doing things is not 

shared by his brothers due to their different perceptions 
 
Culture as a shared meaning - Shared understandings or meanings about the organisation, 
its purpose, its members and how they should behave 

- The three brothers appear to have different meanings about the organisation and its 
purpose. For example, Ricci understands his business as one which just wants to 
serve its customers and make people happy, whereas Toni views the business as an 
opportunity for profits. 

- They also have conflicts regarding how they should behave. For example, Toni 
believes that he should do all the decision-making while the others believe it to be 
unjust that his decision is always the dominating decision. 

 
Culture relates to values, beliefs and assumptions 

- Because of the brothers’ differences in values, beliefs and assumptions, they fail to 
set shared understandings or meanings about the organisation 

- Consequently, there is not a distinct culture 
- Toni assumes that his brothers do not know what they are doing 

 
Culture can be reflected in language use. 

- Frequent arguments and insults 
- This can create a culture of non-cooperation 
- Decrease employee commitment 

 
Culture is also reflected through rituals or ceremonies 

- For example Toni’s presentation to the staff hairdressers may be a ritual if done 
consistently. This would reflect a culture which promotes knowledge of the business 
and role clarity  

 
Observable symbols 

 Common logo, image, rules and regulations 
 
Physical Lay-out 

- Dress code - Employees all wear black  meaning = professional and formal culture 
 
Communication pattern 
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The Sanrizz Video: Part II 
 

 The brothers decide to continue the business together, despite Gerry’s belief that 
they cannot work together unless dramatic changes occur 

 Gerry suggests the brothers adopting a franchise plan which would allow some 
collaboration but will also allow the brothers to develop individual salons separately 
and at a different pace of growth 

 Ricci temporarily pulls out, but Toni and Ozzie decide to go along with Gerry’s idea 

 Franchise agreement 
o Jointly set up a jointly owned, separate company that will promote the 

Sanrizz brand 
o Will be funded by a percentage of revenues from each of the existing salons 

and will be responsible for deciding the image of the Sanrizz brand, 
developing a logom deciding the rules for using the brand, etc. 

o Sign an agreement to set up this separate company 
o Can individually open new salons, using the Sanrizz brand but based on their 

own willingness to invest 

 Tony takes charge of the announcement to staff and envisages a rapid increase in 
the number of salons 

 The franchise idea would allow the brothers to buy in to those things that are central 
which they do themselves and do jointly, which actually allows them separately to go 
at their own speed in developing additional outlets 

 Makes them believe that they are cooperating more than they are but which simply 
gives them a feeling that they are involved and yet, allows them to go their separate 
ways 

 Tony will be in charge of the expansion plan 
 
 

Communication 

 

 Struggle with their business relationship, but get on artistically 

 Shared passion for artistic decisions are enough for them to come to the same 
conclusion 

o  

 They interpreted Gerry’s advice, not the way intended by Gerry 
o Bias 
o Selective perception – only hear some of the information they receive 

- failed to interpret Gerry’s advice suggesting they should not work together 
o Selective retention – only remember some of the information they hear 

- dramatic changes are needed for them to work successfully 
 
Gerry presents his Sanrizz franchise plan to the brothers 
1. The function of the message – Change 

 Suggesting an idea for the brothers so that they can continue to work and expand 
together 

 Problem solving for the current relationship and process conflicts 
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Or perhaps, they recognise the need for change and agree with the strategy, but resist 
because they lack confidence to change or believe the change will make them worse off 
than the current situation 

 Ricci is dependent on his brothers. Maybe the brothers should have indicated their 
support for him even when they are more separated through a franchise agreement 

 
Ricci’s resistance to change: 

 Negative valence for change – will make him worse off 
- Expectancy theory 

o Believe that the change will have more negative outcomes (poorer quality of  
decisions in the absence of Toni) 

o The negative outcomes have a high probability of occurring (Toni’s 
participation in decision making will occur less frequently, thus leading to a 
higher probability of poor decisions being made) 

 Fear of the unknown 
- Ricci is unable to think logically and may therefore lack the ability to accurately 

predict or visualise the future situation. As a result, people tend to anticipate worse 
rather than better outcomes 

- Lack of personal control which generates negative emotions, particularly when the 

change potentially affects things of importance, such as family values and self-

concepts 

Ricci’s negative attitude when his brother makes decisions can be associated with the not-

invented-here syndrome 

 Deliberately inflate problems with changes that they did not initiate, just to 

prove that those ideas were not superior to their own – says that the others 

never listen to what he has to say 

However, it should be noted that some people inherently oppose change because of their 
personality and values; others because they lack sufficient motivation, ability, role clarity or 
situational support. These can be changed through effective communication. 
 
Negotiation 

 A form of influence that involves the promise of benefits or resources in exchange 
for the target person’s compliance with the influencer’s request 

 Potentially gains support from those who would otherwise lose from the change 

 However, this is mostly compliance with, rather than commitment to, the change 
effort, and may therefore not be effective in the long term 

 

Meaning-centred Theories 
 By creating a future vision of a better organisation, leaders effectively make the 

current situation less appealing. When the vision connects to employee values and 
needs, it can be a motivating force for change. This shared vision through these 
means can therefore communicate the change positively more effectively. 
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Culture 

 Same strategic vision – Open 20 salons in 3 years 

 But different visions of success – no shared meanings of success 

 Different beliefs and assumptions regarding the size of investment needed to be 
successful 

o Tony is thinking in terms of millions 
o Ozzie is thinking $40, 000 
o Ricci refuses to think in terms of money at all and believes that success is only 

a matter of happiness 
 

 Ricci – family culture – refuses to feel as part of a partnership with his brothers. “I’m 
in a relationship. We’re family. That’s it.” 

 Shared view that they need each other and need to work together in order to go 
forward. They each believe they cannot do it individually. 

o Family values and more hidden value for teamwork and cooperation 
o Tony – “We grew it together. We started it together. And we will finish it 

together” 
o Prefer dramatic changes so that they can continue the business together 
o Shared meanings shaped their experience of what they believe the 

organisation is / what it re 
o presents 

- “People don’t look at our companies individually; they look at us as being 
together.”  

 

 Creativity – The combined talents of the three brothers instilled new dimensions into 
salon as well as show and seminar work 

 Dedication 

 Sanrizz Artistic teams travel extensively throughout the world, demonstrating 
advances in styling, cutting and innovative technical interpretation through their 
unique concept of education 

 


