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Abstract

In this article we propose a model for a visual instrument that allows the analysis of communication
within organizations, called the Model for Analysis of Internal Communication — MACIn. It is
consists of six quadrants, five of which are anchored in the literature, and it is designed to assist in the
diagnosis of communication management and the conduct of focus groups, whether for scientific or
managerial purposes. MACIn combines the canvas model, the focus group technique and the topic of
internal communication into a single tool. This tool allows the user to gather information and facilitate
discussions on topics such as organizational goals, perceptions of internal communication, the channels
used, information flows and access, and leadership communication. This study highlights the agility
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that MACIn brings to the data collection process, and the possibility of interviewing different groups
while maintaining the same approach, allowing for later comparative analysis.

Keywords: Organizational communication. Internal communication. Qualitative research. Focus
group. Visual model.

Introduction

Since the inception of the Business Model Canvas (OSTERWALDER; PIGNEUR, 2010),
many visual business development models have been proposed for different purposes: the social
enterprise model canvas (SPARVIERO, 2019), the research design canvas (KETCHEN et al.,
2019), the academic planning canvas (RUIZ, 2019), and the life cycle canvas® (NASCIMENTO
et al., 2020). In the general field of communication, some models have also emerged, such as the
public relations strategy canvas (STEFAN; GRANDI, 2016), the internal communication canvas
(EEEDQ, 2016), the communication planning canvas (BINATI, 2017), and the communication
canvas focused on the digital environment (FEIJO, 2019). However, specialized literature does
not present any model that integrates focus groups as a data collection method, although this
method can furtherenhance the applicability of the canvas.

According to the study “Challenges of COVID-19 for Organizational Communication”
(ABERJE, 2020), 83% of the respondents believe that among various communication processes,
internal communication was most impacted by the crisis experienced in 2020 caused by the
COVID-19 pandemic. This underscores the importance of studies that focus on communication
that occurs within organizations. Steffen, Henriques, and Lisboa Filho (2020) explored the
potential of cultural-media analysis as a research protocol, highlighting the importance of
new and different methodological possibilities in the field of communication. This justifies the
search for the qualification of the research process in internal communication.

Thinking strategically about internal communication means understanding that it operates
as a mechanism based on a system of interactions in which the sharing of meaning, whether at the
group, interpersonal, or organizational level, reflects the meaning of the company, and serves as
a reference for its members (BRANDAO, 2018). This understanding emphasizes the importance
of the individuals involved in the internal organizational environment in the communication
process. Considering the increasing importance of internal communication and the need to find
new methodological paths for the field, the objective of this study is to propose a model of a visual
tool that allows for the analysis of communication within the internal scope of organizations.

Therefore, we propose the Model for Internal Communication Analysis (MACIn), a
methodological construction anchored in the review of internal communication literature and
derived from the canvas methodology. Unlike other models mentioned, especially the internal
communication canvas (EEEDOQO, 2016), MACIn’s canvas is composed of of six quadrants and
uses the focus group for data collection, highlighting its potential contribution to qualitative
research, which, according to Vieira and Tibola (2005), is a practice that allows for unraveling
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subjective objects that require a deeper understanding of the phenomena surrounding them.
The proposed model also offers researchers the possibility of theoretical triangulations,
contributing to the advancement of studies in the field of communication within the internal
framework of organizations.

In summary, MACIn is a collaborative graphic representation tool, and in addition to its
scientific-methodological contribution, it also stands out for the support it provides to managerial
communication activities, allowing for more accurate information gathering and organizational
diagnostics, and taking into consideration the perceptions of strategically selected groups. In the
following sections, we present theoretical references on the canvas model and focus groups used
in the construction of MACIn, followed by a detailed explanation of its construction, information
on its empirical validation, and final considerations that provide suggestions for future studies.

Canvas Model

The canvas model can be defined as a tool for business and new project modeling that allows
the organization of ideas and the flow of likely actions and reactions for a product or value (RUIZ,
2019). Many models found in the literature are inspired by the business model canvas proposed by
Alexander Osterwalder in his Ph.D. dissertation and later published in the book co-authored with
Yves Pigneur, entitled “business model generation” (LUKAS, 2018). The book serves as a kind of
manual for the design of future companies (OSTERWALDER; PIGNEUR, 2010).

According to Martins, Mota, and Marini (2019), the Business Model Canvas assists managers
in understanding the process of capturing, creating, and delivering value carried out by the different
actors that make up an organization’s business. Many models inspired by the Canvas have been
proposed for different purposes and in various areas of knowledge. Some examples include the social
enterprise model canvas, designed for researchers and social entrepreneurs seeking to understand or
design the structure of organizations dedicated to achieving social objectives (SPARVIERO, 2019);
the research design canvas, which serves as a tool to help researchers manage scientific research
studies (KETCHEN et al., 2019); the academic planning canvas, aimed at education professionals
(RUIZ, 2019); and the life cycle canvas®, which widely used by project management professionals
and also contributes to skills development in the classroom (NASCIMENTO et al., 2020).

In the field of communication, there are canvas models that help professionals manage
their activities. Most of them are empirical proposals, such as the communication planning
canvas, which aims to get the entire team on the same page to facilitate the understanding
of how to proceed in communication matters (BINATI, 2017). This model consists of eight
main elements: (i) differentiators; (ii) objectives (business, marketing, and communication);
(iii) central message; (iv) target audience; (v) B2B audience; (vi) expected flow; (vii) channels;
and (viii) experience (point of sale, digital, and outdoor communication). In addition to these
elements, the model includes sections for “when?” budget (% production and % media), place,
period, intensity, results (tangible and intangible), and “how to measure?”
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There is an adapted canvas model proposed by the Dutch company pr.co, called the
Public Relations Strategy Canvas, which consists of five spreadsheets that should be filled out
by communication teams to plan their activities for 12 months and keep track of them. In this
model, the spreadsheets correspond to the five main elements of the canvas: (i) purpose; (ii)
audience; (iii) themes; (iv) channels; and (v) strategy outline (STEFAN; GRANDI, 2016).

The Finnish company EEEDO (which provides communication solutions) proposed the
internal communication canvas model (2016), which aims to help communication professionals
assess internal communication strategies and practices and assist in the creation of an internal
communication plan. This model is inspired by the business model canvas (OSTERWALDER;
PIGNEUR, 2010) and presents nine elements: (i) key stakeholders and partners; (ii) main
communication activities; (iii) communication team resources; (iv) communication value
proposition and objectives; (v) employee relations; (vi) communication channels; (vii) employee
segments; (viii) communication cost structure; and (ix) value added.

The communication canvas proposed by Feijo (2019) is a tactical model for contemporary
digital communication planning work. This model was also inspired by the Business Model
Canvas (OSTERWALDER; PIGNEUR, 2010), with a proposal of nine elements: (i) receiver; (ii)
code; (iii) channels; (iv) highlight phrases; (v) frequency; (vi) key message; (vii) sender; (viii)
context; and (ix) metrics. According to the author, although almost all digital businesses start
after creating a Business Model Canvas, there was no model focused on the communication
process in the digital environment, which can be explained by the fact that companies often
prioritize sales results and underestimate the importance of internal communication.

Focus Groups

Focus groups are a research technique that emerged in the 1940s in the United States.
They were first used by Lazarsfeld, Merton, and their collaborators to study audience reactions to
advertisements and radio broadcasts during the Second World War (NOBREGA; ANDRADE;
MELO, 2016). It is a data collection technique commonly employed in qualitative research, in
which group interviews are conducted to discuss specific topics (MARTINS; THEOPHILO,
2009). The number of participants in these groups ranges from six to fifteen (TRAD, 2009).
The technique serves as a means to support the study of values, attitudes, beliefs, opinions, and
processes of influence (GONDIM, 2003) and helps to meet diverse research needs (NOBREGA;
ANDRADE; MELO, 2016).

Focus groups allow researchers to understand the interviewee’s reality from the
interviewee’s perspective, allowing them to find meaning in the manifest content (SILVA;
RUSSO, 2019), a characteristic feature of qualitative research approaches. Habowski and Conte
(2020) emphasize that focus groups go beyond being a research technique focused solely on
the use of formal and technical knowledge, as qualitative approaches prioritize the interplay
between empirical and theoretical fields.
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Gondim (2003) points out that focus groups can be more or less structured, depending
on the research objectives. Greater structuring ensures focus and alignment with the topic, but
may inhibit the emergence of opinions that would enrich the discussion. Greater flexibility, on
the other hand, facilitates interaction between the moderator and group members, but if taken
to extremes, it can increase the risk of digressions in responses and compromise comparative
data analysis (GONDIM, 2003). Invariably, the conduct of a focus group requires the presence
of a moderator with substantial knowledge of the topics under discussion, as well as the support
of a second moderator. There may also be the presence of external observers who do not speak
but can record participants’ reactions (TRAD, 2009).

Model for Internal Communication Analysis (MACIn)

The MACIn emerged from the need for a tool that would facilitate the discussion of
topics related to internal communication in focus groups that were relatively homogeneous
in terms of the participants within each group and completely heterogeneous when it came to
comparing one group to another. We proposed a canvas model with six quadrants. Next, we
present the six quadrants and the main studies that support each of them (Figure 1):

Figure 1 - MACIn
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Organization Objectives

Considering the strategic functions of internal communication as a means to achieve
organizational goals, and as a means to align them with the desires of employees, we understand
that MACIn should have a specific quadrant to discuss the group’s understanding of the
organization’s strategic goals.

According to Guedes (2008), when communication is focused on the organization’s goals,
employees can better understand the organizational context and align themselves with goals,
comprehend challenges, decisions, positions, strategies, and impacts on both the organization
and their own lives. In the same vein, Araujo, Simanski, and Quevedo (2012) emphasize the
need for organizational members to be aware of the organization’s goals, and to be committed
to their success.

Armijos-Buitrén, Costa-Ruiz, and Paladines-Benitez (2017) highlight the importance
of communication within organizations: first, for its contribution to achieving organizational
goals, and second, because information management is a significant market positioning
strategy. Costa and Oliveira (2020) attribute to internal communication the role of aligning
organizational interests with those of employees through dialogue, exchange of information
and experience, and encouragement of participation at all levels.

Internal Communication

Since individuals who make up organizations interconnect through different cognitive
universes and different cultures in a communicative process focused on common goals
(KUNSCH, 2018), we have added the internal communication quadrant to the model.

Kunsch (2014) emphasizes the inseparability and interdependence of the instrumental,
human, cultural, and strategic dimensions of internal communication. According to Acufia,
Dominguez, and Navarro (2017), the goal of internal communication is to make the entire
team feel satisfied and engaged, because having space to speak, and feeling heard by peers
and managemental ensure an increase in enthusiasm and willingness to work. Oliveira (2018)
considers internal communication as the foundation of a company’s work, with the main
focus on the employees themselves. “Communicative actions must be guided by a philosophy
and a policy of integrated communication that takes into account the demands, interests, and
expectations of the audiences/subjects involved” (KUNSCH, 2018, p. 18). These propositions
highlight the importance of understanding the perceptions of individuals involved in the
communicative process.

Internal Communication Channels

All of the communication-focused canvas models identified in the literature review have
a communication channels quadrant. We have included this element in MACIn, incorporating
the internal communication channels quadrant to identify all channels that group participants
perceived as useful for internal communication. It is important to encourage participants to
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think about all the channels that are used, regardless of their format, the frequency of use,
the perceived quality of the information that circulates through them, or whether participants
perceive the channels as formal or informal. All of this may or may not be specified by the
facilitator, depending on the research objectives.

Daft and Lengel (1983) dedicated themselves to studying the richness of information
and media (channels), giving rise to the Information Richness Theory, which seeks to
investigate information processing in organizations. Braun et al. (2019) understand that this
theory consists of a useful heuristic structure for investigations in which there is an interest in
analyzing the preference for a particular communication channel. To make this classification,
the moderator should use the criteria proposed by the theory itself: information cues (use of
verbal and nonverbal signals); degree of personalization (personal focus); feedback capability
(interaction); and the degree of language variability (use of natural language). Table 1 provides
an example of this classification.

Table 1 - Richness of Channels

Face-to-Face E-mail Phone
Communication Communication Communication

Use of Information Cues .
(verbal and non-verbal signals) High Low Low
Extent of Persorz’ahzatlon High Medium Medium
(personal focus)
Feedback Capacity High Medium High
(interaction)
Degree of Language Variety High Medium High
(natural language)
Overall Channel Richness High Medium-Low Medium

Source: Adapted from Braun et al. (2019, p. 53)

Given the importance attributed to communication channels for the effectiveness of the
communication process, we include this quadrant for the purpose of identifying all the channels
that participants perceive as useful for internal communication. We believe that the classification
anchored in the Theory of Information Richness allows: (i) the moderator to assess the richness
of the identified means, and (ii) compare this richness with participants’ preferences.

Flows and Access to Information
We have included the “flows and access to information” quadrant in MACIn to assist
the moderator in identifying the predominant information flows within the organization’s
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internal context. This ensures the collection of information about the degree of difficulty that
participants encounter when seeking information related to their work routines.

Blikstein, Alves, and Gomes (2004) argue that in the field of internal communication,
there are downward information flows (from superiors to subordinates), upward information
flows (from subordinates to superiors), and horizontal flows (between people at the same
hierarchical level). In all cases, both formal and informal communication occur, with informal
communication being fueled by comments, rumors, and gossip (Blikstein, Alves, and Gomes,
2004). Rumors consist of various lines of informal communication, and are usually composed
of well-informed individuals who do not adhere to the hierarchy, as noted by Araujo, Simanski,
and Quevedo (2012). According to Lipidinen, Karjaluoto, and Nevalainen (2014), when an
employee sends a message to the wrong person, the waiting time for a response is longer, and
feedback is often unsatisfactory.

Considering the hierarchical relationships established in organizational contexts,
Oliveira (2018) warns against a sense of being at the top of the organization that hinders
closeness with the rest of the group. Similarly, members in lower hierarchical positions
perceive their superiors as aloof. These feelings described by the author can hinder closeness
and, consequently, create barriers to information flows. In this sense, it is clear that improving
the strategic flow of information directed to the internal audience brings a range of benefits
since, according to Armijos-Buitréon, Costa-Ruiz, and Paladines-Benitez (2017), it increases
efficiency levels, productivity, and contributes to projecting a solid organizational image to
different audiences.

Leadership Communication

Investigating an organization’s internal communication necessarily entails investigating
the communication of its leaders. This argument is supported by the data from the research
conducted by Integrating Action and Social Base: 64.8% of the organizations surveyed pointed
out that the main challenge for the year 2020 would be to engage leaders as communicators.
Therefore, it was considered necessary to include the “Leadership Communication” quadrant
in MAClIn.

Modern organizations are moving towards knowledge management and understand that
information sharing and teamwork are essential. Therefore, it is essential that a manager’s
performance be measured by their communication (Siqueira Filho, Zaccaria, Giuliani, 2014).
According to Men (2015), leadership provides an important context as it sets the tone for internal
communication practices. Based on Wikaningrum, Yuniawan (2018), and Braun et al. (2019),
we can affirm that the quality of leaders’ communication can influence how subordinates
perceive their leaders and affect job satisfaction.

Thomas, Richmond, and McCroskey (1994) categorized two leadership communication
styles perceived by subordinates: the assertive sociocommunicative style (leaders whose
communication is seen as independent, dominant, aggressive, competitive, and strong) and
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the responsive sociocommunicative style (leaders whose communication is seen as helpful,
friendly, compassionate, sincere, and affectionate). These styles were used by Men (2015), who
concluded were that subordinates expect leaders to communicate in a sensitive, welcoming,
understanding, sincere, and interested manner, showing concern for subordinates, openness, and
willingness to listen. On the other hand, they also expect leaders to communicate assertively,
strongly, and decisively at certain times.

Thus, the “Leadership Communication” quadrant of MACIn is anchored in the
sociocommunicative styles, assertive and responsive, postulated by Thomas, Richmond, and
McCroskey (1994) and developed by Men (2015). The suggestion is that in this quadrant,
participants in the focus groups receive descriptors of these two communication styles, and the
facilitator asks them to select the option that best describes their leader’s communication (the
same can be done with groups of leaders, in a self-analysis exercise,asking them to select the
option that best describes their own communication style). The discussion can, then, expand on
the characteristics identified or on other strengths and weaknesses related to communication
and the challenges of leaders and job satisfaction.

Suggestions

In our review of the literature, we did not find any communication canvas models
that had a quadrant specifically titled “Suggestions.” In fact, the closest we cold find was
the fourth quadrant, “highlighted phrases,” found in the communication canvas proposed by
Feij6 (2019).

The “Suggestions” quadrant was included in MACIn for two reasons: (i) to serve as a
space where the facilitator could direct any suggestions and insights that might emerge from
the group during the discussions and that might be important for future discussions; and (ii) to
be a specific moment, at the end of the discussions in the other quadrants, where the facilitator
requests that the focus group participants note down suggestions related to the organization’s
internal communication.

In the first case, written notes can be taken at any time during the activity, by the
facilitator or by observers, with the aim of fostering a more in-depth discussion with the group,
either immediately or at another time.

In the second case, the facilitator should make it clear that while the participants are
writing their suggestions, the group should not immediately discuss the ideas. This is crucial to
encourage individuals to feel comfortable enough to let their ideas flow and express them freely.
This stage resembles brainstorming sessions of teams engaged in creative processes: a special,
intentionally prepared moment to let the unconscious emerge.

The authors emphasize that this process typically follows a sequence: (i) problem
presentation, (ii) idea development, and (iii) judgment. Therefore, we propose that the judgment
or debate of ideas in the “Suggestions” quadrant of MACIn is optional, remaining at the
discretion of the session’s moderator.
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Validation of MACIn

The empirical validation of MACIn was carried out in an educational organization
with several units. First, a pre-test was conducted, and after adjustments, three focus group
sessions were conducted: one with managers/leaders of the company and two with groups of
employees from two distinct units. The focus groups had a minimum of six and a maximum of
16 participants. The groups took place between November 11th and December 4th, 2019, with
each group session lasting between 1 hour and 15 minutes to 1 hour and 54 minutes.

Table 2 — List of Conducted Focus Groups

Group Date Time Location Participants Duration
Unit B Employees | 11/11/2019 | 2PM | Unit B 10 1h.15m.30s.
Unit A Employees | 19/11/2019 | 2PM | Headquarters 06 1h.54m.25s.
Managers/Leaders | 04/12/2019 | 3PM | Headquarters 16 1h.38m.55s.

Source: Prepared by the authors.

Invitations were sent via email about two weeks in advance, and a reminder e-mail was
also sent in the early morning hours of the scheduled days of the sessions. Meetings were held
during the employees’ working hours in locations within the organization’s structure, which had
been prearranged to make participants more comfortable. Snacks and a warm welcome were
provided, including a treat and a thank-you card in anticipation of participants’ involvement in
the activity.

The setup of the room was designed to facilitate the focus group and record the
sessions, with desks arranged in a circle, each labeled with numerals. Electronic equipment
was distributed throughout the room, including audio and video recording equipment on
tripods. Angle and sound tests were conducted beforehand to ensure participants would not
be intimidated during the activity. Snacks and beverages were served to provide comfort and
create a pleasant atmosphere.

The MACIn canvas was drawn and placed on a table for easy visibility. The groups were
led by two moderators and one observer, who also monitored the electronic equipment. Audio
and video recordings were made with the express consent of the participants and were later
transcribed in full for qualitative data analysis.

Figure 2 illustrates the summary of all the steps taken to conduct the focus groups that
validated MACIn, from the preparation to the sequence followed during the group activities.
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Figure 2 — Processes and precautions taken for conducting the focus groups that validated
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research, everyone will
individual suggestions

receive a report in which
they can view the activity's

results.
related to the institution's

internal communication.
Researchers infarmed
participants that these
suggestions would not be
discussed, only stored for
later analysis.

CATEGORIZATION

Based on the theoretical constructs
proposed for each quadrant of the MAIC,

the categories emerged from the group's
responses (individual rounds and

discussions).

TRIANGULATION

also comparatively (between the three groups).
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Triangulation of data from the focus groups
with data obtained from other sources
(interviews and secondary data) and with the
theoretical framework, using the studies that
anchored the quadrants proposed in MAIC.
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SOME PRECAUTIONS TO TAKE

Reserve a room free of noise that may impair the quality

of audios;

When deciding the place, time, and date of the group,
consider what would best facilitate the participation of
the subjects, e.g., avoiding places that would require

Create a relaxing environment to encourage the
participation of group members, putting them at
ease;

Have observers who understand the research
objectives and can assist during the application;

greater effort to arrive, or times close to lunch or the end « Wear comfortable clothes that do not distract or

of the workday;

inhibit participants;

« Perform preliminary tests of electronic equipment and « Check the battery and storage capacity of electronic

set up the devices before the arrival of the participants,

equipment;

check the angle for capturing the images, and leave the « Pause the video recording so that the file is not

device on the tripod;

unnecessarily long and heavy:

« Test audio quality by checking distances and interference « Send the survey results to the participants.
from ambient noise, such as air conditioning;

Source: Prepared by the authors.

After conducting the focus groups, subcategories of analysis were identified and linked
to the previously established theoretical categories, to help guide the analysis process as shown

in Table 3.

Table 3 — Categories and subcategories of analysis

Analysis Categories

Subcategories

Practices and Process

Service, Trust, Engagement, Image, Minimizes Noise, Productivity,

Benefits Symmetry and Sales
Corrective Actions, Bureaucracy, Organic Communication,
Challenges Complexity, Teaching/Administrative, Effective Delivery, Lack of

Engagement, Flow/Hierarchy, Sector Integration, Press, Multicampi,
Few Channels, Corridor Radio, Technology, Training and Uniformity

Mission and Institutional
Objectives

Community, Growth, Financial Balance, Excellence, Transparent
Management, Governance and Management, Implement,
Internationalization, Planning, Quality, Relations, Social Return and
Redeeming Credibility

Channels

E-mail, Extranet, Face to Face, Facebook, Instagram, Leader, Wall,
Institution Portals, Meetings, Skype, Telephone and Institution up to
date

Informal Channels and
Corridor Radio

WhatsApp

Technologies and Social
Networks

Intercom, Rev. Bras. Ciénc. Comun.,
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Analysis Categories Subcategories

Style and Skills -

Engagement, Training and
Guidance

Source: Prepared by the authors.

Due to the frequency with which they were mentioned, new categories of analysis also
emerged from the discussions: information search, formality, financial impact, innovation,
perceived improvements, measurement, penalization/sensitization, frontline, internal/
external positioning, employee turnover, prospecting, feelings toward upper management, and
management turnover. The procedures presented allowed us to achieve the study’s objectives
and create a management report sent to the organization’s top management, highlighting the
scientific and practical utility of MACIn.

Final Thoughts

As evidenced throughout this article, complexity permeates communication in the
context of organizations, which requires managers, communicators, and researchers in the field
to have skills to deal with these subjective elements.

Seeking to propose a tool that assists in this task, we presented MACIn. This tool is
composed of six quadrants, five of which are anchored in studies related to each respective
quadrant’s theme.

Put briefly, we can state that MACIn is a canvas model that uses the focus group
technique for data collection, with internal communication as the object of investigation. In
practice, it allows for information gathering and discussion on topics such as organizational
objectives, perception of internal communication, channels used, the composition of flows
and access to information, and leadership communication. In this way, MACIn contributes to
gathering information from the perspective of internal audiences, helping to conduct internal
communication diagnostics and implement more accurate management strategies.

The validation of the model allowed us to observe contributions such as the speed in the
data collection process, and the possibility of comparative analysis (as the same discussions
were promoted with different groups). The visual aspect of the model helped reduce participants’
anxiety, engaging them throughout the completion process, and creating a favorable atmosphere
for group discussions.

Based on the theoretical framework underlying this proposal (Figure 1), it is expected
that researchers can also assist in the data triangulation process with theory while presenting
and discussing the results of future research. We emphasize that the ways in which the authors
suggest to anchor the discussions do not in any way limit the possibilities for studies on the

Intercom, Rev. Bras. Ciénc. Comun.,
Sédo Paulo, v. 46, 2023116, 2023
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topics addressed in each quadrant. These are studies that have contributed to validating the
proposed model, and we believe they can be useful for new studies, but they can — and should
— be updated and combined with the work of other authors.

Thus, it is important for MACIn users to be aware that this is a tool built and validated
based on the criteria presented in the study, which may limit the ability of the tool depending
on the objectives to be achieved. Therefore, further studies are recommended to validate and
improve this model in different segments and organizational contexts.
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