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EXHIBIT 2.2 ’

Key Questions 5 _
in Developing a . Purpose What is my objective or what do | want to accomphsh7
Commumnication Do | have different but reiated purposes f for dlfferent
Strategy i audiences? .
- ' How does my purpose ;eEate to and support the . ‘
'organlzatson S strategy7 : - o ol
: Message -~ Whatis my overall message? Sl B
: : . Howdoi formutate my message to make it acceptabie to
: omy aud;ence(s)'? SRR R
i - Whatdo | expect others to do because of my message? o
' " What are my supportlng messages? AT :
: TR . - Do they differ for each audience? -1 v -
¢ Medium/Forum  What is the miost effective means or channet for reachrng
: R '_-each audrence (e mali biog, memo 1 tter meetlng, speech
*podcast, etc. )7 : i :
. Dol need to cons:der costs Iegrstlcs or other practlca! el
oo s matters | in selectmg my commumcation medium or forum?. A
¢ Audiences - ‘Who are my primary audlences7 Sec ndary7 Accidental? -
t <L . What aré their interests in this s:tuatmn" What are thEII’
‘ ¥ .- . stakes in the outcomes? -
e - How will they be affected by my. messages’Jl L
' © . How shoufd 1 ask for feedback from this audtence7
. Communicator Arn | the best person to deliver the message? PRRTE N
L% oI not, who should deliver the message(s)? |
-Who wouid be'the most credible or otherw:se effect:ve
P . s _communlcator for d:fferent messages or audlences7
“Timing " Does timing matter?. - : e
Lt s Ul so, when should the message(s) be delwered and m . ':. a
AT -'whatorder? o : - Sl
: Feedback .- How will | determine if my
oot messages as |intend? _
s L Howwill | measure or assess the rmpact”

Component Keyl Questions to Ask Yourself

_ud:ence is recervmg my o

an excerpt from an actual sirategy developed for a merger between two
major high-profile companies. The complete communication strategy
in this case consisted of several pages of an Excel spreadsheet contain-

" ing over 25 different audiences and messages and with the timing bro-
ken down to minutes before and just after the merger announcement.
%

Analyzing Audiences

N

Analyzing an audience is fundamental to any communication strat-
egy, since the characteristics of audiences will determine the approach
and shape the targeted messages. As the communication strategy
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%

XH[BIT 2.3  Bxample of Communication Strategy Analysis for a Merger (portion only)

a8 comfortable as- -

.. possible

If this |s true)

Med:um Purpose Message Communicator Timing
ﬁ?leet'ings/' Insplre confldence in" A strateglc friove CEO _ ' ba}( of - '
Internet. ~  company’s stabrhty _des:gned to make announcement
: IR and va!ue "~ both companies :
e 'stronger ' ‘
cal media Press . . --'GénE'réfe positive  Goad for the CEOs of both - Day of

' conference/ public opinion and ‘Iocal ecohofny companles announcement
- B!ogs T aﬂay any fears of " and the people EA o
T oftheco 'munlty S :
i .
“Press !Good move S Publlc affan"s Dayof =~ -
release/ ! d ' - oﬁjmal *announcement

calls/ . reassyre potentnal BENEI e

S Internet mvestors : : .

‘Employees . I olalsd . CEO senior ) Right after

{acquirer) “'-Aemployees, . _management__ announcement
creating stronger tedm. ‘
all that the company compal CLre

- T isstable futi Lo ; S
Employees  E-mail/iM - , o 'QEQ,..;seni'er,:' o nght after e
(acquired) - meetings - emplo ees in place ‘ ma;or changes - . manggement announcement
' i and make them . will oceur (only team - ' |

framework illustrates, audience is the foundation on which all of the
‘other components in the framework rest. A leader addresses many dif-
ferent audiences, making it difficult to generalize about what approach
to use in all circumstances; therefore, we need to analyze our audience
in each communication situation and should approach each audience
as unique. At a minimum in most situations, we would want to answer
the clarifying questions in Exhibit 2.4, Four additional approaches to

. analyzing our audiences, particularity if the communication is com-
plex and going to a broader audience beyond our immediate group or

- peers are (1) by expertise, (2) by decision-making style, (3) by medium,
and (4) by organizational context.

By Expertise or Community of Practice

* Exhibit 2.5 demonstrates approaching audiences by analyzing their

* levels of expertise. The exhibit shows the different media, purposes;

and approaches to use with the different levels of knowledge and expe-
rience of audiences to ensure that they are receptive to the messages.
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EXHIBIT 2.4
Questions to
Clarify Audience

1. Does the communication respond to a previous communiation or l

particular request? If so, what? Where is this communication in the

overall flow of communication? j

2, Who are the primary audiences (the persons who will act) and who are
the secondary audiences? Who m:ght be an unintended or accidental '
«audience? ;
3. If they are the decision makers, What motivates them and how do you |
best persuade them?

4. If they are not the decision ritakers, what is their relatlonsh;p to the ' "

~ declsion rnakér? i
5. How much do thay know about the subject? What do they need o
Lo to know? 1
. Whatdo | expect them to do | 1n resporise o this commumcatton? i
. How do | expect them to fegl? :
. What do they havé to gain or lose by accepting my ideas/ recommendat;onﬂ "
. How will this comniunication affect the organ:zatlon‘f' :
. Overa!l what dol expect to happen asa result of this commumcatnon'f‘

g:o O 00 o\“fﬁ

Research on how organizations leam has found that companies
consist of communities of practice.” Communities of practice are
groups that have common interests or a common knowledge base and
interact frequently. The group could be a work group, a team, a func-
tion, a department, or even a comparny.

Individuals within a community of practice have a common knowl- -

edge base and usually a similar level of expertise. For example, the
industries in which an organization functions will share knowledge
and expertise, although within each of the organizations, individuals
will have different specific areas of focus and greater depth in one
area. In the energy industry, the exploration geologists, the petro-
leum engineers, and the geophysicists within a company may differ
in degrees and in fundamental understanding of the science within
their industry, but they have a common vocabulary and some shared -
knowledge and can be communicated with effectively using similar
language and media—that suggested in the “Expert” and “Techiical”
rows in Exhibit 2.5, for instance.

Tn & university setting, the departments represent coinmunities of
practice; however, the professors and students within the departments
are not limited to the knowledge represented in one subject area, and an
approach to communication to professors in engineering could safely

.- be used with professors in biology, or the approach used with professors

of history could resemble that used with professors of English, Again,
most likely we would want to approach them as Exhibit 2.5 suggests we
approach experts and technical people.

- bt e e

[
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EXHIBIT 2.5

Audience
Expertise Table

" Source; Table created

based on information from
Houp, K. W., Pearsall,

T, B, & Tebeaux, B. (2000},

Reporting Technical
Information, 9th ed,
New York; Oxford
University Press. Used
by permission of Oxford
University Press, Ine.
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Audience

" Layperson/ ;

_rionexpert
Executive
Expert -

.

Technical

' Comibined

" (diverse) -

Medium

Magazine
articlé .
Newsletter
Pamphlet

‘Blog, Twitter

Exmail

‘Memo

Presentation
‘Rep'ortl

Joutnal article
Report "
Professional

network/blog

- White paper

' Reports

Procedure

- Professional/

. network/blog
‘White Paper
E-mail

Mema
Repoit -
Blog ',

- Twitter

Purpose
To éntertain
To inform
To engage

To 'inform :
To perstacie

To infofm_ _

Use harratives and analogy .

Approach

Maké interesting and practical
Give background

Define terms

i

Focus on decision maki'ng
Keep simpid

- Be honest arid direct.
" Give conclusions and

fécommg'ndati'bns early

" State the how afid why

Present limited background -

+ inforrmiation

o inform

To instruct -_

To per_squef‘ ‘

To inform

To frstruict

To pérsuade

- and jargon

Use language of the discipline -

State inferences and conclusions

_“Cite pumérous references e
 State the how and why ‘

Provide limited background .
information o
Keep practicalfavoid theory:

Avold tachnical language
Use séctions, divisions, and
headinigs ) e
Define terms/limit technical
information to appendixes
Keep prose clean, concise,
and simple :

When joining an organization early in our career, we usually join
fellow experts, and we learn to communicate using the jargon of that
discipline. As we move up in an organization, we begin to commu-
nicate more with individuals outside our area of expertise and our
audiences become broader, more diverse, and less technical. The re-
sult is that we have to shift our approach to one we would use with a
combined or nonexpert audience.

T.eaders need to communicate to audiences with a range of exper-

~ tise from the layperson, or nonexpert, to the technical or highly spe-

cialized individual, Taking time to think through these different levels
of audience expertise and interests before or even as we develop our

documents and presentations will help us ensure that our audiences

understand and accept our messages.
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By Decision-Making Style
When we seek a decision from our audience, we want to consider
their-decision- -making style to ensure thal we use a communication
approach that is persuasive to them. In & Harvard Business Review
article, Gary A. Williams and Robert B. Miller provide one useful ap-
proach to analyzing decision-malking styles and argue that “persuasion
works best when it's tailored to five distinct decision-making styles.”

Their research indicates that “more than half of all sales presentations

'
are mismatched to the decision-maker’s style.”® Exhibit 2, 6 explalns .

the styles they identify, ‘

In any situation, internal or external to an organization, knowing .
how the audience makes decisions will help us target our messages
appropriately. We should try to anticipate our audience’s response,

EXH!B]T 2 6 Decision- Makmg Styles —
Style R Characterlstlcs ’- T CommUHICﬁt'O“ Approach L 1

Charrsmatlcs Talkatwe, captlvatmg
: asily intfigued by new ideas

_ Make decision’ based on lnformation
~riot ermotions - S e USeVISU‘_ ands S
lntelhgent logical, academ;c : penb’ Commumcate any cohcerns L

’ -‘_ tmpréssed by aiguments supported by data '
- Tend to be risk averse . |
. Need tlme to corne to thelr own conrlus;ons P Provid

i Demandmg, suspmous of eveiy fact _ ! 5 ly S
Aggressive, almiost combative Stylé : ideps by €n 'St'“g the heip Of S°me°“e
- Need 0 triist somedne to helieva thelr ideas  they’ triist’. R
- Don't like béing challenged or made to Empha ze_rthe CFEd'b[['ty Of y our(

L |00k dninformed j in any way Make argur 9”?5 as concrete as [3'0‘5_SE

‘Followeis Cautlous responslble , ' Prese

Rlsk averse - . ' an testlmomafs _ . . -|
. Prefer Innovative apphcatrons of proven Show howthe Idea is S?fe yet lnnovatwe ;

~ soluions o Use case stu«:{les :
' Make décisions based on track récords, tions. g
- . _théirsorothers’ :  provide det I o
Controllers Logical, unemotional, sen51ble e - kCarefuﬂ)’ struétuire your argument i
© .. Hetailorignted, analytical  provide detalls from experts’ e
_Abhor uncertamty and amblgwty . - Doi't push too harc[ - : :
~ Focus on the facts and analytics of an provide the faCtS anid ieave them to b
'_,__argument o o decfde e e

Source: Adapted and reprinted by permission of Harvard Business Review, From “Change the W&y ¥ D";ﬁersm:de by %A Williams &
REB M:]Im 80 (5}, P 65~74. Copyright © 2002 by Harvard Business School Publishing Corporation; all rights reserve,
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considering very carefully what they will do after reading what we have
written or hearing what we have to-say. We should try to adopt the au-
dience’s point of view, assume the “you attitude.” What is it that they
need to hear to agree with our message? What will appeal to them?
What will help them make the decision we want them to make?

By Medium

Itis important to consider an audience’s expectations for communication
based on the medium through which they receive that communication.
For example, employees may not expect to respond divectly to the
CRO if she sends an e-mail through a distribuiion list but may feel
very differently if the same CEO putis a post onher blog. Likewise, cus-
tomers interacting with our organization’s Twitter accounts expect to
be able to carry on online conversations if they desire, so we should be
prepared to answer any tweets we receive if weé interact through that
medium. Remember again that the medium and message are so in-
tertwined that we need to.consider both or put simply, the how along
with the what.

By Organizational Context . = -

When we communicate professmna]ly, we are communicating within

an organizational context. Whether the communication is simple or
. complex, we need to think carefully about organizational relationships

and how they affect motivation, Many of the questions in Exhibit 2.4

will help in understanding better what motivates our audience in a

particular organizational context. '

While most often commumication may be too rapid to allow us to
break out our audiences as the various approaches above suggest ev-
ery time we send a message ‘and in many cases our familiarity with
the audience will minimize the need for in depth analysis, with any
important correspondence or report we should at least be able to ar-
ticulate very clearly our purpose in writing to a particular audience
and our expectations of the audience as a result of this communica-

- tion. Thi$ clarity of purpose combined with a good sense of our audi-
ence supports any successful communication strategy.

Organizing Communication Effectively

Once we have clarified our purpose, conducted our audience analy-
sis, and created a strategy, we are ready to select the best structure

for organizing our communication as the audience will see or hear it.

The organization of our communication needs to be part of our early
thinking and planning because the audience and our relationship
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e

to them determine how best to deliver our messages. We may use a

rough outline, decision tree, or other device 1o organize our thinking
as-we develop our ideas, but we need to stop and ask if that structure
is the best way to communicate this message to this audience.

Structure depends on purpose, messages, audience, and mediim,
For instance, if our purpose is to pérsuade a hostile audience, we
might want to begin indirectly, saving our main message or recom-
mendation for the end. If we are addressing a decision maker who,
needs to see details before making a decision, we may want to present
the facts upfront. If we are in a culture where relationships are valued
more than resulis, we might want to begin by talking about general,
nonbusiness topics before introducing the main subject of the commu-
nication. If, however, our audience consists of typical, busy executives,
we will need to get to the main subject quickly, right upfront, or we
risk losing their attention and trying their patience.

In thinking about our communication, we need to adopt the per--
spective of the audience and select and organize our information spe-

cifically for them within the context and according to the medium we

have selected. 7

For example, in the case of text messages, instant messaging, and
microblogging, we may not need to organize every outgoing message
that carefully. However, we still nced to ensure that any message sent
throtigh these and other social media fit into our overall plan for the
structure and usage of those media. In other words, we need to or
ganize our approach, even if we do not always need to organize our
immediate message fully. '

You may find the following questions helpful to determine the best
approach to organizing your communication: o

* What is the most effective way o open communication with his
audience? ) ‘

¢ How should I arrange the information I provide t6 ensure that the
audience will follow the discussion easily, understand the main
ideas, and be receptive to the information?

¢ What is the most effective way to end this communication?
Our audiences are busy, just as we are, and will be much more likely to

respond positively to a blog post, an e-mail, or any other communica-
tion if we use the following guidelines:

* Get right to the main message.
e Stay on topic,
Establish relevance to them.

© Organize the communication to be immediately accessible and rele-
vant to their decision-making process.
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How you open your communication will depend on audience
analysis. The general rule for professional communication, however,
is that our purpose for writing or speaking usually comes first,
Background information is included only if we need it to establish
a context for our communication or’our relationship to the problem
addressed. Likewise, we should place our recommendations at the be-
ginning unless we have a specific reason for delaying them. If we de-
Jay the conclusions or recommendations until the end, many readers
will go looking for them anyway, and listeners will become impatient
waiting for them. Our audience wants to know immediately why we
dre writing or speaking to them, Therefore, with most business audi-
ences, we need to deliver our main message immediately.

How we organize our communication once we move into the body
of our discussion will depend on our analysis of our audience; how-
ever, ‘the logic of the entire document or presentation, as well as that
of each section of it, should be obvious to anyone. Our argument
should be so logical that anyone can follow our reasoning and under
stand why one point follows another. .

Selecting Organizational Devices:,
Usually, we use one or more of the following methods to organize indi-
vidual sections and even the entire docunient or presentation:

t. Deduction (general to particular)—conclusions or recommenda-
tion, then the supporting facts, arguing from general principles to
specific situations.

2. Induction (particular to general)—supporting information, facts
that build to the conclusions or recommendations.

3. Chronological—first, second, and so forth, used to describé.a pro-
cess or procedure or relate events in the order they occurred as a
narrative.,

4. Cause/effect—because of X and ¥, Z happened; a powerful and
common form of analysis.

5. Comparison/contrast—similarities, then differences.

6. Problem/solution—explanation of the situation or problem, fol-

fowed by ways to solve it.
7. Spatial-relationships of steps, pieces, or items to each other.

Frequently, the structure of our communication is either deductive
or inductive. If deductive, we begin with an overarching argument or
general principle, and then we provide levels of facts grouped logicaily
by topic to support our major assertion. If inductive, we present our
facts or groupings of facts first and build our argument from ‘point to
point, ending with a “therefore” and our conclusion. :
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Using the Pyramid Principle

In The Pyramid Priviciple, Barbara Minto illustrates how to structure

- an effective discussion in a business context by applying classical de-
dyctive and inductive logic.” The approach can be very helpful in en-
suring that an argument is logical, cornplete, and effective in reaching
different types of audiences in all contexis,

'The Pyramid Principle emphasizes the “top-down” approach to
organizing and presenting a message. It consists of one overarching
summary statement, with levels of support linked in a dialogue (an-
swering why, what, or how) below it. This dialogue is similar to the’

~ approach we use to create a decision tree to generate ideas. We stari
with our conclusion or recormmendation at the top and then work
through the levels of support, testing each level to make sure it an- '
swers “why,” “what,” or “how” for the level above it (Exhibit 2.7).
The Pyramid Prindiple is govemed by the following rules:

" 1. The pyramid must be Mutually Exclusive, Collectlvely Exhaustive
(MECE). That means that the topics at each level should not over-
lap with each other and that the evidence to support each should
be balanced and as complete as necessary and reasonable.

2. Each level must suramarize the ideas grouped below it.

3. The “ideas in each grouping must always be the same kind of
idea.”®

4. The “ideas in each grouping must always be logically ordered.”®

Placing the levels in a sentence is helpful t6 test the logic and flow of -
a pyramid-structured arguiment. The sentence should make sense, flow

o

EXHIBIT 2.7 Example of a Pyramid

p
launch its new
Eankcard in China -

—

*Alveady have
staff on the

" Potential

Costs would revenue

be low

Political
climate

No major
| competitors
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] :
casily, and be parallel. For example, for the pyramid in Exhibit 2.7, the
sentence would read

BankCorp should launch its new bankcard in China because China is an
attractive market, a card in China would be profitable, and implementa-
tion would be easy.

Using theé Pyramid Principle helps us structure a complete and logi-
cal argument. As we create the pyramid, we can easily see gaps in

our evidence, establish the balance of our argument, and determine if

each level logically supports the next. We can see if we have too much
support for any one topic and not enough for another. A pyramid alseo
makes.it easy for us to see that each level of our argument clearly and
logically supports the level above it and that we have not duplicated
support under any of the topic boxes. In addition, drawing a pyramid
helps if we are working with a team to create a document or presen-
tation. With all topics and supporting details visually displayed, we
can easily divide the topics into tasks, avoid duplication of effori, and
determine quickly where the team needs to do more analysis.

Creating a Storyboard

Another technique for working out and mapping the structure of a
document or presentation is a storyboard. A storyboard is particularly
useful when working in a team to prepare a presentation. It allows
everyone to see the logical flow and encourages each team member to
imagine the individual graphics needed to support each idea. It also
helps in dividing these pieces up for completion by the individual team
members (Exhibit 2.8).

This storyboard contains what is called “ghost” slides, which
suggest the content without actually showing it. They work well in
helping us selectithe types of charts that would best support our con-
clusions and work particularly well with a team, making it easier to
divide the slides up across the team members as they complete the
data gathering necessary to fill in the information. ‘

Ensuring a tight, logical organization for any communication is an
important step in creating doc¢uments and presentations that deliver
our intended messages to audiences so that they are receptive to them,
Using a plan or map of the argument, whether a pyramid, an outline,
a decision tree, or a storyboard, will strengthen simple messages and
is essential in more complex communication. We should always es-
tablish a logical structure and think carefully about the organizational
devices that will work best with our different audiences.

This chapter has focused on clarifying messages and developing
a communication strategy, both essential skills for anyone wanting
to master leadership communication. In addition, the chapter has

. illustrated how best to organize ideas so that they will reach different

iz
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"

EXHIBIT 2.8 Launching a New Agenda Recommendation
Example of a, . Bank Card in China
Storyboard for a * Recommendation We should launch
Presentation, Video, Marketing Task + Market analysis our new bank card Market Analysis
or Podeast Force Report = Profitability ) in China as sooh
= Implementation as possible
November 20, 2013 .
Regional Cultural Profile Buslnass Climate Market Shares

Demographics

© XXXXXXX
@ XXXXXXAXXX ‘
& XXXAAKK
& XXAAANXX ‘

. Profitabiiity

Cost Summary

o JXHHUXKK

* KAXAKKNHX
& XNHUXRXXX

* JOIXHRREK

Cost Breakdawn

Revenue

Marketing Plan Implementatiofn Plan MNext Steps
’ * XXAXKKX 2 XXX
Implementation & XXXAHAKAKX ) # XXRXKHKK
‘ & XXXXKXX F 7 e Xomo
& XXXI00K o XXXXKAXK

audiences as intended. Applying the principles and guidelines in this
chapter to all the types of communication discussed in the remaining ;
chapters of the book will help ensure that whatever type of communi- R
cation activity involved will more likely accomplish the purpose and ;
I ' result in the action the sender of the message desires, which is the f
B hallmark of effective leadership communication.
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Using the

" Pyrainid
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Organize an
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