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» Bad news. Provide a clear but understated announcement of the bad news that
might include an alternative or a compromise.

o Closing. End with a warm, forward-looking statement that might mention good
wishes, gifts, or a sales promotion.

Analyzing the Parts of an Indirect-Strategy
Negative Message

Even though it may be impossible to make the receiver happy when delivering nega- C .
f

h . o o reduce negative
tive news, you can reduce bad feelings and resentment by structuring your message eelings, use a buffer
sensitively. As you have just learned, most negative messages contain some or all e open'sensitive
of these parts: buffer, reasons, bad news, and closing. Figure 7.4 presents these bad-news messages.
four parts of the indirect strategy in greater detail, with suggested elements you
can include in each part. This section also discusses apologies and how to convey

empathy in delivering bad news.

Buffer the Opening

A buffer is a device that reduces shock or pain. To buffer the pain of bad news,

A buffer opens an indirect

beglr.l your message with a neutral but meaningful statement that makes the reader Sl o e
continue reading. The buffer should be relevant and concise. Although it should SR S s
avoid revealing the bad news immediately, it should not convey a false impression and upbeat statement.

that good news follows. It should provide a natural transition to the explanation
that follows. The individual situation, of course, will help determine what you

should put in the buffer. Here are some possibilities for opening indirect negative f

good buffer may include
messages, the best news, a com- \
pliment, appreciation, facts ‘
regarding the problem, a ,
statement indicating under- l
standing, or an apology.

FIGURE . Elements of an Indirect-Strategy Negative Message A

* Best news . Cautious explanation  * Embedded - Forward look
* Compliment . Reader or other placement - Information about
* Appreciation Danents . Passive voice alternative
* Agreement . Company policy . Implied refusal - Good wishes
" Facts explanation - Compromise + Freebies
& Understanding - Positive words . Alternative + Resale 3
" Apology « Evidence that matter gisales promotion
was considered fairly
and seriously
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love means, I care

* you, and I'm happy about
! it,” then an apology means,
4 hurt you, and I’'m sorry
about it.”
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Start with the part of the message that r?PFCSCntIS' the ﬁm news, Fo,
Best news. tav b site announcement plus in-branch signage that discloses reduceq
examp_lf, inaW ebslt increased staffing, you might say Beginning July 1, we're
OS?’:;Z%:: thzsﬁ' il:lv our branch locations and we’ll be open to serve voy betweey
aaar ] B

9:30 a.m. and 4:30 p-m. I neC ishments, organization, or
ent. Praise the receiver's accomplishments, organization, or efforts,

Complim S | il g :
h i » and sincerity. For mnstance, in a letter declining an jpui

but do so with honesty an 3 R
iilg

tation to speak, you could write I admire the United Way for its fundyajs

1 s

: - 2 : that you asked me to speap Fy:
projects in our community. I am honoured ) speak Fnda),’

November 3. e B > A
e Appreciation. Convey thanks to the reader for doing business, for sending some.

thing, for a service or job well done, for showing confidence in your organizatiop,
for expressing feelings, or simply for providing feedback. In a lette; terminating
an employee’s contract, you might say Thank you for your work on the pas e
seasons of Riley’s Cove. Your efforts contributed to a wonderful television pyq.
gram enjoyed across Canada. Avoid thanking the reader, however, for something
vou are about to refuse.
Agreement. Make a relevant statement with which both sender and recejyer
can agree. A letter that rejects an application for a credit card might be phrased
Having access to a credit card is an important part of your financial well-being,
While we thank you for your recent application for a GoldPlus Visa Card, your
application did not meet our criteria for approval. However, we’re happy to offer
you a Classic Visa Card . . . .
® Facts. Provide objective information that introduces the bad news. For example,
in a memo announcing cutbacks in the hours of the employees® cafeteria, you
might say During the past five years the number of employees eating breakfast in
our cafeteria has dropped from 32 percent to 12 percent.
® Understanding. Show that you care about the reader. In announcing a product
defect, the writer can still manage to express concern for the customer: We
kno.w you expect superior performance from all the products you purchase from
O‘fﬁceCzty‘ That’s why we’re writing personally about the Excell printer car-
tridges you recently ordered.

Apologizing in the Buffer

:l’_‘:l: Ide.ar“d_"’b"“t apologies in adjustment situations in Chapter 5. We expand
T rr::rchusi:l:}?a[h:;,fcsrecausel apologies are often part of negative situations.
tomer complaints reveacl ZPOhOgles o Stud.y of letters responding to cus-
An apology is defined : ; = o percent carried an apology of some sort.*
an undesirable event "5AS aln .adm!SSlon of blameworthiness and regret for
Or your company er .d TEO eEiEioscustomers are especially important if you

Y erred. They cost nothing, and they go a long way in soothing

hard feelings. H .
- Here are some tips : : ; -
messages ps on how to apologize effectively in business

® Apologize since; sl
S iﬂconv::'i;,f:;P:e ‘dVlSllke apologies that sound hollow (We regret that
T We regret that you gre disturbed). Focusing on your

regret does not convey sinceri
Y sincerity, Explaini i
of the problem projects sincerity e il oo R

® Accept responsibility, Ope CEO was criti
c

I want our ¢y
stomers to kno
; w h
may experience as q resy s of th: gl Personally regret any difficulties you
tems. Communication experts f. I;HauthPr,zed ntrusion into our computer syS-
aulted this apology because it did not acknow!-

Edge responsibility 6
Se good judgm ) i
9ment. Don’t admj; blame if i might pro | i
mpt a lawsuit.

ized for the following weak apology:
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Improved Apology

Wc are genuinely sorry that you were
disappointed in the price of frozen
yogurt recently purchased at one of our
fclf-serve scoop shops. Your opinion is
!mportant to us, and we appreciate your
giving us the opportunity to look into the
problem you describe.

Lapologize for the frustration our delay
caused you. As soon as I received your
message, I began looking into the cause
of the delay and realized that our delivery
tracking system must be improved.

Conveying Empathy in the Buffer

One of the hardest things to do in apologies is to convey sympathy and empathy.
As discussed in Chapter 2, empathy is the ability to understand and enter into the
feelings of another. When ice storms trapped JetBlue Airways passengers on hot
planes for hours, CEO Neeleman wrote a letter of apology that sounded as if it came
from his heart. He said, “Dear JetBlue Customers: We are sorry and embarrassed.
But most of all, we are deeply sorry.” Later in his letter he said, “Words cannot
express how truly sorry we are for the anxiety, frustration, and inconvenience that
you, your family, friends, and colleagues experienced.”” Neeleman put himself into
the shoes of his customers and tried to experience their pain.

Here are other examples of ways to express empathy in

7 Iy

/  Empathy involves

( understanding and
entering into the feelings ‘

|\ of someone else.

\ )
N~ _~

\

written messages:

In writing to an unhappy customer: We did not intentionally
delay the shipment, and we sincerely regret the disappoint-
ment and frustration you must bhave suffered.

® In terminating employees: It is with great regret that

we must take this step. Rest assured that I will be more
than happy to write letters of recommendation for anyone
who asks.

In responding to a complaint: I am deeply saddened that
our service failure disrupted your sale, and we will do
everything in our power to . . . .

*\In showing genuine feelings: You have every right to be
iﬁsappointed. Iam truly sorry that . . ..

Present Your Reasons

The most important part of an indirect negative message is the section _rh
why a negative decision is necessary. Without sound reasons for d(‘l})’lng a request
or refusing a claim, a message will fail, no matter how cleverly it is organized o{;
written. As part of your planning before writing, you analyzed the problem an

decided to refuse a request for specific reasons. Before disclosing the b-.lnfinne\_\l‘ls‘ tf_\i'
to explain those reasons. Providing an explanation reduces feelings of ill will and

improves the chances that the reader will accept the bad news.
If the reasons are not confidential or legally ques-
lied us with a limited number of patio

at explains

® Explain clearly and cautiously.
tionable, you can be specific: Growers supp
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policy forbids apologies.

“Dear Valued Customer: We're sorry, but company

Sincerely yours.”

Bad-news messages
should explain reasons
before stating the
negative news.
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/' Readers accept bad
| news more readily
if they see that ’
someone benefits. /

N

roses, and our demand this year was twice that of last year. In responding to a
billing error, explain what happened: After you informed us of an error on your
January bill, we investigated the matter and admit the mistake was ours. Until
our new automated system is fully online, we are still subject to human error,
Rest assured that your account has been credited as you will see on your next bill.
In refusing a favour request, explain why the request can’t be fulfilled: On
January 17 we have a board of directors meeting that [ must attend. However,
in an effort to be the “good guy,” don’t make dangerous or unrealistic promises:
Although we can’t contribute now, we expect increased revenues next year and
promise a generous gift then.
® Cite plausible reader benefits. Readers are more open to bad news if in some
way, even indirectly, it may help them. In refusing a customer’s request for free
hemming of skirts and slacks, a clothing company wrote: “We tested our ability
to hem skirts a few years ago. This process proved to be very time-consuming.
}We have decided not to offer this service because the additional cost would have
!ncreased the selling price of our skirts substantially, and we did not want to
impose _that cost on all our customers.” Readers also accept bad news more
readily if they reco_gnize that someone or something else benefits, such as other
\'\:rorkcrs or the environment: Although we would like to consider your applica-
tion, we prefer to fill managerial positions from within. Avoid trying to show
rea,der.benef:ts, though, if they appear insincere: To imp;oue our sc):ruice to yot,
:: rie .mcreasing our brokerage fees.
Sor‘r’l;'h“i:":“(‘:l’any policy. Readers don’t like blanket policy statements prohibiting
&: Company policy prevents us from maki h ds or Proposals
may be accepted from local companies onl’ 2 reﬁfn ek 'mﬂ to
promote from within, Instead of i LLH y or Company policy requires 1St
why the policy makes sense: We pref ing behind company policy, gently explait
the loyalty of our em i addei: to PfOW:Ote from within because it ’f"“’”’\dls
our organization make the quickess c::::; ;,U e've found that people familiar wit”
1bution to our team effort. By offcr!n!-!-

explanations, You dem 1 d
' onstrate that yo y:
tllel’ll as llklpoltaﬂt i"di iduals. u care abOuf our J'Caders and are red 4

® Choose positive words,
response, choose carefully,
is to hold the reader’s atten

Because the v,
l_lemember tha
tion until yoy

:
ords you use can affect a reader’
t the objective of the indirect patte™
ve had a chance to explain the reason
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justifying thF bad news. To keep the reader in receptive mood id

sions that might cause the reader to tune out, Be sensitive to ne i SXPFCS-
as claim, error, failure, fault, impossible, mistaken misuudcrsl‘f:l (t;ve s
unwilling, unfortunately, and violate. , RaIERE! Leeret,
pemonstrate faimess. In explaining reasons, demonstrate to the reader th

take the matter seriously, have investigated carefully, and are m:ll;inc’ranar ygu
ased decision. Customers are more accepting of disappointing news E\,Jvhenutrll'lel_
feel that their sequests have been heard and that they have been treated fairl ;
Avoid deflecting responsibility, known as “passing the buck,” or blaming othea);
within your organization. Such unprofessional behaviour m,akcs the reader lose
faith in you and your company.

Cushion the Bad News

Although you cai’t prevent the disappointment that bad news brings, you can
reduce the pain somewhat by breaking the news sensitively. Be especially considerate
when the reader will suffer personally from the bad news. A number of thoughtful
techniques can lessen the impact.

NEL

Position the bad news strategically. Instead of spotlighting it, enclose the bad
news between other sentences, perhaps among your reasons. Try not to let the
refusal begin or end a paragraph—the reader’s eye will linger on these high-
visibility spots. Another technique that reduces shock is putting a painful idea in a
subordinate clause: Although the board did not award you a bonus this year, we
are thankful for your enthusiasm and loyalty and highly encourage you to apply
once again next year. Subordinate clauses often begin with words such as although,
as, because, if, and since.

Use the passive voice. Passive-voice verbs enable you to describe an action
without connecting the action to a specific person. Whereas the active voice
focuses attention on a person (We don’t accept unsolicited proposals), the passive
voice highlights the action (Unsolicited proposals are not accepted because . . .).
Use the passive voice for the bad news. In some instances you can combine
passive-voice verbs and a subordinate clause: Although unsolicited proposals are
not currently being accepted, we encourage you to try again beginning March 30,
after which time our policy may have changed.

Accentuate the positive. As you learned earlier, messages are far more
effective when you describe what you can do instead of what you can’t do.
Rather than We will no longer accept requests for product changes after
June 1, try a more positive appeal: We are accepting requests for product
changes until June 1.

Imply the refusal. It's sometimes possible to avoid a direct statement of refusal.
Often, your reasons and explanations leave no doubt that a request has been
denied. Explicit refusals may be unnecessary and at times cruel. In this refusal to
contribute to a charity, for example, the writer never actually says no: Because
we will soon be moving into new offices, all our funds are earmarked for mot'irlzg
and furnishings. We hope that next year we'll be able to support your worthwhile
charity. This implied refusal is effective even though the bad news is not stated.
The danger of an implied refusal, of course, is that it can be so subtle tl'mt the
reader misses it. Be certain that you make the bad news clear, thus preventing the
need for further correspondence. e
Suggest a compromise or an alternative. A refusal is not so l\;\rsh—fqr thj:
sender or the receiver—if a suitable compromise, substitute, or :1Irer{mm-e is
available. In denying permission to a class to visit a rese:l.rv:h facility, for |llst311(‘(i
this writer softens the bad news by proposing an alternative: r\lﬂ)o{lgb class {oltl.:
of the entire research facility are not given due to safety and security reasons, we
do offer tours of parts of the facility during our oper house in the tfrll.[)\ o m.':
further reduce the impact of the bad news by .rcfusmg to dwell on it. Present i
briefly (or imply it), and move on to your closing.
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// Techniques for cush-

ioning bad news include
positioning it strategically,
using the passive voice,
emphasizing the positive,
implying the refusal,

and suggesting alterna-
tives or compromises.
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Closings to bad-news
messages might include a
forward look, an alternative,
good wishes, special
offers, and resale or sales
promotional information.

The indirect strategy is
appropriate when refusing
requests for time, money,

information, or action.

Close Pleasantly

After explaining the bad news sensmve'ly, :
ment that promotes gOOd\\'l.“. The c(ljosujlgh CS
a forward look, an alternative, 00 wishes,

an off-the-subject remark.

close the message with a pleasang State.
hould be personalized and may inclue
special offers, resale info “mation, o

. "
e Forward look. Anticipate future relations or business. A lftter that refuses 5
contract proposal might read: Thank you for your bid. d\Ve look forward
working with your ralented staff when future projects emand your specig]

expertise.

e Alternative follo !
through advice. For example, in
replacement of landscaping plants,

w-up. If an alternative exists, -end your letref with follow-

a letter rejecting a customer’s demand for

you might say We will be happy to give yoy
a free inspection and consultation. Please call 746-8112 to arrange a date for
a visit. In a message to a prospective home buyer: Altboughl the lot you saw
last week is now sold, we do have two excellent view lots available at a slightly
higher price. In reacting to an Internet misprint: P!easg note that our Web site
contained an unfortunate misprint offering $850-per-night Banff luxury chalets
at $85. Although we cannot honour that rate, we are offering a special half-
price rate of $425 to those who responded.

e Good wishes. A conversation in which someone is fired or downsized might
read: We want you tb know your contribution here has been highly valued, and
we wish you all the best as you look for rewarding work in a different setting.
Please be in touch with your manager about securing a reference.

e Special offers. When customers complain—primarily about food products
or small consumer items—companies often send coupons, samples, or gifts to
restore confidence and to promote future business. In response to a customer’s
complaint about a frozen dinner, you could write Thank you for your loyalty
and for sharing in our efforts to make Green Valley frozen entrées the best they
can be. We appreciate your input so much that we’d like to buy you dinner.
We've enclosed a coupon to cover the cost of your next entrée.

® Resale or sales promotion. When the bad news is not devastating or personal,
references to resale information or promotion may be appropriate: The lap-
tops you ordered are unusually popular because they bave more plug-ins for
peripheral devices than any other laptop in their price range. To belp you locate
a.dditiomzl accessories for these computers, we invite you to visit our Web
site at . . ., where our online catalogue provides a huge selection of perip/:erm’

devices such as stereo speakers, printers, personal digital assistants, and digital
pagers.

1’\v.md_endmgs that sound superficial, insincere, inappropriate, or self-serving.
Don’t invite further correspondence (If you have any questions, do not hesi-
tate ... ), and don’t refer again to the bad news, Take another look ;t the elements
in Figure 7.4 whenever you need to review writing sensitive negative messages-

@ Negative Situation: Refusi
i 2 fusing Requests

As you m
tative of an organization

will react to your refusal and decide
rategy. You may also have to say "0
with disappointment and even ange’
the situation in a prompr, fair, an

whether to use the direct or the indirect st
:; cz]x]stomer cl;anms, deny credit, and deal
t the same time, your goal is o resolye
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cactful manner. If you have

any doubt, use the indirec

5 s cct strategy and the followin
(782 8 g
writing plan:

Refusing Favour Requests

Requests for favours, money, information, and action may come from charities,
friends, or business partners. Many are from people representing commendable
causes, and you may wish you could comply. However, resources are usually
limited.

Two versions of a request refusal are shown in Figure 7.5 on the next page. A
magazine writer requested salary information for an article, but this information
could not be released. The ineffective version begins with needless information that
could be implied. The second paragraph creates a harsh tone with such negative
words as sorry, must refuse, violate, and liable. Since the refusal precedes the expla-
nation, the reader probably will not be in a receptive frame of mind to accept the
reasons for refusing. Notice, too, that the bad news is emphasized by its placement
in a short sentence at the beginning of a paragraph. It stands out and adds more
weight to the rejection already felt by the reader.

Moreover, the refusal explanation is overly graphic, containing references to
possible litigation. The tone at this point is threatening and unduly harsh. Then,
suddenly, the author throws in a self-serving comment about the high sa!ary and
commissions of his salespeople. Instead of offering constructive alternatives, the
ineffective version reveals only tiny bits of the desired data. Finally, the closing
sounds too insincere and doesn’t build goodwill. y

In the more effective version of this refusal, the opening reflects the writer’s
genuine interest in the request. But it does not indicate compliance. Thgsccond sen-
tence acts as a transition by introducing the words salejspeople and salaries, repeated
in the following paragraph. Reasons for refusing this request are qblccn\-ely prel.
sented in an explanation that precedes the refusal. Notice t}mt the rehfsnl (Although
specific salaries and commission rates cannot be released) is a subordinate clause in
a long sentence in the middle of a paragraph. To further sofrgn the b.low. the_lt‘tte;
offers an alternative. The cordial closing refers to the alternative, avoids mention o

the refusal, and looks to the future.

It’s always easier to write refusals when a il
S . i e 7.6
bad news. But often no alternatives are possible. The refusal shown in Figure

8 % is superiors to
involves a delicate situation in which a manager has been as:ei:vye h':iv;‘ih g
Violate a contract. Several of the engineers for whom he works EEIVELE)

lternatives can be offered to soften the

pe- Chapter 07: Negative Writing Situations

In refusing requests,
avoid a harsh tone or
being too explicit; offer
constructive alternatives

whenever possible.

199




- i

tactful manner. If you have any doubt, use the indirect strategy and the following
writing plan: ;

Close Pleasantly |

d news sensitively, close the message with a pl.asant stage. |

1. The closing should be personalized anc may include

good wishes, special offers, resale ini.-mation, or o |
|
|

R —————— "
Closings to bad-news
messages might include a
forward look, an alternative,
good wishes, special

\ After explaining the ba
: ment that promotes goodwi
a forward look, an alternative,
an off-the-subject remark.

WRITING PLAN FOR REFUSING REQUESTS OR CLAIMS

—_—

" The indirect strategy is
appropriate when refusing
requests for time, money,
information, or action.

expertise. .
e Alternative follow-up. If an alternative exists, end your letter with follow-

through advice. For example, in a letter rejecting a customer’s demand for
replacement of landscaping plants, you might say We will be happy to give you
a free inspection and consultation. Please call 746-8112 to arrange a date for
a visit. In a message to a prospective home buyer: Although the lot you saw
last week is now sold, we do have two excellent view lots available at a slightly
bigher price. In reacting to an Internet misprint: Please note that our Web site
contained an unfortunate misprint offering S850-per-night Banff luxury chalets
at $85. Although we cannot honour that rate, we are offering a special half-
price rate of $425 to those who responded.

e Good wishes. A conversation in which someone is fired or downsized might
read: We want you to know your contribution here has been highly valued, and
we wish you all the best as you look for rewarding work in a different setting.
Please be in touch with your manager about securing a reference.

e Special offers. When customers complain—primarily about food products
or small consumer items—companies often send coupons, samples, or gifts to
restore confidence and to promote future business. In response to a customer’s
complaint abour a frozen dinner, you could write Thank you for your loyalty
and for sharing in our efforts to make Green Valley frozen entrées the best they
can be. We appreciate your input so much that we’d like to buy you dinner.
We've enclosed a coupon to cover the cost of your next entrée.

& Resale or sales promotion. When the bad news is not devastating or personal,
references to resale information or promotion may be appropriate: The lap-
tops you ordered are unusually popular because they have more plug-ins for
peripheral devices than any other laptop in their price range. To help you locate
additional accessories for these computers, we invite you to visit our Web
site lat .+« Where our online catalogue provides a huge selection of pt*npheml’
;’ewres such as stereo speakers, printers, personal digital assistants, and digital

agers.

Avoid endings that sound superficial, insincere, inappropriate, or self-serving:
Don’t invite further correspondence (If you have any questions, do not hest-
tate . . .), and don’t refer again to the bad news. Take another look at the clements
in Figure 7.4 whenever you need to review Writing sensitive negative messages:

@ Negative Situation: Refusing Reque:
and Claims Sng Requests

As f
mtiztc)uo;n::cof:;l’awn?;;iﬁlgnyolg career and. become a professional or a represen”
tions. When you must rcfl.lls,cr :: may receive requests for favours or contribi®
you know the receiver and hm:slf requests, you will first think about how \\:l'|
whether to use the direct or the | i’?r she will react to your refusal and decide
to customer claims, deny cred'c indirect strategy. You may also have to say no
At the same time : our goal A disappointment and even anger
» Your goal s to resolve the situation in a prompt, fair, an
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offers, and resale or sales h . - / : y

| promotional information. e Forward look. Anticipate future relations or business. A letter thar refuses 3 Ak
R / contract proposal might read: Thank you for your bid. We look forward to |
working with your talented staff when future projects demand your special |

Refusing Favour Requests
Requests for favours, money, information, and action may come from charities,
friends, or business partners. Many are from people representing commendable
causes, and you may wish you could comply. However, resources are usually
limited.

Two versions of a request refusal are shown in Figure 7.5 on the next page. A
magazine writer requested salary information for an article, but this information
could not be released. The ineffective version begins with needless information that
could be implied. The second paragraph creates a harsh tone with such negarive
words as sorry, must refuse, violate, and liable. Since the refusal p;cccdcs the expla-
nation, the reader probably will not be in a recepnive frame ".t mind to accept the
reasons for refusing. Notice, too, that the bad news is emphasized by its placement
in a short sentence at the beginning of a paragraph. It stands out and adds more
weight to the rejection already felt by the reader. _ bt i

Moreover, the refusal explanation is overly gmpjuc, containing references to
possible litigation. The tone at this point is threatening and unduly harsh. Then,
suddenly, the author throws in a self-serving comment about A:hc high s.:!nry and
commissions of his salespeople. Instead of offering constructive .1I1l-r|1.lt|\-f-!s,_yhr:-
incffective version reveals only tiny bits of the desired dara. Finally, the closing
sounds too insincere and doesn't build goodwill. ' S

In the more effective version of this refusal, the opening reflects the writer’s
genuine interest in the request. But it does not indicate culnph.lncc."[;hc \tumd:::)i
tence acts as a transition by introducing the words salespeople and sa e
in the following paragraph. Reasons for refusing this _rcqt:wsci.u‘n ‘:.) ‘I:;:4f:iv¢,2ui:
sented in an explanation that precedes the getusal, Notice . ‘“l 5 lm‘m:‘ -[].u““ill
specific salaries and commission rates cannot be released) is a su r"“l II u‘ at :h-c e
a long sentence in the middle of a paragraph. To fusther s.Ten the ‘_‘1_“ T
offers an alternative. The cordial closing refers to the alternative, avoids me
the refusal, and looks to the future.

It's always easier to write refusals when al

d news. But often no alternatives ar¢ possible.
involves a delicate situation in which a manager has b“"» ks h
violate a contract, Several of the engineers for whom he wor

alternatives can be offered to Tnt'u‘n Lhc
The refusal shown in Figure 7.6
asked by his supenors to
ave privately asked
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In refusing requests,
avold a harsh tone or
being too explicit; offer
constructive alternatives
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. FIGURE g&' Refusing an Internal Favour Request
Refusing an External Favour Req >

FIGURE

OPYING OF LICENSEL A [_[o=]|
Modboy Message Transfer Special Tooks Window Help =l

<17 | u || [w ==& B[ || @] | send |

To: Staff Computer Users :
jarsie Speciel Tools Widow Help Wrosm Ko Steaks Fri, 23 Nov 2014 15:29:40

’-‘l ‘J.! ;‘l;':l Ej Send | h | Subject: PERSONAL COPYING OF LICENSED SOFTWARE

January 15, 2015 ) Ga:

 Marcus@bmw.ca> : Bea:
mh<mKannmmeCanonEleclmmcs.ca> attached:s
<Loyd!
Salary Information Rlequest S
Cot Y Hiall,
Beo:
Attached: = — = o relovant— _|_Anumber of staff have expressed interest in the licensed graphics program PhotoPro. We
I buffer recently installed this program on the computers in our Document Production Department.
. but neutra
Dear Ms. Marcus: -
States obvious | have your e-mall of October 21 in which you request infgm‘latlon about the salaries and Transition picks up — 1 - Like rr?any ||censc_ad products, this program requires that each purchased copy be used'only
information —————————=4= commissions of our top young salespeople. key word licensed on a single machine. The agreement forbids not only copies for home use but also copies for
d £ this kind. | must, therefore, refuse additional machines within the office. One can easily understand why a software company
Sounds harsh, blunt, 1 am sony to inform you that we cannot |:1e\\i?oailat:::au? ri\;ate e i s youu must protect its programs from indiscriminate copying. If an organization purchased one
and unnecessarily — o4 request. To release s mfpnnahon wol R loyee seek legal recourse. | program and then made multiple copies for other computers within the company or for
negative 1™ disclosure could make us liable for damages, should any emp oy g g k employees to take home, the software com Id not h fit t ke the
i | might say, however, that our salespeople are probably receiving the highest combined salary R e d 2 pany Chouh'l not earn enough profit to make
o comimissions of any salsspeople in this field. levelopment of any future software program worthwhile.
S ey 4. It it were possible for us to help you with your fascinating research, we would certainly be De-emphasized refusal ||| When we purchased the PhotoPro program, we agreed to limit its use to a single machine in
happy to do so. diverts attention to = our department. Although this program must not be copied, we look forward to using it for
reader benefits +| many of your projects here in the Document Production Department.
Sincerely yours, | -
- ATT——— - e Rsith an off-the- | When .yro.u have a chance, please drop by to see our new graphics and presentation 2
(b Fle Edt Malhox Message Tronsler Specal | ’ I S - subject but friendly capabilities. 1
B|s|u|@|[E 2|a| wa| e\ mew] o] Fsena | i Best
‘To: <Sylvia.Marcus@bmw.ca> January 15, 2015
From: <Lloyd.Kenniston@CanonElectronics.ca> Karl
Subject: Salary Information Request - e — ——
Cer [ I A
Beo:
| Attachea:
Dear Ms. Marcus: him to make copies of a licensed software program for them. They apparently want
Buffer shows interest, 3 . by s s :
1| The article you are now researching for Business Management Weeidy sounds fascinating, and we are gndd ieansition aets Ub tl}ls e o {he"' PC“OMI o ‘\[“ng RREE bl b! 'rhe e
i fatiored thatiyou wish to el B g —1 : of the software licensing agreement, and the manager refuses to do this. Rather
v organization. We do have many outstanding young salespeople, both SN . £ a8 g . 8 :
male and female, who are commanding top salaries, L than saying no to each engineer who asks him, he sends all affected staff the e-mail
‘ : shown in Figure 7.6
Each of our salespeople operates undi indivi . . Explanation gives g Sy : o .
‘ er an individual salary contract. During salary r Jons several AT for The opening tactfully avoids suggesting thar any engineer has actually asked to
| Years ago. an agreement was reached in which both sales staff and m; A . 3 S <
| o these indivicual contracts confidental. Attough specifc saares m:";ga'",e”f agreed to keep the terms = refusing request | copy the software program. These professionals may prefer not to have their private
| 2 ‘ mmiss| A Sl e 2
i released, we can provide you with a ranked list of our top salespeople for the La;ﬂ::!i:::m;:tbe fth_ Subordination and requests made known. A transition takes the reader to the logical reasons against
g 2 ree i i L . . . . . . .
||| current top salespeaple are under the age of thirty-five, clitne passive voice used copying. Notice that the tone is objective, neither preaching nor condemning. The
[ | Attached is a fact shest regarding our top salespeople, We wi R s ofened by refusal is softened by being linked with a positive statement (Although this program
our organization represented i your artilel - ¥Ye wish you every success, and we hope to see «L Substitute st not be copied, we look forward to using it for many of your projects here . . .). To
,‘ divert attention from the refusal, the memo ends with a friendly, off-the-subject remark.
Cordially, ) y
L Closing is pleasant ‘
| T .
M and forward-looking Refusing Claims
¢ Ml Lloyd Kenniston | C & - —
1 Bl Executive Vice President | ustomers occasionally want something they are not entitled to or something you e -
ER | ’ . . = - n de claims, J
2 1| canon Eictronics ! Eant grant. They may misunderstand warranties or make unreasonable demands. e t::::as :r;si ;;/: r:s
£ || Attachment: Sales Fact Sheet [ *tCause these customers are often unhappy with a product or service, they are emo- refusal strategy to set
| tonally involved, Writing or saying #o to emotionally involved receivers will prob- an empathic tone and
. ably be your most challenging communication task. As puhliihvr Malcolm Forbes buffer the bad news.
| Observed, “To be agreeable while disagreeing—that’s an art. >

Fortunately, the reasons-before-refusal plan helps you be empathic and artful in
reaking bad news. Obviously, in denial letters you will need to adopt the proper
fone, Don’t blame customers, even if they are at fault. Avoid “you™ statements that
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d preachy (You would have known that ca

sound preach) o

read your contract). Us¢ nqurml. ollvcl i

be refused. Consider offering resalc

dence in your products or orgammnmj.‘ s
Claims that cannot be approved becaus

misinformed, unreasonable, or posst
negative news. As you've 4
F———————  with the least pain. I also a]kms t
i Doty refused before the reader realizes the ba
claims, 3 S . ; : i,
[ty e ot e In the e-mail shown in Figure /.7,
tively and do not assume _ . L S
difference between the price the cus

that the customer is .
foolish or dishonest. advertised locally (whic

N Premier Sound Sales does match any

Although customer
claims are often granted,
occasionally some

must be refused.

FIGURE |7 1! Refusing a Claim

(P Fle Edt Maboy Message T,

~ Send

sh refunds are impossible if yo,, bad
ive language to explain why the claim Must
formation to rebuild the customer’s confj

er or employee is Mistake
bly even dishonest, are c§SC|1ti.wli} dcli\-erin,
learned, the indirect strategy colmmumcatc, NEEATiVe news
¢ sender to explain why the claim muyg b
d news and begins resisting.

the writer denies a customer’s claim for th,
id for speakers and the price she sy
h would have resulted in a cash refund of £151), Whie
advertised lower price, the price-matching

To: Wanda Vand k < d gmail.com>
From: Mel Tang d.ca>
Subject:
Cc:
Attached:
May 24, 2015

Dear Ms. Vandermark:

You're absolutely right! We do take pride in selling the finest products at rock-bottom
prices. The X Flex speakers you purchased last month are premier concert hall
speakers. They're the only ones we present in our catalogue because they're the best.

We have such confidence in our products and prices that we offer the price-matching
policy you mention in your recent e-mail. That policy guarantees a refund of the price
difference if you see one of your purchases offered at a lower price for 30 days after
your purchase. To qualify for that refund, customers are asked to send us an
advertisement or verifiable proof of the product price and model. As our
catalogue states, this price-matching policy applies only to the same models.

Our X Flex AM-5 II speakers sell for $749. You sent us a local advertisement showing
i h deserih

Begins by agreeing
with receiver

Explains price-
matching policy

Without actually saying

a price of $598 for X Flex speakers. This adv £ d an earlier
version, the X Flex AM-4 model. The AM-5 speakers you received have a wider dynamic
range and smoother frequency response than the AM-4 model. N: lly, the i d

medel you purchased costs a little more than the older AM-4 model i
advertised by
k‘x:al dealer. Your kers have a new th: haraber bass maduly 'h:ieﬁﬂuall; YL
inates h ic distortion. The AM-5 speakers are also
than the AM-4 model. 20 percent more compact

You bought the finest compact speakers on the market, Ms. V: T

. Ms. Vandermark. '
installed them yet, you may be interested in ceiling mounts, shown in mul::‘:rx(l,i‘; ol
| catalogue. We value your business and invite your inued : i

Sincerely yours,

Melanie Tang
Customer Care Specialist

Premier Sound Sales
5920 Jasper Boulevard
Edmonton, AB T2C 2A6
Tel: 780-499-2341

web: www.premiersound.ca
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no, shows why claim
can't be honoured

Renews good feelings
—— by building confidence
in wisdom of purchase

NEL

olicy applies only to exact models. This claim must be rejected because the adve
fisement the clusu)l\1\1‘a I \idm-mrcd shows a different, older speaker nn)dJ -

T.hc 7—ln:lllrn))npr.!il‘i;;a;fl;(thlm.‘..”k up‘cns. ?V:lfh a buffer that agrees with a state-
ment in the custor repeats the key idea of product confidence as a tran-
sition O the SL}‘“W1 paragraph. Next comes an explanation of the pricu-;ﬁ l(rch‘in y
olicy- The writer does not assume that the customer is trying to pull a fast (,,:.C NOL;
Joes the writer suggest that the customer is a dummy who didn’t read or understand
the price—marchmg policy.

The safest path is a neutral explanation of the policy along with precise distinc-
tions berween the customer’s speakers and the older ones. The writer also gets a
chance to re-sell the cux.rmm"r‘s speakers and demonstrate what a quality product
they are. By the end of the third paragraph, it’s evident to the reader that her claim
is unjustified.

Notice how most of ,thc components in an effective claim refusal are woven
together in this letter: buffer, transition, explanation, and pleasant closing. The only
missing part is an alternative, which was impossible in this situation.

Tips for Dealing with Disappointed Customers

Whenever possible, disappointed customers should be dealt with immediately and
personally. Customer complaints about products and services now appear on sites
such as Complaints.com and iRipoff.com, as well as on Facebook, Twitter, and
MySpace. Companics are responding by joining social media and telling their own
stories, putting a positive spin on potentially damaging, viral word of mouth.
Whether companies deal with unhappy customers online or up close and per-
sonal, they face the same challenges. Maintaining market share and preserving
goodwill require sensitive and skillful communication. Many business professionals
strive to control the damage and resolve such problems in the following manner:?

Call the individual involved.

Describe the problem and apologize.

Explain why the problem occurred, what your company is doing to resolve ir,
and how it will ensure that the problem will not happen again.

o Follow up with a message that documents the phone call and promotes goodwill.

Dealing with problems immediately is very important in resolving conflict and
retaining goodwill. Hard-copy correspondence has become too slow for problems
that demand immediate attention. But written electronic messages are good substi-
tutes when personal contact is impossible, to establish a record of the incident, to
formally confirm follow-up procedures, and ro promote good relations.

A follow-up e-mail to a client complaint is shown in Figure 7.8. Consultant
Eva Ngombe found herself in the embarrassing position of explaining why she had
given out the name of her client to a salesperson. The client, Accordia Resources
International, had hired her firm, Cartus Consulting Associates, to help find an
appropriate service for outsourcing its payroll functions. Without realizing it, Eva
had mentioned to a potential vendor (Payroll Services, Inc.) that her client was
considering hiring an outside service to handle its payroll. An overeager salesperson
from Payroll Services immediately called on Accordia, thus angering the client. The
client had hired the consultant to avoid this very kind of intrusion. Accordia did not
want to be hounded by vendors selling their payroll services. -

When she learned of the problem, the first thing consultant Eva Ngomvbe did
was call her client to explain and apologize. She was careful to coun_'ol her voice and
rate of speaking. A low-pitched, deliberate pace gives the impression Irhat you are
thinking clearly, logically, and reasonably—not cmotiopnlly and»ccrr.;unly not irra-
tionally. However, she also followed up with the ¢-mail shown in Figure 7.8. The
¢-mail not only confirms the telephone conversation but also ndds. some formality.
It sends the nonverbal message that the writer takes the matter seriously and that it
IS important enough to warrant a written message.
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you than to discover it on
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bad news Qb o vedechining profits, lost contracts

:
: ' e ; » harmful lawsuits, public
; mplaint { ions controversies, and changes in policy. s
— . Fotow O VeseiB el ’ re?tlot strategy in delivering that news dgpeng rether you use a direct or an
| indirec / 3 S primari| ici 2
in { the audience. Generally, bad news is b rily on the anticipated reac
e | tion of th¢ B 2 oy $ better received when reasons are given
: i organizations, you may fin e z ;
first- Within org > ¥ Y yourself giving bad news in person or in
writing.
dia.ca> =2
To: Carl Shahrazad <cshahrazad@accor _ .
From: Eva Ngombe <engomk ca> pelivering Bad News Personally
Subject: 4 .
g Whether you are ‘";) L;“PIOY“F,O’ e SUPFW'SOR you may have the unhappy responsi-
LU H = 5 1 . . . »
— - pility of delivering ta "ffWSl rst, 'CCl.de thtther the negative information is news-
worthy. For example, U'V‘? , non-criminal mlst‘akes or one-time bad behaviours are
May 7. 2015 best left alone. However, raudu]eIr;t travel claims, consistent hostile behaviour, or
failing projects must be reported.'! For example, you might have to tell the boss
e that the team’s computer crashed losing all its important files. As a team leader or ~ /~ When you must deliver bad |
Opens with ———— 4 yoy have every right o expect complete confidentiality in V?“‘L"““s‘:‘ui";’::m supervisor, you might be required to confront an underperforming employee. If you news in person, be sure to
agreement and an independ ltant. As I explained in y day’s telep el r il i L : gather all the information,
apology ! very distressed that you were called by a salesperson from Payroll Services, Inc. know that the news wil PPSCfl the receiver, the reasons-first strategy is most effec- T b
This should not have happened, and I apologize to you again for magver;:mlyﬁnen- tive. When the bad news involves one person or a small group nearby, you should ~ \ %
tioning your company’s name in a conversation with a potential vendor, Payro generally deliver that news in person. Here are pointers on how to do so tactfully,
rvices, Inc Explains what p;ofessionally, and safely:'l
k All clients of Cartus Consulting are assured that their dealings with our firm are caused the g . ==
Takes respon- held inthe stictes CRHAREa(E your company's payl'rolln?eds Py ﬁmb‘em and o Gather all the information. Cool down and have all the facts before marching in ‘
sibility and individual and because you have so many contract workers, I was forced to ow it was r confronting someone. Remember that ev T has two sides <
promi to explain how your employees differed from those of other companies. Revealing resolved on the boss o g 5 Sy sloryiia e |
prevent { your company name was my error, and I take full responsibility for the lapse. I can e Prepare and rehearse. Outline what you plan to say so that you are confident,
recurrence | assure you that it will not happen again. I have informed Payroll Services lh§t it had coher ent, and diSpaSSiOl‘late.
i no authorization to call you directly and its actions have forced me to reconsider < fut If i he b o bl h
‘ using its services for my future clients. e Explain: past, present, fu ure. It you are telling the boss about a problem suc
K as the computer crash, explain what caused the crash, the current situation, and
| A number of other payroll ices offer ding p I'm sure we can dlan | oy it |
find the perfect partner to enable you to outsource your payroll responsibilities, how and when you plan to fix it. ¥ A |
= % | thus allowing your company 1o focus its financial and human resources on its core e Consider taking a partner. If you fear a “shoot the messenger” reaction, espe-
oses wi - busi T look forward to our next appointment when you may choose from a d . - - 7
forward look | number of excellent payroll outsourcing firms. ‘ cially from your bo_ss, bring a colleague wul} you. Each' person should have a
: consistent and credible part in the presentation. If possible, take advantage of
Sincxaky your organization’s internal resources. To lend credibility to your view, call on
l Eva Ngombe auditors, inspectors, or human resources experts. "
Partner imil t deli n someone is already stressed or
| Cartus Consulting Associates T ¢ Think about timing. Don’t dehvgr bad~n_ews whe i s y -
| 240 Portage Ave. | Tips for Resolvin Problems : grumpy. Experts also advise against giving bad news on Friday atternoon when
| i Winnipeg, MBIE 2V e e e peinopowing Up eople have the weekend to dwell on it.
; N Tel: 204-259-0971 . * Whenever possible, call or see the individual involved. : BEODC s > . gt e and
: 4 Web: vww.cartus-associates.com |+ DSCIibe the problem and apologize. ® Be patient with the reaction. Give the receiver time to vent, think, >
| | 2 Explain why the problem occurred. ‘ act wisely.
'  * Take responsibility,f appropriate. ‘
~ * Explain what you are doing to resolve the problem.
Explain what doing to prevent recurrence.
@'?(W,"PW 1essage that documents the personal contact.
i
WRITING PLAN FOR SHARING NEGATIVE NEWS WITH
EMPLOYEES
Many con : . :
o lZints SUITI;CF Prol)len}s are handled with letters, either written by consumers ° [
ot IIDnterneto;rey' compgme]s In response. However, e-mail and social media sites
1 Increasingly emerging as channel PR "
5 : s for delivering and responding
to complaints and negative messages, £ 2
@ Negative Situation: - . o,
witﬁ Enin uation: Sharing Negative News
Bad news, whether p yeeS
delivered in person or A ful d
in writing, is usually tactful tone and a reasons-first appr A . ;
better received when customers. These same techniques argll’ls‘;?clh T]p e fnendly gscons s
reasons are given first. nizations. Interpersonal bad news mi W when delivering bad news within orga-

went wrongorieedfrontingan e ;nght involve telling the boss that something
mployee about poor performance. Organizationa
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Refusing Workplace Reqguests
efuse requests

_

from employees. In Figure 7.9
T on See

Intern \ Occasionally, managers must r : :
focusilnr:;?:;;:fou::ls the first dm);t and revision of a message ?‘espom'img t;)/la reque ' ,f,)m i
and praise, maintaining | cialist, Melvin Arroyo- He wants permission to attend a conference. Howey, 5
a positive tone, and | can’t attend the conference because the timing 1s bad; he must be present at bud,f;
e attios. /  planning meetings scheduled for the same two weeks. Normally, this matter \\'051{:
: . be discussed in person. However, Melvin has been travelling among branch "fficef
and he just hasn’t been in the office recently. N ,

n was to send a quickie e-mail, as shoyy ;

1

dent’s first inclinatio
d “tell it like it is.
nd that it
Melvin positive feed

The vice presi
the Figure 7.9 draft, an » However,
this message was going to hurt a
message misses a chance to give
the e-mail starts with a

tional leadership you have provided and your genii
By the way, don’t be stingy with compliments; they

FIGURE [7.9 Refusing an Internal Request

Melvin Arroyo <marroyo@magellan.com>

[

had possible danger :

From:
Subject:
Cc:

Louisa K. Bilman <lbilman@magellan.com>
Request

This is to let you know that attending that conference in October, Melvin, is out of the question /
u didn’t remember that budget planning meetings are scheduled for that month. :

Perhaps yo
We really need your expertise to help keep the updating of our telecommunications network on =

schedule. Without you, the entire system—which is shaky at best—might fall apart. I'm reall
efuse your request to attend the conference. I know this is small tl;anks for -——Y

have done for us. Please accept our humble apologies.

sorry to have to r

the fine work you
In the spring I'm sure your work schedule will be lighter, and we can release you to attend a

dent realized g,
{

h ‘\Ioreover, the
iproved versiop of

the vice pres

back. An i

buffer that delivers honest praise (pleased with the excy.
ne professional commitmen

cost you nothing, The buff

Announces the bad news
/ too quickly and painfully

Gives reasons, but includes a
potentially dangerous statement
— about the “shaky” system

— Overemphasizes the
refusal and apology

— Makes a promise that might
be difficult to keep

conference at that time.

Fm'lr':f Il\‘del}/in Arroyo <marroyo@magellan.com>
Subjact:. Yglt:;sgeG. Bilman <lbilman@magellan.com>
o quest to Attend October Conference

Buffer: Includes
sincere praise |
| |

Th i
e entire Management Council and [ are pleased with

Transition: Uses date |

oothly from ‘
to move smooiny | Comm Canada 2015 from October 23-27

|
puffer to reasons \_t_’
|

Reasons: Explains why
refusal is necessary

in Halifax,

[~ The last two weeks in October have been

sal If you are
;:’ll‘ ;l:y to send you then, You are our
quality leadership you provide

Bad news: Implies refu
L~

Closing: Contains realistic

alternative

provided in settin, . :
professional comx?)i?rggr:?elg tra?sm‘SSiOH to our regional offices. Because of your 9e*
» Don, I can understand your desire to attend the conference of Tel&

— we have only scratch set aside for budget planni nd
nning. As you @

Because you are the :ge::};:lfsria? of our teleconferencinggpm}j)ects fo;; the q};xt five

- these planning sessjons, nd we rely heavily on your expertise, we nead you h

able to atte i
n i :
d a similar conference in the spring and if our workloads permit wfeul
r:losi valuable team member, Don, and we ar¢ grete
o the entire Information Systems tear.

p you have

the exceptional leadershi
uiné

1 knoW:
years-
ere 10

» y

——
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