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COMMUNICATION

The Requirement
of a New Century

O'1 the obstetrics ward a a hospital, a tiny bundle of humanity
quirms its way into the world, draws a breath for the firg time,
and emits alugty cry that announces its presence to the universe.

The firgt overt humen act is an exercise in communication.

In time, the squall of the newborn gives way to more complex and
more subtle forms of communication. The infant will make eye contact
with its parents, will learn to beguile them with a smile, captivate them
with its cunning, scold them with a scowl.

But most wondrous of dl, it will learn to form those neonatd wails
into words. Later, it will learn to put those words on paper and log them
onto computer disks. It will learn to send them across many miles
through fiber-optic cables, through radio sgnds bounced off orbiting
satellites, through feats of technology not yet imagined.

THE GLOBAL TRIBE

These high-tech extensons of the human gift of communication will
eventudly tie our newborn Homo sapiens into a globa network thet
wrgps dl of usin the folds of humanity.

In primitive societies, hunters and gatherers stayed in touch mainly
through spoken language. Their language was the bond that held them
together asatribe, asapeople. Interestingly, mog primitive tribes refer
to themsalves by aword that means "the people,”" wherees they refer to
other tribes as "those who talk gibberish.”

3



4 ACQUIRING THE TOOLS OF COMMUNICATION

Today humanity forms a global tribe, and those without good com-
munication skills will find themselves outside the circle of success,
among "those who talk gibberish." Those who learn to communicate &-
fectively with people at all levels, of both genders, and from avariety of
cultures and backgrounds will be the pacesetters.

Technology helps us communicate with ever larger, ever more di-
verse audiences, but technology can't provide the message. Communi-
cation is one function that can't be performed by machines. Communi-
cation is a human activity, the foundation of interaction among human
beings. Communication has to do with meanings, with understandings,
with feelings, with desires, with needs, and with ideas. You can't com-
municate with a computer. Computers only store and process data. They
don't have needs, desires, ideas, and feelings. Only people do.

The Basics and the Fine Points

This book is designed to help you develop the communication skills re-
quired for the global business environment, and to wield them with pow-
er and effect. You'll learn not only the basics, but many of the finer
points I've picked up during a long and successful career as a profes-
sional speaker, author, and adviser to top executives on management and
human development.

You'll leam:

The five keys to successful communication

How to use words and body language effectively

How to communicate in the workplace and in the global market with
people from different ethnic, cultural, and national backgrounds
How to speak and write naturally while avoiding sexist language
How to communicate with power over the telephone

How to get things done in meetings

How to communicate effectively from the platform

How to put power into your writing

How to make effective use of television and the print media to pro-
mote your company and enhance your professional image

COMMUNICATION 5

Producers Must Communicate

These are no longer "nice-to-have" skills. They are essential to success
in the twenty-first century. To produce and market products and services
to billions of people worldwide requires a level of communication un-
dreamed of in previous centuries. When the quality of your product de-
pends upon the collective efforts of dozens, hundreds, or thousands of
individuals, communication becomes the lifeblood of your enterprise.
When the success of your enterprise depends upon the quality of your
marketing in China, Turkey, the Netherlands, and Nigeria, communica-
tion becomes the lifeline of your company's existence.

The Twenty-First Century Difference

What makes the twenty-first century different from previous centuries
is the scope of the communication challenge. The challenge is posed at
both the macro and the micro levels.

The Macro Level: Puddles to Ponds to One Big Ocean

Atthemacro level, the human race, in previous centuries, existed in pud-
dles of humanity.

In time, some of these puddles sent out feeble streams that connect-
ed with other puddles. Nearby puddles enlarged until they joined to form
larger puddles, and eventually ponds. But until well into the twentieth
century, the Earth still consisted largely of separate ponds in Europe,
Asia, Africa, the Americas, and islands at sea.

The communication strides of this century have united the ponds
and puddles into one great ocean, with currents surging from one region
to another, but dl interacting as a dynamic whole.

The Micro Level: From Patriarchs to Peers

At the micro level, communication has progressed beyond the simple
conveying of instructions from patriarch to tribe, from master to slave,
from boss to underling. Communication in the modern world is in-
creasingly a matter of interchange among equals.
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In the old-style hierarchical, authoritarian setting, communication
was relatively simple. The top person told the underlings to jump, and
the underlings only had to ask, "How high?"

In a modern organization, communication requires more finesse.
The leader is not a transmitter of commands, but a creator of motiva-
tiona environments. The workers are not robots responding to switches
and levers, but thinking individuals pouring their ingenuity into the
corporate purpose. The corporate ideal is not mechanical stability, but
dynamic, innovative, continuous change. The leader who can't commu-
nicate can't create the conditions that motivate. The genius who can't
communicate isintellectually impotent. The organization that can't com-
municate can't change, and the corporation that can't change is dead.

COMMUNICATION WITH
A DIVERSE WORKFORCE

In the old days, the White male was the undisputed master of the Ameri-
can workforce. Although he was aminority in the population as awhole,
he was amgjority in the workplace, and he monopolized top management.

The White male now represents less than half the workforce.
Women and ethnic minorities constitute the magjority. By some esti-
mates, only 8 percent of newcomers to the workforce in the year 2000
will be White males.!

This new diversity will force us to learn the subtleties of communi-
cating between the genders as well as with people of different racial, na-
tional, and cultural backgrounds. Leaders will have to deal not only with
different levels of understanding of spoken English, but also with cul-
tural and gender-related differences in nonverbal communication and in
the language of motivation.

COMMUNICATION WITH THE MARKET

By some estimates, 85 percent of success in business depends on effec-
tive communication and interpersonal skills. People must know about
your products and services before they will buy them. If your advertis-
ing or public relations messages miss the mark, you've wasted money

COMMUNICATION 7

because you haven't attracted customers or clients. If your salespeople
are poor communicators, they won't bring in the revenue. If your cus-
tomer service representatives are inept at communicating, you'll lose
business. When customers of one enterprise take their businessto acom-
petitor, the reason in the great majority of cases is poor communication.

COMMUNICATION IN
THE WORKPLACE

Today's successful company must be alive, with communications flow-
ing in al directions, through all levels and divisions.

This requires communication skills on the part of everyone—from
the CEO to the most junior person on gaff.

American executives spend 94 percent of their time involved in
some form of communication. They must not only communicate with
other executives, customers, clients, and vendors; they must also be able
to communicate effectively with the people staffing the offices, running
the machines, and delivering the services.

James Kouzes and Barry Posner polled more than 7,500 managers
nationwide, asking them what qualities they admired in their leaders.
Among the most-mentioned qualities were the ability to inspire, the abil-
ity to understand the perspectives of others, and the ability to speak with
passion. All three qualities express themselves through communication.?

Workplace communication is essential to the process of building
quality into goods and services. The Federal Quality Institute listed &-
fective communication among the prerequisites for successful quality as-
surance. Without communication skills, workers can't learn the tech-
niques of statistical process control and other quality measures, much less
put them into practice. Quality circles and self-managed teams are inef-
fectual without good communication skills on the part of their members.
Executives, managers, and supervisors can't nurture qualityoriented cor-
porate cultures unless they know how to communicate ideas and feelings.

Information and Responsibility

The switch from authoritarian to participative management has placed
a heavy premium on communication skills. Participatory management
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demands that each individud in the workforce take responghility for
corporate success. Uninformed people can't take responsbility. But
when you give them information, you confer respongbility upon them.

If your company's earnings are dropping because it has logt control
of cogts, your employees can't be blamed if you fall to tell them about
it. If you explain the Stuation to them, then you invest them with the re-
sponghility to look for ways to cut costs.

Participative management has ushered in the age of teamwork.
Companies such as Procter & Gamble, Coming, Levi Strauss, and many
others are inveding sdf-managed teams with responsibilities no nine-
teenth-century tycoon would have dared delegate to line workers.

Line workers decide how to arrange the machinery in anew plant.
They draw up job descriptions, determine g&ffing levels, and take over
recruiting. They provide input into budgeting. They decide when to lay
off and when to work shorter hours. They maintain their own machin-
ery and do minor repairs. They advise management when new equip-
ment is needed.

These employees could never handle respongbilities like these un-
less management shared information with them and empowered them to
act on that information.

COMMUNICATION IN
THE SERVICE ECONOMY

As our economy shifts from manufacturing to service indudtries, the de-
mand for communication skills grows. A worker who ingtals door pan-
els as a car moves down an assambly line needs fewer communication
skills than ahotel desk clerk or a software designer.

The Hudson Indtitute conducted a sudy for the U.S. Department of
Labor and conduded that in the early twenty-first century, nearly al new
jobs created in the United Stateswill bein the service sector. Only 27 per-
cent will fall in the low-skill category, compared with 40 percent in 1990.
The worker sasking ajob in the first decade of the twenty-first century
will haveto be ableto read a the deventh-grade level. During the 1990s
the typical high school graduate was reading a the ninth-grade level.

The twenty-firgt century is going to reguire an ahility to communi-
cate fredy, precisdy, and dearly. So the American workforce must
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sharpen its communication skills from top to bottom, from the board-
room to the workbench.

This kind of communication cannot be accomplished solely by mi-
crochips, fiber optics, and satdlite relays. These artifacts of our tech-
nology help fill the world with information, but information is lifdess
without someone to breathe meaning intoit. The greatest need isfor un-
derstanding—for building bridges across the mentd and emotiond dis-
tances that separate human individuas from one another o that we can
live and work together more harmonioudly.

The leaders of the twenty-first century mug take the initiative in
breathing the soul of meaning and understanding into the body of data,
in uniting a diverse workforce behind a common vison and common
goas. They mugt teach the people they lead to communicate in all di-
rections and & dl levels.

Divison leaders and department heeds mugt learn to communicate
with their peersin other functiona areas. Production must communicate
with marketing, marketing with product development, product develop-
ment with sdes, sdes with shipping; in fact, everybody must commu-
nicate with everybody if the company is to tgp the full resources of its
work teams.

Communicationisthe essentid tool of the salesperson, too. Itisfurr
damentd to the art and science of negotiation. It isavital component of
leadership, the principd role of which, according to Tom Peters, is"or-
ganizing meanings for people, providing meaning, providing flags to
march behind."? It is the tool of corporate intelligence gathering, an es-
sentid activity for thase who want to remain abreest of the market and
of the competition—in short, of those who wart to succeed.

I've invested the past two decades in helping organizations solve
problems. This book is a culmination of the lessons I've learned, solu-
tions to the problems I've observed, and a summary of the principles |
teach. It will equip the business leaders of the twenty-firs century to
practice that most human of talents—communication—and to commu-
nicate success to their gaffs and workforces. Learning to communicate
effectively is an exciting process. Webegin it in chapter 2 by discussing
the five keys to the Kingdom of Communication. Let's roll up our
deaves and get on with it.



THE KEYS TO THE
KINGDOM OF
COMMUNICATION

English is my second language, and it has served me marveloudly. I'd
like to repay my debt by helping others use it with finesse and suc-
cess. In this chapter | share with you the five keys to the doors to the
Kingdom of Communication.

Some people seem to be born with silver tongues. They wield the
language the way Joe DiMaggio handled a bat: purposefully, graceful-
ly, and effectively.

But that ability never comes automatically. It hasto be learned. The
great communicators of history started lifejust like you and me—with
awordless cry. They had to learn language one word at atime. If you
think you don't have what it takes to be an effective communicator, think
again. Some of the greatest communicators had to overcome some tough
handicaps.

The prophet Moses was, by his own admission, a "meek person,
dow of speech." Yet he demanded that the world's mightiest potentate
free the conscripted laborers who were making the bricks for Egypt's
grandiose building projects. Pharaoh never listened, but six hundred
thousand men, with their wives and families, followed Moses out of
Egypt through the parted waters of the Red Sea. And they listened when
Moses, his face glowing from his encounter with God, descended from
Mount Sinai and gave them the law.

You don't have to go up to Mount Sinai to acquire eloquence. All
you need to do is acquire and use five keys.

11
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THE FIRST KEY: DESIRE

My wife Mariana and | have reared four beautiful children—Ramsey,
Deena, Cristing, and Michael—and we've watched each one slowly ac-
quire the basic tools of language. | can still remember my youngest
child, Michael, struggling to tell me he wanted a bottle of fruit juice
when he didn't know the words to convey his wishes. It's a frustrating
experience for baby and parent.

| experienced that same frustration long after infancy. | came to the
United States as a young man with little knowledge of the English lan-
guage. | had grown up speaking Arabic, a language only remotely con-
nected to English. If | had spoken French, German, Spanish, or Italian,
| would have had a substantial supply of common words to get me start-
ed. But Arabic and English have few words in common, and the beauti-
ful language that has served me so well in my adopted land was then un-
intelligible to me.

But | had something in common with the baby struggling to com-
municate. Human infants have an inborn desire to communicate, and
that desire enables them to pick up words quickly and to enlarge their
vocabularies continuously. | had that desire, too. With the help of count-
less friends in America, | picked up the language and used it as an in-
strument for success.

| became a professional speaker, an author, and an adviser to cor-
porate leaders across America as well as in a dozen other countries.
These activities require finely honed communication skills. If | can do
it, you can.

In fact, you should find it much easier. | had to invest enormoustime
and energy in learning the language. If you grew up in America, you al-
ready know the language. So if you invest the same amount of time and
energy | invested, you should become a virtuoso at communicating.

But to make that investment, you must have the desire to commu-
nicate. Moses had it. So did Demosthenes, the Greek statesman whose
name has been synonymous with oratory for two thousand years.

Communication Was Greek to Demosthenes
Demosthenes lived during the Golden Age of Greece, when al public

disputes were settled by oratory. Asayoung man, he went before the As-
sembly in Athens—an unruly legislative body of about six thousand
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men—to speak on an important issue. To use a modern English expres-
sion, Demosthenes bombed. His voice was weak, his thoughts were
muddled, and the longer he talked the worse he got. He was hissed and
booed off the platform.

Demosthenes vowed it would never happen again.

First, he learned speech writing. Soon he was making money writ-
ing speeches for wealthy men.

Then he went to the shores of the Aegean Sea, where he strength-
ened his voice by shouting into the wind for hours at atime. To improve
his diction, he practiced speaking with pebbles in his mouth. To over-
come his fear, he practiced with a sword hanging over hishead. To clar-
ify his presentation, he studied the techniques of the masters.

Y ears later, Demosthenes stepped before the Assembly to warn lead-
ers of the great threat posed by Philip Il of Macedonia. He inspired his
audience with his eloquence and laid before them some clearly reasoned
ideas for dealing with the Macedonian. When he had finished, the audi-
ence rose and shouted in unison: "Let us go and fight Philip."

... And Let Us Co and Fight Hitler

Demosthenes was not alone in having to overcome handicaps. Winston
Churchill, who is credited with marshalling the English language and
sending it to war against Hitler, suffered from a speech impediment as
a child. He had to undergo extensive speech therapy during childhood
and early adulthood.

Franklin Roosevelt had to inspire a demoralized nation from a
wheelchair. So effective was his communication that few Americans re-
dized that the man who led them so decisively out of a depression and
through a global war could not stand up without braces on his legs.

Helen Keller could neither see nor hear, and she spoke with such dif-
ficulty that she usually needed an interpreter. Yet she became an elo-
quent communicator of the highest order.

Sequoyah was a member of the Cherokee nation who believed that
the ability to communicate in writing was the key to empowerment for
his people. But though the Cherokee had a rich spoken language, they
had no written language. So Sequoyah invented one. In avery short time,
the Cherokee became a literate people.
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Each of these people had a desire to communicate and exerted the
effort to fulfill that desire.

So if you fed timid when conversing with other people, tongue-tied
when facing an audience, unsure of yourself when putting words on pa-
per, don't give up. Remember Demosthenes, Sequoyah, Keller, Roo-
sevelt, and Churchill. Cultivate the desire, and act upon it.

THE SECOND KEY:
UNDERSTAND THE PROCESS

If you want to achieve excellence in communication, you have to cut
through the surface and become acquainted with the underlying process.
That's what helped Michelangelo achieve greatness as an artist.

Michelangel o wanted to sculpt the human body. He knew the body's
outward appearance—the general contours of head, torso, and limbs.
But to render the human body in al its subtleties, he needed to under-
stand the underlying structure.

To obtain this knowledge, he would sneak into a mortuary at night
and carefully cut through the skin of cadavers to examine the muscles,
veins, and bones. It was gruesome work, but it led to some of the great-
est art ever to grace the planet.

You don't have to go into a morgue to learn the techniques of com-
municating, but you must learn the underlying structure of the process.

Communicate Through Images

Language is the primary conveyer of thoughts and ideas. It turns abstract
concepts into words that symbolize those thoughts. If the mind can im-
mediately tranglate the sounds and symbols into mental pictures, com-
munication becomes much more vivid and meaningful. If | say, "I want
adesk for my office," my listener has only a vague and general idea of
what | want. If | say, "I want a brown walnut desk," the listener has a
more vivid mental picture. The more skillful you become at conveying
images, the more effective your communication will be.

When Paul Revere began the mission that inspired Henry Wadsworth
Longfellow's famous poem, he had to row his small boat past a British
warship, the Somerset. The poet could have written, "Paul Revere rowed
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past the British warship Somerset on his way to Charles Town." But
Longfellow visualized the scene: the dark waters, the ship's ominous
hulk swinging wide from its moorings, the moon shining through the
ship's rigging. He transated his image into words: "A phantom hulk,
with each mast and spar across the moon like a prison bar."

We can't al be Longfellows, but we can do as Demosthenes did:
study the techniques of the masters and learn from them. We can learn
to translate the images and sounds we receive through our eyes and ears
into words that will inform and inspire.

THE THIRD KEY:
MASTER THE BASIC SKILLS

Some people think the first requisite for good communication is an ex-
haustive vocabulary. Some people think it's impossible to communicate
well without first absorbing a heavy dose of grammar, then memorizing
adictionary of English usage.

Words are important. Good grammar is important. And, yes, it helps
to know which words and expressions are considered standard and which
are considered substandard among educated people. But davish allegiance
to the rules of grammar can actually impede communication. People will
sometimes go to greet lengths to avoid usage that somebody has pro-
nounced "ungrammatical" or "substandard." In the process, they forget the
most important rule of communication: Make it clear and understandable.

Winston Churchill showed his contempt for overweening attention to
grammar when he was upbraided for ending a sentence with a preposi-
tion. Heretorted: "Thisisthe sort of English up with which | will not put.”

The purpose of communication is to convey ideas, not to show off
vocabularies and grammatical expertise. The vocabulary you use in
everyday speech has probably served you well. You use the words that
you understand. Chances are, they're the words your friends, colleagues,
and employees understand. If you try to use words beyond the vocabu-
laries of the people you're trying to communicate with, you're not com-
municating; you're showing off.

Read the Gettysburg Address, the Sermon on the Mount, or Robert
Frost's poetry. The communicationsthat endure are written in plain, sm-
ple language.
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Three Basic Skills

Had | waited until | had amassed a large vocabulary of English words
and had a grammarian's knowledge of English, it would have taken me
along time to get started in my career. Fortunately, | didn't have to do
that. | recognized the three true basic skills in communication: connect-
ing with an audience, conveying messages people can understand, and
checking their responses.

These three basic skills are fundamental to the work of any com-
municator.

THE FOURTH KEY: PRACTICE

No speaker is so good that practice won't improve the presentation.
Practice gives confidence to the speaker and polish to the speech.

Practice was particularly important for me because | began my
speaking career before | had achieved fluency in the English language.
As an undergraduate student at Mount Olive College in North Carolina,
| began speaking to people about my native country, and someone would
pass the hat.

People in small churches were willing to accept ayoung foreign stu-
dent's imperfect English. But my career aims were higher than that. |
wanted to communicate my way to success, and that meant learning to
use the English language fluently and skillfully. This called for practice.
If English is your native tongue, you have a head start on me. But you
still need practice to achieve true greatness as a communicator.

Practice Makes Superb

A young musician had listened with awe as a piano virtuoso poured all
his love and skill into a complex selection of great compositions.

"It must be great to have all the practicing behind you and be able
to sit down and play like that," he said.

"Oh," said the master musician, "I dtill practice eight hours
every day."

"But why?" asked the astounded young man. "You're aready so
good!"
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"I want to become superb,” replied the older man.

To become superb, you have to practice. It isn't enough to know
what it takes to connect with people, to influence their behavior, to cre-
ate amotivational environment for them, to help them identify with your
message. The techniques of communication have to become part of your
daily activity, so that they are as natural to you as swimming isto aduck.
The more you practice these techniques, the easier you'll find it to con-
nect with people, whether you're dealing with individuals one on one or
with a group of thousands.

Mental Rehearsal

If you're going to give a speech, imagine yourself on the platform, giv-
ing the presentation smoothly, clearly, effectively. Imagine what you'll
say, how you'll say it, and what gestures you'll use. Imagine yourself
feeling confident and energized. And—go ahead—imagine a standing
ovation at the end.

You can use mental rehearsal just as effectively in preparing apre-
sentation to a sales force, to a board of directors, or to an annual meet-
ing of shareholders.

You can practice sensitive conversations or sales presentations, too.
Imagine what you will say, what the responses will be, and how you will
deal with those responses.

If you're planning to write something, get yourself into a relaxed
mood and imagine what you would write if you were at your desk at that
moment. Many writers get their best ideas while "rehearsing” their writ-
ing before falling asleep at night or while commuting to work.

This type of practice can be an immense help to you in progressing
from the good to the superb.

THE FIFTH KEY: PATIENCE

Nobody becomes apolished, professional communicator on the first try.
It takes patience. A few years ago, William White, ajournalism and En-
glish instructor, edited a book of early writings by Ernest Hemingway.*
The young Hemingway was areporter for aToronto newspaper, and this
book was a collection of his articles written between 1920 and 1924.
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The writing was good, but it was not superb. It gave a faint fore-
gleam of the masterful storyteller who would emerge in The Old Man
and the Sea, but it wasn't the Hemingway of literary legend.

What was lacking? Experience. The genius was there all aong, but
it needed to incubate. The sands of time can abrade or polish. It depends
on whether you use your time purposely or let it pass haphazardly.

Hand Rub Your Language

Labor, for the skilled communicator, means constant, careful, loving at-
tention to the craft. Columnist James J. Kilpatrick calls it "hand rubbing"
your communication. Hemingway didn't go from cub reporter to mas-
ter novelist by jotting down words off the top of his head. He looked at
what he wrote, analyzed it, compared it to the best writing he had seen,
and looked for ways to improve what he had written. In other words, he
engaged in self-evaluation.

The cub reporter didn't transform himself into a successful novelist
through one blinding flash of literary insight. Nor do people become ex-
cellent communicators overnight. Your communication skills can be en-
hanced through a progressive education program that emphasizes con-
tinuous improvement. Most people progress from the "good" to the
"superb” through hundreds of tiny little improvements from day to day.

That's theway | developed my speaking and writing style. | listened
to the best spoken English | could find and tried to model my pronunci-
aion and diction after it. Although | learned English in a small town in
North Carolina, | avoided regional accents as much as possible and
worked on developing a speech style that would be at home anywhere
in America. It has worked for me.

You can use the keys to the Kingdom of Communication in many
settings, under avariety of circumstances. Longfellow was a virtuoso as
a poet and Hemingway as a novelist, but the field of communication
goes far beyond the literary field. You can be avirtuoso at inspiring your
workforce, at negotiating business deals, at marketing your products,
and at building a positive corporate image. All these are important com-
munication skills. But always remember: Whatever communication task
you undertake, your objective is to connect with people. And that means
that your communication must be personal. In the next chapter, we ex-
plore ways of communicating so that people will identify personally
with your message.

ALL COMMUNICATION
IS PERSONAL

A Il communication is personal. A mass audience doesn't have amind.
The individuals within that audience have minds. A speech, abroad-
cast, or apiece of writing, no matter how polished and professional, will
have no measurable effect unless it connects with the minds of individ-
uals. It'slike aradio signal beamed at a certain frequency. If no radio re-
celver is tuned to that frequency, the signa vanishes into thin air.

The message-sender must know how to address the personal con-
cerns of the intended message-receiver.

THE IMPORTANCE OF DIALOGUE

To establish that personal connection, you have to engage in dialogue.
Dialogue, according to one dictionary definition, is "an exchange of
ideas and opinions."

But dialogue means much more than a swapping of opinions. If |
say the United States is a democracy and you say, "No, it isn't," and we
both drop the subject, nothing has been accomplished. We have swapped
opinions, but neither of us has gained much insight into the other's
thinking.

But suppose you explain to me that, by your definition, the United
States is not ademocracy, in which all issues are settled by popular vote,
but arepublic, in which laws are made by elected representatives. Then
| can respond, "I agree that, by your definition, the United States is not
ademocracy. But to me, a democracy is a government in which people
have aright to choose their representatives by popular vote."

Now we have engaged in dialogue. You understand my definition of
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democracy and | understand yours. Through dialogue, we learn that the
similarity between our views is greater than the difference, and we can
move on.

Dialogue, by my definition, is what happens when your reality con-
nects with your audience's reality and together you move toward a new
common reality.

Dialogue with Mass Audiences

Dialogue doesn't have to take place between two individuals. You can
have dialogue with a mass audience, too, provided the message you send
strikes a personal note with the individuals in that audience.

One of the most stirring exampl es of dialogue with a mass audience
took place at the dedication of the Gettysburg battlefield on November
19, 1863. The principal address on that occasion was a finely crafted
speech delivered by Edward Everett, one of the foremost orators of the
day. After he spoke, President Abraham Lincoln delivered a brief sec-
ondary speech.

Few people today can recite a single line from Edward Everett's
speech at Gettysburg. Generations of schoolchildren have memorized
what Lincoln said on that historic occasion.

Lincoln knew his audience. He spoke in simple phrases that never-
theless resonated in the hearts of a nation saddened by civil war. Though
the immediate effect on the fifteen thousand people gathered at the bat-
tlefield was unimpressive, the president spoke beyond them to the na-
tion at large and, in fact, to posterity. In moments of national crisis ever
since, the American people have drawn courage from his words:

We here highly resolve that these dead shall not have died in
vain—that this nation, under God, shall have anew birth of free-
dom—and that the government of the people, by the people, for
the people, shall not perish from the earth.

The words came from the heart of the president and they were aimed
straight at the hearts of war-weary Americans. They carried personal
meaning for every parent who had lost a son in battle and for every
American who despaired for the survival of democracy on the continent.
The reality within Abraham Lincoln touched the reality in the hearts of
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his audience, and together they moved toward a new reality: a stronger,
freer America

Effective communicators know their audiences. They know whom
they want to reach and they know how to reach them with messages that
touch them personally.

MADISON AVENUE TECHNIQUES

Madison Avenue has become adept at appealing to personal motivations.
Watch anew car commercial. It will waste very little time detailing the
engineering features of the car. People don't buy cubic inches or com-
pression ratios. They buy driving experiences. They buy image. They
buy prestige. The ad writers seek to connect with these desires.

"Thisis not your father's Oldsmobile" was aline aimed at young peo-
ple who might once have thought of the Olds as awheelchair for old folks.

AT&T's familiar line, "Reach out and touch someone," is a person-
d invitation to everyone within reach of atelephone who has loved ones
in distant places.

"You got the right one, Baby, uh-huh" tells you nothing about the
flavor of Pepsi Cola compared with that of Coca Cola. But the style and
flavor of the commercial clicked with the young audience toward which
it was aimed, and soon the youngsters were repeating it and improvis-
ing it.

BARRIERS TO DIALOGUE

While the late twentieth century puts a premium on the art of dialogue,
it also raises formidable obstacles to it. Physically and technologically,
this is the most connected generation in history.

Psychologically, though, we are a disconnected generation. Bom-
barded daily by communications of every sort and from every direction,
we have had to master the art of tuning out most of the information that
comes our way. We have learned instinctively to disregard junk mail and
focus on the envel opes that bear personal messages. We have learned to
regard the sound from our radios and television sets as background noise
until we hear something that concerns us personally. This ability to "tune
out" is amost a necessity in this age of the information explosion.
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But many of us have tuned in technology and tuned out the human
factor. We have become so accustomed to being entertained by our tele-
vision sets, VCRs, stereos, boom boxes, and video games that we have
amost forgotten what it's like to interact with other humans.

We've learned the art of channel hopping, flipping remote controls
to tune out programming that doesn't interest us. Many people have also
developed the art of tuning out the thoughts, ideas, and emotions of oth-
er humans. You may notice it when you go into a convenience store and
the clerk goes through the mechanics of waiting on you as if it were a
transaction between two robots. Salespeople notice it when they call on
prospective clients whose attention spans seem to be about as long as
the time it takes to switch channels.

Effective communicators must be able to overcome this tune-out
tendency and connect with the personal interests of their audiences. The
targets of their messages should say, "Ahal" instead of "So what?"

THE FRST LAW OF
EFFECTIVE COMMUNICATION

This brings us to my First Law of Effective Communication: No worth-
while communication can take place until you gain the complete atten-
tion of your audience.

In my speaking career, | developed a simple rule for establishing and
sustaining contact with my listeners: The audience is top priority. The
firgt thing | do after I've been introduced to an audience is get the au-
dience into the act. | find some device that will €licit audience participa-
tion, and | proceed with my talk only when I'm sure | have their undi-
vided attention. | look for signs that the audience's attention is straying,
and when | see them, | do something to reestablish contact. For example:

| ask a question to which the audience can respond.

¢ | find a way to become physically involved with the audience and
to get the audience physically involved with me.
| use more humor, anecdotes, and audiovisuals.

The principle of involvement doesn't just apply to a speaker ad-
dressing an audience. No matter what form of communication you're us-
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ing, the people you're trying to reach are your audience, and you have
to get them involved.

You Have to Get Personal

Whether you're engaged in advertising, marketing, sales, or supervi-
sion, you have to get personal. When something becomes personal, it
becomes important. You get personal by showing people how they can
benefit from listening to your message, or how what you're saying can
affect their personal lives.

Lowe's building-supply stores used the personal approach in a se-
ries of television commercials showing how ordinary people had made
use of Lowe's products in home improvement projects. One commer-
cia described how a family on Elm Street in a small Midwestern town
had benefited from using Lowe's supplies. It concluded by saying that
Lowe's provided quality products for building projects "on EIm Street
and your street." Ordinary homeowners could identify personally with
the people these commercials depicted, and the "EIm Street and your
street” line reinforced that identification.

When people can make that personal connection between your mes-
sage and their own lives, good things begin to happen.

When your employees can personaly identify with the corporate
projects in which they're involved, they will exert themselves to make
the projects successful.

One of the secrets behind the spectacular success of the Ford Tau-
rus was the involvement of Ford stakeholders at every level in its design
and conception. Team Taurus consulted assembly workers, engineers,
salespeople, insurance people, suppliers, and dealers for ideas about the
kind of car they'd like to build, sell, and drive. The entire corporate
workforce could thus take personal pride in the automobile's success.

Involve the Audience

Successful companies have found that the secret to effective marketing
is to involve their audience—the customer—personally and emotional -
ly. Thus, Prudential doesn't sell insurance policies. It offers its cus-
tomers the security of owning "a piece of the rock." Kodak generated a
lot of business not by asking people to buy its film, but by inviting them
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to "trust your memories to Kodak." What a powerful way to involve peo-
ple in your product!

Many people are intimidated by computers and their peripheral ac-
cessories. They view them as mysterious, incomprehensible, and can-
tankerous. Therefore, Hewlett-Packard didn't try to sell computers and
printers. It advertised, instead, "solutions to unusual problems.”

Connect with Employees

If you're an executive leading a corporate workforce, you must always
keep the personal interests of your employees in mind. Remember, peo-
ple do things for their own reasons—not for yours or mine. To mobilize
their talents and energies behind your corporate goal's, you have to show
them how their best interests are served by these goals. If they can see
persona benefits arising from your corporate goals, then they will be-
come involved in fulfilling them.

But first you have to establish dialogue. That means listening to oth-
ers. If you listen to individuals long enough, they'll tell you what their
concerns and problems are. Take the time to get to know the people you
seek to lead—not just their names, but their interests and aspirations. In
afriendly way, talk to them about what they did over the weekend, what
they plan to do on vacation, what their personal goals are. Then listen.
When you listen with open ears and open mind, you'll learn what their
interests are. And you'll know how to involve them through personal
communication.

THE MESSENGER SPEAKS
LOUDER THAN
THE MESSAGE

f you don't believe the messenger speaks louder than the message, con-
sider these two statements:

1. "Haint we got al the fools in town on our side? And ain't that a big
enough majority in any town?"

2. "A magjority can never replace the man.... Just as a hundred fools
do not make one wise man, a heroic decision is not likely to come
from a hundred cowards."

The first statement says it with rustic humor. The second statement says
itin aloftier tone. But both make the same point: The majority decision
isn't always the wisest or the noblest one.

Read them again, this time remembering who uttered them. The first
statement is from Mark Twain. The second is from Adolf Hitler. How
does your knowledge of the sources alter the message you receive? The
odium attached to the name of Adolf Hitler negates any positive thing
he ever said, and no amount of eloquence will lend it respectability. So
if you want to communicate in a positive way, you must cultivate a pos-
itive image as a person.

The way people perceive you will depend upon the way you inter-
act with them. We interact with people in one of three basic modes:

e Superior to inferior
« Inferior to superior
Equal to equal

25
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SUPERIOR TO INFERIOR

The superior-to-inferior relationship can take several forms.

One is the boss-underling relationship. That's the standard rela-
tionship between management and employeesin the authoritarian work-
place. We see it in the comic-strip relationship between Dagwood and
Mr. Dithers. Charles Dickens described it in his story of Ebeneezer
Scrooge and Bob Cratchett. That relationship has no place in today's
workplace. If you approach employees or colleagues with a superior at-
titude, you can bet that you'll turn them off. Americans have been thor-
oughly indoctrinated in the philosophy that all people are created equal.
Superior position, superior knowledge, superior expertise, and superior
experience will win you respect, but only if you display the proper re-
gard for the self-worth of others.

Manipulated Again, Charlie Brown!

The superior-to-inferior mode aso manifests itself in the methods of
the manipulator. The comic strips provide examples of this relationship
as well. Garfield the cat is constantly manipulating Odie the dog. In
"Peanuts," Lucy is constantly manipulating Charlie Brown.

Manipulative people are always suspected of having something up
their sleeves. Their actions breed attitudes of distrust among the people
they work with. The manipulator won't attract aloya following. Would
you trust Lucy to hold the football for you in the big game?

Social Snobbery

Social snobbery is another form of superior-to-inferior relationship. It
sometimes comes disguised as noblesse oblige. Webster's defines this
as "the obligation of honorable, generous and responsible behavior that
is concomitant of high rank or birth." But American society is founded
on egalitarian principles. The expression "poor but proud” is a defiant-
ly American one. It captures the idea that wealth and socia standing do
not confer superiority. If your good deeds are done from the perspective
of a superior bestowing favors on inferiors, they will go unappreciated.
The recipients will regard you as condescending and patronizing, and
will resent you.

Social snobbery often manifests itself on the job as a class distinc-
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tion between blue-collar and white-collar workers; between degreed and
nondegreed employees; between people with advanced degrees and
people with bachelor's degrees. It becomes counterproductive when the
"superior” refuses to regard the ideas of the "inferior" as worthy of con-
sideration.

The Engineer and the Tool-and-Die Maker

Charles Dygert is a friend of mine who now holds a Ph.D. in vocation-
a education and heads a highly successful consulting business. He be-
gan his career as atool-and-die maker for General Motors. In that blue-
collar capacity, he worked from blueprints provided by white-collar
engineers.

On one of hisfirst jobs, he discovered a mistake in the blueprint. His
fellow tool-and-die makers urged him to follow the blueprint and make
the engineer look foolish. They were aware of the blue-collar/white-col-
lar class distinctions and had no love for their "superiors." Charlie was
sorely tempted to take their advice, but he decided to correct the error
quietly and save the engineer from embarrassment.

Some time later, another engineer approached him with a prototype
of a part he wanted to make. He asked Charlie to work with him to de-
sign the die to mass produce the part. As Charlierecalls, "I gave him six
ideas | wouldn't have thought about before." The white-collar engineer
showed respect for the blue-collar tool-and-die maker, and it paid off.

Charlie tells of another plant in which the blue-collar workers came
up with a plan that enabled them to retool a major piece of equipment
with only fifteen minutes of down time, compared with twelve hours un-
der the procedure set up by plant engineers.

Had the white-collar personnel of that plant practiced social snob-
bery, the employees would not have gone to them with their idea, and
the company would have denied itself tens of thousands of dollars in
savings every time it retooled.

Racial or Ethnic Condescension

Another common type of superior-to-inferior attitude is racial or ethnic
condescension. We often assume that people with different skin colors,
different accents, or different-sounding names have inferior communi-
cation and comprehension skills.
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The story is told of a Euro-American who sat down at a banquet
table next to a man who was obviously of Asian descent. Assuming that
his companion was Chinese, the Euro-American turned to him during
the soup course and inquired, "Likee soupee?"

When the principal speaker was introduced, the Euro-American was
surprised to see the man of Asian descent rise and walk to the podium.
He proceeded to give a brilliant address in a fluent, middle-American
accent. As he sat down, he turned to the Euro-American and inquired,
"Likee speechee?"

Remember: The skin color, ethnic background, or accent of an in-
dividua tells you nothing about the individual's native abilities. Nor
does your own skin color, ethnic origin, or accent protect you from mak-
ing a fool of yourself.

INFERIOR TO SUPERIOR

Many gifted people never become al that they could become because
they harbor feelings of inferiority. They're afraid to express their own
ideas for fear that others know more than they know. They're reluctant
to take the initiative because they fed that others are more qualified.

Truman Took Charge

Harry Truman may have fdt that way initially when the weight of the
presidency fell on him. He had to step into the shoes of the man many
regarded as the greatest president since Abraham Lincoln. He had to as-
sume national leadership at a time when the global political order had
been shattered. This ex-farmer, unsuccessful haberdasher, and small-
time Missouri politician, who hadn't even gone to college, had to nego-
tiate with the likes of Winston Churchill, Joseph Stalin, and Charles
DeGaulle. He had to give orders to George Marshall, Douglas
MacArthur, Dwight Eisenhower, Chester Nimitz, and Bull Halsey. He
had to deal with the question of nuclear weapons, the existence of which
had been unknown to him before taking office. Upon his shoulders fell
the weight of rebuilding Europe; stopping communism in Greece,
Turkey, Iran, and Korea; and reconstituting Japan as a friendly democ-
racy. And at home he had to deal with aggressive labor leaders, defiant
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segregationists who resisted his efforts to dismantle racial barriers, and
virulent red-baiters who were willing to sacrifice democratic principles
in their zeal to exterminate communism.

Had Truman communicated with Stalin and Churchill as inferior to
superiors, had he allowed Douglas MacArthur free rein in the Far East,
had he knuckled under to domestic foes with far greater academic and
intellectual credentials, had he doubted his own capacity for decision
making, the postwar story would have been far different.

Were al of Truman's decisions the correct ones?

Of course not. Some of them had unfortunate consequences. Some
of them are till being hotly debated. But his standing as a leader is un-
questioned. In recent elections, presidential candidates of both parties
have proudly claimed Harry Truman as a role model.

In whatever field you choose to enter, you will never be any better
than you think you are. If you regard yourself as inferior to others, oth-
ers will regard you as inferior to them. If you confidently assume the
role of a leader, others will follow your leadership.

Self-Confidence Can Save the Day

Once a group of hikers in the mountains found themselves engulfed by
smoke from aforest fire. Thefire threatened to encircle them. The smoke
obscured all landmarks. They began to stumble in all directions until one
of them said confidently, "Follow me."

Linking hands to stay together, they followed the leader. She led
them on a straight path through the smoke to safety.

"How did you know the way out?" one of the hikers asked later.

"I didn't," she said, "but | knew we were gonersif we didn't get out
of there, so | set acourse and stuck to it."

The leader had no more knowledge and skill than any of the other
hikers. What she had was self-confidence.

The movie classic The Wizard of Oz illustrates the difference a con-
fident attitude makes. The cowardly lion wanted the Wizard to give him
courage. The scarecrow wanted abrain. Thetin man wanted aheart. And
Dorothy wanted to return to Kansas, where she had lived before a tor-
nado swept her away.

The Wizard had a con man's understanding of human nature. He
gave the lion a medal, and suddenly the cowardly lion felt brave. He
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gave the scarecrow a diploma, and at once the scarecrow began acting
like a literate person. He gave the tin man aticking clock, and the tin
man took heart. As for Dorothy, he told her that she had always had the
power to return to Kansas. All she had to do was to close her eyes and
repeat, "There's no place like home," and click her heels together. When
she did that, her mind conveyed her out of the dream world of Oz and
into the real world she had left when the tornado struck.

In socia and business relationships, people often have the feeling
that they are powerless to remove themselves from an unwanted situa-
tion. Abused spouses stay with their abusers because they have allowed
themselves to fall into an inferior-to-superior relationship. Employees
tolerate oppressive bosses and sometimes put up with sexual harassment
because they see the inferior-to-superior relationship as normal for
them. It isn't normal and they aren't helpless. Just as Dorothy had it
within her power to return to Kansas, they have it within their power to
move out of such situations and into normal relationships.

They don't need a Wizard of Oz. The Wizard performed no magic.
All he did was help the four characters recognize the innate qualities
they already possessed. He gave them self-confidence.

You Have the Tools of Greatness

Floyd Wickman, one of the nation's leading sales authors and real-
estate educators, languished for years in go-nowherejobs as aNavy en-
listed man, a milkman, and a lackadaisical real-estate salesman. Then
one day, in a sales workshop, he heard a simple poem that changed his
attitude toward himself. The poem, as Wickman recalls it, goes some-
thing like this:

Figure it out for yourself, my lad;

You've al that the greatest of men have had:
Two arms, two legs, and abrain to use—

A brain to use if only you choose.'

Wickman went on to build a tremendously successful company. One day,
in Las Vegas, | gave the keynote address for his Masters Academy and
watched firsthand the transformed—and respected—executive in action.

So when you have feelings of inadeguacy in the face of others who
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seem to be more gifted, remember: You have everything it takes to be a
leader—two arms, two legs, abrain, a heart, courage, and the ability to
go wherever you wish. All you have to do is recognize them.

EQUAL TO EQUAL

The most effective mode of communicating with people is as equal to
equal. That doesn't mean that CEOs have to wear coveralls to work and
crawl into the grease pits with their line employees.

It does mean that executives, managers, and supervisors at al lev-
els must respect the dignity of every person in the organization and com-
municate with employees on a human-to-human rather than a boss-to-
underling basis.

Some companies even refrain from referring to people as "employ-
ees." They prefer more egalitarian designations, such as "associates"
and "team members." But remember: It doesn't help to change the way
you designate positions if you don't show respect for the people in those
positions.

Elitist attitudes can be communicated in ways other than words. Do
top executives get the choice parking spaces, even when they have no
more need for their cars during working hours than does anyone else in
the organization? Do they ride up to their executive suites on special el-
evators, eat in executive dining facilities that are off-limits to ordinary
workers, and use gold-plated executive rest rooms that other employees
never enter?

Then they are saying to their employees: "We're the elite; you'rethe
unwashed crowd.”

In companies such as Medtronic, a Fortune 500 manufacturer of
medical electronic devices, even the CEO is required to show a badge
before entering a manufacturing facility. This helps convey to dl em-
ployees that the CEO is one of them, not some inaccessible and all-pow-
erful entity.

Guides to the Pecking Order
Executives can also establish an aura of superiority through imposing

offices guarded by an army of secretaries. These surroundings can be in-
timidating to those farther down the corporate ladder.
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In some organizations, offices are not designed to encourage aflow
of communication among corporate people. They are designed, insteed,
to show where their occupants stand in the pecking order.

A few years ago, Bell Laboratories took alook at its office layout.
It discovered that nonsupervisory personnd usudly shared an office
with a least one cther person. The office had a glass door so that su-
pervisors could dways look in to see what was going on.

Supervisors had private offices. They had glass doors, too, but the
lower hdf of the door was frosted, so that you had to sand on tiptoesto
sein.

The doors to the offices of department heeds had froged glass from
top to bottom. To find out what was going on inside, you had to put your
ear to the door and listen.

Executive directors had thick wooden doors. You couldn't see
through them and you couldn't heer through them.

Bdl Labs redesigned its offices to open up communication chan-
nels. The new arrangement had no endosed offices and no floor-to-cell-
ing separations of any kind. Thework spaces were st dff by panels, par-
titions, furniture, and accessories.

Executives, however, shouldn't have to surrender dl their privacy.
They need some time in which to concentrate on thelr executive duties,
free of digtractions. Many executives, while retaining the privaecy of
their separate offices, set aside blocs of time each day during which they
will receive telephone calls and will talk to gaffers and employees who
fed the need to confer with them.

Job Skills Versus People Skills

A company today can't be run from theivory tower. You haveto get out
and touch people. You have to learn how they fed, think, and respond.
You have to learn about their problems, their joys, and their triumphs.

| serve on the board of directors of Southern Nationa Corporation,
aregiond bank holding company with more than $20 billion in assts.
Each of Southern Nationa's corporate executive officers makesit apol-
icy to dedicate one day amonth to visiting in thefield. They actudly go
out with their people and meet customers and prospects. They know the
people on the front line and the frontline people know them. It has pad
great dividends.
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Thiskind of contact gives them great credibility among the people
they lead, and this credibility is vitd for leedership in the twenty-first
century.

Some people think it's enough to develop the basic career skills.
But the career Kkills required for the twenty-first century are likely to
change often. The long-term skills that will assure success will be
in the area of human interaction. They are kills that will serve you
within the family unit, within your socid circle, within your commu-
nity, and within your business organization. They arethe skillsthat will
define you as a totd person. That totdity congtitutes a powerful

message.

Avoid Relationship Pitfalls

This generdion seams to be having a particularly hard time with per-
sond rlationships. The family that stays together from wedding bdll to
funerd knell isbecoming increasingly rare. The number of blended fam-
ilies and one-parent households is on the rise. The individua who can
negotiate today's obstacle course with rdaionships intact will hold a
mgor psychologicd advantage in the race for success.

As I've worked with people a dl levels of organizations and in a
wide variety of settings, I've observed five common causes of falurein
persond relationships, whether in busness or & home. They are:

*  Preoccupation with sdf
Hagty assumptions
¢ Negdive attitudes
¢ Anadl-consuming desre to be liked
¢ A digregard for courtesy

1. Preoccupation with self. Morethan 185 years ago, Sir Walter Scott
wrote:

Thewretch concentered dl in Af,
Living shdl forfeit fair renown,

And doubly dying, shdl go down

To the vile dugt, from whence he sprung,
Unwept, unhonored, and unsung.



34 ACQUIRING THE TOOLS OF COMMUNICATION

Nobody likes to deal with a person who is afflicted with the "Big 1."
Self-centered people monopolize the conversation, and always turn the
subject back to their opinions, their abilities, their accomplishments,
and their agenda. They are so concerned about the interests of the "Big
I" that they have no time to consider the interests of others.

The word success does not contain an |. The first vowel isthe U, and
until we learn to think you instead of I, our batting average in business
and in human relations will be close to zero. The best rule for human in-
teraction is still the one pronounced nearly two thousand years ago from
ahillside in Galilee: "Asye would that men should do to you, do ye aso
to them likewise." The surest route to success today is to find out what
others want, and look for ways to provide it. This applies whether you're
trying to maintain a healthy and harmonious home atmosphere, sell
goods and services in the global market, or align a workforce behind an
ambitious vision. Being other person-oriented is a learnable trait. It of-
ten comes naturally with maturity.

2. Hasty assumptions. People who jump to conclusions rarely land in
the middle of success. We often prejudge people and circumstances
by surface appearances without investigating what lies underneath.

A middle-aged man in shabby work clothes walked into the show-
room of a Chrysler dealership in Virginia. The salespeople studiously ig-
nored him.

Finaly, the owner of the dealership walked over and asked if he
could help.

"How much is that car?" asked the man, pointing to the most ex-
pensive model Chrysler offered.

The dealer told him.

"I'll take one," said the customer.

"Very good," said thededler. "And how would you like to finance it?"

"I'll write you a check," said the man.

And so he did. And as he took delivery of his new car, he turned to
the dealer once more.

"By the way," he said. "Do you s&ll dump trucks?"

The dealer proceeded to sell four Dodge dump trucks to this man,
who was the owner of alocal construction business.

Looks can be deceiving. Success doesn't always wear Brooks
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Brothers suits and Gucci ties. It can also wear jeans and flannel shirts,
coveralls and work gloves, or skirts and blouses.

Misjudging Motives

We often jump to conclusions about the motives of others. It's a human
tendency to judge ourselves by our motives but to judge others by their
actions. We can always convince ourselves that our motives justify our
actions. But when we see someone else committing acts that we disap-
prove of, we're quick to assign improper motives. Often, too, we assume
that we know what people are going to say before they say it. So wejump
in and complete their sentences, or we respond to what we think they're
going to say before they have a chance to say it.

3. Negative Attitudes. You may remember the little guy with the un-
pronounceable name in the comic strip "Li'l Abner," who went
around under a perpetual rain cloud. Wherever he went, things went
wrong.

Some people are expert rainmakers. They bring on their bad luck
through negative attitudes. They know things are going to go wrong, and
this faith becomes a self-fulfilling prophecy.

"Cheer up," | once told my friend Bob, who seemed alwaysto be on
the losing side of life. "Things could be worse."

"I know," he said. "I once cheered up, and sure enough, things got
worse."

"Listen," | said. "If you just have faith that something good will hap-
pen, something good will happen. | want you to believe—really be-
lieve—that you're going to have a great day tomorrow."

At the end of the next day, | called Bob to ask how his day went.
"Lousy," he said. "Just as | expected.”

| had another friend, Charlie, who wasjust the opposite. If aload of
manure fell on Charlie, he'd say, "Boy, think how this is going to help
my strawberry plants!”

No matter what the weather was like, and no matter what his cir-
cumstances were, if you asked Charlie how his day was going, he'd say,
"Today is the best day of my life."
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| once asked him: "Charlie, how is it that every time | seeyou you're
having the best day of your life?"

"Well, Nido," he said, "yesterday is gone forever and tomorrow is
not yet mine. Today isthe only day | ever have, so that makes it the best
day of my life."

Charlie died afew years ago, but I'm sure that his reward will be an
eternity in which each day is the best day of his life.

People loved Charlie. People avoid Bob. They're afraid lightning
will strike them or a tree might fall on them while they're around him.
And it just might happen.

4. The desire to be liked. It's natural to want people to like you. We
draw strength and inspiration from our friends. The warm glow of
friendship is agreat morale booster. But when you try to buy friend-
ship at any price, you cheapen the product. You end up not respect-
ing yourself, and others don't respect you either.

You win respect by setting high standards and living up to them. The
Shakespearean counsel isvalid in any age:

This above al: to thine own saf be true,
And it must follow, as the night the day,
Thou canst be false to any man.

Subordinates often try to curry friendship with the boss by saying
what they think the boss wants to hear. When they do this, they serve
neither themselves nor the boss. A good executive knows the difference
between a friend and a sycophant. Executives need people who are not
afraid to bring them the bad news. They respect those who speak up for
what they know and believe. If the boss knows you're a "yes person,”
how much weight will your opinions and advice carry? What you are
will speak much louder than what you say.

People who are promoted to positions in which they supervise their
former peers often face situations in which duty appears to conflict with
friendship. The answer to that dilemma was provided by the Greek
philosopher Sophocles 2,400 years ago: "l have nothing but contempt
for the kind of governor who is afraid, for whatever reason, to follow the
course that he knows is best for the state; and as for the man who sets pri-
vate friendship above the public welfare—I have no use for him either.”
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What's true in the realm of public office is also true in the business
setting. Stay true to your principles. Your true friends will respect you
for it. The friendships you'll lose because of it are not worth having in
the first place.

5. Disregardfor courtesy. Some people go to the opposite extreme.
They interrupt people at will, and they say what's on their minds
without regard for other people's feelings. They think the world
should run on their schedule, so they show up for appointments
when it's convenient, and if they keep others waiting, that's tough.
Concessions are for weaklings and diplomacy is useful only as a
manipulative tool.

Such people may be able to bulldoze their way to success for a
while. But when they encounter reverses and find themselves in need of
supporters, they'll find more gloaters than sympathizers.

Courtesy is the ail that lubricates the machinery of commerce. It
smooths the path to success in sales, in management, and in personal
relationships. For courtesy usualy is reciprocated. When you open
the door for your companion, your companion will usually open the
next door for you. If you listen without interrupting the person who
is addressing you, that person usually will listen without interrupt-
ing you.

If courtesy isn't reciprocated, don't resort to rudeness in return. The
most devastating response to a discourteous act is an act of calm, delib-
erate courtesy.

You Are a Powerful Medium

You can't find a more powerful medium of communication than your-
self—your character, your personality, and your principles.

If you want to send a powerful, positive message to the people with
whom you work, follow these principles.

1. You manage the process, but you lead people. An organization runs
smoothly when its people function smoothly. Dealing with prob-
lems in engineering, production, marketing, and sales without con-
sidering the human element is like dealing with a flat tire without
considering air. The finest steel-belted radia is worthless without
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the air that holds it up. The finest engineering, manufacturing, mar-
keting, sales, and servicing systems are worthless without the peo-
ple who keep them functioning.

In an interview with Harvard Business Review, Robert Haas,
chair of the board of Levi Strauss, called production management
"the hard stuff" and people management "the soft stuff."?

Under the old philosophy at Levi Strauss, he said, "The soft
suff was the company's commitment to our workforce. And the
hard stuff was what really mattered: getting pants out the door. What
we've learned is that the soft stuff and the hard stuff are becoming
increasingly intertwined."

So pay careful attention to the human side of your business.
Inspire people, don't just drive them. We can inspire people by
showing them how to be their very best. Ed Temple, the Tennessee
State track coach who worked with some of America's top woman
track stars, liked to say, "A mule you drive, but with a race horse,
you use finesse."® Treat your people like Thoroughbreds instead of
like mules. They'll get the message and respond.

Be easy to respect and look up to. You don't gain respect by sitting
in an ivory tower and looking down on the work floor. Be accessi-
ble to employees and let them see your human side.

Employees are turned off by executives who pretend to be in-

fallible. Observe high standards of personal conduct, but let your
employees know that you're human. Tak to them about your bad
decisions as well as your good ones. When you blow it, grin and ad-
mit it. Your employees will respect you for it.
Be easy to like and get along with. Employees like leaders who
are human—who make mistakes and admit it. It's all right to let
them see your vulnerability. If you made a bad decision, talk about
it with the people you lead. Let it be a lesson for them as well as for
you.

Don't fed that you have to know everything. Acknowledge that

the people you lead may know much more than you do about cer-
tain things.
Help people like themselves. Robert W. Reasoner, a California
school superintendent who headed a statewide task force on sdf-
esteem, identified five basic attitudes that foster self-esteem.
They are:
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¢ A sense of security
¢ A sense of identity
A sense of belonging
¢ A sense of purpose
¢ A sense of personal competence

Secure people are comfortable with who they are and with what
others think about them. They know their roles in the organization
and are confident that they can fill them.

People with a sense of identity know how they fit into the work-
place and how the workplace fits into their lives. To them, work
takes its place among family, friends, and community as an impor-
tant and fulfilling component of their lives.

When employees have a sense of belonging, they identify with
the company's vision and goals, because these things have person-
a meaning for them. They personally share in the success and pres-
tige of the company.

Employees obtain a sense of purpose from knowing the com-
pany's goals and how their efforts contribute toward those goals.
Management needs to take employees into its confidence and give
them arole in planning and goal setting. You can give employees a
sense of personal competence by educating them for their jobs and
giving them the freedom to succeed or fail on their own.

6. Help people believe that what they' re doing is important. My friend

Stew Leonard, a grocery-store wizard from Connecticut, once told
me that he refused to use job titles that he perceives as demeaning.
Once he noticed ajob listed as "popcorn maker." He immediately
ordered a more dignified title.

"How would you fed if someone asked you what you did for a
living and you had to answer, 'I'm a popcorn maker'?" he asked me.

Are there any demeaning titles in your organization?

Medtronic, Inc., has a heartwarming way of dramatizing theim-
portance of what its employees do. Each year at Christmastime, the
company holds a party for employees. Guests of honor are people
whose lives have been prolonged by Medtronic cardiopulmonary
devices.

Can you think of ways of dramatizing to your employeestheim-

portance of what they do?
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7. Be responsive to people. Listen to people. Read people. Respond;
don't react. Leaders should be accessible to the people they lead.
Let your gtaff and associates know they can come to you with prob-
lems, concerns, ideas, suggestions, or complaints. If they bring you
usable ideas, adopt the ideas and give the employees credit.

Welcome bad news as well as the good. What you don't know
can hurt you. Don't ignore complaints. Listen to them. Find out what

you can do to rectify matters. Let the employees know what you plan
to do—and do it.

If you put these principlesinto practice, you will be constantly send-
ing out a powerful and positive message: yourself.

Humans have avariety of ways to send messages. We "speak" with
our eyes, our facia expressions, our posture, our clothes, our grooming,
our lifestyles, and many other aspects of our persons. But the most fa-
miliar and most explicit form of communication is with words. In the
next chapter, we'll explore ways to use words for maximum impact.

CHOOSING YOUR WORDS

ou probably learned in kindergarten that "sticks and stones may
Y break my bones, but words can never harm me."

Yet you can't believe everything you learned in kindergarten. In the
world of politics and statecraft, choosing the wrong words can lose elec-
tions, precipitate wars, and destroy cities. In the world of business, poor
word choices can alienate clients, drive away customers, and land you
in lawsuits.

When you write a business letter, draft a proposal, dictate a report,
address your employees, speak to acommunity organization, or negoti-
ate a business deal, words can be powerful tools of success or danger-
ous instruments of self-destruction.

A Quarantine to Avert War

Ask the Russians. In 1962 President John F. Kennedy was presented
with convincing evidence that the Soviet Union was setting up bases in
Cubafor nuclear-tipped missiles that could threaten American cities. So-
viet ships might soon arrive bearing missiles and nuclear warheads. The
president weighed his options. The United States Navy could blockade
the Cuban coast, but a blockade would be an act of war. A war between
the Soviet Union and the United States would surely escalate into a nu-
clear conflict.

Kennedy declared that no nuclear weapons would be alowed into
Cuba. But he didn't call it a blockade. He called it a quarantine. That
face-saving word allowed the Soviet leader, Nikita Khrushchev, to back
down without acquiescing to an act of war. It's possible that one word
avoided a nuclear holocaust.

41
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THE VALUE OF WORDS

In the world of business, words convey instructions and inspiration to
the people who produce goods and services. They are the medium
through which merchandise is marketed and sold. They provide guide-
lines for those who ship and deliver. And they convey directions for as-
sembling and using the products.

The quality of a company's communications can have a significant
effect on the image it projects to its customers and clients. Letters that
have a professional ring inspire confidence in your organization. And
precision in the use of language can save you money when you're mak-
ing proposals, entering agreements, or quoting specifications.

The way you use words influences the way people size you up as a
businessperson. A person who uses language fluently and correctly
(proper grammar) is likely to exert much more influence than one who
uses it ineptly (mispronouncing and misusing words) and incorrectly
(poor grammar).

That doesn't mean that your grammar must be impeccable and that
you must know—and use—every word in the dictionary. It simply
means that you stand a much better chance of succeeding in the business
world if your speaking and your writing identify you as an educated per-
son. In the world of business, as in the worlds of politics and statecraft,
the ability to communicate clearly, precisely, and eloguently in spoken
and written language is a prime asset. The English language is made up
of about 800,000 words. Fortunately, we don't need to know all of them
to communicate effectively. We use only about 800 words in our daily
conversation. Words must be used with care, however, because their
meanings are often slippery. Those 800 everyday words that we use can
have about 14,000 different meanings.

Slugging Away

Toillustrate: You drink aslug of orange juicein the morning before leav-
ing for work. You read in the morning paper that doctors removed a .22-
caliber slug from the shoulder of a robbery victim. As you step outside
your front door to pick up your newspaper, you avoid a slimy slug crawl-
ing across your lawn. In the cafeteria at your office building, you try to
Put a quarter into the coffee vending machine, but it won't accept your
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money. Somebody has dropped a slug into the dot and jammed it. It
makes you so mad you want to slug the person who did it.

In that simple story, the word slug had five different meanings. Oth-
er common words have many more. Webster's Third New International
Dictionary lists more than forty meanings for the word run and more
than thirty for ring.

Regional Variations

Meanings of common words may vary from region to region. In most
places, if you invite people to dinner, you expect them to arrive some-
time after six. But in some places, you'd better expect them around noon.
Most Americans refer to the midday meal as lunch and the evening mea
as dinner. But in some areas, people have their dinner in the middle of
the day and eat supper before going to bed.

A mess is an untidy situation unless you're in the military service,
in which case it refers to ameal. In the rural South, a mess refers to the
quantity of a commodity required for a family meal.

If you're in Georgia and you're told to "mash the button" for the
third floor, don't try to crush the elevator button. You're simply being
reguested to press it. In South Carolina, a young man might say to his
girlfriend's father, "Can | carry your daughter to the picture show?" The
father, if he's also from South Carolina, won't throw the young man out.
He'll understand him to mean, "May | escort your daughter to the
movie?"

So before you speak and before you listen, look around to see where
you are.

Standard English Is Always at Home

Despite variations from one locale to another, from one social group to
another, and from one ethnic group to another, North Americans gener-
aly employ a mutually comprehensible diaect caled Standard Ameri-
can English. England, Australia, and New Zealand also have their stan-
dard versions of the mother tongue.

For Americans, Standard English is the language of the national
television newscast, which communicates to almost every level of soci-
ety. Wherever you live, if you learn to use the standard dialect of your
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language, it will serve you in almost every business and socia setting
you're likely to encounter.

The Multilingual Heritage of English

The English language in dl its dialects has been enriched by borrowed
words from many different languages, including Latin, German, Greek,
Celtic, French, Spanish, Italian, Danish, Yiddish, Arabic, Chinese, and
Japanese. It also has drawn on American Indian and African tribal lan-
guages. For example, a farmer may raise swine (Anglo-Saxon). When
he kills and butchers one of the hogs (Celtic), he puts pork (French) on
the table, perhaps accompanied by succotash (Algonquian).

The foundation of modern English is the Germanic Anglo-Saxon
language. In the year 1066 the French-speaking Normans conquered
England, and for the next couple of centuries the French language blend-
ed with the Anglo-Saxon, giving rise to modern English. French, in turn,
is an offspring of Latin, the language of the Roman Empire.

Today most of the words in the English dictionary are derived from
Latin. But most of the words we use in everyday speech are from An-
glo-Saxon.

Short and Strong Versus Scholarly and Lofty

As a genera rule, Anglo-Saxon words are shorter and more energetic
than Latin words. Latin words often are considered more elegant and
more scholarly, perhaps because they were the words used by the
French-speaking nobility after the Norman conquest. Sometimes Anglo-
Saxon words are considered crude whereas their Latin synonyms are
considered usable in polite company. Thus "Huxley's Whores" in Leon
Uris'snovel, Battle Cry, became "Huxley's Harlots" in the movie, which
was made before Hollywood adopted the policy of "anything goes.”
Many newspapers refused to advertise Larry King's The Best Little
Whorehouse in Texas, athough they probably would not have objected
to The Best Little House of Progtitution in Texas. Whore is Anglo-Sax-
on and progtitution and harlot are Latin.

We sweat in Anglo-Saxon and perspire in Latin. We think in Anglo-
Saxon and cogitate in Latin. We talk in Anglo-Saxon and converse in
Latin. We work with our hands in Anglo-Saxon and perform manual la-
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bor in Latin. Anglo-Saxon food is Latin victuals. Anglo-Saxon cooking
is Latin cuisine. Anglo-Saxon chicken is Latin poultry. You teach in
Anglo-Saxon; you educate in Latin.

You'll notice that most of the Anglo-Saxon words have one syllable
whereas most of the Latin words have more than one.

Winston Churchill maintained that "short words are best, and the old
words, when short, are best of all." Churchill's language surged with
strong Anglo-Saxon terms.

But you don't need to become an expert on Latin and Old English
to choose the right words. Use the simplest, most familiar words that ex-
press the thought you want to express the way you want to express it.
Pretend that you're writing to Winnie the Pooh, who said, "I am a bear
of very little brain, and long words bother me."

In his Gettysburg Address, Lincoln used four Anglo-Saxon words
for every word of Latin origin, but the Latin words gave his speech dig-
nity and loftiness. The phrase "conceived in liberty and dedicated to the
proposition that all men are created equal” contains eight Anglo-Saxon
words and only six of Latin origin. But the Anglo-Saxon words are
mainly connectors. The Latin words—conceived, liberty, dedicated,
proposition, created and equal—convey the bulk of the meaning and
provide the dominant flavor. The expression "of the people, by the peo-
ple, for the people," however, is pure Anglo-Saxon.

FAD WORDS THAT STICK AROUND

Some people ignore Churchill's advice and shun plain old words in fa-
vor of fancy new ones. President Warren Harding promised to return the
country to "normalcy" instead of getting us back to normal. During the
Eisenhower administration, people stopped completing things and start-
ed finalizing them. During the Kennedy administration, people started
having judgments instead of opinions.

John Dean, the Nixon staffer who blew the whistle on Watergate,
later recalled that during his congressional testimony he was under a
great deal of tension because he needed to use the bathroom. Dean would
have achieved relief alot sooner had he avoided the lengthy expressions
at this point in time and at that point in time and said simply now and
then.
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Such long, pretentious expressions have become the favorite retreat
of the bureaucrat, who follows the maxim "When in doubt, obfuscate.”
(You could say, "When in doubt, make it hard to understand,” but ob-
fuscate sounds more bureaucratic.) But, in the office, on the work floor,
and in daily conversation, you'll be understood and make a better im-
pression if you choose the most commonly understood words and say
them in the most direct way.

WORDS WITH SEMANTIC BAGGAGE

You need to be particularly careful with words that carry meanings that
go beyond their dictionary definitions. They come with what we call "se-
mantic baggage.”

Let us take the words denomination, sect and cult. All three have
similar literal meanings. Essentially, each refers to a group of people
with common religious beliefs. But most people think of a denomina-
tion as one of the "mainline" and "respectable" religious bodies: Roman
Catholics, Baptists, Methodists, Presbyterians, Episcopalians, and
Lutherans, for example, within the realm of Christendom. A sect is
somewhat less respectable. It usualy refers to a less popular group
whose teachings are not entirely acceptable to the majority. When we
hear the word cult, we think of satanic worship, the Jonestown tragedy,
or David Koresh's ill-fated Branch Davidians of Waco, Texas. Each
word carries semantic baggage.

The word capitalism has a perfectly respectable pedigree, but for
much of the twentieth century it was used in a derogatory sense by ad-
herents of communism. It therefore acquired semantic baggage. Those
who practiced capitalism preferred to refer to it as "private enterprise”
or the "free-enterprise system."

Propaganda is a neutral term roughly equivalent to advertising in
most parts of the world, but in the United States "propaganda’ is con-
sidered to be a shady distortion of the truth.

People often revea their political and social views through the
words they use. Red China is a generally pejorative term for the coun-
try that calls itself the People's Republic of China. If you call it by its
officid name, people may think you're a bit Ieftist in your leanings.
Mainland China is a more neutral term, and the one preferred by most
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people who do business with the Chinese. It's one way of avoiding the
question of whether the communist government on the mainland or the
Nationalist government on Taiwan is the legitimate ruler of China.

Slang Isn't Always "With It"

Some people like to use slang expressions or "street talk" to show that
they're up-to-date. In spoken English, slang expressions can make an
impact when the right person uses them with the right audience, but there
are pitfalls. People who are unaccustomed to using slang may find that
some expressions have subtle meanings of which they're unaware. The
results can be unintended insults, which can alienate whole categories
of people. If slang isn't a natural form of expression for you, don't use
it. If you do, it may be as noticeable to the audience as the accent of the
Russian native practicing newly learned English.

When writing, remember that slang expressions have short lives. If
you don't believe it, go to the microfilms and read newspaper articles
from the 1930s and 1940s. The slang expressions that were current then
sound quaint and dated today. The average life span of a slang expres-
sion is about four years—the length of a high school career.

Don't Be Vague, More or Less

When you speak or write, be as specific and as definite as you can.
Words such as several, many, few, various, recently, and in the near fu-
ture are vague, and they rob your language of power.

"We will complete the project by August 1" is amuch more power-
ful sentence than "We expect to complete the project in the near future.”

The expression etc. for et cetera or and so forth saps your language
of power. How would the British people have responded had Churchill
told them, "I have nothing to offer but blood, toil, tears, etc."?

Watch out for words that seem to have indefinite meanings but ac-
tually mean specific quantities. A score is 20. A myriad can mean "a
large number," but it also refers to a specific number: 10,000. And when
using large numbers, be aware of the differences between British and
American ways of counting. In the United States, a billion means one
thousand million (1 followed by nine zeros). In Great Britain, it means
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one million million (1 followed by twelve zeros). The American billion
is called a milliard in Britain. The British billion is called a trillion in
the United States.

Beware also of words that have deceptive meanings. Presently can
mean currently, or it can mean soon. To make sure you're understood
accurately, use the unambiguous term. A suggestive remark isnot asim-
ple suggestion; it is aremark tinged with impropriety. Ingenious means
clever; ingenuous means showing childlike candor or simplicity. To for-
bear is to refrain from, or desist; a forebear is an ancestor. A foregone
conclusion is a conclusion known in advance; forgone interest is inter-
est that has been forgiven.

It's Best Not to Literally Die

Many people use literally as an intensifier to add emphasis to a state-
ment. But to take a word "literally" means to take it at its dictionary
meaning. When you say, "I literally died from embarrassment,” you're
saying that you actually died, although few people have literaly died
and come back to tell about it.

Other commonly misused words:

To infer means to draw a conclusion based on certain information.
To imply means to indicate indirectly. Remember: The message-sender
implies; the message-receiver infers.

Comprise means to include. When you see the expression "com-
prised of," you know that the word is being used incorrectly. The Unit-
ed States comprises fifty states and the District of Columbia. You can
aso say that the United States is composed of fifty states and the Dis-
trict of Columbia

Unique doesn't mean "unusual" or even "very unusual." It means
"one of akind." Something is either unique or it isn't. A thing cannot be
"most unique" or "somewhat unique.” Nor can one thing be more unique
than another. If it's "almost unique,” just say it's rare or unusual.

POWER ROBBERS

Writers and speakers often rob their language of power by using weasel
words or qualifying expressions. Suppose Jefferson had written: "We
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hold these truths to be more or less self-evident." Imagine Lincoln re-
ferring to "the government of the people, by the people, for the people,
in amanner of speaking," or Admiral Perry exhorting, "Don't give up
the ship, if you can help it."

State your convictions in strong, unequivocal words. That doesn't
mean that you must always be blunt and undiplomatic. It simply means
that you express your ideas clearly and confidently.

Stability Amid Change

In the era of rapid change, language will change too. The tide of immi-
grants from other cultures inevitably will add new words to the English
language. The advance of technology will necessitate the coinage of new
words. At the end of the nineteenth century, words such as antibiotics,
television, microwave, and computer were unknown. If a New York
businessperson in 1955 had asked a client in San Francisco to "fax me
that information," the client would not have understood. In 1975 only a
few initiates would have understood such terms as microchip, RAM,
megabyte, software, hard drive, and baud rate. In 1985 you would have
drawn ablank stare if you had mentioned a CD ROM.

But if communication is to remain precise, meanings of common
words need to remain stable. So Churchill's preference for "short words"
and "old words" makes sense. When an old, short word expresses an idea
accurately and adequately, use it. Turn to neologisms—new words—
only when the old ones are inadequate to the task.

If you use words that are familiar to you and to your audience, the
chances of being misunderstood are minimized. And in business, as well
as in statecraft, misunderstandings can be costly. If you're offered a
chance at a leveraged buyout of a British company for a billion dollars,
count the zeros before you sign the papers.

Words are a uniquely human form of communication, but they by
no means represent the full range of human expression. In fact, some of
our most important communication is wordless. In chapter 6, we look at
the many fascinating ways we send messages without words.



COMMUNICATING
WITHOUT WORDS

M ost of the communicating you do is wordless. The moment you en-
ter the presence of another person you start communicating. Your
physique, clothing, jewelry, voice qualities, facia expressions, posture,
and many other factors pass along important information about your so-
cial, marital, and financial status, your sex, and your personal taste.

Your voice speaks in ways that go beyond words. Y our accent may
give away your national or regional origin. Your tone of voice will tell
people whether you fed elated or sad, excited or bored.

Through verbal communication, peoplelearn about your thoughts and
ideas. Through nonverbal communication, they learn about your feelings.

About 93 percent of your communication is nonverbal. Much of it
is unconscious, but you can bring a great deal of your wordless com-
munication under conscious control.

Your media for nonverbal communication fal into four broad cate-
gories:

* Voice qualities

* Body language

* Facia expressions

¢ Clothing and grooming

VOICE QUALITIES

Often, how we say things conveys more meaning than what we say. In
fact, voice quality is said to convey about 38 percent of meaning.
Once G. K. Chesterton, the British writer and critic, went into afish
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market and tried an experiment. To the woman waiting on him, he said
in a low, endearing voice, "You are a houn, a verb, and a preposition.”

The woman blushed, apparently flattered that such a cultured indi-
vidual had observed these qualities in her.

After buying the fish, Chesterton said in a higher voice, "You are an
adjective, an adverb, and a conjunction.”

The woman slapped him with a flounder.

Taken literally, Chesterton's words were meaningless. To call some-
one an adjective—whatever that means—is certainly no more insulting
than to call that person a noun. But the tone of voice conveyed a mean-
ing that the woman understood instinctively, and her response was in-
stinctive.

In your daily interactions, it's important to pay attention to voice
qualities. You supervise, teach, inspire, encourage, sell, praise, and rep-
rimand with your voice, and much of your meaning is conveyed through
media other than words.

When George Bush ran for president in 1988, he hired a voice coach
to help him lower hisvoice an octave. Why? Because the candidate's high-
pitched voice had hel ped saddle him with the "wimp" image, even though
Bush had proved his valor as a Navy combat pilot during World War 11.

Fairly or unfairly, we impute strength and confidence to the person
who speaks with a low-pitched, well-modulated voice. When the voice
rises to a high pitch, we sense excitement, panic, and lack of control.
That doesn't mean that we should al go around cultivating baritone
voices. It simply means that each of us should use the lower end of the
voice range when we want to communicate calmness, confidence, and
competence.

We convey feelings, moods, and attitudes through a variety of voice
qualities, which are sometimes called paralanguage. Among these qual-
ities are volume, pace, intonation, stress, and juncture.

Volume and Pace

Volume and pace should be used in a careful, controlled way. These
qualities can work in unison to achieve powerful effects, especially
when speaking from the public platform. You can let your voice rise to
acrescendo, the pace and volume quickening until you reach a peak of
excitement. Or you can drop your voice to adramatic whisper.
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Volume should always be loud enough that you can be heard by
everyone you're trying to reach with your voice. When addressing a
group through a microphone, that generally presents no problem. When
speaking without a microphone, keep checking the people farthest from
you for signs that they're straining to hear or indications that their at-
tention is straying.

Pace should be adapted to the message. Some simple but telling points
can be made effectively in rapid-fire sequence. Others can be made by
dowly drawing out the words, or by long pauses to let the points sink in.

We can imagine that Abraham Lincoln spoke in calm, measured
tones as he opened the Gettysburg Address with the words, "Fourscore
and seven years ago, our forefathers brought forth...." He probably
spoke a little faster as he concluded with " ... the government of the
people, by the people, for the people shall not perish from the earth.”

We can imagine Patrick Henry's volume and pace increasing as he
concluded his famous oration to the Virginia Convention in Richmond:

What is it that the gentlemen wish? What would they have? Is
life so dear or peace so sweet as to be purchased at the price of
chains and slavery?

Forbidit, Almighty God. | know not what course others may
take, but as for me, give me liberty or give me death!

You may never be called upon to dedicate a battlefield or to exhort
your comrades to take up arms. But business leaders are constantly
called upon to instruct, explain, advise, exhort, and inspire, and the same
principles apply. You will use a different pace when explaining your
profit-sharing plan to line workers from the one you use when congrat-
ulating your sales staff on setting a new record. You'll probably use a
dow, calm delivery when explaining the details of an acquisition pro-
posal to your legal gaff. You'll be more animated when breaking the
news of apromotion to arising executive. Criticism and reprimands are
usually more effective when delivered in a calm, measured voice.

Intonation

Intonation refers to voice pitch. We usually speak in arange of pitches,
from low to high. Chesterton used low intonation when he called the
woman in the fish market "a noun, a verb, and a preposition." He used
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high intonation when he called her "an adjective, an adverb, and a con-
junction." His intonation provided the meaning that was lacking in his
words.

The range between high and low intonations varies from individual
to individual, and from linguistic population to linguistic population.
The English generally have a greater range than do Americans.

Intonation can enliven your conversation, but don't go to extremes.
Linguist Katharine LeMee tells of the Englishman and American who
addressed the same Egyptian audience. The Englishman's words were
more complimentary than those of the American, but the Egyptians re-
sponded more positively to the American. The reason lay in the intona-
tions. The Englishman's clipped Oxford accent was taken as somewhat
aristocratic and disdainful, as if he were talking down to the Egyptians.
The American's flatter, less modulated intonation came across as more
sincere and democratic.’

Stress

Stress is another important element of paralanguage. The way you em-
phasize words can change the meaning of your sentences.
Notice how stress changes the meaning of this sentence:

¢ Mary only takes classes in accounting. (Mary takes classes only in
accounting, but others may take classes in other subjects.)

¢ Only Mary takes classes in accounting. (Mary takes classes in ac-
counting, but nobody else does.)

¢ Mary only takes classes in accounting. (Mary doesn't teach the
classes; shejust takes them.)

« Mary only takes classes in accounting. (Mary isn't an accountant;
she'sjust studying accounting.)

¢« Mary only takes classes in accounting. (Mary takes classes in ac-
counting, but in no other subjects.)

As you speak, be conscious of the effects of sense stress on the
meaning you're trying to convey. Use stress to help your listener un-
derstand the sense in which you use words and to show which words you
consider important.
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Juncture

Juncture refers to the way vowels and consonants are joined in the
stream of speech. If you listen to someone speaking in a foreign lan-
guage, it sounds like a continuous flow of syllables. That's because you
haven't learned to recognize the signs that tell you where one word stops
and another begins.

Speakers of other languages have the same problem comprehend-
ing English. As I've spoken on different continents, 1've formed a great
admiration for the translators who have had the task of rendering my
speech into other languages. Once | was trandated simultaneously into
seven different languages. Either my juncture was good or my transla-
torswere superb. The audience laughed at the appropriate points and ap-
plauded at the appropriate points.

Some combinations, though, will throw even native speakers of
English. An elementary schoolteacher once told her geography class,
"Malaya is not as big as Siam." One of her pupils went home and told
her parents, "Malaya s not as big as my teacher."

So pay close attention to the way you join the sounds of different
words, especialy if you're dealing with people who are new to the En-
glish language.

Juncture will vary from one speaking population to another. To ana-
tive of New Jersey, the last syllable in Trenton is pronounced just like
the "ton" in "ten-ton truck." A Carolinian would deemphasize the final
syllable and call it "TRENt'n." When Britons say "military," they bare-
ly pronounce the "a." They join the "t" and the "r" as if they were one
consonant. When Americans say it, the "tar" is pronounced clearly, with
amost as much stress as is put on the first syllable. To the Briton, it's
MIL-i-t'ry. To the American, it's MIL-i-TAR-y.

To take a more extreme example, note the different meanings that
emerge when you vary the juncture on the syllables in notable:

The notable surgeon was not able to perform the operation because
he had no table.

Inattention to juncture can make your speech indistinct or hard to
understand. If you tell a carpenter to build a greenhouse, make sure that
you don't end up with a green house. The difference in appearance and
cost can be substantial. If you ask your secretary to get you the night rate
and have it on your desk the next morning, be sure it doesn't sound
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like "nitrate." Otherwise, you may find a sack of fertilizer in your "in"
basket.

Laughing, Crying, Yawning, Sighing

Other aspects of paralanguage convey important signals during speech.
Laughter, crying, and sighing are among the more obvious signals. The
meaning of the sentence, "I fell down the stairs," changes dramatically
when spoken with a laugh or when spoken through tears. "Tell me how
you plan to market that new product you're proposing” sounds much
more upbeat when preceded by a sharp whistle than when accompanied
by a yawn. "Janet, you misspelled lacocca again' sounds much less
threatening when said with a chuckle than when said with a sigh.
Every language has its little clicks, whistles, and throat noises that
don't show up in dictionaries, but which serve useful functions in con-
versation. When you're talking on the telephone and hear nothing but
silence on the other end, you may wonder whether the connection has
been broken or the other party isn't listening. An occasiona "hmmm,"
"unh," or"yeah" will assure you that you have the other party's attention.

BODY LANGUAGE

While your tongue is conveying oral communication, your body is talk-
ing too.

As soon as you stop to talk to someone, you make a statement. How
close do you stand to the person you're talking to?

Each of us walks around in a bubble of space that expands or con-
tracts according to the person with whom we're interacting.

W. H. Auden wrote:

Some 30 inches from my nose,
The frontier of my person goes.

We can assume that Auden spoke to people from a distance of at least
thirty inches. Some people move in closer. Some maintain greater dis-
tances. Individuals from some Somali tribesin East Africa have personal
bubbles seven feet in diameter.
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We usually stand closer to friends and loved ones than we do to
strangers. So when you're speaking to people on thejob or in business
relationships, be conscious of their personal bubbles of space. If you no-
tice them backing away from you, don't try to move in. They're estab-
lishing a distance that's comfortable for them.

Some cultures tend toward smaller bubbles and some toward larger
ones. The animated Italian will move in closer than will the reserved
Londoner. Hispanic Texans will move in closer than Nordic Min-
nesotans. |f you move in arather large bubble and you supervise or man-
age people who recognize smaller bubbles, you might consider using a
larger desk to keep people from crowding you.

Your Posture Sends a Message

After you've established a comfortable distance, notice your posture.
Posture can tell your conversational partner a great deal about your at-
titude. An alert, erect posture signifies interest and involvement. A
slouching posture says, "1'm not really interested in exchanging ideas
with you." A iff, rigid posture says, "I don't fed fully comfortable in
your presence.”

When you stand face to face with an individual, your feet pointed
straight toward the feet of the other person, you're signaling to others
that this is a private conversation. When you stand so that your bodies
form two sides of atriangle, you're inviting others to join you.

Voiceless Signals

A number of voiceless signals can be used to indicate that a conversa-
tion is over. If you're seated, you can end the discussion simply by ris-
ing. If you're in a crowded room talking to an individual and you're
ready to move on to another conversation partner, just direct your eyes
away from the person you're talking to.

Talking with Your Hands

Most people talk naturally with their hands. As you speak, your hand
movements accompany your words, punctuating them, illuminating
them, driving them home. Hand gestures are particularly important
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when speaking to groups, because they help keep the listeners' attention
focused on the speaker. | often use a wireless clip-on microphone when
addressing a group. This frees my hands for gestures, and also alows
me to walk around and interact with the audience.

You can use two basic types of gestures: demonstrative and em-
phatic.

If you're self-conscious about gestures, start with demonstrative
gestures. These are gestures that illustrate your words. If your sales staff
came within 0.1 percent of reaching its goal, you can illustrate by hold-
ing your thumb and pointing finger a fraction of an inch apart and say-
ing, "We missed it by this much." If you're describing the amount of pa-
perwork it takes to file your corporate taxes, you can hold your hand
palm-down above your head and say, "It takes a stack that high." You
can also use demonstrative gestures to point directions.

As you practice, make sure that your gestures coincide with your
words. If the gesture comes before or after the point you're making, it
can confuse your listeners. A politician once gave a speech in which he
roundly condemned those who advocated a proposal that was contrary
to the interests of his constituents. But each time he referred to "they,"
he pointed to himself and when he referred to "we" he pointed else-
where. His gestures told the audience that he was with "them"—the
enemy.

After you fed comfortable with demonstrative gestures, begin
working in some emphatic gestures. These are gestures designed to
punctuate your speech. You might make a sweeping, outward movement
of the hand, palm opened inward, as you explain a point. You might
make the same motion with palm opened outward, to indicate a flat de-
nial or rejection of an idea. You might make a chopping motion, with
fist closed, to indicate vigorous determination. You might extend both
hands, palms up, in apleading gesture. Practice emphatic gesturesto add
power and persuasion to your speech.

FACIAL EXPRESSIONS

The face and eyes are eloguent message-conveyers. Someone has esti-
mated that humans are capable of twenty thousand different facial ex-
pressions.
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The most pleasant, and usually the most advantageous, is a smile. A
smile can be the little bit of sugar that helps the medicine go down. It is
aways more pleasant to deal with people who smile than with those who
frown.

The psalmist tells us that the eye is "the light of the body." The un-
voiced testimony it offers is often the most eloquent.

Most people interpret a firm, steady gaze as asign of sincerity. Dart-
ing, shifty eyes are interpreted as signs of untrustworthiness. A quick
wink can convey a secret message silently across acrowded room. A co-
quettish look can set a heart to fluttering.

The ability to look someone in the eye is a sign of high self-esteem.
When children fib to their parents, they usually look at the floor. 1t's hard
to have self-esteem while you're telling alie.

Steady eye contact is also a sign of assertiveness. People who con-
sistently avoid the eyes of those to whom they speak are inviting others
to treat them as doormats.

A Baptist minister in Moscow once told an American reporter an in-
teresting story about the Russian poet Evgeny Y evtushenko.

Visiting a wealthy American, the poet noticed a magnificent moose
head mounted on the wall of the home.

"How could you bear to shoot such a magnificent animal?" Yev-
tushenko asked.

"It was easy," said his host. "He didn't look me in the eye. If he had
looked me in the eye, | couldn't have shot him."

A word of caution, though: Different cultures respond to eye con-
tact in different ways. A gaze that may seem friendly to an American
may be considered intrusive by an Asian.

Even in the American culture, steady eye contact can be overdone.
Most people fed uncomfortable when they're the objects of fixed,
steady gazes. The most effective eye contact consists of arelaxed, steady
gaze that is broken off intermittently. A good way to develop this habit
is to look at someone and slowly count (in your head!) to three. Thisis
usually the appropriate length of time to sustain a gaze in one-on-one
conversations.

Sometimes, angry conversation leads to mutual glares in which each
party tries to outstare the other. Don't be led into this kind of contest. If
you find your eyes locked in a stare with an angry person, it's okay to
break contact first. In fact, one theory holds that the dominant person will
break contact first, since the dominant person takes the lead in al things.
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CLOTHING AND GROOMING

Among the first things people notice about you isthe way you dress and
the way you groom yourself.

Many highly creative people affect a casual indifference toward
their personal appearance, but in redlity, they are making a purposeful
statement. They are saying, in effect, "1'm so good at what | do that |
don't have to dress for success.”

Henry David Thoreau was such a person.

"Beware of al enterprises that require new clothes," he wrote.

If you plan to spend your life in the seclusion of aplace like Walden
Pond, follow Thoreau's advice. If you want to make it on Wall Street or
Main Street, pay careful attention to the clothes you wear and the visu-
a impact you have on others.

When dressing for the business world, follow the standard advice:
Dressfor inclusion. Look at what the people one or two steps up the cor-
porate ladder from you are wearing and be guided by their tastes.

That's about the closest thing to universal advice that can be given
concerning the realm of dress. Fads and fashions come and go, and
what's in today may be passe tomorrow. And the fabric of American cul-
ture is quite varied. String ties and cowboy boots for men may be per-
fectly acceptable business attire in Fort Worth, but they would mark you
as eccentric in Boston. Three-piece pinstripes may be the uniform of the
day on Wall Street, but may be considered a bit stuffy on Hollywood
Boulevard. And if that's true of America, it's even truer of other parts of
the world. Wherever you are—in London or Sydney, in Singapore or
Luxembourg—follow the fashion lead of the successful people in your
business.

The perennia choice for the businessman in the industrialized na-
tionsis the gray or blue suit, with lighter shades in warm weather, dark-
er ones in cool weather. Muted pinstripes never seem to go out of style.
Brown suits are generally regarded as less authoritative than blue or gray
ones.

Women have greater latitude for individuality in fashions, but the
general rule still applies. In most businesses, it's best to avoid extremes.
Seductive or coquettish outfits may draw admiring stares, but they won't
enhance your reputation as a businesswoman.

Solid colors in women's clothing convey a message of seriousness
and character. Plaids and prints are more whimsical. In the business of-
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fice, successful women may be seen wearing suits, dresses, coordinates,
and skirts with blazers. Different colors flatter different women. Find
your best colors and stick with them.

Shoes should always be shined and in good repair. Adlai Stevenson,
the American statesman, may be remembered for the famous photograph
showing the hole in the sole of his shoe. But he is also remembered as
the loser of two presidential elections.

If your job calls for a briefcase, invest in top quality. It will con-
tribute strongly to your image of success. If you need to have a pen in
your breast pocket, make it a high-quality and attractive one. Avoid
cheap plastic pens, and never wear pocket liners.

For men, beards are a matter of taste. Make up your mind whether
you want one. Don't go around looking as if you've forgotten to shave
for several days. It may work for a Hollywood actor or the leader of a
stateless people, but not for the average member of the corporate team.
If you choose to wear a beard, keep it neatly trimmed.

Both men and women should avoid extreme hairstyles. Again, use
the look cultivated by the most successful peoplein your field as aguide,
and adapt it to your own physical features.

Dress for Supervisors

The twenty-first century is ushering in an interesting development in
dress for supervisors of blue-collar personnel. In the authoritarian work-
place, the difference between firstline supervisors and those who re-
ported to them was usually marked by the presence or absence of neck-
ties. Women supervisors were likely to wear suits as opposed to dresses
or slacks. A business suit was a symbol of status and authority. In com-
panies that stress participative management, supervisors and team lead-
ers usually dressin the same fashion as line workers. This impliesto the
workers that their supervisors are working with them, not over them.

The Friendly Touch

Jim Tunney, a close friend and colleague whom you've known for years
as NFL Referee #32, is an eloguent advocate of participative manage-
ment. He puts great emphasis on one other type of nonverbal commu-
nication: the touch of friendship and love.
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We are al familiar with the need of children for touching and snug-
gling. Babies who never feel the loving touch of an adult have been
known to die from inattention.

Adults, too, have this need. Tunney, who served for many years as
a school headmaster, calls attention to the effects of beta-endorphins
These are substances produced by the body that work on the same seg-
ments of the brain as morphine. They kill pain and elevate the mood.

Some people have systems that produce an ample supply of beta-
endorphins, so they have a built-in source of good feelings. If you were
reared in a comfortable home by supportive parents, and especialy if
you are the oldest child, chances are you have a good built-in supply of
beta-endorphins.

That's because hugging, cuddling, and other physical signs of &-
fection stimulate the production of beta-endorphins. Children who re-
ceive this kind of attention develop the ability to produce beta-endor-
phins, and this morale-producing capacity stays with them.

Children who are not so fortunate grow up with a limited capacity
for generating beta-endorphins. They need outside help.

I'm not encouraging supervisors to engage in on-the-job hugging
and cuddling. But friendly physical contact can be agreat moral e-boost-
er. The occasional pat on the back, slap on the shoulder, or sympathetic
touch on the arm can help create a sense of loyalty and affection that will
pay dividends in quality and productivity on thejob.

Giving Communication Another Dimension

The human brain has a unique capacity to form and recognize words
whether they're spoken or written. It also has the ability to send and un-
derstand messages through many other media.

Nonverbal language provides dimension to our communication It
suppliesfeelingsto the raw words. The person who learnsthe art of com-
munication in al its dimensions will have a powerful advantage in the
business world of the twenty-first century.

PART TWO

COMMUNICATING IN
THE WORKPLACE
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UP, DOWN, AND ACROSS

n the early twentieth century, lines of communication were neat ad

clean. Executives told subordinates whet they wanted done. Subordi-
nates either carried out their bosses wishes or delegated them to people
bdow. If the boss wanted information from down beow, he asked for it.
Communication followed avertica channdl, and mogt messages flowed
from the top down.

The twenty-first-century business will be a sponge that takes in in-
formation through countless pores, spreads it throughout the corporate
body, and pours it out where it does the most good.

Information will no longer just flow downward from the executive
auite and upward through well-defined channels carved through layers
of supervision. It will soread:

¢ From top management down to employees

¢ From employees upward to top management
¢ Horizontaly among al individuas and departments within the or-

ganization
Thisup, down, and across communication will distinguish the think-

ing organization of the twenty-firs century from the mechanigtic orga-
nizetion of the twentieth century.

Formal and Informal Information Systems

Every organization has both forma and informd information systems.
A company can control the content, channels, and direction of informa:
tion through formd systems. Informd systems follow their own dy-
namics, mostly beyond the control of management or anyone dse. In-
formd systems are d o called “the grapevine.”
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More than hdf the information in an organization travels via
grapevine. In some organizations, employees get 85 percent of their in-
formation from this informal source. Much of what they hear is accurate,
but information from the grapevine is rarely complete. Surveys have
shown that most employees prefer to get their information from official
sources, such as supervisors, bulletin boards, or the company newspaper.

The grapevine functions by default when management fails to pro-
vide full and accurate information through forma channels. Manage-
ment has the opportunity to promote formal informational channels in
upward, downward, and horizontal directions.

TOP-DOWN COMMUNICATION

Top-down communication has traditionally been used to pass along in-
structions, to inform employees about policies and procedures, to rally
employees behind causes that management wishes to promote, and to let
employees know how their performance stacks up against the compa-
ny's norm.

But today's employees aren't just looking to management for direc-
tions on what to do. They want to know what the company is doing and
how the company is doing. They want to know how they can help the
company and how the company can benefit them.

Here are some of the things a comtemporary company might tell its
employees through top-down communication:

*  What products the company is producing and how they stack up to
the competition's

¢ What kinds of benefits the company offers and how employees can
take advantage of them

¢ What kind of future the company envisions and how it expects to
achieve its vision

¢ How the company is doing financially

¢ What the company does with its earnings

¢ How employees can improve their productivity

¢ What advancement opportunities the company offers

¢ What personnel policies and practices are in effect

¢ What personnel changes have been made

UP, DOWN, AND ACROSS 67

What community activities the company is involved in
¢ Where the company stands on current issues

One way of finding out what your employees want to know is to ask
them. Conduct a survey to determine what they want you to tell them
that you're not telling them now. Ask them where they now get their in-
formation about the company and where they'd like to get it.

Options for Top-Down Communication

Modern management has a wide range of options for top-down com-
munication. Here are some of them.

¢« Company newdletters. Advances in desktop publishing make
newsletters technically feasible for aimost any company. All you
need is aword processor and a printer. Newsletters can be as elab-
orate or as simple as you want to make them, but they should always
be informative and enlightening.

The person ultimately responsible for it must have quick and
easy access to top management. The newsletter should contain in-
formation that will be interesting and useful to employees, and
should be part of a planned communications program.

«  Company newspapers and magazines. Newspapers and magazines
are more elaborate than newsletters. They may require a full-time
editor, depending upon how large you want to make them and how
frequently you publish them. The newspaper can be an excellent ve-
hicle for up, down, and across communication, especialy if it is pro-
duced under the direction of a communications professional. The
editor should have ready access to top management as well as ex-
tensive contacts with people throughout the organization.

Newspapers and magazines usually are printed outside the com-
pany, although advances in desktop publishing technology make in-
house printing feasible for many companies. Stew Leonard, who has
won nationwide recognition for his management practices at his
Connecticut dairy store, makes extensive use of employee publica-
tions. He found that the computerized equipment he acquired to
print his store signs could be used to print an in-house magazine. His
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people produce a weekly newspaper, Sew's Hotline, and a maga-
zine, Stew's News, which appears every two months.

INA Bearing Company has a superb magazine that captures em-
ployees' attention with personal information as well as subjects of
universal interest. The magazine is aptly called The Rolling Element.
(INA is the world's largest manufacturer of needle bearings, and
"rolling element" describes the key component of a needle bearing.)
Annual reports. If you use your annual report only as atool for com-
municating statistical data to shareholders and other outside stake-
holders, you're missing a good bet. Progressive companies today
make effective use of photographs—of employees producing the
products, of consumers using them, and of top executives interact-
ing with the people they lead. In addition to providing statistics on
financial performance, annua reports promote corporate philoso-
phy, goals, visions, and missions. They can be vehicles for commu-
nicating information about the company's products, long-range
plans, and financial progress.

A professionally produced annual report can promote enormous
pride among employees by emphasizing the tangible and the intan-
gible results of their efforts during the year. Why not consider a
videocassette version of your annual report that can be shown to em-
ployees and made available to them for home viewing?

Employee handbooks. An employee handbook can be a valuable
source of information on employee benefits and company policies.
The handbook should be written for quick and easy comprehension.
Steer clear of bureaucratic terms. Make sure company policies are
stated clearly and unambiguously. Explain benefits such as health
care and retirement plans in terms the average employee can under-
stand without resorting to a dictionary. A loose-leaf format will al-
low for regular and inexpensive updating. A videocassette version
of the handbook can also be a valuable orientation tool for new em-
ployees.

Bulletin boards. Strategically placed bulletin boards can provide a
quick and inexpensive communications medium. Communications
placed on the board should be printed or neatly typed. Many word
processor software programs provide a variety of typefaces and
sizes that can be used to produce attention-getting notices. The hu-
man resources department can serve as the conduit through which
management passes its messages to the bulletin board.
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Interoffice memos. A survey of General Tire employees during the
1980s showed that 44 percent of them preferred to receive informa
tion from management via interoffice memos. A memo enables you
to target your message to the individual or group you want to reach,
and to tailor it to the individuals and circumstances. To be effective,
memos should be brief and to the point.

Letters. One of the most overlooked avenues for communication is
a letter that is mailed to employees' homes. When you send infor-
mation to their homes, you reach employees at times and places that
dlow them to take time to look over the material without worrying
about their on-the-job duties. It also makes it easier for them to share
pertinent information with their families. Commendations sent to
the home can be great morale-boosters.

Small group meetings. Many executives find it helpful to meet with
employees in small groups to share information and concerns. Some
hold quarterly or semiannual meetings in which they tell employees
how the company is doing financialy and what changes, if any, are
being contemplated.

Long Drug Stores is aWest Coast chain of more than three hun-
dred stores that tops $3 billion in annual sales. The store, founded
in 1938 by two brothers, Joe and Tom Long, is how run by Joe's son,
Bob. Bob Long achieves two-way communications with his em-
ployees by holding regional town meetings.

The town meeting concept can be used effectively as an avenue

for two-way communication. Not only does it give management a
chance to talk to employees; it can also give employees a chance to
talk to management in a nonthreatening atmosphere. Make it clear
that employees are free to speak out on any topic that turns them on.
If they voice complaints, address their concerns on the spot if pos-
sible. If that's not possible, assure them that you will look into
what's bothering them and get back with them as soon as possible.
Then keep your word!
Executive speeches. When employees hear it directly from the
CEOQ's mouth, it gives the message an extra measure of credibility.
The CEO can find many occasions during the year to speak direct-
ly to employees. Awards banquets, holiday parties, and other spe-
cia events provide such opportunities. Too often, executives use
these occasions to wave to the crowd, utter afew platitudes, and sit
down.
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Each time you have the opportunity to speak to a group of em-
ployees, think carefully about the message you want to present to
them. Think about what the company stands for, what kind of future
it envisions, and what it will take on the part of the employees to
achieve that future. Then think of what you can say that will provide
the employees with the information, encouragement, and inspiration
to give what it takes.

Executives often speak to local business, civic, and community
groups and at professiona gatherings across the country. Sometimes
these speeches are covered by the local media, but often the words
don't carry beyond the room in which they are uttered. General Mo-
tors publishes an "Issues Update," consisting of excerpts on select-
ed subjects from executive speeches. The report goes out bimonth-
ly to loca communicators and members of management. Smaller
companies don't have to produce separate publications for such ma-
terial, but they can reproduce comments in the company newspaper
or, on occasion, distribute copies of speeches to al employees or to
key personnel.

Empowerment, Not Control

Remember that the purpose of top-down communications is to empow-
er, not to control. Control limits possibilities. Empowerment expands
possibilities. When you communicate instructions to your employees,
you are limiting their latitude to respond. When you communicate in-
formation, you are expanding their latitude to respond. Today's corpo-
ration needs to be able to respond quickly and flexibly to fast-develop-
ing market situations. Therefore, employees at al levels need to know
what products the company produces, what products they're competing
with in the marketplace, and what they need to do to make their prod-
ucts competitive, if not superior.

Can you imagine a basketball coach taking a team into the second
half without letting the players know the score, the identities and weak-
nesses of the opposing players, the number of personal fouls against
them, or the amount of time remaining on the clock? Suppose the play-
ers hadn't been told that this game would determine whether they made
it into the championship tournament. If the opposing team were mini-
mally competitive, it probably would win the game.
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Your employees need comparable information if they're to win in
the arena of the marketplace.

UPWARD COMMUNICATION
EMPOWERS MANAGEMENT

Top-down communication empowers your employees. Upward com-
munication empowers management by keeping it informed of what's
happening on the work floor and in the marketplace.

The first people to know about market trends are the people who
make the sales to the ultimate consumer. The first people to know about
technical defects in aproduct are the people who have to make the re-
pairs or handle the complaints. The first people to hear about employee
morale problems are the firstline supervisors. These people usualy are
far down on the corporate charts. What they know may make or break a
company. Management needs to provide a way for them to be heard.

GE Erases Boundaries

At General Electric, CEO John F. Welch developed the concept of the
"boundaryless corporation,” in which information could flow freely up,
down, and across the corporate structure. Welch looked for barriers to
communication, and when he found them he demolished them.

If you look around, you'll probably find plenty of boundariesin your
own company that need to be removed. One of them may be the door to
your office, which remains closed to input from your employees. Exec-
utives who wall themselves off from the people they lead are depriving
themselves of eyes and ears. If the people in your organization have to
run an obstacle course of receptionists and secretaries to get into your
presence or to gain your ear, you're not going to hear much from them.
And what you don't know can hurt you.

Another barrier to upward communication is labeled "NIH," for
"Not Invented Here."

Many companies are suffering from the NIH syndrome. Some cor-
porate cultures are hostile to ideas that don't originate in-house. Y ou've
heard of "the right way, the wrong way, and the company's way." To
paraphrase Vince Lombardi, in many organizations, the company's way
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isn't the best way; it's the only way. Salespeople, engineers, customer
service reps, and others operate at the meeting point of products and cus-
tomers. They often pick up new ideas from competitors, suppliers, cus-
tomers, and other sources that their bosses don't encounter. When they
bring these ideas home to your company, do the top executives listen to
them or turn a desf ear?

If your attitude is "If we didn't invent it, it ain't worth inventing,"
then you're shutting out a world of innovative ideas.

An Outside Idea Worth $200 Million a Year

Because GE was receptive to ideas from beyond its corporate walls, it
was able to reduce its average inventory levels by $200 million a year.
Here's what happened:

Someone from GE discovered an appliance company in New
Zealand using an innovative method of compressing product cycle
times. The idea was brought back to GE management, who put the
method through atrial run in a Canadian affiliate, then transferred it to
its largest appliance complex in Louisville, Kentucky. The method,
which GE dubbed "Quick Response,” enabled GE to respond more
quickly to customer needs.

But GE didn'tjust introduce it in Louisville and forget it. It brought
people in from each of its mgjor businesses to study the method and
adapt it to their own operations.

GE aso dispatched people to Wal-Mart to learn about the manage-
ment practices that propelled that business to the forefront in retailing.

GE management not only listened to ideas brought in by its people;
it sent them out looking for ideas.

Stifling Layers

Too many layers of management can stifle upward communications. If
every communication has to "go through channels" and those channels
must wind and twist through a dozen or more levels of responsibility,
the chances of a message surviving the trip undistorted are dlim to none.

Generally speaking, a corporation should be able to function at peak
efficiency with only five layers of management from line worker to
CEO. Anything above that turns to fa instead of muscle.
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In the old days, management provided people with upward mobili-
ty by giving them raises and titles. Soon the corporate workplace was
overrun by people with "manager” in their titles and no clear functions
other than bottling up ideas and information in petty fiefdoms.

Some years ago | was called to a Midwestern company that was
choking on functionless functionaries. Interviews coupled with a needs
analysis identified the problem. Despite considerable resistance, the
company reorganized and cut out unnecessary titles. Individuals who
were not performing functions that contributed to the corporate mission
were reassigned to meaningful roles. Today, the company is much more
fluid, fluent, and profitable.

Look at your own workplace. How many of your "managers" real-
ly need to manage? If you review the job titles and job descriptions in
your company, you may see opportunities to reduce the number of man-
agement positions by replacing functionaries with leaders. If you do this,
you'll be amazed at the way boundaries of authority can be turned into
avenues of cooperation.

Cross-Training Encourages Communication

Too many specialized task functions also can impede the upward flow
of information. If people are trained to do their own narrowly defined
jobs, they have little understanding of the overall corporate process.
Therefore, they might not recognize and pass along information that
might be highly beneficial to management. As we go into the twenty-
first century, more workers will be educated to acquire several different
job skills so that they will have broader understandings of where they fit
into die total process.

The Pollyanna Syndrome

Another factor that impedes upward communication is the Pollyanna
syndrome. Pollyanna refused to see the negative side of anything. It'sa
charming story, but the "see no evil" attitude can be deadly in the cor-
porate setting. Executives need to know the bad news. Otherwise, how
can they possibly deal with the negatives and overcome them? The way
you encourage employees to bring you the bad news is to make it clear
that you will listen and will do something about it.
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The way to make sure you never hear any bad news is to implement
the "kill-the-messenger" policy. If you punish the person who tells you
there's a bridge out up ahead, the next time there's a bridge out you'll
learn about it when you fed the water rising above your ears.

Positive Encouragement of Upward Communication

It isn't enough to eliminate barriers to upward communication. Man-
agement also needs to set up systems that positively encourage such
communication.

Thetraditional suggestion box is one such system. When you allow
employees to submit anonymous questions, you free them from the in-
hibitions that accompany more open forms of communication. But if
you allow the suggestion box to degenerate into a dead-letter file, you'll
do more harm than good. Executives who invite people to put their com-
plaints into a suggestion box should read the complaints, let the people
know that they've read them, and tell them what, if anything, can be
done about it.

W & J Rives, an apparel-manufacturing firm, uses its suggestion
box to obtain feedback from employees. It rewards those who provide
it with useful feedback, and where possible, communicates its respons-
es back to the employees.

One way of letting people know that their suggestions are being read
is to publish a column on them in the company newspaper or newslet-
ter. The CEO could use this column to address specific suggestions or,
if suggestions are too numerous, to summarize them and comment on
the more interesting ones.

COMMUNICATING ACROSS
THE CHART

Communicating across the corporate chart is arelatively new concept in
business. In the past, management has forfeited this function to the
grapevine.

Now, business leaders are beginning to realize the importance of
cross-functional communication. A large, diversified company may
consist of several business units operating, essentially, as separate en-
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terprises. But each unit probably has expertise that could be profitably
shared with others. Each has probably developed sales, marketing, and
management techniques other units could beneficialy adopt.

So corporate management should look for ways to incorporate the
benefits of unity while exploiting the advantages of diversity.

One way to do thisisto move personnel acrossdivisional lines. This
can provide your leaders and potential leaders with fresh perspectives,
and your management team with hybrid vigor. People who deal with the
challenges of different divisions of the company will develop corporate
mentalities instead of departmental mentalities.

Unity in Diversity at the Team Level

The principle of unity in diversity can be practiced al the way down to
the team level. If everyone on a work team learns to do several jobs in-
stead of specializing, the team develops a capacity for internal dialogue
that can be of tremendous help in solving problems.

The rigid lines between salaried and nonsalaried employees can
block lateral communication. Just as a seasoned sergeant or chief petty
officer can often impart useful advice and knowledge to a freshly com-
missioned officer, so veteran line workers can provide valuable insights
to engineers, technicians, and managers. Ask the engineer who worked
with tool-and-die maker Charlie Dygert on that project at General
Motors.

The Boss Takes a Back Seat

Cross-functional teams require and encourage lateral communication.
Such teams can be created to address problems and challenges that in-
volve more than one function or department. Ford put together such
a team to design the Taurus/Sable automobile. Levi Strauss used one
to study the balance between work and family commitments. Chair of
the Board Robert Haas himself served on that task force, but only as a
member.

"1'm on the task force, but | don't run it," he told the Harvard Busi-
ness Review. "We have everyone from secretaries and sewing-machine
operators to senior managers on the task force."! Haas realized that these
line workers knew far more about the impact of their jobs on their fam-
ily lives than he could possibly know as their CEO.
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When people serve on cross-functional teams, they should answer
to the team leader and not to the department from which they were
drawn. Their performance should be evaluated on the basis of their con-
tribution to the team effort and not on their contributions to their own
department.

WAYS TO ENCOURAGE
LATERAL COMMUNICATION

If teams are to function effectively, employees must feel free to com-
municate with anyone who can provide useful information without
checking with higher authority. The old concept of "going through chan-
nels" has to be scrapped. If ateam that assembles radios finds a pattern
of defective parts from a supplier, it should fedl free to contact the sup-
plier and work out the problem without checking with department heads
and vice presidents.

Using Corporate Media

Management can aso encourage lateral communication by providing
media through which employees can get to know one another.

Many employees complain: "Things have changed around here.
We've lost our personal touch; we're too big. At one time the president
knew everyone by first name. Now the company is no longer a family.
It's a big business."

The CEO of a large company can't know thousands of employees
personally, and the employees can't al be in close personal touch with
one another. But company publications can promote a family-like feel-
ing throughout the company.

A company newspaper or magazine does not have to be strictly a
tool for top-down communication. It can be a source of general infor-
mation about the company and its people.

In addition to learning about what the company is doing and how it
is doing, employees also want to know what and how other employees
are doing. Human interest feature stories in company newspapers pro-
vide this kind of information. News of births, birthdays, weddings, and
anniversaries promote a sense of community that encourages lateral
communication.
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An effective company newspaper looks a the company's stake-
holders the way a general circulation newspaper looks at the communi-
ty it serves. It provides people with the information they need and desire,
and it seeks, through communication, to provide a sense of community
spirit.

Stew Leonard launched his weekly Sew's Hotline as a six- to eight-
page publication full of stories and photographs about store employees
and their activities. He used his store's own printer. The photographs
were usually made with instant-developing cameras so that the activi-
ties could be recognized while they were till fresh. Stew also inaugu-
rated a bimonthly magazine, Sew's News, insisting that no issue go to
press until it had two hundred photographs of employees.

The Four Fs Require Good Communication

If acompany is to prosper in the twenty-first century, then all barriers to
the flow of information and ideas into and through the company must
be removed.

Rosabeth Moss Kanter taught us that modern companies must ob-
serve the Four Fs, by being focused, flexible, fast, and friendly. A com-
pany can't be any of those unless information can flow fast and freely
from all corners.

You can't focus the efforts of your entire workforce if your organi-
zation is crisscrossed with walls that impede the flow of communication.

You can't be flexible if you have arigid corporate structure in which
every division and department is aclosed information loop with no lines
of communication to other parts of the organization. You can't respond
to the market if you erect barriers to information flowing in from the
outside.

You can't be fast if information has to seep slowly through layer &-
ter layer of management.

And you can't be friendly if your people don't talk to other people
inside and outside your organization.

In the old days, everyone had to "go through channels,” and only a
handful of people had automatic access to the sending and receiving
ends of the channels.

In the new business environment, the channels have to branch into
an informational network that reaches every level and every corner of
the organization. Not only must management be able to communicate



78 COMMUNICATING IN THE WORKPLACE

with employees, but employees must be able to communicate with man-
agement and—just as important—with each other.

We have aready learned that all communication is personal. Com-
munication, reduced to its elemental components, consists of sending
mutually comprehensible messages from one mind to another. That
means that to become a truly effective leader and communicator, you
must learn to communicate one-on-one.

COMMUNICATING
ONE ON ONE

M ost verbal communication is from one individua to another. This
is true whether you're in a family, social, or work setting.

"When you think about it, the only thing a manager does that isvis-
ible to the organization isto listen and speak, and to draw and interpret
symbols," remarked Ray Stata, CEO of Analog Devices. "Speaking and
listening are where it's at." *

One-on-one verbal communication affords the greatest opportunity
for precision, because immediate feedback can tell you whether you
were understood accurately.

But communicating effectively involves more than just accuracy.
The purpose of most communication isto influence the attitudes and be-
haviors of those whom we address. Since the human race is composed
of billions of individuals, each with a different way of responding, no
one approach is universally effective. So it's important that you learn to
express yourself accurately and in a way that will accomplish your pur-
pose concerning the individual you're addressing.

THE BASIC PROCESS OF COMMUNICATION

To achieve precision and effectiveness in communicating, you should
understand the basic process of communication. It has four requirements:

* A message must be conveyed.

¢ The message must be received.

¢ There must be aresponse.

¢ Each message must be understood.

Let's look at these requirements one at atime.

79
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A Message Must be Conveyed

That sounds smple enough. You know what your thoughts are, and you
know how to trand ate them into words. But that's where the Smplicity
ends.

Each of us has our own mentd didect. It is the common language
of the culture in which we grew up, modified by our own unique life's
experiences. Our lifé's experiences add color and shades of meaning to
different words.

When you spesk, your mental didect mugt be trandated into the
mentd diaect of the hearer. Thewordsyou spesk acquire adifferent col-
or when they pass through the ears of the person who hears you.

SPOOK OR SPIRIT?

Dr. Murid OTud, a South Carolinaeducator, told of thetime her young
son, Bryant, baked a staying overnight with his grandparents, whom
he had dways dearly loved.

Asked why, he responded, "I'm &fraid of the ghost.”

Dr. OTud was mydified. She had grown up in her parents home
and had never seen or heard anything that looked or sounded like a

Some gentle inquiry revedled the source of Bryant's gpprehension.
He had accompanied his grandparentsto church one Sunday, and the ser-
mon had revolved around the Holy Ghogt. In the church the OTuds &-
tended, the reference usudly wasto the Haly Spirit. Soin Bryant'smen-
td didect, "Holy Ghost" had a meaning quite different from the one his
parents and grandparents understood.

A CUT FROM THE MORGUE

Old-time newspaper people tell aout the young copy boy who quit &-
ter his first day on the job. The mayor hed died in an automobile acci-
dent, and the editor had told the young man, "Go down to the morgue
and get us acut of the mayor." The copy boy hadn't learned that in the
newspaper parlance of the day, "the morgue” referred to the newspaper's
own reference library, and that a " cut” was no more than an engraving
of the mayor's photograph, which the newspaper kept on file for quick
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use whenever the mayor made news. What, in the sender's mentd di-
dect, was a perfectly reasonable and routine request was, in the receiv-
er'sdidect, amacabre and perverted demand.

IT DEPENDS UPON WHERE YOU ARE

You can probably think of numerous opportunities for misunder-
standings on your job and in your culture. If you tell your travel agent
you want aflight to Portland, be sure to specify Maine or Oregon. Oth-
erwise, you may end up on the wrong coast. A colleague of mine once
flew to Ohio to keep a spesking engagement in Columbus. Too late,
he redlized that the group he was to address was in Columbus, Geor-
gia If someone in my hometown of High Point, North Carolina, asks
me, "How did Caralinado in the big game last night?* | know the ref-
erenceisto the Tar Hed s of the University of North Carolina. If some-
body in Columbia puts the question in those precise words, | know
that "Carolina' means the Gamecocks of the University of South Car-
olina. In mogt cities, if you ask a newsstand operator for the Sunday
Times, you'll be handed a New York Times. But in St. Petersburg,
Florida, or Seattle, Washington, you're likely to get the loca news-
paper.

SYNCHRONIZE YOUR VOCABULARIES

When communicating in the work place, be sure that you and the peo-
ple with whom you communicate are working with the same st of
words and meanings. Adiugt your vocabulary to the vocabulary of the
person with whom you're spesking. And say exactly what you meen. In
modern peech, we often let our sentences trail off into an expression
such as "you know" or "guff like that." This leaves it up to the heerer
to supply the meaning. Y our meaning may be quite obvious to you. But
if the ligtener is on a different wavelength, it may be quite different.

The Message Must Be Received

The second basic requirement of the one-orn-one communication process
is thet the message be received and understood. Effective communica
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tors know that they have not conveyed their meaning until they have
made sure that the other person has received it exactly as they sent it.
They test, with questions and observations, to make sure that the real
meaning they wanted to convey has passed through the filters and has
been received and understood.

A DANCE THAT WAS TUTU NAUGHTY FOR CHURCH

One businessman neglected to seek the proper feedback when he ap-
proached the pastor of his church, and the result was severe embarrass-
ment.

The businessman was looking for ways to raise money for the
church softball team, and he approached the pastor.

"Some friends of mine told me about a dancer who is drawing big
crowds around the country, and | thought we might bring her here for a
benefit performance,” he said. "Would you object to a belly dancer for
a fundraiser?”

"Of course not," said the pastor. "Go ahead and use the church's Fel-
lowship Hall if you'd like."

So the businessman arranged for the performance and the pastor was
on hand for the show. When the dancer came on stage and began her se-
ductive gyrations, the pastor gasped and turned to the businessman.

"How could you bring an act like this into the church?"

"But you said it was all right to bring in a belly dancer," the busi-
nessman said.

"Belly dancer?" said the pastor. "I thought you said ballet dancer!"

A few follow-up questions during the initial conversation would
have averted this scene. The pastor's unhesitating assent should have
thrown up ared flag in the businessman's mind.

"Do you know what abelly dancer does?' he might have asked. Or
"1'm told there's nothing lewd about the act, but the dancer will be wear-
ing filmy clothes and she may make some suggestive moves. Do you
fed comfortable with that?"

FEEDBACK IS VITAL ON THE JOB

In the business world, too, feedback is important. Serving on the board
of the Economic Development Corporation for the city of High Point,
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I've learned to nail down every detail when major real-estate transac-
tions are involved. Let's say that you're a developer considering two
parcels of land for an office park. So you tell your representative: "Let's
go with the parcel on the west end, provided the city is willing to extend
water and sewer mains to the perimeter and assume responsibility for
maintenance of internal streets and sidewalks. If the city agrees to the
utilities but refuses to take over street maintenance, let's try for are-
laxation of parking requirements and try to get the purchase price down
by 10 percent. If that's impossible, we'll have to opt for the northside
tract.”

Before your representative goes out the door, briefcase in hand,
you'd better get her to repeat those conditions. Otherwise, you may be-
come the victim of crossed signals and end up with the wrong parcel of
land.

ASK YOUR LISTENER TO PARAPHRASE

The best kind of feedback is a paraphrased version of your message.
Paraphrasing converts the message into your hearer's mental dialect and
reflects it back to you. You now have a chance to hear the message the
way your hearer received it. You can compare what you hear with what
you said, and the two of you can reflect the message back and forth un-
til you're sure that mutual understanding has occurred.

There Must Be a Response

The goa of al communication is to obtain the desired response. You
want to say something correctly and have your hearer understand what
you mean by it. But you also want the hearer to do something in re-
sponse.

THE ASSERTIVE APPROACH

Good one-on-one communication calls for an assertive approach. That

means letting your hearers know clearly, unambiguously, and courte-

ously what you expect of them as a result of the communication.
Assertive messages make use of the pronoun /. When you say, "You
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ought to make a least three sdles cdls per day," you're giving the hear-
eran”out." "Ought" doesn't mean "must," and your hearer may respond
with"Yes, but...."

When you say, "'l would like you to make at least three sdles cdlls
per day,” you make clear what your expectaions are.

FOCUS ON THE BEHAVIOR, NOT ON THE INDIVIDUAL

When you want to modify someone's behavior, it's important that your
message focus on the behavior, not on the individual. 1t does no good to
sy, "Bill, you're cardess and dovenly and you're going to have to
shape up or ship out." Such amessage isdemordizing to Bill and gives
him no guiddines for meeting your expectations.

A good assertive message begins by describing the specific behav-
ior that you find unsatisfactory. Then it describesthe effects that behav-
ior has on you and others in your organization. Findly, it describes the
behavior you desire.

So you might take this gpproach with Bill:

Bill, I've noticed recently tha you're waiting until the lest
minute to figure your estimates, and they're coming to me with
dgnificant errors. | caught a couple this month that could have
cogt the company thousands of dollars. When your estimates are
done hadtily, | have to go over them line by line, whichisase-
rious drain on my time. | would like you to organize your time
so that you don't haveto do your estimatesinahurry. And | want
you to go over them twice, double-checking dl data, before
turning them into me.

Using this gpproach, you're not accusing Bill of being cardess or
dovenly. You're focudng on his behavior, usng objective information.
Andyou'reteling him dearly wha changes you want him to make. No-
tice, though, that you're not issuing a command. "I would like" and "I
want" are quite different from "you mugt.”

A couple of other suggestions: Don't dwell on the pagt. You can't
change yesterday's behavior. You can only am for the future. And be
specific.
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FOUR BASIC BEHAVIOR PATTERNS

Be aware, too, tha people respond to your words in different ways.
Good leaders learn the behavior syles of the people they leed and ad-
just their gpproaches accordingly.

If you observe carefully, you'll find that peoplefdl into one of these
broad categories:

« Dominators. These are your fierce competitors. They are pragmet-
ic, decisve, and intent on winning. When you approach them, for-
get thesmall talk. They want you to get to the point. They'renot in-
terested in minor details. Give them the big picture. They want to
know how something works, not why it works that way. Be direct
and assertive with them. They don't respond to hints. They're like-
ly to chdlenge you, and if you yidd they'll exploit the advantage.
Stand your ground and they'll respect you. Dominatorsdon't liketo
be manipulated, so dways be sraightforward with them. When you
compliment them, praise their achievements and not their persond
qualities, Dominators don't want to appear oft. When you discuss
problems with them, let them be part of the solution.

* Interactors. Interactors are the most sociable of the behavior types.
They liketo interact with people, and they bask inthe admiration of
others. They'rethe peoplewho will know everyone on afirgt-name
basis. Like Dominators, they prefer the big picture to minute details,
but smal tak is fine with them. They respond to pep taks more
readily than the other behavior types do.

Interactors want to be induded in whatever is going on. They
don't liketowork inisolation. They enjoy complimentsand are dev-
adtated by public criticism. With them it isespecidly important thet
you fallow therule: "Praisein public, criticizein private." But make
sure the compliment issincere. They recognize and resent ingncere
prase.

Approach them in afriendly manner, and be aware of your body
language. Interactors are very sengtive to nonverba clues. They'd
rather communicate by conversation than by memo, but they have
short memoriesfor detail. When you reach an agreement with them,
nail it down in writing.

When you're teeching them, give them an outline, atimetable,
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or a step-by-step procedure and hold them to it. Interactors like to
ad lib, and often overestimate their own competence.

Relaters. Relaters are known for their steadiness and their ability to
work well with other behavior styles. They are less aggressive and
less decisive than Dominators and Interactors, and prefer to make
decisions by group consensus. Relaters dislike conflict and will go
to great lengths to get along with others. In the process, they may
suppress their own feelings. Relaters may think they're carrying an
unfair portion of the workload, but they won't complain openly.

Relaters like comfortable, casual, low-key environments. Like
Interactors, they like to be on first-name terms with people. Where-
as Interactors want to be liked and admired, Relaters want to be liked
and appreciated. They are good listeners, and they are likely to ad-
here to procedures. They are uncomfortable with change.

When dealing with Relaters, assure them that they're highly val-
ued. When changes are necessary, prepare them well in advance and
stress the factors that will remain unchanged. When it's necessary
to criticize their behavior, reassure them of your high regard for
them as people.

Evaluators. Evaluators are drawn more to logic than to feelings.
They are guided by inner standards, which they strive to meet, re-
gardless of whether their efforts are applauded.

Evaluators are the mirror images of Dominators. Whereas Dom-
inators skip the details and cut to the big picture, Evaluatorsrevel in
details. If you want somebody to maintain your aircraft or perform
open-heart surgery, an Evaluator is an excellent choice.

Whereas Dominators will try to expand their areas of responsi-
bility, Evaluators need to have their roles clearly defined.

Evaluators are interested in how things work, whether they're
dealing with mechanical devices or human systems. If you want to
know what the rule book says, ask an Evaluator. If you need help in-
terpreting a computer manual, ask an Evaluator.

Evaluators are more interested in quality than in quantity.
They're drawn more to reasoning than to imagination. Whereas
Dominators and Interactors are action-oriented, Evaluators are
methodical perfectionists who won't commit to action until they're
certain every detail has been nailed down.

When you communicate with them, skip the small talk. They're
interested in practical matters. Don't waste your breath on pep talks.
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Just show them how to do a better job. Be very careful when you
criticize their work. Evaluators identify very closely with their per-
formance, and when you criticize it you're criticizing them. Put the
emphasis on the positive. Don't say, "Pat, | think your site plan is
functional, but it falls flat esthetically." Instead, say, "Pat, your site
plan meets al the functiona criteria. Let me make afew suggestions
on esthetics." With this approach, you're not finding fault with Pat's
plan; you're providing guidance in improving it. That's what the
Evaluator is looking for.

Evaluators share the Relaters' lack of aggressiveness. They'll
accumulate arich store of information and will be glad to shareit with
others if they're asked. But you have to ask. They also share the Re-
laters aversion to conflict. Keep their environment free of turmoil.

Don't play semantic games with them. Be open and straightfor-
ward. When they ask questions, give direct answers. The Evaluator
is looking for information, not conversation.

Each Message Must Be
Understood

Once amessage has been delivered, received, and responded to, it'stime
to take stock of what each person has communicated. The cycle of com-
munication is complete only when you come away with aclearer under-
standing of the person with whom you sought to communicate. Y ou may
not always agree with the other person, and the other person may not al-
ways agree with you, but it is important that you understand each other.

Successful communicators learn to recognize and overcome barri-

ers to communication. There are two types of such barriers: those aris-
ing from the environment and those stemming from the hearer's resis-
tance.

ENVIRONMENTAL BARRIERS

Barriers arising from the environment include:

Distractions
Disturbances
Diversions
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¢ Discomfort

If you've ever tried to talk with afriend at acrowded and noisy busi-
ness party, you can reedily understand how the environment can present
mgor barriers. If you've ever tried to carry on a conversdtion in aroom
where arock band was going full blast, you can gppreciate the noise
barier.

A good generd tries not to commit histroops on terrain that presents
inherent disadvantages. Good communicators follow similar strategies.
They try not to st up conversations in settings that will compete for a-
tention.

If you're planning to discuss an important business transaction,
don't do it over drinks in anoisy lounge. If you want to combine bus-
ness with food and beverage, choose aquiet restaurant, club, or cafe. If
you're going to discuss personnd matters with a supervisor, don't do it
onanoisy factory floor. Find aquiet office or conferenceroom. If you 're
going to go over aset of complicated plans, don't spread them acrossa
table beside ahotd pool. The distractions a a swimming pool may be
pleasant, but they are distractions. | once spoketo asales convention in
aresort hote where the meeting room had an open view of the pool.
Mogt of the sal espeople were men and the pool was popul ated with beau-
tiful women wearing skimpy suits. It was hard enough for me to pay a-
tention to what | was saying, and | can only imagine what the audience
was going through. You can't redly compete with that kind of distrac-
tion. Find a setting that will dlow you to devote full atention to the
agenda before you.

When you are communicating with an individud, that individua de-
serves your full attention. Choose atime and a place that will minimize
interruptions. If you're meeting in your office during business hours,
have your secretary hold telephone calls or use your telephone answer-
ing device for the duration of the conversation. Many executives st
adde certaintimes of day during which they will receivetelephonecals
and unscheduled visitors. The rest of the time they reserve for cregtive
thinking, strategic planning, decison making, and other duties of lead-
ership.

When disturbances do occur, try not to talk over them. If the distur-
bance is obvioudy temporary, suspend the conversation until the inter-
ruption is pagt. If it's obvioudy going to be prolonged, try to reschedule
the conversation for amore favorable time.

COMMUNICATING ONE ON ONE 89

| often teach sdepeople where to St on sdes cdls or when they're
conducting business over amesdl. My advice: Put the other person's back
to any digtractions, so your listener's attention won't be congtantly di-
verted by what's happening in the background.

Findly, pay atention to comfort. Audience discomfort is one barri-
er you can't overcome: Your only winning grategy is to avoid it. Stay
avay from settings that are too hot, too cold, or otherwise uncomfort-
able. Nobody can concentrate while in a state of discomfort. And if the
person you need to communicate with is ill, injured, or going through
ome emotiond trauma, it's best to reschedul e the conversation. Other-
wise, you're going up againgt impossible barriers to communication.

Monitoring the environment isthe task of any person who wishesto
communicate, whether as a company leader, a sdesperson, a manager,
or aletter writer. You just can't ignore such barriers. To do snisto give
up and let the competing voices have your audience's attention. If peo-
ple are distracted, are interrupted, or fed uncomfortable, they're not
likdly to tune you in completely, understand your messege thoroughly,
or respond to you postively.

AUDIENCE RESISTANCE

Barriers resulting from audience resistance fdl into two categories: ex-
ternd factors that cause people to tune you out, and internd factors that
prevent them from giving you their complete attention.

People often form first impressons on the basis of externa fac-
tors. If the firg impresson is negetive, you won't get the person's a-
tention. Be mindful of characteristics of dress, gpeech, and actions that
may be turning people off. If your dressistoo casud, frivolous, or dis-
tracting, you may be losing listeners. If your voice is strident, shrill,
or guttural, people may find you unplessant to listen to. In certain a-
ess, regiond accents may turn people off. If you spesk with a pro-
nounced regiona accent and are doing business in aregion where that
accent is not commonly heard, you may have to look for ways to over-
come this barrier. You may want to work on acquiring a more generic
accent. Or you may want to spend some time cultivating the listener's
confidence.

It goes without saying that good grooming and good persond hy-
gieneare essentia to good communication. Body odor, halitoss, or adi-
sheveed gppearance will cause people to turn avay from you.
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Internal barriers to communication may stem from alack of interest
in what you're saying or a lack of understanding.

If you discern a lack of interest, then your task is to find some way
to lead your listener to identify with your message. How does it concern
your listener personally? What bearing does it have on the listener'sjob,
income, health, family, or security? Once you establish that point of
identity, you'll have the listener's attention.

People have a way of erecting defense mechanisms and emotional
barriers when they fed threatened by what you are saying or by the way
you are saying it. Studies have repeatedly shown that people, like other
creatures, feel protective of their territories. Invade those turfs or act in
athreatening manner, and you will be sure to turn them off. When your
task is to deliver an unpleasant message or to persuade your listener to
take some unpleasant action, look for ways to neutralize the negatives
and to reassure the person who feels threatened.

BONDS OF MISUNDERSTANDING

Sometimes, it'sjust a question of not understanding what you're talking
about. During World War 11, the United States raised money for defense
by selling war bonds. In some remote parts of the country, where news-
papers, radios, and public schools had not yet penetrated, people were a
little slow to learn about the heroic leadership of Winston Churchill, the
Japanese sneak attack on Pearl Harbor, and the determined response of
Franklin Roosevelt.

So when a bond salesperson approached a farmer who was out in
the barnyard slopping his hogs, the salesperson was frustrated at the lack
of interest in his patriotic mission.

"Wouldn't you like to help out by buying some war bonds?" he
asked.

"Reckon not," replied the farmer.

"Wouldn't you like to join the defense effort with Mr. Roosevelt?

"Nope, reckon not."

"Aren't you upset over what they did to Pearl Harbor?

"Reckon not."

"Don't you want to be on the side of Churchill?"

"Nope."

"So you don't want any bonds?

"Nope."
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Frustrated, the salesperson moved on.

The farmer's wife came over and asked what the stranger had
wanted.

"This fellow had a story about a guy named Roosevelt who got a
woman named Pearl Harbor in trouble over on the side of Church Hill
and wanted me to go to his bond."

Sometimes, you have to explain very carefully.

KEEP IT SIMPLE

The most important thing you can do to make sure that you're under-
stood is to keep your communication simple. People don't like to be led
through a maze of words and mental meanderings before they reach the
main point of your message.

Once while evangelist Billy Graham was flying into Dallas to ad-
dress the student body of a large seminary, a storm moved in. Visibility
a the airport became so poor that the plane couldn't land. So it had to
circle over the city for several hours—long beyond the time of his sched-
uled appearance. But no one on the ground knew that the plane couldn't
land.

"It occurred to me while | was up there circling around," he later
told a group, "that as preachers, we spend most of our time circling
around in afog, while people are wondering where in the world we are."

It's a condition that plagues people in any business. The high art of
plain talk is simply saying something so that it can be understood. And
it's the best way to clear away the fog from dl your communication at-
tempts. But how do you do it?

SIX COMMUNICATION TECHNIQUES

Here are six techniques you can use to say things simply but persua-
sively, and even forcefully.

1. Getyour thinking straight. The most common source of confusing
messages is muddled thinking. We have an idea we haven't thought
through. Or we have so much we want to say that we can't possibly
say it al. Or we have an opinion that is so strong we can't keep it
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in. Asaresult, we areill prepared when we pesk, and we confuse

everyone. Thefirg rule of plain talk, then, isto think before you say

anything. Organize your thoughts.

Say what you mean. Say exactly what you mean.

Get to the point. Effective communicators don't beat around the

bush. If you want someone to buy something, ask for the order. If

you want someone to do something, sy exactly what you want
done.

4. Beconcise. Don't waste words. Confuson growsin direct propor-
tion to the number of words used. Speek plainly and briefly, usng
the shortest, most familiar words.

5. Bereal. Each of us has a persondity—ablending of traits, thought
patterns, and mannerisms—which can ad us in communicat-
ing clearly. For maximum clarity, be naturd and let the red you
come through. You'll be more convincing and much more com-
fortable.

6. Speak in images. The diche that "a picture is worth a thousand
words' isn't exactly true (try explaining the Internd Revenue code
using nothing but pictures). But words that help people visudize
concepts can be tremendous ads in communicating a message.
Once Rondd Reagan's Strategic Defense I nitiative became known
as Star Wars its opponents hed a powerful wegpon againg it. The
name gave it the imege of a far-out, futurigtic dream beyond the
reach of current technology. Reegan was never ableto come up with
amore powerful postive image.

w N

Your one-on-one communication will acquire real power if you
learn to send messages that are Smple, dear, and assartive, if you learn
to monitor the hearer to determine that your message was accurady re-
ceived; and if you learn to obtain the desired response by approaching
people with due regard for their behaviord styles.

Your finesse as a communicator will grow as you learn to identify
and overcome the obstacles to communication. Practice the Sx tech-
niques| just mentioned, and you'll find your effectiveness asamessage-
sender growing Steadily.

But sending messagesis only hdf the process of communicating. To
be a truly accomplished communicator, you must dso cultivate the art
of ligtening.
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If you're approaching arailroad crossing around ablind curve, you
can send a message with your car horn. But that's not the most impor-
tant part of your communication task. The communication that counts
takes place when you stop, look, and listen.



STOP, LOOK—AND LISTEN

we're al familiar with the warning on the signs at railroad cross-
ings: Stop, Look, and Listen. It's also a useful admonition for
communication.

It's easy to think of communication as a process of sending mes-
sages. But sending is only half the process. Receiving is the other half.
So at the appropriate time, we have to stop sending and prepare to re-
ceive. As Marc Antony admonished the Romans in Shakespeare's Julius
Caesar, "Be silent that you may hear."

A €gn on the wall of Lyndon Johnson's Senate office expressed
Antony's thought in a more down-to-earth way: "When you're talking,
you ain't learning."

Something Clicked

Many years ago, a young man went to a Western Union office to apply
for ajob as atelegrapher. In those days, messages were till transmitted
in Morse Code through audible clicks.

The young man had no experience in telegraphy, but he had studied
it at home and he knew the code.

His heart sank as he walked into the office and looked over the
crowd of people filling out application forms.

As he sat down with his own form, he heard a clicking noise in the
background. He stopped filling out his form and listened. Then he
dashed into the nearby office. Moments later, a man emerged and told
the other applicants they could go home. Thejob had just been filled.

What got him the job?

The clicking noise was the sound of atelegraph receiver. The young

9%
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man listened and translated the clicks into words: "If you understand this
message, come into the office. Thejob is yours."

LISTENING PAYS

Listening pays off daily in the world of business. When you interview a
candidate for a position with your company, you normally spend about
80 percent of your time listening. Smart salespeople have learned that
you can talk your way out of asale, but you can also listen your way into
one. They listen to their customers to find out what their needs are, then
concentrate on filling those needs. Skilled negotiators know that no
progress can be made until they have heard and understood what the oth-
er side wants. Enlightened employers listen to their employees and learn
about their wants and needs.

Listening to Sausage Grinders

Ralph Sayer brought twenty-first century management into the world of
sausage grinding as CEO of Johnsonville Foods in Sheboygan Falls,
Wisconsin. Sayer became a strong believer in management by listening.
He went out into his plants and opened his ears.

One of the complaints he heard was that new employees were poor-
ly trained. This put a burden on the other employees, who had to recti-
fy their mistakes and compensate for their low productivity.

"We gotta fix it," they told their CEO.

"You're absolutely right," Sayer responded, "and you guys know
what these people need to know when they come in.... Train them."

Sayer reasoned that the employees themselves knew more about the
job requirements than the human resources department did, so he put the
employees in charge of hiring, firing, and training.*

When his employees complained about co-workers who brought
"boom boxes" into the plant and played loud music, Sayer didn't tell
them what to do. He asked them for solutions, and he listened.

| would replace the training element of Sayer's formula with a sys-
tem of comprehensive, integrated employee education. This would pro-
vide his workers with the skills to meet their expanded responsibilities.
But his willingness to listen to the people on the work floor is exem-
plary, and other executives would do well to emulate him.

STOP, LOOK—AND LISTEN 97

Listening Requires Thought and Care

Listening, like speaking and writing, requires thought and care. If you
don't concentrate on listening, you won't learn much, and you won't re-
member much of what you learn.

Some experts claim that professionals earn between 40 percent and
80 percent of their pay by listening. Yet most of us retain only 25 per-
cent of what we hear. If you can increase your retention and your com-
prehension, you can increase your effectiveness in the twenty-first cen-
tury's Age of Information.

The Benefits of Listening
Skillful listening offers these benefits:

¢ You will learn from what you hear.

¢ You will show the people to whom you listen that you're interested
in them.

¢ You will gain insight into the way others perceive their individual
needs, desires, and motivations.

* You will give others a chance to let down their guards so that they
can hear what you have to say.

¢ You will actively involve others in the communication process.
You will clarify misconceptions.

Listen with Your Eyes

If you listen only with your ears, you're missing out on much of the mes-
sage. As we learned in chapter 6, some of the most important commu-
nication is done without words. Good listeners keep their eyes open.

Look for feelings. The face is an eloquent communication medium.
Learn to read its messages. Whilethe speaker is delivering averbal mes-
sage, the face can be saying, "1'm serious," "Just kidding," "It pains me
to be telling you this," or "This gives me great pleasure.”

Some nonverbal signals to watch for:

* Rubbing one eye. When you hear, "l guess you're right," and the
speaker is rubbing one eye, guess again. Rubbing one eye often isa
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signal that the speaker is having trouble inwardly accepting some-
thing.
Tapping feet. When a statement is accompanied by foot tapping, it
usually indicates alack of confidence in what is being said. If aven-
dor says, "We can deliver the goods within six weeks," while mov-
ing toes or heels up and down, better allow for acouple extraweeks.
¢ Rubbing fingers. When you see the thumb and forefinger rubbing
together, it often means that the speaker is holding something back.
It may be a signal for you to ask some penetrating questions.

¢ Saring and blinking. If you've made your best offer and the other
person stares at the ceiling and blinks rapidly, your offer is under
consideration. Allow time for a decision to be made. If you hear a
deep breath and a sigh, the decision has probably been made.

¢ Crooked smiles. As Shakespeare wrote, "One may smile, and smile
and be avillain." Most genuine smiles are symmetrical. And most
facia expressions are fleeting. If a smile is noticeably crooked or if
it remains for more than a moment or two, you're probably looking
at afake smile, and you're quite possibly listening to an untruth.

« Poor eye contact. Poor eye contact can be asign of low self-esteem,
but it can also indicate that the speaker is not being truthful. Most
people find it hard to look you in the eye while lying to you. But be-
fore you judge a person's motives by eye contact, remember that in
some cultures direct eye contact is considered rude.

« Forced eye contact. Just as lack of eye contact can be a sign of ly-

ing, so forced eye contact can be a sign of faking it.

Frequent rubbing of the nose. This can also signal a lack of candor.

It would be unwise to make a decision based solely on these visible
signals. But they can give you valuable tips on the kind of questions to
ask and the kind of answers to be alert for.

Good Listeners Make Things Easy

People who are poor listeners will find few who are willing to come to
them with useful information.

"No one cares to speak to an unwilling listener," said Jerome, the
scholar of the fourth and fifth centuries who translated the Bible into
Latin.
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Good listeners make it easy for speakers. They make it clear that
they're interested in what the other person has to say.

When you're ready to listen to someone, eliminate all the competi-
tion for your attention. Put aside whatever you've been working on. Lis-
tening can't be a part-time activity. Turn off the radio, television set, or
stereo. Assume an dert posture, facing the speaker squarely and at eye
level. Show that you're ready to listen by leaning toward the speaker.
Keep arms and legs uncrossed. Be respectful of the speaker's "bubble
of space," positioning yourself neither too close nor too far away.

As the conversation proceeds, you can guide it with body language.
A single nod keeps the conversation going. A double nod encourages the
speaker to elaborate. A triple nod may make the speaker hesitate, change
the subject, or gradually wind down.

A listener's verbal response can either ignite a conversation or
squelch it. Figure 9-1 contains examples of igniter phrases and squelch-
er phrases.

Monologues in Duet

Remember that conversation is an interactive process. In a truly pro-
ductive conversation, two or more minds are engaged in a mutual en-
terprise—the interchange of thoughts. This process, however, often de-
generates into a monologue in duet: We're thinking about what we're
about to say instead of listening to what the other person is saying. When
we do that, we often miss out on key points or misunderstand what has
been said.

The process of listening involves interpretation, evaluation, and re-
action. Listen carefully to what the other person is saying. Put yourself
in the speaker's shoes and try to interpret what you hear from the speak-
er's point of view. What is the speaker thinking and feeling?

Fit what you hear into the framework of what you already know, and
evaluate it against your present knowledge. Ask questions for clarifica-
tion, and listen carefully to the answers. Then give your reaction.

| often use three exercises to demonstrate to audiences the value of
listening carefully and evaluating what is being said.

In one, | ask the audience to repeat the v/ordjoke each time | hold
up my hand.



IGNITERS
| like that. . .

Keep talking, you're on
track . . .

Co ahead, try it! . . .

We can do a lot with that
idea . . .

That's great, how can we
doit? ...

That's neat! What else do
we need?. . .

How can we get support
for it?. . .

I think it will fly . . .

Gee, why not?. . .

Hey, that's a great idea! . . .

How can we build on that
idea?.. .

| agree! . . .

How can we help you?.. .

This is going to be fun! . . .

I love challenges like this . . .

That would be interesting
totry . ..

SQUELCHERS
The problem with that is . . .

No way it will work here . . .

Impossible under our current
system . . .

It's not a bad idea, but. . .

We've never done it that
way before . . .

You haven't considered . . .

We have too many projects
now . ..

Itwon'twork . . .
We haven't the time . . .
We're not ready for it yet. . .

It's all right in theory, but not
in practice . . .

Let's be practical . . .
Why start anything now?. ..

You know, | think you really
aredumb . . .

Has anyone else tried it?. . .

It's been the same for ten
years. Why change now?. . .

Figure 9-1
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After they've responded with "joke" several times, | ask, "What do
you call the white part of an egg?"

The audience invariably answers, "yolk." Which leaves me won-
dering what they would call the yellow part of an egg.

In another exercise, | begin by saying, "Imagine you are a bus dri-
ver and it is your mission to drive your bus due north four miles, due
east three miles, due south two miles, and due west one mile."

While my listeners are trying to track the bus's route in their minds,
| ask the question: "How old is the bus driver?"

Few people remember that | began by saying "Imagine you are abus
driver...."

In the third exercise, | ask the audience to give me afour-letter word
beginning with s that describes what you do when you go to a mall.

That one's a piece of cake: Shop.

Now, | say, give me afour-letter word starting with s that describes
what you do when you return merchandise to exchange it for something
else.

Most of the audience responds. Swap.

Now (listen carefully), think of a word that describes what you do
when you come to a green light.

If you said, "Stop," you need to go back for a remedial driving
course—or perhaps you need to take a course in listening.

Note that | didn't specify the number of letters in the last word, and
| didn't say what letter it began with.

These are more than cute exercises designed to draw chuckles from
an audience. They clearly illustrate the value of interpreting and evalu-
ating before responding to what you hear.

Wait Your Turn to Talk

When you sit down to listen, don't try to seize the floor before the speak-
er isready to yield—unless you are trapped in the presence of a nonstop
talker and you have to interrupt in the interest of time. Busy executives
don't have to become captives of long-winded bores. When you find
yourself in the presence of such a motormouth, you may have to break
in at strategic points and try to keep the conversation focused.

But in normal conversations, the speaker will let you know when it's
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time for you to speak. The signal could come in the form of a question,
an expectant look, or a pause that gives you a chance to step in without
interrupting.

Asyou listen, don't prejudge. Wait until you've heard al the speak-
er's ideas before you make a fina evaluation. While the speaker is talk-
ing, focus your full attention on what is being said. Don't tune out the
speaker as you frame your own response. When it's time for you to
speak, you can take amoment to collect your thoughts. There's nothing
wrong with an interlude of silence.

Don't Be Presumptuous

Good listeners don't presume that they know what the speaker is going
to say. But they do try to anticipate the direction of the speaker's think-
ing. They ask themselves, "Where is this line of reasoning going?' and
they follow the speaker through the thinking process.

Questions should be used to help the speaker provide the informa-
tion you want. They should not be used to grill or cross-examine. Keep
your questions brief and open-ended.

Good listeners provide the speaker with feedback. An occasional
nod, an "unh huh," and an "I see," tell the speaker that you're still pay-
ing attention. When it's your turn to speak, paraphrase the speaker's
message as you understand it. This gives the speaker a chance to correct
any misinterpretation.

Taking notes is a good sign that you're interested in what you're
hearing—unless, of course, the speaker is sharing confidentia infor-
mation.

"He listens well who takes notes," wrote the Italian poet, Dante,
more than 670 years ago. Indeed, the palest ink is better than the most
remarkable memory.

Over the years, |'ve watched how people take notes in my seminars.
Some write down everything. Others pick and choose, based on their
needs.

Note taking is an art. If you try to transcribe the whole conversation,
you'll be so engrossed in note taking that you won't have time to absorb,
interpret, and evaluate the ideas. Justjot down the key points as you lis-
ten. The important question is, "How will | use this information later,
and how easily can | retrieve it?"
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WHY PEOPLE DON'T LISTEN

All of us have experienced occasions when we wished we had listened
more closely to what was being said. Usually, good listening reguires
self-discipline, and sometimes it demands self-examination. If you
sometimes have problems listening to what others say, some of these
factors may be behind the difficulty:

Prgjudice. You may conclude—either before or during the speak-
er's remarks—that the speaker has nothing significant to say. The
reasons for such prejudice are many. They may include the speak-
er's appearance, age, actions, voice, race, religion, and nationality.
All of us carry around petty biases. It's easy to say that we should
get rid of them, but prejudices are emotional, not rational, and they
can be insidious. It's best to overcome our prejudices, but while
we're overcoming them we must learn to override them when our
best interests are involved. You do this by taking charge of your
thoughts. Force yourself to seek out the value in what is being said.
When you're lost and asking for directions, you don't let your at-
tention stray because the person giving directions is wearing over-
dls instead of a business suit. You listen for the information you
need to get to your destination. When you're inclined to tune out a
speaker because of some prejudice, remind yourself of the purpose
of the conversation. Keep that purpose in mind, and listen for the
words that bear on that purpose.

| once was the victim of such prejudice without knowing it. It
wasn't anything | said or did, and it had nothing to do with who |
was. It was something my host had said. | was at a Colorado resort,
speaking to a group from a Japanese company, and | was the only
outside speaker. It was Saturday evening, and my speech was the fi-
nal event of a program that had begun Monday morning.

| was giving it my best, and | thought | was doing a good job.
But something wasn't clicking. The audience wasn't showing the
high level of enthusiasm | had expected.

Later, | found out why. These people were tired after a grueling
week of meetings, and many of them would have preferred to be
somewhere else. But their boss had told them that afternoon that
they were to hear a professional consultant that evening and that
they were to give him the courtesy of listening to him. The boss's



104 COMMUNICATING IN THE WORKPLACE

remarks made them angry, and built up a prejudice against the "out-
side consultant." As aresult, many of them just sat in self-imposed
boredom without bothering to listen to what | had to say.

Jumping to conclusions. You may decide that what the speaker is
saying is too difficult, too trite, too boring, or otherwise unsuited to
your needs. Therefore, you feign attentiveness while your mind is
elsewhere. When you encounter this situation, bring your mind back
to the here and now. Accept the challenge of drawing from the
speaker some ideas and information that will be valuable to you per-
sonally. If the messsage is too trite or too boring, use questions to
probe for more interesting and stimulating material. If the informa-
tion is too difficult, ask the speaker to simplify. Just say, "You're a
pro at this, and I'm not. Give it to me in layperson's terms." Then
don't be afraid to ask questions for clarification. The speaker will be
flattered by your interest and will be eager to help you understand.

Assumption. You may assume that you aready know what the
speaker is going to say, so your attention drifts elsewhere. As are-
sult, you miss any new information the speaker may give. When you
find yourself thinking this way, make it a game to look for some-
thing new to take away from the conversation.

Inattention. Ifyou're like most people, you speak about 125 words
per minute, but you think more than 400 words per minute. As are-
sult, you may use the "spare time" to think of what you're going to
say next. In the process, you may miss out on much of what the
speaker is saying. The remedy is to use the "spare time" to evaluate
and interpret what the speaker is saying. You can frame your own
response when it is your turn to speak.

Selective listening. You may sometimes hear only what you want
to hear. Once again, the solution is to evaluate and interpret. Look
for information and ideas that challenge your own ideas. Compare
them with what you know and what you feel. Think about how you
might deal with this information or these ideas. Should you recon-
sider your own position? Should you devise new strategies in light
of the information?

Excessive talking. If you insist on monopolizing the conversation,
you're not going to hear very much. Be conscious of the amount
of time you spend talking, and be alert for signs that your listener
has something to say. Be willing to yield the floor at reasonable
intervals.
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Lack of empathy. Good listeners try to see things from the speak-
er's perspective. If you listen strictly from your own perspective,
you may miss out on the relevance of what is being said. The speak-
er's vantage point is an important part of the message.

Fear. When you suspect that what is about to be said will reflect un-
favorably upon you, fear may result. Many people will stop listen-
ing then and find ways to start arguments, or use some other means
of escape. Patrick Henry, the fiery patriot of the American Revolu-
tion, had the right idea: "Whatever anguish of spirit it may cost, |
am willing to know the whole truth; to know the worst, and to pro-
vide for it."

Rate yourself as alistener by taking the Listener Quality Quiz in fig-

ure 9-2.

HOW GOOD IS YOUR LQ?

You can test your selfas a listener by taking this Listener Quality
Quiz. In the blanks at the end of each listening quality, score your-
self on a scale of | to 5, with 5 as a high rating and 1 as a low rat-
ing.
1. | always try to give every person | talk with as much time to
talk as | take. ( )
2. | really enjoy hearing what other people have to say. ( )
3. | never find it hard to wait until someone else finishes talking
before | have my say. ( )
4. | listen, even when | don't particularly like the person who's
talking. ( )
5. The sex and age of a person make no difference in how well
I listen. ( )
6. | assume every person has something worthwhile to say and
listen intently to friends, acquaintances, and strangers alike.

)

7. | put away what | am doing while someone is talking. ( )

8. | always look directly at the person who is talking and give
that person my full attention, no matter what is on my mind.

)
Figure 9-2

{Continued on the following page)
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9. | encourage other to talk by giving them verbal feedback and
asking questions. ( )

10. | encourage other people to talk by my nonverbal messages,
such as gestures, facial expressions, and posture. ( )

11.1 ask for clarification of words and ideas | don't understand.

)

12. | am sensitive to the tone of the speaker's voice, expressions,
and gestures that convey meaning. ( )

13. | never interrupt a person who is talking. ( )

14. |1 withhold all judgments and opinions about what a person
is saying until | have heard it all. ( )

15. | listen past the words to the feelings and meanings the per-
son is expressing, and test to see whether 1 am understand-

ing correctly. ( )

16. | make mental outlines of the main points of what a person
is saying. ( )

17. 1 look mainly for points on which we can agree, not mainly
for points on which we disagree. ( )

18. | respect all people's rights to their opinions, even if | disagree

with them. ( )
19. | view every dispute or conflict as an opportunity to under-
stand the person better. ( )

20. | recognize that listening is a skill, and | concentrate on try-
ing to develop that skill in my daily life. ( )

Scoring: Add up your total points and figure your LQ as follows:
90-100—You're all ears.
80-89—You're a pretty good listener.
70-79—You're missing a lot.
Below 70—You need to follow Shakespeare's advice: "Give
every man thy ear but few thy voice."

Once you've mastered the basics of sending and receiving written,
spoken, and nonverbal messages, you're ready to start applying these
skills in specific areas of your life.

Starting in chapter 10, we'll cover one of the most sensitive areas of
human interaction: communication between the sexes.

10

AVOIDING
THE GENDER TRAP

During the latter haf of the twentieth century, women entered the
American workforce in strength. Rosie the Riveter, who moved into
the vacant shoes of the men who shipped off to fight World Wer |1, spear-
headed the movement of women into the workplace. After the war,
women refused to go back to the kitchen. They stayed, they called for
reinforcements, and they insisted on equal rights. Slowly, but surely,
they have won those rights and have justified their place in the work-
force.

This means that more and more business communications are di-
rected toward women and more and more of them originate with women.
If differences exist in the way women communicate and the way men
communicate, people of both sexes can increase their effectiveness by
learning about these differences. If sexism has permeated the language
we speak, it's important that we clear it out and render our communica-
tion gender-neutral. This calls for several adjustments in traditional pat-
terns of communication. Three, in particular, stand out.

First, there's the language. The English language had its origins in
a male-dominated society, so the concept of male superiority is embed-
ded in the language. This has to change.

Second, because women and men have filled different cultural roles
throughout human history, they have developed different manners of
communicating. Each has its strengths and drawbacks.

Third, when men and women began working side by side, the issue
of sexual harassment entered the workplace.

So the advances of women in the business world—in numbers and
in stature—pose these communications challenges:

107
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Using the language in a graceful, grammatical, gender-neutral way
Learning to understand the communicating style of the opposite sex
and to use it yourself when appropriate

Developing guidelines for interaction that allow conscientious men
and women to work comfortably with one another without worry-
ing about the issue of sexual harassment

THE LANGUAGE CHALLENGE

Some language students infer that the Anglo-Saxon progenitors of our
language assumed that men were the norm for the human race and
women made up a subcategory. Hence, when the language referred to
people in general, it used masculine terms. When it referred to women
in particular, it used feminine terms.

We encounter gender problems most often when we are dealing with
persona pronouns. For those who put away their English textbooks a
long time ago, let me explain what | mean.

We have three sets of pronouns that refer to people:

1. The first-person pronoun refers to the speaker or writer. First-per-
son singular pronouns are /, me, my, and mine. First-person plural
pronouns are we, us, our, and ours.

2. Second-person pronouns refer to the person to whom the commu-
nication is addressed. They are the same in both singular and plural
form. They are you, your, and yours.

3. Third-person pronouns refer to third parties. Third-person singular
pronouns are he, she, it, him, her, his, her, hers, and its. Third-per-
son plural pronouns are they, them, their, and theirs.

Notice that only one set of pronouns—the third-person singular—
makes adistinction between males and females. The rest of the pronouns
are gender-neutral—that is, they can apply equally to either sex or to
both sexes.

The problem arises when we need a singular pronoun that can refer
to either or both sexes. The only third-person singular pronouns we have
that are gender-neutral are it and its, and we usually use those words to
refer only to animals or inanimate objects.

AVOIDING THE GENDER TRAP 109

The traditional answer to this dilemma has been to use the mascu-
line pronoun to represent either or both sexes.

Abe the Sexist?

To illustrate the problem—and to dramatize the way times have
changed—Iet's look at ahighly sexist statement by a man whose name
is still synonymous with equality and justice: Abraham Lincoln. Lincoln
once made this observation:

It is difficult to make a man miserable while he feels he is
worthy of himself and claims kindred to the great God who
made him.

Any politician who uttered those words today would be greeted with
cries of outrage: "What about women? Aren't they, too, kindred to the
great God who made them?"

Some people would have edited the statement to read:

It is difficult to make a person miserable while she or he feels
he or she is worthy of herself or himself and claims kindred to
the great God who made him or her.

Abe would have been caught in a bind. On the one hand, his state-
ment would have satisfied the requirements of gender neutrality by us-
ing both masculine and feminine pronouns and by alternating them so
that half the time the feminine pronoun came first and half the time the
masculine pronoun came first. It also would have met the grammatical
reguirements. But the statement would have been hopelessly awkward
and worthless as a literary effort.

GENDER-NEUTRAL PRONOUNS

What does one do?

At the turn of the twenty-first century, there are two alternatives.
One is to draft plural pronouns for double duty as singular pronouns
when you refer to either or both genders.
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Following this procedure, Lincoln would have said:

It is difficult to make aperson miserable while they fed they are
worthy of themselves and claim kindred to the great God who
made them.

In this case, Abe would be letting the plural pronouns they, them-
selves, and them stand in for the singular person. That's what most peo-
ple do in everyday conversation, but the usage still sets the grammatical
purist's teeth on edge.

It can be argued that it is far more logical to use aplural pronoun to
stand in for a single person than to use a masculine pronoun to stand in
for a feminine person. This logic is likely to prevail in the twenty-first
century, and it's my prediction that by the end of the first decade of the
new millennium they, them, their, and theirs will be perfectly acceptable
as singular neuter pronouns. The question of whether we'll use them-
selves or themselfis up in the air, but I'm betting on themselves.

In the meantime, if you want to be gender-neutral and avoid the
awkwardness of he/she and him/her while remaining perfectly gram-
matical, there is a way. As we've seen, any plural pronoun can refer to
either or both genders. So can any pronoun in the first or second person.

Therefore, you can usually solve the gender dilemma by switching
to the plural or to the first or second person.

Abe could have reworded his remarks this way:

It is difficult to make people miserable while they fed they are
worthy of themselves and claim kindred to the great God who
made them.

Or, if he preferred, he could have switched to the first person:

It is difficult to make us miserable while we fed we are worthy
of ourselves and claim kindred to the great God who made us.

Or he could have followed the common—and grammatical—prac-
tice of using the second-person pronoun to refer to people in general:

It is difficult to make you miserable while you fed you are wor-
thy of yourself and claim kindred to the great God who made you.
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Most situations that call for gender-neutral pronouns can be handled
through one of these devices. So if you're running a restaurant, you can
post a sign saying, "All who handle food must wash their hands after us-
ing the bathroom," or "If you handle food, you must wash your hands
after using the bathroom." But if the sign says, "Everyone who handles
food must wash their hands after using the bathroom," the Health De-
partment won't complain; nor will the servers and customers, unless
they happen to be English teachers or fussy writers.

CONSCIOUSNESS RAISING

The other problems of gender neutrality are relatively easy to fix. They
usually call for nothing more than consciousness raising.
Here are some areas for attention.

¢ Find substitutesfor compound nouns that contain "man" or "wo-
man" as part of the word. A common strategy is to substitute per-
son for man or woman. If you choose this strategy, be sure that you
don't use person only when referring to women or to people of both
genders. If you refer to awoman as a spokesperson while you refer
to aman as a spokesman, you're still being sexist.
Figure 10-1 shows some examples of sexist words and their
gender-neutral equivalents.

SEXIST GENDER-NEUTRAL
Spokesman Spokesperson, Representative
Policeman Police officer
Fireman Firefighter
Congressman Representative, Member of Congress
Chairman Chairperson, Chair
Postman Mail carrier
Repairman Repairer
Workman Worker
Craftsman Artisan
Alderman Board member
Salesman Salesperson
Businessman Businessperson

Figure 10-1
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The same rule applies to words such as forefathers and the ex-
pression city fathers. | hate to pick on Honest Abe, but when he stat-
ed that "Our forefathers brought forth on this continent a new na-
tion ...," heignored half the population of the American colonies.
"Ancestors" and "forebears" are terms that embrace both forefathers
and foremothers. City leaders is a gender-neutral way of describing
the mayor and governing body of a municipality.

Avoid other words that tend to stereotype male/female roles. For
some reason, English-users have a hang-up about using words end-
ing in -er and -or to refer to women—even though the suffixes were
originally applied to women. When the word describes an occupa-
tional function or role, we seem compelled to add an -ess, an -ette,
or a-trix to the root word. What difference does it make whether the
arcraft is flown by an aviator or an aviatrix, so long as it takes off
and lands safely? Can you look at a statue and tell whether its cre-
ator was a sculptor or a sculptress? Does a steak served by a waiter
taste different from one served by a waitress'®. Do authors punch the
keyboard differently from authoresses! (Fortunately, we don't have
to refer to awoman radio or television journalist as a broadcastress.)

When recruiting personnel, in particular, businesses should be
careful to use gender-neutral terms. Usually, there's a handy non-
sexist term that serves very well in place of the sexist term. If you
balk at calling both men and women aviators, call them pilots. Most
restaurants now call the people who bring your food servers. Patri-
ciaAburdene and John Naisbitt are both authors. They're also writ-
ers (nobody ever refers to a writress).

When referring to both sexes, alternate between mentioning males
first andfemales first. Sometimes, even when they're making an
obvious effort to be gender-neutral, people show a bias toward the
masculine. This applies to female as well as male communicators.
When we're trying to avoid using the masculine pronoun to refer to
either sex, we almost invariably substitute he or she. We refer to men
and women, husbands and wives, and boys and girls. The expres-
sions bride and groom and ladies and gentlemen are exceptions. In
common practice, we place the masculine term first. To be gender-
neutral, alternate the terms.

When using stories and illustrations, use female as well as male ex-
amples. The female has been dlighted in literature and folklore, and
so we have fdlen into the habit of dlighting her in our portraya of
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workplace situations. | learned this lesson firsthand while speaking
a a management conference for AT&T in New Jersey a few years
ago. The audience consisted of men and women. During the break,
a woman executive reminded me that all my examples were mas-
culine-oriented. Since then, I've included feminine and masculine
examples in my repertoire of yarns. And | try to avoid sexist stereo-
types. | don't automatically assume that an executive or manager is
a he and a stenographer or bookkeeper is a she.

¢« Remember that women are adults. Modern women often resent it

when men refer to them as girls. The male executive who says, "I'll
have my girl type up the report" is being blatantly sexist. "Secre-
tary" is a perfectly good term, and it's gender-neutral: We call the
head of the federa Commerce Department the secretary of com-
merce, regardless of whether the post is filled by a man or a woman.
The male boss who casually invites "the girls and guys at the office"
to acookout at his home may get away with it. But it's always safer
to say "women and men" or "the whole gang."

Men often show distinctions by referring to men by last names
and women by first names. If an executive says, "Johnson, | want
you and Pat to collaborate on that project,” you can bet that John-
son is aman and Pat is awoman. If you refer to men by last names
only, refer to women the same way. Personally, | prefer the more ca
sual first-name approach in workplace situations and other informal
settings, and the use of courtesy titles on more formal occasions. All
my friends, associates, and employees—including my secretaries—
call me Nido when we'reinteracting at work, and | call them by their
first names.

The Way Men and Women Communicate

Men and women have traditionally communicated in different ways.
This has led to misunderstandings, both in the workplace and in the
home. Even today, the legacy of cultural conditioning can be detected in
the communication habits of men and women. Members of both sexes
should be aware of the differences and learn to take them into account.

We could easily fal into the trap of stereotyping masculine and fem-
inine communication styles, and that would be unfair to both sexes. Men
are often stereotyped as the forceful communicators, though I've known
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women on al continents who speak as forcefully as any man without
sacrificing their femininity. Women are often assumed to be more nur-
turing and caring in their choice of language, but I've known men who
are secure in their masculinity yet speak as gently as any woman. As
time goes by, | suspect that men and women will become more alike in
the way they express themselves. | don't think this will be a case of
women learning to talk like men. | expect to see men and women emu-
late the best in both styles of communication so that we finaly arrive at
atruly gender-neutral style of communicating.

Who Said It?

To illustrate the characteristics traditionally associated with male and fe-
male language, read these quotations and guess which sex they suggest:

¢ Dammit! | broke my fingernail.
¢ Ohdear! |just broke my nail!

« That's anice-looking little statue on your bookcase.
« That's an adorable figurine on your bookcase.

You'll have to go back and refigure that bid.
¢ Shouldn't you go back and refigure that bid?

«  Fifty percent is too big a markup for that product.
¢ A 50 percent markup is abit high for that product, don't you think?

Most people would identify the first statement in each pair as mas-
culine in tone and the second as feminine, even though aman or awoman
might have uttered any of them without sacrificing sexual identity.

Casey Miller and Kate Swift, two women who studied the language
habits of males and females, characterize the differences between male
and female communications this way:

Males adopt a more direct, forceful way of talking; females a
more tentative, questioning approach. What one typically phras-
es as a statement or command the other formulates as arequest.’

University of California linguist Robin Lakoff attributes this to cul-
tural conditioning:
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Discouraged from expressing herself forcefully, a girl may ac-
quire speech habits that communicate uncertainty, hesitancy, in-
decisiveness and subordination.’

Different Expletives and Adjectives

Other students of male/female conversation maintain that women tradi-
tionally have used different expletives from men. They are more likely
to shun profanity and to favor polite language. Men are more likely than
women to use Damn! Son of a gun! Holy mackerel! Great Caesar! and
By thunderl along with other, more explicit expressions. Women are
more likely to say Darn! Oh dear! Mercy! For goodness sake! and Good
heavens!

But these are broad generalizations. Some women are capable of
salty speech, and some men shun even the mildest profanity.

Women traditionally have used adjectives that reflect deeper feel-
ings than the ones men use. What's good-looking to a man will be love-
ly to a woman. What's nice to a man will be adorable to a woman.
Wheat's great to a man will be wonderful to a woman.

That doesn't mean that a man who thinks arose is lovely is some-
how effeminate or that a woman who says Holy mackerel! is being
"mannish." It'sjust that one sex has historically shown a preference for
one type of adjective and expletive while another sex has preferred an-
other type.

Women shouldn't worry about using the terms that come naturally
to them, regardless of which sex these terms are associated with. And
neither should men.

When a Question Becomes a Statement

But notice two other sentences in that group. The statement, "You'll
have to go back and refigure that bid," is associated with masculine com-
munication, while the question, "Shouldn't you go back and refigure
that bid?" is associated with femininity. The assertive statement, "Fifty
percent is too big a markup for that product,” is assumed to come from
aman, while the tentative statement, "A 50 percent markup is abit high
for that product, don't you think?" is assumed to be from a woman.
According to students of male/female communication differences,



116 COMMUNICATION IN THE WORKPLACE

the man is more likely to put his communication in the form of an as-
sertive directive. Many women (and some men) prefer to put it in the
form of a tentative question.

Women, says Lakoff, are more likely to use the "tag question™ such
as "don't you think?" at the end of their opinions. Even when she
doesn't conclude with a question, a woman may raise her voice at the
end of the sentence so that "Meet you at 7?" becomes a question rather
than a statement.

"By seeming to leave decisions open and not imposing a viewpoint
on others, women's language comes off sounding more polite than
men's," she observed.®

Dr. Deborah Tannen, linguistics professor at Georgetown Universi-
ty in Washington, D.C., did extensive research into the way men and
women communicate. She maintains that men usualy grow up in a
world based on a hierarchical social order. Intheir world, she says, "con-
versations are negotiations in which people try to achieve and maintain
the upper hand if they can, and protect themselves from others' attempts
to put them down and push them around. Life, then, is a contest, a strug-
gle to preserve independence and avoid failure.”

A woman, however, approaches the world "as an individual in anet-
work of connections. In this world, conversations are negotiations for
closeness in which people try to seek and give confirmation and support,
and to reach consensus. They try to protect themselves from others' at-
tempts to push them away. Life, then, is a community, a struggle to pre-
serve intimacy and avoid isolation. Though there are hierarchies in this
world too, they are hierarchies more of friendship than of power and ac-
complishment."*

We don't have to agree with Tannen's conclusions about the motives
behind the different styles of communicating. It's enough to recognize
that differences do exist, and that some of the differences correlate to a
greater or lesser degree with differences between the sexes. The differ-
ences do not mark one style of communication as superior and another
style as inferior. All they tell us is that when an executive says, "A 50
percent markup is abit high for the product, don't you think?" she is not
necessarily asking your opinion. She is probably making a statement in
a style traditionally associated with women.

Tannen likens conversation between the sexes to cross-cultural com-
munication. Even body language is different, she found. Women tend to
aign themselves face to face and maintain eye contact; men and boys
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tend to Sit at an angle, or even parallel to each other, and look around,
glancing at each other occasionally. To a man, a woman's direct gaze
may be taken as flirtatious while a man's direct gaze may be taken as
challenging.®

Tannen attributes the differences to the woman's search for intima-
cy as opposed to the man's search for independence. Because of these
differences, she says, awoman is likely to listen politely to conversation
that doesn't particularly interest her, while aman is more likely to try to
take control of the conversation rather than allow the other person to get
the upper hand.

"What is the hope for the future?' she asks. "Must we play out our
assigned parts to the closing act?"
Her answer:

Although we tend to fall back on habitual ways of talking, re-
peating old refrains and familiar lines, habits can be broken.
Women and men both can gain by understanding the other gen-
der's style and by learning to use it on occasion.

Women who find themselves unwillingly cast as the listen-
er should practice propelling themselves out of that position
rather than waiting patiently for the lecture to end. Perhaps they
need to give up the belief that they must wait for the floor to be
handed to them. If they have something to say on a subject, they
might push themselves to volunteer it. If they are bored with a
subject, they can exercise some influence on the conversation
and change the topic to something they would rather discuss.®

Women Don't Have to Sound Like Men

Women don't have to sound like men to be forceful and assertive. But
they do need to be aware of the way men might perceive some of their
communication characteristics.

This awareness can be invaluable in the marketplace when women
are trying to sell to or buy from men. It can aso be highly useful for
women corporate leaders who must manage or supervise men and who
must deal with male peers on the management team.

What a woman perceives as politeness, aman might interpret as in-
decisiveness or reluctance to m?ke acommitment. The twenty-first cen-
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tury woman needs to cultivate assertiveness, just as the male with the
macho self-image needs to cultivate tact. There's a good middle ground
that will serve both sexes well.

Women need not sound like "one of the boys" to convey self-confi-
dence and poise in a business setting. They need only speak as if they
believe firmly in what they're saying. When they give instructions,
they can phrase them tactfully, but give them in a confident voice, as if
they expect them to be carried out.

The Strong Female Voice

A woman's voice is different from a man's voice, and there's no need
for women to try to change. The late twentieth century brought a healthy
crop of successful women broadcasters to the television news shows.
Network stars such as Barbara Walters, Diane Sawyer, and Connie
Chung demonstrated that the female voice could speak with authority.
Remember Barbara Jordan, who held the 1976 Democratic National
Convention spellbound and went on to become a federal judge? Dallas
columnist Molly lvins wrote, tongue-in-cheek, of Jordan that she "can't
help sounding like God Almighty."” Yet Jordan spoke in arich, feminine
voice. Ann Richards, who went on to become governor of Texas, keynot-
ed the 1988 Democratic National Convention in a decidedly feminine
voice. Elizabeth Dole, George Bush's secretary of labor, spoke effec-
tively and authoritatively in her soft North Carolina accent. There was
nothing weak or tentative in the communication styles of any of these
women.

The point is: Whether you're a man or a woman, a strong, low-
pitched voice conveys calmness, confidence, and authority. A lower
voice range is the best for assertive communication. A higher pitch sig-
nals excitement, and sometimes nervousness and fear.

SEXUAL HARASSMENT

When women began filling positions formerly reserved for men, some
men clung stubbornly to the notion that women were created for the grat-
ification of men and were therefore fair game for sexual advances. Some
women still clung to the notion that their femininity was an asset to be
exploited, and were willing to use it to gain workplace advantages.
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Sexual harassment became a workplace issue. When Anita Hill, an
Oklahoma professor, accused Supreme Court nominee Clarence Thomas
of sexual harassment while she was working with him, the harassment
issue was dramatized on the American national stage. Everybody talked
about it.

Both men and women began to wonder where the line was to be
drawn between friendly patter and sexual communication. Women be-
came more ready to draw the line, and even some men began to come for-
ward to complain about harassment from female bosses and associates.

Imagine Your Spouse Is There

A simple rule should suffice in governing behavior between the sexes in
the workplace: Always conduct yourself as you would if your spouse or
the other person's spouse were in the room with you. Even if neither you
nor your co-worker of the opposite sex is married or committed to some-
one else, conduct yourself as if both of you were. This applies particu-
larly when you're dealing with people under your supervision.

People vary in their acceptance of sexual patter. Some enjoy it.
Some are embarrassed and even intimidated by it. Be safe—and con-
siderate. Avoid off-color jokes and sexually suggestive remarks. Don't
flirt on the job and never suggest—even in jest—that sexual favors
might lead to more favorable treatment on the job while sexual indif-
ference might hold back advancement.

Every business should draw up apolicy on sexual harassment. Both
men and women should play a role in drafting it. It should set clear
guidelines for what behavior is acceptable and what is unacceptable. It
should provide a specific procedure for reporting and resolving harass-
ment charges. It should also outline specific penalties, and those penal -
ties should be enforced.

ETIQUETTE BETWEEN THE SEXES

Attitudes are communicated through the little courtesies we show to oth-
er people, but in the changing world of gender relations, little courtesies
can be misinterpreted. Actions that once communicated a sense of cour-
tesy and a concern for proper etiquette may now be regarded as signs of
condescending and patronizing attitudes.
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Should men open doors for women? Should men light women's cig-
arettes? Should men and women shake hands with each other in socia
situations?

The rule of thumb: If you normally provide a courtesy for a person
of the same sex, provide the same courtesy for a person of the opposite
sex. Don't expect amember of the opposite sex to do things for you that
you wouldn't expect a member of your own sex to do.

In business settings, women want to be and expect to be treated as
fully equal to men. If you're walking side by side with a client or busi-
ness associate and you reach the door first, it's common courtesy to open
the door and hold it for the other person—regardless of gender.

Most women no longer expect male business associates or clients to
get out of the car, walk around, and open the door for them. And it's no
longer mandatory, in abusiness setting, for aman to light a cigarette for
awoman. In social settings, the rules vary according to the individuals
involved.

The presence of women has enriched the workplace, greatly en-
larged the pool of talent, and increased the level of justice and equity in
our country. The company that takes full advantage of the talents of both
sexes doubles its prospects for success. And the individuals who learn
to communicate effectively across gender lines in gender-neutral fash-
ion are powerfully positioned to share in that success.

The gender factor, though, is not the only element of diversity in the
modern workplace. The American population is becoming a kaleido-
scope of cultures, and this variety is being reflected in the workplace.
The European workplace is also becoming more diverse as people from
North Africa, Asia, and other former colonia areas look for opportuni-
ties on the Continent, and as southern Europeans go job hunting in the
industrialized north. In the next chapter we explore avenues of cross-
cultural communication in the workplace.

CROSS-CULTURAL
COMMUNICATION

Those who lead the American workforce of the twenty-first century
must learn to communicate with a variety of cultures. The workforce
has changed because American demographics have changed. The mono-
chrome, predominantly male environment of the early twentieth centu-
ry is gone, never to return. In its place is a colorful demographic bro-
cade, drawing together people from nations and cultures around the
globe. Out of this ethnic and cultural mixture will be drawn the leaders
of tomorrow. Today's leadership must find ways to bring non-White and
nonmale employees into the circles of leadership. It is not just a matter
of fairness; it is a matter of necessity.

THE CHANCING WORKFORCE

The character of the American workforce is changing. In 1980 there
were 41 million Americans in their twenties. The twenty-something
population for the year 2000 is projected at 34 million. The Training and
Development Journal projects that between now and 2020, the size of
the working-age population will increase by less than one percent a
year.' The growth rate for the working-age minority populations will be
much higher; the growth rate for non-Hispanic White males will be
somewhat lower. If the economy grows by about 2 percent a year, busi-
ness can expect a growing deficit in the labor pool. There won't be
enough White men to fill the ranks. This means that, even without Equal
Employment Opportunity legislation, and setting aside all considera-
tions of fairness and ethics, businesses will have to hire, develop, and
promote women and minorities. In the twenty-first century, women and
minorities will constitute the great majority of the workforce.

121
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Even in the mid-1990s, White men made up only 44 percent of the
workforce, while they constituted less than 40 percent of the total pop-
ulation. By the year 2000, their percentage of the working population
will have shrunk significantly because of immigration and higher birth
rates among minorities. In addition, a new generation of women will
have grown up in the ranks of business, eager for the challenges of lead-
ership and unwilling to be relegated to subordinate roles.

The American heritage is no longer a European but aglobal heritage.
At the outset of the 1990s, our population included 30 million African
Americans. If they occupied a separate country, it would have more peo-
ple than forty-eight of the fifty-two African countries. The 22.4 million
Hispanics in the United States outnumber the total population of al but
three of the Spanish-speaking countries of Latin America.

The 7.3 million Americans of Asian or Pecific island descent out-
number the populations of more than half the countries in Asia and the
Pacific. You'll see more Oriental faces in America than you will see in
Cambodia, Laos, Hong Kong, or Singapore.

Within our boundaries are about 2 million American Indians—close
to the population of Panama.

What's more, their numbers are growing. Asfigure 11-1 shows, the
Asian/Pacific population of the United States nearly doubled between
1980 and 1990. The Hispanic population grew by more than 50 percent,
while the African American population expanded by 13.2 percent. Mean-
while, the population of non-Hispanic Whites grew by 5 percent.

Non-Hispanic Whites till constitute the mgjority of the American
population, but at some point during the twenty-first century this will
change. Non-Hispanic Whites will smply be the largest of several mi-
norities in the nation and in the workplace.

This means that corporate leaders, from CEOs to supervisors, must
learn to deal with and motivate a workforce that springs from a variety
of cultures. They must also learn to do business in the global market-
place, which demands a knowledge of and sensitivity to the ways of oth-
er cultures.

Language Instruction

In many cases, companies have found it advantageous to offer their em-
ployees courses in English as asecond language. CaliforniaLiteracy, or-
ganized to provide literacy training through community colleges in the
state, emphasized English as a second language. Its approach wasto use
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manuals, training materials, and other written materials taken from the
workplace itsdlf.

The Honeywell Corporation carried its language instruction one
step further. It discovered that Minneapolis, the site of its headquarters,
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had the second largest concentration of Southeast Asians in the United
States. Many of these Asians were finding jobs at Honeywell, and the
language barrier was becoming a problem. Honeywell not only provid-
ed English-language courses for the Vietnamese, Laotians, and Cambo-
dians in its workforce; it also provided instruction in Asian languages
for its American-bom personnel.

FEELING AT HOME WITH DIVERSITY

If you want to obtain top performance from your workforce, you can't
aford to have a substantial percentage of employees feeling like out-
siders. Businesses must look for ways to make people from diverse
backgrounds feel comfortable working with one another. This means
providing environments in which people will be respected regardless of
gender, skin color, language background, or national origin.

Honeywell began with awareness training for its personnel. It
looked for similarities rather than differences, and focused on cultivat-
ing attitudes of respect. Then it provided more skill-based education,
teaching the techniques for managing a diverse workforce.

Too often, people tend to look at other ethnic and cultural groups
through stereotypical lenses. All races and cultures have been affected
by the forces of history, but we also share common human characteris-
tics. The more we get to know one another, the more we recognize the
similarities and the more we see people asindividual humans instead of
members of some specia group. We come to recognize the absurdity of
stereotyping and the dangers it entails.

The best way to understand people from another culture is to es-
tablish lines of communication. You'll learn alot more by asking than
you will by observing. One way to ask people about themselves is to
organize specia-interest groups for ethnics within the workforce. Then
meet with them and let them tell you about their problems and concerns.

Find Out What Offends

It's up to the company to create an environment that is congenial to al
racial, ethnic, and national groups. That environment is nourished through
countless day-to-day interactions between management and employees
and among peers.
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These interactions will be more harmonious if we understand that
communications are sent and received through cultural filters. I've had
to adjust my cultural lenses repeatedly as my consulting work has tak-
en me to the Middle East, the Pacific Rim, Australia, and New Zealand,
as well as across Europe.

I've learned that words, expressions, and gestures that mean one
thing in one culture may mean something else in another culture. A term
that may seem perfectly harmless to you may be offensive to someone
from another ethnic group. A gesture that may be offensive to you may
be a friendly communication to someone from another culture.

People who deal with persons from other cultures, including those
who supervise them, should be sensitive to the attitudes that go along
with the culture.

How can we know what to do and say when dealing with people of
other ethnic and cultural groups?

First, find out what terms and expressions are offensive to the ears
of others. Never use derogatory terms to describe racial, ethnic, or na-
tional minorities, even injoking.

Sometimes it may be difficult to find out what is or is not offensive
to minorities. The word Negro was once perfectly acceptable to Ameri-
cans of African descent, since it is derived from a Latin word meaning
"black." "Colored people" was a euphemism that became enshrined in
the name of one of the most active and effective organizations for African
Americans, the National Association for the Advancement of Colored
People (NAACP). But today those terms are considered passe at best and
patronizing and insulting at worst. The corrupted, slovenly pronuncia-
tion of Negro is deeply offensive to most American Blacks. During the
Civil Rights revolution, "Black" became the preferred descriptive, and
"African American" gained acceptance during the 1980s and 1990s.

"We People" Versus "You People"

But don't be patronizing. Many White Americans wear their racial tol-
erance on their sleeves and go out of their way to demonstrate that
they're not bigots. Black Americans have fought long and hard for equal
treatment in the workplace and in society at large. Most of them don't
want specia treatment. They want to be treated as Americans, not as
Black Americans. While they may take great pride in their cultural roots,
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they still regard themselves as part of the American fabric—as indeed
they are.

When presidential candidate Ross Perot addressed a Black audience
as "you people" in 1992, he lost points, even though he was trying to as-
sure them that he was in sympathy with their aspirations. The preamble
to the American Constitution begins with the words "We, the people of
the United States of America." Today, "We, the people" embraces citi-
zens of al races, cultures, and national origins. There should be no such
thing as "you people" when addressing other members of the corporate
family. If you can't say "we people," you need to brush up on your in-
tercultural communication.

What Is a Navajo?

No one has developed a completely satisfying name for the people who
were inhabiting the Americas when Columbus arrived. Columbus called
them "Indians" because he thought he had found the Indies of the Ori-
ent. If you use that name, you have to be sure to distinguish the Ameri-
can Indians from natives of India. "Native American" is a recent term,
but what does that make people of European, African, or Asian descent
who were born in the United States?

When the Europeans first came to America, the native inhabitants
didn't perceive themselves as one people. They perceived themselves as
Algonquins, Iroquois, Cherokee, Apache, Dakota, Navagjo, and Aztecs.
It's quite acceptable to refer to people by tribal name, but if you have to
use an al-encompassing name, listen to the individual's conversation
and be guided by the preference you observe. Or just ask.

Beware of Ethnic Slang

Some words that may be considered innocent by native-born White
Americans may be offensive to minorities. Most Asians don't want to
be called "Asiatics," because the term harks back to the days of colo-
nialism.

"Chinaman" and " Jap" are unacceptable in any context. So are such
derogatory nicknames as "Gook," "Chink," "Wop," "Mick," "Paddy,"
"Span," "Dago," "Hymie," and "Hebe." These words should be entire-
ly banished from the vocabularies of twenty-first century leaders.
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English Is Precise But Blunt

English is aprecise language, but it is perceived as blunt by many speak-
ers of other languages.

Americans often pride themselves on "straight talk" and "telling it
like it is." This is a turnoff to Japanese workers, who practice "ishin-
denshin"—communication by the heart. To the Japanese, the truth lies
in the things you imply, and is not openly stated. VVagueness is preferred
to precision. If you're too explicit with the Japanese, they take that as
the mark of a know-it-all.

This highly diplomatic approach is common among Asian cultures.
In some languages, diplomacy is taken to such an extreme that there is
no word for "no."

Facial expressions can be deceptive, too. The Japanese are taught
not to burden other people with their problems. Therefore, the bright
smile on a Japanese face may mask a heart full of disappointment or de-
spair.

But the face can often be a more accurate message-carrier than the
tongue.

Knowing When You're Getting Through

Suppose you're trying to give Me Ling, your Chinese accountant, some
technical on-the-job instructions.

If you say, "Do you understand?' Mei Ling will probably say "Yes"
even though she is totally in the dark. Why?

Mei Ling doesn't want to lose face, and she doesn't want you to lose
face. If she says"No," it can only mean one of two things to her: Sheis
too dense to comprehend or you are a poor instructor.

In such cases, it's important to watch the face. It's hard to disguise
puzzlement, and it's usually easy enough to see comprehension.

Be alert for indications that you're not getting through. Ask for feed-
back. If your listener repeats what you've said exactly in your words,
you probably didn't get through. Listen for questions. People who are
following your thoughts usually ask pertinent questions to expand their
understanding. If there are no questions, there's likely to be no under-
standing. And be suspicious when you encounter too much nodding
agreement. A person who understands what you're saying will usually
find something to elaborate on or to disagree with.
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Use Standard English

It didn't take me long, after | came to America, to discover that the En-
glish language is full of bewildering idioms. In idioms, words take on
meanings that are quite different from their dictionary definitions. For
instance, when you say, "l give up," you mean "Il surrender,” "I quit," or
"I yield." But the newcomer to the English language may be puzzled.
What does it mean to make a gift in an upward direction?

Not long &fter | came to this country, | went into a drugstore, made
a purchase, and was on my way to the door.

"Come back," said the cashier, in afriendly North Carolina accent.

| turned and went back to the counter.

"What did you want?" | asked.

"Nothing," she said.

"But you told me to come back."

The people in the store went into hysterics.

In the Southern United States, "Come back" is afriendly parting ex-
pression that means "Come back to see us sometime" or, in acommer-
cia setting, "I hope you'll do business with us again.”

"How are you?" was another expression | had to get used to. | soon
learned that this is seldom an inquiry into your health or circumstances.
It's another way of saying "hello," and the only response caled for is
"Fine, how are you?"

You won't be able to clear al idioms from your speech when you
address foreign-born workers on thejob; nor should you. Idiomsare im-
portant tools of communication, and newcomers to English must learn
them just as they must learn individual words. But be aware that you
may occasionally have to explain carefully what you mean. When you
ask, "Can you run this machine?' your listener may think you mean
"Can you pick up this machine and run with it?"

Slang or jargon should be avoided until the employee has become

fluent in English. Use simple, standard-English expressions and you'll
communicate more effectively.

Provide Good Orientation
When you're dealing with people from another background, learn as

much about them as you can. Go to the encyclopedia or to the card cat-
aog at the library. Find out whether there are ethnic organizations that
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might provide some information. Ask for help from a member of that
ethnic group who has already fully adapted to the American culture. And
ask the newcomers themselves: "Ishaqg, | know you're going to find
things different here from the way they are in Pakistan. | want to be as
helpful to you as | can. Please come to me with any questions you have,
and let me know if the way we do things conflicts in any way with your
customs and beliefs.”

Mentoring can also be used as an adjustment tool for immigrants.
The ideal mentor would be one who is familiar with both cultures. If
such aperson is not available, then look for someone with an abundance
of friendliness, tolerance, and tact. Give mentors good orientations into
the other culture and let them know what to expect in the way of be-
havior or reactions.

You can give employees from other cultures a sense of belonging to
the group by seeking their suggestions and comments. The special-
interest groups mentioned earlier can provide useful insights. But some
people may be reluctant to provide open criticism, even in the non-
threatening environment of a focus group. So the wise executive will
provide a system whereby employees can make comments and sugges-
tions anonymously. That way, you get the benefit of feedback and no-
body loses face.

Administering Discipline

Sometimes members of the majority culture may feel uncomfortable
about disciplining someone from an ethnic or cultural minority. We
should certainly be sensitive to the way our words and actions might be
perceived. Yet it isentirely proper to expect people to measure up to rea-
sonable standards of performance and conduct.

Make sure that all employees understand what is expected and know
the consequences of failure to measure up. This should be spelled out
clearly in written policy. This policy should be explained in clear lan-
guage upon hiring.

When the standards are not met, the first step should be a courteous
and helpful reminder, delivered in private. When sterner measures are
reguired, it's wise to confer with someone who is familiar with the cul-
ture and ask for advice. Plan your approach and follow it.
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THE LANGUAGE OF CULTURE

While human nature is basically the same no matter what culture you're
dealing with, the language of words, gestures, and customs—the lan-
guage of culture—differs widely.

American soldiers in Vietnam often stood casually with hands on
hips when talking to each other or to native Vietnamese. This body lan-
guage could be unsettling to a Viethamese. In their culture, standing with
hands on hips means that you're very angry and are getting ready to
throw a punch.

When Nikita Khrushchev held his hands aoft at the United Nations
and seemed to be shaking hands with himself, many Americans interpret-
ed that as boorish behavior. Russians recognized it as a friendly gesture.

If you're introduced to a French person who gives your hand one
quick shake, then drops it abruptly, don't be offended. That's the stan-
dard handshake in France. If your new French friend clinches his right
hand into afist and jerks his thumb toward his mouth, don't walk away
in ahuff. You're being invited to have a drink.

If you call to a Japanese worker across a crowded room and she puts
her finger to her nose, she is not giving you agesture of disrespect. She's

just asking, "Are you talking to me?" An American would point to the
chest, not to the nose.

Different Perceptions

If an American salesperson talks to an English client over lunch, the
Briton will probably speak in a low voice that can be heard only by the
salesperson. The American's voice will become louder as enthusiasm
grows. The Briton doesn't want to intrude on the privacy of othersin the
restaurant. The American wants to demonstrate sincerity and commit-
ment. What the American perceives as openness, the English person per-
ceives as thoughtlessness. What the Briton perceives as being discreet,
the American perceives as being timid.

The Japanese are more like the British. Americans have a saying,
"It's the squeaky wheel that gets the grease." The Japanese have a say-
ing, "The pheasant that doesn't cry won't get shot."

Americans are a gregarious people; to them silence is something to
be avoided. Dr. Edward T. Hall, professor of anthropology at Illinois In-
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stitute of Technology, once told of an American family that was host to
an Arab student. The family became upset with their guest at one point
and decided to give him the "silent treatment.” The cold shoulder went
unnoticed. In the Arab culture, you don't have to go off into another
room to be alone. You can simply fal silent, and people will grant you
your privacy without taking offense. So the young Arab had no way of
knowing that his American hosts were upset with him.

Invisible Bubbles

Different cultures move in "invisible bubbles" of different sizes. The
"invisible bubble" refers to the distance we normally keep from other
people when we're interacting. You will normally stand closer to an in-
timate acquaintance than to a stranger.

Latin Americans have small invisible bubbles. They like to move in
close and talk animatedly.

On the other hand, hearty back-slapping behavior that might go over
well among Americans of European and African descent might embarrass
people from Asian cultures, who are accustomed to more formdlity.

Eye Contact

Eye contact is perceived in different ways in different cultures. The En-
glish will gaze steadily into the eyes of their conversational partners as
a dgn of interest and involvement. Americans, having been taught that
it'simpolite to stare, will ook the other person in the eye, but will look
away occasionally. The Japanese will look down as a sign of respect.

If you're the supervisor and you stop to make friendly banter with
some workers from the Orient, they may suspect that you're checking
up on them. In some Eastern cultures, socializing on thejob is taboo.

What al this means is that you must be aware of cultural differences
when you're dealing with people in the workplace and the marketplace.

Cultural Profiles

If a number of different cultures are represented in your workforce, it
might be helpful to prepare cultural profiles for each employee from a
minority culture. Make this profile part of the employee's personnel
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records. The profile might contain information on language, religion,
food customs or restrictions, the political system in the homeland, na-
tional and religious holidays, and customs that might affect work habits.

This same type of profile can be vital to executives and salespeople
who must deal with peers in other cultures.

One reason the Japanese have been so much more successful in the
American market than Americans have been in the Japanese market is
that the Japanese have studied our culture. They know our language and
they know our behavior.

Americans have not yet learned to communicate effectively with the
Japanese. We expect our democratic, egalitarian behavior to go over
well in other cultures. When two American CEOs sit down to negotiate,
with their respective management teams beside them, everybody triesto
be comfortable with one another. The CEQO's staff may address her by
first name, and may even argue with her good-naturedly. In many other
cultures, including the Japanese, rank hasits privileges, and among them
is the respect and deference of those of lower rank.

SELLING ACROSS CULTURES

Sales approaches will differ from culture to culture. Americans like to
exchange preliminary pleasantries, then get down to business. To the
Japanese, the pleasantries are the heart of the procedure. A deal an Amer-
ican might close within twenty-five minutes could stretch into hours for
the Japanese, for whom a night on the town might be a part of the
process.

Americans, of course, are no strangers to the practice of conducting
business on the golf course. But whereas an American would try to turn
in an impressive performance, the Japanese would take pains to lose the
match rather than humiliate the other person.

You cannot learn, in one chapter of one book, everything you need
to know about every culture you will encounter in the American work-
place or the global marketplace. Nor will | try to make this chapter the
single reference source for this subject. It's just a quick reminder that the
diverse workforce and the global marketplace require a global perspec-
tive and a willingness to get to know and understand people from other
backgrounds.
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All of us must become aware that the American style of communi-
cation is not the only style, and that it is possible for people with the best
of intentions to be misunderstood in embarrassing and offensive ways
when communicating with people of other languages and cultures.

Two-Letter Words

When you're dealing with people of other cultures, make a conscious
effort to learn as much as you can about the culture. Listen to the peo-
ple with whom you communicate. Look for ways to obtain feedback.
And remember, the ways of other cultures may seem strange to you, but
they're normal to the people who practice them. And the ways that are
familiar to you may be strange and bewildering to others.

We must understand and accept the fact that all cultures, including
our own, have their peculiarities, but that humans in every culture are
basically similar. That's why | can conduct seminars in Auckland, New
Zealand, Frankfurt, Germany, Montreal, Canada, and Kuala Lumpur,
Malaysia—all in one month—and still get warm responses from each
audience. People are people. Their similarities outnumber their differ-
ences.

To achieve excellence, though, we must exert a genuine effort to un-
derstand the variety of cultures we will inevitably encounter.

The American population has aways been a blend of cultures. To
continue the success story that has been running for more than two cen-
turies, we must keep looking for the qualities that unite us. We are in-
deed a nation composed of Anglo Americans, Italian Americans, Ger-
man Americans, African Americans, Asian Americans, Arab Americans,
and many other groups. But we have always achieved success as a peo-
ple by distilling al those terms into the two-letter words, We and Us.

We cannot succeed as a business or a society if we regard people
who look and talk like us as "we" and those who look and speak differ-
ently as "they." This nation has never been homogeneous. If it had been,
Americatoday would bejust abigger, stronger England. But we are not
England. We are the United States—a splendid aloy of metals drawn
from the whole of the earth, forged on the anvil of hardship and chal-
lenge, shaped by the hand of freedom. We can make the dloy even
stronger by learning to communicate with our compatriots—in all their
varieties—effectively and respectfully.
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Fortunately, the twentieth century has given usavast tool kit of tech-
nology to facilitate our communication efforts. This technology will en-
able us to communicate in innovative ways that would astound the peo-
ple who saw the nineteenth century give way to the twentieth. At that
time, the telegraph, the telephone, and the wireless radio represented the
cutting edge of communication technology. In the next chapter, we'll
take a quick look at what's ahead in communications technology and
how it might affect the businesses of the future.

POWER THROUGH
TELECOMMUNICATION

n addition to presenting us with a variety of communication chal-
lenges, the twenty-first century also provides us with a wide range of
communication tools. These tools place the entire globe within range of
our messages. Our skills at bridging cultural differences are rendered
even more useful by the technological advances that make it possible to
bridge geographical distances.

We began the twentieth century with the telephone and the tele-
graph, and they were soon followed by the radio. We begin the twenty-
first century with a smorgasbord of communication devices.

Hey, MaBell! Look what your little black telephone has grown into!

Cellular phones, voice mail, and automatic dialing don't even scratch
the surface. The twenty-first century promises to add the dimension of
video and computerized data to the traditional voice phone, making it a
combination telephone, television, and computer—and lots of other
things.

The wedding of telephone and computer has a name: computer-tele-
phone interface, or CTI.

This new couple will take advantage of digitized data—data trans-
mitted in computer language that can be received by avariety of devices.
With the proper equipment, atelevision set can receive and display com-
puter text and a radio can receive atelephone call.

PREPARING FOR NEW TECHNOLOGIES

These advances are either here now or arejust around the corner, and it
isn't too early for business leaders to begin preparing for those yet to
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come. An officia of GTE Telephone Operations in Dallas makes these
suggestions:

e« Look a the way your office is wired. The next generation of
telecommunications equipment will require the enhanced capacity
of fiber optics or other broad-band technologies. Check with your
telephone company for suggestions on preparing for these advances.

¢ Inventory your telecommunications equipment. Find out what pos-
sibilities exist for present equipment that you may not be aware of.
Determine in what ways you might be able to take advantage of ser-
vices that require greatly enlarged capacity. The videophone could
be your next step into the world of telecommunications.

¢ Rethink the way you communicate. You can make a telephone call
with your feet on your desk, wearing jogging shorts, or still dripping
wet from the shower. The videophone will not be so forgiving. Your
dress, environment, posture, gestures, and facial expressions will all
be part of the message. If you use the videophone for sales transac-
tions, you'll need to provide your salespeople with additional edu-
cation to enable them to make maximum use of this new medium.

¢ Look for ways in which you can develop new products and services
to take advantage of this technology. Do you have a database that
others might pay to use? Could you offer a new service? The op-
portunities are unlimited.*

ALLY OR NUISANCE?

Meanwhile, back in the primitive 1990s, the telephone in its present in-
carnation is one of the strongest allies and greatest nuisances business-
people have.

Salespeople have learned that the telephone can save on tires and
shoe leather. By using acity directory that is cross-indexed for telephone
numbers and street addresses, they can locate and reach the people they
want to reach. If they spend three minutes on each call, they'll reach
twenty prospects an hour, which is hard to do if you're communicating
by car, cab, or plane.

Executives have learned that conference calls, even without the
video dimension, can often eliminate the need for meetings that require
people from far-flung places to converge on one spot.
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You Can't Fax a Smile

The voice phone remains the businessperson's communications medi-
um of choice while we await the technological refinements that will en-
able us to debut before the eye of the videophone. And it is a powerful
and useful medium.

Fax machines and computer modems have expanded our options for
transmitting information, but they till haven't eliminated the need for
the immediacy and the intimacy of voice communication. Nor are they
likely to eliminate the telephone call—with or without pictures—as a
preferred method of getting in touch across distances. Telephone con-
versations don't have to be typed or punched into word processors. And
you can't fax a smile, though you can convey one over the telephone by
voice quality.

As amatter of fact, phone calls can often eliminate the need for writ-
ing. You'll usually save time by picking up the telephone instead of the
dictaphone. You'll certainly savetimefor your secretary, which means that
you're saving your company money. After you've made your call, make
notes of what you discussed and keep them organized for ready reference.

With all its advantages, though, the telephone can become atyrant,
monopolizing your time, interrupting your transactions, and breaking
your concentration. But only if you let it.

Let's look at some ways to make your telephone your aly instead
of your nemesis.

There's No Substitute for a Live Voice

First, remember that for a good, positive impression by telephone, noth-
ing beatsthe sound of alive voicethat speaks from a knowledgeable mind.

Answering devices can fill in on weekends, on holidays and after
hours, but they can't provide the warmth and flexibility of a good tele-
phone receptionist. Nothing is quite so frustrating as to dial a business
number and get a synthesized voice that runs down an itemized list of peo-
ple or departments you can reach if you "touch 1 now." What if the an-
swer is none of the above"®. Your caller has wasted a lot of time listening
to the entire list and must till press a button to reach a live person who
can route the call to the proper party. Many people resent it when they call
long distance and find themselves at the mercy of an answering system.
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Even when the videophone marries computer and telephone tech-
nology, it's agood bet your callers will welcome a live face and voice
to welcome them to your corporate world.

Have Your Calls Screened

That doesn't mean that you have to be at the beck and call of your tele-
phone every hour of the day. Your secretary or receptionist can screen
your calls, connecting you immediately with the people you need to talk
to and holding other calls for you to return at a more convenient time.
(It goes without saying that your secretary or receptionist should be ar-
ticulate, friendly, and familiar with your organization.) Designate a cer-
tain time of day for returning telephone calls, and at that time answer all
the phone calls that have come in. You may have to make adjustments
for callers who are several time zones away and exceptions for callers
who are in other parts of the world. But a good secretary or receptionist
can make those judgments for you.

Take Control of Your Time

When you do place telephone calls, take control of your time. If you
have a lot of frequently dialed numbers, an automatic dialer can save
you time and money. You can punch a single button to dial the number
without having to look it up. If you use a desktop computer, you'll find
many software programs that allow quick and easy retrieval of fre-
quently called numbers.

Decide what you want to accomplish with the call and make a list
of the important points you want to cover. When you reach your party,
get quickly to the heart of the subject, cover the points efficiently, and
end your call as soon as you can without being discourteous.

Body Language by Phone

When you communicate by sightless telephone, remember that your
voice must convey meanings that would be conveyed by a variety of vi-
sual clues in a face-to-face conversation. So make full use of the voice
qualities covered in chapter 6: power, pitch, pace, intonation, stress, and
juncture.
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Here's a suggestion: When you speak by telephone, act as if you
were speaking face to face. Stand as if you were facing your caller across
the room. Smile, just as you would in the presence of the other party.
Practice the same body language you would practice in direct conver-
sation. When you do this, your voice will automatically convey the non-
verbal nuances.

Your voice conveys more power when you speak from a standing
position. It is more natural and less strained when you're not using your
neck and shoulder to cradle a telephone. The telephone picks up on
smiles and scowls and conveys them through subtle nonverbal clues.

Start your conversation with a rising inflection. This injects a note
of warmth and cheerfulness at the outset of the call.

Identify yourself promptly. This applies whether you're the origi-
nator or the recipient of the call. If you're calling someone you know,
don't assume that your voice will be recognized. Y our voice may sound
different over the telephone than it does in person.

Identify Yourself Fully

Identify yourself fully, pronouncing your name slowly and distinctly.
Don't say, "Hi, George, thisisJulie." While you're going into your mes-
sage, George's mind will be racing as he tries to recall al the Julies he
has known and trying to decide which one you are.

Assuming that you and George are on first-name terms, say, "Hi,
George, thisis Julie Gladstone at Cosmic Enterprises.” If George doesn't
recal you immediately, at least he'll know what company you represent.

Spesak directly into the mouthpiece, using the natural volume you'd
use for aperson sitting across the desk from you. This gives you the lat-
itude to vary your volume to suit the message you're trying to convey.

Use the other person's name frequently. This provides a personal
touch that compensates for the lack of eye contact.

Know What You Want to Accomplish
As you talk, keep in mind the reason you're on the telephone:

¢ You want the person on the other end to hear you and understand
exactly what you mean.
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You want your conversational partner to agree with you, or at least
give you a sympathetic ear.

¢ You want to accomplish something. You want the other person to
understand what you want done, why it should be done, and when
it should be done. And you want your listener to act on what you're
saying.
You want to understand the person at the other end of the line.

Think about these objectives each time you speak by telephone. It
will help you in planning your calls and in making them both effective
and efficient.

Closing the Conversation

If you're the recipient of the call, use questions to determine quickly the
purpose of the call and what the caller expects from you. When the call
has accomplished its purpose, bring it to a close quickly and courteous-
ly. Summarize what you've discussed and the conclusions you've
reached. Review the things each party has agreed to do. End with a
friendly comment such as "It's been nice talking with you." And let the
other person hang up first.

Don't Let It Bug You

When you're off the phone, be sure you've actually hung up. Laying an
open receiver on your desk is like bugging your whole office. And don't
assume, while talking on the telephone, that a hand over the mouthpiece
will keep your voice from carrying to the other end of the line. Always
assume that the other person can hear everything you say.

Technology also means that secrets can pass through electronic
cracks. Most executives have little reason to fear electronic eavesdrop-
ping, but reasonable precautions should be taken to keep sensitive com-
munications away from prying eyes and ears. Make sure that your in-
coming and outgoing fax messages are not exposed to unauthorized
eyes. Remember that cellular telephones rely on radio transmissions,
which can be intercepted by anyone who has aradio tuned to the prop-
er frequency. And hackers consider it a challenge to penetrate corporate
computer networks and feast on confidential data. The modem execu-
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tive need not be paranoid, but it's always wise to have somebody on staff
who keeps abreast of the latest technology and can advise you on the
best ways to use it effectively while avoiding its pitfalls.

The revolution in telecommunications is so fast and comprehensive
that it takes your breath away. But remember: The technological ad-
vances are simply means of conveying your voice and image across dis-
tances. Learn and practice the verbal and nonverbal skills that serve you
well in person-to-person interaction. They'll provide the basis for the
skills you'll need in tomorrow's high-tech world.

Not al twenty-first-century communication will require space-age
technology to convey messages across oceans and continents.

Much of the work in the business world is till done by people sit-
ting in the same room, often around the same table, sharing information
and ideas. The ability to conduct effective meetings is a powerful lead-
ership trait—one we'll explore in the next chapter.
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GETTING THE MOST
FROM MEETINGS

n the twenty-first-century workplace, emphasis is on teamwork instead
of individual efforts. That means that decisions must be made and
problems must be solved by group action. So the effective leader must
be skilled at conducting meetings.
Meetings can be caldrons of creativity and fountains of energy, or
they can be exercises in wheel spinning and utter wastes of time. It al
depends on how you conduct them.

IS THIS MEETING NECESSARY?

The first step in planning meetings consists of a series of questions. The
most important one: "Is this meeting really necessary?"

Often a leader can achieve consensus and teamwork simply by tak-
ing a cup of coffee and walking from workstation to workstation. If you
can get thejob done that way, why interrupt everyone's routine by call-
ing aforma meeting?

Sometimes meetings are scheduled at regular intervals, and every-
body gets together regardless of whether there's anything to talk about.
These meetings usually produce little besides yawns.

What's the Purpose?

Assuming that the meeting is necessary, the next question to ask is,
"What's the basic purpose?' The basic purposes of most meetings fall
into one of these categories:

¢ Gathering information

1/13
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¢ Providing information
« Fostering motivation
Exchanging ideas and solving problems

Other Questions
Here are some other questions to ask about your meeting:

What isitsgoal ? What do you want to accomplish through this meet-
ing?
Who should attend? Who are the people who would benefit from the
meeting? Who would contribute the most to it?

¢ Who should conduct it? Who would be most likely to guide the
group toward its goal? The highest-ranking person in the group isn't
necessarily the best choice for group leader. Often, executives should
take a back seat when serving on cross-functional teams and defer
to ateam leader who has more knowledge and expertise in the sub-
ject being explored.
What procedures and rules will be followed? You may want to stick
strictly to parliamentary procedure, with the group voting up or
down on each proposal. But it's usualy easier to obtain a team's
commitment when the decision is reached by consensus.
Where should it be held? The meeting site should be as free of dis-
tractions as possible. It should be comfortable, but not too comfort-
able. And it should have dl the resources you need to make your
presentation and obtain your decision.
What information should be sent to participants in advance? Don't
wait until you convene the meeting to distribute reading materials.
The meeting should be taken up with discussion, not reading. If the
participants need certain information to accomplish the purpose of
the meeting, distribute that information well in advance of the meet-
ing date. This will make it possible for al participants to be famil-
iar with the material and to discuss it intelligently.

¢ What audiovisuals do you need for the meeting and who should pre-
pare and present them? Audiovisual presentations should be well
planned. Make sure the materials are in the proper order and that the
person who presents them is familiar with them.

*  When should the meeting begin and end? Set definite times for start-
ing and concluding the meeting and stick to them. Late starts are an-
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noying. Meetings that drag on past the allotted time interrupt sched-
ules and result in fidgeting and inattention. Meetings that end
abruptly while decisions are still up in the air are frustrating and un-
satisfying. Set an agenda. Include only those items that need to be
discussed at this meeting. Start on time and end on time.

CHOOSING A LEADER

The choice of a leader is important. A leader must be strong enough to
keep the meeting on track and to make sure that everyone has an op-
portunity to participate. When the purpose is to provide information, the
leader should take firm control of every facet of the meeting. In such a
meeting, the role of the participants is not to provide input but to absorb
output. Their function becomes a passive one.

When the purpose is to gather information, solve problems, or take
advantage of opportunities, you want active participation from the
group. In such cases, the leader must be someone who is able to guide a
discussion, elicit comments, and synthesize the ideas that are advanced.
The leader doesn't dominate this type of meeting, but becomes a facili-
tator.

SEATING ARRANGEMENTS

The purpose of the meeting will determine the best seating arrangement.
If you're aiming for an interchange of thought, with everyone encour-
agedtojoinin, arrange seatsin acircle. If you plan to make use of a pan-
el, arrange the seatsin ahorseshoe or aT. This focuses attention on those
at the head. If the leader isto do dl the talking, arrange the seats in rows,
asin atheater.

A podium, by elevating you above your audience, will give you
greater prominence as a leader, but it will also make you less approach-
able. A leader who sits around the table with participants or stands at
their level is more likely to achieve effective interaction.

If you want to make a formal presentation from a raised platform
and later initiate an interchange with participants, step in front of the
lectern or, better yet, step down from the platform. Assume an informal
pose, and invite discussion.
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GROUP BRAINSTORMING

Brainstorming is an effective method for group decision making. When
you embark on brainstorming, these guidelines will help you.

«  Keep the group small. The larger the group, the harder it is to ob-
tain consensus. A group of seven to twelve people usualy is the op-
timum size for decision making. Such a group is large enough to
generate a good supply of ideas yet small enough for everyone to
provide significant input.

¢ Come prepared. If you're the leader, you should know what you
want to accomplish and should have in mind or at your fingertips
the things you need to accomplish it. The participants will look to
you for the basic information and will base their decisions on the
facts as you present them.

¢ Make the purpose clear. Participants should understand why
they're there and what they're expected to accomplish.

« Create arelaxed atmosphere. People interact better when the mood is
informal, the setting is comfortable, and they fed that they can relax.

« Don't prescribe; listen. If you already know the answers, what's the
use of calling the meeting? Encourage the group to contribute ideas
fredly.

¢ Encourage discussion. Make it clear that there is no "wrong way"
or "right way" and that good decisions result from a thorough ex-
amination of al alternatives.

« Discourage ridicule. Make it clear that criticism is welcome but
ridicule is off limits. People should fed free to offer novel ideas
without fear of looking foolish. No idea is too exotic for considera-
tion and none is above criticism. In fact, unconventional ideas
should be encouraged.

*  Prepare for follow-up. When decisions are reached, make sure that
the tasks involved in implementing them are assigned and that the
individuals understand and accept their assignments.

Static and Dynamic Judgments
When we hear anew idea advanced, we have a natural tendency to ask,

"Will it work? Is it practical ?* When we try to answer these questions,
we are making static judgments.

GETTING THE MOST FROM MEETINGS 147

Static judgments should be suspended during group brainstorming.
The proper question is, "How might we make this idea work?" An-
swering that question requires dynamic judgments. It stimulates creative
thinking. Each dynamic judgment is itself a creative idea, so that one
idea triggers severd others.

As these ideas are examined, modified, and combined, the group
progresses toward a consensus. When it reaches that consensus, it will
have produced a creative solution, with the feasibility and practicality
thoroughly examined.

Bringing Problems into the Open

Meetings can sometimes be useful in bringing problems into the open.
Situations may be simmering just beneath the surface. The leader knows
something is wrong but can't quite pinpoint the cause. That's when it's
time to sit around the table with staff members and say, "1'd like to hear
what's on your minds. What isn't going the way it should be going, and
what can | do about it?"

If the response is timid, try going to aflip chart. Pick up a pencil and
ask, "Who'd like to start it off?" The blank page will be like a vacuum
demanding to be filled. While you're at the flip chart, keep your back to
the gaff. They'll fed less intimidated when they don't have to look you
in the eye.

Let your staffers talk. Answer any direct questions as well as you
can, but remember that your main function is to take notes so that you
can review the feedback. At the end of the session, summarize what
you've heard, make any necessary corrections and clarifications, and
promise to respond to the feedback. Then be sure to keep your promise.

SITUATIONS THAT CALL
FOR INTERVENTION

No meeting proceeds smoothly without course corrections. The leader
who isn't prepared to intervene may have to stand helplessly by while
the meeting gets out of hand.

Here are a few situations to watch for and suggestions for dealing
with them.
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Group fragmentation. The group may break down into a number of
private conversations.

This often happens when controversial issues or actions arise and
participants begin discussing them among themselves. When this hap-
pens, ask the person who has the floor to stop until order has been re-
stored. Call the group to order and ask those who are involved in the in-
dividual conversationsto share their thoughts in an orderly fashion with
the entire group. If the problem persists, call the talkers by name and ask
them to join the group. If this doesn't stop the talking, calmly suggest
that those involved might want to carry on their discussions in some oth-
er place so that the rest of you can get on with the meeting at hand.

« Agoressive takeovers. Sometimes aggressive, extroverted people
will try to take over the meeting.

You can exert some control by seating such people next to you and
admonishing them through whispers. Another technique is to give the
aggressive, outspoken person a formal role in the meeting that will sat-
isfy the need to be heard. If the takeover attempt till seems to be get-
ting out of hand, impose arigid rule governing the time when each per-
son can speak.

¢ Too many clams. Some people are timid about speaking up in a
group.

You can draw such people into the discussion by asking them spe-
cific questions. Then pose follow-up questions to persuade them to elab-
orate. Assure them that their opinions are valid and welcome.

¢ Uninvited guests. People may show up who were uninvited and
unanticipated.

If it's an open meeting, or if the guests are welcome, acknowledge
their presence and invite them to join the discussion. Otherwise, polite-
ly (and privately, if possible) ask them to leave.

Late arrivals.
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Always arrange the room so that the door is to the rear, and leave
extra seats near the door. Then let the latecomers straggle in. You don't
have to interrupt the meeting to acknowledge their presence.

« Digtractions. Sometimes the setting and room arrangement make it
difficult for people to pay attention.

Distractions can be minimized through advance planning. Arrange
in advance for aroom that has a comfortable temperature. Err on the cool
side. The human body is a space heater, and a room full of people will
warm up quickly. Try to avoid rooms with outside views—especially if
the outside view is a swimming pool, a beach, or some other eye-catch-
ing attraction. Make sure the lighting is adequate: Too much is better
than too little. Select chairs that are comfortable enough to keep people
from squirming but not comfortable enough to lull them to sleep. Make
sure that everyone can see and hear you and anyone else in the room.

AFTER THE MEETING

A meeting is productive only if the decisions reached result in concrete
and positive actions that lead to the desired goal. The most common fail-
ure of meetings is that, when they are over, nothing happens.

You can avoid wasted time and missed opportunities resulting from
meetings that get nothing done if you follow these suggestions:

Make sure all participants understand their assignments.
« Distribute the minutes as soon after the meeting as possible.
¢ Help al participants with their individual assignments.
¢ Check to see that al deadlines are met.
«  Plan follow-up meetings when they are needed.

Some executives complain that they spend most of their time at-
tending meetings and shuffling papers. It's true that communication of
one type or another tends to monopolize the business day, but then com-
munication is the essence of business. The answer to the challenge is not
to stop communicating but to manage communication.



PART THREE

FOCUSING YOUR
COMMUNICATIONS



FOCUSING ON THE RIGHT
AUDIENCE

You can't communicate with everyone in the world, even if you think
you have a message everyone ought to hear. Skilled communicators
learn to direct their messages toward the audiences they can realistical-
ly expect to reach.

Let's make it clear what we mean by an audience. We're not neces-
sarily talking about a group of people sitting in an auditorium listening
to you give a speech from a platform. That's just one kind of message
and one kind of audience.

For our purposes, your message may take the form of spoken words,
written words, or graphic representations. It may be delivered in person,
on paper, on tape or computer disk, via audiovisua equipment, or
through electronic transmission.

AIM FOR YOUR AUDIENCE

Y our audience isanyoneyou want to reach with a message, whether cus-
tomers, employees, government, or the community at large. Identify
your audience and aim for it.

For instance:

« If you have products and services to sell, you're spinning your
wheels if you're directing your sales message to people who have
no interest in or need for what you're selling, or who lack the means
to buy it.

If your business serves a specific metropolitan area, you're wasting
your money and time trying to reach a statewide, regional, or na-
tional audience.
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If your clientele is drawn from a specific professional category, a
professional journal or trade publication may be a more effective
medium than a general circulation publication with much wider dis-
tribution.

If the communication vehicle you're using doesn't reach the audi-
ence you're aiming for, the most compelling of messages will
have no effect. The classic exampleisthe billboard that read: "If you
can't read, call 1-800-GET HELP." You can't reach illiterate peo-
plethrough written messages. Y ou can't communicate with the blind
through videotapes. And you can't communicate with the deaf
through audiocassettes.

Aim your communications toward the people who are most likely

to be influenced by them.

There are numerous advantages to choosing your audience. Here are

some of them.

You can concentrate all your energies and resources on one focal
point. When | was alittle boy, my brother gave me a small magni-
fying glass. | knew what its main purpose was. When | held it at a
certain distance from an object, the object looked bigger and | could
see it much more clearly. But | soon learned that the magnifying
glass had an unsuspected power. It could focus the sun's rays on a
tiny spot and, if | held it there long enough, it would burn ahole in
the substance on which | focused it.

Communication works on the same principle. Focus your mes-
sage on the specific audience you want, and you can concentrate and
intensify your power. You will be able to gain a clearer, more thor-
ough understanding of the people you want to reach, give them more
of yourself, and bring to bear the full power of al you have and all
that you are.

You can provide purpose and direction to your communications ef-
forts. At the dawn of the twenty-first century, the mass audience is
shattering into amyriad of small audiences. There was atime when
al America was united during prime time in its attention to three
major television networks. We all watched such classics as "Gun-
smoke," "All in the Family," and "The Mary Tyler Moore Show."

The days are gone when three networks catered to a large, un-

diversified audience. Instead, we have a smorgasbord of offerings
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from cable and satellite television—network programming, locally
produced and syndicated programs, full-length movies, round-the-
clock news, round-the-clock weather, round-the-clock current &-
fairs, and a variety of other types of programs. If we can't find what
we want among those offerings, we can always go down to the video
store and rent a videotape on just about any subject under the sun.

The same is true of the print media. The nation no longer reads
Time, Life, and Saturday Evening Post in unison. Instead, we go to
the newsstands in search of the specialty publications targeted to-
ward our particular interests. The armchair traveler can read Na-
tional Geographic. The outdoor person can read Field & Stream.
Golf enthusiasts can read Golf Digest. Epicures can read Food &
Wine. Dieters can read Weight Watchers. There are specialty publi-
cations for stamp collectors, coin collectors, boaters, skiers, hang
gliders, chess players, bridge players, and Bingo players. There are
trade and professional publications for every profession imaginable.

This diversity makes the scattergun approach expensive and in-
effective. But it makes it easier for you to pick your target. You can
now determine what groups are most likely to respond to your mes-
sage and choose the media that will reach them.

Direct-mail advertisers have developed this into ascience. They
know which mailing lists will yield the most prospects for time-
share condos, which will yield the most buyers of supplemental
health insurance, and which will have the customers lining up for
the latest in audio and video equipment.

If you concentrate your efforts on smaller groups with high per-
centages of prospects, you'll achieve more success at less cost than
by appealing to large groups with a low percentage of prospects.
You'll become known by those you would reach. Successful real-es-
tate agents have developed a sales strategy that can provide a mod-
e for other types of communication. They have learned the value of
"listing farms." These are neighborhoods or subdivisions that agents
adopt as their personal prospecting grounds. The agent tries to be-
come known to the people in that area so that when home owners
are ready to sell their property the agent's name will be the first to
pop into their minds. Telephone prospecting, canvassing, and tar-
geted newsletters al come in the inventory of tools for the listing
fanner.

The most successful agents know that a small farm worked in-
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tensively will yield better results than a large farm worked less in-
tensively. Why? It's easier to get to know and to be known by the
people in the smaller area.

The underlying strategy applies to dl types of communication

efforts. Get to know the people you're trying to reach. Become ac-
quainted with their likes and dislikes. And make sure that they are
acquainted with you and the ideas you stand for, so that when peo-
ple make decisions on matters of interest to you, your position will
be prominent in their minds and will be clearly associated with your
name or the name of your business.
You can save your most valuable asset: time. When you choose the
specific audiences you want to reach and concentrate on just those
audiences, you control your time rather than allowing your time to
control you.

Again, salespeople provide an example of the futility of trying
to reach everyone with a message. Many of them work long hours
at a feverish pace and never seem to encounter success. They but-
tonhole everyone they encounter and go into their sales pitches. If
you're standing in line with them at the supermarket, they try to sell
to you. If they run into you at the neighborhood tavern, they try to
sdll to you. If you're sitting beside them on an airplane, they turn on
the sales pitch.

Why don't they succeed?

They're not identifying their best prospects and concentrating
on them. They're not targeting their audiences. Truly accomplished
salespeople identify the prospects who have a logical reason for
buying and the resources and authority to make the decision to buy.
They spend their time with the people who can give them the re-
sponse they desire and who are most likely to do so.

The same technique can be followed in nonsales situations. If
you're an executive looking for people to put on your management
team, do you spend your time mentoring everyone on your staff? Or
do you spot the people with real management potential and work
closely with them?

Target your audience, focus your communication, and save
yourself time.

You can practice what you do enough to become really good at it.
When producers want to work the kinks out of a stage production
before exposing it to the scrutiny of Broadway critics, they take it
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on theroad. There, before avariety of crowdsin different cities, they
can learn what the audiences appreciate. By the time they reach
Broadway, they may have dropped certain musical numbers, modi-
fied some dialogue, and rewritten whole scenes. The performers
have learned what facial expressions, body language, and voice in-
tonations draw the proper response. They have perfected their tim-
ing so that they automatically make the right moves at theright time.

As aprofessional speaker, | have learned what types of stories
draw good response from certain audiences, what kinds of exercis-
es draw them into my presentations, and how to cope with the most
common interferences | encounter. Thus, | am able to eliminate
those stories and exercises that | know won't work and practice
those that will work until | can do them automatically. This frees me
to concentrate entirely on the people in my audience and the way
they are responding to what I'm doing.

This principle holds true with other types of audiences. Just as

you become familiar with the house or apartment you live in day &-
ter day, so you become acquainted with the people you spend your
time with day after day—but only if you concentrate on a limited
number of audiences.
You can multiply your effectiveness by expanding to similar audi-
ences. Find a category of customers or clients you click with and
stay with it. Look for similar audiences that will respond to similar
approaches. This alows you to become better and better at the
things that yield success with the people you're trying to reach.

| count on invitations for return engagements and additional
projects for clients as the backbone of my professional speaking ca-
reer. If | had to spend a percentage of my time cultivating new clients
and developing new approaches for reaching audiences | know
nothing about, | would be wasting my most creative energies.

In other types of business, it's more cost-effective to cultivate
repeat business with customers whose needs you're familiar with
than to be constantly scouting for new business among customers
whose needs you don't know as well.

That doesn't mean that you should develop one line of products
and stick with it without change. That's arecipe for sure failure in
the twenty-first century. Your customers' needs will be constantly
changing. To serve them successfully, you'll have to change with
them. But it's much easier to adjust to the needs of customers you
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know and are already serving than to learn about the changing needs
of new customers. It's like trying to follow amoving train. If you're
aready aboard, a sweeping curve represents only a gentle change of
direction, and you fed no great jolt or stress. But if you're running
aongside the train at a different pace, trying to grab hold and pull
yourself aboard, the curve could jerk you under the wheels and into
disaster.

You can invest your life where you have the highest interest level.
Most people do best at the things they enjoy doing most. | love
speaking to an audience. When | speak to areceptive audience about
a subject dear to my heart, | am happiest and at the peak of my &-
fectiveness. To me, public speaking is not work. It's enjoyment; it's
play.

Play has often been defined as doing something you enjoy do-
ing. According to this definition, you can play your way through life,
and still be very successful, if you carefully target your audiences.

Your audience may be quite different in nature from mine. I'm
a speaker and a consultant. Someone else may be a writer, a musi-
cian, or an actor. We tend to associate audiences with the perform-
ing professions, but everyone plays to an audience. If you're a
plumber, your audience is the customer who monitors your work
and pays your bill. If you're a member of a workplace team, your
audience may be your co-workers. If you're a supervisor, your au-
dience may be the people you supervise. If you're on the manage-
ment team, your audience may be your colleagues or your gaff. If
you're a salesperson, your audience is your prospects. If you're in
the direct-mail business, your audience may be the people on amail-
ing list.

CULTIVATE THE RIGHT AUDIENCE
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Here are five questions that will help you.

. What do you want to do? One of the most common reasons for the

failure of communication efforts is that the people who initiate them
don't know what they want to accomplish. They may have a gener-
a idea of what they want, but their goals are so vague that no one
can understand them. Therefore, they have no logical audience.

Be specific. What do you want to accomplish? One way to fo-

cus your thoughts on that question is to write one concise sentence
describing precisely what you want to do. This will lead you to the
next question.
Who can help you get it done? The best audience for your commu-
nication isthe one that can give you the most help in doing what you
want to do. If you've just bought a stereo that delivers sound from
only one speaker, you won't get it fixed by telling your tale of woe
to the entire neighborhood. You'll achieve it by describing your
problem to the person who sold you the stereo.

If you want to start anew department of innovation in your com-
pany, you don't take your idea to the people in the company cafete-
ria. You take it to the executive who has the authority to make the
decision, or to someone who is in position to influence the people
in authority.

If you want to get maximum performance from your sales team,
teach the members to target their audiences. Some of the hardest-
working salespeople I've met in my seminars were dismal failures
because they hadn't learned to target their audiences. They were ar-
ticulate, personable, and knowledgeable about the products they
sold. But they didn't pick their prospects well. They wasted most of
their time talking to people who could not buy what they had to sell.
When they learned how to determine who could best make the de-
cisions they wanted them to make, they were able to sell more in
less time, with less effort, and often at a higher profit.

Communication is the life force of every vocation, and your enjoyment Don't look for the person who will listen sympathetically. Look
of that vocation depends upon the satisfaction you get from the com- for the person who can give you the results you want.
municating. If you're getting no satisfaction or fulfillment from your 3. Who would want to help you do it? People do things for their rea-
efforts, then you may be communicating with the wrong audience. sons, not yours. If you want people to help you accomplish what you
Your interest just isn't there. Find an audience that turns you on, and cul- want to accomplish, look for the people who have the strongest rea-
tivate it. sons for helping you.

How do you do that? The salesperson who sold you the defective stereo has a stronger
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reason for helping you than does the manager of the store's garden
department. Why? Because the stereo salesperson stands to lose if
you return the item for arefund, and if you take your business else-
where.

A direct-mail corporation put zip into its sales performance by
targeting the audience that had reason for wanting its product.

| looked over the company's very specialized product line and
suggested that it rent a mailing list of people who had bought simi-
lar products from other companies.

At first management demurred. The specialized lists cost more
than the lists they were renting.

Yes, | pointed out, but the specialized lists contained the names
of the people who would help them: the people who would like to
buy their products.

Management took my advice and was delighted at the results.
The more expensive lists produced a higher percentage of people
who wanted to buy the products. Sales improved dramatically.

The advice delivered two millennia ago from the hillside in
Galilee remains valid: Don't cast your pearls before swine. In other
words, don't waste your breath telling your story to people who feel
no need to hear it. Go to the people who are likely to give you the
response you desire.

Why would an audience listen to you? Remember that thisis the age
of communication. We are bombarded with messages everywhere
we go. So why should anyone listen to your message in particular?

Answer that question as candidly and objectively as you can.
Don't be overly modest and don't be egotistical about it. What qual-
ifications do you have to ask people to do what you want them to do?

The answer may lie in your position of authority, the influence
you exert over your audience, or the specialized knowledge that you
have and they need. It may lie in your superb eloquence—your
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eery, the readers are inaccessible to you, for all practical purposes,
because even though you can reach them with your message, they
can't respond by buying your products.

Even the readership of the daily newspaper serving your city
may be inaccessible to you if you draw your clientele from only a
small comer of the metropolitan area. But many metropolitan pa-
pers carve their circulation areas into smaller segments and publish
zoned editions. These zoned editions offer attractive advertising
rates to merchants who need only to reach readers within their areas
of coverage.

There are other ways of reaching targeted audiences. Do you
know of other people who have contact with the audience you want
to reach? If so, do they have reason to help you contact that audi-
ence? Book or magazine publishers may be selling printed materi-
as regularly to an audience you want to reach. They may find it
worthwhile to publish something you've written to appeal to their
audience. Radio and television talk show hosts are always looking
for guests who have something interesting to say to their audiences.

People with common interests often form associations, and
these organizations can serve as vehicles for reaching their mem-
bers. Such organizations frequently publish newsletters, newspa-
pers, and magazines that accept articles from outsiders. Don't over-
look the possibility of speaking to these groups at chapter meetings
or conventions.

Analyze a potential audience and determine how accessible it
is. If it can be reached without overtaxing your resources and if it
appears likely to respond to your message, go for it.

EVALUATE YOUR AUDIENCES

strong persuasive powers. Or it may lie in fortuitous circumstances. Once you have narrowed your choice of audiences through these five
5. How accessible is this audience? If you want to run a full-page ad questions, your next step is to evaluate them to see which you want to
in the Wall Street Journal, it's going to cost you plenty. The Jour- reach.

nal's huge, widely dispersed readership is accessible only to those Here are some criteria for evaluating them.

who have the resources to market nationally. You can reach Journal

readers with your message if you're willing to fork over the cash or +  The targeted audience should have the power to do what you want
if you can persuade the editors that your message is worth printing it to do. The executive vice president for operations may have the
in the news or opinion columns. But if you run a neighborhood gro- authority to authorize the purchase of afleet of trucks, but she may
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lack the power because the board of directors failed to budget
enough money for the purchase.

Y our boss may have the authority to grant you araise, but some-
one higher in the organization may have the power to overrule the de-
cision. If you're unhappy with your 5 percent raise, to whom do you
appeal? Y our boss, who may have recommended 10 percent, or your
boss's superior, who might have cut the recommendation in half?

¢ The audience should know that it needs to hear what you have to
say. If the audience is not aware of its need to listen, it probably
won't listen. You can take the time and make the effort to educate it
about its need to listen, but that will take an extrainvestment of time
and energy. Could that investment be made more productively else-
where?

¢ The audience should want to hear what you have to say. An audi-
ence must be able to see the benefit in the message you're sending,
and must be ready to hear it. Had | gone to Erfurt, Germany, in 1983
to speak on the subject of entrepreneurship, | probably would have
spoken to an empty house and very likely would have received an
officia government invitation to leave the country.

But when | went there in 1993, on the third anniversary of Ger-
man reunification, some five hundred business owners drove
through bad weather for up to six hours and paid hard-earned
Deutchsmarks to hear me speak. Why?

Erfurt was a part of communist East Germany in 1983, and com-
munism suppressed private enterprise. Learning how to succeed in
a market economy was useless information to people who did not
live in amarket economy. By 1993 Erfurt was part of a unified Ger-
many, and businesspeople who had grown up grappling with the
communist system now needed to learn the ropes of capitalism.
They were hungry for what | had to say.

| found similar enthusiasm in Luxembourg, the small principal-
ity that serves as the capital of the European Community. With op-
portunities beckoning in this populous common market, more than
eight hundred European business |eaders showed up at the EC's Par-
liament House, where my speech was translated into six languages.

Impressive things happen when the right message reaches an audi-
ence that wants to hear it. When the audience isn't ready to listen, you
can save your breath.
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When John Kennedy took office as president, he challenged his fel-
low citizens with these words:

Ask not what your country can do for you; ask what you can
do for your country.

The people wereready to listen; it was something they wanted to hear.

When Jimmy Carter spoke of anational "malaise" and called for in-
dividual sacrifices, the people were not ready to listen; it wasn't some-
thing they wanted to hear.

It takes extraordinary eloguence to overcome an audience's unwill-
ingness to listen. Even the great Winston Churchill had to sit out of pow-
er for six years following World War 11 because the people he had led to
victory didn't want to hear his message that the Tory Party was best fit-
ted to lead the postwar reconstruction.

«  The audience should fit into your life'sgoals. If you know who you
are and where you're going, an occasional detour to reach out to an
audience might help fulfill some of your goals. However, one de-
tour can lead to another until you find that you're investing your best
resources in audiences that are not leading you toward your goals.

Using these criteria, you should be able to determine which au-
dience has the best potential for giving the response you desire for
the least amount of time and resources invested.

One More Question

Now there's one other question to ask: Are you the best person to pre-
sent this message to this audience?

In some cases, it might be more productive for you to get someone
else to say what you want said. | have turned down many speaking en-
gagements because | knew there were others who could deliver a par-
ticular message to a given audience much more productively than |
could. Remember, as a communicator, your goa is not to stroke your
own ego, but to get the response you desire. If others can do that better
for you, look for a way to get them to do it.

Focusing on the right audience isjust the first step. To achieve the
desired results, the right message has to reach the right audience. So it's
necessary to focus your message for the audience you have in mind. The
next chapter will show how it's done.
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FOCUSING YOUR
MESSAGE

ou know what audience you want to reach and what response you

want. Now your task is to focus your message.

Focusing your message means finding the precise message to per-
suade your audience to do what you want it to do, then presenting the

message in the mogt gppeding way.

WATCH THE MAIN TITLES

The best examples of such targeting a work are the "main titles” tele-
vision shows use to lock in their audiences. These are the fifteen- to
twenty-second grabbers a the beginning of each show. They're de-
dgned to make you pausein the midst of your channd hopping to weatch
the opening scenes from the program, or to prevent you from flipping to
another channd to sample its wares. The networks reason thet if they
can get you to watch for just afew seconds, they stand a better chance
of hooking you for the duration of the show.

Networks will pay wel into sx figures for agood "main title," be-
cause they know that the millions spent on producing the show will go
down thetube if the viewersdon't stick around to watch. The bigger the
audience, the more commercids they can sdl and the more they can
charge for them.

What the networks look for in main titles, you should be looking for
in the way you launch your messages. Here's what a main title is sup-
posed to do:

¢ Gan atention immediatdy and hald it.
¢ Introduce the subject to be covered.

165
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¢ Set the tone, pace, and mood for the show.

¢ Introduce the characters and convince the audience that they are
good people to spend time with—people you can identify with.

« Dispel any fears the audience has about watching the show.

Take a couple of evenings to relax with your remote control and
watch the main titles carefully. Note the techniques and think about ways
you can adapt them to your communications, whether you're giving a
speech, trying a case in court, writing a memo to your g&ff, or propos-
ing marriage to your true love.

FIVE BASIC STEPS IN FOCUSING
YOUR MESSAGE

You can follow five basic steps in focusing your message for maximum
effect: (1) Target your subject; (2) collect al the materials you need; (3)
select the materials you will use; (4) let your message ripen in your
mind; (5) organize your message.

Target Your Subject

Decide what you want your audience to do in response to your commu-
nication. If you're making a speech, do you want to have your audience
laughing, crying, patting each other on the back, or charging into the
field bent on setting new sales records? Y ou might want them to do sev-
eral of those things, but one objective should predominate. Otherwise,
your audience will be confused.

Remember that the subjects of communication are related to needs
and wants and the satisfaction of needs and wants. If you don't need or
want anything, there's no reason to communicate. Sometimes, commu-
nication itself is the principal need. If you've been isolated from human
companionship for a long time, you have a strong and urgent need to
communicate. In the workplace, communication usually centers on the
things needed to accomplish thejob and produce a product or service at
a profit.

If you build your message on the needs of your audience, you are
choosing the strongest possible subject. If you can address people's
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needs in away that lets them know that you'll satisfy them, you imme-
diately get their attention. Identify people's needs and wants, then con-
vince them that the actions you propose will satisfy them, and you'll get
the response you desire.

STICK TO SUBJECTS YOU KNOW

You may have heard the story about the deacon who attended a meeting
called to decide whether the church should spend the money to buy a
new chandelier. The deacon listened to the arguments, then rose to have
his say.

"Brethren," he began, "I'm firmly opposed to this church spending
its money on a chandelier, for three solid reasons: First, nobody in the
church knows how to spell it; second, nobody here can play it; and third,
what this church needs is more light."

On another occasion, a man who professed to be an authority on
every subject walked into a barber shop and saw a scruffy owl perched
on top of acabinet. The man proceeded to belittle the taxidermist for do-
ing such a poor job of stuffing the bird. He held forth on the finer points
of ornithology, noting how the owl's wings hung at the wrong angle, its
head was askew, and the color of the feathers indicated that the taxider-
mist had touched up his work with some cheap hair coloring.

When the man had finished talking, all eyes were on the owl. The
bird blinked a couple of times, stretched its wings, then flew to the op-
posite side of the room.

Both stories illustrate the truth of the adage: It's better to keep your
mouth shut and let people think you're ignorant than to open it and re-
move all doubt.

If you're a speaker or facilitator, your audience rating goes up in di-
rect proportion to your knowledge of the subject. I'm often invited to
speak to audiences on subjects about which | know little or nothing. Un-
less | can easily learn enough about the subject to speak intelligently on
it, | suggest another topic, recommend another speaker, or decline the
invitation. | respect both my audience and my career too much to run dl
over the world showing my ignorance.

Usually, the subjects you know the most about are the ones that re-
flect your deepest interests. Y ou'll always be more impressive and more
effective when you're communicating about subjects in which you have
avital interest.

Inthe workplace, too, it'simportant that you know what you're talk-
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ing about. Good leaders know where their expertise begins and ends.
They don't mind sharing their expertise with the people they lead, but
they're not too proud to admit when they don't know the answers. Lead-
ership in the twenty-first century doesn't consist of knowing dl the an-
swers. It consists, rather, of knowing where to go or whom to go to for
the answers.

SPEAK TO SUBJECTS THAT ARE MANAGEABLE

Don't take on a subject that you can't deal with adequately in areason-
able amount of time. This often requires nothing more than determining
what people want to know or what they need to know, and confining
your message to those points. Or it may require that you break your sub-
ject down into manageable subtopics and deal with them one at atime.

Don't be like the mother of six-year-old Robyn, when asked, "Mom,
where did | come from?"

Mom proceeded to explain to Robyn al the details of human biolo-
gy: how the mother's body produces an egg, which descends from the
ovary down the Fallopian tube to the uterus, where it meets sperm cells
from the father, which have swum up through the vagina until they reach
the egg, penetrate it, and fertilize it; how the genetic code works to con-
struct an entirely new human out of the seeds of the two parents; how
the cells divide to form an embryo, which develops within the placenta;
and how at full term a fully developed baby appears.

By the time Mom was finished, Robyn's eyes were glazed.

"Does that explain it to you?" asked Mom.

"I guess so," yawned Robyn. "But my friend Todd says he came
from Florida."

Mom could have skipped the details and answered Robyn's ques-
tion in one word. Instead, she tried to compress a biology textbook into
one lesson.

We often do that in our communications. We try to tell everything
in one session. In the process we confuse our listeners and lose their at-
tention.

Don't try to tell it @l in one sitting. If your subject is a broad one,
break it down into manageable segments and focus on one segment at a
time.

For Robyn, it was enough for the time being to know that she came
from Virginia. She could be told later how her mother carried her for ap-
proximately nine months within her body. A later conversation could
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deal with conception. We learn in small increments. So it's best to com-
municate in small, focused increments.

Collect all the Materials You Need

The more you know about a subject, the more forcefully you can pre-
sent your message. So your first step is research.

On some subjects you may aready be up to speed. Your research
will only fill in the nooks and crannies and refresh your memory.

On other subjects, you'll need to do extensive research. Cast abroad
net. You'll want to focus your information later, but initially your task
is to gather al the facts that you can. Assume nothing. Be sure of your
facts. Thisis especially true if you're critiquing someone.

As you gather information, keep in mind the main thrust of your
communication. Assemble everything you need to make a strong case.
Collect quotes, specific examples, research data, and anything else that
will support your position or help you clarify it. Gather more informa-
tion than you plan to use, so you can select the strongest pieces.

Then study the material. You won't be able to deliver your message
effectively until you get it off the page or out of your word processor and
into your mind.

Select the Materials You will Use

The most effective materials are those most likely to get the response
you want. If your objective is to persuade a prospect to become a cus-
tomer, look for the thing you offer that will provide the most powerful
motive to do business with you instead of with someone else. This is
what advertising copywriters call the "unique selling proposition.”

Whether you're trying to make a sale, inspire greater productivity,
or persuade your true love to meet you at the dtar, look for your unique
selling proposition and concentrate on that.

In most forms of communication, you can count on making only one
good point. | have found it helpful to boil down the most important point
| want to make in abrief sentence that expresses it concisely. That'strue
whether |'m dictating a letter or memo, preparing a speech, writing a
book, or structuring an action plan for a prospective client. Once | have
a clear focus on what | want to say, I'm better able to convey the mes-
sage to the audience.
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Having selected your most compelling point, look for the materials
and arguments that present it in the clearest light and support it most em-
phatically. If there's something that needs clarifying and explaining to
your audience, find the simplest, most comprehensible way to do so. Se-
lect the information, materials, and arguments that add the most credi-
bility to your main point. If you know your audience, you can select the
supportive materials you fed it will find most convincing. Keep cutting
away the fluff until only the essential points, ideas, arguments, and sup-
porting data remain.

Let Your Message Ripen in Your Mind

Horace, the ancient Roman poet and satirist, uttered a truth that people
of al ages have learned to their chagrin: "Once aword has been alowed
to escape, it cannot be recalled.”

That's why it's wise to sleep on important communications. Give
them time to ripen in your mind. Give your intuitive mind a chance to
examine them and respond to them. How will it sound to the audience
you're trying to reach? Are you sure that's the best way you can say it?
Are you sure the results it will bring are the results you want?

We've al had the experience of dropping a letter in the mail and al-
most immediately regretting that we mailed it. We've all said things in
anger that we immediately wish we had left unsaid. We've al gotten into
arguments and, hours and days later, thought of just the right words that
might have made the point we were trying to make.

There are times when you have to respond on the spur of the mo-
ment. But why respond in haste when it isn't necessary? Sometimes,
when | have avery important letter to write, | will dictate a draft. Then
I will let it incubate for several days, using that time to question every-
thing | have said. If it's really important, | will test my statements on
some people whosejudgments | value. Once | fed that | have really di-
gested what | want to say, | dictate afinal draft. This process has helped
me avoid the consequences of poor communication in many situations.

Organize Your Message

Every communication springs from a process of organizing. You have
to organize your ideas, then express them in sentences, which consist of
words assembled in an organized fashion.
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Casua conversation is only loosely organized. We speak sponta-
neously as ideas form in our minds, giving very little thought as to how
we will express ourselves.

This loose-jointed method of assembling and expressing ideas
works very well when we're making small talk. But when it comes to
expressing important ideas, much more preparation is necessary. That's
why the U.S. president's staff will spend weeks researching, writing, and
rewriting a State of the Union message. No president would go before
Congress and deliver a State of the Union message spontaneously, off
the cuff.

So when you have something important to say, whether it's giving
directions to your g&ff, aperformance appraisal to an employee, or are-
port to the board of directors, it pays to organize.

Here are some tips for organizing your communications.

Organize around your most compelling points. Recall the two sto-
ries | told earlier in this chapter, about the deacon at the church meet-
ing and the owl in the barber shop.

Did you chuckle when you read the deacon's words," ... what
this church needs is more light"?

By itsdlf, there's nothing funny about the line. If | had begun my
story with that statement, you wouldn't have chuckled. The organi-
zation made the difference. Every sentence in the story led up to the
punch line.

And in the story about the owl, what if | had revealed in the first
sentence or two that the owl was alive and not stuffed? The effect
would have been lost.

The principle applies whether you're telling ajoke or negotiat-
ing a merger. Your most compelling point has more impact when
you set it up. That doesn't mean that it has to come at the end of your
message, like the punch line of ajoke. But your whole communica-
tion should be organized with a view toward presenting your com-
pelling point in the most powerful way.

Sometimes the most powerful way is to state boldly and clear-
ly what you want at the outset of your message, then follow with
statements that explain and support it. This grabs the audience's at-
tention and makes it receptive to the supporting points that follow.
This approach works best when you know the audience will be open
to your ideas and will perhaps be enthusiastic about them.
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If you expect audience resistance, the best approach might be to
start on common ground. Begin by stating the ideas that you know
your audience will agree with. Then gradually, logicaly, build to-
ward your compelling point.

This technique can work, too, when you want to build suspense
toward a dramatic climax—as when you're unveiling a revolution-
ary new product.

At times you might state your most compelling point repeated-
ly throughout the message, each time using supportive material to
set it up.

The number of ways to organize your message is limited only
by your imagination. But for maximum impact, you have to orga-
nize.

¢ Use three major components. Regardless of which type of organi-
zation you use, your message will consist of three fundamenta
parts: an introduction, a body, and a conclusion.

THE INTRODUCTION

The introduction should be an attention-getter. Newspaper and maga-
zine writers are taught that the most important paragraph in any story is
the first paragraph—the lead. The headline writer usually derives the
headline from the lead. Readers may be drawn to the story by the head-
line and accompanying illustrations, but it's the lead that determines
whether they'll read on or go to the next headline.

An introduction has to be more than an attention-rouser. It must lead
the audience directly into the body of the message. If it doesn't do that,
you're likely to find yourself in the position of the absent-minded pas-
tor who visited another church and was impressed by the opening words
of the pastor's sermon: "I spent the best years of my life in the arms of
another man's wife." The congregation was immediately awake and
ready for the next line: "She was my mother."

The absent-minded pastor decided to use it on his own congrega-
tion.

"You know, | spent the best years of my life in the arms of another
man'swife," he began. The audience came to shocked attention. And the
pastor forgot the next line. After several seconds that seemed like an
eternity, he finally stammered, "I can't remember who she was."
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| sometimes hear speakers open by saying "Sex! Now that | have
your attention, | want to talk about...."

That introduction may be effective if your subject is, indeed, sex.
But if it's a report to stockholders on your third-quarter performance,
you're still stuck with the task of introducing your real subject.

Somebody somewhere in the dim reaches of time began telling stu-
dents in Public Speaking 101 that a speech should begin with a good
joke. The first cave man to rally the clan to an elephant hunt probably
started his speech with an elephant joke, and thus was born the cliche.

The twenty-first century is a good time to scrap that advice. A good
joke at the start of a speech may get the attention of the audience and put
it in agood mood, but it gives you atough act to follow. Unless the joke
has direct relevance to your most compelling point, its effect is lost as
soon as the laughter dies. You now have to figure out how to direct the
attention away from the jollity and toward your central message.

A good introduction must always alert an audience to the fact that
what is about to be said is something it should hear. If it contains a hu-
morous note, fine. But the humor should oil the skids that lead into the
main body of the communication. If it doesn't, you'll slide smack into
awall of inattention.

THE MAIN BODY

The main body of communication presents the most compelling point in
the clearest and most stimulating light. It must make your message
SING. That means it must do four things:

1. <intillate. That's a five-dollar word for sparkle, excite, and enter-
tain.

2. Informor instruct. The audience should go away with the feeling
that it has gained new knowledge, new understanding, or new in-
sight.

3. Nudge toward action or agreement. In other words, persuade or in-
fluence.

4. Give inspiration.

A strong communication doesn't perform these four functions one
a atime. Each function is interwoven throughout the body of the talk.
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If you try to progress from scintillating to informing to persuading to in-
spiring, you'll leave your audience behind. They'll listen so long as
you're being entertaining, but when you switch from a humorous to a
serious vein, they'll tune you out.

If you're going to use humor (and it's an effective form of entertain-
ment), sprinkle it throughout your communication. An effective tech-
nique is to make a point, then wrap it up with a humorous illustration.
The illustration adds to the impact of the point and makes it memorable.

The three-point body is the simplest form of organization. Decide
how you want to present your most compelling point and use the two
other points to set it up or explain it. In one type of organization, point
1 might be your most compelling point. Point 2 could explain it, and
point 3 would persuade the audience to take action on it.

Suppose you've had agood quarter and you're announcing the results
to your employees. You might organize your communication this way:

1. Performance-related bonuses are 20 percent higher this month.
(Your most compelling point).

2. This is because of the success of our continuous quality-improve-
ment process, which resulted in a reduction in defects from twenty-
five per thousand units to nine per thousand. This meant lower pro-
duction costs and a healthy rise in net earnings. (Supporting point).

3. If the employees can bring defects down to the level of four per one
thousand, they can look forward to even larger bonuses next quar-
ter. (Persuading to act).

Suppose you're introducing your newest product line to a group of
retail dealers. Your organization might be something like this:

1. Most young people who are just starting households are well edu-
cated, with sophisticated tastes in homefurnishings. (Setting up.)

2. However, few of them have the income to buy costly originals, and
many of them are looking for furnishings that will be able to survive
their child-rearing years. (Explaining.)

3. Our new line of furniture has the look of authentic originals, yet it
is made of inexpensive materials designed to resist stains, scratch-
es, and tears. (Unique selling proposition.)
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Experiment with different arrangements. But always aim to present
your most compelling point in its most convincing setting.

THE CONCLUSION

A conclusion does more than ring down the curtain on your message. It
is your final opportunity to make your message accomplish what you set
out for it to accomplish.

A good conclusion can accomplish these things.

¢ A conclusion can reinforce what you have said. One good way to
do this is to summarize the main points briefly. Distill the essence
of your message into three or four short, memorable sentences so
that the audience leaves with your ideas ringing in its ears.

¢« A conclusion can invite people to act. Salespeople know that
their presentation isn't complete until they've asked for the order.
Your message isn't complete until you've told the people in your
audience clearly, precisely, and persuasively what you want them
to do.

¢ A conclusion can inspire your audience. You might do this with a
challenging question, a glowing promise, or a strong statement of
your most compelling point.

One caveat: Be sure that you're inspiring them to do what you
want them to do.

A group of hunters who wanted to hunt doves on a farmer's
property sent Charlie to the door to ask the owner's permission. The
farmer agreed, but asked afavor in return: "I have a sick mule down
inthe pasture, and | need to put him out of hismisery. But | just don't
have the heart to do it. Would you mind taking care of that sad chore
for me?"

Charlie agreed, but when he saw the sad old mule standing by
the farmer's faithful milk cow, he, too, lacked the heart to dispatch
the animal. So hetold his fellow hunters: "That farmer was so rude,
| can't believe it. He called us every name in the book and told us to
get off his property pronto or he'd shoot the tires off the van. | think
we need to teach this guy alesson. Judy, you've got your gun loaded.
Why don't you shoot his mule?"
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Judy took careful aim, and quickly and mercifully dispatched
the ailing animal.

By this time, Hank had taken his gun out of the van and
loaded it.

"1'm fighting mad too," he fumed as he took careful aim and
squeezed the trigger. "I think I'll kill his cow!"

Charlie's message had inspired his listeners to act—but in away
that he hadn't bargained for.

¢ A conclusion can set the stage for future communications. Some-

times your entire purpose can't be accomplished with one commu-
nication. So your conclusion can prepare your audience for what's
tocome:"... Soasyou can see, our proposed new facility will have
minimal impact on the air quality for the region. We are confident
that the same will be true of water quality, and we will submit the
appropriate data as soon as our environmental analysis iscomplete.”

YOUR HOUSE OF COMMUNICATION

Like ahouse under construction, a communication does not emerge ful-
ly formed. A house starts with a foundation. The framework is erected
on this foundation. Then follow the walls, roof, and floor. Partitions are
erected. Finally come the finishing touches: paint, plaster, wallpaper,
carpeting, and fixtures.

A communication in any form must start with afoundation. It is built
upon acentral purpose.

The framework consists of an outline—the main points listed in the
order that they will be presented.

Theoutline is partitioned into an introduction, body, and conclusion.
Into this shell, you move your information, ideas, arguments, and ex-
planations.

The introduction is the entrance to your house. It should be inviting
and functional. It should lead smoothly and conveniently to the other ar-
eas of the building, with a theme that is echoed throughout.

The main body is your living space. You'll take your audience
through your living room and den for entertainment. Y ou'll present food
for thought in your dining room and kitchen. Y ou'll go into the library for
information. The information, ideas, arguments, and explanations form
the furnishings. Y our anecdotes, images, and illustrations form the decor.

The conclusion takes your guests out of the building and into the
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garden of inspiration and contemplation, where they can reflect upon the
things they encountered within and apply them in their own lives.
Let's suppose that you're in charge of drumming up attendance for
the annual convention of your trade association. You want to send a let-
ter that will motivate people to attend. Here's how you might outline it:

I. Introduction
A. Give the date and site of the convention.
B. Cite the advantages of the timing.
C. Paint an attractive picture of the setting.
Il. Main Body
A. Give details of the program.
B. Show the advantages to the attendee.
C. Give details of hotel rates and registration fees.
I11. Conclusion
A. Suggest that the convention be combined with vacation plans.
B. End with ahearty invitation to attend.

Following the outline, you might compose the following letter:

Dear [Name of Member]:

Come join us in New Orleans April 15-18 for the annual
convention of the National Plant Nursery Association. At this
time of year, the historic old city puts on its spring finery and
reveals what addightful place it can be. The charming Bourbon
Orleans Hotel is an ideal base from which to explore the excit-
ing French Quarter and to sample the food and entertainment in
this city that blends the cultures of America, Europe, and Africa

Our featured speaker will be Dr. Rose laFleur, professor of
botany at Tulane University, who will show blooms from the
three new varieties of roses she has developed and will tell how
you can make them a money-making part of your inventory for
next spring.

Dr. I. B. Macintosh, professor of computer science at
Louisiana Tech, will demonstrate how computers can help you
build more profitability into your business at minimum capital
expense. A panel of your fellow members will share with you
some of the ways they have used computers to enhance profits.
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J. P. Hedgerow, president of Hedgerow and Boxwood Nurs-
eries of Richmond, Virginia, will describe ways of expanding
your business by developing and nurturing new market areas. A
complete program is enclosed.

There'll be opportunities for golf and tennis, of course, at
the city's splendid recreational facilities, and a chance to par-
take of the food, entertainment, and excitement of the famed
French Quarter.

We still have rooms available for $90 a night per couple,
and registration is only $250 per member and $125 for spouse
or companion.

What an excellent opportunity to combine a business trip
with apleasure excursion! | know you'll want to attend. If you'll
return the enclosed registration form by March 15, we'll hold a
place for you. See you there!

Daisy Larkspur
Convention Chairman

The introduction opens with the most compelling point: the time and
place of the national convention. It paints an inviting scene and beckons
the reader into the body of the letter for more information.

The body provides the pertinent information: alist of the topics and
speakers with suggestions on how they can help the business owner, and
a summary of hotel rates and registration fees.

The conclusion suggests that the member combine the business trip
with vacation plans and asks that the registration form be returned. The
writer tells the recipient what she wants done and when she wants it
done.

A message, of course, can't accomplish its purpose until it has been
presented to the receiver. The next chapter will help you focus your pre-
sentation.

FOCUSING YOUR
PRESENTATION

ce you have focused on your audience and have focused your

essage, it's necessary to turn your attention toward your presen-
tation. Your presentation is the means by which you deliver your mes-
sage to your audience. Focusing it requires that you choose the right
medium, use it to best advantage, and aim for the right response.

Let's say that you're a musician and you were called upon to pro-
vide some diversion for a group of business executives after a demand-
ing round of conferences.

You chose to play Debussy's Afternoon of a Faun, and it bombed.

There was nothing wrong with the message. It was the same great
composition that has thrilled audiences for a century or more. There was
nothing wrong with the audience—a group of cultured business execu-
tives gathered in the lounge of a top-flight hotel. But the presentation
wasn't focused. It used the wrong medium to poor advantage. It also
amed for the wrong response.

The medium was a tenor banjo—the wrong strings for Debussy. If
you had been presenting a medley of tunes from Showboat, you would
have been using the medium to good advantage. But for Debussy, a con-
cert piano would have been more appropriate.

Even had you given an accomplished piano performance, your com-
munication still would have falen short. After a grueling round of con-
ferences, these executives were interested in some lively stimulation,
and this was the night for game 6 of the World Series. The executives
were gathered around a large-screen set watching the baseball action.
They might have enjoyed a round or two of "Take Me Out to the Ball
Game," and some appropriate fanfare during exciting moments of play.
But nobody wants to listen to Debussy when there are two outs, the ty-
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ing run is on second, and the count is three and two. Debussy induces
reverie. The response you were after was excitement.

Whatever message you're trying to deliver, no matter how skillful-
ly you deliver it and no matter how appropriate the audience, if the pre-
sentation isn't properly focused, it will flop.

A Wide Selection of Media

The plethora of media available today makes it technically easy to reach
an audience two feet or two continents away. You can send a note via
computer network to your secretary in the reception areaor you can send
afax to your company's geologist in the rain forests of Indonesia.

But that doesn't mean that your message will be heard or heeded.
The globe is saturated with messages, and each of us has to decide which
one we'll pay attention to for the moment. A television ad aimed at busi-
ness executives is likely to receive little attention if it's aired during the
mid-morning hours. An advertisement for a Rolls Royce, no matter how
skillfully crafted, is not likely to generate showroom traffic if it's pub-
lished in Boy's Life.

WHICH MEDIUM IS BEST?

Message-senders must decide which media are the most effective av-
enues to their audiences under the given circumstances. A good presen-
tation by itself doesn't assure success. It succeeds only when it gets the
desired response from the targeted audience.

How do you determine which medium to use?

Here are some suggestions.

¢ Choose a medium that fits the image you want to project. The medi-
um should reflect your personality or the corporate image. You don't
present your annual report in a comic-book format. You don't ad-
vertise your designer originals in Mad magazine. Take the time to
browse through some magazines. Note which companies advertise
in which magazines, and how the messages vary from publication
to publication.

¢ Choose a medium that fits the audience you want to reach. To make
that choice, you need to know what kind of people are in your au-
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dience. You need to know what they read, what television programs
they watch, what radio stations they listen to, their tastes in music
and clothes, their reaction to visual messages, their accessibility to
the telephone, and the types of mail they get.

Telemarketing, for instance, might work fine if your audience is

working coupleswho can be reached and sold to at home. But if your
audience consists of business executives who must be reached and
sold to at their offices, telemarketing might be disastrous.
Choose a medium that fits your purpose in sending the message. If
you're soliciting small donations from a mass audience, a form let-
ter may be effective. But if you're looking for big-ticket contribu-
tors, willing to contribute $10,000 or more, steer clear of the form
letter. Personal visits are a must.

A number of factors should govern your choice of a medium.
Cost is important. The results must be worth the expenditure. Sim-
plicity is another. If the medium depends upon extensive use of
graphics and you lack the expertise or the resources to prepare the
graphics, it's not the medium for you. Y our plans for follow-up will
aso affect your choice. But the most important consideration is
whether the medium fits your purpose.

Choose a medium that fitsyour message. |If you're trying to explain
to your employees why wage increases are going to be cut back or
to your stockholders why you're skipping the quarterly dividend,
don't send your message in a dlick, four-color brochure. You can't
plead austerity while traveling first-class. Ask yourself: How com-
plex is the message? What is its tone and nature? What will the
medium say about the message?

Choose a medium that fits the occasion. Once a newspaper editor
carefully planned his editorial page for Christmas day so that it
would be inspirational to those of the Christian and Jewish faiths.
He wrote an editoria that called attention to the traditions of
Hanukkah as well as those of Christmas, and pointed out the signif-
icance of the events celebrated by each festival. He chose Biblical
passages respected by both faiths. What he didn't do was choose the
editorial cartoon for the facing page. The cartoon was chosen by an-
other editor. It featured a caricature of Menachem Begin, then prime
minister of Israel, flying over conquered Arab territories with a
scroll in his hands and shouting "Torah, Torah, Torah." The presen-
tation was a clever criticism of Israel's actions in annexing the Golan
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Heights from Syria. It aluded to the famous war cry of the Japan-
ese pilots attacking Pearl Harbor: "Tora, Tora, Tora."

But the cartoon was preeminently the wrong medium for the
wrong occasion. Jewish readers interpreted it as an affront to their
sacred writings, delivered at a particularly inappropriate time of the
year.

Presentations can be poorly targeted in less emotional ways.
Many meeting planners lose sight of circumstances and attitudes
when they arrange their programs. In the early morning, after anight
of partying, it's no time to hit an audience with a complex audiovi-
sual presentation. In the late evening, after a heavy mea complete
with dessert, it's no time to schedule a deep lecture on economics.

The right medium for any presentation is the medium that will
convey most effectively the message at the time it isto be sent to the
audience. The mood of the audience, the tempo of the presentation,
the nature of the occasion, and the audience's attention level at the
time of the presentation are all major considerations in choosing the
right medium.

¢ Choose a medium that has the capacity to convey the message you
wish to present. This is a factor too often overlooked in the busi-
ness world. An executive applies for a $125,000 a year position and
sends off a one-page photocopied resume. The medium is inade-
quate. The resume for such aposition must showcase the applicant's
capabilities, and it must reflect quality and class.

We often overestimate the power of written communication, how-
ever. A client once noted that his semiskilled workers were leaving his
company for other companies that paid only marginally better wages
and offered far less in employee benefits. When benefits were factored
in, they were earning less in their new jobs than they earned in the old
ones.

"Do they know that?" asked one of my associates, who was con-
sulting with the company.

"Sure," replied the executive. "We give them abooklet that explains
it al as soon as they're hired."

The consultant checked into it and found that few employees actu-
aly read the booklet, and few who read it could understand it. The book-
let was inadequate for the task.
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Each medium has its strengths and weaknesses. Use its strengths
and bypass its weaknesses. |f your message relies heavily on visua im-
pact, don't try to convey it by radio. Words can never describe ade-
quately what the eye can perceive with ease. Television is your preem-
inent visual medium. But television is stingy with its time. It has
thousands of messages to deliver each day, with only twenty-four hours
inthe day and only four hours of primetime. If your message istoo com-
plex to fit into a thirty-second spot or even into a ten-minute segment of
atak show, you may want to consider one of the print media. Remem-
ber, too, that television aims for the broad audience. If you want to reach
a small audience with specific interests, a specialty publication may be
your medium.

Radio stations do aim for specific audiences. Some target their pro-
gramming toward youthful audiences, some toward the Baby Boomer
generation. Different stations may aim toward audiences at different ed-
ucational and income levels. In some areas, you'll find stations that tar-
get different ethnic and linguistic groups. But complex messages rarely
play well on radio. The average listener's attention span is relatively
short.

Genera circulation newspapers offer many vehicles for your mes-
sage. You may submit a news release, pay for an advertisement, write a
letter to the editor, or submit a column for the editorial or commentary
pages. Newspapers aso can display photographs and drawings—often
in color—though, of course, they can't match the visual impact of tele-
vision. Most subscribers to general circulation newspapers are over thir-
ty years of age, and though different sections appeal to different groups,
newspapers can't provide the pinpoint targeting of specialty publica-
tions. In considering a newspaper as a medium, take into consideration
the newspaper's circulation: How many households does it reach?
Where are these households?

Public speaking can be a powerful medium if properly used. Let's
say that you're a developer who wants to build town houses adjacent to
a single-family neighborhood. The people in the neighborhood are op-
posed. Your most effective approach may be a public presentation be-
fore a neighborhood audience in which you explain your project, using
visuals, and answer questions from the audience.

Public speaking can also be the doorway to other media. If you're
invited to address a civic club or other group on atimely subject, ask the



184 FOCUSING YOUR COMMUNICATIONS

program chair whether it will be al right to invite the media. If the me-
dia send reporters and cameras, your message may carry well beyond
the walls of the meeting room.

MAKE MAXIMUM USE OF THE MEDIUM

Once you've chosen the medium, look for ways to make maximum use
of it. Each medium has its distinctive characteristics. Learn them and use
them to obtain the desired response.

Six tips will help you target your presentation for the desired re-
sponse.

1. Be sensitive to the way your audience will experience the presenta-
tion. Put yourself in the shoes of the person who is receiving your
message. How would you respond if the message came to you?

Each day my desk isthe target of ablizzard of paperwork. Some
of it is important, some of it is trivial, and some of it is worthless.
Separating the important stuff from the trivial stuff is time-consum-
ing. Many executives experience the same problem. This means that
you should try to handle as many details as possible in person or by
telephone. A telephone call can save time and eye strain, and it's eas-
ier on the landfill.

If I do have to communicate important matters on paper, | don't
want my communication to get lost in the blizzard that descends on
the recipient's desk. So | send it by a commercial air express ser-
vice. It costs more than regular mail, but offers some significant ad-
vantages. | know that the package will be handed to the client per-
sonally. The client will open it and find an attractive presentation
and a reguest for immediate response. My communication will get
priority over the other written materials that arrive by regular mail.
By being sensitive to the way my clients experience my presenta-
tion, | can tailor it for maximum impact. It works.

2. Don't overload your presentation. Sometimes we expect a presen-
tation to accomplish too many things at once. You can't use a van
simultaneously as a pickup truck, a mini-bus, and a camper. You
have to choose the function you want it to serve.

Correspondingly, you can't use a brochure simultaneously to
promote, explain, remind, build prestige, and provide a source of ex-
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haustive information. A brochure can handle any one of these func-
tions, but not al of them at once. Concentrate on a few compatible
functions for your presentation.

Make your presentation attractive. People judge you by the quali-
ty of your presentation.

Go before an audience of business executives in old, wrinkled,
misfitting clothes with your hair disheveled and your face showing
a lack of acquaintance with a razor (if you're a man) or a makeup
brush (if you're a woman). See how many people listen.

Send out a brochure with small, hard-to-read type jammed tight-
ly onto pages of cheap paper. See how many people read it.

Market yourself using a videotape with faded, shaky, fuzzy im-
ages in a dull, nondescript office. See what kind of results you get.

A poor presentation is worse than no presentation at all. Going

first-class costs some bucks, but it pays dividends. If you're prepar-
ing a brochure or other written communication, invest in commer-
cia art, color printing, and enough paper to permit an attractive lay-
out. If you can't afford the extra paper, cut back on the length of your
copy, not on the quality of your presentation.
Develop a strong sense of timing. Before the days of round-the-
clock television coverage, a major morning newspaper decided that
its subscribers in the hinterlands would read the results of the
national election in the next morning's edition, come hell or high
water.

The presses were put on hold and a story was prepared so that
al that was needed to make it complete was one paragraph: the
opening paragraph telling who won.

The news came in, the story was completed, and the presses
rolled.

So did the train that carried the newspapers to the hinterlands.
But it rolled minutes before the circulation truck arrived with its car-
go of newspapers. Not only did the subscribers in the hinterlands
miss the story about the election results; they also missed every oth-
er story carried in the paper that day.

Timing was the crucial factor.

Timing is a mgjor factor in business communications as well.
Direct-mail merchandisers have learned that the response to a mail-
ing is heavily dependent on timing. If you're selling Christmas
cards, you don't send out your catalog on December 10. If you're
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selling weekends at Niagara Falls, you don't time your promotion
for December. Holidays, seasons, and even the days of the week on
which your presentations arrive can have a profound effect on the
response. So can the length of a presentation. If it takes too long to
read a presentation, the recipient is likely to toss it before your mes-
sage gets across.

5. Cultivate a sense of pacing to sustain interest. Most people's at-
tention span is on the order of two or three minutes. Whether they 're
reading or listening, they'll switch mental channels unless there's a
change of pace.

Notice the programming pattern on your favorite radio station.
The average song will last about three minutes, unless you're lis-
tening to aclassical work. The music companies know that's about
the limit of the average listener's attention span. The tempo will
change from one recording to another. A vocal selection will be fol-
lowed by an instrumental; apulsating rock beat by amellow "oldie";
alively polonaise by a soothing sonata.

Professional speakers pace their points, using pauses, stories,
and audience exercises to sustain attention. And they know just
when to conclude.

Pick up anovel and thumb through the pages. Which ones look
more inviting? Probably the ones with lots of dialogue, because di-
aogue breaks up the paragraphs. Long paragraphs lend a solid, un-
broken appearance to the page. Short paragraphs promise a constant
change of pace. That's why newspaper writing is characterized by
short paragraphs. Good writers use dialogue, similes, metaphors,
analogies, subheadings, and other devices to provide a constant va-
riety of pace.

6. Stage every presentation to create the mood you want. Remember
television's "Jackie Gleason Show"? It opened each week with an
elaborate and colorful dance number by the June Taylor dancers.
The dance and the music set the stage for the grand entrance of the
flamboyant comedian.

On Broadway, the splashy opening number was a standard fea-
ture of musical productions until Richard Rodgers and Oscar Ham-
merstein 11 broke the mold. They had a lone cowboy ride slowly
across the stage, with its quiet, pastoral backdrop. Out of the hush
that filled the theater, the opening number rose like the voice of a
lark breaking the morning silence, and the audience heard for the
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first time the haunting Hammerstein lyric perfectly attuned to the
Rodgers music: There's a bright golden haze on the meadow.

Oh what a beautiful morning it was! Oklahoma! took off like a
frisky colt, and musical history was made. The opening number set
the perfect mood for the production that followed.

Staging gets the audience ready for your presentation. One of
the most effective examples in my experience was General Elec-
tric's national sales convention in Honolulu's Sheraton Waikiki Re-
sort Hotel. GE invited me to speak to the group.

The staging began well in advance of my presentation. These
were GE's top salespeople—the folks who put the power into the
bottom line. Nothing was too good for them. Each time they went
to their rooms, they would find atreat of some kind—some exotic
food or interesting wine.

Months in advance, GE's planners had hired a musical group,
which delivered announcements in songs it had composed. Every-
thing was designed to set a positive, upbeat mood. When | stepped
onto that stage to speak, the audience had been well prepared to hear
what | had to say.

This generation has grown up with professionally staged pre-
sentations. It expects to be approached with flair and excitement. If
you don't provide it, your audience will sense that something is
lacking.

Thisistrue al over the world. Graeme Clegg owns acompany based
in Auckland, New Zealand, which sells products through direct distrib-
utors in more than a dozen countries in Asia, Australia, and the Pacific
Rim. Each of the meetings Clegg holds for his distributors is a major
production, with music and dance numbers as part of the presentation.
Even the decor is designed to capture the audience's attention.

The art of presentation has become more sophisticated at the dawn
of the twenty-first century. Newspapers and magazines once used
screaming headlines to draw people into their presentations. Now they
use creative layouts, graphic art, and plenty of color.

Television uses colorful backdrops, technical legerdemain, and
mood-setting music to launch its presentations. Radio heralds its an-
nouncements with musical lead-ins. Direct-mail houses use sweep-
stakes, and stores use displays, lighting, and other attention-getting de-
vices to bring people in. Shopping malls compete to see which can
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provide the most exciting setting for shoppers to make their purchasing
decisions. No matter what type of presentation you're making, set the
stage with imagination and flair.

The time and resources spent on the message and the presentation
would be wasted, of course, without a concrete purposein mind. The ob-
ject of your message is to obtain results. In the next chapter, we show
how to focus on the results you want to achieve.

1/

FOCUSING YOUR
RESULTS

The object of a communication is to make things happen. If nothing
happens, the communication hasfailed. Often, we become so involved
inmaking a superb speech, creating aliterary gem, or producing a smash-
ing layout that we forget to ask ourselves: What results are we seeking?

We become like the surgeon who brilliantly made an incision, ex-
cised the tumor without damaging surrounding organs, and closed the
wound cleanly and expertly, only to find a dead patient on the table. It
was small consolation for the family that "the operation was a success,
but the patient died."

The history of commerce is replete with comparable stories.

The Model A Fizzled

The Model A Ford is regarded today as one of the most memorable au-
tomobiles ever built. Like its sturdy predecessor, the Model T, it was
tough and reliable. Unlike the homely "T," it had style and flair. It was
agood performer for its day, and even after World War 11 it was still com-
monly used as a family car. It was a good car and a good-looking car.
But it was not a successful car.

The Model A could not regain for Ford the sales lead that had been
snatched from it by upstart Chevrolet. The Model A lasted only four
model years before it was replaced by the famous Ford V-8.

The Steamship That Sailed Too Late

The SS United Sates was abeautiful ship—fast, luxurious, and well-de-
signed. It brought to the United States the world speed record for transat-
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lantic steamship crossings, beating earlier records set by Cunard Lines'
Queen Mary and Queen Elizabeth. But it was launched at the dawn of
the jet age, and soon the jumbo jets rendered it obsolete.

The Nuclear Ship That Sailed Too Soon

The NS Savannah was another beautiful ship, and a technological
marvel in the bargain. It was the world's first nuclear-powered mer-
chant ship. Designwise, it was eminently successful. But disputes with
maritime unions over the manning of the vessel led to its early retire-
ment.

An Innovative Flop

The Chevrolet Corvair was an innovative automobile, with a rear-
mounted, air-cooled aluminum engine. It was comfortable, good-look-
ing, and reasonably priced. But it could not compete for sales with the
more conventional Ford Falcon, and Chevrolet eventually had tojunk it
in favor of the Chevy |1, which evolved into the Nova.

In each of these examples, the operation was a success, but the pa-
tient died.

Why?

Results Are What Counts

The efforts, though brilliantly executed, failed to produce the desired re-
sults.

We may spend alot of time and talent crafting a superb message and
delivering it in a compelling manner to an audience eager to receive it.
But if we have given no thought to the results we're seeking, the audi-
ence won't respond in the way we want and the message will fail. Re-
sults don't happen. They have to be programmed.

When an audience fails to respond to a message in the desired way,
it's usually because they never knew what response was desired. And
usually, the reason the desired response is unclear to the audience is that
it's unclear to the communicator too.
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So before you make your presentation, ask yourself: "What if the
audience did exactly what | want it to do? What would that be, and how
would | know it?"

TWO KINDS OF SUCCESS

Before you answer these questions, think about the kinds of success
you're seeking. There are two kinds as far as communication is con-
cerned. There is short-range success and there's long-range success.
When the audience lets you know that it enjoyed the presentation
and understood the points you were making, you've achieved short-
range success. When the communi cation moves the audience to take the
action you wanted it to take, you've achieved long-range success.

The Understanding Didn't Go Far Enough

Let me give you an example.

The investors in a franchise operation wanted to sell franchisesin a
certain part of the country. They knew the proposition was complex, so
they invited prospects to regional meetings and carefully outlined the
details. They used visua aids and handouts and held question-and-an-
SWwer sessions.

The short-term results were excellent. After the first round of pre-
sentations, 80 percent of the people who attended said they would buy
franchises. All who attended were given two weeks to respond.

At the end of the period, none of the prospects was on board. When
the investors looked into the reasons, they learned why. The prospects
who attended the meeting understood the proposal. But they were un-
able to explain it adequately to their spouses, lawyers, and accountants.
So in the long term, the investors' communication had failed.

The investors tried again. This time they asked prospects to bring
their spouses and at least one adviser. By explaining the proposition to
each person involved in the decision making, they achieved long-term
SuCCess.

When the prospect says "yes" to the job offer, you have achieved
short-term success. When the spouse is also sold on thejob, the compa-
ny, and the location, then you are far more likely to achieve long-term
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success because you've increased the likelihood of a satisfactory, last-
ing relationship.

TWO KINDS OF FEEDBACK

To achieve both kinds of success, you need two kinds of feedback: pre-
sentation feedback and message feedback.

Presentation feedback tells you whether your audience heard and
understood what you said. Message feedback tells you whether the au-
dience responded the way you wanted it to respond.

The amount and type of feedback you seek depend upon your goals
for making a presentation.

Let's say that you're launching an advertising campaign for your
new line of personal computers. Since you're aiming for the household
market, you've decided to use newspaper advertisements. What kind of
feedback might you seek?

You might want to know which newspapers draw the best respons-
es. You might want to know which wording is most effective, what day
of the week is best to advertise, how frequently your ads should run,
and what size ad is most cost-effective. All this is presentation feed-
back.

Advertising agencies have complex systems for obtaining this in-
formation. You can get it by including in the ads coupons with coded
symbols that tell you which newspapers they were clipped from and the
day of the week the ad was published. Or you can have responses di-
rected to a post office box with code lettersin the number to let you know
which ad was being answered. Use your imagination to come up with
other ways of obtaining feedback.

Now let's suppose that you've just inaugurated a continuous quali-
ty-improvement process, and you've just explained it to your employ-
ees, perhaps through an article in your company publication, through a
letter to employees, or through a speech.

Now you 're not so much concerned about how well the presentation
went over as you are with the level of understanding among your em-
ployees. How do you gauge it?

A simple questionnaire might do thejob. If the questionnaire shows
that the program is well understood, you need only follow through with
your implementation plans. If it shows that the employees are confused
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about certain aspects of the plan, you can devise additional communi-
cations addressing those specific areas.

Expect Surprises

When you seek feedback, expect surprises. It's been said that the
Chevrolet Nova experienced sales resistance among Spanish-speaking
people, not because the product lacked the qualities they were looking
for, but because the expression "No va" in Spanish means "No go."

Don't look for the feedback that strokes your ego. And don't look
for the kind that reinforces your biases. If feedback is going to help you,
it has to come with the bark off. If the feedback is unfavorable, don't
dismiss it as ignorant or unfair. Look for ways to change your presenta-
tion so that it yields positive feedback.

Recognizing the Desired Response

How will you know when the audience gives the response you desire?

The time to ask that question is before you go into your presenta-
tion. I've found it useful, early in the preparation stage, to write out a
succinct statement specifying the response | desire, then planning the
feedback that will tell me whether 1've gained that response.

In some cases, you may find that the presentation you've planned
just doesn't have the power to give you the desired response. If that's
the case, you can do one of two things: You can plan another presenta-
tion that has the power you need. Or you can lower your expectations.

In other cases, you may spot some weak places in your presentation,
and you can adjust to take care of the weaknesses.

Strategies for Obtaining Feedback
Here are some time-tested strategies for obtaining feedback.

«  Test your presentation and message, not the audience. If the mes-
sage isn't getting through, it's rarely the fault of the audience. Sure,
some audiences are more savvy than others, and some are friendlier
than others. But part of your challenge as a communicator isto know
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the audience you're facing and to design your presentation to appeal

to that audience.

If your feedback tells you that you didn't connect, find out why

and look for ways to make the connection the next time.

«  Testyour effectiveness, not your abilities. Don't ask your audience,
"Did you enjoy the presentation?' Few people are going to look you
in the eye and say, "You really bombed." Most people will tell you
that you did fine. Some will heap glowing praise on you. That may
be great for your ego, but it won't help you improve your presenta-
tion.

A local television talk show host once opened a new series of
shows and found that he was getting a new kind of feedback.

"When | was doing another show, people would come up to me
and tell methey'd seen the show and enjoyed it," he said. "Now they
stop me on the street to give me their opinions about the subjects
we're discussing.”

You can obtain this kind of feedback by asking specific ques-
tions about what you had to say. When people pay you compliments,
draw them out with questions to determine whether they understand
what you've said.

Ask your audience for feedback. If you're giving a speech, make it
clear that you're not evaluating the audience, but that you're inter-
ested in its opinions.

"1've been telling you what | think; now 1'd like to hear what
you think about this subject," is a good way to introduce your re-
quest for feedback. On radio or television, you can ask your view-
ers or listeners to respond by telephone or letter. If you're running
an ad in aprint medium, abrief invitation to respond or a brief ques-
tionnaire that can be clipped and mailed can elicit feedback.
Coupons accompanying an ad can tell you how many customers are
responding to a specific message.

Devise a way of evaluating the feedback you get. Direct mailers
know from experience how many responses they should receive
from their mailers. When there's a money-back guarantee, they set
an acceptable quota for returned merchandise. When they get more
responses and fewer returns than they expect, they know they've
been successful. If the responses are too low and the returns too
high, they know to make adjustments.

Tailor your feedback and evaluations to your ultimate goals. Let's
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say you have a product that is popular with the Baby Boomers, and
you want to extend its appeal to the younger generation. So you de-
velop an advertising campaign aimed at the younger generation.
Your feedback from the younger consumers is favorable. They're
turning on to your product. But remember your ultimate goal. It is-
n't to sell your product to young consumers. It's to broaden its ap-
peal to dl age groups. So while you're congratulating yourself on
your success with younger consumers, you might want to see how
your advertising message is affecting your older customers. If it's
turning them off, then some adjustments need to be made.

Feedback Is Useless Unless Used

Feedback is useless unless it's used, and there are a number of ways to
use it.

If your feedback indicates that your presentation was a resounding
success, there's atendency to sit back and bask in the accolades. But re-
member that a successful presentation is not an end in itself. You're
looking for long-term results. Your presentation may have resulted in
brilliant solutions to long-term problems, but devising solutions isn't
enough. You have to implement them. What long-range response were
you seeking?

Use Failures to Build Success

If feedback is negative, don't go away depressed. Use your failures to
build toward future successes. Analyze what went wrong, and look for
ways to prevent it from happening again.

Remember how Demosthenes bombed when he first went before the
Assembly in Athens? Instead of letting the hoots discourage him from
ever taking the platform again, he analyzed his weaknesses and then cor-
rected them. When he returned, he gave a stellar performance.

You can use negative feedback just as effectively. Did your audience
go to sleep? Look for ways to enliven the subject or to stimulate the au-
dience the next time around. Did your jokes bomb? It may be that you
were poking fun at somebody's sacred cow. Find out. Ask people you
can trust to give you friendly but candid criticism, and listen to them. Ask
them specific questions about your presentation and their reaction to it.
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You may think a certain line or turn of phrase is the grestest piece of
work shceM a* Antony'seulogy of Caesar. But thelineisonly as good
as your audience's perception of it. If the audience didn't respond to the
line you may have been using it on the wrong audience. Or it just may
tasbad line. If it doesn't work, tossit out and find something that does

Negative criticiam is like asander: It cuts avay a the surface, but it
polishes. Use negative feedback to polish your presentetion. It can be
your key to congtant improvemert.

Use What Works Best for You

Good communicators use their experiences to learn what works best for
them. The Hf-effading Syle of Wendy's founder Dave Thomas wouldn't
work for hard-chargmg GE executive Jack Wech. Actor Eddie Mur-
phy s racy greet-flavored humor wouldn't work for the suave Johnny
Carson. My gyle might not work for you. The important thing isto de-
velop your own style and learn what works best for you. | lisen and an-
ayze my feedback s0 that | can fine-tune every presentation for maxi-
mum effectiveness.

When I'm asked for my card, | usudly ask, "Was there something
n particular thet interested you?" If theanswer is"Yes" | find out what
itwas Theni sy, | r, often hard to reach by telephone. Give me your
businesscard and I'll seethat you get theinformation you want." Onthe
STp\h rC nOte What thep6rSOn Wasinterestedin_ Then | make
auretheinformation is provided. Later | cdl to see whether the individ-
ud wes stidfied. This persona atention often opens doors for future

opportunities It's easier to get through to busy people when you're giv-
ng them information they've requested than it IS to reopen a

tney vecdosed.

Asyou learn to focus your communication efforts, you'll find your-
™ O r o] ’ m E4 Ctiveness as aleader ofP eand an II'Tﬂ Of
dergtind 7 H A xkx nom A YoUr ua A will *%S un

dasand it and act on it.

PART FOUR

PLATFORM POWER
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PREPARING FOR YOUR
SPEECH

ith al the technological wonders of the twenty-first century, busi-
W ness executives will still find one of their most effective commu-
nications mediato be the one employed with such skill by Demosthenes
2,300 years ago: the art of public speaking.

For reaching a widely dispersed audience quickly and economical-
ly, telecommunications will be indispensable. But telecommunications
media cannot present the message in the flesh. They can't put commu-
nicator and audience in a shared ambience. Only the live public speech
can do that, and nothing can stir the emotions like a live speech, elo-
quently crafted and superbly delivered.

Occasions for Public Speaking

A public speech can be used to communicate a corporate vision to em-
ployees. It can be used to guide employee motivation in the direction an
executive wants it to go. It can be used to create favorable images of the
company and the executive in the community. It can be used to persuade
public bodies to take action in harmony with the company's best inter-
ests. A public speech can exhort, entertain, explain, or persuade. While
it reaches only a limited immediate audience, its secondary audiences
can be immense. People go back to their homes and offices and tell oth-
ers what they've heard. The media may listen and publish excerpts from
the speech and the gist of what was said. Television and radio stations
may extract sound bites.

So the art of public speaking iswell worth cultivating, and the prepa-
ration for a public speech deserves careful attention.

199
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Three Types of Speech

The type of preparation you undertake will depend upon the type of
speech you give. There are three basic types of public speech:

1. Impromptu
2. Written text
3. Extemporaneous

IMPROMPTU SPEECHES

The impromptu speech usually is the most intimidating for the speaker,
though it need not be. This is the speech you have to give on the spur of
the moment, without benefit of notes or outline.

It may happen when you're recognized from the platform at a pub-
lic function and you're called upon to give "afew appropriate remarks."

It may happen at a board meeting when you're unexpectedly called
upon to explain a project you're in charge of or a proposal you've made.

Or it may happen when you're the program chair for a service club
meeting and the scheduled speaker fails to show up.

Stay Calm

Two words are important to keep in mind under such circumstances:
Don't panic.

If you're frequently called upon to spesk in behalf of your compa-
ny, it pays to keep a"generic speech" on hand. This speech might con-
tain your core message—the essence of what you want people to know
about your organization. It should contain information that you're fa
miliar with and don't have to look up. If you can't keep a copy of this
speech in your briefcase, at least be familiar with its general outline, so
that when you are called upon unexpectedly you can quickly organize
your thoughts.

When the call comes, take a moment to think. Make a quick mental
outline of the points you want to make. Don't worry about the words
you'll use. Just organize the ideas. The words will come to you, just as
they do when you're engaged in ordinary conversation.
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WRITTEN TEXTS

A young minister once asked his outspoken grandmother for a critique
of his first sermon.

"I saw only three things wrong with it," she said, to her grandson's
relief.

"What three things were wrong?" he asked.

Her answer dispelled his relief.

"First, you read it. Second, you didn't read it well. Third, it wasn't
worth reading.”

If you can help it, don't read from atext. Unless you're an excellent
reader, and something of an actor, you'll sound tiff and unnatural.

However, there are occasions when it's necessary to read a speech.
When it's critically important that the information be delivered precise-
ly and accurately, reading may be your only choice. If you're dealing
with touchy legal issues, for instance, one stray ad lib could cost you
dearly.

The procedure for developing and organizing a written text is simi-
lar to that for an extemporaneous speech. In an extemporaneous speech,
you organize your ideas. In awritten speech, you go one step farther and
put the ideas into the actual words you'll be speaking.

Asyou write, remember that written language has one style and spo-
ken language another. Write for the spoken language. Express your
thoughts the way you would express them in aconversation, not the way
you would write them in a letter or essay. Remember, too, that the eye
can glide over wordsthat tie up the tongue. Read the text aloud and make
sure there are no tongue-twisters or difficult-to-pronounce combina-
tions.

When delivering the speech, don't read word for word. Let your eye
take in clusters of words, so that your mind is dealing with ideas, not
syllables. This will make it easier for you to express the ideas naturally
and fluently.

A smooth, natural delivery will be easier if you are thoroughly fa
miliar with the text. Don't try to memorize it, but know how it's orga-
nized and know what points you want to stress. You may want to un-
derline the words you wish to emphasize and note the places you want
to pause.

Thorough familiarity with the text will enable you to maintain eye
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contact with the audience without fear of losing your place. If you do
lose your place, don't worry. Calmly scan the page until you cometo the
right line. It will take only amoment, and you won't lose your audience.

EXTEMPORANEOUS SPEECHES

Extemporaneous speeches are usually the most effective. When speak-
ing extemporaneously, you are guided by a carefully prepared outline
without being tied to a specific text. The outline provides you with the
ideas you want to express. You can then form these ideas into words in
anatural, conversational way. This type of speech combines the advan-
tages of spontaneity and good organization.

Since the majority of experienced speakers use the extemporaneous
approach, most of the material that follows deals with preparing an ex-
temporaneous speech. However, most of the suggestions are equally ap-
plicable to the written text.

SHOULD YOU ACCEPT?

A good speech demands careful and creative preparation. The prepara-
tion begins before you decide to accept the invitation to speak. Your de-
cision should be guided by the answers to these questions:

1. Why should | speak to this audience in this place at this time?
2. What should | speak about?
3. How can | make my speech enjoyable, interesting, informative, and
persuasive?
. How should | organize my speech?
. How can | prepare myself to make a good delivery?
How can | keep calm and avoid stage fright during my speech?
. How can | connect with my listeners and keep them involved?
. What barriers to communication might | experience and how can |
deal effectively with them?
9. How can | clarify complex ideas, be convincing on controversial
claims, and inject interest in otherwise dull material?
10. How will | get the response | want from my audience, and how will
| know when | get it?

o N A
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Why You and Why Now

The importance of question 1 should be obvious. If you have nothing to
say that will be useful or interesting to this group, then you shouldn't
speak. If you are scheduled at atime and place and in a context that will
make it difficult if not impossible for you to deliver your message -
fectively, then you should decline the invitation.

Before you accept, learn as much as you can about the organization
that has extended the invitation. Know its background, history, and pur-
pose. If you accept the invitation to speak, will others interpret your ac-
ceptance as an endorsement of its goals? If so, are the goals ones you
can comfortably endorse?

Find out about the interests of the people you're invited to address.
What do they already know about the things you speak on? What can
you tell them that will add to their useful knowledge? How much time
will you have in which to tell them?

Who else is on the program and what are their topics? In what order
will they speak? How will your speech and your message fit into the
overall program? Will you follow a dynamic or a boring speaker? Will
the speech preceding yours be informative or inspirational ?

Identify the Barriers

Identify the barriers you may have to overcome to get your message
across. Will this be a sympathetic, hostile, or neutral audience? Are you
opening the program? Are you closing it? What kind of room arrange-
ments will you find? Will you be the last speaker before lunch or the first
after lunch? Will your audience come to you directly from a cocktail
hour?

All these considerations are important in deciding whether this
speech is likely to advance or retard your purpose. Don't go into a situ-
aion in which you know it will be hard to look good. If the deck seems
stacked against you, pass.

Reasons to Accept

With most invitations, you'll probably find plenty of reasons to accept.
Here are some good reasons for saying yes:
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¢ Yau have some valugble information or indghts you want to give to
the group.
Now isan gppropriaetime, and thisisan appropriate place to share
your idess.

e This audience will accept your leadership, provided you ean it
when you spesk.

¢ You have something important you want this audience to do.

Choosing a Topic

Once you've decided to accept the invitation, your next task isto choose
your topic. Here are some criteria for sdlecting atopic:

e It should be something you know about or can find out abouit.

e It should be a subject the audience knows &t leest alittle about but
wants to know more about.

e It should be timely and gppropriate for the audience.

e It should be narrow enough that it won't be confusing.

e It should be ingrumentd in achieving the response you want.

Gathering Your Materials

After you've chosen your topic, andyze wha you dready know about
it and decide how much additiond information you'll need. Y ou're now
ready to research your speech.

Usethelibrary, periodicals, your own files, and any other gppropri-
ate resources to fill in the gaps in your knowledge of the subject. Then,
to make it truly your own speech, draw upon your personal experiences
to provide vivid illustrations or use your imaginaion to produce origi-
nd dories.

Organizing Your Speech

A lot of complicated formulas have been advanced for organizing
gpeeches and other communications. It doesn't have to be complicated.
It can be a smple matter of choosing the materid you want to use and
following your mind's naturd selection process. Heres how | doit:
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1. 1 gothroughdl my materid and sdlect only those pointsthat arerel-
evant to my audience and my speech.
2. | write out one concise sentence thet clearly tellswhat I'm going to

Y.

3. | reduce my idess to three or four sentences thet clearly present the
ideaexpressed in my topic sentence. | arrange themin the most con-
vincing order. Thisbecomes my outline.

4. | flesh out the outline with explanations, supportive statements, fun-
ny lines and stories, and persuasive points.

5. | sdect a humorous related gory to use as my introduction and a
brief summation of main points to use as my concluson. | end my
gpeech with aclear, convincing challenge for specific action.

6. | let my speech ripen in my mind and heart until 1 understand the
implications of everything | will say, fed it very deeply, and am sure
every point is as clear and convincing as | can make it.

Now I'm ready to ddliver the gpeech in words that are spontaneous,
but that spring from well-organized, deeply fdt thoughts.

When You Use a Speechwriter

Speech writing isacommunication specidty initsdf. Itisaso time-con-
suming. Not al executives have the time or the inclination to devote to
the craft. That's why corporations often have ag&ff of speechwriters, or
delegate the task to members of their public relations departments.

This works fine, so long as the speechwriter knows the executive's
thoughts and speech patterns. If the speechwriter doesn't know you well,
you could find yoursdlf looking a a speech that digtorts your viewpoint
and usss a style of expression that is not naturd for you.

The better the gpeechwriters know you, the better they can express
your idess in your kind of language. If the speechwriters don't report
directly to you, they should report to someone who knows you very well,
and that person should edit the draft very carefully.

Make sure the writing g&ff has a clear understanding of your posi-
tion on theissuesyou plan to address. If you have company literature or
correspondence that dates the offidd podtion, make it available to the
writers. Your writing S&ff should have a library of corporate literature,
induding annud reports, sdesand marketing literature, externd andin-
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terna publications, and a file of executive speeches. When you come
across articles or quotations that you find especially relevant or cogent,
have your secretary clip them or copy them and send them to the writ-
ing staff.

It will help the writers to have samples of your speaking or writing
on hand. This can take the form of audiotapes, videotapes, speech man-
uscripts, and copies of correspondence. Such resources will enable the
writers to familiarize themselves with your speech patterns and your
word choices.

If you have trouble pronouncing certain words or word combina-
tions, the writers should know about it.

Competent writers will provide you with awell-organized and well-
written script. Your task is to personalize it.

Never go to the platform with a speech you haven't read before.
Take the time to read the draft while you are not rushed and are not dis-
tracted.

Read the speech first for content. Has the writer included al the
points you want to make? Is al the information factual? Does it express
the viewpoint you want to express? Does it reflect your priorities?

Next read it for style. Does the writer use any words that are unfa-
miliar to you? objectionable to you? incompatible with your style of ex-
pression?

Next read the speech aloud. Do the words flow smoothly and natu-
rally? Are there any tongue-twisters? Are there any sentences that you
can't speak in a single breath?

Don't hesitate to second-guess your writer on the wording. This is
your speech and it should say what you want to say the way you want
to say it. Change any words necessary to make it conform to your nat-
ura form of expression.

As you read the speech, be aert for opportunities to add personal
stories and anecdotes that will put your imprint on the speech. Stories
and images can add life, interest, and inspiration to your speech. In the
next chapter, we provide suggestions on finding and choosing these el-
ements.

COMMUNICATING
THROUGH IMAGES
AND STORIES

f communication were just a matter of passing along information and
ideas, speakers could save their breaths. All they'd need to do would
be to pass out copies of their outlines. But when people come to hear
speeches, they're looking for more than raw information. They expect
to be entertained or inspired as well as informed and persuaded. Infor-
mation and ideas must be passed along with a skillful leavening of hu-
mor, pathos, and captivating illustrations.
That's why experienced speakers have learned to employ images and
stories to bring their speeches to life. Stories and images enable them to
make their speeches enjoyable, interesting, informative, and persuasive.

CHOOSE YOUR STORIES

Storytelling is an art, but you can learn it. The first thing you have to
learn is how to choose your stories. Select each story with these criteria
in mind.

«  The story should be one the audience can relate to. Probably the
most effective storyteller of al time was Jesus of Nazareth, whose
parables still make their points nearly two thousand years after they
were first uttered. The stories he told revolved around the everyday
lives of the people in his audience.

When he told the parable of the lost sheep, he knew he was ad-
dressing an audience familiar with the routine of the shepherd.
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When he told the parable of the Good Samaritan, he knew that his
audience had grown up in an environment of animosity between
Jews and Samaritans, and would grasp the moral significance of a
Samaritan man stopping to render aid to a Jewish stranger. When he
spoke about dough and leaven, he knew that in his audience were
women who made bread by mixing sour dough with fresh dough for
leavening, confident that "alittle leaven ferments the whole lump."

When you use stories, follow Jesus' example. Make them sto-
ries people in your audience will be able to connect with through
their common experiences.

And make sure they will relate to each story in a positive way.
Once | was invited to address the annual sales meeting of Borden's,
Inc., in Houston. | immediately began to think about all the stories
I'd heard about Elsie the Cow. But, following my usual practice, |
checked with someone at Borden's to find out whether it would be
appropriate to joke about Elsie.

"Heavens no," replied my contact. "We consider Elsie almost

sacred."
The story must be clear and able to stand on its own. There's atru-
ism about jokes and anecdotes: If you have to explain them, don't
bother. If the audience doesn't immediately grasp the mora or the
punch line, the story has bombed and no amount of explaining will
rescue it. A story may resonate among people who share your spe-
cific knowledge and expertise, but it will fall flat anong the unini-
tiated. Avoid stories that require special knowledge or specia vo-
cabulary unless you know that your audience has that knowledge
and is familiar with that vocabulary.

If | say, "A jumbo shrimp is an oxymoron," the line will fall flat
with an audience that doesn't know that an oxymoron is a contra-
diction in terms, like a square circle or a straight curve.

Before | use a story with an audience, | tell it to several people.

By observing their responses, | can tell which stories click and
which ones flop.
The story must relate clearly to the point you wish to make. Itisn't
enough that a story is funny or poignant or captivating. It must also
contribute toward the purpose of your speech. Its relationship to
your message should be clear immediately. The audience should
have no trouble figuring out how the story relates to the point you're
making.
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Some speakers like to start out with ajoke: "A funny thing hap-
pened to me on the way to the hotel...." They tell it, wait for the
laughter to die, then say, "But serioudly, though...."

Thejoke has added nothing to the speech. Instead of leading the

audience compellingly into the subject of the talk, it has flashed the
message: "You've had your dessert. Now it's time to eat your
spinach." The good part is over; the dull part begins. That's no way
to capture and hold an audience's attention.
The story must be one you can tell well. You may have heard the
story about the new prison inmate who was puzzled by what hap-
pened after the lights went out. Someone called out a number, and
suddenly the whole cellblock erupted in laughter. As the laughter
died, someone called out another number, and again the inmates
roared.

"What's going on?" the newcomer asked his cellmate.

"We'retellingjokes," came the reply. "We don't hear many new
onesontheinside, so we end up telling the same ones over and over.
Everybody knows them all, so to save time we've just numbered
them. When | call out ‘Number 76," everybody knows which joke
I'm talking about, so everybody laughs."

The new inmate wanted in on the fun, so he called out "Num-
ber 76." He was greeted by dead silence.

"Why didn't they laugh?" he asked.

"Some people can tell ‘'em and some can't," replied the cell-
mate.

It'strue. A jokethat goes over big when told by one speaker will
be a dud when told by another. That's because the personality and
background of the teller impart a certain flavor to thejoke. My bud-
dy Robert Henry can tell jokes about Southern Baptists and get away
with it, because he springs from Southern Baptist soil and the aura
clingsto him. A Jewish comedian can crack Jewish jokes that would
be offensive coming from a non-Jew. A Black comedian can crack
jokes that might be considered racist coming from a White person.
A joke that works for a fast-talking, gregarious personality might
bomb when used by amore subtle, low-key personality. A story must
be suited to the personality of the teller and must fit in with the mood
of the speech.

The story must fit into the allotted time. Sometimes, when you're
building toward amajor point, a story can be stretched to obtain full
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impact. If you're making aminor point, you'll want to make it short
and sweet. Be sure the length of the story is appropriate for the point
you're making and for the length of your speech.

Practice Telling Your Story

Many speakers spend hours rehearsing their main points and neglect to
practice the storytelling. That's a mistake.

If a story is worth telling, it's worth telling well. The only way you
can be sure you're telling a story well is to practice it repeatedly.

A good story has rhythm and flow, and it has a mood. The only way
you can give a story these qualities is to make it a part of you. Tell the
story over and over. Listen to yourself telling it on audiotape. Better yet,
watch yourself telling it on videotape. Look for ways you can improve
the way you tell it.

Let the Audience Respond

If astory is to be effective, the audience must have a chance to respond
to it. Use pauses to build anticipation for your punch line. After you've
delivered your punch line, pause again to give the point a chance to
sink in.

INVOLVE THE AUDIENCE

A good speech achieves interaction between the speaker and the audi-
ence. A good speaker looks for ways to involve the audience. A good
story provides an avenue.

As | tell a gtory, | often ask questions that keep the audience re-
sponding. I'll reach akey point in the story line and will ask something
like, "What do you think he did next?" If the audience is really with me,
the answer will immediately pop into their minds, and | can tell, just by
watching them, that I've connected.

The best way to involve the audience in funny stories is to tell the
stories as if they were about people in the audience. If the people you
choose are well known to the group, the results can be hilarious. It works
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on the same principle as the celebrity "roast." You may pick on atop ex-
ecutive, or a member of the group who is known as a cut-up, or a high-
ly respected person in the audience.

There are four important rules for using the technique properly:

¢ Always make sure you clear it with the individual who will be the
subject of your humor, or at least with someone who knows the indi-
vidual well enough to tell you whether the person may be offended.
Keep it good-natured. Always make sure that your punch line
doesn't land in a sensitive spot. Bob Hope liked to poke fun at
Gerald Ford during Ford's presidency. But he always ribbed the
president about his golf game, never about his foreign policy.

Most audiences will resent it if an outsider is perceived as at-
tacking one of their group. Gene Perret, who once served as head
writer for Bob Hope and Carol Burnett, remembers ruefully a
speech he gave at acompany function. He devoted an entire routine
to making fun of a blueprint machine that never worked. In the mid-
dle of his speech, the manager of the department that made the ma-
chine walked out angrily.'

¢ Keepit short. If you run on and on about the same individual, peo-
ple tend to get bored and the individual involved may be embar-
rassed.

« Attheend, thank the person, by either shaking hands or conveying
a compliment.

ILLUMINATE WITH IMAGES

In chapter 2 we learned that one of the keys to the Kingdom of Com-
munication is the use of images. Images can illuminate your stories and
your arguments.

Before you can use images, you must be able to see them—first with
your literal eyes and then with your mental eyes.

You can't describe something you haven't seen, and you haven't re-
dly seen something until you've examined it carefully. Therefore, a
good communicator must be a keen observer.

The poet Robert Frost was a meticulous observer.

"The Vermont mountains stretch extended straight,” he wrote. "New
Hampshire mountains curl up in acoil."
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Who but a person intimately acquainted with the New England land-
scape could have written that description?

"Like apiece of ice on a hot stove, the poem must ride on its own
melting," he wrote in a preface to his collected poems.

Frost had not only seen ice melting on a hot stove; he had keenly
observed it.

When you're watching a movie or atelevision show, notice how the
cameras pan the scene for a general view, then focus in on the specific
thing the director wants you to notice.

Many of us go through life panning the landscape. We get a gener-
a view of our surroundings, but we seldom look at things up close.
Those who do are rewarded with glimpses of uncommon beauty in lit-
tle things.

The American Indian, before surrendering to the Europeanization of
the continent, was a keen observer, because life and livelihood depend-
ed on close observation. Crowfoot, the Blackfoot warrior and orator,
used poignant imagery derived from close observation in his memorable
last words:

What is life? It is the flash of afirefly in the night. It is the
breath of abuffalo in the wintertime. It isthe little shadow which
runs across the grass and loses itself in the sunset.

That's imagery employed by someone who looked at his world
closely and saw its vivid details.

If you take a keen interest in the little things happening around you,
you'll find a wealth of images to employ in your communication.

After you've seen the image, your next challenge is to convey it to
your audience in words that will accurately describe what you mean.
This can get tricky, because members of the audience must fit the image
into the pattern of their own individual experiences.

The possibility of misunderstanding is multiplied if your audience
happens to come from a cultural or linguistic background different from
the one you're familiar with. When Soviet leader Nikita Khrushchev vis-
ited the United States during the 1950s, he used a bit of imagery that got
hyped in the translation. Americans read that the flamboyant Commu-
nist had boasted, "We will bury you." What Khrushchev had said—and
what his Russian hearers understood him to say—was "We will surpass
you."
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Before you use imagery with a group, ask yourself two questions:

1. How might this audience misinterpret my imagery?
2. What can | do to prevent misunderstanding?

Images, like stories, must be chosen carefully with your audience
and your message in mind. Here are some criteriato use in choosing im-

ages.

«  Your images should be clear and understandable to your audience.
An acquaintance of mine who grew up on a Southern farm that
lacked modern conveniences was once trying to describe a roman-
tic scene to ayoung woman who was a generation younger and had
grown up in amiddle-class urban setting.

"The moon," he told her, "was big as a wash tub."

To him, the image was clear. But the young lady looked puz-
Zled.

"How big is awash tub?" she asked.

*  Your images should be ones that your audience can identify with.

Your images should resonate among the day-to-day experiences of
the audience.

An old textile mill hand once announced to his workmates, "My
son just doffed off a set of twins."

To anyone unacquainted with textile-mill lingo, the announce-
ment would be almost incomprehensible. But textile workers were
familiar with the image of a"doffer" working his way up and down
the rows of spinning frames, rapidly snatching the full bobbins of
yarn from the spindles, tossing them into a box, and replacing them
with empty bobbins. He was "doffing off' the bobbins from the
spindles. The old hand was announcing that his son had become the
father of twins.

A farmer might have said, "My son just harvested a set of
twins."

A salesperson might have said, "My son just closed on a set of
twins."

Use your imagination, and your knowledge of the audience, to
produce images that illuminate.

The classic example of failure to identify with an audience in-
volved Marie Antoinette, wife of King Louis XVI of France. When
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told that the poor people of Paris were angry because they had no
bread, she responded, "Let them eat cake."

The lady, bom to royalty, could not identify with people whose
options were bread or starvation, not bread or cake.

Your images should be useful. The image you use should accom-
plish a purpose in relation to your speech. Imagery usedjust for the
sake of being cute serves no purpose.

In 1946 an invisible line running from the Baltic Seato the Adri-
atic Sea separated the communist world from the free world. Win-
ston Churchill gave it aname that captured its significance and fixed
its image in the minds of the world. He called it the Iron Curtain.
The term became a highly useful shorthand for the boundary be-
tween two conflicting ideologies.

Imagery can be used to inspire. When General Barnard E. Bee
of South Carolina saw his troops about to buckle before the Union
onslaught in the First Battle of Manassas, he pointed toward Gen-
eral Thomas Jackson of Virginia

"Look at Jackson!" he cried. "There he stands like a stone wall.
Rally behind the Virginians!"

General Jackson was forever immortalized as Stonewall Jackson,
and the name provided inspiration for the men who served under him.

Imagery can aso be used to explain complex ideas by likening
them to something the audience is familiar with. One writer, ex-
plaining the workings of a nuclear reactor, likened the nucleus of an
atom to arack of balls on a billiard table, ready to fly apart when
struck by a speeding cueball.

Your images should be vivid. William Shakespeare was a master of
imagery:

"O tiger's heart wrapped in awoman's hide."  (King Hen-
ry Vi)

"These words are razors to my wounded heart." (Titus An-
dronicus)

"She hangs upon the cheek of night like arich jewel in an
Ethiop's ear." (Romeo and Juliet)

"He doth bestride the narrow world like a Colossus."
(Julius Caesar)
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Choose images that vividly call attention to your message or its
meaning.

Your images should be concise. Think of the commercial images
that sell: "Reach out and touch someone" (AT&T), "Like arock"
(Chevrolet trucks), "The best part of waking up" (Folgers Coffee).
« Your images should be memorable. Memorable images are not only
vivid; they capture the essence of the message like a fine camera
capturing the essence of a moment.
John McCrae immortalized the fallen American soldiers buried
in a Belgian graveyard with this simple, vivid, and memorable im-
agery:

In Flanders fields the poppies blow
Between the crosses, row on row

Recall, too, the memorable words of astronaut Neil Armstrong
as he stepped from the lunar module and planted the first human
footprints on the moon: "That's one small step for a man, one giant
leap for mankind."

Think of the vivid image Dr. Martin Luther King Jr. used in his
"I have adream" speech: "little black children and little white chil-
dren playing together on the red hills of Georgia."

These images are easily visualized. They capture the spirit of the
message. They leave in the minds of the audience mental pictures that
will help them remember the messages they adorn.

Images painted with words must be interpreted by the audience. If
the audience doesn't "see" the same image that you see, the imagery
goes for naught.

You can help your audience with the interpretation through four de-
vices: repetition, reinforcement, feedback, and application.

Repetition

You may have been taught in school that good speakers never repeat
themselves because repetition bores audiences.

I've found the opposite to be true. Generaly, the people in your au-
dience will appreciate the restatement of images because it helps them
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fix those images in their minds. The key is to repeat the ideas, but to
frame them and state them differently. This is a powerful aid to learn-
ing.

The experts tell us that more than two-thirds of what we hear van-
ishes from our minds after twenty-four hours. The percentage of infor-
mation that sticks goes up markedly, however, when we hear it repeat-
ed severa times.

You can use several different devices for repetition.

One is to restate or review what you havejust said. Begin with the
phrase, "In other words...." The audience will know you're about to
repeat the image in another way. The repetition will either help people
focus on the image more clearly or fix it more firmly in their minds.

You can summarize what you've said by repeating significant
points. If the people in the audience remember the main points, they will
find it easier to recall the details.

You can interpret what you've said. "Just as a cueball sends arack
of billiard balls flying in al directions, so a stray neutron from one atom
of uranium can send the protons and neutrons of another atom flying
apart.”

You can call attention to special things that should be remembered.
This is done by restating what you've aready said: "Remember what |
said earlier: A reactor in anuclear power plant isjust another device for
boiling water."

Reinforcement

Reinforcement can comein visual or verbal form, and it can be presented
as images or as supporting data.

You can provide visual reinforcement through slides or transparen-
cies, through objects the audience can examine, or through images on
handout sheets. Charts and graphs help people visualize statistical in-
formation. Diagrams help them understand how things are put together,
how devices work, and how things are laid out.

You give verbal reinforcement by painting other word pictures that
emphasize the image you wish to convey. For example, during atak |
often say, "Now when | told that to an audience in [another city]
they...." Then | recreate the image as | described it to the other audi-
ence and detail their reaction to it.
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Supportive data provide raw facts that reinforce the message con-
veyed by the image.

"If the pipes produced by this plant in ayear'stime werelaid end to
end, they would form a pipeline stretching from New York to San Fran-
cisco," you might say, displaying amap of the United States with adraw-
ing of a pipeline stretching from coast to coast.

Then you could provide the supporting figures, listing the number
of feet of each category of pipe the plant produced.

Feedback

Feedback lets you know whether the audience has understood your im-
age the way you intended for it to be understood. The question should
not be, "Do you understand what | said?" The proper question is, "What
did you understand me to say?"

So if you're explaining how anuclear power plant works, lead your
audience through the process with questions designed to determine
whether they understood your imagery.

"So if the nucleus of the atom is arack of billiard balls, what do we
call the cueball that comes flying into the rack?

"A neutron! You got it.

"And what happens when the neutron hits the nucleus?

"Right! The nucleus flies apart and produces energy. Now what do
we use that energy to do?

"Boil water and make steam. So now you know how a nuclear plant
works."

Don't be surprised if the audience sometimes misses the point.
That's the value of feedback. It lets you know when your audience has
received the wrong image, and gives you the opportunity to go back and
set the picture straight.

Application

Perhaps the most effective method of assisting an audience in under-
standing your image is to make them participants in its application.

Once a speaker was cautioning his audience against compromising
its stand against nudity and violence in movies. "Many times," he said,
"it'stempting to say, 'Thismovieisadl right; it only has one or two ques-
tionable scenes in it."
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To dramatize his point, he held up a glass of clear water. "This wa-
ter," he said, "was taken from a pure mountain spring." He took a drink
to demonstrate its purity.

Then he held up another glass, this one filled with a dirty-looking
liquid.

"This water," he said, "was taken from apuddle in apig sty."

His listeners crinkled their noses.

Then the speaker used an eye dropper to extract some of the filthy
water from its glass. He put two drops into the glass of clean water and
stirred it until there was no visible trace of the filth.

"Now," he said, passing the glass among his audience, "who would
like a drink from this glass?"

It was a point the audience would not forget. The speaker had drawn
his listeners into the experience. The application was unmistakably
clear.

Finding the Right Image

At first, you may find it hard to come up with stories and images to il-
lustrate the points you make. But keep your eyes open. As you read,
make note of stories and illustrations that may be applicable to the things
you want to say. Listen to the stories and images others use. Borrow
shamelessly. Do you think John F. Kennedy or his speech writer,
Theodore Sorensen, came up with the expression, "Ask not what your
country can do for you; ask what you can do for your country"? Oliver
Wendell Holmes Jr. used very similar words in an addressto Union army
veterans in 1884.

Do you think Franklin Roosevelt originated the expression, "The
only thing we have to fear is fear itself? A century earlier, the Duke of
Wellington said, "The only thing | am afraid of is fear." More than two
hundred years before Wellington, Francis Bacon wrote, "Nothing is ter-
rible except fear itself."

So listen, read, borrow, and adapt—but always acknowledge the
source of the material you've borrowed (it's both unethical and illegal
to plagiarize the work of others).

Be a keen observer of the ideas, events, and scenes that make up
your world, and let your communication sparkle with reflections of the
things you've seen, heard, and experienced. You'll find your speeches
taking on new life.
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Your speech gains its ultimate effectiveness when you are at one
with your audience—when your listeners follow your every word,
thought, and movement willingly and effortlesdy. You can achieve this
kind of oneness with your audience if you practice the suggestions found
in the next chapter.



20

CAPTIVATING YOUR
AUDIENCE

p(haps you have watched with envy as a skillful speaker strode con-
fidently to the platform and immediately played the audience like a
fine instrument.

Such performances don't just happen. They're the result of careful
planning. You can achieve the same effect if you follow the right strate-
gies. Let's look at four effective strategies.

BE SENSITIVE TO YOUR AUDIENCE

You may have heard of the tough sergeant who was told to break the
news gently to Private Jackson that the recruit's mother had died. The
sergeant called his unit together and told them: "I want all you guys
whose mothers are till alive to take one step forward." As most of the
recruits stepped forward, the sergeant quickly added: "Not so fast, Jack-
son."

A lot of speakers arejust as insensitive as that sergeant when they
communicate with their audiences. They deliver the message without
worrying about how their hearers might receive it. Such speakers have
a hard time establishing rapport with an audience.

Skilled communicators try to understand their audience. They want
to know what their listeners think and feel, and they design their pre-
sentations to appeal to the particular audience they're addressing.

This doesn't mean that they try to tell the audience what the audi-
ence wants to know. There was no way Private Jackson could welcome
the news that his mother had died. But there was away that the sergeant
might have approached him gently and paved the way for the unsettling
news.

221
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Good speakers work to establish common ground with their audi-
ence, even when they know an audience may disagree with some of the
things they have to say. That common ground is vital, even with friend-
ly audiences. Audiences are always more receptive to speakers who
demonstrate respect for their attitudes and thoughts.

The Christian apostle Paul demonstrated an ability to establish com-
mon ground when he addressed an audience of polytheistic Greeks on
Mars Hill in Athens. How was he going to persuade them to look into a
religion that worshiped only one God, and an unseen one at that?

Paul began by calling attention to all the gods to which the Greeks
had erected altars. Then he noted that one altar was dedicated to an "un-
known god." This unknown, unseen God was the one he wanted to tell
them about.

The good speaker plays the role of the host. It's no accident that the
master of ceremonies on atelevision show is identified as "your host."
Thejob of a host is to anticipate people's wants and needs, to take care
of them, and to make people feel comfortable and at home.

That's the job of a good speaker, too. The pros remember the pur-
poses behind their presentations, but they also look for ways to make the
audience fed comfortable and unthreatened.

It's a poor speaker who comes before an audience behaving like a
guest—asiif it's up to the audience to adjust to the speaker's wavelength.
It's up to you to adjust your wavelength to the audience.

Like a good host, a good speaker will respect the audience's com-
fort zone. Let meillustrate. Have you ever gone into a store to buy a spe-
cific product and had the salesperson pounce like a lion rising to the
prey? It makes you want to turn around and look for the same item in
another store, doesn't it? Y ou know that the salesperson has onething in
mind: making that sale. Your wants and needs are secondary considera-
tions, if they're considered at all. Y ou're wary, because even though the
salesperson can sell you what you want and need, you're not sure that
your best interests are going to be served. Your comfort zone has been
violated. Your confidence in the salesperson has been diminished.

You'll respond favorably, though, to the salesperson who approach-
es with afriendly smile, takes the time to find out what you need, then
looks for ways to help you fill your needs.

It's the same with a speaker. Audiences have their comfort zones,
which they tend to protect from intruders. And they regard as intruders
those speakers who come on too fast and too strong, more intent on prov-
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ing themselves right than in sharing ideas and feelings with the audi-
ence.

For some people, sensitivity comes naturally. Others have to culti-
vate it. If the speaker is well prepared, you can't tell the difference.
Whether it's natural or acquired, the sensitivity manifests itself in sub-
tle ways. Sensitive people don't talk down to their audiences. They don't
ignore the physical needs of people. They don't crack tastelessjokes that
are likely to offend people. They don't put people down or hold them up
to ridicule in front of the audience. And they speak to their audience,
large or small, as though to one person at atime.

PAY ATTENTION TO YOUR AUDIENCE

The person who is sensitive to an audience is responsive to its needs and
wants. The person who is aware of the audience knows what factors are
having impact on the audience at a given moment and is able to adjust
his or her presentation accordingly.

When you're the speaker at a meeting or aconference, find out what
the audience has been experiencing. Does your speech follow a signifi-
cant business session at which the organization has made major deci-
sions? Are you addressing a corporate audience that has just been told
about a major reorganization? Have figures just been released showing
that the company experienced a banner sales year? a disastrous sales
year? Has the weather affected travel plans or interrupted recreational
activities? Has there been a mgjor local or national news event that is
weighing on everyone's mind?

Y our awareness of circumstances such as these will help you adjust
your presentation to the mood of the audience and thus achieve maxi-
mum impact.

| remember one morning in 1978 when | was to address an audience
in Indianapolis, Indiana. The night before the world had been horrified
by a stunning piece of news. The bodies of 911 followers of cult leader
Jim Jones had been discovered in the jungle of the small South Ameri-
can nation of Guyana. They had been victims of mass suicide and exe-
cutions. It so happened that Jones was originally from Indianapolis.

| had planned to begin my presentation with my usual style of warm-
up—a humorous introduction that got the audience to chuckling while |
worked at building bridges of understanding. But | knew on this day that
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a light-hearted introduction would be totally inappropriate. Clearly, |
had to address the issue that was on everyone's mind.

So | began by letting my audience know that | shared their sadness
and concern. | expressed the hope that this event, as sorrowful asit was,
might in some way contribute to a better understanding of human mo-
tives and feelings.

Eventually, | reached a point in the address when | could develop
my original outline and share the humor that | had planned for the oc-
casion. But first, | carefully laid the foundation, recognizing the trauma
that the Jonestown tragedy represented for them.

UNDERSTAND YOUR AUDIENCE

Understanding your audience can mean the difference between triumph
and disaster in persuading it to act. Two American presidenciesillustrate
the difference this understanding can make. Jimmy Carter came to the
presidency in the aftermath of Watergate and Vietnam, and found a na-
tion yearning for honest, effective leadership. As the negative conse-
quences of the war were reinforced by the impact of the oil crisis, the
president faced the nation and, in a candid and sincere address, spoke of
the "malaise” that had settled on the country. He told his fellow Ameri-
cans that the country faced a period of austerity.

Carter didn't understand his audience. Americans didn't want their
president to tell them they were suffering from a sense of ill ease and
would have to tighten their belts. They wanted a leader who would tell
them that things were going to get better and that he was ready to lead
them toward better times.

After ageneration of taking it on the chin, Americans were ready for
an upbeat message. When Ronald Reagan brought it, they listened and
responded—and they stayed with him, even through a deep and painful
recession. Reagan understood his audience.

Different audiences will respond in different ways. You wouldn't
give the same address to the Chamber of Commerce that you would give
to the United Mine Workers. You wouldn't speak to a Shriners conven-
tion the way you'd spesk to the American Association of University
Women, or to the Jaycees the way you'd speak to the American Associ-
ation of Retired People.
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You gain considerable insight into an audience by answering some
basic questions about the people that compose it:

What do they want out of life! It isn't enough to know what the peo-
ple in your audience need. You also must know how they perceive
those needs.

Some people are known as motivational speakers. That's amis-
nomer. A speaker can't motivate an audience. The audience is al-
ready motivated. It is motivated to do what it wants to do, not what
you or | want it to do.

People are like water in afaucet. The water is motivated to flow
out of the faucet, but it doesn't have the opportunity until you open
the tap. Many people are just as strongly motivated, and they're
waiting for the opportunity to follow their motivations. The speak-
er who shows them that opportunity is instrumental in releasing a
gush of energy.

Some people, too, are like mountain streams, which flow swift-
ly but follow their own channels. A good speaker shows them how
to channel their motivations toward the results the speaker desires.
What do theyfearl Knowledge of what people fear can be a pow-
erful tool in channeling motivations. Sometimes you'll need to neu-
tralize the fear. A drowning person, terrified at the prospect of dy-
ing, will thrash and flounder, preventing the lifeguard's rescue
efforts. But if the lifeguard can remove this fear of death, the victim
will relax and cooperate with the rescuer.

On the other hand, a person who is inclined to get behind the
wheel after imbibing too many martinis needs a healthy dose of
fear—the fear of tragic death, of either the driver or those in the path
of the driver.

The more you know about your audience's fears, the better you
will be able to establish effective communication.

¢ What do they knovft If somebody from out of town calls and asks
directions to your place, the first thing you normally ask is, "Where
are you now?"

You have to know where people are before you can tell them
how to reach their destination.

The process is similar in communication. There has to be apoint
of origin and a destination.
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The point of origin is what the audience aready knows, under-
stands, or believes. The destination is what you want the audience
to know, understand, or believe after you've finished talking.

So when you speak to an audience, you must start on common
ground. You must be aware of what the audience knows or believes.
Otherwise, you won't have a clue as to where to begin the presen-
tation.

After you've established that common ground, you have to re-
tain it throughout the presentation.

Some people, when they're speaking on their area of expertise,
like to impress their audience with how much they know. That's a
sure way to lose an audience. Y our purpose is not to impress people
with your knowledge, but to communicate your knowledge in such
away that they will be influenced to do the things you want them
to do.

Speakers shouldn't worry about whether they know more than
the audience or the audience knows more than they. If you think you
know more than your audience, you may come across as conde-
scending. If you think your audience knows more than you, you may
feel intimidated.

It's best to think of yourself as neither inferior nor superior
to your audience—just different. You know things your audience
doesn't know, and the individuals in the audience know things you
don't know. Neither is inferior or superior to the other.

¢ What do they understand! There's abig difference between know-
ing and understanding. When you're driving, it's not enough to
know that the traffic light is red. You must also understand that ared
light means you must stop.

The American audience that saw Nikita Khrushchev hold his
clenched hands above his head knew what the Soviet leader was do-
ing. But the audience didn't understand that it was a gesture of
friendliness and not an act of braggadocio. Other incidents of inter-
national misunderstanding are more humorous.

Let me relate one other example of the difference between
knowing and understanding.

A small community in a poultry-growing region was holding a
festival to celebrate the industry that was the backbone of its econ-
omy. As part of the festivity, 4-H youngsters entered a poultry con-
test. The chickens they had raised were on display, al plucked and
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cleaned and ready for the cooking pot. Representatives of the area's
supermarkets were there, vying for the honor of offering their cus-
tomers the prize-winning product while reaping some favorable
publicity.

An out-of-town visitor arrived late just as the bidding was
reaching its climax.

"1'm offered $9; who'll make it $10?" chanted the auctioneer.

The visitor looked at the boxes of high-quality poultry—about
thirty pounds of it. Ten dollars seemed like a steal.

"Ten dollars," he called, and the auctioneer said "Sold."

The visitor came forward, taking a crisp bill from his wallet.

"That'll be $300," said the auctioneer.

The visitor was mortified. He knew he had bid $10 for the poul-
try. He understood that he was bidding $ 10 for the whole batch. Had
he arrived at the start of the auction, he would have known that he
was bidding $10 per pound.

So when you're speaking to an audience, be alert for any mis-
understanding and be prepared to deal with it promptly. When
you're asking $10, make sure your audience understands that you
mean "per pound.”

IDENTIFY WITH YOUR AUDIENCE

If you want to captivate your audience, you must be able to see through
the eyes and hear through the ears of your listeners. That means identi-
fying with the audience. When members of your audience perceive you
as one of them instead of as an outsider, you've arrived as a communi-
cator.

If you can use the word we to embrace yourself and the audience—
and your listeners accept the embrace—then you have their attention.

The framers of the Constitution of the United States faced a huge
communications task. The people of the former colonies thought of
themselves as New Englanders, New Yorkers, Virginians, or Carolini-
ans first, and as Americans second. In the public consciousness, "Unit-
ed States" was a plural descriptive and not the name of a nation. How
were the founders of the Republic to promote the idea that the settlers
from Maine to Georgia were a single people and not thirteen different
nationalities?
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The preamble to the Constitution helped set the tone. It read:

We the people of the United States, in order to form amore per-
fect union, establish justice, insure domestic tranquility, provide
for the common defense, promote the general welfare, and se-
cure the blessings of liberty to ourselves and our posterity do or-
dain and establish this Constitution for the United States of
America

The phrase "We the people" (as opposed to "We the peoples’)
helped establish the oneness of Americans, though it took a civil war to
establish once and for al that this was "one nation, indivisible." The
framers didn't present the Constitution as a gift from them to the peo-
ple, but as a creation of the people themselves. Instead of guaranteeing
freedom for "you and your posterity," they undertook to "secure the
blessings of liberty for ourselves and our posterity” (emphasis mine).

As a speaker, look for ways to achieve oneness with your audience.
The more you identify with the circumstances, needs, and feelings of
your audience, the easier it is for your audience to identify with you.

On the way to achieving this oneness, however, you will encounter
many barriers. Some of them can be avoided and others can be over-
come. The next chapter shows you how to deal with them.
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CONQUERING THE
BARRIERS

Every speaker hopes for the perfect occasion. The layout of the room
is perfect; every seat in the house is the best. The audience is alert,
receptive, and friendly. The sound system works splendidly and the
acoustics areideal. Thereareno visua or auditory distractions while you
speak. Your voice is great, your timing is perfect, your audiovisual ma-
terials are in the right order and right side up, and the equipment works.
Your introduction is an attention-grabber, the audience stays involved
throughout the presentation, and your smashing conclusion brings the
whole room to its feet.

When you encounter all these conditions, mark the date on your cal-
endar. Break out the champagne and celebrate it year after year. You're
not likely to encounter such an experience again in your lifetime. In pub-
lic speaking, as in most other endeavors, Murphy's Law is alive and
well: If anything can go wrong, it will. (O'Toole's Law says that Mur-
phy was an optimist.)

That doesn't faze accomplished speakers. They know that unex-
pected glitches will occur, and they're prepared to deal with them.

AVOID IMPENETRABLE BARRIERS

Many barriers can be anticipated and sometimes removed in advance.
Some barriers are impenetrable, however. A good football coach knows
that when it's the fourth down and nine yards to go on your own twen-
ty-yard-line, you don't run the ball unlessyou're in desperate straits. The
best strategy is to fal back and punt.

Good speakers, too, know when to punt. Dr. Martin Luther King Jr.
was a courageous man, but he didn't waste his breath preaching racial
harmony to Ku Klux Klan audiences.
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Never Speak Following a Long Cocktail Hour

| once spoke at abanquet in abeautiful resort hotel in Hilton Head, South
Carolina. When | arrived, | noticed a cocktail party in progress. It had
started at 3 P.M., and the waiters were still taking orders for drinks when
| was introduced. The audience was drunk, and people were throwing
bread rolls from one table to another. There was no way | could inform,
persuade, or inspire this audience. The experience taught me never to
accept an engagement in which 1'm scheduled to speak immediately &-
ter along cocktail party.

Don't Try to Beat the Band

Congressman Jm Wright of Texas, when he was speaker of the U.S.
House of Representatives, encountered another impossible situation
when he addressed the annual meeting of the National Conference of
Editorial Writersin Fort Worth, Texas. Immediately behind the platform
from which he spoke was a partition that divided the large meeting hall
into two rooms.

The speaker made afew preliminary remarks, then opened the floor
for questions. Just as the meatier questions were coming in, the room ex-
ploded with noise. On the other side of that partition was arock band,
which was providing music for a dance. The band had agreed to keep
silent until 9 P.M. Theeditorial writers' program went afew minutes past
9, and the band refused to wait any longer.

The noise was so loud that people sitting at the tables couldn't hear
each other, much less the speaker. The meeting planners tried to per-
suade the band to hold off for a few more minutes, but the band refused.
Wright did the only thing he could do under the circumstances: He threw
up his hands and sat down.

Competition and Resistance

The barriers to communicating from the platform fall roughly into two
categories. competition and resistance.

The crusader who tries to sell gun control to a group of Nationa Ri-
fle Association members is encountering resistance. This takes the form
of an emotional or intellectual reluctance to hear what is being said. Jim
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Wright was encountering competition: The noise from the band suc-
cessfully competed against his voice for the ears of his audience.

The best way to confront these barriers is to avoid them. Don't ac-
cept an invitation to address an audience that you know you have no
chance of reaching or persuading. And work with the program chair in
advance to head off any possible competition for your presentation.

FACTORS TO MONITOR
Here are some environmental factors to monitor in advance.

¢ Physical layout. The size and shape of aroom can be critical fac-
tors in the success of your speech. | once spoke to agroup in the ex-
pansive ballroom of the Dunes Hotel in Las Vegas. The room could
have accommodated a group four times as large as the one | ad-
dressed. The audience did what audiences normally do: The people
moved to the rear of the auditorium. This created a distance between
me and those who came to hear me.

When this sort of situation arises, you have to remember the
proverb: If the mountain won't come to Mohammed, then Mo-
hammed must go to the mountain. In this case, the ballroom was
equipped with spotlights and long microphone cords. | was able to
move to the audience and to interact with it.

A room that is too small can be as bad. When people are crowd-
ed into a small space, they fed packed in and it's hard for them to
give you their full attention.

Acoustics have a mgjor effect on the way your message is per-
ceived. In some rooms, if you turn down the sound system, the au-
dience can't hear you. If you turn it up, it sounds like you're in a
cave. If you have anything to say about the choice of settings, choose
aroom appropriate for the size of the group, with acoustics appro-
priate for your presentation. If you have to speak under unfavorable
circumstances, innovate as | did in the case of the Dunes engage-
ment.

« Temperature and lighting. When people get warm and the lights are
dim, they tend to get drowsy—especialy if they've just been wined
and dined. When the room is too cool, people get fidgety; their
minds are focused more on their discomfort than on anything you
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might have to say. When the lights are too bright, they can destroy
any fedling of intimacy between speaker and audience. Bright lights,
too, can cause people to become edgy and tense.

The best time to check out these conditions is before you stand
up to speak. When you're ready to speak, your mind should be free
to concentrate on your message and your audience. Remember that
when you stand up to speak, your excitement will probably make
you warmer than most people in your audience. Monitor your audi-
ence as you spesak. If you sense that the people are physically un-
comfortable, stop and try to do something about it. Isn't that what
al good hosts would do for their guests?

Faulty equipment. It's amazing how many conference centers will
spend millions on an auditorium, then balk at spending a few hun-
dred dollars for a decent public address system.

In most cases, you're at the mercy of the public address system
when it comes to conveying your words to the audience. So arrive
early and check it out. Take care of any problems before you mount
the platform. Tak to the people who will be operating the equip-
ment. Make sure they understand your needs and wishes.

If you're using audiovisual aids, make sure the equipment is

functioning before you get up to speak. If you're going to be oper-
ating it, be sure you know how it works.
Visual distractions. Maybe you think what you have to say is more
interesting than anything that could possibly be going on around
you. But don't tell that to an audience within clear view of a swim-
ming pool populated with shapely mermaids in revealing attire or
muscular Adonises with pectorals on display. You're quite likely to
lose out.

So if you have any influence over the setting, get a room with
no competing views to contend with.

You may have to deal with other types of distractions. It's hard
for a speaker to maintain rapport with an audience while waiters are
bringing in the flaming dessert or are removing dishes from the ta-
bles. It's hard to compete with bright photographic flashes or tele-
vision klieg lights.

If possible, arrange for these distractions to take place at atime
when you're not speaking. If any of them interrupt your speech, it's
usually best to stop until the distraction has passed.

Noises. When you're speaking, your voice should be the loudest
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sound in the room. If other noises compete, you'll struggle to retain
the audience's attention. 1've competed with jackhammers breaking
up concrete, with kitchen workers playing or fighting, with low-fly-
ing aircraft, and with other meetings or parties nearby.

Sometimes you have to compete with pleasant sounds—soft,
piped-in music or a band performing in the next room.

It's best to find out about your competition in advance, do what
you can to eliminate it, and, if that's impossible, develop a strategy
for dealing with it.

Monitor the Audience

When you're addressing an audience, keep a close watch on everything
your listeners do. Be aert for signs that you're losing their attention or
that they're having trouble following you. Are the people in the back
rows straining to hear you? Can everyone see you clearly, and can they
see any visual aids you might be using?

If the people in your audience start out dert and attentive but later
start fidgeting and slumping in their chairs, it usually means that the en-
vironment is uncomfortable for some reason. Find out why, and take
care of the problem before you proceed.

If you know your listeners have been sitting in one position for a
long time, perhaps in uncomfortable chairs, give them abreak. Involve
them in a stand-up exercise or call a short recess to give people a chance
to visit the rest rooms.

Overcoming Audience Resistance

Barriers resulting from audience resistance can bejust as formidable as
those resulting from environmental conditions.

| once spoke at a major meeting of the Diamond Shamrock Corpo-
ration in Florida. | didn't know until | arrived that my audience would
include people from al over the world. Many of them knew little En-
glish. A fast-paced speech full of witty colloquialisms would have for-
feited the attention of a significant proportion of this audience. So | de-
veloped a strategy. | spoke slowly and distinctly. And | wove into my
speech some stories about my own experiences in learning the language
and customs of the American people. The strategy enabled me to gain
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and hold the attention of the foreign vistors and further enhance the in-
ternationd flar of the meeting.

On another occasion, | was asked to give an ingpirational speech to
the sdlesforce of alarge air-brakes manufacturer in Saginaw, Michigen.
What | didn't know when | accepted the invitation was that just before
| gpoke the comparny wes to announce amgor shake-up in the sdles di-
vision. | therefore found myself gpesking to many people who had seen
their territories restructured and some who had seen their incomes re-
duced.

Since| wasthere a theinvitation of management, it was natura for
the audience to assume that | was somehow involved in dl the changes,
or at least knew about them.

Under such circumgtances, don't pretend you don't know what has
happened and don't and up and crack jokes about other people's mis-
fortunes. Let the audience know that you care and look for podtivesin
the Situation.

Diagnose Audience Response

If you look and ligten carefully, audience response will tell you whether
you are encountering emotiond or intellectud resistance. Audience re-
sponseisto the public gpesker what symptoms areto adoctor. Sengitive
speskers know what audience response to expect, and when they don't
QOet it, they look for the reasons.

Onetechniquefor testing the degree to which you're getting through
to the audience is to ask a question periodicaly that can be answvered
with oneword. If the audience shouts back the answer, you know you've
connected. If only afew respond, you need to find out why you're los-
ing your audience.

Become Physically Involved with the Audience

It's an unusud day when | don't get up and spesk to some group. Over
the years, I've learned a few secrets for bresking down the barriers to
communication between spesker and audience.

One of the mogt effective is to become physicdly involved with the
audience. You may fed safer hiding behind the dais or sanding with sev-
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erd rows of empty seats between you and the audience. But you can't
carry on didogue with an audience that isisolated from you.

Poor Me Versus the Great Gipper

Oneof thetoughest pieces of competition | had came a ameeting of the
Associated Generd Contractors of America | was scheduled to spek in
the afternoon. The mid-morning spesker was aman named Ronald Reax
gan, who a thetime was living a 1600 Pennsylvania Avenue in Wesh
ington, D.C.

There are worse faes than following Rondd Reegan on the plat-
form. | discovered one of them very quickly. For some reason, the pres-
ident hed to reschedule his speach for the exact time that | was to spesk.
So guesswho most peoplewent to hear?|'ve overcome some tough ob-
sacles, but | can't match the president's clout. Instead of an audience of
severd hundred, | faced an audience of about thirty.

But what an audience! These people had to be committed if they
were willing to pass up a speech by the Gipper in favor of one by Nido
Qubein. So| tried twice ashard to pleasethem. | cdled them to the front
of theroom, and we sat around in acircle. The gpeech turned into agroup
discussion. The audience became o involved thet it wes hard to bresk
it up a the appointed time.

Get the Audience Physically Involved with You

Another techniqueisto get your audience physcaly involved with you.
Yau can do thiswith any number of smple devicesthat don't requirein-
tense mentd effort or manua dexterity. One of my favoritesisthe hand-
clgpping game.

| used it to good effect once when | shared the plaform with Dave
Thomas, founder of Wendy's, and Bill Leonard, then president of CBS
News The occason wes the Western Kentucky University Free Enter-
prise Fair, and the audience was made up of severd thousand high
school and college sudents who were there for agood time.

I had gpoken Six times that week to mgor corporate and association
groups. This definitely caled for a change of pace.

So | asked the udentsto clap their handswhen | crossed my hands,
but not to clap when my hands weren't crossed. At firgt they acted on
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signal. But when | began faking the crossing of my hands and speeding
up the tempo, they soon became confused. | kept working at it until
everyone in the audience was involved.

This may not work as well with the stockholders of IBM, but with
the appropriate group it's a good warm-up exercise that can grab the at-
tention of your audience and prepare them to listen to you.

Older audiences can be captivated by equally simple devices. Once,
speaking at the River Oaks Country Club in Houston, | asked how many
of the men present dominated their wives. Only one held up his hand.
That brought a laugh. But when his wife stood up and pushed his arm
down, she brought down the house.

Obviously, aroutine can be staged if you set it up with the right per-
son. Involving an individual from the audience can be an effective way
of catching the attention of everyone—especially when the individual
involved is well known and well liked. But remember the words of cau-
tion | passed on earlier: Make sure the individual involved has a good
sense of humor and is awilling participant. And avoid embarrassing or
putting down the individual. The people in the audience identify with
the individual chosen from their ranks more than they do with you. Send
the person back into the audience with a word of commendation on be-
ing such a good sport, and ask the audience to applaud. This will make
your confederate from the audience fed good and will identify you with
the audience.

When you use an exercise to involve the audience, follow these
guidelines:

e Keepitsimple.
e Makeit move.
e Makeit short.
¢« Makeit fun for everybody
Make it fit your audience and situation.

A DUAL MEDIUM: SIGHT AND SOUND

A platform speech is a dual medium. It communicates through the ears
and it communicates through the eyes. So when you're addressing an
audience, look alive. Be relaxed but enthusiastic. Let your face, hands,
and posture communicate mood and meaning to your audience.

CONQUERING THE BARRIERS 237

The audience will read meaning into your body language whether
you are conscious or unconscious of what you're doing. If your hands
hang limply by your side, the audience infers that you're scared. Hands
folded across the chest tell your listeners that you're defensive. Hands
nervously fidgeting with your glasses or notes inform everyone that
you're self-conscious. Use your hands for natural, purposeful gestures,
the way you do when you're holding an enthusiastic conversation with
an individual.

And let your face and voice come alive. A monotone drones people
to sleep. A blank expression says, "Nothing I'm saying is worth getting
excited about."

Speak in a lower voice range to convey a feeling of confidence, but
modulate your voice to show various degrees of excitement, concern,
anger, or conviction. And let your face reveal your emotions. Don't try
to fake it; just let your feelings show.

When you 'rein front of an audience, let yourself unwind. You have
an appealing personality. Let it come through. Use every natural charm
at your disposal to captivate the audience.

Let your style fit your audience. | used the hand-clapping routine
with the high school students from Kentucky, not with the contractors
who chose to hear me instead of President Reagan.

Good communicators are so attuned to their audiences that they can
make every individua think, "These words are meant just for me."

Use Visual Aids

Audiences today have grown up with television, movies, and video-
tapes. They're even adding the sight dimension to their phone conver-
sations. They are more visually oriented than any previous generation.
When they come to hear you talk, they bring their eyes as well as their
ears. If they were there only to listen, they could get it al from an au-
diotape.

So visual aids can be the battering rams with which you break down
walls of resistance to your message. They can help you get the audience
completely involved with your presentation.

One method | sometimes use is to display several common items—
perhaps a key, a paper clip, acup, or a pencil, on an opaque projector.
After I've given members of the audience a minute to observe them, |
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turn off the projector and ask them to write down allist of all the things
displayed. Thisleadsinto a discussion of how little we tend to observe
the common things around us and how hard it isto remember even afew
things.

When you use visud ads, keep these suggestions in mind:

*  Keep them smple—never more than three lines on adide.

e Convey only one message per visud.

e Make sure the visua calls atention to you and your message and
doesn't distract your audience.

e Practice usng the visuas until you can do it naturdly and comfort-
ably.

«  Before you begin the presentation, meke sure the audiovisud tools
aredl in working condition.

e Kespyour visud ads short.

*  Apply them to what you're saying.

¢ Ted the audience's regponse to them.

OVERCOMING STAGE FRIGHT

For many people, the greatest barrier to communication from the public
platform is in their own minds. About 40 pecent of Americans auffer
from "performance anxiety," dso known as stage fright. It's bdieved to
be the mogt widespread phobiain the United States.

Stage fright can be overcome. Part of the remedyy is changing your
attitude toward the speech.

According to Dr. Michad T. Motley, stage fright is most common
among people who look upon a gpeech as a performance rather then an
exercise in communication. They go to the plaform convinced that the
room is full of critics who will be evauaing their gestures, language,
and posture. Thisanxiety leadsthem to assumetherole of actors, adopt-
ing formd, artificid language and behavior that they assume to be bet-
ter than their normal, natural way's of expressing themselves*

You can overcomethis tendency by looking upon your speech asan
opportunity to communicate your thoughts and idess to the audience.
Concentrate on the message, not on the performance. Think of the main
ideas you want to communicate and how you want to get them across.
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Practice your peech before one or two individuas. Tdk asif you're
conversang with thoseindividuals. Use your notesto remind you of what
you want to say. Youll probably fed slly deivering an oration tojust
one or two people, S0 don't orate. Tak to them conversationdly, usng
the language, inflections, and gestures you usein ordinary conversation.

When you get on the platform, follow the same technique. Look a
gpedific individuds in the audience and gpesk to them one person & a
time. When you're taking to individuas, you keep your language na-
urd and you overcome the feding that you're giving a performance.

Motley provides these additiond tips:

e Put yoursdf in your audience's place. Be aware that your audience
congsts of individuas with differing interests and atitudes and dif-
ferent degrees of familiarity with your topic. Spesk to them in their
terms and in their language.

«  Don't memorize and don't read. Use the extemporaneous gpproach.

*  Forget about your hands and fadid expressons. Concentrate on the
message you want to convey and let your nonverba communication
takeits natural course.

Adopt a cam, unhurried pace. Y ou'e there to impart understand-
ing, not to "get it over with."?

Burton J. Rubin, author of The Stagefright Handbook, notes that
many speekers get into trouble by thinking aheed to what might happen.
Ther fears of "going blank™ or committing some verba blunder become
sf-fulfilling prophecies.

The remedy isto "day in the present." One way of doing thisisto
seect omeobject in theroom—atable, chair, 0fa, or lectern—and con-
centrate on it. This will keep your mind from becoming crowded with
"whet ifs."

Another technique is to concentrate on the words you want to stress
and the way you're going to interpret your materid. If you're thinking
about these things, you won't have the mental capacity to think aheed
and worry about the "what ifs.”

If you should go blank, don't panic. It happens to everybody. The
ideas and words you want are in your brain; you just need to take amo-
ment to find them. So pause for a moment. A little slence never hurt
anyone. Forget the audience, forget your anxiety, and just concentrate
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Iotq Irememt‘,l)eri ng. Retrace your train of thoughts, one thought at atime.
come.

Nervous or Not, Be Yourself

The advice to "be yourself applies regardless of whether you auffer
from stage fright.

Adopt a gtyle that accords with your persondity. If you're normal-
ly aquigt, dignified individua, don't hop, skip and jump to the platform
asif you can't wait to fire up your audience. The best way to approach
the podium is with cam, confident strides. Face your audience and
smile. Then begin your speech.

Egablish good eye contact a the outset. Effective speskers don't
peek to the crowd. They spesk to the individuds in the crowd. Don't
look a the back of theroom and don't let your gaze wander vaguely over
the audience. Look individuasin the eyes. Look for people who return

your look with friendly, interested expressons. Maintain eye contact
long enough to achieve mutua understanding, then move on to the next
person.

Public spesking can be one of the mogt rewarding forms of com-
munication. When you find yoursdf firing up an audience, the energy
flows both ways. Magter the medium. The skills you develop in ad-
dressing alive audience will serve you well in the twenty-first century.

EPILOGUE

Throughout this book, we've demondrated that words are more than
sounds entering the ear, more than ink patterns on paper.

They convey meaning. They convey indruction, information, and
ingpiration. They convey power. And in business, they have a strong -
fect on the bottom line.

To inform people isto equip them for success, because in any com-
petition, the informed person has an edge over the uninformed. And in-
formation can be acquired only through communication.

So, asyou can see, the ahility to communicate with precison hasa
tremendous impact on corporate profits.

Educate, Don't Train

In other times, management could rely on repetitivetraining to equip the
workforceto carry out itstasks. But today'sworkplace requiresthinkers,
not robotic performers. You train dogs to fetch sticks, sedls to baance
bals on their noses, and lions to jump through hoops. You have to edu-

cate people to carry out the menta tasks required in today'sjobs.

Today's workforce needs more than training in how to turn screws
and how to pull levers. It must be educated to communicate properly. An
organization's success depends heavily on the ability to achieve dign-
ment among dl the people who work for it. That dignment cannot be
achieved without effective communication to unify the people toward a
common vision, acommon misson, and common goals.

An organization is aso dependent for its success on the ahility toin-
novate and to change. Innovation and change flow from powerful idess
that germinate within the workforce and are communicated across func-
tiona boundaries and up and down through management levels.

Weve spent entirdly too much timein the past teaching people what
to do ingtead of concentrating on how they think and how they fed and
how they behave; far too much time getting ajob done instead of pro-
ducing excellent results; far too much time conforming insteed of cre-
ating.

Successful corporations nead workforces made up of people edu-
cated in such kills as god setting, problem solving, decison meking,
conflict management, and other communication skills.
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Penetrating the Barriers

A human organization is a collection of minds. It functions only when
information flows from mind to mind. Each mind is a barrier that en-
closes its own thoughts and information. The great task of communica-
tion today is to penetrate the barriers so that the information can flow.

If you analyse the management problems in any business organiza-
tion, you'll find that the majority result from breakdowns in communi-
cation.

Efficiency experts claim that at least 40 percent of the average work-
er's time is spend doing tasks that are either unnecessary or have to be
done over because they were not done according to instructions.

Executives can increase their influence by learning the techniques
of persuasive communication. High-powered communicators learn to
focus words the way a laser beam focuses light.

At the Heart of Everything

Communication is at the heart of everything we do. It is the foundation
for interaction among human beings. Communication has to do with
meanings, with understandings, with feelings, with desires, with needs,
and with ideas.

Our world is filled with information, but that isn't enough. We need
understanding, and that calls for transcending that "immutable barrier"
between one person's thoughts and another's; for bridging the distance
between human beings so that we can better live together, work togeth-
er, get along with each other, and make this earth the best possible home
for the human race.

It is my hope that this book will help you build bridges to your &ff,
your employees, to your customers, and to everyone who plays a mean-
ingful role in your career and your life.
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