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Getting to the point is essential. However,
it is a difficult thing to achieve, particularly
if you want to avoid being blunt.
In my recent webinar I offered some
suggestions on how to do this, and also
answered a number of questions from
people in the audience, which I have
recorded here for your interest.
Now that I have had some more time to
think about the answers, I have ordered
them from simple to complex and added
more meat than I was able to during the
webinar itself. I hope you find them useful.
Davina Stanley

SIGN UP HERE FOR FUTURE WEBINARS AND
MASTERCLASSES: http://davinastanley.com.au/watch-it-later
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Q U E S T I O N

QUESTION 1
HOW DO WE PREPARE BEFORE
MEETING WITH A NEW AUDIENCE?
Given audiences vary as much
as the reasons we
communicate with them, this
could be a very large topic.
What I will do here, however,
is offer a series of universal
questions to ask when
preparing communication that
help you understand your
audience deeply.
We need to identify the
right people to focus on, work
out what matters to them and
what information they need if
they are to know, think or do
what you want them to. Let me
unpack those things one by
one.

WHO IS YOUR AUDIENCE?
The first thing to do is to list
out everyone who you will
communicate with on a
particular issue. Jot
down what you know about
them and make a list of people
who can help you understand
your audience members.

WHO SHOULD YOU FOCUS ON?
Next, work out among them
who matters most.
Who will make or influence
the decision you are seeking?
Who else do you need to
consider?
Are there specific sensitivities
you must navigate around for
reach key person?
Who can help you get to
know these people better if
you don't know them
yourself?
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WHAT INFORMATION DO THEY
NEED?
Once you have worked out who
to focus on, think about each
group and what they need from
you if they are to do what you
want them to know think or do
as a result of your
communication. For example:
How much do they know
about your proposition
already?
Do they agree with you or
not? Why?
Is anything keeping them up
at night about the issue you
want to discuss?
Do they care about the issue
at all?
Are there 'political' issues to
consider as well as 'rational'
issues? What are they?
HOW DO THEY LIKE TO RECEIVE
INFORMATION?
Do they prefer prose
documents or PowerPoint,
phone calls or meetings?
Do they like a formal or more
casual tone?
Do they focus mainly 'on the
business' or take some time
to get to know you first?
Do they like to review
material in advance?
Do they like the big picture
supported by precise detail,
or is the big picture enough?
Do they trust your team or
organisation? If not, why not
and what can you do about it
before the meeting?

REFERENCE: People Styles at Work by Bolton and Bolton. Available
on www.amazon.com

QUESTION 2
WHERE IS THERE ROOM FOR EMOTION
IN OUR COMMUNICATION?

I made the point that emotion
is not necessarily our friend.
Too much intensity, particularly
negative intensity, can come off
as rude in person and worse in
business communication. This
has actually been a topic in two
recent coaching sessions of
mine.
However, Bea rightly asked
what role emotion can play,
particularly positive emotion.
There are very good reasons to
use emotion to engage your
audience: here are three tips
for doing so.
BE POSITIVELY CONTAGIOUS
If you think about the people
you know, and whom you LIKE
to spend time with you will
probably agree they offer
something positive to you. They
engage in topics you like to
talk about, smile and show
interest. They seem to like you.
Work is a social context, so
to this extent, social rules apply
to both interpersonal and
formal communication. So, use
positive emotions to your
advantage and draw people in
so they are more likely to listen
to you and not be turned off by
negativity or a sharp tone.

However, I see many younger
execs, particularly those from
technical disciplines, struggle in
this area.
For example, last week I was
helping a data analyst in her
mid 30s who was frustrated that
she was not getting the
instructions she needed to do
her job.
She was inclined to say "I
can't do this because your
instructions don't make sense"
rather than something like: "If I
receive XYZ in the next couple
of days I can finish the task you
have asked me to do".
This can be difficult when
you are close to a problem that
is driving you nuts, but is worth
the effort.
This particular client
changed her tone, involved her
direct manager and got what
she needed while building
rather than damaging her
relationships.
USE THE NEGATIVE
JUDICIOUSLY

Sometimes it is not only hard to
be positive, but it comes of as
insincere or does not grab the
attention you need. I do
encourage you, however, to use
'the negative' judiciously.
FOCUS ON SOLUTIONS RATHER
If you can get the job done in
THAN PROBLEMS
a positive way: do it. If you
It is much easier to 'say it as it is' can't, then do so with your eyes
rather than think diplomatically open and save it for real crises,
about how to handle difficult
so that it has the effect you
situations.
need.
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QUESTION 3:
HOW DO WE BUILD TRUST WITH AN
AUDIENCE THAT DOES NOT TRUST US?

Claudia asked about trust. If
your audience doesn't trust
you, you will be lucky if they
will open your email or meet
with you, let alone respond
in a helpful way to what you
have to say.
To resolve this, try to get to
the root cause before you
communicate. Here are a few
ideas for doing that:
IDENTIFY THE ROOT CAUSE
If someone doesn't trust you,
there is no point trying to
make progress. You need to
understand why they don't
and deal with that first. Here
are some questions to ask
yourself:
Who don't they trust: you,
your team or your
organisation?
What happened that led
them to stop trusting? Did
they have a bad
experience, did the last
project you work on fail,
are they concerned about
honesty?
Is it a relationship issue or
a performance issue?
DEAL WITH THE ROOT CAUSE
AS A SEPARATE ISSUE
Once you know what has
caused the lack of trust, if at
all possible, deal with that as
a separate issue so you don't
contaminate the main 'thing'
you want to progress.
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If you only have one
opportunity to communicate
with the person or people in
question, then deal with it first.
Here are some ideas to help
with that:
Ask someone who knows the
other party well to learn
more about what matters to
them and where there are
common interests
Ask someone who has good
standing to help you work
through the problem either
for you or with you
Don't be afraid to 'hug the
elephant' and raise the
problem with honesty,
integrity and without blame
while also taking
responsibility for any part
you have had in causing the
problem
Explain how you will act
differently in future and
deliver on it.
MOVE FORWARD CAREFULLY
Once you are comfortable that
you have made sufficient
progress in resolving the trust
issue, consider moving forward
with the thing you need to
communicate about.
When doing so, be mindful
of addressing any concerns they
may have, listen and watch
VERY carefully while also over
communicating and over
delivering.
Their trust will be much
harder, if not impossible, to
earn back if you lose it again.

REFERENCE: Building or rebuilding Trust, by Michael
Hyatt. https://michaelhyatt.com/how-to-build-trust/

QUESTION 4:
WHAT DO WE DO IF OUR AUDIENCE
DOES NOT ANSWER OUR QUESTION?

Rob asked an interesting
question: when sitting on a
board, what do you do if the
business leaders consistently
do not answer your
questions?
He mentioned that he and
other board members were
finding this to be a problem:
when asked a question, the
leaders would 'beat around
the bush' and not answer it.
The key is to understand
why they are not answering
the questions and then to
respond accordingly.
There could be all sorts of
reasons why someone does
not answer your question,
but they would I think fall
into three potential
categories: they don't know
the answer, they don't know
how to provide the answer or
they don't want to provide
the answer.
In most instances, the
problem is more likely to be
caused by either not
knowing the answer, or not
knowing how to explain it
succinctly, although not
wanting to provide it can't
be ruled out.
Here are a few ideas for
thinking that through:

NOT WANTING TO ANSWER
This is the hardest of all and
requires a judgement call:
work out why they don't want
to answer and act accordingly.
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NOT KNOWING HOW TO ANSWER
In this area it is hard for me to
avoid offering some of our
tools to help. Here are some
free options:
Offer a template to enable
them to focus on one main
idea and then break their
answer into logical parts.
You can get one here that
might help:
http://bit.ly/storylinetemplat
es
Suggest they download the
free chapter of our book, The
So What Strategy here:
http://sowhatstrategy.com
Invite them to try a free
module of our online Clarity
Concepts course, available at
http://claritycollege.co
NOT KNOWING THE ANSWER
Give them advance warning by
providing important questions
before the meeting. When
doing so, add extra contextual
information in your request so
you can be confident that they
understand the context of the
request and can tailor their
response accordingly.
For example, general
requests such as "update me
on the state of the widget
market" are not as useful as
"please explain your view on
the future of the widget
market in light of new XYZ
technologies that will come on
stream over the coming two
years".

QUESTION 5:
HOW DO WE DISCUSS MORE THAN
THREE OPTIONS IN ONE PIECE OF
COMMUNICATION?

Gary rightly observed that in
our storyline patterns our
examples focus on 'three
options', but in the real world
teams often investigate many
more than three options and
then need to communicate
about them.
Whenever you are working
with a large number of things
- options, criteria, widgets ...
anything - and need to distil
your insights into a powerful
piece of communication you
need to sort the ideas into
groups, distil the key insights
and then arrange the insights
into a logically compelling
order for your audience.
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Here is one way to do that,
described using a simple
analogy about choosing a car
organised using 'The Pitch'
storyline structure. The Pitch is
what we call a grouping
structure where the main idea,
the 'So what', is supported by a
series of reasons.
There are lots of ways to
discuss options using either
grouping or deductive storyline
structures.
Download some commonly
used storyline patterns for
discussing options stories
here: http://bit.ly/2oGMogb

REFERENCE: Download some high-level storyline patterns for
telling options stories here: http://bit.ly/2oGMogb

QUESTION 6:
HOW DO YOU USE STORYLINING WHILE
HELPING YOUR AUDIENCE 'SAVE FACE'?
Daniel sent me this fabulous
question after the webinar.
Storylining is an approach for
organising your ideas that drives
toward a clear point of view. This
is helpful in Western cultures
where we are accustomed to
others being forthright.
However, being forthright can
be offensive in cultures where
people are accustomed to
greater deference and subtlety,
and where they have a different
definition of respect. This is
particularly so where the senior
people must be seen to make
the decisions for themselves
rather than agree with someone
else.
So, how to use a technique
that drives toward having a point
of view when you want to be
subtle and empower your
audience to make (or think they
made) the decision?
This requires not only
tact, but great storylining
dexterity. Here are two ideas:
FAVOUR SUMMARY OVER
SYNTHESIS
Synthesis involves distilling a key
message out of a set of data
points that delivers insight to
your audience. It describes why
those data points should matter
to them and delivers a clear
point of view.
Summary, however, describes
what that data 'is', what it 'says'
on its own without
interpretation, which can be
more subtle, less opinionated
and safer for sensitive audiences.
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Here is an example. You
might analyse a company and
notice that it has consistently
had a Price to Earnings ratio
(PE) of 15%. That is a summary
of the information.
If, however, you look at that
same information and draw the
conclusion that with a PE of 15%
it's a great buy, you have
synthesised the information.
You have drawn meaning and a
recommendation out of it.
This leaves less room for the
audience to interpret your
information and take credit for
that interpretation.
FAVOUR GROUPINGS OVER
DEDUCTIVE STRUCTURES
Daniel specifically asked
whether it was worth avoiding
the "Houston, we have a
Problem' deductive storyline
pattern for sensitive audiences.
My answer: yes! And not just for
cultural reasons.
Houston begins it's top-line
by describing the problem,
which the audience doesn't yet
know about. This is powerful,
but risky if the audience could
have been responsible for that
problem in any way.
Other deductive structures
can be more diplomatic, such as
Close The Gap or To B Or Not To
B, however these also drive to a
definite recommendation,
which you may not want.
Finding ways to use Action
Jackson, Traffic Light or perhaps
even The Pitch may be safer.

REFERENCE: The So What Strategy. This is our book, which
introduces storylining patterns: http://sowhatstrategy.com

EXTRA RESOURCES
WAYS TO LEARN MORE ABOUT GETTING TO THE POINT
WITHOUT BEING BLUNT

CLARITY FIRST
COACHING PROGRAM

SO WHAT STRATEGY
BOOK

At Clarity College we ofter many different
ways to build your communication skills.
Here are three of our favourites.
Clarity First Group Coaching Program
This program enables people to learn
complex ideas in bite-sized chunks, apply
them to their real work,
Concepts are learned independently
through the Clarity Concepts course
Concepts are applied in your own work
and by completing small, frequent
exercises during the program
Concepts and their application are
discussed and challenged in the six,
fortnightly online group conversations,
direct email communication with me as
well as through our private Facebook
group
Concepts are challenged in a one-on-one
coaching session with me

CLARITY CONCEPTS
ONLINE COURSES

The So What Strategy
This deliberately short and practical book
distils the storylining approach before
offering our seven favourite storyline
patterns. These offer a 'colour by numbers'
approach to storylining, enabling you to
learn from our experience without starting
from scratch. Learn more at
http://sowhatstrategy.com
Clarity Concepts online course
This practical course introduces the core
storylining concepts through 12 powerful
modules. Each includes a short video, a
challenge with solutions and suggestions
for applying the ideas we introduce.
This course can be completed
independently in your own time over three
months, or alternatively as part of the
Clarity First Group Coaching Program.
Learn more at http://claritycollege.co/

Learn more at http://davinastanley.com.au
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