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Communication Strategies

Systems and SKills
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"Before you say what you think, be sure you have." — Malcolm Forbes, past publisher of Forbes
magazine
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Communication is both a symptom and a cause of organization performance problems.
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Over the years, we've heard hundreds of managers use communication as a vague catchall for
every type of organization and team problem imaginable, but generally, the root cause of many
"communication problems™ was deeper than that.
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Poorly designed organizations, ineffective processes, bureaucratic systems, unaligned rewards,
unclear customer/partner focus, fuzzy visions, values, and purpose, unskilled team leaders and

members, cluttered goals and priorities, low trust levels, and weak measurements and feedback
loops all cause communication problems.

oYW o sl eﬁuﬂu_)ﬁf)géjM]JISU&u Al yi— Al sad sab HUiAle Camia RS 4 4S8 b el
5 e / S Hliia (sl 0 ) ga - dugy (2 sl Rl — (ol (Y gl g eda (s I ) gal 2l i e () )2 48 o dls)
sl Cuglyl 5 calal -G lee a8l sliac) 5 la au€ Culaa —Calal s 5 (addali sl sBun —agie 5l

Whenever a manager contacts us to solve a "communication problem,” we always know we have
some digging to do.
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Communication strategies, systems, and practices do play a central role in high-performance.
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Information, understanding, and knowledge are the lifeblood of the organizational body.
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A thoughtful and comprehensive communication strategy is a vital component to any successful
change and improvement.
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The education and communication strategy sets the tone and direction of improvement efforts.
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Education and communication strategies influence the energy levels for change and
improvement.
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Strong communications keep everyone focussed on goals and priorities while providing feedback
on progress and the course corrections needed.
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Effective communication strategies, systems, practices have a huge, direct effect on organization
learning and innovation.
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Effective communication strategies, systems, and practices:
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Deliver clear and consistent messages to all parts of the organization
. A e il s Kaalea W sl le b sl (B30 (5 4 4
e Aresimple, direct, and fast with a minimal number of filters and interpreters
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e Are inspiring and energizing.
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e Are user-friendly, human, and personal.
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o Move information, experiences, learning, ideas, direction, and feedback equally well .
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o Extend in all directions — up, down, and across the organization.
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e Provide multiple channels.
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e Are only possible in an atmosphere of trust and openness.

. A oo g jue laie] Q8 5 5l slabiad ) Laid

o Despite all their talk about communications, many managers don't appreciate the highly
strategic role communication plays in their improvement efforts.
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Though, they don't spend enough time thinking through what they want to say and the best ways
to say it.
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But the amount and type of communicating we do speak volumes about how much we trust
people and whether we see people as partners or "subordinates"” who "work for me."
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Our communication strategies, systems, and practices set the dimensions of the environment we
are putting people in.
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Up Close and Personal

e g (3203 oy
"A vision is little more than an empty dream until it is widely shared and accepted.
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Only then does it acquire the force necessary to change an organization and move it in the
intended direction.” — Burt Nanus , Visionary Leadership
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The best information and communication systems, strategies, and technology can actually make
things worse if we don't have strong communication skills.
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With today's technologies, a much bigger audience can conclude much faster, that we don't have
our act together.

AES i Jae Kalan JS 4y Lo 4S Yy At (l 43 € o 43 20 55 e (5 )k ()02 51 (5518 SaS Lo 5 30

A powerful Context and Focus (vision, values, and purpose), clear goals and priorities, and a
well-designed improvement plan won't look that way if poorly communicated.
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Many managers devise slick internal marketing campaigns and invest in expensive information
technologies.
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They're on the right track.
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But although customers and partners appreciate and (when well trained and supported) will use
these technologies, they want to break through the mechanical alienation these tools and
approaches can bring.
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People want a personal touch.
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They want to feel the passion, energy, and human side of their leaders before they partner with
them.
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Leadership and communications are inseparable.
2l S B0y i sl s Rl

Our ability to energize, inspire, and arouse people to ever higher levels of performance, is
directly related to our ability to communicate.
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Strong leaders are strong communicators.
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If my communication skills (especially verbal communication) are weak, I'll never be much of a
leader.
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| may be a strong administrator, director, technician, team member, or manager, but without
strong verbal communication skills, I'll be a weak leader.
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Unless | improve my communication skills, I'll become a victim of the shifting balance between
managing things and leading people.
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Effective communication is no more a natural skill than leadership is a born trait.
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Very few powerful communicators just opened their mouths and let the words naturally flow out.
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Most leaders learned, developed, practiced, and refined their communication skills through a lot
of hard work and conscientious effort.
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They were able to light their logic on fire.
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The Reason To Need Effective Communication Strategies

Al SAiga slaa bl A Jld Jula

Anyone can speak, but those who speak well have a distinct advantage. Knowing what to say,
when and how to say it, and who to say it to can go a long way in accomplishing any goal.
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However, communication does not consist solely of speech and sounds. Communication also
includes things like listening, body language, cultural awareness, and general social skills.
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The Nature of Communication Strategies
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Communication strategies are common in the business world, where they are used as part of a
business’ plan, detailing how to communicate with various groups of people.
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A single business may have multiple strategies for different categories of people, such as clients,
investors, competitors, or employees.
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Some companies even have an internal communication strategy for communicating within the
business itself.
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These strategies are used to determine things like what information to share with the clients or
investors, and how the information should be present
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Benefits of a Communication Strategy
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For most people, talking comes naturally, and everything is run by instinct.
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This is a reactive way of dealing with problems, and oftentimes the instinctive reaction is not the
best one.
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Strategies for communication, on the other hand, are proactive, which means that they provide a
solution to the problem before the issue even arises.
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With a communication strategy, the solution is carefully planned out in advance. This way, the
reaction to the issue will be logical and advantageous to the company’s overall goals, rather than
instinctive and rash.
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Don’t Just Talk the Talk
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To quote Ursula from Disney’s The Little Mermaid, “Never underestimate the importance of
body language.”
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Approximately 4+ percent of communication is nonverbal.
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The tone of voice used, the posture adopted, and the accompanying hand motions can drastically
change the spoken word’s meanings.
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Since body language is such an important part of communication, it should be included in any
communication strategy.
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Keep in mind that in the current digital era, the medium chosen to convey the message can also
be considered a part of nonverbal communication.
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The Most Important Part of Communication
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There are some people who are constantly talking, but they never stop and listen.
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As a general rule, such people are not very good communicators because they fail to understand
that are two parties involved in every act of communication.
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The most important part of communication is listening, not talking.
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An effective communication strategy should be based on feedback from the person to whom the
message is directed.
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In addition, the strategy should include tips and techniques for good listening, and encourage
behaviors like active listening.
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The Audience

An important part of listening is realizing to whom the message is directed.
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When creating a communication strategy,it’s important to keep in mind who the audience will be
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Shareholders are not particularly interested in the details of the marketing campaigns and
customers don’t really care about quarterly reports.
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Just as the two groups would be addressed in completely separate ways,individuals from
different cultural backgrounds should not get the same message.
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Culture greatly affects social interaction so communication strategies should take it into account.
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Communication is an important part of every aspect of life and as a result, these strategies can
help with just about anything.
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They are particularly important for businesses who want to give right messages to their clients
and shareholders .
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Monitoring Progress in Communication
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As a basis for monitoring progress and assessing results and developing new programs, strategic
planning guarantees the internal communication function.
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“Where to start?”, “How do I drive the process? and, “How will I measure success?”’are common
questions on the answer of which the function of internal communication is focused on today.
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Consider this guide as a framework for success :
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V. Map the present situation:
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Ensure alignment with your organization’s business by understanding where it currently stands
and where leaders want to take it.
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Ask your planning group to describe the current state of the organization.
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Then pool answers, grouping similar answers together to discuss them for clarity.
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One approach to determining the present situation might be to do a SWOT analysis of the
organization.
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This analysis rates: Strengths; Weaknesses; Opportunities; and Threats faced by the business,
considering internal and external factors.
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Y. Talk to key stakeholders
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Set up interviews with internal customers to learn what their priorities are.
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Gaining a good understanding of business issues allows you to offer effective solutions and
highlights your consultative value as a function.
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Use BARROW framework to ask the right questions:
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B is for Bridging statement.
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The bridging enables you to acknowledge what your customer has asked you .

A is for Aim .
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Ask questions to understand the customer’s aim.
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R is for Reality:
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Try to understand what things look like for them.
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R is for Roadblocks.
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Ask questions to understand which obstacles might get in the way.
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O is for Opportunities.
At W Cua g O ) s

Try to understand which actions or changes would make the fastest or most significant
contribution to the aim.
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W is for Who and When.
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Identify who needs to know or when he wants to do something differently to achieve the aim.
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Y. Future state vision :
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Envision the elements of an idealized future — how you want the internal communication
function to look a year from now.
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This offers specific details that all stakeholders understand and are more likely to support.
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Ask your stakeholders to envision the future state of the organization by writing down their ideas
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¢. Prioritize vision elements:
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Identify a handful of the elements from S ¥ that are most important to the business and function.

Ag.:Sua;.l«\JL)\J?@AJQ‘MHJJISJJA\SeP‘\L)AJ\L;F\JQ)\LE\M:}AM

Assess current performance to get a clear picture of the success of all key enablers, compared to
their relative importance.
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°. Develop actionable objectives ;
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Turn the three to six vision elements into actionable objectives. Each should consider available
human and financial resources, programs, products or services that must be allocated to achieve
the goal.
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Make sure each objective is SMART. It must be: Specific, Measurable, Attainable, Relevant, and
Time-bound.
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Create project owners and assign individuals or groups to take responsibility for each of these
objectives and direct these people to do preliminary work on their given objective, developing a
range of possible strategies and tactics to achieve it.
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1. Develop and prioritize potential strategies and tactics :
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Create sub-teams and brainstorm a range of fruitful strategies to achieve each of these objectives,
and a further range of tactics to support each strategy.
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Organize strategies into categories and consolidate similar suggestions.
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When critical mass is achieved on ideas, discuss the merits of each strategy proposed.
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Decide collectively which strategies and tactics you’re going to pursue, providing consensus and
a clear direction for the designated time period.
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V. Define metrics, timelines and responsibilities.
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Create the detail behind those strategies and tactics. Namely, how success will be measured, the
timeframe and who will be responsible.
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Metrics: How will success on this strategy/tactic be measured? What is the desired outcome from
the strategy/tactic?
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Timelines: When should it start and when should it be finished by? Which strategies/tactics are
urgent because they have other strategies/tactics contingent on their completion?
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Roles, responsibilities and resources: Who and what is needed to ensure success? Who will be
accountable for each element of its success?
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Conduct some measurements to identify the levels of knowledge and attitude of key
stakeholders. There are four different types of measurable objectives:
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Financial impact on organizational goals.
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Audience actions.

Audience perceptions.
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Your communication activities.
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Through focus groups and manager interviews, identify what your target audience currently
knows and what it needs to know/believe to execute those actions.
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Find out why employees aren’t doing the right things now.

Ask employees what they would ideally like to know about a specific subject and how they wish
to receive information.
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Ask executives what they believe employees should know.
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This helps identify what perceptions need to change to embed new behaviors and determines
who needs to do what.
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A. Develop strategic and tactical plans
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Consolidate the wealth of ideas your planning sessions have generated, and integrate into a

document with clear responsibilities for your team and other stakeholders, for management
review and approval.
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Work with stakeholders and team members to clarify the finer details of each part of the plan.
Map the results into a clear, detailed strategic plan.
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1. Implementation

It’s time to put the plan into action, but remember: Implementation is only the beginning of a
long process of activity, measurement, re-evaluation and re-strategizing.
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Once the strategic communication plan has been launched, determine regular review cycles for
all phases of the plan.

Ideally, the plan should be reviewed in a group meeting once every quarter, assessing all
elements of the plan and their outcomes.
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Change the plan, as necessary, according to these review cycles.
€ e | roh Auib ey a b Gl s d Sy sa
Monitor timing; roles and responsibilities.
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Pay particular attention to drawing out “road blocks” and highlight areas where the plan failed to
deliver.
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Analyze carefully what stopped individual strategies from being properly enacted.
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