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' FOREWORD

In my almost forty years of management— from first-line supervisor,
through second-, third-, and fourth-level positions to chief operating officer
and member of the board of directors of AT&T Alascom—I have seen only
one successful manager who did not have good control of his or her written
communications. Although this particular VP’ s personal brilliance and
enormous drive led others to tolerate his lack of skill in writing, his failure
to use writing as a tool certainly prevented even him from achieving all that
was possible. During the same time, I have seen a great many otherwise
talented managers flounder because they did not give sufficient time and
attention to learning to communicate well in writing.

Many managers prefer to have an opportunity to present their ideas in
person. Oral presentations allow for greater flexibility or mid-course
corrections based on audience reaction. However, even when oral
presentations are made, it is almost universally true that follow-through
requires writing. I recall one third-level manager who addressed a meeting of
engineering and operations vice presidents at AT&T. He was very good
verbally with high personal impact. His ideas were sound. His proposal
received nods of encouragement. However, at the end of his presentation, he
was told to summarize his proposal and circulate it for formal approval. He
never did. He avoided at all costs exposing his lack of skill in writing. The
result was that a good idea, which might have brought the company benefits
and the creator rewards, died at the point writing was required to bring it to
life.

I have seen many good ideas poorly presented in writing and many
written communications thrown in the trash or deleted from the screen
without having been read because too many errors convinced the recipient
that the content could not be worth the effort to decipher what was intended
from what was sent. Frankly, the level of tolerance for poor writing is low.
Pcople are too busy to take the time to try to solve puzzles. Good writing
communicates efficiently as well as effectively.

I have also seen good writing save the day. One second-level manager



who confided in me was clearly in trouble. Metrics and feedback from both
internal sources and customers indicated that this manager was not doing his
job. His boss confronted him with the expectation that he would resign. He
did not. What he did was write a very well-thought-out and executed defense
of his poor performance. Failures were explained as less than what others
would have experienced or as unavoidable under the circumstances. His poor
performance numbers were discussed in a larger context of market and
competitive issues that made his results seem actually good in the proper
context. The manager prevailed. His performance that had been viewed as
unacceptable was now seen as almost heroic. The facts had not changed. The
difference was in the manager’s writing skill.

I have seen relatively obscure managers (that is, at lower levels in the
organization and either geographically or politically not close to the power
brokers) catapult themselves to the attention of senior leadership by
presenting a well-written argument for pursuing a particular course of action.
I have done it more than once myself. Good writing is not sufficient for
success in these endeavors, but it is essential.

It is a common and serious error to think that written communications
are subjected to less critical appraisal than oral. It surprises me how many
managers will prepare extensively for an oral presentation, often practicing
repeatedly and sometimes hiring a professional coach, but will then dash off
an ill-conceived and poorly written report without pause. Electronic
messaging seems to exacerbate this tendency. Serious managers should take
care to avoid this mistake.

Clearly, the academic community recognizes the importance of
managerial writing. For instance, for the two accelerated five-week courses
that I teach at the University of Phoenix, the standard syllabus for the first
course requires nine written papers and seven are required for the second
course.

There are many reasons why Strategies for Managerial Writing is
important. Managerial writing is unique. It is different from business,
academic, or general writing. Although managerial writing conforms to
basic composition, grammar, and spelling conventions, there are critical
subtleties that distinguish it as an area worthy of special study and continual
practice. Those subtleties are the focus of this text.

Managerial writing, like all aspects of management, changes over time.
What isexpected and what is excellent today is different from what was
expected and excellent not long ago. The impact of increased electronic
communications,. a far greater number of conimunications between
individuals in different locations who may never have actually met one
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another in person, and the ever-increasing velocity of doing business, all
have contributed to a focused need for clear and concise writing structured
for maximum impact. Excellent managerial writing is now the equivalent of
a television sound bite. Like a television sound bite, far more effort is
required than ‘most imagine. So, while many core themes with respect to
good writing have not changed, there are new ways of executing written
communications that are critical to managerial success.

Serious professional managers will study and train themselves in the
practices described in this text. Managerial writing is a distinct discipline that
is an inseparable part of management. A manager’s writing ability is a
significant factor in determining his or her and the organization’s level of
success.

I am aware of no other text like this one. Here those who intend to be
professional managers will find this book clear and well-written; easy to
follow: full of good advice; based on relevant, real-world examples, and
full of valuable information and applicable lessons. Much of the information
presented was previously only available through mentoring. Mentoring by
senior managers and grooming of junior managers is actually less common
than not too many years ago. Lawsuits have cooled the mentoring practice. A
manager who mentors may be guilty of misleading the mentored and of
discriminating against those not mentored. One result of this litigation is less
information shared personally, making the information in this text even
more valuable.

Major themes in this text include strategies for managerial writing,
techniques for being an effective communicator in writing, and illustrations
of the logic that supports good writing. “Fuzzy-headed” thinking will be
reflected as poor writing. A manager who is “wooden-headed,” as Barbara
Tuchman uses in her The March of Folly: From Troy to Vietnam (1984), may
attempt to overrun facts with words. I have seen many examples of well-
presented data pointing to one conclusion only to find that the managers have
ignored what they have written (or perhaps has been provided by a staff
member) and that they have presented contrary conclusions in the same
communication. It is almost as if the authors did not read their own
arguments. Clarity and consistency are hallmarks of good managerial
writing.

Managerial writing is a tool, and like most tools, it may also be used as
a weapon. Managers will make such ethical choices for themselves.
However, only managers skilled in writing will be able to choose to use
writing as an effective tool. Good writing can obfuscate poor management.
It can buy the manager time to recover his or her performance.
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Managerial writing is not an arcane discipline appropriate to only a
handful of practitioners who specialize in writing for managers. Managers
cannot hire a writer as they do an accountant. Good managerial writing is far
too intimate and is used far too often to entrust to just anyone. Therefore,
the intended audiences for this text are those who manage, from the new
supervisor to the chairperson of the board.

Terry Elfers

Director of Quality, Corvis Corporation
Practitioner Faculty, University of Phoenix
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PREFACE

Managerial professionals—and those who aspire to successful careers as
managers—must be able to communicate effectively. We have written
Strategies for Managerial Writing in response to this critical need. In this text,
the reader will explore the strategies and processes necessary to write
successful managerial communications. The approaches are grounded in
strategy, process, and product rather than on the more common, formulaic
approaches of typical business communication texts. We do not focus on the
basics of written and oral communication; instead, we have kept the text
brief and compact, and we have organized the text according to the products
of managerial writing. These products include memoranda, e-mail, press
releases, a wide variety of reports, letters of evaluation, and so forth.

As students, you must master the many forms of workplace and
interpersonal communications, their particular structures and formats, and
the styles appropriate to them—yet the formulae for types of communication
will be useless to managerial students without careful instruction concerning
the strategies that guide effective managerial writing. To the discussion of
careful pre-writing and writing processes, we have added a detailed
discussion of reasoning, including a review of the major logical fallacies that
often undermine one’s best arguments. To focus learning experience on both
strategy and process, the writing exercises in the workbook sections at the
end of cach chapter are designed as “in-box” exercises. These exercises
provide an opportunity to put into practice the concepts introduced and
developed,in the chapter. To enhance the learning experience, we employ
recal-world examples of corporate and organizational communication,
scenarios requiring students to adopt a point of view, and opportunities to
develop written communications from that specific point of view. The text
and its accompanying exercises focus on teaching you how to communicate to
produce positive outcomes.

The initiating concept behind Strategies for Managerial Writing was two-
fold. First, we felt that there were few choices in the textbook market for
someone who wanted to learn about how to write as a manager. Managers
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grow out of the world of business, but there are differences between business
writing and managerial writing. We address those differences in this text.
Second, we envisioned a book that is unique in content and format, fitting
the needs of a specific group of students.

The primary difference between business writing and managerial
writing is subtle but telling; it has to do with how one approaches a writing
task. Thus, we stress the strategies that guide managerial writing. For
instance, we explain the rationale for utilizing the individual common
elements of writing from pre-writing to the finished product—determining
the objective of the writing, identifying the nature of the target audience,
and choosing the proper and most effective format to achieve a goal. We
explain the characteristics of various kinds of writing so that you, the
student, understand why a particular format is appropriate for a given
assignment.

All businesses rely on internal and external communication. Much of
this communication is managerial in nature and, as a manager, your writing
ability can be a significant factor in determining your company’s success and
your personal success. Because this text is designed for students who are at an
advanced level, we include real-world elements that go beyond business alone
because recognizing and using these elements are integral to success. Twenty-
first-century business is dramatically different from the business of the era it
follows. In larger numbers than ever before, people who are trained in
business schools, many of whom hold MBAs, now work in the public and
not-for-profit sectors. This includes jobs at all levels of government,
working in the arts, and a plethora of other nontraditional areas.
Accordingly, while we draw upon illustrations that are taken purely from
business experiences, we also acknowledge that material from nonbusiness
fields may provide useful insights as well.

Furthermore, the globalization that began in the late twentieth century
increasingly demands a larger worldview for a business to succeed than has
been necessary to date. Taking this worldview into account, we stress that
part of knowing one’s audience is being aware of history and of national and
cultural differences.

Finally, in a time of corporate and personal fallibility—including
Enron, Martha Stewart, Merrill-Lynch, and countless other financial
disasters brought about by ethical failures—we have included discussions of
these ethical matters where appropriate.

These and many other topics are discussed and explained in this text.
The more tools you as a manager have at your command, the better your
writing will be and the greater the success you will enjoy.



