' b
R e ] i W e T R

N
, ;A_ FOURTH EDITION

Gumle to

MANAGERIAL
' COMMUNICATION

Eﬁ[ectwe Business
| Writing ana’ Speakmg

' MARY MUNTER




Guide to

Managerial
Communication

Effective Business Writing and Speaking

Fourth Edition

by Mary Munter
Amos Tuck School of Business
Dartmouth College

PRENTICE HALL
Upper Saddle River, NJ 07458



Library of Congress Cataloging-in-Publication Data
Munter, Mary.
Guide to managerial communication: effective business writing and
speaking/Mary Munter.— 4th ed.
p. cm
Includes bibliographical references and index.
ISBN 0-13-256447-5
1. Business communication. 2. Communication in management.
L Title.
HF5718.M86 1997
658.4'5—dc21 97-9000
CIp

Acquisitions Editor: Don Hull

Assistant Editor:  John Larkin

FEditorial Assistant: Jim Campbell
Editor-in-Chief: James Boyd

Director of Development:  Steve Deitmer
Marketing Manager: John Chillingworth
Production Editor: Kelly Warsak
Production Coordinator: Renee Pelletier
Managing Editor: Valerie Q. Lentz
Manufacturing Buyer: Kenneth J. Clinton
Manufacturing Supervisor: Amold Vila
Manufacturing Manager: Vincent Scelta
Design Director; Patricia Wosczyk
Interior Design: Ann France

Cover Director: Jayne Conte

Cover Design: Kiwi Design
Composition: Accu-color Inc./Beaumont

E== Copyright © 1997, 1992, 1987, 1982 by Mary Munter
A Simon & Schuster Company
= Upper Saddle River, New Jersey 07458

All rights reserved. No part of this book may be reproduced, in any form or by any
means, without written permission from the Publisher.

ISBN 0-13-256447-5

Prentice-Hall International (UK) Limited, London
Prentice-Hall of Australia Pty. Limited, Sydney
Prentice-Hall Canada, Inc., Toronto

Prentice-Hall Hispanoamericana, S.A., Mexico
Prentice-Hall of India Private Limited, New Delhi
Prentice-Hall of Japan, Inc., Tokyo

Simon & Schuster Asia Pte. Ltd., Singapore

Editora Prentice-Hall do Brasil, Ltda., Rio de Janeiro

Printed in the United States of America
1098765



For Lorlee, Julz, and the Admiral



Introduction

HOW THIS BOOK CAN HELPYOU

If you are facing a specific managerial communication problem, turn
to the relevant part of this book for guidance. For example:

* You’re speaking or writing to a new group of people. How can you
enhance your credibility? How can you appeal to them?

* You can’t get started on a writing project. How can you overcome
writer’s block?

* The thought of giving that presentation next week is making you ner-
vous. What can you do to relax?

* In making your case, you don’t know whether to start with your rec-
ommendation or to build up to it. Which is more persuasive?

* Your new computer programs can create terrific visual aids and
writing formats. How can you get the most out of them?

* Your boss is returning your memos and reports to you to rewrite. How can
you organize your ideas? How can you express yourself more succinctly?

* You're wasting time at meetings. How can you get more accomplished?

If you don’t have a specific question, but need general guidelines,
procedures, and techniques, read through this entire book. For example:

* You would like a framework for thinking strategically about all man-
agerial communication.

* You would like to know more about the process of writing and editing
more efficiently.
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xii Introduction

* You would like a step-by-step procedure for preparing an oral
presentation.

If you are taking a professional training course, a college
course, a workshop, or a seminar, use this book as a reference.

» You may very well be a good communicator already. You would like,
however, to polish and refine your managerial writing and speaking
skills by taking a course or seminar.

WHO CAN USE THIS BOOK

This book is written for you if you need to speak or write in a man-
agerial, business, government, or professional context—that is, if
you need to achieve results with and through other people. You prob-
ably already know these facts:

» You spend most of your time at work communicating. Various studies
show that 50 to 90 percent of work time is spent in some communi-
cation task.

* Your success is based on communication. Other studies verify that
your career advancement is correlated with your ability to communi-
cate well.

o Communication is increasingly important today. Recent trends, such
as increased globalization, technology, and specialization make per-
suasive communication more crucial than ever.

WHY THIS BOOKWAS WRITTEN

The thousands of participants in various business and professional
speaking and writing courses I have taught want a brief summary of
communication techniques. Many busy professionals have found
other books on communication skills too long, insultingly remedial,
or full of irrelevant information.

This book is appropriate for you if you want a guide that is
short, professional, and readable.
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* Short. The book summarizes results and models culled from thou-
sands of pages of text and research. I have omitted bulky examples,
cases, footnotes, and exercises.

« Professional. This book includes only information that professionals
will find useful. You will not find instructions for study skills, such as
in-class writing and testing; secretarial skills, such as typing letters
and answering telephones; artistic skills, such as writing dialogue and
performing dramatic readings; or job-seeking skills, such as résumé
writing and job interviewing.

Readable. 1 have tried to make the book clear and practical. The
format makes it easy to read and to skim. The tone is direct, matter-
of-fact, and nontheoretical.

HOW THIS BOOK IS ORGANIZED

The book is divided into four main sections.

Communication strategy (Chapter 1)

Effective managerial communication—written or oral—is based on
an effective strategy. Therefore, you should analyze the five strategic
variables covered in this chapter before you start to write or speak:
(1) communicator strategy (objectives, style, and credibility); (2)
audience strategy (who they are, what they know, what they feel,
how you can motivate them); (3) message strategy (how to empha-
size and organize); (4) channel choice strategy (when to write and
when to speak); and (5) culture strategy (how cultural differences
affect your strategy).

Writing (Chapters li, 111, IV, and appendices)

Chapter II offers techniques on the writing process, how to write
more efficiently. Chapter III deals with “macro,” or larger, issues in
writing—including document design, coherence and emphasis, and
paragraphs. Chapter IV covers “micro,” or smaller, writing issues—
including editing for brevity and choosing a style. The appendices
cover writing formats, wording, grammar, and punctuation.
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Speaking (ChaptersV, VI, and VII)

The speaking section discusses three aspects of business speaking.
Chapter V explains the verbal aspects, or what you say, in presenta-
tions, question-and-answer sessions, meetings, group collaborations,
and other speaking situations. Chapter VI describes visual aids, both
those prepared in advanced and those generated during the discus-
sion. Chapter VII analyzes nonverbal delivery and listening skills.

Reference

The last section of the book contains appendices that deal with for-
mats, correct words, unbiased language, grammar, and punctuation.
Finally, the bibliography lists my sources. See the bibliography if
you want documentation or further information about any ideas
throughout the book.
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CHAPTER | OUTLINE

|. Communicator strategy
I. What are your objectives?
2. What communication style do you choose?
3. What is your credibility?

Il. Audience strategy
l. Who are they?
2. What do they know!
3. What do they feel?
4. How can you motivate them!

. Message strategy
I. How can you emphasize?
2. How can you organize a strategic message?

IV. Channel choice strategy

V. Culture strategy



CHAPTER |
Communication Strategy

anagerial communication is different from other Kinds of
Mcommunication. Why? Because in a business or manage-

ment setting, a brilliant message alone is not sufficient: you
are successful only if your message leads to the response you desire
from your audience. Therefore, instead of visualizing communica-
tion as a straight line from a sender to a receiver, think of communi-
cation as a circle, as shown below, with the audience’s response as
one of the critical elements.

To get that desired audience response, you need to think strate-
gically about your communication—before you start to write or speak.
Strategic communication is based on five components, which you can
analyze in any order: communicator (the writer or speaker) strategy,
audience strategy, message strategy, channel choice strategy, and cul-
tural context strategy.

Communicator Audience

Channel
Choice

Response

Cultural
Context
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l. COMMUNICATOR STRATEGY

//ﬂe_ssgw'\\

Audience

Channel
Choice

Cultural
Context

You, the communicator (writer or speaker), are clearly one of the ele-
ments in your communication strategy. This section explains how to
communicate more purposefully, appropriately, and believably.

. What are your objectives?

Defining your objectives provides two important benefits. First, you
will be more efficient, because you will no longer waste time writing
or presenting material unless you have a clear reason for doing so.
Second, you will be more effective, because formulating your objec-
tive precisely will help you communicate more clearly. To clarify your
purpose, hone your objectives from the general to the specific.

General objectives These are your broad goals, the ones that
trigger the creative process and start you thinking. They are compre-
hensive statements about what you hope to accomplish.

Action objectives To define your objectives more specifically, deter-
mine your action objectives—specific, measurable, time-bound steps
that will lead toward your general objectives. State your action objec-
tives in this form: “To accomplish a specific result by a specific time.”

Communication objective Your communication objective is even
more specific. Based on your action objectives, decide precisely how
you hope your audience will respond to your written or oral commu-
nication. To define your communication objective, complete this
statement: “As a result of this communication, my audience will...”
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EXAMPLES OF OBJECTIVES
General Action Communication
Communicate Report X times per X As a result of this

departmental results.

time period.

presentation, my

boss will learn

what my department
accomplished this month.

Increase customer
base.

Contract with X
number of clients per
X time period.

As a result of this
letter, the client will
sign the contract.

Develop a sound
financial position.

Maintain annual
debt-to-equity ratio of
no greater than X.

As a resuit of this

e-mail, the accountant
will give me the pertinent|
information for my
report.

As a result of this report,
the board

will approve my
recommendations.

Increase the number
of women hired.

Hire X number by
X date.

As a result of this
meeting, we will come up
with a strategy to
accomplish our goal.

As a result of this
presentation, at
least X number of
women will sign up
to interview with
my firm.

Maintain market
share.

See X amount by
X date.

As a result of this
memo, my boss will
approve my marketing
plan.

As a result of this
presentation, the sales
representatives will
understand our product
enhancements.




