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Learning Objectives

Outline an effective strategy for writing routine
business requests.

Describe three common types of routine requests.

Outline an effective strategy for writing routine
replies, routine messages, and positive messages.

Apply the three-step writing process to negative
messages.

Explain how to use the direct approach effectively
when conveying negative news.

Explain how to use the indirect approach
effectively when conveying negative news.

Describe successful strategies for sending negative
messages on routine business matters.

Describe successful strategies for sending
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Routine messages fall into routine requests, in
which you ask for information or action from
another party, and a variety of routine and
positive messages.

With most routine requests, your audience will
be inclined to respond as you ask, so the direct
approach is fine. For unusual, unexpected, or
unwelcome requests, the indirect approach
with a strong element of persuasion is a better
choice.
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Like all other business messages, a routine Jlwee¥l Jilo; aan & Jlall s LS
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request has three parts: an opening, a body, =3 G iyl calhall (o <5y 5 AN

and a close. AR 5 ¢p guin e g Aaaliid) 1ol jal

Using the direct approach, open with your main <l Sa; fa ) ¢ 5 aluall (sl W) alass
idea, which is a clear statement of your .k yeis ialgs e a5 )l
request. Use the body to give details and justify .chlla 5 8y Jualdill aadil & g gall aadtul

your request. Finally, close by requesting Aaaa o) ya) allay atia) o) pal

specific action.




(‘

Open with your request
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With routine requests, you can make your request

at the beginning of the message. Of course, getting
right to the point should not be interpreted as

license to be abrupt or tactless:

 Pay attention to tone. Instead of demanding
action (“Send me the latest version of the
budget spreadsheet”), show respect by using

words such as please and | would appreciate.
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O If appropriate, acknowledge that you are
asking for someone’s time and effort. Even
if responding to your request is part of
someone’s job responsibilities, a few words
of acknowledgment help maintain a positive
relationship.

 Be specific. Don’t expect the reader to
figure out what you need. For example, if
you request the latest market data from
your research department, be sure to say
whether you want a one-page summary or

\ 100 pages of raw data.
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The most common types of routine messages are asking

for information or action, asking for recommendations,
and making claims and requesting adjustments.

O Asking for information or action

Most of your routine requests will involve asking
someone to provide information or take some specific
action. As you plan your message, think about what you
can do to make responding to the request as easy as

possible.
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[ Asking for recommendations

At various stages of your career, you may need to ask
people who know you in a professional or personal
capacity to provide you with a recommendation or serve
as a reference. A recommendation usually takes the form
of a brief letter or email message that expresses
someone’s confidence in your ability to perform a job,
fulfill the terms of a contract, or do whatever the situation

entails.
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0 Making claims and requesting adjustments

If you're dissatisfied with a company’s product or service,
you can opt to make a claim (a formal complaint) or request
an adjustment (a settlement of a claim). Open with a clear
and calm statement of the problem along with your
request. In the body, give a complete, specific explanation
of the details. Provide any information the recipient needs
to verify your complaint. In your close, politely request

specific action or convey a sincere desire to find a solution.
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O Every professional answers requests for

information or action from time to time. If
the response is straightforward, the direct
approach is appropriate. Keep the message
brief and confirm any expectations, such as
when you will provide information or

perform a task.
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[ Even the best-run companies make mistakes, and

each of these events represents a turning point in
your relationship with your customer. If you
handle the situation well, your customer is likely
to be even more loyal than before because you’ve
proven that you’re serious about customer
satisfaction. However, if a customer believes that
you mishandled a complaint, the situation could

get even worse.
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O Letters of recommendation used to be a fairly routine

matter, but employment recommendations and
references have raised some complex legal issues in
recent years. Employees have sued employers and
individual  managers for providing negative
information or refusing to provide letters of
recommendation, and employers have sued other
employers for failing to disclose negative information

about job candidates.
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Communicating negative information is a fact

of life for all business professionals, whether
it’s saying no to a request, sharing unpleasant
or unwelcome information, or issuing a public
apology. With the techniques you’ll learn in this
chapter, however, you can communicate
unwelcome news successfully while minimizing

unnecessary stress for everyone involved.
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Step 1: planning a negative message

To minimize further damage to business relationships
and to encourage the acceptance of your message,
start with a clear purpose and your audience’s needs in
mind. Think about the information your audience will
need to understand and accept your message. Negative
messages can be intensely personal to recipients, who
often have a right to expect a thorough explanation of

your answer.
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Selecting the best combination of medium and channel is

critical. If you’re delivering bad news to employees, for
instance, sharing it in person shows respect for them and
gives them an opportunity to ask questions. Handling the
situation live and in person can be uncomfortable, to be
sure, but doing so is often the best way to clear the air
and prevent the spread of rumors. In-person conversation
isn’t always possible, however, and many negative
messages will need to be delivered via print or digital

channels.
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Step 2 : writing negative messages

By writing clearly and sensitively, you can take some of the
sting out of bad news and help your reader accept the
decision and move on. If your credibility hasn’t already

been established with an audience, clarify your
gualifications so recipients won’t question your authority or
ability. When you use language that conveys respect and
avoids an accusing tone, you but it demands special care
with negative messages. Moreover, you can ease the sense

of disappointment by using positive words rather than

\_ hegative, counterproductive ones.
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Step 3 : completing negative messages

Even small flaws in a message are likely to be magnified in
readers’ minds as they react to the negative news because
these errors can create the impression that you are careless
or incompetent. Revise your content to make sure everything
is clear, complete, and concise. Produce clean, professional-
looking digital messages or printed documents, and
proofread carefully to eliminate mistakes. Finally, be sure to
deliver messages promptly. Withholding or delaying bad

news can be unethical—even illegal, in some cases.
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1 Open with a clear statement of the bad news

If you’ve chosen the direct approach to convey bad
news, use the introductory paragraph of your
message to share that information. you can open
with a few words that are the equivalent of in-
person “socializing” before moving to the negative
news. If necessary, remind the reader why you’re

writing.
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J Provide reasons and additional information

In most cases, follow the direct opening with an explanation
of how the negative situation came to be or whatever
information your readers need to grasp and accept the main
idea. The extent of your explanation depends on the nature
of the news and your relationship with the reader. For
example, if you want to preserve a long-standing
relationship with an important customer, a detailed

explanation could well be worth the extra effort such a

\ message would require.
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(d Close on a respectful note

After you have explained the negative news, close the message in
a manner that respects the impact the news is likely to have on
the recipient. If it’s possible and appropriate, offer your readers
an alternative solution, but only if doing so is a smart use of your
time. Look for opportunities to include positive statements, but
avoid creating false hopes or writing in a way that seems to
suggest that something negative didn’t happen. Ending on a false
positive can leave readers feeling “disrespected, disregarded, or

deceived.”

da sina Uiadlay a3d) O
Lyl Sl w40 ¢ Ll sl 5 vy

SSHA atidl e Jaind) il ils el
Ma @il i e ia el (iulia g Uiae ¢l

LSS Yl ld LS 13) Jad o Sl Say

Q\JLQ Z\al_m}l UA)J (=< fl \)\ &l 73)5

LS ) Ay Jlal BlA Cuiad (ST Al
$35 a8 aay ol Ll Ul ol (o 55 8 sk
s ) AR Al Al ALl ol

e laal) S Salaill i al jia¥) asad" ol Al

~N




(‘

Lecture

Using the Indirect Approach for Negative Messages
dlid) el A bl e i glal) aladiad

MIDOCEA

USNEIFYV EBR S 1T Y

06

The indirect approach helps readers prepare

for the bad news by outlining the reasons for
the situation before presenting the bad news

itself.

This approach is not meant to obscure bad
news, delay it, or limit your responsibility. Its
purpose is to ease the blow and help readers

accept the news.
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When done poorly, the indirect approach can

be disrespectful and even unethical.

But when done well, it is a good example of
audience-oriented communication crafted with
attention to both ethics and etiquette. Showing
consideration for the feelings of others is never

dishonest.
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d Open with a buffer

Messages using the indirect approach open with a
buffer, which is a neutral, noncontroversial
statement that is closely related to the point of the
message but doesn’t convey the bad news. The
purposes of a buffer are to ease the reader into the
message by establishing common ground and to
create space for a transition into the reasoning and

evidence that you are going to lay out next.
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1 Provide reasons and additional information

An effective buffer serves as a transition to the next
part of the message, in which you build up the
explanations and information that will culminate in
the negative news. An ideal explanation section
leads readers to the conclusion before you come
right out and say it. The reader has followed your

line of reasoning and is ready for the answer.
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By laying out your reasons first, you help

maintain focus on the issues at hand and
defuse the emotions that accompany
significantly bad news. An effective approach is
to start with positive or neutral points and

move through progressively negative points.
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] Continue with a clear statement of the bad
news

After you’ve thoughtfully and logically established
your reasons and readers are prepared to receive
the bad news, you can use three techniques to
convey the negative information as clearly and as
kindly as possible. First, make sure you don’t
overemphasize the bad news:

» Minimize the space or time devoted to the bad
news without trivializing it. Don’t withhold
important information, but don’t repeat or

belabor the bad news.
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(] Continue with a clear statement of the bad
news

Subordinate bad news within a complex or
compound sentence (“My department is
already shorthanded, so I'll need all my staff
for at least the next two months”).

Embed bad news in the middle of a
paragraph or use parenthetical expressions
(“Our profits, which are down, are only part
of the picture”).
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Professionals and companies receive a wide variety

of requests and cannot respond positively to every
single one. In addition, mistakes and unforeseen
circumstances can lead to delays and other minor
problems that occur in the course of business.
Whatever the purpose, crafting routine negative
responses and messages quickly and graciously is

an important skill for every businessperson.
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L Making negative announcements on routine business

matters
On occasion managers need to make unexpected negative
announcements. Because the news is unexpected, the
indirect approach is usually the better choice. Follow the
steps outlined for indirect messages: Open with a buffer that
establishes some mutual ground between you and the
reader, advance your reasoning, announce the change, and
close with as much positive information and sentiment as

appropriate under the circumstances.
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J Rejecting suggestions and proposals

Managers receive a variety of suggestions and
proposals, both solicited and unsolicited, from
internal and external sources. For an unsolicited
proposal from an external source, you may not
need to respond if you don’t already have a working
relationship with the sender. If you need to reject a
proposal you solicited, however, you owe the
sender an explanation, and because the news may
be unexpected, the indirect approach is better. In
general, the closer your working relationship, the
more thoughtful and complete you need to be in
your response.
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O Refusing routine requests

When you are unable to meet a routine request, your
primary communication challenge is to give a clear negative
response without generating negative feelings or damaging
either your personal reputation or the company’s. The direct
approach works best for most routine negative responses
because it is simpler and more efficient. The indirect
approach works best when the stakes are high for you or for
the receiver, when you or your company has an established

relationship with the person making the request.
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As a manager, you will find yourself in a variety of

situations in which you have to convey bad news to
individual employees or potential employees. Even
if you're not in a supervisory role, you may need to

reject requests for recommendations.

Recipients have an emotional stake in these
messages, so the indirect approach is usually your
best choice. In addition, use great care in selecting

the medium and channel for each situation.
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 Refusing requests for recommendations and

references

Saying no when someone asks you to write a
recommendation or serve as a reference is an unpleasant
but sometimes necessary task. Remind yourself of two
points. First, you’re never under any obligation to provide
a recommendation or serve as a reference. Second, if you

have legitimate reasons to refuse the request.
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If you are in a position to write a recommendation but

choose not to, here are several options:

v Disqualify yourself. With this approach, you simply
say something along the lines of “I'm not in a good
position to offer an objective assessment” or “I'm
not the best person to be giving you a
recommendation for this opportunity.” This

approach will feel most natural in situations where

\ you didn’t have a close working relationship.
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v' Suggest an alternative. If you believe the

person is qualified but you don’t want to
provide the reference, you can suggest
someone else. You don’t have to name
anyone in particular, but perhaps suggest he

or she ask another former supervisor.
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v’ Take a mentoring approach. Remember that

being asked to provide a recommendation is a
reflection of the respect the person has for you
and your position. If you have had a formal or
informal mentoring relationship and want to
help, you can respectfully explain why you don’t
think this opportunity is a good path to follow

and perhaps offer some guidance about how to

\_ find the right opportunity.

%mﬂ\@k&iﬁﬁ_dbﬁ)?‘@@@m v

e s day ALG ) A8Me elial cils 1))

z o liSad chacluall & e i g Aran )

ol Aa il oda Qi&ﬂd\jic\ed.cc._a.}_u

ua_uﬁml_«»«\_uw\g;\jm
Aulidl

~N




(‘

Lecture T
b i) (Ll Al Sl Jlea )

Sending Negative Employment Messages

MIDOCEA|

UNIVERSITYl

06

v’ Explain your personal policy. If you haven’t

had a close working relationship or aren’t
motivated to continue one into the future,
you can say that “in the interest of
simplicity, I've opted not to provide

recommendations.”
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If an employee’s performance cannot be brought up

to company standards or if other factors, such as
declining sales, cause a reduction in the workforce,
a company often has no choice but to terminate
employment. As with other negative employment
messages, termination is fraught with emotions and
legal ramifications, so careful planning, complete
documentation, and sensitive writing and

conversational skills are essential.
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Termination messages should always be written
with input from the company’s legal staff, but
here are general guidelines to bear in mind:

Whatever the reasons for the decision,
present them clearly and objectively using
calm language. For performance-related
terminations, provide the company’s evidence
for making the decision.

If the termination is related to an individual’s
performance, avoid framing these problems as
personality conflicts or other vague issues.
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Avoid any suggestion that someone else was
behind the decision or that you don’t agree
with it. Otherwise, you could create the
impression that the firing decision is unfair or
open to negotiation.

Follow all company policies, contractual
requirements, and applicable state and federal
laws.

Deliver the termination letter in person if
possible. Arrange a meeting that will ensure
privacy and freedom from interruptions.
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= Be prepared for questions that the employee
is likely to have, such as what will happen to
his or her retirement benefits.

= Avoid surprises. Unless an employee exhibited
some unexpected behavior that warrants
immediate termination, firing shouldn’t come
as a surprise. Through regular and honest
feedback, underperforming employees should
be made aware of their shortcomings and
given opportunities to improve.

= |f there are legitimately positive aspects to the
decision, share those with the employee.
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