
By Sean Williams



p. 1 p. 2
By Sean Williams

Face2Face 
Communications Table of Contents

About the Author      p. 3

About True Digital Communications    p. 4

Forward       p. 5

Chapter 1 – Setting the Stage     p. 8

Chapter 2 – Building Your Desired Environment    p. 12

Chapter 3 – Continuing Communication    p. 18

Chapter 4 – CORE – What to Communicate   p. 22

Chapter 5 – 3 Ways to Use CORE    p. 28

Chapter 6 – Recognizing Good Communication   p. 32

Chapter 7 – The 4Ps – How to Communicate   p. 36

Chapter 8 – 3 Ways to Use the 4Ps    p. 42

Chapter 9 – Email and Conference Calls    p. 48

Chapter 10 – The HEAR Tool – How to Listen   p. 52

Chapter 11 – Encountering Resistance    p. 60

Chapter 12 – Practice Makes Perfect    p. 64

Chapter 13 – Completed Outlines    p. 68

Chapter 14 – Why Do We Do What We Do?   p. 74

Case Study: Aligning a newly merged workforce   p. 78

Case Study: Activating Leaders to Drive Performance  
at a County Government     p. 79



p. 3 p. 4

About the Author

Sean Williams has spent his career helping people and organizations 
communicate effectively. He has trained thousands of people 
in communication skills. And as Vice President and Practice 
Lead, Education and Internal Communications for True Digital 
Communications, Sean offers the integrated communication AMMO 
planning process for manager training through the Face2Face 
Communication Learning Program.

Sean has held executive communication posts at National City Bank, 
KeyCorp and The Goodyear Tire & Rubber Company, and ran his 
own consultancy, Communication AMMO. He is an adjunct professor 
of Public Relations at Kent State University, and created graduate 
classes in PR Measurement/ROI and social media measurement for 
Kent and another university.

He holds a Master of Arts in Journalism/Mass Communication 
from Kent State University, and a B.A. in Political Science from the 
University of Washington. He is a member of the Institute for Public 
Relations’ Commission on Measurement and Evaluation and leads its 
international task force in charge of establishing standards for internal 
communication measurement. 

Sean is a member of the Association for Measurement and Evaluation 
of Communication; the PRSA Employee Communication Section, 
the international and Greater Cleveland chapters of the Society for 
Human Resource Management (SHRM), and the Association for 
Training & Development (ATD). He also is a member of the board of 
directors of the International PR Research Conference. Charitable 
activities include serving on the board of directors of Kinnect, and the 
PR/Marketing committee of Ronald McDonald House of Cleveland, 
among many others. 

About True Digital Communications
True is a digital marketing and communications agency that offers a full 
range of services, starting with strategic counsel. We expand your world, 
bringing creative and practical expertise to all aspects of the marketing 
mix.  Skilled teachers and trainers can educate your team on everything 
digital, as well as bringing the tools needed to improve communication 
within your organization. 

Find out more at: 

truedigitalcom.com

Find us on: 

https://www.facebook.com/TrueDigitalCom

https://twitter.com/TrueDigitalCom

https://www.linkedin.com/company/true-digital-communications

Call us at 888.456.0369.

Sean Williams
Vice President and Practice Lead, 
Education and Internal Communications 
True Digital Communications



p. 5 p. 6

Forward
Congratulations. You have taken the first step to enhance your 
personal and professional communication. This book outlines 
a simple, proven method for making your communication more 
effective with everyone. 

These are lofty objectives:
• Changing the way you think about communication
• Arming yourself with a set of tools to know what to 

communicate, how to communicate it and how to listen 
more effectively

• Disseminating information more effectively
• Drawing people into discussion
• Communicating to improve others’ effectiveness 

Through the F2F program you will become more effective in your role at 
work, whether you’re a leader or a participant. If the latter, you’ll be better 
at getting the information that you need, better at sharing ideas, better at 
knowing the facts and data that lead the organization forward.  If you’re a 
manager, you’ll be better equipped to discover your team’s hidden talents, 
to demonstrate your mastery of your business and create and support a 
positive organizational culture. 

Why is that important?  Your organization is striving for greatness. It’s 
hungry for better communication that leads to better engagement and 
performance. Thirsty for ways to differentiate itself in the marketplace, 
to innovate and make sure everyone has a chance to be a part of its 
mission. And you know that these tools can make the difference. 

The effect of these tools is a transformation of your work and 
organization. Clearer lines of communication bring focus and improved 
results. Issues and problems surface earlier and more cogently. More 
people have ideas to share, and leaders feel like they’re getting more 
data and insight to help them make better decisions.  Better customer 
service, better relationships with stakeholders. The best employees 
are highly engaged and productive. Better communication drives that 
engagement and productivity. 

I’ve taught this program to more than 6,000 people over the years, 
first with the Face2Face program’s creator, Joe Williams, then as vice 
president at True Digital Communications.  Small companies or large,  
for-profit and not-, managers and non-managers, all have found great 
value in these tools. 

The book is laid out part story, part instruction. You’ll read about someone 
grappling with a business challenge, and then learn the tools and how to 
use them, alternating between instruction and story. 
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Chapter 1

Setting the Stage  
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Monica sat at her desk, fingers on the keyboard, willing herself to write 
the email. It just wouldn’t come.

“How hard can it be,” she mused, “I just need to give the team some 
context about today’s announcements.” It was a lot harder than it seemed.

She reached for her phone, texted Mary Beth: “Can you come in for a 
sec?” The newly minted MBA – still in her position as chief everything, Jill 
of all trades and Swiss army knife for Monica – rapped twice on the door 
jamb and came in.

“’Sup?” Mary Beth asked, tablet in hand for note-taking. “Whatcha got?”

Monica explained, “Ok, so today’s announcements? The reorganization? 
What are you hearing?”

Mary Beth said, “I’m not hearing anything. I just know that I really have no 
idea how this affects our department, let alone me.”

This is the problem, Monica thought. We push out stuff that’s so managed 
that it just doesn’t include the information people want to know. “MB, let’s 
take a look at that memo and see if we can figure it out together.”

As she stood, Mary Beth said, “It’s like they don’t think about anyone 
else’s perspective, just the senior leaders.” Monica nodded, slowly, 
wondering what to do next. The screen in front of her was still blank.

When Mary Beth returned to Monica’s office with the memo outlining the 
reorganization, Monica was still staring at her laptop. As Mary Beth made 
herself comfortable at the little round table by the narrow window, Monica 
slid into the seat next to her with a theatrical groan.

“Let’s have a look,” she said. The memo was a masterpiece of corporate 
prose, devoid of personality, with passive voice rampant, and canned 
quotes akimbo.

“What does this even mean?” asked Mary Beth. Monica just rolled her eyes.

Taking the page from Mary Beth, Monica said, “I know that we’re making 
changes to our organization, but it doesn’t say why, other than ‘to increase 
our global competitiveness.’ Plus, where’s the tie back to our business? 
What’s the objective? I don’t see how I can help our team understand the 
effects on us given what we have here.”

Monica set the page on the table and frowned. “I’m not even sure I know 
how to ask questions about this – and it says right here that we’re supposed 
to talk to our supervisors if we have any questions. I don’t want to waste Jo’s 
time.”

Mary Beth perked up, “Why not just ask her, ‘Could you help me understand 
the reasons for the change? What do we hope to accomplish from a 
business perspective? How do you see this affecting our team?’”

Monica blanched. “I don’t know, that might seem like I’m challenging her, 
you know, demanding an explanation.” As soon as she said it, though, she 
regretted it. “Hey, MB, I’m sorry. I shouldn’t have said that. We’re a company 
that’s based on openness, and I’m sure Jo won’t...”

Mary Beth broke in, “Monica, you know that’s what we say. But it’s not 100 
percent what we do.”

Monica felt a flush. Mary Beth was right.

Think of a time when you’ve wanted to ask a 
question in a meeting or on a call. The person 
running the meeting asks, “Any questions?” 
How many questions are there? Why is that?
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Chapter 2

Building Your  
Desired  
Environment 
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Mary Beth and Monica have quite a chore ahead of them. 

At the close of Chapter 1, we see that the culture in Monica and Mary 
Beth’s organization might not be up to the hype.  This isn’t rare, as 
different types of workplaces grapple with reality versus the ideal.  The 
problem is that culture – and employee engagement, for that matter 
– are often simply buzzwords. They lack the grounding in specific 
behavior that leads to eliminating the disconnect between what we say 
and what we do. 

Your organizational values may say – as at Monica’s firm – that you 
value openness, but is that really the case?  

The key to developing a culture of openness – or authenticity, or 
transparency – is for each of us to live that way. We have to dedicate 
ourselves to living in that world, to bringing it to life every day.  We can’t 
look to others to make it happen. It has to be us. 

• If we want openness – we have to be open
• If we want collaboration – we have to collaborate
• If we want trust – we have to demonstrate trust
• If we want transparency – we have to be transparent

Our behavior conditions that of others. So in order to bring this desired 
environment to life, we have to take responsibility for making it happen. 

What are the attributes of your  
Desired Environment? 
According to the students in our Face2Face Communication Learning 
Program, openness, trust, transparency, authenticity and teamwork are 
the five most mentioned. The list totals many others, but most of them 
align with these five. When you consider the state of engagement in your 
organization, how might you rate yourselves on these attributes? 

What might your employees say? 

Rate the Desired Environment  
attributes in your organization 

• Openness ______________________________ 

• Trust  ______________________________ 

• Transparency ______________________________ 

• Authenticity  ______________________________ 

• Teamwork  ______________________________
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Say I’m your boss, and you come to ask me a question. I’m on my laptop, 
or my phone. You say, “Got a minute?” I say, “Sure. Go ahead – I’m just 
finishing up an email, but I’m listening.” I don’t make eye contact, I just nod 
my head and make some sort of quasi-encouraging noises. 

How does that make you feel? 

If you’re like most people, it makes you feel unimportant. Dismissed. 

That’s not consistent with our desired environment. It’s better for me to 
look at you and then ask for a few minutes to finish my email, if indeed it’s 
critical. The best leaders make time for their people, properly seeing people 
is the reason for being a leader. You manage budgets. You lead people.

This sort of leadership matters quite a bit, especially at the middle level of 
management. A 2016 study found that because middle managers interact 
with workers more frequently than those in the C-Suite, they have most of 
the power to lead engagement efforts. And that starts with communication 
(Moore 2016, Talent Development).

Winston Churchill said, “The difference between mere management and 
true leadership is communication.”  We have a chance to lead every time 
we interact with employees, if only we’ll embrace our role.
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Chapter 3

Continuing 
Communication 
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Monica shook her head. “You’re totally right. Why should we be surprised 
that this stuff isn’t quite on target when we’re still figuring out how to make 
our culture match our rhetoric.”

She shook her head again. “I want to believe that we’re different than our 
competitors. I want to believe that our values matter. I think we’re getting 
there, but it’s taking a long time.”

Now Mary Beth nodded. “The things we say are great. Our execution 
leaves a little to be desired, but I know that you, Jo and the rest of the 
management team want to see our culture improve. It would have been 
great, though, if the values and vision and all could have had more input 
from the regular employees.”

Standing, Monica reached across her desk for a pair of dry-erase 
markers. “Communication is only part of culture, but it’s our job to try and 
use it to make things better, right?” She crossed to the white board and 
put an “S” on the left for strengths and a “W” on the right for weaknesses, 
drew a line, and wrote “Questions” under it.

“So what’s good about this memo? Let’s get this down, then form our 
questions.”

While Monica and Mary Beth dissected the reorganization memo for 
strengths and weaknesses, Monica’s boss, Jo, was meeting with another 
leader, Jack, and the conversation was much the same.

“I was in the room when we talked this over, Jo,” he said. “This doesn’t 
look like what we discussed.” He settled into the corner of the white 
leather couch in Jo’s office.

Jo frowned. “It must have been rewritten after the meeting. Sometimes 
Katherine and Charles do that,” she mused, referring to the CEO and CFO.

“I wonder if Emily or our outside counsel weighed in as well. I thought we 
had a clear draft that covered all the objectives, the changes, why we were 
doing the reorg and how it would play out in the departments, at least at a 
high level,” said Jack.

Jo tapped at her computer, searching for the last draft before the final and 
found it.

“It’s all here,” she said, “along with the recommendations from Monica’s 
team on how to put it all into context. They didn’t have the details, but the 
process flow document and messaging template should have been easy 
to follow. ‘Changes, objectives, reasons, effect’ was the outline. I don’t 
understand what happened.”

Jack picked up the Lucite box that held the organization’s mission, vision 
and values, tossing it into the air and catching it like a baseball, then held 
it aloft. “Has Katherine seen these since the offsite two years ago? She 
seems to have forgotten what we’re supposedly about.”

Jo stared at Jack, and then made a decision. “No guts, no glory,” she said.

“Wait, what?” Jack said.

“Let’s go ask.”
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Chapter 4

CORE – What 
to Communicate 
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Changes 
O 
R 
E

Changes: 
What’s changing or needs to change? How do these changes relate to 
earlier ones? Changes today will result in changes tomorrow. Change 
is an inescapable part of life. You might say that as long as things are 
going up and down, we’re doing well. Kind of like an electro-cardiogram. If 
things get smoothed out, we’re in trouble!

Change is so vital a part of business (and life) that it has its own 
management discipline. Jaya Bohlmann wrote that change is so 
ubiquitous that managing it – particularly the people aspects of it – is 
crucial to communication effectiveness. (Bohlman 2017) Consider that 
even in the most simple situations articulating what is changing – and not 
changing – can be the key to enlisting people’s support.

C 
Objectives 
R 
E

Objectives: 
What are we trying to accomplish with the change? How does that 
relate to our overall objectives? Understanding what we need people to 
think, feel and do is the key to strategic effectiveness. If we don’t know 
what constitutes success, we can’t be expected to take action to make 
it happen. 

We have to tell people where the finish line is. And that’s frequently a 
problem, because the reality of business is that we’re always striving to 
improve, enhance results and hit “stretch” goals. Another way of looking 
at that issue, though, is in terms of how we will know we’re successful. 
Objectives can be situational, temporary, interim, as long as we tie 
them back to the larger, big picture goals. This context-setting is a 
primary expectation that employees have for their direct managers. 

Jack and Jo are not unique. Often times in business, 
leaders will have differences of opinion about what 
should and shouldn’t be shared when there’s big news.  
It’s good to remember that in any communication 
situation, you need to have four pieces of information, 
the CORE – Changes, Objectives, Reasons and Effect. 



p. 25 p. 26

C 
O 
Reasons 
E

Reasons: 
Why? It’s not like we’re children, but it can be helpful to think of how hungry 
for a rationale a toddler is. They want to understand why! This is also the case 
with employees, and with other stakeholders. We need to articulate the reasons 
because otherwise, what happens? That’s right. They’ll make things up. Of 
course, they’ll only invent the most positive reasons, right? Not so much. 

Some leaders hesitate to share the reasons behind decisions. I’ve heard many 
rationales for not discussing them. 

1. They don’t need to know. “That is our business as leaders, and they should 
trust that we have good reasons and leave it at that!”  That’s almost a 
direct quote. Trust is earned, and just in case you haven’t heard, it’s in 
short supply these days. 
 

2. It’s complicated. “We can’t expect employees to understand the complexity 
of our business situation. Our reasons reflect that fact, so we don’t want 
to burden them with something they won’t understand.”  Right. Always a 
good idea to think the worst about the people responsible for making our 
products, formulating our services and dealing with our customers!  

3. We’ve already made the decision, so it doesn’t matter why.  “I don’t want 
to get into a debate with people. We’re moving forward, so get with the 
program.” That’s a common quote I hear way too often.  

We know that people want to know the reasons. They tell us so. It’s not that we 
need to justify ourselves, or that our employees are too stupid, or that we should 
fear discussion. Quite the reverse. 

Ideally, we would discuss plans and decisions with the people who will be 
tasked to execute on them. We don’t have to consult every employee, but our 
team should have some involvement for the good of the project or decision. If 
it’s complicated, we should explain it well, in terms our team can understand. 
Employees are smart. They can understand if we want them to. Even after 
a decision is taken, we can still share the “why?” It will help generate trust, 
understanding and involvement. Someone might come up with a suggestion to 
improve the situation. Don’t we want that? 

C 
O 
R 
Effects

Effects: 
What impact will the change have on us? On other areas of the firm? On our 
customers, suppliers, community? What’s in this for me? 

Another frequently omitted bit of information is impact. Sometimes managers will 
worry that if the effects are negative, people will rebel. That’s possible. It’s also 
possible that rebellion is inevitable if we don’t trust our people as professionals to 
do what’s right. As a veteran of eight mergers or acquisitions and two spin-offs, 
I’ve learned that people are smart and will read between the lines on impact. If 
you’re not honest with them, they will know and respond accordingly. 

The CORE is key to every communication 
opportunity. Think about the last time you 
received an email where you had no idea of the 
topic. It rambles on, building toward…something. 
But at the end you wonder, “What the heck is 
this about?” Just as Jo and Jack found at the end 
of chapter 3, sometimes the desire to manage 
messaging can get in the way of understanding.
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Chapter 5

3 Ways to  
Use CORE
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There are three ways to 
use the CORE tool: 

To disseminate 
information

To draw people into 
discussion

To reach upward to get the information we 
need and share our own opinions

We’ve illustrated how to disseminate in Chapter 4. Use the CORE to 
ensure you’re sharing the whole package so that people can understand 
and act on what you’ve said. 

We also can use CORE to get dialogue going.  Let’s say you’re leading 
a meeting. You get to the end of your presentation and ask, “Any 
questions?”  What usually happens?

That’s right. Nothing. People don’t know what to ask. They’re still 
digesting what you’ve said, or they’re uncomfortable speaking up. 
Why? The old adage is, “Better to be silent and be thought a fool, than 
to speak up and remove all doubt.”

But usually, the answer is simpler. 

Any questions is wide and shallow. We think to ourselves, “About what? 
What’s the presenter asking? Is he looking for confirmation? Does he 
really want to get feedback?” 

We need to go narrow and deep. 

How might it be different if we asked, “Jennifer, how do you see these 
changes affecting your team? Stan, what additional changes would you 
think this would bring for us? Mary, how will this change the objectives 
for you?”

Now we’re asking specific questions of specific people using the tool.  
To be sure, we’ll need to create the expectation among our team that 
this is going to happen. We can’t just spring it on them. If we let them 
know – if we teach them the CORE tool – we can tell them we’re going 
to change how we conduct our meetings. 

We’re participants in many more communications than we lead. Think 
of a meeting where you aren’t leading. The leader discusses the topic, 
but leaves out the effect. What do you do? 

You have a choice.

You can keep quiet. (And then discuss the omission with your pals after 
the meeting!) But how is that helping to build our desired environment? 
You can speak up, asking about the missing info. “Jennifer, how do 
you see this affecting my team?”  Or, better yet, you can say: “Jennifer, 
here’s how I see this affecting my team, please correct me if I’m wrong.” 

Which is more strategic? 

The same method goes for any of the elements of the CORE. What’s 
missing? Fill in the blanks and then share your thoughts. You don’t 
have to do it at the time of the meeting – though you may be doing a 
service to people who also noticed the omission and will appreciate 
it being brought up. If you do it in a spirit of service, of trying to make 
things better, not to embarrass anyone, you’re making the desired 
environment real!
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Chapter 6

Recognizing Good 
Communication
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Jo and Jack got back from the CEO’s office after just 15 minutes, a little 
overwhelmed.

“What exactly just happened here?” Jack asked.

Jo grinned. “I don’t know how that could have gone better.”

Frowning, Jack said, “But she didn’t exactly solve our issue, right? I 
mean, we wanted more details and she gave them, but didn’t go as deep 
as we probably need to.”

“Yeah, but look at it from her perspective,” offered Jo. “It’s really up to us to 
package the information right for our people, and we need to better define 
what we need to know. The point is, we had her undivided attention, and 
she answered each of the points flat out – the changes, the objectives, 
the reasons and the effects.”

Jack pulled out his notebook and read for a few seconds.

“I guess that’s right. She even painted a bit of a picture of what the 
organization’s going to look like when this initiative is complete, and the 
plan past the first steps.”

Jo glanced at her iPad and scrolled down. “You might say she gave 
a clinic on how to make people feel heard. She listened to us, asked 
questions, kind of drew us out. Made me feel like we were important.

“Do you do that with your team?” she asked.

Jack didn’t have to think too hard. “Probably not like I should. I get 
wrapped up in my own world, and I wind up thinking too much about 
what I need to do and less about what my team needs from me.”

Jo popped a Keurig cup into the machine and glanced at Jack, offering 
him a cup. “I know that I contribute to the communication environment 
for better or worse,” she quipped. “Our values are very clear about 
that, and I should be better about working to build the atmosphere that 
reflects the values.

“Maybe this is a start at getting back to where we need to be.”

Jo picked up her phone. “Monica? What’s on your calendar in the next 
few minutes? Can you and Mary Beth come up?”
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Chapter 7

The 4Ps – How 
to Communicate 
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Purpose: 
What are we attempting to accomplish with our communication 
opportunity? State your PURPOSE at the outset of a meeting, email 
or telephone message, what are we trying to accomplish? This is the 
essence of being strategic – what is our desired result? 

When you’re writing something, let’s say an email, it’s good to put your 
purpose first. That way the receiver knows exactly what result you expect 
from the email. It sounds so simple, but how many emails do you get that 
are not clear as to the intention? How about conference calls? The tools 
work equally well in written and oral communication as they do in face-to-
face communication.

Have you ever been in a meeting and realize you don’t know why you’re 
there? That’s the importance of Purpose. Let’s pull the rabbit out of the 
hat at the outset and let those in your meeting know why we’re gathered.

Picture: 
We know that different people learn differently. Some read, others view, 
still others prefer to learn by doing. Similarly, people perceive information 
differently. Some are textual – they like to read, to be self-paced. Others 
like to hear and still others like visuals. 

We can paint a picture of the situation or of success. Use descriptions, 
adjectives, visual imagery, facts and figures to make a point. This can be 
a far more compelling way to help people understand a situation than 
simply telling them. You notice that in newspapers there are photos/
graphs/etc. These help people see the issue. 

When Martin Luther King spoke on the National Mall in Washington, DC, 
he didn’t put up a PowerPoint with data about racial inequality in America, 
he painted a picture of his desired environment with words. 

“I have a dream that on the red hills of Georgia, the sons of 
slaves and the sons of former slave owners will sit together at 
the table of brotherhood. I have a dream that one day my four 
little children will be judged not by the color of their skin, but by 
the content of their character.” 

-Martin Luther King, Jr.

That’s not to mean you should say, “I have a dream, that on the gray 
carpets of our company…” Use a picture that is authentic to you. Tell your 
story and use visual metaphors and actual imagery. It’s been said that 
words inform, but pictures inspire. When you want to appeal to emotions, 
imagery helps you get there.  

Jo used the CORE tool to ask her questions, and she 
got the information she needed! Now that the content 
is in place, she’ll need a tool to present it effectively. 
Regardless of the subject matter, you can organize your 
communication by using the 4Ps – Purpose, Picture, 
Plan and Part. If the CORE is what to communicate, the 
4Ps is how to communicate. 



p. 39 p. 40

Plan: 
The Plan is your relief for the problem or issue, the hope for what can be 
better. As managers, our employees expect us to have a Plan. Without a 
Plan people will not have a direction or hope. When business results are 
poor, people want to know what we are doing to address the issues. 

Think of a time when you’ve run into a roadblock on your way to work, 
the gym or a date. The road is closed, so you need an alternative. What 
do you do? You have to create a new plan. The plan fills in the blanks and 
enables you to overcome the challenge and realize your objective. It’s the 
same in business. Plans mean hope! 

Part: 
We want to be involved; we want to belong. The best and brightest 
employees won’t be satisfied with being passive. They have a lot to 
contribute. Consider carefully how you want your team to be involved. 
What do you want them to do differently? Give them a meaningful role, 
or better yet, help them define their role. This isn’t to make them happy 
– there are way too many things that influence happiness. It’s about 
making sure that the right people are in the right seats on the bus! (Jim 
Collins, Good to Great: Why Some Companies Make the Leap...and 
Others Don’t) 

Research shows that the more control we have 
over how we spend our work day, the happier 
and more satisfied we are. The cornerstone of 
engagement is the sense that we’re in the right 
job at the right organization, that we’re playing 
the part we should. 

Helping everyone understand their parts (and 
the parts others play) provides crucial context 
for people and adds to their sense of well-being 
at work.
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Chapter 8

3 Ways to 
Use the 4Ps
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The 4Ps transmit the information in the CORE when 
you use the tools to disseminate.  Start with the 
Purpose, fill in the CORE, then use the rest of the 4Ps to 
communicate that information. Here’s an example:

The Purpose of our meeting today is to discuss 
the Changes that are coming to our firm and our 
department. The main Objective of the change is to 
boost our ability to generate additional revenues. 
We’ll go over the  Reasons for the changes and what 
Effect the changes will have on you and the team.

We’ve been like a classic car that needs regular 
maintenance but has been making do. I’d like each 
of you to play a Part in helping to make the changes 
work. I’ll share my Plan in just a moment, but you 
should know that it’s not set in stone. I want to hear 
your ideas too. 
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1. Drawing out
You can use the 4Ps to engage people. Remember, go narrow and 
deep.  
Instead of opening the floor wide and shallow, I’m specific as I use the 
tools: “Max, you’ve heard me describe the purpose of today’s meeting 
and the plan thus far. What part do you see you and your team playing?”

Or, “Liza, we’ve talked about the Reasons for the Change and the Plan 
for implementation. Could you paint a picture for us on how you see 
your part?

Or, “John, I’ve talked about the purpose as I see it. How do you see it? 
Is there any other purpose we should add to the agenda?”

When I draw people out, I have to be careful that I don’t get defensive or 
dismissive. It will ruin everything. 

If Liza offers a weakness, I can’t say, “What are you talking about? 
That’s not a weakness!” because then I’m failing to conduct myself in 
alignment with the desired environment.

2. Connecting with others  
It’s very important to engage people. I always hope the content will draw 
them in, but if not, I can use the tools to help.

3. Participating in the discussion 
We’re in a meeting and I note that the presenter didn’t talk about the 
reasons for the change. I know my team is going to want that information, 
so I use the tool and go narrow and deep, respectfully. “Alycia, could you 
help us understand the plan and our part in it?”

Or better yet, “Alycia, please correct me if I’m wrong. Here’s how I see the 
part I can play.”

Or, you can have some fun with it. Say, “Matt, could you go over the plan 
again, I was taking some notes and I missed it.”

You have to be careful and always keep in mind your Desired Environment.
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Chapter 9

Email and  
Conference Calls
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Use the tools for all kinds of communication. Start with your Purpose, fill 
in the CORE, then use the 4Ps to outline.

For example, when writing an email or conducting a conference call, 
organize your thoughts – ask yourself, “what is the Purpose of my call 
or email?  What Change do I want to occur and what is my Objective? 
What’s the Reason behind my email and what Effect will it have on how 
people think, feel or what they do as a result of it?” Subject lines should 
be clear as to the Purpose: Action Requested is a favorite one of mine. 
Don’t make people guess why you’re emailing them. Paint the Picture, 
outline the Plan and give everyone a Part to play for success. 

The calendar invitation to a conference call is a great opportunity to use 
the tools! Imagine how much clearer it would be if you used the tools and 
put the info right in the invitation! 

Creating dialogue on a conference call is a big challenge, particularly 
with many participants. You must draw out specific people with specific 
questions, using the tools. 

You may need to start doing so gradually so that people don’t feel put 
on the spot. You might enlist a couple of people beforehand, sharing the 
tools with them and explaining your plan to call on specific people during 
the call. Set the stage for beginning that process before just raising the 
curtain on it. Let a few people know that you want to have better dialogue 
and discussion and that you’re going to use the tools in this way.
As a participant, ask questions and make comments using the tools, just 
as you would in person. Be extra-aware of your speed, tone and pitch – 
remember the Desired Environment – after all, on a teleconference, the 
presenters can’t see you to determine your attitude. They’ll hear how you 
sound. So, don’t forget the smile in your voice!
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Chapter 10

The HEAR Tool – 
How to Listen 
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The Greek philosopher Epictetus said: 
“We have two ears and one mouth so that we can listen 
twice as much as we speak.” 

A Native American proverb reads:
“Listen or your tongue will keep you deaf.”

Listening is probably the single most important leadership tool in your 
toolbox. Nothing is possible without effective listening. No feedback, no 
input, no inclusion, no teamwork, no collaboration.  Think about your 
desired environment, and all the attributes that you want in it. How many 
of them depend on listening? 

To get better at this essential skill, use the HEAR tool: 

Honor
Echo
Ask
Respond

Epictetus Quotes. BrainyQuote.com, Xplore Inc, 2018. https://www.brainyquote.com/quotes/
epictetus_106298, accessed January 12, 2018.

“American Indian Proverb Quotes.” Quotes.net. STANDS4 LLC, 2018. Web. 12 Jan. 2018. <https://www.
quotes.net/quote/4723>.

https://hbr.org/2016/05/listening-is-an-overlooked-leadership-tool

Honor 
E 
A 
R

Honor: 
How do you know that you are listened to? What do others do that 
demonstrates they are listening to you? They make eye contact, 
they give their full attention and avoid distracting technology. In the 
practice of ethical leadership, we say that the key is to be deeply 
other-regarding, to look at situations through the eyes of other 
people. As leaders we should think more about others than about 
ourselves, and we resist the impulse to fill the gaps in conversation. 

Part of cultural sensitivity is to know what the expectations are of the 
people you communicate with. That’s why honoring is the first item 
in HEAR. Get to know the differences between North American and 
say, Asian concepts of honoring. Understand that customs among 
other cultures may be significantly different, and make the effort to 
act accordingly. 

It’s not the big things that usually bother people; it’s the little things. 
Like when leaders walk through the office and don’t smile or 
acknowledge anyone. People long for interaction and connection and 
belonging. What are we doing to honor them, day to day?
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H 
Echo 
A 
R

Echo: 
We sometimes hear something different than what’s said, so it’s helpful to 
paraphrase what we heard and repeat it to verify we have it right. 

The comic strip Non Sequitur ran a series of strips on just that subject. 
One panel says “what she heard,” the other says “what he said.”  One 
of these shows a woman sick in bed, with her husband standing next 
to her. In it she interprets him to say: “I hope you don’t expect me to do 
the laundry, clean the house, cook the meals and pick the kids up from 
school!”  The other panel shows him actually saying, “Feeling better, dear?”

Sometimes our internal filter works overtime. So, we need to Echo – 
paraphrase and restate what we thought the other person said so we can 
be sure we heard them.

We’re going to be sensible about it. We probably won’t say, “so, if I can just 
clarify, you’re going to have the turkey sandwich for lunch today?”  But if we 
feel like we don’t fully understand, we’re going to Echo.

This is especially useful when complex ideas or initiatives come up. And 
we can form the Echo as a question – use the 4Ps or CORE to paraphrase 
and ask for clarification. How much effort could be avoided if we had more 
clarity at the start? 

H 
E 
Ask 
R

Ask: 
Michelangelo said, “Every block of stone has a statue inside it and it 
is the task of the sculptor to discover it. I saw the angel in the marble 
and carved until I set him free.” Use questions like Michelangelo 
used a hammer and chisel. The meaning is inside what the person 
says. Asking questions sets it free.

Asking questions helps us discover the details, to deepen our 
understanding. But it also demonstrates we are listening.  Many 
years ago, I had a habit of offering my perspectives frequently. 
Sometimes rather rudely, interrupting to demonstrate how smart I 
was. I wasn’t listening; I was thinking about what brilliant insight I 
could offer! Fortunately, a senior leader took an interest in me and 
my career, and had a talk with me about making fewer statements 
and asking more questions. “We all know you’re smart, Sean, 
otherwise you wouldn’t be here.”

It occurred to me that asking questions is a lot more effective than 
making pronouncements! 

In basketball, many coaches will tell their players to pass the ball 
before shooting. Try that yourself by asking several questions before 
making a statement. Asking questions is like passing the ball. 
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8 questions to create dialogue

1. What changes in people, process or policy should we make to 
better align our work with our strategy? 
 

2. What strengths and weaknesses do you see in what I’ve just 
shared with you? 
 

3. What has led to success for us in the past? 
 

4. What did we do before that didn’t work? 
 

5. Could you paint a picture for us about what success looks like?  
 

6. A question about the second issue you raised — what effect do 
you see it having on our team? 
 

7. Could you clarify a bit on the plan for making this happen?  
 

8. What would we need to do differently to make this work? 
 

H 
E 
A 
Respond

Respond: 
We’re going to behave in a way consistent with our Desired Environment 
all the time, with everyone. So even if someone is being angry or 
defensive with me, I’m never going to respond in like kind – ever. We 
condition each other’s behavior with our own. So how do I respond 
appropriately? 

I can use the HEAR tool when someone gets irritated or even hostile. I 
honor the person by giving my full attention; I echo back the complaint, “If 
I could echo back, you’re saying…?”  I ask questions such as “Could you 
give me an example?”

I had just started a new job, and for the first time in years had business 
development responsibility. I was selling! I got frustrated at one point, 
feeling like I was beating my head against the wall, not reaching the right 
people, and kind of running out of ideas. 

I called my boss and complained that I wasn’t getting support. I was 
pretty worked up about it. He said, “Hold on, tiger. What is it I’m not 
doing? How am I getting in the way?”  That brought me up short. I had 
to set aside my anger and answer the questions honestly. My perception 
of the situation was flawed; I was missing crucial information and wasn’t 
asking the right questions. 

He responded calmly, with a smile in his voice, and calmed me down. His 
behavior conditioned mine. This is the power of using the HEAR tool.
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Chapter 11

Encountering 
Resistance
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As leaders, it is not unusual to encounter resistance when proposing 
change. We communicate something to others and they don’t want to 
go with us to that new place. Change is happening, and they may not 
understand it or like it. 

A great little book touches on this issue – Who Moved My Cheese by 
Spencer Johnson.

In the book, a group of mice are used to going to the same place at the 
same time to get their cheese. There’s always plenty there, so they never 
look around to find other cheese. But as time goes on, the cheese starts 
to disappear. Two of the mice announce they’re going to go find cheese, 
but two others insist the cheese will appear. It doesn’t end well for those 
two, but the others find a new store of cheese that’s twice as delicious 
and readily plentiful. 

The cautious mice resisted the change, they refused to believe things 
were different enough that a new approach was necessary. It’s nearly the 
same with people. What are some things people might say when they 
resist? “We did it before and it didn’t work.” “We’re always getting more to 
do.” “Why do we have to do it?” “This is just another flavor of the month.” 
Et cetera. 

We don’t like hearing that resistance. We want to dismiss it, stop it and 
block it. We want to say, “But it will be different this time. Trust me!” We 
are concerned with meeting our agenda and objectives and we lose sight 
of what valuable information is contained in the resistance. 

Resistance is free advice
It’s a gift. It’s telling us a lot of information. If we listen and draw out 
carefully, it will tell us exactly what people are concerned about and 
what’s holding them back. Yet, our impulse is to push it away. “Well, that’s 
out of scope for this discussion. Let’s put that on the parking lot.”  

But when do we go to a parking lot? That’s right, when we leave. We 
never get to anything we put on a parking lot. If we push it away, that 
doesn’t help build our Desired Environment. We need to turn our hand 
around and welcome it.

We need to use the tools to draw out the resistance. Pretend for a few 
minutes that I’m your manager. I’ve just told you about a new project 
that we need do. Your attitude is that you don’t want to do it. You have 
too much on your plate as it is. You are tired, frustrated and burned out. 

You say, “we tried that before and it didn’t work.”  I say, “What did we do 
before that didn’t work?”

You say, “We have too much to do already.”  I say, “What would have to 
change for us to have time?”

I grab a sheet of paper and write “Concerns” on the top left, and “Do 
Differently” on the top right, and ask you to tell me your concerns. I 
write them all down. I’m demonstrating that I honor you and respect 
your resistance. 

But then I go farther. I ask you what we need to do differently to 
address your concerns.

I don’t let you stay wide and shallow with your objections. I go narrow 
and deep and draw out your resistance. I don’t try to block it, defend 
the project or explain it, I welcome it. I use the HEAR tool, chipping 
away at your resistance to get to the issue and help you think about 
how to solve it. I want the resistance here in the room, during the 
meeting, not out by the water cooler afterward.

I wrote down what you said.  Words in the air aren’t concrete, so I 
demonstrated that I cared about what you said by writing it down. You 
can do that just with a pad and a pen. It doesn’t have to be on a flip 
chart or white board. 

Think of people as cups
Every time you encounter people, think of them as a cup. A cup full to 
the brim with objections and sources of resistance. Before I can add 
anything new to the cup, I have to help you empty it. If I don’t, then you 
won’t have room in your cup for what I am offering. 

I use the tools to empty the cup, and demonstrate the attributes I’m 
looking to build in our Desired Environment.
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Chapter 12

Practice Makes 
Perfect
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Now it’s time to put what we’ve learned so far to use.  For each of the 
following scenarios, prepare an outline for how you would communicate. 
Use the tools to organize your thinking. Then, stand up and rehearse how 
you would conduct the discussion.

Issue #1 – Changes are changing morale 
People have been working very hard, in excess of capacity, and staff 
shortages haven’t made things easier. The rumors abound that following 
some recent staff departures and the office construction and even in the 
face of new hires, it’s going to be a while before the dust settles (literally.)

That’s made staff feel tired, frustrated and burned out. Everyone has 
their own way of doing things, and though the team is broadly in favor of 
adopting processes, the transitions among systems are causing heartburn. 

You have decided to hold a meeting with the team with several objectives:

• Hear their concerns about the new systems
• Share the rationale behind the changes
• Give people hope that things are changing for the better

Issue #2 – Enhancing the work environment
For the purpose of this practice session, you are a department manager. 
You are to hold a meeting with the employees in your department. To 
address this situation: The results of a recent company-wide employee 
engagement survey found that the vast majority of employees believe that 
the internal working environment in the company could be greatly improved. 

Specifically, the survey found that employees want the following:

• More role clarity. Who is responsible for what? 
• More open and collaborative culture
• More engagement in decisions that affect them

The survey also showed that improving these qualities will have a direct 
impact on job performance, retention and trust across the team.

You have decided to address one of these three issues directly with your 
team and have called a meeting with them to discover ways to improve 
the topic.

Select just one of the above topics rather than trying to address all three.

Focus your session on how to improve the subject, not the details and 
nuances of the survey itself.

Issue #3 – Presenting a plan
For the purpose of this practice session, you and your colleague(s) are to 
take on the role of department managers. Another one or two people in 
this session will take on the role of manager/supervisor.

The situation: You have asked for a meeting with your manager/
supervisor in order to present them with a plan for improving one of the 
following topics:

• Ways to build collaborative teams
• Ways to improve customer service
• How the company can reduce expenses
• How the company can improve its ability to work with volunteers
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Chapter 13

Completed Outlines
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What strengths and weaknesses did you experience in your  
practice sessions?  

Here are completed outlines for each of the three scenarios. These 
aren’t necessarily the “correct” outlines, merely examples for comparison 
purposes. Note that the 4Ps and CORE are listed; the HEAR behaviors 
are reminders of how to listen. Read through these, then go back to your 
outlines. What changes would you make if you could do them over? 

Purpose Picture Plan Part

Discuss 
changes to 
process and 

systems

Get everyone 
on same page

 Draw out 
resistance

We were like a 
team of horses 
with blinders 
on, unable to 

gather and act 
on feedback on 

our route

Today’s 
overview 
meeting, 

demonstration 
of the system in 
action; one-on-
one training as 

needed

Mine: 
demonstrate 

active listening 
& learn from 

team

 Theirs: active 
participation, 

finding solutions 
to common 

issues

Changes Objectives Reasons Effects

New 
timekeeping 
and project 

management 
software means 
new processes, 
new reporting, 
better insights 

from data

Streamline our 
processes, 

improve insights 
from data and 

reporting

Limitations 
of past tools, 
lack of project 
management 
component 

meant multiple 
systems

Lack of insights 
complicated 

project planning

On managers: 
new approval 
chain for staff, 

improved 
management 
insight, more 

efficient projects

On staff: 
New way of 

recording time, 
new approval 
chain; change 
in frequency of 

reporting

Issue #1 – Systems change
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Issue #2 – Work environment

Purpose Picture Plan Part

Share my 
ideas on how 

to improve 
collaboration

Get feedback 
and agreement 

to proceed

We’ve been 
playing the 
game with 

one hand tied 
behind our 

backs

Need to have 
all our assets 

involved

Conduct 
process reviews 

to uncover 
barriers

Interview 
leaders to 

establish goals

Me: Share 
ideas and plan 

of action

You: Give 
feedback and 

approval

Changes Objectives Reasons Effects

Uncover 
problems with 
collaboration, 

whether 
IT-related 

network issues, 
interpersonal 
relationships, 
lack of cross- 

functional 
knowledge

Enhance 
current 

collaboration 
and improve 

future prospects

Collaboration 
is essential to 

innovation

Roadblocks 
preventing 
creation of 

new products/ 
services

Urgently need 
to address now 

More 
innovation, 

stronger 
relationships 
among team

New products 
come to market 

faster

Purpose Picture Plan Part

Brainstorm 
ways to 

enhance work 
environment

The right 
people are on 

the bus

Let’s make sure 
everyone’s in 
the right seats

Discuss 
alternatives, 

strengths and 
weaknesses 

of each, create 
written plan 
with strong 

accountability 
component 

Me: Engage 
others, drive 

clarity of issues 
and solutions, 
foster sense of 

ownership

Changes Objectives Reasons Effects

Clearer role 
definition, 

openness, give 
people voice

Create 
discussion 
focused on 

enhancement

Tie 
improvement 

to better 
productivity, 

quality, safety

Best time to 
take this action 
is before it’s a 

crisis

Shared 
responsibility 

brings stronger 
ownership for 

solutions 

All of us feel 
ownership 
for better 

environment

Better prepared 
to be able to 
act to do so – 
responsibility 

and permission

#3 – Presenting a plan
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Chapter 14

Why Do We Do 
What We Do? 
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Barry Schwartz describes it as “The Crucial Question.” Why do we work? 
He says that for most people, money doesn’t come up as the reason. The 
most engaged workers enjoy their work, they find themselves spirited away 
by it. The work challenges them intellectually, and they think that’s fun. 
They feel like they’re in charge of their work, that they have agency and 
freedom. Many like working in teams, collaborating to have an impact, to 
make a difference. 

Gallup’s research on engagement shows that a very small proportion of 
workers care about their jobs the way the most highly engaged do.  There’s 
plenty of other research, too, that suggests that most workers’ feelings of 
alienation from their work stems from their relationships with colleagues. 

Mainly, the relationship between the supervisor and the worker is the 
greatest predictor of whether an employee will stay at a job or move on. 
That’s a real problem with real dollar costs in lost expertise, repeated 
training and lack of innovation that experienced employees can offer. 

Research from the Institute for Employment Studies showed the 
characteristics of successful relationships between employees and 
supervisors are related to their ability to listen, to involve them, to trust 
them. But the top of the list is effective communication (2009).

KRC Research and communication consultancy Weber Shandwick found 
that companies need to have a match between what they say publicly 
and what the employee experience actually is. They show that just 20% of 
employees agree that this is true for their organization (2017).

A survey by ATD and Columbia Business School said that manager 
communication skills, particularly listening, are shockingly low, a 
disappointing result given how important communication is to the very 
essence of management and leadership (TD 2016).

The collapsing ratings for trust (Edelman 2017) across industries and 
sources is more evidence of the importance of communication in building 
strong employee/organization relationships.  

So, you see, this book comes to you at a crucial time. You know what to 
do to create a Desired Environment rich in dialogue, discussion, trust and 
engagement. You know, now, that Purpose is the key to everything, how it 
guides you and focuses your attention on what’s important. You have the 
tools to make that environment happen in your organization, if you have 
the courage to do so. You can be the change!

Tools to communicate 
4Ps: How to communicate 
P – Outline the Purpose of a meeting 
P – Paint a Picture to help people see and identify with the subject
P – Outline a Plan 
P – Give people a Part to play 

CORE: What to communicate
C – Changes taking place
O – Objectives, goals, plans of the business
R – Reasons behind the decisions 
E – Effect it has on the company and people

HEAR: How to listen 
H – Honor others and what they say to you 
E – Echo what they say to make sure you understand what they intend
A – Ask questions, probe, inquire, draw them out 
R – Respond without defensiveness, anger or ego

Institute for Employment Studies, The Engaging Manager, 2009

KRC Research/Weber Shandwick, The Employer Brand Credibility Gap, 2017

ATD/Columbia Business School, Talent Development Magazine, 2016 

Edelman, Trust Barometer research, 2017
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Face2Face In Action
Case Study: Aligning a newly 
merged workforce

The Challenge: An engineering company wanted to more closely knit 
together their team across geographies. They wanted to create an 
environment rich in dialogue and discussion, where issues and problems 
could be brought forward in the spirit of openness and positivity. Where 
constructive criticism and innovation could flourish — and where a new, 
exciting company could emerge from the legacy of two great ones.

True’s Role: True Face2Face Communications taught the CEO, the 
president and six other executives how to teach all employees the 4 P’s 
(how to communicate); CORE (what to communicate), and HEAR (how 
to listen). This train-the-trainer engagement included how to use the tools 
in three ways: to disseminate information, to engage others in discussion 
and to promote positive upward discussion to make communication more 
effective. The program asks the trainers to first go through the training 
session as participants, then rehearse teaching the tools and facilitating 
practice issues.

The Results: The company plans to train its 130 employees across 
several offices in two states, but has begun using the tools to improve 
in-person meetings, conference calls and the quality of email and other 
communications immediately. Of particular importance is the use of the 
tools to draw out resistance. In merged companies, the “way we used 
to do things” can be a brake on productivity, innovation and employee 
satisfaction. Change management will benefit greatly from the use of  
the tools.
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Face2Face In Action
Case Study: Activating leaders 
to drive performance at a county 
government
Training

The Challenge: Between the financial crisis and major changes to the 
employment picture in a particular U.S. county, government services took 
on an even more important role. Worried residents, demanding elected 
officials, concerned employees and a staff with more on their plates 
and fewer resources made for a challenging mix of issues. The county’s 
administrator wanted to change the dynamics of these relationships. Why 
couldn’t communication be more effective? More streamlined? Could 
changing communication change the county for the better?

True’s Role: For the members of the senior administrative staff and 
a selection of other constituents, True conducted a daylong training 
session on its 4Ps, CORE and HEAR tools. The three tools cover how 
to communicate (purpose, picture, plan and part); what to communicate 
(changes, objectives, reasons and effect) and how to listen effectively 
(honor, echo, ask, respond). Participants learned the tools, then practiced 
them in a variety of situations, including stand-up meetings and small 
group discussions, including presenting an idea upward. 

The Results: The tools are designed to help people communicate 
more effectively with everyone, making it easier to have face-to-face 
discussions, conduct conference calls and even improve email. The 
business results are an improved environment – rich dialogue and 
discussion, knowledge sharing, better questions and answers – and 
a more motivated and empathetic team. The county saw immediate 
changes in its relationships internally, and between the administration 
and elected officials. The county administrator for example, says the tools 
have revolutionized his department, bringing focus to his communications 
and reducing wasted time spent tracking information down. 

Completeness, forthrightness and openness are three reported results of 
the training. The county even conducted a follow-up session for individual 
contributors to help drive the tools more deeply into the organization. 



© True Digital Communications 2018


