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The weakest ink is always stronger than the best memory





	This article is to give you, the manager and trainer, a reminder and checklist to support and help you use the best possible behaviour to effectively communicate with your colleagues.  The communication between you can always improve.  Make use of the suggestions given in the different roles you will have as a manager. You will see the benefits for yourself.
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1.  YOU ARE THE TRAINER.





1. Preparation is very important.  Give yourself time to check the room and the equipment you need before you start your presentation.  Check to see if the room is set up properly and the audio/visual aids work.





Prepare your materials and make sure they are in order.  Use some guide such as a colour scheme or numbers to remember the order.





3. Make an impressive start with the aid of a nice overhead picture or an introductory story.  Then present yourself and outline what you are going to say.





4. If after say 10 minutes the attention drops then change the tempo or add some dramatics.  You must prepare this to make it sound natural. Maybe a joke will help. Humour can play an important role if used carefully.





5. You must have a comfort break if the session is longer than 60 minutes.  A "rule of thumb" is a break of 15 minutes per hour.





6. Make good use of participants spontaneous questions.  Here is one method.





		a.  Listen to the question.


		b.  Re-formulate the question yourself.


		c.  Give the answer to all the listeners.





7. Try to make eye contact equally with all participants.  Do this in an orderly way depending on the seating arrangement.  If you manage this each one will believe you are talking only to him/her.





8. Vary the tempo of your presentation to make it interesting.  Keep a good speed with clear diction.  Underline the important messages with a slow and steady voice.





9. Stand up when you are talking and move about on the space available.  Do not read from your notes.  Keep your head up.  Prompt cards are a useful tool.  Do use positive body language and gestures.





Do not be afraid to make a mistake.  People like to see one or two mistakes happen but do not "lose your face".  Be generous to yourself!





Some special remarks to note:





	When you are in a foreign country avoid jokes or discussions about politics and religion.





	When other issues arise which are not relevant you can make a brief comment if you wish but do not get stuck on these issues.





 �
2.  YOU ARE THE COMMUNICATOR





	You are a communicator as a Manager, Team Leader, Lecturer, Trainer, Teacher, Supervisor, or an Individual.  Basic principles apply to all types of communicator. However presenting information will use different techniques to those when working in a discussion group or a team.





1. A good communicator will always invite his or her listeners to ask questions and give their views now and then.





2. To generate interest and make sure his listeners are attentive a speaker will ask questions as appropriate.  This will eliminate small talk, check understanding through feedback, encourage contributions from listeners, and prevent individuals from falling behind.





3. You can prepare the questions above while you are planning the presentation or meeting.





4. Make them evident and ask them at the right time.





5. The comments from the listeners make them committed and involved.





�The basic model for communication is:





1. Outline what you will be talking about and check the listener's situation and needs.


	


2. Find an effective way to make sure an individual or groups understand your message.


	


3. When you find a solution to a problem to meet a need make sure each one of the listeners is in agreement.


	


4. Good communication is a dialogue with the listeners, but it is you that can guide the dialogue to a result.


		


5. Always design "control" questions especially for difficult parts of your message.  If you plan your "control" questions and correct any mistakes in the early stages of your communication your message will become clear and misunderstandings will be eliminated. .


	


6. Involve your listeners.  Effective communication will be the outcome of letting your listeners take part.








2.1   Keep It Short and Simple - KISS Rule 1.





	Fresh every day!





	How to renew oneself?





	To create and say something new is the art of getting your listeners to forget everything they already know.





	You know that we tend to repeat ourselves by saying the slogans we have used so many times.  At the same time we all know that repetition is the mother of skills and knowledge.  If we have found an effective way to explain our message we tend to stick with it and forget to introduce any changes.  If we are more observant and try to find another way to impart the same message it is new and fresh and keeps a listener interested in what you have to say.   So be observant and receptive to ideas and changes.





	Review but limit yourself to the new concept, vary your message to give your listeners space to manoeuvre.





	Your knowledge is to serve others not to master them.  Avoid telling others that you are the only one who knows everything even though that might be the case.





	Make your communication come alive.





	How can you use a picture or a story to make your message clear?





	A dominating person is like the player of a football team who rushes into the game, fights the opponents, juggles with the ball and scores all the goals while the rest of the team is sitting on the bench looking at the match.





	How do you motivate, involve and commit your listeners?  It is a question of building up realistic and exciting visions that are so realistic that they are possible!





	It is not always possible to stimulate your listeners.  Many times it is a question of finding that story or synonym that is simple but accurate to the situation there and then.





	Collect good reference material and pictures systematically with the objective of using them only when needed.





�2.2   Keep It Straight and Simple - KISS Rule 2.





	The difficult part is to simplify complicated matters and give them a structure.





	Use simple pictures and close to reality expressions to make it easy for your audience to pick up the message.





	The majority of us are proud of making something complicated so that others believe we are the only ones who know about the matter.





	The main task is to express oneself clearly and concisely so your listeners find it easy to understand.  The key to this is to know your listeners, what they know about the subject and any opinions they hold.





	Every time you use a new concept or word, you have to look for ordinary well-understood synonyms that express the same thing.  In most cases there is such an expression.





	Only use trade terms or special expressions (commonly known as jargon) among specialists.





�2.3   Keep It Sunny and Smiling - KISS Rule 3.





�For a successful presentation:





	Formulate the objectives for your presentation together with key messages that you want the listeners to remember.





	Face and speak to your listeners. Use and build on "eye - contact" with your listeners especially on the important issues in your presentation.





	Use a simple and realistic language.





	Support your presentation with professional visual aids (e.g. pictures). Use these to underline and help your listeners remember the message.





	Keep up the pace (Make it sound fluent).





	Use the effect of the pause.





	Find a way to remember names.





Keep in mind that questions are related to a listener's own position and that the type of question will also depend on the presence or absence of his or her boss.  





You never fail until you stop trying.








�3.  YOU ARE THE MANAGER.





	You, as a manager, always have the role of instructing and teaching. Whenever you meet your staff use the following checklist:





�3.1  Before you speak to your staff:





	What is the purpose of your talk?


	Formulate your objectives in short.





	Find out when (date, time) and where you will meet.





	Prepare a short overview of what you are going to say.





	Carry with you some accessories to support you in your presentation.  You may need to amend or distribute some written information.  (For example, pencils, paper, maker pen, tape, scissors, ruler.  Prepare a small portable kit)





�3.2  When you meet your staff:





	Be in time, or if you are delayed always inform them as soon as possible. Always aim to be punctual.  Lead by example. Would you like to be kept waiting?





	Overview your objectives before you start.





�3.3   When you instruct:





	Start by giving a short overview of what is going on.





	Continue with details.  Give it in small,  manageable portions.





	Show - Instruct - Exercise and follow-up.





	Create mutual respect in your contact with your staff.  So learn to listen to their suggestions.  It is not necessary to use them.  There could be one or two practical ideas.





	Be sure that the message is understood (use control questions)





	As a manager you must give the feedback and offer criticism and advice. Follow these simple rules:


		


		Be positive and constructive in making your criticisms to an individual or a team.


		


		Reward your staff when they show correct behaviour.


		


		Be straight and to the point in your remarks and point out the problem in a neutral way.  Do not exaggerate and be short but not abrupt.





		Be honest and fair in your criticism (keep it brief so that you can remember what you have said)





		The door to success is labelled "Push".





		Give criticism on recent actual events (behaviour).  Do not bring up old issues.





		Choose the right moment (avoid stressed situations or others being around that are not concerned with the issue).





		Select matters that you and your staff can improve on (that is within your responsibility) and that can be achieved.  Be result orientated.





		Give your feedback in manageable steps.  Give positive feedback as soon as possible when correct behaviour has been shown.  Give time to reflect on what you have said.�


Note: Always start with positive feedback, then if needed take the negative matters, but always finish with positive feedback.








�4.   YOU ARE THE CHAIRMAN OF A MEETING





	This checklist can be used as a guideline for improving your day to day decision making process.





�4.1  Before the meeting:





	Inform two weeks or at least one week in advance the persons you think ought to attend.  If you have to obtain permission for anyone do that at an early stage. (In some administrations you might need much longer in advance notice.)





	Give the date, time, location and who are going to attend your meeting.





	What are the purpose and the objectives of the meeting?  What is the expected outcome?





	Of whom can the participants ask questions and confirm if they can attend. Give telephone numbers.





	What are the agenda and who is responsible for specific subjects.  Put their names on the agenda as appropriate.





	The material to read in preparation for the meeting should be sent to participants at least one week in advance. 





	Contact the people two days before the meeting and get confirmation that they will be able to attend.  You may have to remind some people by calling them one or two hours before the meeting. (In particular, people forget if they have not taken a note of what they cover from the agenda.)





	Make sure you are able to conduct the meeting without being disturbed.  Ask your secretary or assistant to note down those who want to see you or telephoned. Tell them that you will call back.  Do so. 








4.2  During the meeting:





	Make sure that the people who will attend the meeting have directions to find the meeting room.  Instruct reception, secretary and security.  If you have made any last minute changes make sure this information  is clear.





	Start at the announced time, make sure everyone has been introduced to each other.  Read the agenda and get comments. Inform any latecomers what you have discussed so far.





	Check at an early stage of the meeting what time is available and change the agenda accordingly.  (Always prepare for this step.  This will force you and the others to tackle the important points first).  Keep to facts.





	Make sure that the meeting minutes are taken during the meeting by an elected member.  Assist if needed.





	Make sure that all take part in decision making.  If any member is unhappy with the decision make a note in the minutes if necessary.





	Do not rush for a decision, but be aware of the time and remind the participants if necessary.





	Always start any issue by finding out what you all have in common and then continue with the differences.  Concentrate and take one question at a time.





	If you do get "intruders" or important visitors try to convince them that you will see them as soon as possible and agree upon a meeting time.  Insert your meetings in the agenda.





	Decide at the end a date, time and place for your next meeting.  Make sure that everyone notes down this information.





�4.3  After the meeting:





	Check the meeting minutes; have actions and decisions have been recorded; check the distribution.





	Check who has called you and try to contact them.  When planning your day make sure you have set aside time to do this.








�
5.   YOU ARE THE MANAGER - IMPROVE YOUR DECISION MAKING PROCESS!





	Your day to day situation depends on your position in the organisation and the surroundings.  Generally there are few positions in the organisation where a manager has the people around him/her who are the ideal members.  In most cases you have people around you that happen to be there. In some cases you can in, the long term, improve the decision making process by systematising work and informing your staff.  There are a number of cultural matters that affect how you can act and react on daily problems.  In many countries the basic needs of life have to be satisfied first before major changes can take place.  Here are some general aspects on how you as a manager spend the day.  How can you handle  the following situations?





	Meetings:  Customers, subordinates, superiors, project groups , friends who just come to say hello....





	Telephone calls:  From and to people: see above.





	Reading:  Documents regarding your responsibility, information about general matters, articles for your general education, newspapers, etc.





	Waiting:  For people you have made an appointment with to turn up, for the transport, in traffic jams, passing time to socialise, making copies, for the post to arrive, etc.





	Work: The job you think to do, jobs some of your subordinates will do, completing jobs others should have done, doing your friends a favour, run errands for your boss, etc.





	Thinking:  Worrying about things you have not done, things that are too difficult, things you are dreaming of, how to avoid mistakes and getting blamed for things.





	Concentrating:  On what you are thinking about: what can be done to improve your confidence and experiences as a manager?  How do you become less frustrated, not so irritated, more helpful and so on?








�6.   YOU ARE THE MANAGER - IMPROVE YOUR DECISION MAKING.





6.1  Go through your job description. 





	If you do not have one why not making one and discuss it with your boss. Make a list of the following:





	a) What are your duties (responsibilities and authority)?





	b) What are your objectives in relation to the objectives of the organisation?





	c) List your daily activities, divide them into priorities and allot time for each one.





	d) What are the obstacles (hindrance) that you believe are decreasing your efficiency or your output?





	e) Which type of obstacles can you remove or minimise the effect of  to improve your personal efficiency?





	f) Which type of obstacles can be removed or changed if your boss helps you?





	g) Which type of obstacles can be minimised if your subordinates help you?





	h) Remember that the most important word in co-operation and communications is WE. If you ask for assistance you normally get it.





�6.2  Your working environment.





	What small changes can be done to improve the situation?  Arrange things as practically according to your daily workload.





	a) How is your office arranged?  Is your desk top organised?


	


	b) Are your files and documents properly arranged?


	


	c) What are your routines and how often do you follow them?


	


	d) How do you arrange your incoming and outgoing post? Etc.











6.3  Simple rules for you as a decision maker.





	You are the decision maker and have called for a meeting (see previous checklist).  The meeting has a purpose, discussions are taking place and decisions must be made.





	a) Listen carefully to the problems and suggestions.





	b) Thank participants for their suggestions.  Answer that you have listened carefully to them and ask questions to make sure that you have understood the issues.





	c) Ask for their opinion on options, the best solution or action to take.  Listen carefully.  Do not give your own opinion at this stage.





	d) Refer to objectives of the organisation.  "What do we want from the general point of view 	to be achieved?"  "How do we act to support the organisation's objectives and not harm ourselves?"





	e) Discuss the issues in good order.  Try to persuade the participants to prepare themselves before they present their case.





	f) Remember you will have very experienced people around you, make sure they are consulted.





	g) When you take any decision make sure that at least 60% of the group are in favour.  When you take a decision confirm the participants really accept the solution.  If you reach a consensus your job is easier.  You then just give the go-ahead.  If other issues arise after 	the meeting, re-convene and decide a new course of action based on the facts.





	h) Always look for someone suitable to act as your deputy if you cannot be present at any decision making event.  Your contribution is very important.  Be involved and never be excluded from being in the process.





	Enjoy yourself.  It is later than you think!





�6.4  How to work with quality improvement.





	a) Practical quality improvement has to be integrated into your everyday work.





	b) Make sure that you get acceptance for the quality concept. It has to be marketed internally.





	c) Management takes an active part not only through making decisions but also through involvement, generating ideas and jointly arriving at mutually agreed solutions with their team.





	d) Be generous with training where there is a clearly identified need.  This is very cost-efficient investment. 





	f) Measure the results and inform your team about them.
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