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The New Leader’s 100-Day Action Plan – 3rd Edition 
Communication Suite 

 

Everything communicates.  Everything communicates in relationship to the context and culture 
in which that communication is received.  In that spirit, we can’t share the communication 
chapter without giving you some of the context of the book.  If what you want is just the 
communication chapter, you’ll find it on pages 8-24 of this note.   

 
We think some excerpts from the new executive summary, chapter 2 on positioning yourself, and 
chapter 7 on the Fuzzy Front End will help you understand the communication chapter better.  
So we’ve included those before the chapter. 

 

And we think Appendix III: Leverage these 15 Secrets to Become a Great Communicator 
also helps.  So we’ve included that after the chapter. 
 
Don’t hesitate to call me at +1-203-323-8501 or email me at gbradt@primegenesis.com 
with any further questions. 
 
Hope these help. 
 
George Bradt 
 
 
Excerpts from the Executive Summary: 
 

Leadership is personal. Your message is the key that unlocks personal connections. The 
greater the congruence between your own BRAVE behaviors, relationships, attitudes, values, 
and the environment you create, the stronger those connections will be. This is why the best 
messages aren’t crafted; they emerge. This is why great leaders live their messages not because 
they can, but because they must. “Here I stand, I can do no other.”1 
 

 
 
 
 

                                                
1 Attributed to Martin Luther at the Diet of Worms, 1521, when asked to recant his earlier writings. 
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Be careful about how you engage with the organization’s existing business context and 
culture.  The business context is a function of the business environment, organizational history, 
and recent business performance.  Together, these factors indicate the relative importance and 
urgency of the change required. 

An organization’s culture underpins “the way we do things here” and is made up of 
Behaviors, Relationships, Attitudes, Values, and Environment which all feed into the culture’s 
readiness for change. 

Crossing context and culture can help you decide whether to Assimilate, Converge and 
Evolve (fast or slow), or Shock.  Then map contributors, detractors, and convincible watchers so 
you can move each of them one step by altering their balance of consequences. 
 
 

Everything is magnified on Day One, whether it’s your first day in a new company, or the 
day of a big announcement. Everyone is looking for hints about what you think and what you’re 
going to do. This is why it’s so important to seed your message by paying particular attention to 
all the signs, symbols, and stories you deploy, and the order in which you deploy them. Make 
sure people are seeing and hearing things that will lead them to believe and feel what you want 
them to believe and feel about you and about themselves in relation to the future of the 
organization. 

The Sierra Club’s Executive Director, Michael Brune did a particularly good job of 
managing his Day One.  He thought through his message in advance and then communicated it 
live, face-to-face, and via social media on his first day so everyone would know what was on his 
mind.  He smartly utilized several communication methods to reach a wide range of people in 
their own preferred way of communication.2 
 
 

Where the emphasis used to be on logical, sequential, targeted, ongoing communication 
campaigns, the communication revolution has made it essential to manage multiple, concurrent, 
ever-evolving conversations across an ever-changing network of stakeholders.  Leverage your 
core message as the foundation for those conversations by seeding and reinforcing 
communication points through a wide variety of media with no compromises on trustworthiness 
and authenticity.  

The American Red Cross’s head of Disaster Services, Charley Shimanski does this as well 
as any.  His message flows from every pore of his being.  Before his first major conference with 
140 disaster relief directors from around the country, Charley asked himself: “What I want them to 
feel when they’re done hearing from me?” He knew the answers: “…I wanted them to feel that 
they are at the core of what we do, that that our success is on their shoulders.  I wanted them to 
feel proud.”3 

                                                
2 George Bradt, “The New Leader’s Playbook”, Forbes – March 2, 2011 
3 George Bradt, “The New Leader’s Playbook”, Forbes – March 9, 2011 
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Excerpt from Chapter 2 POSITION yourself for a new role 
  
Communication Pillars 
 
 Before you even accept a job, your communication plan should begin to take shape.  As 
you position yourself for leadership in a new role, you should already be fortifying the 
foundations of what will eventually become your comprehensive communication plan.  We will 
ask you to think strategically about communication through this book and in great detail in 
Chapter 9, but as a start you will want to be aware of the three pillars of a comprehensive 
communication plan.  Just as a computer program calls up sub-routines on a regular basis in the 
background to make sure things are always running smoothly, this book will refer to these pillars 
in several different places.  The pillars are: 
 

1. You:  You can’t communicate anything meaningful to anyone anywhere anytime until 
you know who you are and what’s important to you. The exercises in this chapter were 
designed to help you develop that awareness.  What you say is only credible and 
sustainable if it’s delivered in your own voice backed up by your actions and your values.  
Be.  Do.  Say. 

 
2. Target Audience: Communication must be received to have any impact. Knowing whom 

you are communicating with, what’s important to them, and how they will receive that 
communication is just as important as knowing who you are. 

 
3. Message: You can’t get anyone to do anything differently unless they believe there is a 

reason for them to do that (platform for change), they can picture themselves in a better 
place (vision), and know what to do to be part of the way forward (call to action).  These 
are the basic points from which your message will be derived and that you’ll be driving 
over and over again in your communication. 

 
At this point you should begin thinking about each of these pillars as essential elements 

to your communication campaign.  The first pillar that you’ll want to solidify is you, but be 
aware that every interaction that you have will provide you will key information on your target 
audience and your message.  Do not miss those opportunities.  

 
This is another tool we will return to again later in this book in the communication 

chapter.  We introduce it now with a focus on positioning yourself for leadership.  It is never too 
early to begin to develop your message.  As you position yourself for leadership you’ll want to 
develop a message that is true and communicates your leadership potential and style.  

 
 Let’s go into a little more depth on them and on your message that you can use as you 
position yourself for leadership. 
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Identify them - your target audience:  
• With whom you are communicating? Be as specific as you can and include everyone and 

all groups that can have an impact including your target, their primary influencers, and 
other influencers.  Answer each one of the following questions with your entire target 
audience in mind. 

• What are they currently thinking and doing?  What’s most important to them? 

• What do they need to stop doing, keep doing, or change how they are doing it? 
• What do they need to know to move them from their current state to the desired state? 

 
Choose the right message for you and for them in your particular context. 
 
 Think through the platform for change, vision, and call to action.  Then distill them down 
to one driving message and your main communication points. 

1) Platform for change:  The things that will make your audience realize they need to 
do something different than what they have been doing.  

2) Vision: Picture of a brighter future – that your audience can picture themselves in. 

3) Call to action: Actions the audience can take to get there. 

To illustrate these points, imagine a pack of polar bears.  They are playing on an ice flow.  
It’s melting! It’s drifting out to sea!  They’re either going to drown or starve to death.  Either 
scenario is not good.  [Platform for change].  The good news is that there’s some food nearby 
that’s sitting on land.  The bears could play there, be safe and get food.  [Vision].  So, the lead 
polar bears to come up with a plan to depart the drifting ice and safely swim to land.  [Call to 
action] 
 Keep in mind that everyone that is affected by your leadership will want to know the 
same thing: “How will the changes impact me?”  So, when you are crafting your communication 
points, be sure to be able to explain 1) how the changes will effect them, and 2) how they enable 
them to be more successful themselves.  
 Great communication pivots off a central message.  For example, “We’re going to be #1 
or #2 or we’re going to get out” was one of Jack Welch’s early messages at GE.  Or “a car in 
every driveway” was the overarching message Ford deployed early in the last century. The 
purpose of an overarching message is to anchor everything else in your communication plan.  A 
good place to find it is in your vision of the future. 

 Writing about new Rochester, New York schools superintendent Jean Claude Brizard, 
Meaghan McDermott says, 

“His message for Rochester is that we must "make education personal." 
"I read somewhere once that every child is a work of art," he said. "Our task is to help create a 
masterpiece out of each. We need to get teachers and principals to a place where they can track 
the progress of each student and create the proper enrichment and intervention for each." 
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“He said he wants to create an environment in the district where if he asks a school principal 
about a specific student and their dreams, aspirations, struggles and achievement, he and school 
leaders will be able to have a meaningful dialogue about that child's future.”4 
 

 
Voice 
 
 Find your voice, the outward expression of your underlying attitudes and values 
appropriate for the context you’re facing. This will come to life in your behaviors, the way you 
relate to others, and the environment you create.  If you’re using a voice that is not authentically 
yours, it won’t work.  Make the effort to discover your own voice. 
 
 Your message and voice are inextricably linked if not the same thing.  The greatest 
impact comes when three things intersect: 

• You and what’s important to you in terms of behaviors, way of relating to others, 
attitudes, values, and environment. 

• Your audience’s character or culture and its readiness for change. 
• The situational context and the importance and urgency of the need for change. 
 

When you get all those in line you will find the message and voice you need to inspire and 
enable others to feel the way you want them to feel and do the things you need them to do. 
 

 

                                                
4 Meaghan M. McDermott – Brizard takes city school district’s reins today – Rochester Democrat and 
Chronicle, January 2, 2008 
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Excerpt from chapter 7 Embrace and Leverage the Fuzzy Front End Before Day One 
 
Craft Your Message  
 
 Per what we said in Chapter 2, you’ll need to clarify your thinking about your 
message before you start talking to any of your stakeholders. If you’re not sure about your going 
in message at this point, stop and think it through. You don’t have to stick with it. You can 
evolve it as you learn. But you must have a going in point of view if you’re going to lead. Your 
message is the keystone of your communication. It should be enough to satisfy your key 
stakeholders’ curiosity while optimizing your opportunities for learning.  
 
 Everything you do communicates, especially in the Fuzzy Front End and the first 
interactions with people after your official Day One. Again, everything you do and say and don’t 
do and don’t say sends powerful signals to everybody in the organization observing you and 
everyone in the organization who is in communication with those who observe you. Be, Do, Say.  
People and organizations intuitively shape a sense of your BRAVE orientation from the get go.  
Crafting and deploying your message has to do with the words you use (and don’t) and the 
actions you take (and don’t) and who you are. Be conscious of your choices. When we say 
everything, we really do mean everything communicates.  If you have a clear foundation of your 
BRAVE orientation, much of this will come naturally. Nonetheless, think it through as an 
intentional message. 
 
 In Chapter 9 we discuss the importance of developing and launching ongoing 
communications to drive your actions in the first 100 Days and beyond.  While many of the 
elements of the plan will be finalized and launched after Day One, there are key foundational 
elements that you will want to work out now, in the Fuzzy Front End.  Make no mistake about it, 
your communication starts in the Fuzzy Front End (if not before) whether you realize it or not.   
 
 Everything that communicates works in both directions.  This not only applies to 
everything you do, but to everything everyone else does as well.  So throughout the Fuzzy Front 
End, be keenly aware that everything you experience is, or should be, communicating something 
to you as well.  Hard data, relationships, inferences, your intuition, existing communication 
material and what you might see “between the lines” all provide clues as to how you should 
begin to craft your message. Not only are you communicating your BRAVE to your new 
environment, you are absorbing theirs. Your future success lies in calibrating the contact 
between these carefully. 
 

 To get started on laying the foundation of your communication plan, you’ll want to 
leverage all the information you have collected to this point to begin crafting your key 
communication points.  Then, with those in hand, you can begin the initial seeding phase of your 
communication.  Know that every interaction you have is an opportunity to seed your message.  
If you’re not seeding the message you intend, what message are you unintentionally seeding?   
 
Seed - You generally do not want to start with a big launch that catches everyone by surprise.  
Instead, you’ll want to seed your message with an ever-growing set of stakeholders before your 
launch.  The seeding process gives you an excellent opportunity to test your message and 
delivery, observe individual reactions and subsequently sharpen your message.  Do not 
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underestimate the power of seeding.  In the Fuzzy Front End your seeding should be subtle and 
not aggressive.  As you learn later in the chapter, the Fuzzy Front End is more about listening 
than it is about talking.  So keep it subtle.  Now is not the time to be planting earth shattering 
messages. 
 
 If you follow the steps of our prototypical 100-day plan (not that anyone does exactly), 
this seeding phase runs from well before your start through to your Burning Imperative 
workshop. 
 
 In Chapter 9, we’ll guide you through the six steps of a communication campaign, but for 
now focus on laying the foundation of your communication plan by 1) understanding your 
audience 2) leveraging all that you’ve learned thus far 3) crafting your overarching message, 4) 
begin testing and seeding your message throughout the Fuzzy Front End.  Your choice comes 
down controlling your message or letting unintended messages control you.  One approach sets 
you up for success and the other could sink you early on. We’ll let you decide, which approach is 
best. 

------------------------------------------------------------------------------------------------ 
HOT TIP: Get your message vaguely right immediately.  Of course you’re not going 
to go preach your message on or before day one.  You’re going to evolve it over time.  
But you can’t avoid inadvertently sending the wrong message until you know the right 
message for you, for them, for the mission, and for the moment. 

------------------------------------------------------------------------------------------------------------ 
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9 Motivate and Focus Your Team With Ongoing Communications (Including Social 
Media) 
 

 
Everything communicates - everything you say and do, and everything you don’t say and 

don’t do.  Furthermore, everything great leaders say and do flows directly from their own core 
values, beliefs and intentions.  Be, Say, Do.  Once again, we go back to BRAVE as the 
foundation of your 100-Day Plan.  We believe it’s helpful to consider Say and Do as a 
communication plan.  Leaders live their message.  Their message lives beyond them.  This is 
why your 100-day action plan can actually be seen as an element of your overall communication 
approach and why you to need to think this approach through before you say or do anything.  
What’s really important to you? What’s important  to the people you’re communicating with? 
What do you want to communicate?  How? When?  

 
We started this book with a strong statement about what our fundamental, underlying 

concept is: 
Leadership is about inspiring and enabling others to do their absolute 
best together to realize a meaningful and rewarding shared purpose. 

 
 The starting point for your communication approach should be that shared purpose. 
Communication is about moving your target audience from its current reality towards a reality 
newly shaped by that purpose.   
 
 In Chapter 2 we introduced the underlying ethic of Be, Do, Say, communication as an 
integrated mode of being in the world, and presented the communication pillars: You, Target 
Audience, Message.  In this chapter we want to explore more deeply the elements and dynamics 
of communication as a strategy, a tool, a means and an end.  We want to make this useful and 
practical for you, a set of things you can plan and do, so we are going to lay it out in a linear 
form, even though we know that in reality a communication is often not especially linear. (We 
have also included a broader set of reflections on communication as an appendix.)   
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Where To Start And What You Need To Know 
 
Before launching your ongoing communication efforts after day one, you’ll need to 

address several key components, each of which is essential. As a foundation to your approach, 
per Chapter 2, and prior to launch you will want to do the following: 

1. Identify Your Target Audience 
2. Craft an Overarching Message 
3. Determine the Key Communication Points 

Identify Your Target Audience 
 As you’ll recall from Chapter 2, you will want to start with your target audience.  Now is 

the time to define your target both specifically and broadly, taking into account what you learned 
during your Fuzzy Front End.  You will want to answer the following questions about your 
audience as you fill in the broader stakeholder map included as Tool 9.1:  

• With whom you are communicating? Be as specific as you can and include everyone and 
all groups that can have an impact including your target, their primary influencers, and 
other influencers.  Answer each one of the following questions with your entire target 
audience in mind. 

• What are they currently thinking and doing?  What’s most important to them? 

• What do they need to stop doing, keep doing, or change how they are doing it? 
• What do they need to know to move them from their current state to the desired state? 

 
Craft an Overarching Message  

 
 Similarly, now is the time to lock in your central message that works for this moment in 
time. This is the pivotal tool that connects you and your target and guides all your 
communication points.   Make sure your message and voice are in sync and authentically yours.  
In this context, be sure to consider: 

• Why does the audience need to change?  

• What will things look like after they change?  
• What should they do next?  

• When should they do it? How? 
 

Determine Your Key Communication Points 
 
 As you start your new role, recall that you can’t get anyone to do anything different 
unless they believe that there is a reason for them to do that (platform for change), they can 
picture themselves in a better place (vision) and they know what their part is (call to action).  
Your communication points flow from your message, the platform for change, the vision, and the 
call to action.  Leveraging what you learned in the Fuzzy Front End and in the context of your 
new role you’ll want to be clear on each of these foundational points: 
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1) Platform for change:  The things that will make your audience realize they need to 
do something different than what they have been doing.  

2) Vision: Picture of a brighter future – that your audience can picture themselves in. 
3) Call to action: Actions the audience can take to get there. 

 
Once you have thought these foundational points through, distill them down to one driving 
message and your main communication points.  Don’t ever forget that your audience is always 
asking “What does this mean for me?” While the communication points that answer that question 
will certainly evolve over time, get clear on where you’re starting. 
 
 With those determined, the foundation of your communication approach is in place.  Now 
you’ll want to move to develop and implement the communication elements that flow from 
those. Elements to consider are: 

1. Signs and Symbols 
2. Media 
3. Touch Points 
4. Stories 
5. Monitor and Adjust 

 
Signs and Symbols  
 
Often, signs and symbols can speak louder than words.  Some of the most compelling and telling 
signs and symbols (think: “Be” “Do” and  “Say”) include: 

• How time is allocated and spent 
• The chosen control point metrics and processes 
• The way decisions are made  
• How communication norms are set around mode, manner, frequency or 

disagreements  
• If, how and when evidence of changes in behaviors and attitudes are recognized  
• If, how and when early wins are celebrated  
• If, how and when appropriate role changes are made  
• If, how and when those that won’t make the change are addressed 
• Acquisitions or divestiture of companies, divisions, services, functions and talent   

 
It is not uncommon for less experienced leaders to disdain “high ceremony” in favor of “just get 
it done.”  While “getting it done” is certainly a crucial mind set for a leader, the ceremonial, that 
is to say, the non-verbal component of communication is truly important, and underestimating it 
not only deprives you a crucial tool, being unaware of it can get you into serious trouble.  
 
Media  
 
The media you select are the methods or vehicles you choose to deliver your message. It is more 
common than not to distribute your message through multiple media. The options have exploded 
in quantity and kind, each one with slightly different effects on how the message is perceived. 
What people often fail to consider is that the same medium will have different effects on 
different messages.  There is great opportunity here, and great danger.  The same message sent 
via a press release will be perceived differently then the exact same message sent via Twitter or 
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Facebook.  A creative or fun free-for-all with a listserv can be great for some communication 
efforts – a friendly rivalry -- and disastrous for others – communicating a change in 
organizational structure.  It’s worth slowing down and thinking through the message, the 
medium, and your goals carefully. 
 
Media will fall into one of three main types: Two-Way, Alternating and One-Way: 
 

Simultaneous Two-Way Media 
 

Face-to-face, one-on-one:  This is still the most powerful medium.  When it really 
matters, when the personal stakes are high, when you really need to deploy words, tone, 
and body language to their fullest potential, when you really need to soak in the other’s 
words, tone, and body language, this is the required medium.  The ease and seeming 
intimacy of certain new media – email, texts – can lead to a fateful error of judgment 
about not using face-to-face, one-on-one communication when it should be used.  A 
recent campaign for smart phones spoofs on such errors when a woman breaks up with 
her romantic partner by texting him while he sits across the table from her.  Almost no 
one ever regrets lifting his or her fingers off the keyboard, getting out of his or her office 
and walking over, driving over, or flying over to have a face-to-face, one-on-one 
conversation.  Choosing this correctly is a matter of leadership. 
 
Small group meetings:  Particularly useful for pulling together diverse groups to solve 
problems, explore issues, and have multi-player conversations. 
 
Medium and large group meetings and events:  Useful media for disseminating 
knowledge and answering some questions live. 
 
Video-Conferences:  Good for two-way communication of words, tone, and body 
language without traveling. 
 
Video-Chat:  Good for two-way communication of words, tone, and some body 
language without traveling. 
 
Phone:  Good for two-way communication of words and tone (no body language), 
without traveling. 
 

Alternating Two-Way Media 
 

These are one-way media that allow for almost instantaneous response.  Indeed they are 
so fast they often feel like simultaneous two-way media 
 
Online Chat: The closest thing to a written phone call.  While it does not directly 
communicate tone, the instant back-and-forth comes close to replicating a conversation. 
 
Text messages: Good for short one-way communication of words and small pictures and 
graphics.  
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One-Way Media 
 

Mass and social media:  Useful for disseminating information broadly, quickly. 
 Some examples: 

• Facebook: Broad, general market, consumers  
• LinkedIn: Useful for business to business communication 
• Blogs: Broad dissemination of information and ideas 
• Twitter: Broad, quick dissemination of messages up to 140 characters 
• Network sites: multiple uses, critical for most participants  
• News feeds: Broad dissemination of information 
• Bulletin Boards: Dissemination of ideas to a subscribed group 
• Posters:  
• Television, Radio, Print, etc.  

 
Video: Good for one-way communication of words, tone, and body language. 
 
Voice-mail: Good for one-way communication of words and tone. 
 
Email: Good for one-way communication of words.  Given the amount of emails 
bouncing around the world these days, it’s ever more important to make your subject 
lines work for you, use headlines, and ensure readability. 
 
Hand-written notes:  Once so ubiquitous; now so rare that they make a bigger impact 
when used. 

 
In Figure 9.1 below we have mapped media against their type and their personal versus mass 
appeal. 

Figure 9.1 

 
 



From “The New Leader’s 100-Day Action Plan” (Bradt et al 3rd edition – Wiley, 2011) 

Touch Points  
 
Touch Points are points at which those “target audiences” are “touched” or reached by your 
message.  Effective communication must include multiple touch points in multiple venues.  
You’ll need to determine both the number of people you reach and the frequency in which you 
“touch” them.  For the key individuals and groups that you want to “touch,” map out a series of 
media methods to do so including face-to-face conversations, phone calls, videoconferences, 
notes, emails and more general mass and social media communications. 
 
Stories   
 
Storytelling is one of the most powerful communication tools.  As Peter Guber describes in his 
article on “The Four Truths of the Storyteller”5, the most impactful stories embody: 

• Truth to the teller: sharing and conveying the deepest values with openness and candor  

• Truth to the audience: tapping into what’s important and delivering on what is 
emotionally fulfilling for them  

• Truth to the mission: driving towards a purpose that is meaningful and rewarding for 
the teller and for the audience 

• Truth in the moment: fitting into the appropriate context for each audience, each time 
Take note that the core element is truth.  

Keep in mind that the story itself is not enough.  You must live the story.  Your followers 
won’t really believe what you show or say; they will believe only what you actually do.  This is 
why storytelling is necessary, but not sufficient.  This is why it’s so important to live your 
message.  You must model the attitudes and behaviors you want others to follow so those others 
can share your understanding and your dreams, feelings and commitment.   
Monitor and Adjust 
You are going to lose control of the communication as soon as you start.  As people relate what 
they’ve heard to others, they will apply their own filters and biases.  Shame on you if you’re not 
ready for that.  Have a system in place to monitor how your message is being translated.  Be 
ready to capitalize on opportunities and head off issues.  While you can’t prepare for any 
eventuality, if you can think through a range of possible scenarios you’re more likely to be able 
to use those contingency plans as a starting point for your response.6 Know how you will 
measure the success of the message?  Just getting it out to the audience does not mean that 
you’ve been successful.  Know too how often you will measure if your message is being 
received as intended.   
Thinking deeply about communication can lead you to some surprising places. 

 
 

                                                
5 Harvard Business Review, January 2008 – Peter Guber, The Four Truths of the Storyteller 
6 Shannon Stucky of FD explained the importance of this to me.  As she and her colleagues in FD’s 
“Special Situations” group work across the whole range of stakeholders, they’ve learned the importance 
of preparing in advance for the surprises that will have the most impact. 
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 Peter was brought in to head the telemarketing group for an insurance products company.  
He had done his diligence and recognized that there were some severe risks the company faced.  
New competitors had sprung up and were seizing market share on their most successful products. 
Unlike his company, which was 80% field reps and 20% telemarketers, the competitors were all 
telemarketing.  Peter’s new company had a higher cost structure, but historically had a better 
closing ratio because of the face-to-face selling proposition.   

 
To fend off the increased competition and declining market share, the previous head of 

telemarketing had implemented several much needed changes simultaneously: a new phone 
software system, a new structure for processing inbound versus outbound calls and a new way of 
prioritizing call prospects.  While the changes were needed, the former manager failed to get buy 
in from key stakeholders and compounded the problem by failing to adequately communicate the 
significance of the changes.  As a result, he created a disaster rather than a cure and was asked to 
leave.  

 
Before his Day One, Peter had done comprehensive due diligence and leveraged his 

Fuzzy Front End to get a better sense of what lay behind his predecessors disastrous departure.  
During the process, he picked up that one of the well-intentioned new changes had unwittingly 
pitted the telemarketers against the field reps. Tempers were high.  Both groups were blaming 
each other and were angry at senior management for allowing this to happen.  Sales, profitability 
and customer satisfaction had been plummeting and no one was taking the lead to solve the 
problem.  Peter realized that he had to have a coherent message on Day One about how he, and 
his team, were going to work with the field reps, their managers and their his peers, to develop a 
truly shared purpose.  He knew it had to be a team effort oriented around a clearly articulated 
goal. It was going to take persistence and commitment to overcome frayed nerves and get both 
sides to bury the hatchet and really start working as a team again.   

 
Peter’s message on Day One was: 
 
As a unified team we are going to immediately focus on increasing high-quality leads and 

assure an excellent hand-off with genuine responsiveness going back and forth between the 
teams to increase sales, profitability and customer satisfaction. 

 
Peter then set about deploying a multipoint communication plan most of which he had 

developed during his Fuzzy Front End.  He deployed standard, but rock solid messaging actions: 
* One-on-one meetings with key stakeholders, 
• Special inter-team calls, 
* Company wide emails about the competitive challenge and the response,  
* A leaders group to review progress and report on it,  

 
He then deployed with less traditional elements which were already in place with the new 
system, but had never even been rolled out. He felt this was a good way to demonstrate the many 
benefits that the new system had yet to offer.  Specifically he: 
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• Leveraged the website to attract customers and better channel leads. 
• Targeted prospects via emails: This had only been done in a haphazard way 

before, but Peter launched a comprehensive campaign and used it to get the 
message out about the face to face advantage his company offered. 

• Kept the team abreast of market news about major industry events through the 
website, the emails, the callers, and supporting materials for the field reps. 

• Launched a new caller software system that allowed the field reps to actually 
hear recorded conversations with the prospects which helped them develop a 
better understanding of the telemarketer’s challenges and enabled them to be 
better positioned to speak with prospects.   

• Integrated emails into the existing CRM system which allowed for a much 
more efficient and naturally way of communicating between the two groups. 

• Activated an instant messaging system between the telemarketers and the field 
reps that turned out to be a game changer as it allowed for almost instant 
responsiveness and created a feeling of camaraderie between the two groups.  

 
He simultaneously seeded his campaign with key leaders in both groups by way of the “leaders 
group.” He took his time with each group, meeting individually with them and then with the 
whole group several times to break down the mistrust.  With his team, Peter co-created a Burning 
Imperative that focused on achieving two benchmarks: a historic rate of high quality leads and 
closed deals in a record time frame.  He leveraged a network of media to get the Burning 
Imperative out to all the key stakeholders.  Then he created a public score card for results and 
celebrated “early adopter” teams with strong results via congratulatory emails and a company 
sponsored dinner.  To keep the momentum and energy up, he encouraged “chatter” about the 
results and other ways to further improve.  
 
 In very short order, the two teams were rallied around a common goal.  What had been a 
two demoralized groups of people showing up for work turned into one fiery team with will to 
win, with results that matched the will. They reached both benchmarks 30 days early.   
------------------------------------------------------------------------------------------------------------ 
HOT TIP – Think in terms of a network of communication:  Discover your core message.  Then 
use that to guide key communication points in an iterative set of concurrent conversations across 
a network of multiple stakeholders and a wide variety of media all built on a foundation of 
trustworthy authenticity.  Effective communication is hard work.  But it will be one of the most 
important and most enduring things you do. 
------------------------------------------------------------------------------------------------------------ 
A Logical, Sequential Approach to a Communication Plan 

 

Now that you understand the foundations and the secondary elements, you’re probably 
wondering where to start.  Our title to this section might be a bit misleading.  While it would be 
nice to have a communication plan that is entirely logical, sequential and entirely manageable, 
the truth of the matter is that your network of communications will be a living network full of 
constant feedback, interactions and adjustments.  At times it may feel more like supervising 
grade school recess than conducting the Berlin Philharmonic.  That’s okay. That’s the world we 
now live in.  Media savvy means media effective.  Media effective means business effective. As 
companies too numerous to count can tell you, missteps in media can be very, very costly.  
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Manage your communication plan  as an iterative set of concurrent conversations around 

a set of topics that you propose and guide. While we want you to shape it as best you can, know 
that in most cases some element of your communication network will always be taking on a 
direction of its own, including ones you didn’t anticipate or possibly may not like.  You need to 
be acutely aware of how different media strategies get different results.  If you really aren’t 
interested in everybody airing their opinion about the newly announced merger, don’t invite it.  
If you feel you have a culture that can embrace this and convert it to a positive energy building 
activity, then you might want to consider it.    

 
That being said, you do have to start somewhere, and we think it’s useful to map out a 

sequence of communication actions, knowing that you may want to, or have to, adapt to a 
communication process that is not linear.   
 
These basic steps of a communication campaign can you help you keep a calendar of actions in 
mind: 
 

Plan Take the pieces we have discussed above including both the foundational and the 
secondary elements including the overarching message, key communication points, signs 
and symbols, media and touch points, etc. and then plan how to deploy them over the 
next steps. 
Seed the message before your start, on Day One and throughout your early days 
Launch, leveraging work on the BURNING IMPERATIVE as appropriate 
Roll out, leveraging MILESTONES and celebrating EARLY WINS 
Reinforce when doubters inevitably raise their heads – by implementing your ROLE 
SORT 
Institutionalize by embedding key routines and processes 

 
Graphically a campaign looks like Figure 9.2 below: 
 

Figure 9.2 
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Plan 
 
Your plan is the sum of the elements we have discussed previously plus the elements detailed 
below. 
 
Seed  
 
 You generally do not want to start with a big launch that catches everyone by surprise.  
Instead, you’ll want to seed your message with an ever-growing set of stakeholders before your 
launch.  The seeding process gives you an excellent opportunity to test your message and 
delivery, observe individual reactions and subsequently sharpen your message.  Do not 
underestimate the power of seeding. If you follow the steps of our prototypical 100-day plan (not 
that anyone does exactly), this seeding phase runs from well before your start right through to 
your Burning Imperative workshop. 
 
Seed your message – even if you don’t actually say the words 
 

Deborah had grown up in her firm over the past two decades.  When the head of the 
5,000 person manufacturing organization was recruited away 7 months earlier, she had been 
named interim head.  Now, after a thorough internal and external search, the CEO and board had 
just named her to the job on a permanent basis.  Her plan was to spend her first two months just 
listening and learning.  She didn’t want to come out with any formal pronouncements, visions or 
the like.  She wanted everyone to think she was open to new ideas and new ways of doing things 
- especially since she was an insider. 

 
The trouble with that approach would be its unintended consequence of making some 

people think she was randomly fishing without a clue, or, worse, was simply indecisive.  She had 
just been named as one of the top five officers of the firm.  People looked to her for leadership 
and direction.  When she spoke, people thought she was speaking for the CEO and board. 

 
A friendly ally from a surprising corner – the international sales group – took her aside at 

a meeting.  Fortunately, Deborah listened to the feedback. So, Deborah modified her intended 
approach.  She thought things through and crafted a first, tentative, hypothetical message to help 
focus her first two months conversations.  She still didn’t come out with any formal 
pronouncements, visions or the like but her message guided her choice of what people to talk to 
in what order, what questions to ask and what hints to drop.  Instead of turning her mind into a 
blank slate, she used those two months to test and seed her message. 

 
Deborah’s company had been a star performer based on its leading edge manufacturing 

technologies.  Deborah knew the company had to continue to invest in the technologies to stay 
on that leading edge.  So her going-in mantra was “top tech”. 

 
With that in mind, she started her learning tour by visiting the organizations technology 

innovation centers and met with its “top tech” performers.  She probed them about what had 
made the company successful so far and what resources they’d need to continue to be rated “top 
tech.”  She visited the company’s key outside partners on the technology side and asked them 
same questions.  She visited customers and asked them about their future needs and how the 
company’s “top tech” approach could help them over time. 
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Then she pulled her direct reports together to craft a shared Burning Imperative, starting 

the day by sharing what she’d learned on her “top tech” tour.  Then, they cascaded that shared 
“top tech” Burning Imperative down to the next layer of management to craft a set of plans to 
keep the company top in tech.   

 
Then, and only then, at the end of her first two months, Deborah sent a note to the full 

5,000 people talking about all the great things they had done on the technology front to give the 
company a competitive advantage in manufacturing and how the top management team in 
manufacturing was committed to investing in them to ensure that the company stayed at the 
leading edge of technology-based manufacturing. 
 
Launch  
 
 Launches can be big, subtle or somewhere in between, and the style of the launch should 
match what you and your team are comfortable with it.  You need to be in genuine agreement 
with the method of launch, or it will show.  It also needs to be in keeping with the culture of the 
organization, unless you are trying to shock the existing culture.  
 
 The way you launch the campaign could be one of its most powerful signs and symbols.  
Look at the presidential party conventions.  For the most part these days they are shows.  But 
they know that everything communicates and they are very careful about who speaks, when, 
saying what against what backdrop.  You should do no less. 
 
 Many of the people we work with use the Burning Imperative workshop to transition 
from seeding phase to launch phase.  They use the workshop to get their core team aligned 
around the Burning Imperative and then use that as the basis of their communication campaign 
launch. 
 

Whether or not you use that as the point of inflection, you will likely want to kick off the 
full-blown campaign with some sort of launch and follow that up with some sort of broader roll 
out – either through sub-group meetings or mass-communication.  Your follow-up to the launch 
may include: 

• Meetings or calls with key individuals  

• Sub-team workshops/meetings to gain buy-in 
• Re-grouping with the core team to gather input and adjust to what you learn as 

appropriate and practical 
• “All-hands” meetings, videos or calls  

• “All-hands” email confirming the direction  
• Deep dive meetings with selected individuals to drive the message 

 
Cascade Milestones  
 
 However you choose to do it, launching is a major step.  But you’ve just begun.  Now 
you have to make it real by proving that you are going to deliver those achievable next steps.  
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This is where you will likely want to deploy some sort of public scorecard where everyone can 
see results against key milestones. 
 
 Make sure you are clear on what you are going to track.  Make sure you actually do track 
it and report it.  Make sure you’re driving your key communication points at every touch point 
having to do with milestones; with your core team, their direct reports and deep-dive meetings 
throughout the organization.  Then, adjust what is going on to drive the milestones that are on 
track even faster and get caught up on the ones that are falling behind. 
 
Repeat the Message  
 
 In this effort, repetition is not just good, it’s essential.  We’ll say it again - repetition is 
not just good, it’s essential.  In other words, you’re going to have to create different ways and 
times to repeat the same message over and over again.  You do that with a combination of “Be”, 
“Do”, “Say.” You’ll get bored of your own message well before the critical mass has internalized 
it, but don’t shy away from repeating it.  Do not ever let your boredom show, make sure you 
keep your energy and excitement levels are “felt” about the message.  When you’re done, do it 
again, fitting it into the right context for each audience each time. 
 
Celebrate Early Wins  
 
 Somewhere along the way, you will have identified an early win for your first six 
months.  As part of this campaign, you will have over-invested to deliver that win.  When it is 
complete, celebrate it, and celebrate it publicly.  This is all about giving the team confidence in 
itself.  So invest your time to make the team members feel great. 

 
Reinforce  
 
 There is going to be a crisis of confidence at some point.  At that point the team will 
question whether you’re really serious about these changes and whether the changes you are 
making are going to stick.  Be ready for the crisis and use that moment to reinforce your efforts. 
 
 The first thing you have to do is to have an early warning system in place to see the crisis 
developing.  By this time you should be able to tap other “eyes and ears” throughout the 
organization to get an “on the street” read of the situation.  These are going to be people that feel 
safe telling you what’s really going on.  They might be administrative staff, those outside your 
direct line of reports or they might be people far enough removed from you that they don’t feel 
threatened telling you the truth.  Whoever they are, you need to identify them and cultivate them. 
 
 The main sign of the impending crisis will be the naysayers or detractors raising their 
heads and their objections again or more boldly.  It is likely they will go quiet during the period 
of initial enthusiasm after the launch of the Burning Imperative.  But they will usually find it 
impossible to stay quiet forever.  Their return to nay saying will be the first signs of the crisis and 
their point of view will spread if you don’t cut it off. 
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 So hit the restart button fast.  Make it clear that you are committed to the changes.  
Regroup your core team to confirm their commitment.  Take action against the blocking 
coalitions.  This is a good time to shine the spotlight publicly on some people that are still in the 
way or to move some people out.  Some good steps at this point may include: 

• Re-group with your core team to gather input and adjust as appropriate 
• “All-hands” meetings, video conference or call to highlight progress and reinforce the 

Burning Imperative 
• Follow-up note confirming the commitment to the burning imperative  

• Follow-up phone calls with each individual on the core team  
• Reinforce Burning Imperative at each key milestone with core team, their teams, et al  

• Meetings or one-on ones with key people or groups at a level below your direct reports 
• Field or plant visits 

• Implementing a structured monitoring plan 
 

Institutionalize the Change   
 
Next, you’ll want to put in place practices that will ensure the changes you made so far become 
part of the core fabric of how you do business.  Some of the ways that you can do that include: 

Recognition and Rewards: This is a great place to start.  Make sure your recognition 
and reward system is built or modified to recognize the behaviors and attitudes that are 
important to and show support of the new way of doing business.  Make sure they reward 
the results you want and do not reward the results you do not want. 

Mode, Manner, Frequency and Disagreement: You must modify all four of these 
aspects of communication to fit the new business directives.  This step is often 
overlooked, but it is very important and once implemented it works on its own to 
reinforce how and when you want things communicated.  

Decision Points: Be sure to modify how decisions are made, pushing them as close to the 
customer/client as you can.   

Control Points: Modify the control points so you are measuring the right thing with the 
right reporting processes. 
 
Beyond these three, there is a whole host of other supporting systems and practices that 

you can line up to reinforce the new way of doing business. 
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Communication Summary and Implications 
 

Not surprisingly since we live in the midst of a communication revolution, the guidelines 
for communicating are changing dramatically.  As much as we would like to treat 
communication as a logical, sequential, ongoing communication campaign, in many cases, it’s 
more essential to manage it as an iterative set of concurrent conversations: 

1. Take into account the network of multiple stakeholders as you specifically identify your 
target audiences.  

2. Discover and leverage your overarching message as the foundation for guiding iterative 
concurrent conversations by seeding and reinforcing communication points through a 
wide variety of media with no compromises on trustworthiness and authenticity. 

3. Monitor and adjust as appropriate on an ongoing basis. 
Don’t hesitate to deploy an old school logical, sequential communication campaign when 
appropriate – though we expect that to be the case less and less over time. 

QUESTIONS YOU SHOULD ASK YOURSELF: 
• What is the message? 
• Is the message compelling? 
• Do I know how I’m going to get people to embrace that message? 



From “The New Leader’s 100-Day Action Plan” (Bradt et al 3rd edition – Wiley, 2011) 

 
 

 
 
 

 
 

  NAME POSITION INTERACTION PLAN 
UP MANAGEMENT, BOARD   

     
     
     

ACROSS KEY PEERS, INTERNAL ALLIES   
     
     
     
     
     
 CUSTOMERS, SUPPLIERS   
     
     
     

DOWN DIRECT REPORTS   
     
     
     
     
     
     
 INDIRECT   
     
     
     

OTHER     
GOVERNMENT     

     
REGULATORS     

     
MEDIA     

     
     
     

ACTIVISTS     
     
     

ALLIES     
     
     

 
 Copyright©PrimeGenesis®LLC.  To customize this document, download Tool 9.1 from www.onboardingtools.com. 
The document can then be opened, edited, and printed using Microsoft Word or other word processing applications. 

NEW LEADER'S 100-DAY ACTION PLAN 
 TOOL 9.1 

BROADER STAKEHOLDER MAP 
 



From “The New Leader’s 100-Day Action Plan” (Bradt et al 3rd edition – Wiley, 2011) 

 
 
 

 
 
 
 

  
Target Audience  

Core target  
Primary influencers  
Other influencers  
Core Message  

 
 
 

  
Communication Points  

 
 
 

Promise  
Reason to Believe  

Supporting Examples  
  
  

Media  
Off-line/live  

On-line  
Social  

Tracking  
How measure success?  

How often measure?  
Contingency plans?  

 

 

 
Copyright©PrimeGenesis®LLC.  To customize this document, download Tool 9.2 from www.onboardingtools.com. 
The document can then be opened, edited, and printed using Microsoft Word or other word processing applications. 

NEW LEADER'S 100-DAY ACTION PLAN 
 TOOL 9.2 

COMMUNICATION GUIDE 
 



From “The New Leader’s 100-Day Action Plan” (Bradt et al 3rd edition – Wiley, 2011) 

 
 
 
 

 
 
 
 

 How Who When 
Plan Ready    

Message/communication points    
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Seed Message    

Early testers    
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Launch Campaign    
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 Appendix III Leverage these 15 Secrets to Become a Great Communicator 
 
Much of what we have to say about communication you probably know already. But you may 
not know how to activate this knowledge into an effective overall communication plan and a 
concrete communication campaign in your first 100 Days and beyond. You also may not realize 
just how important some of the more oblique aspects of communication really are. As you go 
through our general principles, consider them, and test them, you will be on a path to becoming a 
great communicator as well as to having a successful first 100 Days.  
  
Words Are Only a Small Part of the Game  
  
It’s not about the words. This may seem paradoxical or just wrong to you. Words are important. 
However, communication takes place on many nonverbal levels, and it’s essential to develop 
skills in reading and using these nonverbal modes.  
  
Context or Frame  
  
Great communicators know how to choose or create the right context or frame for their 
messages. This can be choosing a large group versus a one on one situation, a casual 
circumstance versus a formal one. Or it can be the simple act of framing a message or a 
conversation: “I think this makes most sense if you look at it in the context of optimizing 
resources.” Or alternatively, it can be setting the mood for a talk, conversation, or event by using 
humor, empathy, or other connective tactics. Large and small, literal circumstance or verbal 
context, we communicate in a context that is either chosen or created by us, or simply given.   
 
 The more you develop an awareness of how context or frame conditions the meaning and 
the reception of messages, the more effective your communications will be. It starts by observing 
carefully how context and frame are affecting communications in general, then noting carefully 
how masterful communicators manage it, and then by developing the skill.   
 
 Timing  
  
Timing is everything.  It’s everything for jokes, for marriage proposals, in fact for every 
important communication.  
 
  Develop a keen awareness of how good  your own timing is. Watch others who seem to 
get this right. Think carefully about the bigger picture — if I bring this up at this point, will it be 
more or less effective than holding it until x, y, or z happens? What if I say this other thing first?  
 
  A big part of timing is what others are expecting, what “is expected.” Good 
communicators are very much in touch with expectations and play with and against those 
expectations to increase effect. It goes without saying that sometimes, not saying anything or not 
saying what is expected can be just as effective as anything you might say.  
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Style  
  
Leaders tend to have a different communication style from those who are not leaders. There are 
many styles of leadership, but the style is an important part of the message. Style can be 
completely nonverbal — posture, tone, and timbre of voice, eye contact, smiling or other facial 
expressions, and proximity to others. Verbal delivery is also a matter of style.  
 
  For the vast majority of us, this style is largely unconscious. It is just “who we are.” Or, 
and this is important, it is a reflection of our mood or state of mind, or a reflection of the people 
you happen to be with. If your goal is to control your message and assure its effectiveness, you 
want to develop a more conscious and controlled feature. This is not the same, by the way, as 
having a highly self-conscious style. A winning style is often the opposite — natural and 
authentic.  
 
  These people know that this is how they come across and how they are. You can be 
aware and not stiffly self-conscious. Become aware of how style affects communication in 
yourself and others, and cultivate a style that suits your personality and your goals best.  
  
 Body Language (Especially Eye Contact)  
  
Good communicators read body language very well and are good at using body language to good 
effect. To communicate, you need to connect. A sense of connection or the lack of it is very 
strongly communicated and created through body language.  
 
 In face-to-face interaction, eye contact is the fundamental element. Strong, frank, and 
open eye contact is the sign of an engaged listener and speaker. Observe yourself. If you find 
your eyes sliding away from all steady contact, you have serious work to do.  
 
  Body language is highly imitative, almost contagious. Part of context and timing is 
recognizing when and if the body language is propitious for your communication goal. We have 
seen many leaders highly hampered in their ability to lead effectively because of a sense of 
separation or disconnectedness that is readable in their own body language and those of their 
colleagues, superiors, and subordinates. We’ve also seen some remarkable turnarounds as they 
adopt a new sensitivity and approach.  
 
  A key area of opportunity is the whole realm of unofficial interaction. You need to learn 
how to use such interactions to create a sense of connection and engagement, and then how to 
transition to the more official or formal elements of the communication campaign.  
  
Actions  
  
Words and speech are actions, obviously. But a communication plan is greatly enhanced by an 
awareness of how certain kinds of actions shape, affect, support, or simply make the 
communication. A big area of nonverbal action revolves around what you choose to do and not 
do.  What meetings do you attend or not attend? Are you present throughout? Are you on time, 
early or late? How do you follow up on commitments? How and when do you make (or not 
make) decisions? Every action communicates. 
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Inaction and Silence  
  
We have already called attention to this, but it’s so important it merits special attention. It can be 
easy to get caught in a kind of frenzy of action and communication. But if we think back to the 
basics of leadership and the idea that the leader is measured, thoughtful, and reliable, the lack of 
action or speaking can actually communicate this most effectively. It also suggests (and can help 
you achieve) an approach that is thought out and not simply reactive. This is all part of style, and 
we all have our own.  
 
 Rhythm and Repetition  
  
In addition to speaking style, there is also frequency and duration. We have seen huge benefits 
occur almost immediately when people who tend to talk too much, or go on too long, learn how 
to interrupt themselves, thus creating more space for the people they interact with. Conversely, 
we have seen sharply positive reversals happen when people who tend to speak too little, or too 
formally, learn how to mix it up and volunteer more often.  
 
Visuals  
  
Many people simply respond better to visual information, either literally in printed form or on a 
computer screen, or in the form of visual imagery and analogies.  
   
Less Is More  
  
People complain about sound bites, but the fact is, the method works and it is nothing new. The 
great classical orators — from Cicero to Abraham Lincoln — knew a thing or two about sound 
biting. Brief sentences have more impact. Succinct explanations are understood better. Big 
concepts are remembered longer.  Too much information stifles attention, bewilders the 
understanding, and saps the will. Keep it short. Keep it simple.  
  
 Once Is Never Enough  
  
To get your message across, you need to repeat it. A lot. Don’t underestimate the importance and 
value of repeating, repeating, repeating. Mix it up. But drill it home.  
  
 Test for Reception, Understanding, Agreement, Enthusiasm   
 
People often speak and write to each other without any real communication taking place. The 
way to achieve effective communication is to test for effectiveness. This can be done directly — 
“What do you think? Does what I’m saying make sense to you?” or more indirectly, “I’d love to 
hear other people’s thoughts on this topic. Maybe I’m missing something really important here 
that hasn’t yet been brought out.” Nonverbal cues can guide you to how directly you should test 
and whether you need to change course.  
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 Emotion Communicates  
  
Much our education and professional work is based on argument, logic, and analysis. In certain 
environments, that really is the only way to communicate. But in the larger, fuzzier world of 
teamwork and team leadership, it’s a huge mistake to rely on these hard-edged modes of 
communication. Communicate and connect through emotion. Acknowledge and show awareness 
of emotion — positive ones, negative ones. Connect your core message to emotional registers 
you know are important for you, your team, and your organization.  
  
 Framers Win  
  
Communication is largely about framing. It is said that “facts speak for themselves.” But the 
truth is that people who help frame the facts are the most effective in communicating.  
  
Sincerity and Passion Conquer All  
  
It’s important to begin and end with this point. Sincerity and passion are the core elements of 
effective communication and leadership. People do not follow insincere leaders, and they don’t 
really listen to them. They also don’t follow diffident leaders. This is why we have everyone use 
their core values as the foundation for their career plan. Stay in touch with your own values and 
your own passion, and much of the rest will simply follow suit. That foundation in turn drives 
the momentum for success in the 100-Day Plan. 
         
 
__________________________________________________________________________ 

The authors, George Bradt, Jayme Check and Jorge Pedraza were three of the co-founders of 
PrimeGenesis, an executive onboarding and transition acceleration group that helps new 
leaders and their teams get done in 100-days what normally takes six to twelve months.  
PrimeGenesis is the extra leverage they need to deliver Better Results Faster.  There’s more 
at www.primegenesis.com.  
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1. IDENTIFY YOUR DESTINATION7. 

• What is the desired reaction and behavior you want from you audience/constituents?  
• What specifically do you want, not want them to understand, believe, say about you, 

do?  
2. BE EXPLICIT ABOUT UNSTATED XS.  What do you want listener to think about you?  
3. ASSESS CURRENT REALITY.   

• What does your audience/constituency currently understand, believe, say about you? 
Why?  

• Develop a risk management plan including: potential obstacles, negative rumors, 
sabotage, legal requirements, unintended consequences and scenarios. 

4. REEVALUATE DESTINATION IN LIGHT OF ASSUMPTIONS ABOUT AUDIENCE. 
5. BRIDGE THE GAP.  

• What do people need to be aware of, understand, and believe to move from current 
reality to your destination?  

 
6. DEVELOP CORE MESSAGES AND KEY COMMUNICATION POINTS (maximum 5 core messages). 
7. PACKAGE THE MESSAGE. 

• How should core messages be packaged for optimum effectiveness?  
• What kind of supporting data do you need? 
• What is your key opening message? 
• What is your key closing message? 

8. DELIVER THE MESSAGE.  
• What are the best vehicles to reach your audience or constituents? What is optimum 

combination? What is the best timing to release the message? Who and what 
influences whom?  

• How do you best plant the follow-up seeds? 
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7 Much of this is based on work by Sandy Linver and her company Speakeasy, also laid out in her book 
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From “The New Leader’s 100-Day Action Plan” (Bradt et al 3rd edition – Wiley, 2011) 

 
 
 
The key point is to take control of the interview. Time is on your side if you stay focused on 
what you want to communicate and you control the dialogue, just as it's on others' sides if they 
control the dialogue.   
 
PREPARE 
 

OBJECTIVE – What do you want out of the interaction? 
 
ANTICIPATE QUESTIONS -  Know interviewer, audience and their interest factors 
(competition, conflict, controversy, consequences, familiar person, heartstrings, humor, 
problem, progress, success, unknown, unusual, wants/needs). 
 
APPROACH - What way do you choose to go about achieving the objective?  There are 
always different ways to get there.  Consider them and choose one.  This will lead to: 
 
KEY COMMUNICATION POINTS - Key points you want to drive (three maximum).  This will 
allow you to do more than just answer questions (questions are merely cues for your key 
points).  These points need: 
 
SUPPORT - facts, personal experience, contrast/compare, analogy, expert opinion, 
analysis, definition, statistics, and examples. 

 
 

DELIVER 
 
BE clear, concise, complete (do one thing well), constructive, credible, controversial, 
captivating, correct (must correct significant errors on the part of interviewer or press) 
 
BE yourself, liked, prepared, enthusiastic, specific, correct, anecdotal, listen, bridge, cool 
 

 
FOLLOW THROUGH 

 
DELIVER on commitments 
 
Think through what worked particularly well and less well to IMPROVE for the future 
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