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A

Action Equation (Know + Feel = Do):
communication on strategy in,
27-30; Conversation Platform and,
106; and conversation on strategic
direction alignment, 188—190;
defined, 221; and determination
of what employees need to do,
27-28; Do portion of, 27-30;
as driver of alignment, 38-39; as
driver of On Strategy content, 27;
and employees’ support on issues,
29-30; and facilitated discussion, 39;
Feel portion of, 27, 31-34, 77-86;
as filter to ensure on-strategy
content, 149; Know portion of, 27,
30-31, 63-75; organized to promote
conversation, 36—38; overview of,
27-30; as tool to engage leadership
in strategy discussions, 121; and
“why nots,” 99tab6.1

B

Babble: defined, 221; and employee
engagement, 9-10; negative impacts
of, 10-13

Behavior Chain, 88-92; defined, 221;
employee discussion groups and,
97, 185; and insights to address
“why nots,” 88-89; list of “why nots”
revealed through, 89-91; the way it
is, 94fig6.2; the way you want to see
it, 95fig6.3

Bossidy, L., 48

BP, and nonnegotiables around safety
and maintenance, 51-53

Branding, management campaigns
related to, 155-156, 157—-158

Business performance: impact of babble
on, 10-11; impact of employee
motivation on, 17

Business performance metrics:
employees’ general reactions to, 125;
and leadership communication,
28-29; managers’ accountability
for, 170; measuring impact of
communication on, 170-171; as
ultimate measurement tools, 169

Business plans: as communication
source, 27-28; and good leadership
direction, 47

C

Celebration campaign, and employee
decision making, 156-157

Charan, R., 48

Chief executive officer (CEO), and On
Strategy communication, 43

Coffman, C., 10

Command communication profile, and
company performance, 18

Communication: activities, in relation
to Conversation Platform, 149; and
events used to generate strategy
conversations, 153; as secondary
organizational value, 42; simplicity
and good leadership direction in,
4647

Communication campaign: examples
of, 155—158; as extension and
intensification of On Strategy
communication, 155; identifying
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priorities in, 175—176; requirements
of, 155-156; research approach to
performance of, 171

Communication in the moment, 186;

Conversation Platform tool for,
105-108; and corporate speak, 102,
105; defined, 222; environments
for, 105; and human memory
capacity, 104-105; and leadership
communication, 103, 186; and
listening patterns, 103; preparing
leaders for, 104-105; about stories
rather than lists, 37-38

Communication professionals: business

planning and decision making

roles of, 164; competencies for,
159-161; leveraged through early
involvement, 162—163; prioritizing
utilization of, 164-165; as strategists
and coaches, 158-159

Communication vehicles: babble

as problem in, 146-147; for
communication involving difficult
issues, 151—152; controversial and
provocative communication in, 151;
coordinated with People Channel,
40—41; formal and internal, 41;

and information overload due to
technology, 147; and maximization
of current channels, 146—148;
operating channels as, 146, 148;
recommendations for governing,
146; and remote locations, 197;
resource guide for selection of, 148,
196-203; traditional, 146; typical
office environments as, 196; used

to spark conversations on strategy,
150-152; using media from popular
culture, 152

Competition, employee questions

concerning, 68—69

Consider-dialogue-solve (CDS)

framework: challenges in, 122-123;
three-step process of, 191-193; use
of, 120

Conversation Platform: addressing

issues over strategy, 108—114; and

alignment of entire leadership
group, 38-39; and babble reduction,
149; as basis of “red face” test,
123—124; communication vehicles’
relation to, 149; components

of, 106-107; concept chunks as
summary and gateway to other
information in, 108, 110tab7.2;
connecting proof points to,
110-111tab7.2; and conversation
on alignment around strategic
direction, 188—190; defined, 221;
and facilitated discussion, 39; as
filter and focus, 134, 149-154; as
frame for leadership’s strategic
message, 132; functions and use
of, 105-106; management changes
to, 135; as potent communication
tool, 37-38; template for
developing, 107-108; as tool to
drive conversation on strategy, 37,
121; training for use of, 39-40, 158;
value and versatility of, 114-115;
vernacular language of, 113

Corporate bureaucracy, and

organizational change in
direction, 117

Customer decisions, employee

questions on, 69-70

Discussion group: designing, 180—181;

execution and interpretation of,
181-183; to identify motivational
connections, 183—184; to inform
the Behavior Chain, 185; and issues
underlying poor movement of
information, 172; as opposed to
focus groups, 179; and “red face”
test around the Conversation
Platform, 193—-195; as research tool,
179; use of facilitator in, 180

Do message, 45-62; and

communication on strategy, 27-30;
and complexity creep, 49; issues
included in, 29-30; and On Strategy
direction, 47-57
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E

Eisenhower, Dwight, as example of
leadership communication, 177

Email, as communication vehicle, 198

Emotional communication, as
legitimate part of leadership
communication, 82

Employee brand tour, as
communication campaign, 155-156

Employee decision making, and
leadership’s own actions, 29

Employee emotions: and conversations
connected to strategy, 22;
identifying and leveraging of, 82-83;
and leadership communication, 77,
82—83; and motivational connection
to one’s work, 16

Employee issues forum, 157

Employee motivation: business
performance impact of, 16, 17;
intrinsic, sources of, 31-33; and
leadership’s strategy around
customer satisfaction, 81;
quantitative formal research into,
83; and research through discussion
groups, 84; triggers for, 80

Employee Motivation & Performance
Assessment Inc. (EMPA) survey,
16—17; communication questions
in, 171

Employee risk taking, “why nots” of, 91

Employee survey, measuring manager
communication through results
of, 170

Executive face-to-face program, as
communication campaign, 156

F

Feel message, 27, 77-85, 86tab5.1; and
creation of emotional connection
to work, 78-79; as driver of
action, 31-34; identification
and leverage of, 82-83; and
intrinsic motivations, 31-33; and
leadership communication, 82;
and leadership strategy around
customer satisfaction, 81; and
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motivational triggers, 79-80; and
motivations not to take action,
33-34; and research on employee
motivation, 83—-84
Financial results, impact of
communication on, 17tabl.1
Ford Motor Company’s Pinto design,
and nonnegotiable of safety, 52
Formal communication, Conversation
Platform as filter for, 134
Frontline supervisors, and strategic
communication, 15

G

General Motors, matrix design and
leadership direction in, 48—49

Good performance requirements,
leadership communication and, 19-23

H
Herzberg, E.,, 79

I

Tacocca, L., 52

Industrial plant locations, challenges to
leadership communication in, 197

Industry layoff, preparing employees
for, 157

Industry trends, company sharing of
information on, 69

Informal leader networks: identifying
and engaging leaders for, 126; as
powerful component of People
Channel, 125-126

Information flow measurement: and
measure of managerial performance
around communication, 172; and
twelve specific attributes of flow,
172,173tabl1.1

Internal trade shows, as communication
vehicle, 200

Interpersonal skills, leadership training
for building, 40

Intranet, as communication vehicle,
198-199

Intrinsic emotions: and motivational
connection to one’s work, 16; and
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On Strategy communication, 31-34,
79; sources of, 31-33. See also Feel
message

Investors for the Director
Accountability Foundation, 118

K

Kennedy, J. E, 53

Know message, 63—75; and employees
need to know why, 64-70; as
foundation for communication
about strategy, 74; prioritizing
employee audiences for, 64; and
question of who needs to know
strategy, 70-74

Kovach, K., 78-79

L

“Land of Oz” company: Action
Equation and, 73tab4.1,
74; communication on key
direction in, 57—61; motivational
connections in, 84—86; and
simplicity in communication,
45-46; understanding of “why nots”
in, 98

Leadership alignment process,
117-127; approach to tough
issues in, 187—190; choice and
roles of facilitator in, 121-122;
communication-driven, 119, 121;
and consider-dialogue-solve (CDS)
framework, 120, 122—-123; and
effective leadership communication,
118; identifying “why nots” in,
121-122; importance of confirming,
119; for increased collaboration
across operations, 119-120; and
manager’s communication of
leadership’s message, 123—124;
methods used to drive, 119;
obstacles to promoting dialogue
in, 123; and open discussion at
multiple levels, 122-125; tendency
to skip to solutions in, 122, 123;
tested with line managers and
supervisors, 121-122, 123, 127

Leadership communication: challenge
of communicating well in, 2; and
collective action, 20; in companies
with large stock-owning employee
populations, 68; on controversial
issues, 68; and employee emotions,
77, 82—83; employee perceptions
shaped by, 20; and failure to engage
employees, 25-26; as foundation
for employee contributions, 20;
as key to motivation and action,

21; nonnegotiables in, 53—-54; and
performance issues, 21-23; simple
and concise message in, 103, 186;
style, and success or failure of People
Channel, 139-140; tendency to use
babble in, 9-14; as tool for company
revitalization, 21-23; using lists of
goals and metrics, 28-29; words-
actions-words bookend approach
to, 56-57. See also Communication
in the moment; On Strategy
communication

Leadership conferences, as
communication campaign, 156

Leadership direction: and achievement
of critical goals, 59, 60tab3.3;
activities to support strategic
actions in, 60—61; disconnect
between words and actions in,
55—-57; as driver of business
performance, 16-19; effective,
examples of, 18—-19; and employees’
critical decisionmaking, 50-51,
54-55; and employees’ need to
know why, 30-31; focused on the
“What” and the “How,” 49-51;
nonnegotiable tenets and activities
in, 51-54; physical versus abstract
concept of, 50; top priorities in,

29; and tough decisions between
priorities, 62

Leadership groups, informal: as ad hoc
advisory groups, 195; process for
identifying, 195-196; roles of, 196

Local leaders, as important
communication channel, 15
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M

Manager: communication metrics
accountability of, 170; and
leadership alignment, 121-122,
123,127

Manager communication: and
alignment with top leaders, 176;
employee survey for measuring,
170; and People Channel
interchanges, 36; performance, and
information flow measurement,
172; in reporting leader’s message to
employees, 123-124

Matrix organization: complex design
and mistakes in, 48—49; example of
“why not” in, 90-91

Meeting organization. See
Consider-dialogue-solve (CDS)
framework

Memory game, 104; and insights
on leadership communication,
186-187

Miller, G., 104

N

Nardelli, R., Home Depot change
strategy of, 117-118

NASA’s nonnegotiable around safety,
deterioration of, 53

National Benchmark Study, 17

Newsletters, as communication vehicle,
199

Nonnegotiables: defined, 51; as integral
to leadership communication and
direction, 51-54

o0

On Strategy communication, 145-166;
applied principles of, 4; articulation
of leadership’s direction on,

26-27; and bottom-line results,
23-24; connected to business
results through research, 170;
Conversation Platform as filter for,
106, 149; defined, 222; and depth
of information employees need

to know, 31; determining focus
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of efforts in, 42; emotional (Feel)
aspect of, 16, 31-34; focus on big
goals and significant activities in,
28; forum for message promotion
of, 148; framing of complex
business direction in, 15; greater
engagement and knowledge sharing
through, 29; information sharing
system for, 145; and intrinsic
motivations, 31-34, 79; and Know
portion of Action Equation, 30-31;
locations and opportunities for,
200-203; long-term benefits of, 3—4;
meaningful conversation in, 15-16;
motivational triggers in, 79-80;
overview of, 25-44; as philosophy
of internal communication, 2, 23;
practical strategies and tools in,
4; setting self-expectations in, 42;
simplicity in, 16; three strategy steps
in, 3figl.1, 27, 43-44; undertaking
big fixes in, 3—4. See also Action
equation

On Strategy direction: elements
of, 47-57; enabling employees’
decisionmaking, 46; and
identification of “critical few”
strategy goals, 57-58; and
nonnegotiables important to
company health, 58-59; and
organizational complexity, 48—49;
and requirements of good direction,
46-47; simplicity and clarity in,
47-48; strategic action to pursue
goals in, 59, 60tab3.3

One-on-one interviews, and poor
movement of information, 172

Open communication: business
performance and, 17; as leadership
tool, 13—-14

Open profile companies, performance
of, 18

Operating communication channels:
defined, 222; and On Strategy
message promotion, 148

Operating performance, and
production of quality products, 171
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P

People Channel, 34-43, 131, 133;
and alignment up and down the
organization, 38-39; channels for
keeping managers/supervisors in the
loop, 136-137; and complementary
leader assignments, 141-143;
and contexts for information
delivery, 34-35; coordinated with
communication vehicles and tactics,
40—41; defined, 27, 222; and delivery
of consistent strategic message to
employees, 34; and expectations
around communication, 41-43;
expectations of top leadership in,
176; identifying and incorporating
informal leaders into, 125-126,
195-196; interpersonal skill
training in, 140-141; and leader
conversations on strategy, 39—40;
and learning opportunities,
135-136; major announcements
and changes communicated
through, 138-139; promotion of
ongoing leadership conversation
in, 139; Q&A documents provided
for, 137-138; and rote cascading of
information, 35-36; and support of
local leaders, 135—139; traditional
communication vehicles in, 35,
147-148; and updating of leaders,
135-139

Performance issues, and improvement
of leadership communication, 21-23

Personnel announcement, used to
reinforce desired behaviors, 149-150

Posters, as communication vehicle, 200

Product “Ride and Drive,” as
communication campaign, 156

Production reports, as communication
vehicle, 200

R

“Red face” test: Conversation Platform
and, 123, 124, 125; process in,
193-195; purpose and results of,
123-125

Reporting-and-Discussion profile, and
performance problems, 18

Resource guide, 179-203; on alignment
interviews and use of Situation
Snapshot, 187-190; on conducting
discussion groups, 179—185; for
generating conversation on difficult
topics, 187-190; for insights into
communication and memory,
186-187

Rumor profile companies, performance
of, 18

S

Senior leaders. See Top leadership

Senn Delaney Leadership (consulting
firm), 83

Situation Snapshot: creation of, 122;
defined, 222; illustrating agreement
or disagreement about strategy,
189-190; quote format in, 190

Societal issues, importance of
answering employee questions
on, 69

Strategic communication function,
158-165; building your own
capabilities for, 159; company goals
as responsibility of, 162; and critical
questions around decisions, 163;
and staffing competencies, 159-161;
tactical level in, 159, 164

Strategy: in Conversation Platform’s
five-point story, 37; execution,
and employees’ self-interests,
30; good communication’s role
in improvement of, 19-20; and
leadership alignment, 38; ongoing
organizational conversation on, 15;
and true leadership alignment, 118

Strategy communication: and
complementary leader assignments,
141-143; content review in,
132-133; Conversation Platform
introduced into, 132—-134;
development of, 130; executive
delivery of, 130-131; and feedback
on process, 134; and knowledge of
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leaders beyond the top echelons,
70-71; and On Strategy training,
130-135; and practice for use of
Platform, 133—134; process review
in, 134; question of who needs

to know in, 70-74; recognizing
and strengthening weak links in,

139-141; setting expectations about
responsibilities in, 131-132; support

for leaders in, 135—139; tools and
training for, 39—40, 129-144

Structured conversation approach. See
Consider-dialogue-solve (CDS)
framework

T

Tent card, as communication tool, 200

Time, C., 118

Top leader’s role, 167—177; aggressive
communication and monitoring
expectations set by, 167-169;
and alignment of senior teams,
118-126; and communication
expectations and priorities,
175-176; and corporate

bureaucracy, 117; and delegation of

daily work, 169; and improvement
accountability, 169-170; and
leaders’ focus on important
metrics, 170; and leading by
example, 176-177; and major
communication events, 167—-169;
and management of strategy
communication impact, 168—-173;
and measurement of information
flow and communication
effectiveness, 169—-170, 172; of
orchestrating communication
delivery, 169; People Channel
management of, 167-177; and
reward or discipline for managers’
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communication behavior, 174; and
strategy training delivery, 130-135
Traditional communication channels,
defined, 222
Training session, as communication
vehicle, 148, 199

\Y

Video, as communication vehicle, 199

w

Wagoner, R., 48

“What do you need employees to do”
question, and good leadership
direction, 45-46

“Why” questions, 64-70, 74; answering,
68-70; conversations revolving
around, 66; importance of
leadership response to, 65-66; on
issues of public concern/specific
to operations, 67—68; prioritizing
employee audiences for, 64; and
productive dialogue between
employees and management, 66;
and questions beyond goals and
strategy, 66—68

“Why Nots,” 87-100; defined, 33, 222;
examples of, 34; exploring and
addressing root causes of, 92-98;
and group think, 91; inaction and
the blame game in, 90; involving
leadership candor and motives, 89;
and lack of critical due diligence,
91; and management’s commitment
to strategy, 89; and motivational
reasons, 33; and new experience to
drive new belief, 92-95; resulting
from experiences and beliefs of
the Behavior Chain, 88-92; and
strategies for employees’ work area,
89-90; research to identify, 96-98






























