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preface

This eBook has been written for managers who find themselves in a team leadership role. 
It uses three real-life examples to illustrate how different leadership styles can be applied 
to suit different types of team. 

You will learn:

 ● Where transactional leadership will be appropriate and where it is counter-pro-
ductive to the team’s objective.

 ● How transformational leadership can enhance motivation, morale, and perfor-
mance by creating a sense collective identity.

 ● The four key elements of transformational leadership and how to apply them in 
your interactions with your team.

 ● How situational leadership can be used to alter your leadership style to suit the 
ability and motivation of your team to. 

 ● How to give your team sufficient freedom to maximize their personal develop-
ment and job satisfaction, while still achieving their targets.
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Visit Our Website

More free management eBooks along with a series of essential templates and check-
lists for managers are all available to download free of charge to your computer, iPad, or 
Amazon Kindle.

We are adding new titles every month, so don’t forget to check our website regularly for 
the latest releases.

Visit http://www.free-management-ebooks.com 

http://www.free-management-ebooks.com
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introduction

Probably the most important part of becoming any sort of leader in the modern work-
place is to be the person that others choose to follow. Even where compulsion is possible, 
it tends not to work very well. 

If people decide that they don’t want to do things your way, then they can find any num-
ber of ingenious ways to undermine your wishes. Even if the obstructive behavior justi-
fies dismissal, firing someone always has negative consequences for morale, focus, and 
productivity. 

In fact, you can end up spending so much time and effort defending your decision to your 
boss, co-workers, or an employment tribunal that you don’t have any time left to do your 
job properly.

Which type?

What do I 
see?

How do I 
change?

Why others 
follow?

Leader’s 
Style

If you want to take a leadership role, then the most important questions you can ask are:

Which leadership style is the most appropriate?

Which leadership style is most prevalent in your organization?

Why should my team follow my lead?

How can I alter my competencies and behaviors to become this type of leader?
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The answers to these questions depend on your role, your team, and the task at hand. 
Whilst there are some skills that you will need to develop in order to be an effective 
leader, your role, your team, and the task will all affect which of these skills you use.

Your Team
Your Role

Your Task

Impacts Your 
Leadership Style

Before getting down to answering the question of why people would choose to follow 
your lead, you will need to understand the different styles of leadership available and the 
different types of team that are found in the workplace.

The fact that there are such a variety of possible types of team makes it impractical to 
generalize too much when discussing leadership styles. Throughout this eBook we will 
use three real-life examples of teams that are very different in their purpose and make-
up. 

KEy POINTS

 4 Being the person that others choose to follow is the key to effective team lead-
ership.

 4 The optimum leadership style will depend on your role, your team, and the 
task at hand.
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Team examples

You should be aware from experience of the wide variety of teams that exist throughout 
modern organizations. The remainder of this eBook will use three real-life examples of 
teams to illustrate how different team leadership styles can be applied to suit different 
types of team. 

These same team examples have been used in our ‘Principles of Team Building’ eBook. 
If you are familiar with each one’s size, function, and structure you can go straight to the 
‘Leadership Theories’ section.

The example teams are:

 ● The Development Team

 ● The Customer Support Team

 ● The Steering Team

Each of these teams is quite different in its purpose and structure, and has a different 
size, function, and composition. They will illustrate that there is no ‘best way’ to man-
age a team and that you will need to use your own judgment and understanding of your 
organization when considering ‘best’ how to manage your own team. 

Size Function Structure

All of these example teams work within a public utility company, a Water Company. 
They are based on real-life teams and are described in detail so that you can appreciate 
the differences between them and how these affect the way they are managed.

Background Information

These teams work within a large public utility company that was originally set up to 
provide water services. The company was originally owned by the state but has been 
privatized and now operates as a commercial organization. 



ISBN 978-1-62620-988-6 © www.free-management-ebooks.com 7

 

Team LeaderShip STyLeS

The Water Services Watchdog is responsible for ensuring that it continues to provide a 
quality service to all its customers and offers ‘value for money.’ This body ensures also 
that the water company adheres to all the required legislative regulations.

In the past, the company has operated with a traditional authoritarian management 
style, but it is endeavoring to alter this to a more commercial and empowered style of 
management through its change management program. All managers are expected to 
develop, coach, and mentor their staff so that they adopt the competencies required by 
the new commercial organization.

Each of these teams requires a different type of leadership to make it successful. How 
and which style is best for you to adopt is discussed in the section ‘Leadership Theories.’

Development Team Example

The IT department is headed up by a new director who has been brought in from a soft-
ware company to update the organization’s IT systems so that operations become more 
efficient and profitable.

Project Leader

In this scenario, you have been with the organization for five years and witnessed its evo-
lution from a traditional water authority to a modern water company. You are currently a 
team leader and have just been given the responsibility of managing a key IT project for 
the next twelve months. You are responsible for ensuring that the project is delivered on 
time and within budget.

Project Objective

Your objective is to develop a suite of software programs to enable the company to moni-
tor water quality throughout its catchment area. This will be a web-based IT system that 
allows water quality data collected from remote locations to be entered into a central 
database where it can be analyzed by the water quality department.

Composition of Team

The members of this team are all university graduates, their ages vary between 25 and 
45 years, and they are all consider themselves relatively well paid. Five of the team mem-
bers work directly for the company and three are freelance contractors.
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Employees

Contractors

Expert Users 
seconded to 

team (2)

Analysts 
IT Dept (2)

Project 
Leader

DBA IT Dept 
part-time (1)

Programmers 
(3)

As you can see from the organizational chart above:

 ● The team has eight members excluding yourself

 ● Five of them are company employees

 ● Two have been seconded to the project from the water quality department

 ● One member, the database analyst, is only available to the team on a part-time 
basis

 ● Three of the team are external contractors

The first thing to notice about this particular team is that it is operating under what is 
known as a Matrix Management Environment. The expert users belong to the water 
quality department and the analysts and the DBA belong to the IT department. They are 
only assigned to you for the duration of the project, and when it is completed they will 
return to their respective departments. You do not have any direct control over them out-
side of the day-to-day running of the project. They still report to their own line managers, 
who are responsible for their appraisals, remuneration, promotions, etc.

The freelance contractors are all independent workers who have contracts with the com-
pany for the expected duration of the project. They have all worked for the company on 
previous projects and are keen to add another successful project to their resumes. 
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Customer Support Team Example

Customer Support is one area of the Customer Services department, which is managed 
by the Customer Services Director who has been with the organization for over twenty 
years. His role has two main objectives relating to customer service: 

1. To ensure customer complaints are resolved quickly and to both parties’ satisfaction. 

2. To ensure the number of complaints referred to the watchdog are minimized.

Customer Support Manager

In this scenario, you have been working in the customer support area for three years and 
have recently been promoted to Customer Support Manager. You are responsible for 
ensuring that:

 ● Calls received by the support desk wait no longer than five minutes to be answered.

 ● 90% of issues are resolved on the first call.

Composition of Team

Your team is a group of 22 permanent members of staff who all report to you. The age 
of your team ranges from 16 to 28 years, with 18 of the staff being under 24 years. Ten 
members of the team are graduates and only seven members of the team have been with 
the organization for six months or more.

Management Issues are:

81% of team under 24 yrs

55% non-graduates

Only 1/3 team have 6mths+ experience

Members have no autonomy

The team members have virtually no autonomy over their work because their workflow 
is handled by an automated telephone system which routes queued calls to the first 
available team member.
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10mins to 
resolve call

Requires 
a Support 
Team of 

20+

1,000 calls 
a days

The average time it takes to deal with a call is ten minutes and the average number of 
incoming calls per day is one thousand, which means that the team needs around 20 
members to handle demand.

Steering Team Example

Many corporations make use of Steering Teams in their drive to stay ahead of competi-
tors, research future market trends, and plan for changes in legislation that will affect 
them. Organizations that operate in highly regulated sectors also use this type of team 
to consider the impact of new rulings on the business.

Predict 
Competitor 
Activities

Monitor 
Watchdog 

Rulings

Research 
Future Market 

Trends

Plan for 
Changes in 
Legislation
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Steering Team Leader

In this scenario, you are the Business Development Executive of the water company. 
You have been an employee for two years. Your previous experience includes commer-
cial legal expertise and management of deregulation in the leading telecommunications 
corporation. Your team’s long-term objective is to identify the most profitable business 
opportunities that are available to the water company following the deregulation of their 
operations. The legislation removes the restrictions that previously meant that the orga-
nization could only sell water services.

The team also has a short-term objective to present a report on the potential opportunity 
and profitability of selling insurance to the water company’s existing customer base of 14 
million households.

Composition of Team

The Steering Team has some permanent members and some who have been brought 
in to look at specific issues. The permanent membership is made up of a senior person 
from each department within the company and the function of this group is to identify 
new business opportunities as described earlier. 

In order to evaluate an opportunity, the team leader will need to bring in additional ex-
pertise from both inside and outside of the company.

For example, when investigating the possibility of selling insurance to its customer base 
the Steering Team would need to bring in representatives of: 

 ● Customer Services Department

 ● IT Department

 ● Finance Department

 ● Regional Directors

 ● Marketing Department

 ● Law Firm

 ● Potential Partner Insurance Company

 ● Insurance Watchdog
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This is a total of seventeen people as shown in the diagram below. 

Employees

Partners

Customer 
Services (2)

IT Dept (3)

Steering 
Team 

Leader

Marketing (1)

Finance (2)

Regions (5)

Lawyer (1)

Insurer (1)

Watchdog (1)

Each team member has his or her own responsibilities and career path, and even the per-
manent members of the team are only assigned to it on a part-time basis. Your team size 
of seventeen people is on the large side but it is necessary to have all the departments 
and partners represented who could be impacted by the decision to sell insurance. An 
informed decision simply cannot be made without involving all of these parties.
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Leadership Theories

The subject of Leadership has been studied since antiquity. Literature on the topic re-
veals an evolving succession of theories. The earliest tend to focus on the character and 
personality of successful leaders, whilst later theories concentrate on what leaders actu-
ally do rather than on their innate qualities. 

Leadership 
Theories

Early 
studies focus 

on Character & 
Personality

Later studies 
focus on what 
Leaders ‘Do’

The earlier studies, which focused on the distinct qualities of how leaders behaved and 
the persona of individual leaders, are collectively known as ‘Trait Theories.’

Early Trait Theories

These theories attempted to list the personal qualities associated with leadership and 
looked at the type of behaviors such individuals exhibited. Such studies saw these as 
the aspects that enabled leaders to influence others’ behavior and get them to help their 
leader achieve his or her goal. 

From these studies can be discerned six basic qualities that describe the behavioral traits 
of leaders:

Honesty and Integrity

Emotional Maturity

Motivation

Self-confi dence

Cognitive Ability

Achievement Drive
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1. Honesty and integrity—words such as ‘trustworthy,’ ‘reliable,’ and ‘open’ would 
be used to describe the leader.

2. Emotional maturity—describes a person who is well adjusted and does not suf-
fer from severe psychological disorders.

3. Motivation—can be described as an intense desire to lead others to reach shared 
goals.

4. Self-confidence—depicts someone who shows an unwavering belief in one’s self, 
one’s ideas, and one’s ability.

5. Cognitive ability—portrays an individual that is capable of exercising good judg-
ment, shows strong analytical abilities, and is conceptually skilled.

6. Achievement drive—refers to the high level of effort, ambition, energy, and ini-
tiative that leaders exhibit.

There is also a seventh quality, ‘Other,’ which pulls together certain traits that were felt 
not to fit into the six listed above. These are such things as charisma, creativity, and flex-
ibility, which are often used when describing a respected leader.

‘Other’ 
traits: Charisma Creativity Flexibility

While it is true that some of the great political and military leaders of the past have 
shared these personal qualities, there are just as many exceptions. For example, three 
world-renowned military leaders of the Second World War illustrated a deficiency in at 
least one of the traits described above. 

 ● Winston Churchill—the British wartime leader suffered from severe clinical de-
pression.

 ● Josef Stalin—the Soviet leader could hardly be described as trustworthy, reliable, 
and open. 

 ● Adolf Hitler—the German leader, among many other deficiencies, showed a lack 
of judgment when he went against the advice of almost all of his generals and 
chose to invade the Soviet Union, an act that was directly responsible for his ul-
timate defeat.
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Too many well-
known Leaders 

lacked necessary 
traits!

Trait Theories

Make it 
an invalid 
theory for 

Management

By simply selecting these three great leaders one can illustrate that trait theories do not 
stand up to scrutiny even in the context of political or military leadership, and are usually 
the product of wishful thinking and nationalistic hero worship. 

KEy POINTS

 4 Early leadership theories tend to focus on the character and personality of 
successful leaders, whilst later theories concentrate on what leaders actually 
do.

 4 Trait theories do not stand up to scrutiny even in the context of political or 
military leadership
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Leadership for management

The need for effective leaders within organizations has led to theories and methodolo-
gies that rely on behaviors that can be learned rather than ‘traits’ that a person either 
does or does not have.

Managers are now expected to actively develop their leadership skills and to know how 
to adapt them to best accomplish the task at hand.

their team 
to best 

serve the 
organization

Defi nes SteersTeam 
Leadership & Guides

For the purpose of this eBook ‘leadership’ in the context of team building means defining, 
steering, and guiding your team members down the path that you believe will best serve 
the interests of the organization.

There are four practical leadership styles that you need to consider, whether you are a 
Customer Support Manager, Project Manager, or Steering Team Manager. You need to 
assess how adopting each style would benefit or hinder you in the role of team leader.

Practical 
Leadership Styles Transactional

Transformational Situational®

Leadership 
Continuum
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These practical leadership styles are:

 ● Transactional Leadership

 ● Transformational Leadership

 ● Situational Leadership

 ● The Leadership Continuum

The most important aspect of being a leader is deciding how much freedom to give your 
team. Too much, and they may not achieve their targets. Too little, and you will restrict 
their personal development and job satisfaction. 

There is no easy answer to this problem and the best course of action is to consider 
each case on its merits with a clear appreciation of the risks involved of giving too much 
autonomy. 

KEy POINTS

 4 Managers are expected to actively develop their leadership skills and to know 
how to adapt them to best accomplish the task at hand.

 4 There are four practical leadership styles you should be aware of: Transac-
tional Leadership, Transformational Leadership, Situational Leadership and 
The Leadership Continuum.

Transactional Leadership

The fundamental requirement for this style of leadership is that a ‘transaction’ exists 
between the leader and the team members. This transaction has two aspects:

1. It involves the organization paying wages to team members in return for effort 
and compliance.

2. The leader/manager has the right to discipline an employee if their work does not 
meet an appropriate standard.

The power of transactional leaders comes from their formal authority and level of re-
sponsibility within the organization. Such leaders are primarily concerned with estab-
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lishing the criteria for rewarding team members for good performance. This is referred 
to as ‘Contingent Reward,’ e.g. praise. Team members are rewarded for their efforts—for 
example for completing set goals on time, or in recognition of handling a difficult situa-
tion well.

Rewards

& Sanctions

Cognitive 
Reward or 

Praise
Transactional 
Leadership is 

based on
Management 
by Exception

Active

Passive

In situations where the team member’s performance is below the acceptable standard, 
you will need to apply appropriate sanctions. This is known as ‘Management by Excep-
tion.’ This corrective action can either be active or passive. If you adopt an active sanc-
tion then you are continually monitoring the team member’s performance and correcting 
any errors as they occur. Alternatively you can use a passive sanction where you wait for 
issues to come up before fixing the problems.

If you adopt this style of leadership then you will focus your activities on the processes of 
supervision, organization, and group performance. You will be concerned with efficiency 
rather than forward-thinking ideas. You will have to be comfortable with being authorita-
tive and always telling your members what to do.

This type of leadership makes certain assumptions about your team. Firstly, that they are 
only motivated by reward or punishment; they have no self-motivation. Secondly, that 
they know from the outset that they must obey your instructions without question and 
expect to be closely monitored and controlled.

Equipped with these facts you will be aware that this style of leadership is only appropri-
ate in certain situations. 
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Circumstances suited to 
Transactional Leadership

Decisions must be made quickly 
& without dissent

Members have insuffi cient knowledge 
to contribute to decisions

Task involves safety risks & the 
leader is accountable

Work is routine & without any 
scope for creativity or innovation

The situations where transactional leadership is appropriate are where:

 ● Decisions must be made quickly and without dissent

 ● Subordinates do not have sufficient knowledge to contribute to decisions

 ● The work involves safety risks and the leader will be held accountable

 ● The work is routine and there is no scope for creativity or innovation

If you find yourself in such a situation then you may want to adopt this style of leadership.

Applied to the Team Examples

Looking at our three example teams you can easily ascertain where transactional leader-
ship will be appropriate and where it is counter-productive to the team’s objective.

Development Team

The nature of this team requires its members to use their own knowledge and skills to 
solve the issues raised during the development cycle of the new web-based systems. 
They are also by character self-motivated and are expected to and want to work inde-
pendently of the team leader in how they deliver the tasks and goals they have been set 
by the project manager.
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As project manager you also expect considerable input into discussions as part of the 
decision-making process from all team members, often seeking forward-thinking and 
innovative approaches to problems you come across during the development process.

These characteristics of the project team make it impossible for you as manager to adopt 
a transactional style leadership.

Customer Support Team

As Customer Support Manager you may find that many of the benefits of the Transac-
tional Leadership style suit your team structure. The nature of the work is often repetitive 
and the vast majority of tasks require the members to follow a predefined path, which 
leaves little or no room for creativity and innovation. 

Your main focus is to ensure that an acceptable level of service is maintained and you will 
be continually monitoring the call statistics. By its very nature of continual observation 
you are adopting ‘active management by exception’ in your approach to leadership.

Throughout the day you, as well as the team members, can see the total number of calls 
received and how well you are meeting your targets. The software enables you to closely 
monitor and control your team. It also reports on how well each member is executing 
their role, so you are quickly able to identify anyone who is underperforming and praise 
those who are working well.

Consistent underperformers usually leave the team of their own accord quite quickly, so 
sanctions do not often have to be instigated. This is because other team members will 
be constantly aware of a poor performer and may react negatively towards this person, 
as they have to work harder to compensate for a poor performer; if they don’t, the whole 
team suffers. Motivation comes as a result of not wanting to let the team down rather 
than any personal sense of achievement.

This is one of the reasons why most call centers having a high rate of absenteeism and 
staff turnover. The latter also reflects the fact that the Customer Support Team is one of 
the few workgroups within the organization that will actually dismiss people during their 
probationary period if the team leader feels that they are not able to perform. It can also 
indicate that some people resent being treated in an autocratic way.
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One reason for these problems in customer support teams arises from the stressful and 
unrewarding nature of the job. As manager you can try to counterbalance this by provid-
ing an opportunity for some autonomy by letting the members decide who works which 
shifts (within strict guidelines to maintain service quality) and who has what break and 
lunch times. This small freedom in an otherwise highly structured environment can do a 
lot to boost morale.

Transactional Leadership

Development 
Team

Customer 
Support

Steering 
Team

Unsuitable as 
task requires 

self-motivation 
& innovation

Routine work 
& performance 
statistics suit 

this leader style

Inappropriate 
as members 

highly motivated 
decision makers

Steering Team

Since all members of the Steering Team have been selected for their ability to contribute 
their knowledge to benefit the investigation and the organization, they are by their very 
nature self-motivated and innovative thinkers and decision makers.

The responsive nature of the transactional leader is out of place in this type of team, and 
the team’s very existence questions the current organizational composition through its 
need to think innovatively. In some instances as manager of the Steering Team you may 
need to use transactional leadership to impose a decision on a relatively minor issue to 
avoid wasting time trying to reach a consensus.

KEy POINTS

 4 The power of transactional leaders comes from their formal authority and 
level of responsibility within the organization. 

 4 If you adopt this style of leadership then you will focus your activities on the 
processes of supervision, organization, and group performance. 
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 4 The situations where transactional leadership is appropriate are where: deci-
sions must be made quickly and without dissent, subordinates do not have 
sufficient knowledge to contribute to decisions, the work involves safety risks 
and the leader will be held accountable or where the work is routine and there 
is no scope for creativity or innovation.

Transformational Leadership

Transformational leadership is based on the ability of the leader to motivate followers 
through their charisma, intellectual stimulation, and individual consideration. J.M. Burns 
first described it in the context of political leaders as a process in which ‘leaders and fol-
lowers help each other to advance to a higher level of morale and motivation.’

Burns showed that the leader encourages followers to come up with new and unique 
ways to challenge the status quo and to alter the environment to support being suc-
cessful. Such leaders enhance motivation, morale, and performance by creating a sense 
of identity and self to the project for followers, as well as a collective identity with the 
organization.

These leaders offer a role model that inspires, interests, and challenges their followers 
to take greater ownership for their work. A transformational leader understands the 
strengths and weaknesses of each follower and assigns tasks that enhance each indi-
vidual’s performance. 

Transformational
Leadership

Individual 
Consideration

Intellectual 
Stimulation

Idealized 
Infl uence

Inspirational 
Motivation
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As a result, followers feel trust, admiration, loyalty, and respect for the leader, which 
means they are willing to put in whatever effort is required to achieve the goal, not just 
to gain benefit for themselves. There are four elements of transformational leadership:

1. Individualized Consideration—as leader you mentor your team, rewarding cre-
ativity and innovation. You actively listen to concerns and needs, offering support 
and empathy. You treat and challenge members according to their talents and 
knowledge, recognizing their contribution. 

You maintain open communications and empower your members to make deci-
sions and support them as they are implemented. This helps member self-devel-
opment and their intrinsic motivation.

2. Intellectual Stimulation—your leadership encourages innovation, looks for bet-
ter ways to execute tasks, and challenges previous assumptions, thereby nurtur-
ing independent thinking. You encourage new ideas without criticism and see the 
unexpected as a learning opportunity.

3. Inspirational Motivation—this forms the foundation of your transformational 
leadership in the promotion to your members of a consistent vision or mission, 
which is so compelling and understandable that members know what they want 
from every interaction. 

It offers them a set of values that provide a sense of meaning and challenge that 
is motivational. Members work enthusiastically as a team and are committed to 
invest considerable effort in order to attain their tasks, having a firm belief in their 
abilities.

4. Idealized Influence—as leader your influence is based on members seeing you 
as a role model they want to emulate. They view you as someone who practices 
what you preach. This gains members’ trust and respect, as they see that your 
ethical conduct places their needs over your own. This shows that you and your 
team strive to attain organizational goals.

Transformational leadership is something that many people aspire to, and the idea of be-
ing a truly inspirational leader is very appealing. The problem is that it can be difficult to 
implement in a competitive and unforgiving workplace where team members are work-
ing to tight deadlines and where any mistakes would have serious consequences. 
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The prevailing culture of your organization and the extent to which it values the development 
of managerial leadership skills will affect the practical application of this leadership style.

Applied to the Team Examples

The truth is that whilst this style of leadership is the subject of countless leadership 
courses and seminars, its practical application is very limited. Most managers will be 
judged on this quarter’s performance figures or whether a particular project has been 
delivered on time and within budget.

Transformational Leadership

Development 
Team

Customer 
Support

Steering 
Team

50+% of team 
outside your direct 

infl uence

Unsuitable as 
tasks are routine & 

prescribed

Suits its purpose 
of investigating 

innovative & 
revolutionary ideas

Development Team

As a manager of the Development Team you will be able to utilize some of the aspects of 
transformational leadership, but you will be limited by the fact that not all of your team 
come from within the IT department—25% are seconded to you, and 38% come from 
outside the organization.

You may be able to assist in others achieving their personal goals but you will not be their 
only role model. As project manager, your performance will almost certainly be assessed 
in terms of the successful and timely completion of the project rather than from a staff 
development standpoint.

Customer Support Team

The nature of the routine and stressful work, plus the lack of opportunity for personal 
aspirations to be attained makes it difficult to see how this style of leadership can be 
incorporated into your Customer Support Team.
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With virtually no promotion prospects, members see little opportunity or requirement 
for personal development, so adopting this style of leadership would be counterproduc-
tive for you as manager. This may seem harsh but it does reflect the reality of many low-
level and poorly paid jobs.

Steering Team

As manager of the Steering Team your whole raison d’être is to investigate innovative 
and often revolutionary ideas, which may change the direction of the organization. For 
example:

 ● The sale of expertise to developing countries

 ● The setting up of a separate software company

 ● Breaking into new markets, e.g. insurance

 ● Acquisition of other utility companies

 ● Acquisition of suppliers, etc.

It is not difficult to imagine transformational leadership working well in the environment 
of a steering team as all four of the elements are both necessary and desirable if team 
members are to fully explore radical changes and approaches to the current business 
model. The majority of, if not all, members see their participation in your team as further-
ing their self-development and career progression.

KEy POINTS

 4 Transformational leadership is based on the ability of the leader to offer a role 
model that inspires their followers to take greater ownership for their work. 

 4 A transformational leader understands the strengths and weaknesses of each 
follower and assigns tasks that enhance each individual’s performance. 

 4 There are four elements of transformational leadership: Individualized Con-
sideration, Intellectual Stimulation, Inspirational Motivation and Idealized In-
fluence.

 4 It can be difficult to implement in a competitive and unforgiving workplace 
where team members are working to tight deadlines.
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Situational Leadership® 

In contrast to the static nature of the environment required for both transactional and 
transformational leadership, you may find the ethos behind Situational Leadership® bet-
ter suited to the needs of your day-to-day team management.

Situational Leadership® is a registered trademark of the Center for Leadership Studies, 
Inc.—www.situational.com

The Situational Leadership® model was developed in the early 1980s by Ken Blanchard 
and Paul Hersey. This model states that there is no single style of leadership that is ef-
fective in all circumstances. 

Competence

Commitment

The ability & skill 
of your teamSituational 

Leadership® 
alters how 
you lead 

depending on
the willingness 
of your team to 
perform the task

The most successful leaders and managers adapt their leadership style depending on the 
‘competence’ and ‘commitment’ of the group, team, or individual being led. 

As a manager you would alter your style to suit the ability of your team whether high or 
low (Competence) combined with the willingness or motivation of the team to do the 
task (Commitment), which is also either high or low. This offers you four possible com-
binations of what the model refers to as Maturity Levels (M1–4). These are listed below, 
together with a brief explanation about how a team at this level operates.

 ● Maturity Level 1 (M1)—Low Competence/Skill & High Commitment/Will 
Your team would lack the ability to do the task you set them, but the members 
would be enthusiastic and willing to overcome this in order to complete the task.

 ● Maturity Level 2 (M2)—Low Competence/Skill & Low Commitment/Will
At this level your team would still lack the ability to do the task, but the members 
would display no enthusiasm or willingness to overcome this lack of knowledge.

http://www.situational.com/


ISBN 978-1-62620-988-6 © www.free-management-ebooks.com 27

 

Team LeaderShip STyLeS

 ● Maturity Level 3 (M3)—High Competence/Skill & Low Commitment/Will
This team is capable of performing the task but shows no willingness to actually 
do it.

 ● Maturity Level 4 (M4)—High Competence/Skill & High Commitment/Will
This is a desirable team, as it is both able to complete the task and displays an 
enthusiasm and willingness to do so.

Within these four options at any one time, whether you look at the maturity levels verti-
cally or horizontally, there is always a constant. On the vertical axis the level of skill is 
constant and on the horizontal axis the level of willingness is constant, whether you look 
at the top or bottom pair.

These Maturity Levels are also task-specific. So if you ask a team that normally has a 
maturity level M4 (High Skill / High Will) to perform a task it do not have the skills for it 
will have a maturity level M1 (Low Skill / High Will) for that particular task, and you will 
have to adapt your leadership accordingly.

• S1—Telling/
Directing

• S2—Selling/
Coaching

• S4—Delegating

• S3—Facilitating/
Counseling M3

High Skill/
Low Will

M2
Low Skill/
Low Will

M4
High Skill/
High Will

M1
Low Skill/
High Will

For each ‘M’ (Maturity) level there is a most effective leadership style you can adopt. 
This style not only suits the team or person you are managing but the task, role, or func-
tion that is required. The Situational Leadership® model suggests that there are four 
leadership styles (S1 to S4), which map onto the maturity levels (M1 to M4) of the team 
respectively.

 ● Leadership Style S1—Telling and Directing for M1 (Low Skill & High Will) 
To successfully manage this type of team you harness the team’s enthusiasm to 
overcome their lack of knowledge. You would need to give explicit instructions 
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throughout the task, telling your members exactly what their roles are, plus how 
and when to accomplish the task.

 ● Leadership Style S2—Selling and Coaching for M2 (Low Skill & Low Will)
With this type of team you need to ‘sell the task’ and actively communicate with 
the members to provide the necessary information. You must provide the direc-
tion and the emotional support that will influence the team sufficiently to buy 
into the process, and be motivated to complete it.

 ● Leadership Style S3—Facilitating and Counseling for M3 (High Skill / Low Will)
Managing this team requires you to focus more on the relationship, sharing the 
decision-making and motivating the team to accomplish the task. Your team pos-
sesses the necessary skills but lacks the willingness to actually do it.

 ● Leadership Style S4—Delegating for M4 (High Skill / High Will)
Your role with this team is to monitor progress, allowing the members to use their 
ability and enthusiasm to manage the process and decision-making in order to 
complete the task. 

Applied to the Team Examples

You can see that leadership styles S1 and S2 are best suited to situations where the focus 
is on getting the task done. But if your circumstances are more concerned with develop-
ing team members’ abilities to work independently, leadership styles S3 and S4 are the 
ones you need to adopt.

Adapt 
Your Style 

to the:
Team Role Task

For each of our team examples you would adopt the leadership style best suited to its 
function and situation.
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Development Team

For this team, leadership style S4-M4 would be most appropriate as the team is well 
motivated and all of the team members are keen to add another successful project to 
their resumes.

Your role as manager is mainly one of monitoring, but in some instances or for certain 
individuals you may need to alter to S1-M1 if the skill levels require such a change. For 
example, you could be asked to join another project team that is mired in problems for 
a few weeks. You might then ask a competent member of you team to stand in for you, 
but whilst they are technically skilled they lack the experience of project management.

Situational Leadership®

Development Team Customer 
Support

Steering 
Team

In most cases 
adopt S4-M4 as 

your team is highly 
skilled & motivated

Alternate between 
S2-M2 & S3-M3 
to suit members’ 

experience

Use style S4-M4 as 
your team is highly 
skilled & motivated

Customer Support Team

As Customer Support Manager you will have to be more adaptive in your leadership 
style as in most instances it will relate more to the individual than the task. You will 
probably find that for the majority of your time you oscillate between styles S2-M2 with 
your newer members who have low skill and little motivation, and style S3-M3 as you 
try to ensure your more experienced members participate, and try to motivate them to 
perform well.

Steering Team

Your management style for the Steering Team is almost certainly S4-M4 as your whole 
team comprises highly skilled and knowledgeable individuals who are all extremely self-
motivated. These individuals need you to encourage and promote creativity to ensure 
that innovative and sound business decisions result from the team’s activities.
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Situational Leadership® shows you that your team will be most successful when you 
adapt your leadership style to suit the team and situation. There is no one style that is 
optimal for you to use all the time. As an effective leader you need to be flexible and 
adapt yourself to the situation.

KEy POINTS

 4 The Situational Leadership® model states that there is no single style of lead-
ership that is effective in all circumstances. 

 4 It suggests that you should alter your leadership style to suit the ability and 
motivation of the team to do the task. 

The Leadership Continuum 

The final approach you can use is to ensure that your leadership arises out of the informa-
tion you know about the task and members of your team. This approach is similar to Situ-
ational Leadership® in that it does not see leadership as a static state, but one that alters 
along a continuum so that your behavior best suits the situation you are dealing with. 

In 1958 Tannenbaum and Schmidt wrote of the Leadership Continuum for the first time. 
It describes a continuum of possible leadership behavior available to you as a manager, 
along which many leadership styles may be placed. This offers you flexibility to adapt 
your leadership style to suit the situations you face every day at work.

Leadership Continuum

Use of Authority by 
Manager

Area of Freedom for 
Subordinates

Autocra
tic

Mgr D
ecid

es

Sells 
Decis

ions

Presents I
deas

Disc
ussio

n

Seeks S
uggestio

ns

Aids D
ecis

ion

Group Decid
es

Free Rein
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The continuum shows a range of actions that relate to the degree of authority used by 
the team leader and to the amount of freedom available to your members in arriving at 
decisions. 

At one extreme there is ‘autocratic,’ often referred to as ‘Boss-Centered’ leadership, 
where you as manager would have total authority to make decisions and announce these 
to your team. This is unlikely to exist in your workplace because your decisions will fre-
quently have to be made after consultation with senior management or shareholders, 
sometimes both.

As a manager or leader you are characterized according to the degree of control that you 
retain in the decision-making process. The four styles of leadership are known as ‘Tells’ 
(for the autocratic leader), then ‘Sells’, followed by ‘Consults,’ and finally ‘Delegates.’

Tells Sells Consults Delegates

You may work in an environment that requires you to resolve problems and inform your 
team of what they must do to address these problems without any consultation. In this 
instance you would be using the ‘Tells’ style of leadership within the continuum. Alterna-
tively, your team may need to be persuaded by you to accept your decision before they 
will act. In this case you would adopt a ‘Sells’ style.

As the situation you work in evolves, your leadership style may move further along the 
continuum and you will be able to alter your style to that of ‘Consults.’ Your style be-
comes that of a facilitator: you present the problem to your team to resolve and the deci-
sion is jointly owned. The final style on the leadership continuum is known as ‘Delegates.’ 
This is where you define the framework your team works within to resolve a problem 
without interference.

The three factors that will help your decide which leadership style to adopt along the 
continuum are your own personality, the team itself, and the environment you are work-
ing in. Your own values, knowledge, and experience will influence your selection of a 
style.
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The second factor affecting your chosen style will be the composition, character, dis-
tribution of skills, knowledge, and attitude of your members. You need to ask yourself 
whether or not your members are willing and able to accept responsibility for decision 
making. You will also need to assess how well they identify with and comprehend your 
organization’s goals. 

Your 
Personality

Your Team’s 
Composition

Your 
EnvironmentInfl uences 

Your 
Leadership 

Style

The third and final factor is the environment you find yourself working in. This is made up 
of three aspects: the type and ethos of your organization, the nature of the problem you 
face, and the timescales within which it needs to be resolved.

According to the continuum theory, as leaders become more successful they learn to 
recognize and then portray the most appropriate behavior to suit the circumstances they 
face.

Applying this Style to the Team Examples

The most likely leadership style you would adopt along the continuum for each of our 
team examples would be:

Development Team

Your selected leadership style would be heavily dictated by the experience of your team. 
With a more experienced team you would be able to adopt a ‘Consults’ style where you 
present the problem and act as a facilitator in discussions to arrive at a jointly owned 
decision.
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With a less experienced team you would adapt your style to ‘Sells,’ persuading your 
members to accept your decision using your more extensive experience to break down 
their resistance and hesitancy resulting from a lack of knowledge.

Continuum Leadership

Development 
Team

Customer 
Support

Steering 
Team

‘Consults’ & 
‘Sells’ most used 

styles

Most frequent 
style is ‘Tells’, 

sometimes 
‘Sells’

Oscilates 
between the 
‘Delegates’ & 

‘Consults’ styles

Customer Support Team

As manager of this team you are most likely going to lead using a ‘Tells’ style. This is be-
cause you will identify a problem (often from reviewing the call statistics), come up with 
a solution, and then announce to your members what they need to do. Your members 
will not be involved in the decision-making process or the timescale.

At other times you may be able to adapt to a ‘Sells’ style where you persuade your team 
to accept your decision and act accordingly.

Steering Team

The nature and composition of your team allows you as manager to use a leadership 
style of ‘Delegates.’ The investigation of the Steering Team defines the parameters your 
team must work within, and you need to allow them to work within those limits without 
interference.

Often within this type of team you will have some sub-groups that require more guid-
ance. In these instances you would adopt a ‘Consults’ style where you present the prob-
lem to your team and facilitate a shared solution.
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KEy POINTS

 4 This approach suggests that leadership behavior should change to best suit 
the situation you are dealing with. 

 4 The four styles of leadership are known as ‘Tells’ (for the autocratic leader), 
then ‘Sells’, followed by ‘Consults,’ and finally ‘Delegates.’

 4 The three factors that will help your decide which leadership style to adopt 
along the continuum are your own personality, the team itself, and the envi-
ronment you are working in.

Summary

Over the last 40 years, dozens of leadership theories have been published by academ-
ics or by management consultancies looking to create a proprietary leadership method 
from which they can then make money. As a result, there is a huge body of work available 
on leadership, much of which makes the claim that this is the latest approach, the most 
scientific approach, the most effective approach, and so on.

If you decide to study the available information on leadership, then you should do so 
knowing that most of what you read is simply a rehash of existing theories with some 
unique selling point or ‘spin’ grafted on in order to turn it into a saleable method.

In addition, most books on leadership can’t resist the temptation to deal with this topic 
as if every manager really did have the potential to become the next Steve Jobs or Bill 
Gates. Whilst this might make for a thrilling read, it is usually quite difficult for you to 
apply any of the advice given unless you’re on the board of directors or are working for a 
small organization where you really do have a lot of influence and authority.

For you as a manager, the most important aspect of your leadership is deciding how 
much freedom to give your team. Too much, and they may not achieve their targets, too 
little, and you will restrict their personal development and job satisfaction which can 
cause problems with motivation and productivity.

There is no easy answer to this problem and the best course of action is to consider 
each case on its merits with a clear appreciation of the risks involved of giving too much 
autonomy. 
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Other Free resources

The Free Management eBooks website offers you over 100 free resources for your own 
professional development. Our eBooks, Checklists, and Templates are designed to help 
you with the management issues you face every day. They can be downloaded in PDF, 
Kindle, ePub, or Doc formats for use on your iPhone, iPad, laptop or desktop.

eBooks—Our free management eBooks cover everything from accounting principles to 
business strategy. Each one has been written to provide you with the practical skills you 
need to succeed as a management professional.

Templates—Most of the day-to-day management tasks you need to do have already 
been done by others many times in the past. Our management templates will save you 
from wasting your valuable time re-inventing the wheel. 

Checklists—When you are working under pressure or doing a task for the first time, 
it is easy to overlook something or forget to ask a key question. These management 
checklists will help you to break down complex management tasks into small control-
lable steps.  

FME Newsletter—Subscribe to our free monthly newsletter and stay up to date with the 
latest professional development resources we add every month.

Social Media—Share our free management resources with your friends and colleagues 
by following us on LinkedIn, Facebook, Twitter, Google+, and RSS. 

Visit www.free-management-ebooks.com
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Preface

Talking to other people one-to-one makes up a significant proportion of the total amount 
of communication that you are involved in each day. Active listening will reduce the 
chance of misunderstandings, help to solve problems, and allow you to take advantage 
of opportunities you may have previously missed. This eBook describes what active lis-
tening is and how it can make you a more effective manager. 

You will learn:

 ● Why it is so important to actively listen

 ● The six aspects of listener orientation you should adopt

 ● How to use reflection and clarification in the context of active listening

 ● How to overcome the internal barriers to effective active listening

 ● How to integrate different types of questioning into active listening
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visit Our Website

More free management eBooks along with a series of essential templates and check-
lists for managers are all available to download free of charge to your computer, iPad, or 
Amazon Kindle.

We are adding new titles every month, so don’t forget to check our website regularly for 
the latest releases.

Visit http://www.free-management-ebooks.com 

http://www.free-management-ebooks.com
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introduction

The simplest example of interpersonal communication in the workplace is a conversa-
tion between two people. This activity makes up a significant proportion of the total 
amount of communication that you are involved in each day, and doing it well has a big 
influence on your effectiveness as a manager.

A deceptively simple concept called active listening can really help you to improve your 
communication skills. It was originally developed in the context of therapeutic inter-
views, but its principles can be applied to workplace communications.

An Active 
Listener 

is
Neutral Non-

judgmental
Engaged 

throughout

Listening is the most fundamental component of interpersonal communication skills and 
is an active process in which a conscious decision is made to listen to and understand the 
messages of the speaker. As a listener, you should remain neutral and non-judgmental; 
this means trying not to take sides or form opinions, especially early in the conversation. 

Active listening is concerned with improving your ability to understand exactly what the 
other party means when speaking to you. This is not as straightforward as it sounds be-
cause active listening involves listening for meaning (specifically, the meaning perceived 
by the other party), not just listening to the words they use and accepting them at face 
value.

Active listening requires patience because people need time to explore their own 
thoughts and feelings before putting them into words. This means that short periods of 
silence should be accepted and you need to resist the temptation to jump in with ques-
tions or comments every time the speaker pauses.  
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Perceiving

Paying Attention

Remembering

Rendering the 
message using 

your own words & 
sentence structure

Thinking & 
Reasoning

Degrees of Active Listening

Repeating

Perceiving

Paying Attention

Remembering

Refl ecting

Repeat the 
message using 

exactly the same 
words as speaker

Perceiving

Paying Attention

Remembering

Rendering the 
message using 
similar words & 

phrase arrangement 
as speaker

Paraphrasing

Thinking & 
Reasoning

A listener can use several degrees of active listening, each resulting in a different quality of 
communication. The active listening chart above shows the three main degrees of listening: 

 ● Repeating 

 ● Paraphrasing 

 ● Reflecting.

There is no universally accepted definition of active listening because its main elements 
were already in widespread use before clinical psychologist Carl Rogers popularized the 
term in 1957. Rogers described active listening from a therapeutic standpoint and his 
original definitions are not all that helpful in everyday workplace communications. 

However, from a practical perspective, the essence of this skill is to put your own con-
cerns, attitudes, and ideas to one side while you listen. Without these distractions you 
are able to observe all the conscious and unconscious signs displayed, enabling you to 
discern the true meaning behind spoken words. 
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Active Listening needs you to:

Put your own concerns, attitudes & 
ideas to one side whilst listening to speaker

This removes distractions so you can 
observe conscious & unconscious signs

So that you can discern the ‘true’ 
meaning from the speaker’s words

This technique leaves the speaker in no doubt that you are giving them your full attention 
and when it is used skillfully, active listening can:

 ● Demonstrate your undivided attention

 ● Encourage the other party to continue speaking

 ● Restart a completely stalled narrative

 ● Reassure the other party regarding self-disclosure

 ● Confirm, improve, or correct your understanding

 ● Fill any gaps in the content of the narrative

 ● Improve the other party’s insight into the issues

 ● Build rapport between you and the other party

Key POINtS

 4 Active listening is a straightforward technique that you can use to improve 
your communication skills.

 4 Active listening involves listening for meaning, not just listening to the words 
that are spoken.

 4 An active listener is neutral, non-judgmental, and fully engaged throughout 
the conversation.

 4 Active listening demonstrates your undivided attention, encourages the other 
party to continue speaking, and can build rapport and understanding between 
you and the speaker.
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Characteristics of Active Listening

Any manager who can master the techniques of active listening will be able to have a 
more productive and motivated team. This is because your team members will feel that 
they are listened to and understood. The atmosphere active listening engenders within 
your team means that they will be happy to contribute their views and ideas, creating a 
strong connection between members.

Refl ective 
Technique

Questioning 
Skills

Active Listening 
Components

Listener 
Orientation

There are three components of active listening that you need to understand in order to 
master this essential communication skill. They are:

 ● Listener Orientation

 ● The Reflective Technique

 ● Questioning Skills
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Listener Orientation

Successful active listening begins with you making a conscious effort to approach the 
conversation with a positive attitude to the other person and to the encounter itself. This 
means that the central question for you is not ‘What can I do for this person?’ or even 
‘How do I see this person?’ but rather ‘How does this person see themselves and their 
situation?’

Questions don’t use 
‘I’, ‘My’ or ‘Me’

‘How do I see 
this person?’

‘What can I do for 
this person?’

‘How does the 
speaker view 

their situation?’

‘How does the 
speaker see 
themselves?’

Listener 
Orientation

Change from 
YOUR Perspective

To the perspective 
of the SPEAKER

In his original paper on active listening, the clinical psychologist Carl Rogers felt that, 
for best results, the listener orientation should be characterized by undivided attention, 
empathy, respect, acceptance, congruence, and concreteness.

Undivided Attention

This should be self-explanatory: 100 percent of your attention is on the speaker. You 
need to make sure that any important communication takes place in an environment that 
is free of distractions and where you won’t be disturbed. You should also switch your cell 
phone to silent and avoid looking at it, or at your computer screen, or anything other than 
the person you are listening to.

Empathy 

Empathy begins with awareness of another person’s feelings and develops naturally out 
of active listening. Obviously, it would be easier to empathize if the other party simply 
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told you how they felt. However, unless you are dealing with someone who is unusually 
candid you will need to interpret nonverbal cues. You also need to pay attention to the 
precise language that they are using.

You can show empathy by acknowledging their emotions, whether these are positive or 
negative. For example:

‘I can understand why you feel that way.’

The ability to empathize is critical, as it helps you to ‘tune in’ to the things that are im-
portant to the speaker. Empathy is surprisingly difficult to achieve because we all have a 
strong tendency to advise, tell, agree, or disagree from our own point of view.

Acceptance

EmpathyRespect

Concreteness

Congruence

Undivided 
Attention

Qualities 
of Listener 

Orientation:

Respect

This means thinking well of every person, rather than judging them according to a pre-
conceived standard of personal worth. It does not necessarily mean agreeing with them, 
but it does mean that you should be respectful on a personal level, rather than dismissive 
or condescending.
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Acceptance

Acceptance, in this context, is very close to the concept of respect, and again requires a 
non-judgmental approach. It means that you should avoid expressing agreement or dis-
agreement with what the other person says. It is simply accepted as the current state of 
play and this will serve as a starting point for later discussion. This attitude encourages 
the speaker to be less defensive and to say things that they might otherwise keep hidden.

Congruence

This refers to openness, frankness, and genuineness on your part as the listener. This 
can be a problem if you have strong negative feelings about what you are hearing. For 
example: 

If you are annoyed with someone it can be very difficult to show empathy, 
respect, or acceptance. 

In this case your choice would be either to admit to feeling annoyed or to postpone the 
conversation until you have calmed down. 

The first course of action may be the better one because honesty on your part will usu-
ally lead to the speaker opening up as well, rather than both of you communicating from 
behind a mask of false affability.

The principle of congruence is an important one because people are very good at reading 
each other’s body language and para-verbal signals. This means that if what you say is at 
odds with what you feel then the other party will notice this and believe either that you 
are lying or confused. Generally speaking, these conflicting meanings leave the recipient 
suspicious or hostile, without quite knowing why.

Concreteness 

This refers to focusing on specifics rather than vague generalities. For example, consider 
the statements:

‘Supplier X is always late delivering.’ 

OR

‘Supplier X has been more than one day late on three out of the last five de-
liveries.’
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The first of these is a vague statement whilst the second is concrete. Often, a person 
who has a problem will avoid painful feelings by being abstract or impersonal, and will 
say things like:

‘IT support seem to be a bit overworked.’

‘The management need to get a grip on tasking.’

When what they really mean is:

‘John Smith from IT support is not returning my phone calls.’

‘I’ve got too much work and Jane is sitting around doing nothing.’

They may also depersonalize things by saying something like, ‘I think most people want…’ 
rather than ‘I want.’ You can encourage concreteness by asking them exactly who or 
what specific incident they are referring to.

Key POINtS

 4 Listener orientation means making a conscious effort to approach the conver-
sation with a positive attitude to the other person and to the encounter itself.

 4 It is characterized by undivided attention, empathy, respect, acceptance, con-
gruence, and concreteness.
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Reflective Technique

The second component of active listening is the reflective technique, which involves re-
flecting back to the speaker what it is you believe they mean. However, it also has a 
second major element, which is the clarification of the meaning of what has been heard. 
In practice, reflection and clarification are intertwined, in that reflection often leads to 
some degree of clarification, and attempts at clarification often require some degree of 
reflection. 

Increase your 
understanding

Advantages 
of Refl ective 

Technique

Helps speaker to clarify 
own thoughts

Reassures speaker that 
you are interested

The advantages of this technique are threefold:

 ● It increases your own understanding

 ● It helps the speaker to clarify his or her own thoughts

 ● It can reassure them that you are interested in their point of view.

Reflection

The term ‘restatement’ is often applied to this part of the technique because it involves 
paraphrasing the speaker’s words back to them as a question. For example:

Speaker: ‘I don’t think that’s possible.’

Listener: ‘Are you saying that it’s not possible to fulfill the order by Friday 
with the staff we have available?’
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The most important part of this approach is that it must take account of the speaker’s 
nonverbal signs as well as the actual words they use. 

When employing verbal reflection, shorter interjections have the advantage that they 
interrupt the flow of the narrative less. Keeping your questions brief also forces you to 
stick to the main points, but it is not always possible because you do need to be specific 
rather than general. 

Spoken Word

Can use 
paraphrasing

Nonverbal & 
Para-verbal

By using reflection, the speaker can see that you are paying attention to them and mak-
ing a conscious effort to understand what they mean. If you want to do this verbally you 
can use phrases or supportive sounds such as ‘Yes,’ ‘Go on,’ ‘Ah ha,’ ‘OK,’ or ‘Mm.’ Alter-
ing your posture slightly (for example, moving forward) or nodding your head shows you 
are taking on board what they are saying. You can also use the appropriate facial expres-
sion or make eye contact to signal to the speaker you are listening to them.

This tends to encourage people to open up and make their case in an honest and heart-
felt way. If you feel there is more to explore you can use paraphrasing of the last few 
words spoken or an open question to keep the conversation alive. In some instances you 
may just want to remain quiet in order to give the speaker time to gather their thoughts 
again. These simple techniques can help bring to light issues that you were previously 
unaware of.

Clarification

A mixture of reflection and direct questioning can get to the bottom of what people 
mean. These approaches enable you to correct misunderstandings and fill gaps in the 
narrative, thus gaining a better understanding of the overall situation.  
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Refl ection 
& Direct 

Questioning

to fi ll in gaps 
& correct 

misconceptions

Clarifi cation is 
a mixture of:

The process of reflection provides an opportunity for the speaker to point out inaccura-
cies in your understanding. However, you need to be aware that they may not take the 
initiative to do so. Consequently, you should pay close attention to their body language 
and be on the look out for nonverbal signs that might indicate that you have misinter-
preted their meaning.

Another thing to be aware of is that you can only clarify information that the speaker has 
articulated. If you suspect that significant information is being withheld, you cannot re-
flect it in the usual way, because you don’t know what it is. Instead, you have to somehow 
reflect its absence by asking questions that lead the speaker to bring it into the open.

Benefi ts of Clarifi cation

As the Listener

You Understand

Whole 
situation

Details of 
specifi c 
issues

For the Speaker

Real 
Situation is 

known

Their 
viewpoint is 
understood
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From your perspective, the end result of clarification is a fuller and more accurate un-
derstanding of the overall situation and a detailed understanding of specific issues. From 
the speaker’s perspective, the end result should be a feeling that their circumstances and 
point of view have been understood. 

Central to this process is the fact that you need to overcome any natural tendency that 
you may have to rush in with suggestions or solutions. If you do not, you will be unable to 
avoid acknowledging your own emotions during the communication.  You need to allow 
the speaker to present the whole picture so that they expose the level of their knowledge 
and the extent of their ideas on how to address the issue in hand. 

Some simple techniques you can use to ensure that you ask for clarification rather than 
offer your own opinion are as follows:

 ● State what you think the speaker has said, as you understand it

 ● Check whether this is what they really meant

 ● Use open, non-directive questions—if appropriate

 ● Ask if you have got it right and be prepared to be corrected

 ● Admit if you are unsure about what the speaker means

 ● Ask for specific examples where necessary or if helpful for understanding.

By allowing several seconds of silence before you ask a question or give feedback you 
will ensure that the speaker has said all they want to. You can also indicate your atten-
tiveness by accurately paraphrasing the speaker’s words into a statement that commu-
nicates your impartiality and comprehension. It also allows you to clarify that you have 
understood their explanation of the issue. 

When using clarification, a significant part of the technique is your ability to summarize 
the whole communication exchange, thereby illustrating your understanding of what has 
been said. In your summary be concise, objective, and non-judgmental, using the speak-
er’s frame of reference to describe the essential elements of your conversation. 

Where this conversation is part of several discussions you will often use your previous 
summary at the beginning of your next conversation to refresh and restate your current 
understanding. 
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Principles of Clarifi cation

Listen more than you talk

Respond to what is personal to the speaker

Reiterate only what speaker has said

Appreciate the sentiment of the speaker, not just facts

Respond with acceptance & empathy

Key POINtS

 4 Reflection involves reflecting back to the speaker what it is you believe they 
mean.

 4 This technique increases your own understanding, helps the speaker to clarify 
his or her own thoughts, and can reassure them that you are interested in 
their point of view.

 4 A mixture of reflection and direct questioning can get to the bottom of what 
people mean.

 4 The principles of clarification are: 

 4 More listening than talking

 4 Responding to what is personal rather than to what is impersonal, dis-
tant, or abstract

 4 Restating and clarifying what the other has said, not asking questions 
or telling what the listener feels, believes, or wants

 4 Trying to understand the feelings contained in what the other person 
is saying, not just the facts or ideas

 4 Responding with acceptance and empathy, not with indifference, cold 
objectivity, or fake concern.
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Questioning Skills 

The third component of active listening is the art of questioning. 

Encourage 
exploration

Foster 
Commitment

Questioning 
enables 
you to:

Focus 
attention

Elicit new ideas

Developing your ability to ask questions that draw out the information needed to aid 
your understanding of the speaker’s situation and help them find a resolution is crucial 
to your success. Your questions help you to:  

 ● Focus attention

 ● Elicit new ideas

 ● Encourage exploration

 ● Foster commitment

There are seven different types of questions you can ask, and you should make sure that 
you have a clear idea of why you are asking a question in a particular way and at a par-
ticular time.
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Types of Questions

Open

Closed

Probing

Paraphrasing

Hypothetical

Leading

Refl ective

Open questions are commonly used to encourage the other party to open up, so that you 
can gather the necessary information. They often start with why, what, where, which, 
and how. You will find that they work best when the conversation is already flowing 
freely. For example:

‘How was that strategy useful?’

‘What did you do to keep your team on track?’

‘How would you respond to this customer’s concerns?’ 

Probing questions can be used to clarify something that has already been said or to find 
out more detail about it. Many of them are helpful in creating rapport, but you must take 
care not over-use them as this can make people feel as if they are being interrogated or 
even attacked. 

Make sure your verbal and nonverbal signs are neutral or supportive when asking such 
questions. This type of question is useful in uncovering details that may have initially 
been overlooked or thought irrelevant. For example:

‘Why do you think this is the case?’

‘What does that mean?’
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‘What are your options for solving the problem?’

‘Could you be more specific?’

‘Who is involved? Who are the key stakeholders?’

‘What needs addressing?

‘Is there an option that you have not yet considered?’

‘How have you managed to put up with the situation to date?’

‘How would an objective observer describe this situation?’

‘What do you care most about in this situation?’

‘What are your concerns?’

Closed questions require a ‘yes’ or ‘no’ answer. Such questions should be used sparingly 
because they tend to make any conversation feel awkward and one-sided, but in some 
instances an affirmative or negative answer is all that is needed. In sensitive situations, 
they are best avoided as they can harm the rapport and empathy that are an essential 
part of active listening.

Reflective questions are frequently used to check and clarify your understanding. This 
style of question reflects back to the speaker what they have just said and allows them 
to fully explore their knowledge of a situation. 

These questions also provide an opportunity for the other person to give voice to the 
emotions they felt at that particular time without you having to interpret why this hap-
pened in your question. Use of reflective questions dispenses with you having to express 
an interpretation or judge why the other person felt this way.

For example:

Speaker—‘I feel frustrated with myself.’

Listener—‘And what is this “frustrated with myself” experience like?’

Speaker—‘Those people in dispatch are always messing me about.’

Listener—‘What does that “messing you about” behavior involve?’

Leading questions need to be used with care because they imply that there is a right 
answer to the question, which contradicts the ethos of active listening. They are useful 
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in situations where you require a desired answer or need to influence people’s thinking. 
For example:

‘So wouldn’t it have been better to…?’

‘Don’t you think we should have…?’

Hypothetical questions allow you to gauge how someone might act or what they think 
about a possible situation. They are effective in getting the person to think up and dis-
cuss new ideas or approaches to a problem. For example:

‘What would you do if…?’

‘What would happen if…?’

Paraphrasing questions are one of the best ways you can check your own understanding 
of what the speaker has said. For example:

Speaker—‘I can’t deliver on that unless accounts get the information to me 
the same day.’

Listener—‘I’m hearing you say that you could deliver if the accounts depart-
ment were able to get the information to you on the same day you requested 
it. Am I understanding this correctly?’

Whenever you ask a question think about how and where you are trying to ‘take’ the 
speaker. If the question you ask does not result in a positive step forward then you must 
ask yourself three simple questions: ‘Did I ask it in the wrong way?’, ‘Could the words I 
used be misinterpreted?’ and ‘Was the type of question appropriate?’ The answers you 
get by asking yourself these things will enable you to develop your questioning compe-
tency and alter your behavior in the future.

Key POINtS

 4 Questions can help you to focus attention, elicit new ideas, encourage explo-
ration, and foster commitment.

 4 There are seven different types of question you can use: open, probing, closed, 
reflective, leading, hypothetical, and paraphrasing.
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Barriers to Active Listening

To use the active listening techniques effectively, you need to put your personal feel-
ings aside during the conversation, ask questions, and paraphrase the answers back to 
the speaker. Some of the barriers that can prevent a proper understanding of the issues 
involved include physical and cultural factors such as a noisy environment, a strong re-
gional accent, or a difference in terms of reference. 

Inapt nonverbal 
cues

Cultural

Over/
underreaching

Barriers
Taking the 
spotlight

Stereotyped 
reactions

Pretend 
comprehension

Unsuitable 
responses

Physical

Complex 
responses

In addition to these external factors, which are usually fairly easy to overcome, there are 
some less obvious barriers that you should be aware of.

Inappropriate nonverbal cues

These include things like facing or leaning away from the other party, not maintaining 
eye contact, looking tense, or presenting a ‘closed’ posture by crossing your arms, etc. 
If what you say is being continually contradicted by your body language then there is no 
possibility of the other party opening up. 

Your posture and gestures must always reflect that you are paying complete attention 
to the person speaking to you. Distractions force you to send inappropriate nonverbal 
signals to the speaker, and it only takes one such signal to destroy the benefits you can 
gain from active listening. 
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Taking the Spotlight

This refers to the tendency most people have to share equally in the conversation. It 
involves shifting from a passive role into an active one and effectively taking the focus 
of the encounter away from the other party and onto yourself. It can be difficult to avoid 
doing this once you feel as though you understand the issues involved.

Before you are tempted to take the spotlight remember that as soon as you begin giving 
advice or instructions you are no longer listening to the other party.

Stereotyped Reactions

When you are seeking clarification by using reflective questioning it is very easy to get 
into the habit of beginning your questions with phrases like:

‘Are you saying that…?’ 

‘Do you mean that…?’ 

If you are not careful with this type of questioning it can alienate the other party because 
it can sound patronizing. You should only use this type of reflective questioning when the 
meaning of something they have said actually needs clarifying.

Inappropriate Responses

If you are asked a direct question then the most appropriate response is usually to an-
swer it rather than look for any deeper meaning. If the other party says 

‘When are we likely to get some extra resources?’ 

The best answer is usually a direct one. For example: 

‘We’re getting two extra people next week.’ 

‘I should know on Thursday.’

You can then proceed to ask more questions if you genuinely need clarification of 
something, but you should try to avoid answering direct questions with a question of 
your own, because it can make you appear vague or evasive.
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Pretending Understanding

If you really don’t understand what the other party is trying to say then you should al-
ways seek clarification in a direct way—for example, by saying something like 

‘Sorry, I didn’t get that. What are you saying?’

Hoping that their meaning will eventually become clear is unnecessary and undermines 
the whole process. If you’re confused by something that has been said, then say so and 
ask for an explanation.

Overreaching and Under-reaching

Overreaching involves ascribing meanings that go far beyond what the other party has 
expressed, by stating interpretations that are conjecture on your part. Under-reaching 
involves missing the meaning of what has been said because it does not agree with your 
own view of how things are. 

It can be tempting to seek confirmation of your own views and you may need to make a 
conscious effort to avoid doing so. 

Long-windedness

Giving very long or complex responses breaks the flow of the conversation and makes it 
less likely that you will gain an understanding of the other party’s position. Short, simple 
responses are more effective.

Key POINtS

 4 There are many barriers to active listening, including physical and cultural 
factors such as a noisy environment, a strong regional accent, or a difference 
in terms of reference.

 4 There are also barriers that you can create yourself if you are not careful. These 
include: inappropriate nonverbal cues, taking the spotlight, stereotyped reac-
tions, inappropriate responses, pretending understanding, overreaching and 
under-reaching, and long-windedness.
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Advantages for Managers

Active listening is a skill that can be acquired and developed with practice.  However, ac-
tive listening can be difficult to master and will, therefore, take time and patience. Used 
appropriately, active listening may provide three very positive results:

Active Listening 
enables 

managers to:

Gain more 
in-depth 

information

Motivate team 
members

Develop an 
‘open’ working 

relationship

Firstly, the listener gains information because active listening encourages the speaker to 
talk about more things in greater depth than he or she would be likely to do in simply re-
sponding to directive questions or suggestions. Such depth of discussion often exposes 
underlying problems, including ones the speaker had not recognized previously.

Secondly, the elements of listening orientation (empathy, acceptance, congruence, and 
concreteness) are likely to increase as the reflective listening process continues. These 
are the ingredients you need for an open, trusting relationship with your team members.

Finally, active listening stimulates and channels motivational energy. As the listener, you 
accept and encourage the speaker, but you leave the initiative in their hands. Conse-
quently, your team member will recognize new avenues for action and will begin making 
plans to pursue them, making themselves more effective and productive.

Key POINtS

 4 Active listening enables managers to: gain more in-depth information, moti-
vate team members, and develop an ‘open’ working relationship.
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Summary

Active listening enhances your ability to absorb and pass on the data and information 
given during the exchange. By developing your skills and techniques to actively listen 
your communications will offer your listeners greater clarity and empathy. 

Removing all 
distractions

Active Listening 
means

Listening to 
speaker’s signs & 

sounds

Feeding back 
that you have 
understood

An essential aspect of active listening is your ability to block out any distractions that 
may be present where you are communicating. By giving 100 percent to your conversa-
tion you will hear and comprehend the true content of the message as well as being able 
to pick up all the unconscious signs displayed. 

If your natural tendency is to rush into a response, practice taking a breath before you 
talk so that the other person has the opportunity to finish what they are saying. If don’t 
do this and you cut off the person’s response before they have explained their whole 
viewpoint you will not have a complete picture. Beware of this and the many other barri-
ers you must avoid to gain the benefits of active listening.

Without the whole picture of the discussion you are more likely to misinterpret the ex-
change. To keep your focus on what is being said to you give the speaker signs that they 
have your full attention by slightly moving your head or eyes. You may also need to ask 
others in the situation to be quiet so the speaker can express themselves.

By behaving in this way you will be able to put together more persuasive replies and 
achieve your communication objective. It also illustrates your understanding of the 
speaker’s viewpoint and how this relates to your own beliefs. 



ISBN 978-1-62620-963-3 © www.free-management-ebooks.com 26

 

ACtive LiStening

By paying attention to the other person’s responses you will be able to accurately judge 
their topic knowledge and adjust your communication style appropriately. You also have 
the opportunity to feed back to the individual that you have comprehended what they 
are saying to you. 

This makes them feel valued and willing to contribute further, and ensures the exchange 
is a two-way process. This can be achieved by simply following your summation of what 
they have said with such phrases as:

Does that make sense to you?  

What do you think? 

Would you agree? 

What’s your view on this?

In addition, you can encourage another person to make a contribution to your exchange 
by using a pause or remaining silent. This offers you two advantages. First, it gives you 
as the listener time to pull your thoughts together, and secondly, people have an innate 
desire to fill a void, so they begin to speak. 

Active 
Listening

Listener 
Orientation

Refl ective 
Technique

Questioning 
Skills

The two-way communication active listening encourages also provides you with the op-
portunities to give reasoned and valid feedback, as well as allowing you to gain clarifica-
tion of what you believe has been said to you.

This is one of the techniques that enable you to minimize the distractions that can occur 
during an exchange or dialogue. Being able to retain the focus of the communication on 
your objective is essential for success. An important side effect of such behavior is that 
others will follow your lead when conducting their own communications.  

By developing your abilities to use all three components of active listening—listening 
orientation, reflective technique, and questioning skills—you will be able to maximize the 
effectiveness and productivity of the individuals in your team.
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Other Free Resources

The Free Management eBooks website offers you over 100 free resources for your own 
professional development. Our eBooks, Checklists, and Templates are designed to help 
you with the management issues you face every day. They can be downloaded in PDF, 
Kindle, ePub, or Doc formats for use on your iPhone, iPad, laptop or desktop.

eBooks—Our free management eBooks cover everything from accounting principles to 
business strategy. Each one has been written to provide you with the practical skills you 
need to succeed as a management professional.

Templates—Most of the day-to-day management tasks you need to do have already 
been done by others many times in the past. Our management templates will save you 
from wasting your valuable time re-inventing the wheel. 

Checklists—When you are working under pressure or doing a task for the first time, 
it is easy to overlook something or forget to ask a key question. These management 
checklists will help you to break down complex management tasks into small control-
lable steps.  

FME Newsletter—Subscribe to our free monthly newsletter and stay up to date with the 
latest professional development resources we add every month.

Social Media—Share our free management resources with your friends and colleagues 
by following us on LinkedIn, Facebook, Twitter, Google+, and RSS. 

Visit www.free-management-ebooks.com 
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Preface

This eBook follows on from ‘Planning a Presentation’ and ‘Preparing a Presentation,’ 
which explain how to organize your material in a way that works as a presentation to an 
audience.

You will learn how to:

 ● Develop a persuasive delivery style that demonstrates ownership of the key mes-
sage

 ● Eliminate any verbal mannerisms you may have and to use positive body lan-
guage and eye contact to engage the audience 

 ● Read the audience so that you can set the pace of your delivery to match their 
understanding

 ● Prevent your presentation being hijacked by an unexpected or controversial ques-
tion from the audience

 ● Manage the question and answer session so that people feel that your presenta-
tion was important and relevant
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visit our Website

More free management eBooks along with a series of essential templates and check-
lists for managers are all available to download free of charge to your computer, iPad, or 
Amazon Kindle.

We are adding new titles every month, so don’t forget to check our website regularly for 
the latest releases.

Visit http://www.free-management-ebooks.com 

http://www.free-management-ebooks.com
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introduction

Presentations are part of everyday life for a manager and being able to communicate ef-
fectively in this way is indispensable. Before focusing on your delivery style you will need 
to plan your presentation. This is dealt with in the eBook ‘Planning a Presentation,’ which 
explains how to identify your aim, analyze your audience, define your key message state-
ment, and outline the scope of your presentation. 

4. Outline 
Scope

Planning 
Your 

Presentation

3. Defi ne 
Your Key 
Message

1. Identify 
Your Aim

2. Know Your 
Audience

The second eBook in the series, ‘Preparing a Presentation,’ explains how to decide exactly 
what you are going to say and how to structure the points that support your key message 
statement. It recommends a five-stage format for your presentation, as shown below.
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5. Conclusion

5-Stage 
Format

1. Pre-Intro

4. Summary 2. Introduction

3. Main Body
• Point 1 + transition
• Point 2 + transition
• Point 3 + transition

An effective presentation requires a certain amount of repetition in order to get the mes-
sage across to the audience. You should ‘tell them what you’re going to tell them, then 
tell them, and finally tell them what you’ve told them.’ The first iteration serves to orien-
tate the audience as to who is presenting what, and why. The second represents the sub-
stance of the presentation. Finally, you need to review the most important points, restate 
why they are relevant to the audience, and bring the presentation to a logical close. You 
need to be aware of this need for repetition and to factor it in to your time allocations. 

This eBook concentrates on the three key elements of delivering a presentation: 

 ● Your style of delivery

 ● Understanding your audience

 ● Ensuring the venue supports your message

Delivering a 
Presentation

Style of 
Delivery

Understanding 
Your Audience

Preparing the 
Venue
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Using natural conversational language assisted by pre-prepared cues is almost always 
the best way to present as it allows you sufficient flexibility in your delivery to take ac-
count of the needs of the audience. Presenting in this way allows the audience to view 
you as someone who owns the information and is knowledgeable about it. However, the 
effectiveness of this approach is directly related to the amount of time you devote to 
preparing and rehearsing.

Rehearsal is important because it gives you the opportunity to see if your points are 
clear when spoken aloud, to perfect your transitions, and to check your timings. If you 
rehearse in front of a colleague or video yourself, you can also eliminate any annoying 
verbal mannerisms you may have. Many people do have these, and whilst they may go 
unnoticed in conversational speech they tend to become more apparent in a presenta-
tion when people are nervous as a result of being the sole focus of an audience. 

This eBook also describes how to stay in control and to manage questions that come up 
whilst you are speaking. It also covers managing the Q&A session, which is important 
because it is the last thing people remember. A poor Q&A session can undermine an 
otherwise excellent presentation.

KeY POINtS

 4 This eBook follows on from ‘Planning a Presentation’ and ‘Preparing a Presen-
tation,’ which you can download free from this website.

 4 It focuses on the aspects of your delivery that get your key message state-
ment across to as many people in the audience as possible.
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Styles of Presenting

The way that you deliver your presentation has an effect on how engaged your audience 
will be and consequently how much of your message they take on board. There are three 
presentation styles that you can use: 

 ● You could memorize the presentation

 ● You could write a full script and read from it

 ● You could use free, conversational speech aided by some form of notes or cue cards

Presentation 
Delivery Options

Memorize it Use Cue CardsScript & Read it

Memorizing

Committing a presentation to memory represents an enormous overhead in terms of 
time and effort and is unnecessary except in situations where you need to present the 
same thing regularly. Safety briefings and some types of sales presentations fall into this 
category and if you are someone who finds it easy to memorize a presentation you could 
find that your credibility benefits from being able to give a smooth delivery of your con-
tent with plenty of eye contact. 

One drawback of a memorized presentation is that you have to concentrate so hard on 
remembering what to say that your delivery style can become unnatural. Another is that 
if you forget where you are in the presentation, the results can be disastrous as you flail 
around trying to remember the next part. In addition, you will not be able to alter the 
words you use to match the level of knowledge of the audience. 
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For Memorizing Against Memorizing

Speak naturally

Gain credibility

Pace can be too fast

Hard to refi nd lost place

Focus to remembering

Unable adjust words

These factors coupled with the long preparation time involved usually render this tech-
nique impractical for most of the presentations that you will give as a manager. However, 
you may want to memorize the introduction to your presentation as this can give you a 
minute or so to settle down and get into the flow of speaking to the audience.

Reading a Script

Reading directly from notes is something that should always be avoided as it gives the 
impression that you are simply a messenger delivering someone else’s content. It also 
makes it look as if you do not know enough about the topic to present it naturally. 

Using a Script 
is best suited 

to:

Your 
Introduction

When using a 
Quote

However, it is perfectly acceptable to read part of your presentation if it is a quotation 
from someone else or if it has complex wording or figures. If this is necessary then you 
should make it clear that you are reading something verbatim and explain the reason for 
doing so.
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Many public speakers use a script read from an autocue. This makes it look as though 
the presentation is being done from memory, as well as allowing the speaker to focus on 
the audience. This impression of a lot of eye contact combined with relatively free head 
movement can facilitate a much more professional delivery than simply reading from a 
hard copy script. 

If you are making your presentation at a conference and an autocue is available, then it 
may be worthwhile experimenting with it to see if it suits you. If it does, you will need a 
full rehearsal with the autocue operator who will support you in the actual presentation. 
You should make sure that they can recognize occasions where you ad lib and pause the 
machine accordingly. 

If you are not experienced in using it, then an autocue can result in a delivery that is dull 
and fails to engage the audience because it can be difficult to remember that you are 
there to communicate a message and not just read a script. This is something that can 
happen when you are presenting to a large audience in a darkened room. 

Other disadvantages are the unnaturally fast pace this style of delivery can create and the 
inability to modify your language to accommodate the audience’s understanding of the 
material—something that may only become apparent as the presentation progresses.

Using Cue Cards

The use of cue cards enables you to employ natural conversational language assisted by 
pre-prepared cues that hold the main bullet points, notes, and transitions that you need 
in order to deliver the content of your presentation. With a little practice your delivery 
will sound normal, natural, and spontaneous, creating a less formal and more relaxed 
relationship between you and your audience. 

The size of a cue card comes down to the personal preference of the presenter—some 
like ‘index’ cards, others prefer A5 or A6. They are so widely used that it is usually ac-
ceptable for the presenter to hold them in one hand and refer to them openly, as required. 

At this stage of your preparation you should have your key message statement, a series 
of key points, and the detailed script that you need to present. These need to be con-
verted into a series of cue cards that contain sufficient detail to allow you to deliver a 
spontaneous-sounding presentation. 
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Cue cards should only hold the level of information necessary to prompt you as to what 
to say next. This enables you to present in a natural and seemingly spontaneous way. The 
amount of detail you require will depend upon the nature and complexity of the material 
you are presenting, your level of familiarity with it, and your experience and confidence 
as a presenter. 

When planning your delivery consider how it will sound to your audience and where you 
should break for the audience to take a point on board or in order to emphasize what you 
have just said.

Add these pauses to your cue card by writing ‘pause’ at the appropriate place. A pause 
within a presentation should last longer than a break in normal speech—it should typi-
cally be between two and three seconds. You will be able to review the effect of this 
technique in the rehearsal phase and adjust it accordingly.

 Another benefit of using cue cards is that if you use one card per key point then changing 
cards can remind you to make an explicit transition between them. These transitions are 
an important part of any successful presentation and are explained in detail in the other 
presentation eBooks available from this website.  

The type of phrases you can use as transitions are:

‘As I’ve just explained… (summarize). This brings us on to the next point … 
(introduce)’ (Between key points)

The reason for explicit transitions is that they enable individuals to follow the logic of 
your presentation even if they have gotten lost during some of the detailed parts. Your 
transitions offer the audience a chance to ‘replay’ what you’ve just told them and help 
them understand the points you are making.

KeY POINtS

 4 There are three presentation styles that you can use: memorizing the content, 
reading from a full script, or using free, conversational speech aided by cue 
cards.

 4 Memorizing a full presentation is usually impractical unless it is something 
that you will deliver regularly.
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 4 Nevertheless, it can be worth committing the introduction to memory as this can 
give you time to settle down and get into the flow of speaking to the audience.

 4 Reading from a script makes it look as though you are delivering someone 
else’s message or that you don’t understand the material very well. 

 4 Using natural conversational language assisted by pre-prepared cues is al-
most always the best approach.

Cue Card Guidelines

To maximize the benefits of cue cards there are several basic guidelines that you should 
use when creating your own:

1. Clearly number the cue cards 

2. Only write on one side

3. One key point per card

4. Each card should contain adequate support and cues

5. Information levels can be shown by alterations in font size, spacing, color, or high-
lighting

6. Include timings and pauses.

The first principle is to ensure that a clear and unambiguous numbering convention is 
applied to all of the cards so that if you drop them you can quickly re-arrange them into 
the correct sequence. 

By only using one side of each card you avoid the distracting behavior of flipping and 
manipulating cards. It helps prevent you wondering whether or not you have addressed 
both sides of each card. Clarity is further supported by only communicating one theme 
or idea on each card. 

This way, when you have covered the point you will be confident that you can move on to 
the next card without having to re-scan the cards, which can be very distracting. It also 
stops you putting so much detail on the card that you end up reading from it or continu-
ally referring to it. This would be distracting and would also reduce your eye contact with 
the audience.
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Cue cards usually evolve during the rehearsal stage and become simpler as you become 
more familiar with the material. So don’t worry if initially they appear to have too much 
information. You will often find that after two or three rehearsals they are much briefer, 
with only one or two words where you previously had a sentence.

Guide for Cue Cards

Clearly numbered

Only write on one side

One theme / idea per card

Show timings & pauses

Have suffi cient support & cues

Use font, color, space to show levels

Use a large font and double-spacing so that the cue cards are easy to read, enabling you 
to take in the information at a glance. Use color-coding to identify lower-level informa-
tion that could be dropped if the allocated time is suddenly shortened or you find your-
self overrunning. For example, you might use black for all the essential information and 
red for topics that could be omitted without compromising the integrity of the message.

Many presenters have their own personal shorthand system—for example, a smiley face 
symbol could be placed at strategic points on your cue cards to remind you to make con-
tact with the audience and smile. This is something you can develop yourself over time.

The effectiveness of your delivery when presenting from a list of points is directly related 
to the amount of time you devote to preparing and rehearsing. You need to plan suffi-
cient time so that you become familiar with the content and your words flow naturally. 
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Advantages 
cue cards give 

you:
Credibility Flexibility

Natural 
vocabulary

Display your 
knowledge

Pace matches 
complexity & 
importance

Owner of the 
information

Ability to use 
natural pace

Able to keep 
eye contact

Presenting in this style allows the audience to view you as someone who owns the infor-
mation and is knowledgeable about it, as opposed to someone who is simply passing on 
information. Cue cards also enable you to adjust the way you speak with regard to your 
use of technical terms and jargon to match the level of understanding in the audience. 

Cue cards enable you to maintain eye contact with the audience and to speak at a fairly 
natural pace. Because the words are coming from within you, you will be able to naturally 
change the way that you put the material across in real time depending on the feedback 
you receive from the audience. This also means that you will have the opportunity to go 
over certain key points if you feel that they have not been well understood. 

Pace plays an important part in the effectiveness of your delivery. It is usually quite clear 
when the audience wishes you to speed up or slow down and explain points more fully. 
You will find that when you come to a difficult point you naturally slow down because the 
words do not come as easily to you. The audience will respond to this change in pace by 
concentrating a little harder on what you are saying because they intuitively know this is 
an important or difficult point they need to understand. 

Similarly, when you are covering material that is relatively straightforward, the words 
come more easily and you speak more quickly. This is perfectly acceptable to the audi-
ence because they are not struggling to understand something complicated. Nobody 
expects you to deliver your presentation at exactly the same pace from start to finish. In 
fact, the presentation will have much more impact if you change the pace to match the 
complexity or importance of the points you’re putting across. 
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Allocating sufficient time to rehearse your presentation ensures that you are familiar 
with the topic so that you don’t need exact wording on your cards. This familiarity pre-
vents you from becoming lost for words or interrupting the flow of your presentation, 
reducing the likelihood that you will become flustered. 

KeY POINtS

 4 Cue cards should be as easy to use as possible, which means they should be 
sequentially numbered, only one side should be used, and each card should 
deal with only one key point.

 4 Presenting in this style allows the audience to view you as someone who owns 
this information and is knowledgeable about it.

 4 The effectiveness of your delivery when presenting from cue cards is directly 
related to the amount of time you devote to preparing and rehearsing.

 4 This approach allows you some discretion in how you get the information 
across in that you can slow down and use more explanation where audience 
feedback indicates that this is necessary.
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Developing a Persuasive Delivery Style

Developing a persuasive delivery style takes a lot of practice and involves working on 
your voice, body language, and eye contact with the audience. The different aspects of 
your delivery may have to alter depending on the size of your audience, so ensure your 
style is flexible.

Features 
of Persuasive 

Delivery

Eye 
Contact

Body 
Language

Voice

Most people are aware that they have certain mannerisms or modes of speech that whilst 
being perfectly acceptable in conversation can become irritating when they are making 
a presentation. Some of these mannerisms are the result of nerves and will disappear 
naturally as you gain confidence, whereas others can only be eradicated by conscious 
effort and practice.

Voice

One aspect of presentation delivery that almost everyone needs to focus on is avoiding 
inappropriate verbal mannerisms. These usually take one of four forms: droning, aural 
punctuation, hesitation, or verification. 

Droning refers to speaking without varying the pace of delivery. This is very boring to 
listen to even if the underlying subject matter is interesting. Try to speed up your delivery 
when you are saying something relatively straightforward—speeding up when some-
thing is easy to understand is quite acceptable.  
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• Shows lack of 
confi dence

• Poor topic 
knowledge

• Switches 
people off

• Boring to listen 
to

• Shows 
uncertainty

• Reduces your 
credibility

• Tiresome
• Ineffective if 

predictable

Aural 
Punctuation

Hesitation

Droning Verifi cation

A simple technique to vary your pace is to use a pause. Pauses can be quite dramatic 
and good attention-getters, but presenters are often wary of using them. The pause may 
seem endless to you as a presenter, but in reality it gives the audience time to take your 
last comments on board and to build up their expectation about what is coming next. 

Many presenters fall into the trap of using aural punctuation such as inserting ‘Err,’ ‘Ah,’ 
or ‘Um’ every time they come to the end of a sentence. One of the most effective ways 
to break this habit is to take the end of a sentence as a cue to do something else—for 
example, closing your lips or rubbing your index finger over your thumb.

Hesitation is something else you need to avoid when presenting because it will lower 
the audience’s belief in your knowledge of the topic. It is normally caused by uncertainty 
about precisely what to say next. The best way to reduce hesitation is to ensure that you 
are familiar with the material and have conducted adequate rehearsals. 

Try to avoid aural punctuation and hesitation, but don’t worry too much about them un-
less you use them to the extent that they become a distraction. You will naturally use 
them less as you become more experienced and confident as a presenter.
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Good presenters often use the occasional verification to confirm that the audience has 
understood the point made. It usually takes the form of ‘Okay?’ or ‘Right?’ You need to 
ensure that you have eye contact with your audience so that you can see their confirm-
ing nods and smiles. You must avoid using it systematically or it will become predictable 
and tiresome. 

If you really want to verify something with your audience then use a more meaningful 
method—try asking them a question or involving them in a point of conversation. Where 
you are presenting to an audience that is too large to interact with you should gauge their 
understanding by reading their body language and facial expressions and by maintaining 
eye contact.

Most presenters will be concerned about coming across as very different from their nor-
mal day-to-day personality because of the risk of appearing slightly ridiculous to people 
who know them. This is not something you really need to worry about. Even people who 
know you well accept that when you are making a presentation you will need to appear 
to be more extrovert and outgoing than normal.

Body Language

Research has shown that body language is an important part of any presentation. Body 
language can mean different things in different cultures. This section explains aspects of 
body language communication as it applies in Western society. 

You need to be aware of your body language from the moment you stand up until your 
presentation is complete. Members of your audience will analyze your body language, 
even if they are unaware of this at the conscious level. 

You will probably be aware of the concept of personal space—that area around an in-
dividual into which other people should not venture uninvited. Audiences too are very 
conscious of this space and when presenting you should avoid standing too close to the 
audience. This distance also creates an effective stage area in which you, the presenter, 
can perform.

Once you are positioned in the correct zone—this will be further away the larger the au-
dience—there are four main aspects of body language that you should consider: what to 
do with your eyes, what your facial expressions indicate, the positioning and movement 
of your body and limbs, and your hand gestures. 
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The way that you move your body and limbs will have a major influence on how your 
audience perceives you. When presenting, you will normally be standing, and an ideal 
stance is with your feet close together and your weight evenly distributed between them. 

It is important not to grow roots—don’t stand in one position, but try to inject movement 
as you speak. This helps to add a natural animation to your presentation as the audience 
will have to adjust their gaze to follow you rather than stay looking at a fixed position. 

By developing a practiced way of moving you can add a confident and professional air 
to your presentation style. Precisely how you choose to move is a personal thing, but try 
to develop and rehearse your style so that you end up moving without conscious effort.

Whilst it is a good thing to be animated, don’t walk around too much or the audience will 
find it distracting and annoying. One of the best tactics is to use the main features of your 
presentation as cues for movement. Until you have developed this skill it may be worth 
annotating your cue cards with movement cues or symbols.

Body 
Language

Negative 
Passive

Lack of Confi dence

Poor Preparation

Lack of Conviction

Arrogance

Closed-minded

Domineering

Negative 
Aggressive

IMPACT ON 
AUDIENCE

STANCES TO 
AVOID

There are two stances that should always be avoided: the negative passive stance and 
the negative aggressive stance.
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The negative passive stance involves you adopting an unbalanced position—perhaps 
leaning on one leg, with the arms crossed low in front of the body in a protective way. 
This stance will often be accompanied by lack of eye contact and a nervous vocal style. 

It will portray a lack of confidence, often associated with a lack of preparation. Your au-
dience may also see this as a sign that you do not really believe in what you are saying. 

The negative aggressive stance involves standing uncomfortably close to the audience 
with hands on hips and is associated with an arrogant, closed-minded, and domineering 
attitude. It should be apparent that this style of presentation will not be well received 
and is unlikely to deliver the intended message. You may occasionally see this style of 
delivery used in a deliberate way by someone in authority in order to intimidate his or 
her audience. 

Eye Contact

A great deal has been written about eye contact and there are various schools of thought 
regarding the best ways of using it to engage your audience. Generally speaking the audi-
ence will do what you do: if you look out of the window or stare at the floor the audience 
will do the same thing. If on the other hand you look at members of the audience then 
they will return your eye contact. 

Eye contact during a 
Presentation

Involve everyone, make sure it is 
natural, vary where & who you look at

Tells you how your 
delivery & topic is being 
received by the audience

Do not worry too much about the number of seconds that you spend maintaining eye 
contact; the most important thing is to make eye contact with everyone in the room be-
fore your presentation begins. This does not need to last more than a fraction of a second 
but you must take the whole room in to your glance even when there is a large audience. 
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It is quite acceptable to do this more than once in order to engage everyone’s attention 
before you begin speaking. The single biggest factor that prevents proper eye contact 
is presentation nerves. If you are nervous then there is a natural temptation to avoid 
eye contact. If you have prepared properly and are presenting confidently than your eye 
contact will be natural and will serve its purpose of engaging with everyone in the room.

As well as engagement, one of the key functions of eye contact is that it enables you to 
read the audience. You should be looking for signs that people are staying with you and 
that you have not left a significant number of people behind. 

People will usually nod their heads and make eye contact when they are with you. It is 
when they close their eyes or stare at the floor or out of the window that you can assume 
that you are losing their interest. The early signs of this happening should encourage you 
to pause and reengage with the audience either by summarizing what you’ve already 
said and using a transition into the next part of the presentation or by clarifying some-
thing that is causing confusion.

Whatever you do, do not overreact to any one individual. Some people may genuinely 
have no interest in the item you’re presenting and may be there because they have been 
told to or for some other purpose.

All these features of your delivery style will be affected by the size of your audience. You 
will generally need to be more extroverted the larger your audience and it will require 
more energy and concentration to scan a large audience to make sure that everyone is 
following your message. 

You also need to take into account the likely effect on the audience of what you are 
presenting. If the implications of your message are going to cause problems for some 
people in the audience—for example, redundancy or restructuring—then an overly up-
beat delivery style will come across as insensitive and antagonistic, alienating those in 
your audience that are affected.
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KeY POINtS

 4 A persuasive delivery style involves mastery of voice, body language, and eye 
contact.

 4 You should make a conscious effort to eradicate any verbal mannerisms you 
may have. These include: droning, aural punctuation, hesitation, or verification.

 4 Try to avoid becoming rooted to the spot. It is generally easier to keep peo-
ple’s attention if you move around a little.

 4 Respect the audience’s personal space and only move into it briefly if you 
need to make an important point. 

 4 Remember to make plenty of eye contact. This enables you to check that peo-
ple are following you and to modify your delivery if they are not. 

 4 Make sure that your overall tone is appropriate for the message.

rehearsing

The only way to develop your delivery skills is through continual practice, criticism, and 
revision. That criticism can be self-criticism and in the early stages this is undoubted-
ly the easiest way. Another relatively painless way is to come to an arrangement with 
one of your colleagues that you will critique each other’s presentations. These critiques 
should concentrate on those areas that were good as well as those that were weak.

The idea of practicing in front of an audience fills most people with dread. This is made 
worse when the audience consists of people we work with because no one enjoys all of 
their shortcomings being discussed by their co-workers. 

Remember that any presenter who appears knowledgeable, confident, and enthusiastic 
about their subject will be forgiven even if their delivery style is not perfect.
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By Yourself

Video your 
delivery

Review 
performance

Modify your 
delivery

Rehearsal Options

As part of a Group

Video or watch

Your presentation

Group feedback

Modify your 
delivery

When trying to improve your delivery do not try to choreograph every single part of it. 
The more you consciously think about your body language, eye contact, tone of voice, and 
avoidance of filler phrases the less natural your delivery will appear. The most important 
thing is simply to eradicate your worst mannerisms and then concentrate on knowing the 
topic of your presentation sufficiently well so that you can present it with confidence. 

This means that you have two options if you want to improve your delivery style. The first 
of these, and the most straightforward, involves simply videoing yourself with no audi-
ence whilst presenting directly to the camera and reviewing your performance with the 
intention of eradicating your most annoying mannerisms. Most people will see radical 
improvements after just a few sessions. You don’t need an expensive video camera to 
do this. Even the cheapest cell phones have a video camera built in and you can simply 
Velcro one to a wall and use it to record yourself. 

The second option is to join with a group of like-minded people who want to improve their 
public speaking skills. This can take you much further because not only will you actually be 
performing in front of an audience, but also there will usually be experienced help available.

Even if you do not feel as though you want to invest the time and effort in joining a group 
of people you should at least use the first option. The fact is that most people who have 
not taken steps to eradicate annoying mannerisms will usually exhibit one or two things 
that detract from the message they are trying to get across. 
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Most people who have never seen themselves deliver a presentation realize after a few min-
utes in front of an audience that they are using some verbal mannerism that the audience 
finds irritating and they try to stop doing it in real time. They usually end up simply swapping 
one mannerism for another, or they become so preoccupied with avoiding that particular 
behavior that they lose their concentration, their delivery suffers, and the message is lost.

There are several benefits you can attain by rehearsing a presentation at least once be-
fore doing it in front of an audience. Practice will help you with your transitions from one 
point to the next—it is sometimes only through going through the presentation aloud 
that you realize that your transitions are not as clear as they could be. Practice helps you 
to test your explanations of difficult concepts so that by the time you give the presenta-
tion all of the words are there when you need them.

Rehearsal 
Benefi ts:

Check 
things are 

right

Impartial 
3rd party 

review

Contents 
kept interest 
& attention

Immediate 
feedback on 

structure

Clarity of 
key point 
meaning

Remember, even if you are only giving a presentation once, by rehearsing it before the 
event you give yourself time to develop your overall presentation skills, not just the con-
tent. Once you are comfortable with your content and the material behind it, you can 
practice your delivery by recording it on a cheap video camera or your cell phone. 

Set the camera up in such a way that you can film your full body and work through the 
first point in your presentation. View this critically and eliminate any annoying habits you 
may have—for example, the use of stock phrases or non-words, or inappropriate body 
movement.
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If you work through the whole presentation this way not only will you become familiar 
with how it comes across to the audience, you can also eradicate any distracting habits 
you have seen on the video one by one. In this way, not only do you practice the presen-
tation in question, you also improve your general presentation skills.

It is important to perform at least one full rehearsal of your presentation, using the cue 
cards that you have prepared. This will highlight any areas of weakness, any items that 
strike you as being out of sequence, and any cue cards that fail to trigger the spontane-
ous flow that you had planned. If you make any major changes to the presentation fol-
lowing this rehearsal then you should perform another rehearsal—at least to cover the 
areas that have been changed. 

One reason for practicing your presentation out loud and in front of the camera if pos-
sible is that it will give you a clear indication as to whether or not your planned timing is 
realistic. Generally speaking, once you begin a live presentation you’re likely to take lon-
ger than you did in rehearsal. This is because you will react to any indication that the au-
dience is not following you with a more detailed explanation or a different form of words. 

In addition, it may become clear that whenever you put a slide up the audience requires 
a certain amount of time—usually somewhere between 10 and 30 seconds—to become 
orientated as to what the slide is trying to say. You will often discover that when you 
change slides it feels unnatural to begin speaking straightaway and that you really need 
to give the audience this time to orientate themselves before you begin either describing 
the contents of the slide or saying what conclusions can be drawn from it.

KeY POINtS

 4 The only way to develop your delivery skills is through continual practice, crit-
icism, and revision. Remember, audiences like knowledgeable, confident, and 
enthusiastic presenters. 

 4 Use the video camera on your cell phone to record your rehearsals. This will 
help you overcome any annoying mannerisms you may have.

 4 Rehearsals also allow you to see if your points are clear when spoken aloud, 
to perfect your transitions, and to check your timings. 
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reading Your audience

Just as the audience read your own body language you too can read theirs. This continual 
assessment of their level of attention helps you to understand how engaged they are 
with the topic and your style of delivery. Is their reaction one of openness, or are they 
responding negatively to what you are saying? Does the level of eye contact throughout 
the audience show interest or apathy towards the topic?

When you are making a presentation the best way of staying in control and keeping 
your audience with you is to keep them interested in what you are saying. 

Openness

Audience 
body language 

shows

Disapproval

Interest Neutrality

Boredom

Hostility

Another complication is that audiences are made up of individuals, who will not neces-
sarily share the same interests, attention span, or boredom threshold. People vary in the 
way they express these feelings and you should be able to read signs of this from the 
body language your audience display. 

Members of an audience don’t usually think of themselves as being observed, and con-
sequently their body language is relatively easy to read. There are a variety of body lan-
guage signals that you might observe among members of an audience, such as:

 ● Disapproval

 ● Hostility

 ● Openness

 ● Lack of interest

 ● Neutrality

 ● Boredom
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Members of an audience can show signs of disapproval or hostility in a number of ways. 
You may observe people pointedly discussing things with a neighbor, looking at the ceil-
ing or out of a window, or frowning whilst looking at you. 

A negative posture—perhaps with an impassive or slightly hostile expression, or with 
arms folded as if to form a barrier and legs crossed with the person leaning back—sug-
gests resistance to the presenter. However, you should be careful to avoid making judg-
ments based on observing one piece of body language in isolation. For example, crossed 
legs or crossed arms on their own should not be automatically read as signaling a nega-
tive reaction.

A neutral and open attitude is often accompanied by a neutral or slightly friendly facial 
expression and an upright or slightly forward-leaning seating position. As these people 
have not yet decided whether or not they agree with your main message you may ob-
serve a mixture of gentle nods and shakes of their head as you make your key points. 
Neutrals should be viewed as a positive resource—it is after all the job of your presenta-
tion to win them over. 

Someone interested in what you are saying may be smiling and nodding in agreement or 
frowning in thought, possibly leaning forward attentively. Hands clasped together may 
also indicate that a person is carefully considering what you are saying.

If boredom is affecting any members of your audience this may manifest itself in rever-
sion to common habits—such as fidgeting with personal belongings like glasses, watch-
es, pens, or earrings. Whilst looking at a watch or clicking a pen may demonstrate bore-
dom don’t confuse these signs with such things as the chewing of the end of a pen, which 
may indicate thoughtfulness. 

Members of the audience who become bored may also whisper among themselves, rus-
tle papers, scribble aimlessly on notepads, leaning back with their hands behind their 
heads, and even make audible sighs. 

Recognizing both positive and negative signals from your audience should not change 
your planned presentation fundamentally. Your message and the material with which 
you are communicating it should have been carefully prepared and radical changes will 
almost certainly not be practical. 
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The real point of reading signals from your audience is that it can help you to judge who 
you have on-side, who is opposing your point of view, and who has yet to decide. This 
should help you to focus your message where it can have maximum impact, using your 
transitions to talk round those that can be swayed, whilst keeping your supporters with 
you and trying not to alienate the opposition.

KeY POINtS

 4 Reading the audience’s body language can help you to modify the pace of 
your delivery to keep as many people on board as possible.

 4 It can also help you to gauge who is in agreement with you, who is opposing 
your point of view, and who has yet to decide.

retaining Control

Assuming that you have confidence in the material that you are presenting and have 
practiced it sufficiently then nervousness should not be too much of a problem. 

Reiterating
your position

Answering 
with 

politeness

Finding 
common 
ground

Offering 
a counter-
argument

Agreeing 
when you’ll 

answer

Respond to the 
unexpected by:

One of the best ways to ensure you remain in control is to do everything you can to ei-
ther preempt or prepare for questions that undermine your position or message, or that 
you simply cannot answer. An unexpected question has been known stop a previously 
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convincing speaker dead in their tracks. You can never be 100 percent certain this won’t 
happen, but through careful planning and rehearsing you can attempt to minimize the 
possibility.

If an unexpected disruption occurs you have three options open to you:

 ● Simply reiterate your position as firmly and confidently as possible

 ● Acknowledge the question. saying that there is insufficient time to answer it 
properly now, but that you will do so in the question and answer session

 ● Respond directly to the challenge with some sort of counter-argument

The first option carries the risk of making you appear arrogant and is best avoided even if 
you think that the person asking the question has very little support among the audience.  

The second option is usually the best one. Make sure that you take the time to note down 
the question, who asked it (name, title, division, or organization), and at which part of 
your presentation it occurred. If the question cannot be answered during the Q&A ses-
sion you may want to give the person an indication of when you will get back with your 
response. 

Responding directly to the challenge with a counter-argument can be a very dangerous 
tactic because you will not have prepared a response and you could easily end up in a 
lengthy standup squabble.

You should also avoid the temptation to let a colleague answer a question because this 
would be one of the easiest ways for you to lose your credibility and control. You also 
have no idea what that person may say in their answer and therefore have no way to 
judge its impact on your key message statement. So unless you are 100 percent confi-
dent that their answer will support your aim then noting the question and agreeing to 
answer it later is the best option. 

The key things to remember when dealing with a disruption are that you must be polite 
but firm, and you must never lose your temper—if you enter into a shouting match with 
a heckler then they win and you lose. 

It is vital you don’t let disruptive members of the audience derail your presentation—your 
time is limited so don’t get involved in protracted discussions. Try to approach the point 
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of contention from any common ground that you share. If this fails to work then politely 
request that the point is discussed later at the pre-planned question and answer session.  

If someone criticizes something that you have said, avoid getting into an argument with 
them. If your point was based on fact then make this clear and present the evidence. 
However, if it was based on your personal opinion, then don’t attempt to pass this off 
as factual. Always remember that what is underlying the point of contention may be a 
genuine concern and you should be seen to at least acknowledge this. If you try to brush 
it aside it might be taken up by other members of the audience and could become a 
much bigger issue than if you had simply recognized it in the first place. 

Attention seekers may make silly or sarcastic comments simply to get themselves no-
ticed. Others may respond unwittingly to a rhetorical question that you have posed sim-
ply because they weren’t paying full attention!

Try to analyze these sorts of events as they occur and respond, perhaps with humor, 
acknowledgement, or support but don’t try to put people down— this nearly always re-
flects badly on the presenter.

KeY POINtS

 4 You need to have a strategy for dealing with unexpected questions.

 4 The safest approach is to acknowledge the question saying that there is in-
sufficient time to answer it properly and to promise to deal with it during the 
Q&A session or after the presentation.

 4 Never allow yourself to be drawn into an argument, but don’t appear arrogant 
or unconcerned about issues that other people feel strongly enough about to 
bring up.
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Question & answer Session

The final part of most presentations is the ‘Question & Answer’ session (Q&A)—a 
planned session allocated to questions from the audience. The Q&A normally follows 
the conclusion, where you assert yourself as the center of attention, delivering with con-
fidence, enthusiasm, and authority. 

Ideally the conclusion should represent about 10 percent of the overall presentation. 
Your last visual aid should summarize the main message of the presentation and be left 
up as you answer questions. You can emphasize this transition by moving towards the 
audience, raising or lowering your voice, or perhaps pausing for a few seconds to look at 
your notes. This will increase the audience’s capacity to retain the key message.

The impression you make at this point with the audience will be the lasting one and your 
last words the most remembered. So always plan a strong finish and make sure it is short 
and to the point. 

• Call to action
• Personal experience
• Quotation
• Humor
• Statistical evidence

Options you 
can use to 
conclude a 

presentation:

Your conclusion should clearly indicate the end of your presentation, allowing the audi-
ence time to frame any relevant questions.

If the ending just appears out of the blue you are likely to be met with stony silence. 
Whilst you may initially welcome the lack of questions it can often leave the lasting 
impression that no one was really interested in the content or thought it was important. 

A few good questions at the end of the presentation can sometimes make up for any 
oversights you have made when developing the content. Even though you can try to 
cover the points that you feel people will be interested in you can not always do this in a 
way that really resonates with them. 
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Sometimes people will get more from the answers to some questions at the end than 
they will have got from your presentation as a whole simply because the questions were 
phrased in a way that made sense to them from their perspective.

Plan for the transition to the Q&A session in the same way you have planned the rest of 
your presentation. When you have your final content, read through it carefully and note 
any questions that it is likely to raise, and prepare answers to these in advance. Focus on 
any areas in which your message is short of facts or vulnerable to being challenged. This 
will help you to anticipate most questions that are likely to arise, as well as prepare more 
lengthy answers in advance for questions you are sure will be raised.

Make sure your answers to any queries are helpful and informative, thus helping you to re-
tain control. Some common ways to manage this transition and get questions flowing are:

 ● Have noted on a flip chart questions as they arose during the presentation and 
answer them in turn. (Eliminate any early questions that the latter part of your 
presentation answered.)

 ● If you have a chairperson agree with them beforehand that they will intervene and 
ask some initial questions in an attempt to involve your audience. 

 ● Have someone in the audience primed to ask a simple question. 

 ● Ask the audience if there is anyone who can relate to or has practical experience 
of an item discussed in the presentation and if their experience was the same or 
similar. 

Remember, even people who do have questions may not want to be the first to speak up. 
In some instances it is equally likely that you are just facing an unresponsive group. This 
may be due to the character types within it or the intra-group politics. 

When answering questions speak clearly and confidently, otherwise you will appear un-
sure of what you are saying. Do not let nerves draw you into responding hastily, always 
think about your answer before you speak, and if necessary refer back to your notes in 
order to answer a question. 

If the question requires clarification then ask the questioner to do this, rather than risk 
answering a question that wasn’t asked. When answering, address the entire audience 
and not just the questioner, and avoid getting into a protracted debate on any point that 



ISBN 978-1-62620-966-4 © www.free-management-ebooks.com 32

 

Delivering a PreSentation

is raised—you may offer to see a questioner after the presentation to continue a point 
that is of specific personal interest to them.  

You may face questions that are unanswerable. These may be posed by people who are 
hostile to your message or by those just wishing to make a point. If you feel unable to 
answer a question you may find it useful to have a standard reply ready in order to reduce 
its impact on your presentation. Here are some useful examples:

‘I need to check with my colleagues before I can answer your questions so 
please see me after the session. I will take your details and get back to you.’

‘Let me think about that for a minute. Can we come back to it later? Next 
question please.’

‘I don’t think that the information necessarily supports either view defini-
tively. However my personal opinion is that . . .’

When you have reached the limits of your time you need to draw the Q&A session to an 
end. It is extremely important to thank everyone for their questions and for giving up their 
time to listen to you. If several people still have questions at this point you can give them 
your email address and ask them to send their question to you so you can reply to it.

KeY POINtS

 4 A lack of questions after a presentation can make it look as though no one 
was really interested in the message.

 4 You should plan for the Q&A session rather than leaving it to chance.

 4 Don’t forget that many people who would like to ask a question may not be 
prepared to speak out first.

 4 Ask a colleague to ask a pre-prepared question to get things started or agree 
with the chairperson to ask some initial questions.

 4 Always repeat the question to check that you have understood it and to give 
yourself time to think about your reply.

 4 Have some standard replies ready to deflect questions that you don’t want to 
answer. 

 4 Remember, a good question and answer session can leave a lasting impres-
sion that the presentation was important and relevant.
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importance of the venue

The location of the venue, how appropriate it is to your audience and message, its layout, 
and the facilities of the room are all elements that play a role in the successful delivery 
of your presentation.

Venue’s role in your 
success

Location & its 
suitability FacilitiesLayout

How it supports your 
Presentation Aim

If you are presenting in a familiar setting (for example, within your own organization) the 
room and its layout will be familiar. However, you may be presenting at a location that 
you have never seen before—the boardroom of a host organization, a hotel suite, or an 
exhibition, for instance. Where this is the case it is important to plan your arrival at the 
venue well ahead of time. 

Whether the presentation venue is known to you or not, there are key questions you 
need to ask the person organizing the event to ensure that you are properly prepared 
for the task and understand how to maximize the influence of the venue. It is always 
advisable to visit the venue’s website prior to your call as this may prompt more detailed 
questions, such as:

 ● How easy is the venue to get to by car, rail, or air?

 ● Does the image of the venue match / suit your audience?

 ● With regard to the room:

 ○ What is its capacity?

 ○ What floor plan options are available?
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 ○ What presentation facilities are available? Where are electric sockets? Will 
you need extensions for your electric cables/wires?

 ○ Do you have control over the lighting and heating of the room?

 ● What types of events are going on in adjacent rooms at that time?

Location and its suitability

The venue will set the mood for your presentation. An informal gathering in a small 
cheerful office will create a very different mood to a large conference room in a hotel. 
There are logistics involved when traveling to a remote location that you need to think 
carefully about and plan for—for example, organizing any travel tickets, pre-event ac-
commodation, any specialist equipment, support materials, appropriate clothes, etc. 

Location 
easy to fi nd 

& get to

Nature of 
other events 

nearby

Suitable 
for your 
audience

Size & 
layout room 

fi t needs

When presenting at an external location you should try to pre-arrange access to the 
room in which you will be presenting. Even if it is being used immediately before your 
slot you could try and gain access to this event, as it is important to familiarize yourself 
with the surroundings. 

If you are unable to get there early, then you should contact the venue in advance and re-
quest a copy of the floor plan, and ask if any specific seating plan has been requested for 
that day. If it is your own event you can ask what seating arrangement options they offer 
and select the one most suited to your presentation aim and the size of your audience. 
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It is often wise to ask what events are going on in the adjacent rooms so that you know the 
atmosphere will be appropriate to your needs. You don’t want to find your room is next to a 
party when you are giving a business presentation! Always build in some contingency as a 
safety factor to allow for any unforeseen travel, accommodation, or venue problems.

Layout

The importance of the room’s layout cannot be underestimated. Layout is composed of a 
variety of aspects—size, coloring, lighting, position of power points, doorways, work sur-
faces, and any refreshment facilities. As the presenter your main concern is how these 
things impact your ability to perform. 

This is easiest to control when you are giving a standalone presentation, but there are 
things you can do in other situations. It is a good idea to arrive early to familiarize your-
self with the set up and decide how best to work within the constraints you have. As the 
presenter you are by default in control of the room so make sure you remove any dis-
tractions—for example, by closing open doors or windows that might otherwise divert 
people’s attention. 

Layout issues Power Points Doorways

Privacy Heating & 
Lighting Work Surfaces

Size & Color Seating Plan Refreshment 
facilities

You should pay particular attention to the position where you will present from and the 
location of any support equipment. By standing in this position you can check the line of 
sight to your audience. 

Are there any barriers that might prevent your audience seeing you clearly, 
such as columns or projection equipment? If so, can you alter the position of 
these obstacles or the seating arrangement? 
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If possible practice your delivery style from the podium or stage to familiarize yourself 
with the surroundings and see how well your voice carries. You can ask a colleague or 
one of the venue staff to make sure those at the back can hear you clearly. If they can’t, 
practice adjusting your delivery until you can be heard. Remember that your voice will 
carry less well when the room is full.

The degree to which you can control the room will vary depending on your level of in-
volvement with the organization of the event, when you are speaking, and whether it is 
a standalone presentation. If you are first to speak after a break or lunch you will be able 
to ensure the lights and heating are suitable. Even if you follow another speaker don’t be 
afraid to ask for adjustments to be made. 

Make sure you have control of the room and remove anything that detracts significantly 
from your presentation—for example, is it too bright for people to see your slides? Is 
the room too stuffy? Does the seating arrangement make it difficult for you to make eye 
contact? Use the time in your ‘pre-introduction’ to settle the audience and get the room 
as you want it; your audience will appreciate your consideration and be more attentive.

Seating Plans Options

‘U’ or ‘n’ shape

Theatre

Classroom

Cabaret

Semi-circle
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When considering seating it is important to make sure the audience can be both relaxed 
and attentive; you don’t want them so comfortable they fall asleep. There are a wide variety 
of seating options: some of the most common are show in the diagram above. For large 
venues this will largely be fixed, but for smaller venues you will have more discretion.

You need to select the one that give you the best eye contact with your audience and 
suits the purpose and nature of your presentation. For example, wider and deeper rows 
in theatre style can offer you better eye contact with your audience. In addition you need 
to assess how clearly your visual aids can be seen by those at the back of the room or on 
the periphery. 

If you need good acoustics and the ability to engage with your audience then a semi-cir-
cle or ‘u’ shape is the most effective format. It does require more space so be conscious 
of this when deciding on your room size. 

Wider & deeper rows – 
Theatre style

Compact narrow rows can be 
improved by

Semi-circle, ‘n’ or ‘u’ 
shape

Engagement with your 
audience is best suited to

Cabaret style – tables or 
groups of 5-8 people

Group interactions are best 
suited to

Classroom styleIf Notes need to be taken 
best served by

Similarly, if your presentation involves a lot of note taking, or includes workgroup-based 
interaction, you may want to include tables in the seating plan—but make sure you have 
easy eye contact. Research has shown that groups of five to eight is the best size to en-
sure everyone can be included and create the necessary energy within the group. 

To avoid everyone sitting at the very back of the room as they enter you can remove the 
last row of seats so they have to sit closer to the presenter. These surplus seats can then 
be stacked at the back for latecomers to use and place behind the last row.  If you are 
responsible for setting up the room make sure you consider the following:
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 ● Make sure that you can control the ambient light level to suit your visual aids. You 
may want to check if there are any curtains or blinds in case you need them. 

 ● Locate and understand the controls for the heating and air conditioning settings 
to avoid the room becoming stuffy or cold.

 ● Locate power points and ensure that you have any extension leads and adaptors 
that you need.

 ● Ask a colleague to stand at the back to assist you with a sound check and check 
your visual aids are readable at the back. 

 ● It is important to keep doorways clear at all times and shut to avoid distractions.

 ● Place refreshments at the rear of the venue to avoid possible distractions.

 ● If you have handouts decide where you will leave them and whether you are giv-
ing them out at the start or end of your presentation. (Organizers will inform you 
prior to the event of their own procedures in this area.)

 ● Ensure that the lighting of the stage area is suited to your presentation.

Depending on the size and level of formality of your presentation it may be a good idea 
to welcome members of your audience as they arrive. If you are present but wait impas-
sively, or are preoccupied, as the audience filters in it can create a cold and standoffish 
atmosphere that can be difficult to overcome—regardless of how good your presentation 
is.

Facilities

With any presentation you give make sure that you have checked out what equipment 
is available for you to use. If you are using a PC or Mac make sure you have a back-up 
alternative to use in case the technology stops working. This is part of the reason why 
you need to know all the options a venue has and why you need to make sure that you 
order for the room all you could need.

Asking whether or not you need an extension lead to use your equipment may seem 
trivial but isn’t if the podium is nowhere near a socket! Make sure to ask the venue if you 
are allowed to use you own equipment or whether it needs to be certified by the venue. 
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PC 
Mac

35 mm 
slides

Over-
head

Back 
Projection

Microphone Video

Handouts Remote Unit PA System

When you arrive at the venue make sure that any equipment you requested is present 
and working properly, and that you understand how it operates if it is not something you 
are already familiar with. 

Typical equipment checks:

 ● A single unfamiliar function or strangely placed button has the potential to stop 
you when you are in full flow. 

 ● When using a slide show check all slides are present, the right way up, and in the 
correct sequence.

 ● Check that you have a spare bulb for the overhead projector and that you know 
how to replace it on this equipment.

 ● Put an overhead on the projector to check it is in focus and that the whole of the 
image can be seen on the screen. Familiarize yourself with adjusting the settings.

 ● When using a PA system perform a sound check, look to see if your clothing 
interferes with the microphone, and listen for acoustic feedback. To rectify the 
latter you may need to adjust the volume and/or the position of the microphone 
in relation to the PA speakers.
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 ● Record the technical support extension number so that any equipment failure can 
be remedied as soon as possible. 

Place any pointers, pens, remote control units, and other handheld devices where they 
are easily accessible. Having water or another drink handy is important, so that you can 
avoid drying-up or having an irritating cough for the remainder of your presentation.

Finally, always ensure you at least have a print-off of your slides so that if all technology 
fails you have something to aid you as you present. As a last resort you can get the venue 
to copy this print-off so that your audience can see your visual aids. 

KeY POINtS

 4 Make sure that you have access to the room before your presentation so that 
you can check it meets your requirements and that any technology you need 
works as it should.

 4 Take control of the venue as early as possible, remove any distractions, and 
encourage people to occupy seats starting at the front of the room rather than 
the back.

 4 Always have a back-up plan in case the technology fails and you can’t use 
your visual aids or your time slot is shortened.
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Summary

There are three presentation styles that you can use: memorizing the content, reading 
from a full script, or using free, conversational speech aided by cue cards. Memorizing a 
full presentation is usually impractical unless it is something that you will deliver regular-
ly, but it can be worth memorizing the introduction as this can give you the opportunity 
to settle your nerves and get into the flow of speaking to the audience.

Using natural conversational language assisted by pre-prepared cues is almost always 
the best approach because it encourages the audience to view you as someone who 
owns this information and is knowledgeable about it.

The effectiveness of your delivery when presenting from cue cards is directly related to 
the amount of time you devote to preparing and rehearsing. Many people need to make 
a conscious effort to eradicate verbal mannerisms like aural punctuation, hesitation, or 
verification. These are not usually apparent in conversation but become obvious when 
presenting to an audience. Using the video camera on your cell phone to record your 
rehearsals will help you overcome any annoying mannerisms that you have. Rehearsals 
also allow you to see if your points are clear when spoken aloud, to perfect your transi-
tions, and to check your timings. 

The only way to develop your presentation skills is through continual practice, criticism, 
and revision. Remember, audiences like knowledgeable, confident, and enthusiastic pre-
senters. 

Reading the audience’s body language can help you to modify the pace of your delivery 
to keep as many people on board as possible. It can also help you to gauge who is in 
agreement with you, who is opposing your point of view, and who has yet to decide.

You need to have a strategy for dealing with unexpected questions. The safest approach 
is to acknowledge the question saying that there is insufficient time to answer it properly 
and to promise to deal with it in the Q&A session or after the presentation. Never allow 
yourself to be drawn into an argument, but don’t appear arrogant or unconcerned about 
issues that other people feel strongly enough about to bring up.

A lack of questions after a presentation can make it look as though no one was really in-
terested in the message, so you should plan for the Q&A session rather than leaving it to 
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chance. Don’t forget that many people who would like to ask a question may not be pre-
pared to speak out first. You can avoid this by getting a colleague to ask a pre-prepared 
question to get things started.

When you are asked a question, always repeat it to the audience so that everyone has 
heard it. This gives you the opportunity to check that you have understood it and also 
gives you time to think about your reply.

It is a good idea to have some standard replies ready to deflect questions that you don’t 
want to answer. This can prevent you from becoming flustered or getting into an argu-
ment that you are not prepared for. Remember, a good question and answer session 
can leave a lasting impression that the presentation was important and relevant, so it is 
worth putting in the effort to make it successful.

Make sure that you have access to the venue before your presentation so that you can 
check it meets your requirements and that any technology you need works as it should. 
Remove any distractions and encourage people to occupy seats starting at the front of 
the room rather than the back. Always have a back-up plan in case the technology fails 
and you can’t use your visual aids, or if your time slot is shortened.
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other Free resources

The Free Management eBooks website offers you over 100 free resources for your own 
professional development. Our eBooks, Checklists, and Templates are designed to help 
you with the management issues you face every day. They can be downloaded in PDF, 
Kindle, ePub, or Doc formats for use on your iPhone, iPad, laptop or desktop.

eBooks—Our free management eBooks cover everything from accounting principles to 
business strategy. Each one has been written to provide you with the practical skills you 
need to succeed as a management professional.

Templates—Most of the day-to-day management tasks you need to do have already 
been done by others many times in the past. Our management templates will save you 
from wasting your valuable time re-inventing the wheel. 

Checklists—When you are working under pressure or doing a task for the first time, 
it is easy to overlook something or forget to ask a key question. These management 
checklists will help you to break down complex management tasks into small control-
lable steps.  

FME Newsletter—Subscribe to our free monthly newsletter and stay up to date with the 
latest professional development resources we add every month.

Social Media—Share our free management resources with your friends and colleagues 
by following us on LinkedIn, Facebook, Twitter, Google+, and RSS. 

Visit www.free-management-ebooks.com
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Welcome
I’d like to personally thank you for subscribing to the

FME Newsletter that gives you regular updates on

the new management material available FREE from

our website and the special offers we find for you.

Our free eBooks, Templates and Checklists have

been written and designed so that you get sound

practical advice on how to approach the most

common management tasks you will face in your career.

They are organized into key skills sets such as finance, productivity,

strategy, leadership, communications, coaching, career and project

management.

This document describes the ten most popular templates. These templates

are the most popular downloads requested on our website and each one is

designed to help you perform your role more efficiently.

Helen Bristoll

Free Management eBooks (FME)
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Visit Our Website

More free management eBooks (FME) along with a series of essential

templates and checklists for managers are all available to download free of

charge to your computer, iPad, or Amazon Kindle.

The FME online library offers you over 500 free resources for your own

professional development. Our eBooks, Checklists, and Templates are

designed to help you with the management issues you face every day.

We are adding new titles every month, so don’t forget to check our website

regularly for the latest releases.

Visit http://www.free-management-ebooks.com
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Introduction

The role of a manager has becomes more complex and the breadth of skills

an individual must have to succeed has expanded considerably. You can no

longer just be a subject expert you must have a working knowledge of key

management skills.

Kno

org
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the

6

Finance Strategy

Leadership Productivity

Coaching & Appraisals Communication

Meetings Sales & Marketing

People Thinking

Project Management

wledge in the form of market intelligence is the life-blood of

anizations and managers are constantly asked to supply such data to aid

he analysis of the internal capabilities of an organization. Managers must

e excellent written and verbal communications so they can express

mselves competently when discussing:

• Financial principles and statements

• Strategy and planning

• Project Management

• Leadership and productivity

• Sales and marketing
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Being able to express your decisions and requirements in the language of

each discipline above has become a basic requirement of any manager.

Our FREE management resources will help you acquire the level of such

skills needed to perform your role effectively.

Whether you need the detail of an eBook, the guidance of a checklist or

template to help you perform and manage a specific task www.free-

management-ebooks.com website has a free resource you can

download onto your PC, Mac, laptop, tablet, Kindle eBook reader, iPhone

or Smartphone.
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Workload Negotiation Template

This Workload Negotiation template will help you to present an evidenced

argument to your manager as to why your workload should be adjusted.

Anyone who has worked for a boss in any capacity has been in this situation

before. You want to do a good job and take on every task that is assigned to

you – but at some point it just becomes too much. So how do you tell your

boss that you can’t take anymore without coming across as a whiner or a

bad employee?

It is a delicate situation to be sure. If you speak up, you risk looking bad in

the eyes of your boss. If you don’t say anything, your performance may

suffer while trying to get all of the work done and this could reflect poorly on

you with your boss for a different reason. When handled properly, your boss

will respect you for speaking up and understand your side of the situation.

Use the following three tips to make sure you approach this situation

correctly the next time it comes up.

 www.free-management-ebooks.com 9 
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1. Catch the Problem Early

By far the most important part of this situation is saying something before it

becomes too late. For example, if you have multiple projects assigned to

you and wait until they are due to tell your boss you are overworked, that is

not likely to be met with a good response. You need to speak up right away

at the first sign of overload.

In fact, it is a good idea to plant the seed with your boss before you truly feel

you have been given too much work. When you are assigned an extra

project, it can be helpful to say something like

“I can take this one on, but won’t have much more time for anything

else.”

This way, you are accepting the assignment, yet also pointing out that your

time is being stretched thin. Hopefully, your boss will remember the

comment and look to someone else the next time an additional task needs

completing.

2.Ha

Simp

won’t

obvio

Befor

case

them

difficu

demo

10
Define Objective

Objections

Workload Limits

Tactics

Evidence

Acceptable
Compromise

ve Your Facts in Place

ly walking into your bosses’ office and saying you are overworked

be a good strategy. If he or she has assigned you all of the work, they

usly think that you can handle it.

e confronting them with this problem, take some time to organize your

. Detail how long each part of your job takes to complete, and show

that there are simply not enough hours in the day. Hard facts are

lt to argue against, so building a logical case is a great way to

nstrate your oversized workload.
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3. Team Up with a Co-Worker

You are probably not the only employee in the office that feels overworked

by what your boss has assigned to you. The complaint will carry more

weight if two or more of you have a meeting and air your concerns as a

collective unit.

The important point in this case is that you are all united in the complaint,

and won’t be arguing amongst yourselves during the meeting. Your boss

needs a workforce that is motivated and satisfied, so a group of employees

that all feel overworked is something that will surely draw attention. Frame

the meeting in a positive light that is concerned with the overall good of the

company. Keeping it upbeat will help prevent the finger pointing and

arguing that can sometimes result in this scenario.

Before you speak with your boss about being overworked, make sure that

you really are. Ask yourself:

• Am I focused 100% of the time?

• Do I use & allocate my time wisely between tasks?

• Do I use the resources available to me effectively?

If you are confident that your performance is spot on and you truly have too

much to do, think about the three tips above and speak with your boss

confidently about this situation.

 www.free-management-ebooks.com 11 
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Prioritizing Personal Goals template

The Prioritizing Personal Goals template allows you to define your own

aspirations and helps you identify any inter-dependencies between them.

All successful individuals always have a detailed set of personal goals they

are striving to achieve, so help set your career on the right path by defining

your own goals. Without goals in place, you are more likely to simply

wander through your professional life with no true sense of direction.

Taking the time to establish your goals will help you in every aspect of

your life but especially your career. It will be easier to stay the course in

tough times and coming out on the other side exactly as you had hoped.

Most people have several different aspirations, some may be linked others

conflict. Some examples could be:

• Career – become a director by 35 years old.

• Academic – attain an MBA.

• Personal – become fit or lose weight.

• Relationship – find a partner or start a family.

• Leisure – visit Australia or go on a cruise.

• Financial – pay off car loan or mortgage.

It is unrealistic to expect to be able to achieve all of these simultaneously,

so it is fundamental to decide which aspirations are the main priorities.
12  www.free-management-ebooks.com
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One of the bigger hurdles involved with setting goals is deciding which

ones are most important and deserve your top priority, and which can be

put on the back burner for the time being. Having an exact order, or

ranking, of your personal goals is almost as important as creating the goals

in the first place.

While this might seem like a difficult task at first, you will be surprised at how

easy it is once you spend some time thinking about it. Following are three

simple steps to help you successfully rank your personal goals.

Step One: Identify the Most-Important Professional Goal

This actually should be a very quick and easy process. Once you have

made a list of all the goals that you have for your professional life, review the

list and choose the one that is your ultimate goal. It might be achieving a

specific position within your organization, landing a position in a different

organization that you dream of working for, or even reaching a certain salary

plateau. Whatever that one ‘big’ goal is, you will probably be able to point it

out pretty quickly.

This goal should land at the top of your priority list and guide everything you

do when making career decisions. In order to stay on path over a long

period of time, you have to know what direction you are heading – so place

 www.free-management-ebooks.com 13 
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this goal at the center of your sights and keep it there until it has become a

reality.

Step Two: Separate Short and Long-Term Goals

On your list of professional goals, you likely have some that relate to the

next few months on the job, while others relate to several years down the

road. Make two columns and separate out the goals by which ones are less

than one year in scope, and which ones are longer than a year. If you aren’t

exactly sure how long some of them will take, just make your best guess

and pick a category.

The purpose that this step serves is to make sure that you have enough of

both short and long-term goals. A goal list with only long-term goals is easy

to forget about because you won’t be accomplishing any of them in the near

future so you will simply forget to use the list at all and it will fade off into the

past. Likewise, a list with only short-term goals lacks the foresight to get you

where you want to go. You might be able to check off some short-term

accomplishments but you may become frustrated at the lack of a clear plan

to long term accomplishment.

Step Three: Short Term Gets Priority

Generally speaking, you want to put more priority on your short term goals

because those are the ones you are working to achieve on a daily basis.

You should have a more long-term goal at the very top of your list then

several short-term goals following in the ranking. This structure will help you

to stay focused and work on checking as many of them off as you can.

Later down the ranking, you can add back in more of your long-term goals

so they remain present.

If you can get into the habit of reviewing this ranking once a month, you will

be able to consistently update the ranking so that it reflects your present

thinking. Don’t be afraid to make changes to your priorities, or even your

overall goals, as time passes. Things change fast in the professional world,

and your career goals should adapt to remain realistic and attainable.

14  www.free-management-ebooks.com
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Simply ranking the goals that you have for your professional career can

have a profound impact on the success that you achieve as the years go

by. Be accountable to your goals and work hard to see them through – you

will be rewarded in the end by seeing the fruits of your labor pay off with the

accomplishments that you have been dreaming of.
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PRIORITIZING PERSONAL GOALS

Aspect of Life Goal
Target
Date

Dependencies Priority Actions

Academic

Career

Financial



Prioritizing My Personal Goals
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Aspect of Life Goal
Target
Date

Dependencies Priority Actions

Personal

Relations

Leisure
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Written Communication Checklist

This Written Communication checklist will help you to produce written

communications that have clarity, are easily understood and ensure your

success whether you need to inform, educate or persuade your recipients.

Written communication has two main aspects that of the layout and the

words used. Both of these areas need to be appropriate for the situation and

audience your document or message is aimed at.
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Signals

Non- Para-
Verbal Verbal Verbal

he effectiveness of your team depends on the quality of your team and

our ability to explain and get across complex ideas, messages, and

structions is paramount. You should not underestimate the impact of the

poken or written word. How you phrase your message and the actual

ords used can totally alter the meaning of your message.

he importance of your words increases tenfold when you are

ommunicating in writing. This is because your reader or audience only has

e words in front of them to ascertain your meaning and the required action.

aking sure your para-verbal signals such as punctuation, grammar,

pelling, and the structure of your sentences are correct is essential in

ritten communication.
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Your para-verbal abilities must reflect your level of authority. Poorly spelt or

phrased sentences can be as detrimental to the communication of your

message as shouting or excessive use of jargon. Make sure to use of these

different elements such as bullets, capitalization, bold, etc. in the layout of

your document for emphasis of key points. Presenting your argument in a

logical manner is also a significant factor in communicating well in writing.

In the majority of cases you will want to use positive language, telling

people what you want or can be done, rather than what you don’t want or

cannot be done. Remember when selecting your words to make sure that

your choice portrays the level of authority and respect your communication

requires. It is essential that your words convey the same meaning to all your

audience regardless of their level of knowledge.

This checklist will help you to produce written communications that have

clarity, are easily understood and ensure your success whether you need to

inform, educate or persuade your recipients.

Written communication has two main aspects that of the layout and the

words used. Both of these areas need to be appropriate for the situation

and audience your document or message is aimed at.

Layout

• Must be clear

• Information easily identified

• Appropriate length

 www.free-management-ebooks.com 17 
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• Objective clearly shown

• Actions required with associated responsibilities plainly displayed

• Deadlines openly shown

• Version easily identified

• Additional or supporting information easily identified e.g.

attachments, podcasts, appendices etc.

Words

• Appropriate for whole audience

• Easily understood

• Jargon free

• Spelt correctly

• Correct grammatical use

• Clarity of meaning

• Proper labeling of diagrams and images

• Evidenced arguments

• Clear references

Common Sections

• Circulation & Version

• Title

• Communication Objective

• Information and data – main body of communication

• Actions, responsibilities and deadlines

B

is

1

Before sending any Written Communication always

Have @ least 1
Draft

Proof read
message

Check Spelling &
Grammar

efore sending any written communication whether via email or hardcopy it

essential to perform three actions:

∞ Write at least ONE draft

8  www.free-management-ebooks.com

http://www.free-management-ebooks.com/


TOP 10 TEMPLATES & CHECKLISTS 19

∞ Proof read your message

∞ Final check of spelling and grammar

(Proof reading means checking your written words are spelt correctly, read

as you wanted and convey the meaning you intended. It is not a simple

scanning of your message.)

 www.free-management-ebooks.com 19 
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WRITTEN COMMUNICATIONS CHECKLIST

The written word is a vital skill all managers need as more and more communication is

conducted in this form. It is essential that you can successfully communicate your message

and gain the understanding required to achieve your objective whether in a report, instant

message, text or email.

This checklist will help you to produce written communications that have clarity, are easily

understood and ensure your success whether you need to inform, educate or persuade your

recipients.

Written communication has two main aspects that of the layout and the words used. Both of

these areas need to be appropriate for the situation and audience your document or message

is aimed at.

LAYOUT WORDS

• Must be clear

• Information easily identified

• Appropriate length

• Objective clearly shown

• Actions required with associated
responsibilities plainly displayed

• Deadlines openly shown

• Version easily identified

• Additional or supporting information
easily identified e.g. attachments,
podcasts, appendices etc.

• Appropriate for whole audience

• Easily understood

• Jargon free

• Spelt correctly

• Correct grammatical use

• Clarity of meaning

• Proper labeling of diagrams and images

• Evidenced arguments

• Clear references

COMMON SECTIONS

• Circulation & Version

• Title

• Communication Objective

• Information and data – main body of communication

• Actions, responsibilities and deadlines

NOTE BEFORE SENDING OR PRINTING ALWAYS:

• Write at least ONE draft.

• Proof read your message.

• Check spelling and grammar

(Proof reading means checking your written words are spelt correctly, read as you wanted
and convey the meaning you intended. It is not a simple scanning of your message.)
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Prioritizing Tasks Template

The Prioritizing Tasks template provides you with a quick and easy way to

prioritize each of your outstanding tasks according to their relative

urgency and importance.

One of the most critical aspects of ensuring your work productively is that of

managing the expectations of those you interact with. This covers a wide

group of people – your manager, your team, suppliers, customers, agencies

and other managers within your organization.
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Set Your Goals

Limit
Interruptions

Essential
Behaviors

Don't
Procrastinate

Delegate Tasks

u know what goals you have to achieve and you know the best way to do

is. So you need to communicate clearly and concisely with others

olved in this process so that everyone understands what their role is,

at they need to contribution is so that no-one is in any doubt of what the

d result will be.

focusing your attention and energy into setting clear expectations and

aintaining clear communications throughout the process you will be able

be productive. When you manage someone’s expectations you reduce

e burden such people can imposed by interrupting you or causing your to

ocrastinate over how best to complete your assigned task.
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The Urgency/Importance Grid is one of those simple time management tools

that require nothing more than a pencil and a piece of paper. Simply draw

and label a grid like the one shown below. Then prioritize each of your

outstanding tasks on it according to its relative urgency and importance.

Obviously this is not an exact science and represents a subjective

judgment on your part. However, the resulting completed grid can be a

significant aid to helping you prioritize tasks and avoid the common pitfall of

confusing urgency with importance.

Whilst many factors can change to make any one of your activities more or

less important, time is not one of them. An unimportant job remains

unimportant, even if the deadline for delivery is in an hour's time. As you

receive new tasks, you will revisit your grid, adding in the new task

appropriately. This may mean that the urgency or importance of another

task may be altered as a result of the new task.

Another method often used that requires less detailed an analysis of the

individual tasks is the ABC Analysis technique. When scheduling a task you

must decide which of the three categories it falls into. This simple method

does not consider tasks them in relation to each other.
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The guidelines of this method are:

• Aim to complete a few ‘Type A’ tasks each day.

• ‘Type B’ tasks should represent the majority of your day-to-day.

• Low-priority ‘Type C’ tasks should be fitted into your schedule,

as time allows.

This method of prioritizing your tasks will result in final category Tasks to

Discard and these tasks should be removed from your workload. It is good

practice to address different types of task at various times of the day rather

than working through all the A-tasks, followed by the B-tasks, then the C-

tasks. This will enable you to have periods of the day when you are

concentrating intensely, followed by periods where you can address less-

demanding tasks.

Nearly everybody is subject to performance fluctuations throughout the

working day. At certain times you will feel particularly energetic and alert,

whilst at others you feel tired. If you can tune in to your own daily cycles

then you will be able to plan the optimum times at which to tackle the

different types of task.
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Task is of high
importance,
with high
urgency
factor.

Must be done
today & to high
standard.

Action ASAP

High Importance Low Importance
Task is of low
importance,
with high
urgency factor.

These tasks
need to be
completed on
time.

ONLY spend
sufficient time
on them as not
important.
Don’t be
diverted

H
ig

h
U
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e
n

c
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Task is of high
importance,
but has low
urgency
factor.

By nature long-
term so need
to:

• Set target if
none exists.

• Break-up
into chunks
of work

L
o

w
U

rg
e
n

c
y

Task is both
low in
importance &
urgency.

Discard as
many of these
tasks as
possible
because they
cause great
harm to your
productivity.

Delegate if they
develop
another’s KSA’s.
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Successful Delegation checklist

The Successful Delegation checklist outlines the correct process you should

follow when delegating a task and reminds you of the three key principles of

effective delegation.

One of the most important management skills you can master is learning

how to delegate. As a specific skill, delegation is one that becomes

increasingly more important as you progress through levels of management

and will greatly increase your own productivity. There is no other skill that

will increase your productivity to the same degree as being able to delegate

successfully.

As a manager, you need to allocate as much time as possible to aiding the

development of your business or service. This requires focusing a

significant amount of your time on planning for the short-term and long-term

needs of your organization; a strategy that in theory sounds good, but will

undoubtedly in practice be replaced by any free time being overtaken with

everyday operational tasks and problems.

Thus, if you can successfully reduce the amount of time you spend

performing the latter through delegation the more time you will have to

dedicate to the growth and planning of your organization. By delegating the
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disruptive operational tasks to someone else who is equally capable of

performing this role your productivity will increase.

Indeed, a key aspect of delegating efficiently is to ensure that whilst your

time is organized more effectively, tasks must be allocated to suitable

people to minimize risks, and to ensure the optimum outcome. By following

three principles you will create opportunities to develop your team members

increasing their morale and motivation.

Principle of delegation by results expected

The degree of authority delegated to an individual manager should be

adequate to assure their ability to accomplish the results expected of them.

Without this level of authority, they will be unable to complete the task, as

others they need to interact with will hinder their progress due to lack of

‘real’ authority. It is essential that as part of the delegation process, you

communicate this devolved authority to all necessary parties.

Principle of absoluteness of responsibility

It is vital that delegation is not used as way of avoiding or abdicating

ultimate responsibility and ownership of tasks. Responsibility for the

activities of subordinates, who have been assigned duties, remains at

all times with whoever originally delegated the task.
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Principle of parity of authority and responsibility

The degree of authority that is delegated in conjunction with the task has to

be consistent with the level of responsibility and role of the subordinate.

As an initial step it is best to delegate:

1) Routine tasks.

2) Planned tasks.

3) Tasks that a team member has expressed an interest in performing.

For all of these, you should ensure that you have sufficient time within your

workload to brief and explain exactly what is required. You must be mindful

not to always delegate unpleasant tasks as this will not develop or

motivate your staff.

It is also important to understand when you should not delegate. You should

resist temptation to pass on tasks that have been delegated to you, as it is

crucial to be able to control issues that arise and ensure they are resolved

between you and the task owner.
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Delegation should also not be used as a strategy to handle last-minute

tasks. The nature of such a task does not provide sufficient time for you

to control the risks involved or to provide a sound brief.
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SUCCESSFUL DELEGATION CHECKLIST

This checklist outlines the correct process you should follow when delegating a task and
reminds you of the three key principles of effective delegation.

With any task that you delegate you must ensure that:

• Level of authority is adequate to allow the individual to delivery the expected result.
This must be communicated to all necessary parties.

• You retain ultimately responsible for and retain ownership of the task you have decided
to delegate.

• The level of authority that results from your choice to delegate a task must be
consistent with the level of responsibility and the role of the individual.

When delegating a task you need to follow the process and set the right environment.

THE PROCESS THE ENVIRONMENT

1. Right Person – chose someone who
has shown they possess the necessary
competencies and behaviors the task
requires, but will also develop them.

Full Responsibility
Means the member has sufficient
responsibility and is solely responsible for
task’s delivery.

2. Clear Goal – provide a clearly defined
brief containing all the data they need with
SMART goals. Ensure the person
understands what is required and
appreciates the tasks importance to the
organization.

Focus on Results
You need to focus on achieving the
desired result and not on how the task is
actually performed.
To develop the member they must work in
their own way.

3. Delegate ‘ALL’ – ensure the whole task
is given to a single team member. State
your reporting needs so you can monitor
their progress
Never split a task.

Full Resources
Make sure member has all information and
contact names required for the task.
Ensure that adequate resources & finance
are available.

4. Realistic Deadlines – clearly state the
deadline date and the reasoning for this
timeframe and any unknown factors so
that the member accepts the delegated
task.

Constructive Feedback
Use positive messages and use objective
language when you feedback to the
member. Work with them to resolve any
problems without placing the blame.

5. Regular Reviews – set these to
coincide with key points of the task so that
you can support and guide the task’s
progress. By carefully monitoring the task
you can avoid over-reporting.
Always conduct a Task Debrief at the end.

DO NOT take task back
When approached for help, use
questioning and objective language to help
develop the members ability to assess
problems and ascertain a workable
solution.

6. Give Credit – ensure that you give full
credit and thanks to the member for
successfully performing the task. Make
sure this is communicated at all
appropriate levels.

Provide Support
Clearly define at outset how you will
support member by your actions and time.
Ensure member knows they have your
FULL support.

RETAIN CONTROL WHEN DELEGATING THROUGH GOOD MONITORING & CONSTRUCTIVE FEEDBACK.
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Team Leadership Checklist

This Team Leadership checklist reminds you of the behaviors and attitudes

that you need to display in order to be a successful leader. Leadership can

be described as ‘a process of social influence in which one person can

enlist the aid and support of others in the accomplishment of a common

task’.

There are many different theories about leadership styles, which have in

turn produced different leadership models. The most important aspect of

being a leader is deciding how much freedom to give your team. Too

much, and they may not achieve their targets. Too little, and you will

restrict their personal development and job satisfaction.

There is no easy answer to this problem and the best course of action is

to consider each case on its merits with a clear appreciation of the risks

involved of giving too much autonomy.

There are four practical leadership styles are:

• Transactional Leadership

• Transformational Leadership

• Situational Leadership

• The Leadership Continuum
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You can learn about these in our ‘Team Leadership’ eBook which you can

download free from this website or by clicking the title.

The fact that there are such a variety of possible types of team makes it

impractical to generalize too much when discussing leadership styles. The

diagram below shows three key facets that will play a significant role in

defining your leadership style.

No matter which leadership style you prefer or the type of team you are

leading there are four key behaviors that you must demonstrate in order to

be seen as a credible leader – someone that people choose to follow.

1. Define success criteria

2. Lead by example

3. Value all contributions

4. Reward success

This checklist is something that you can use to help analyze your own

behavior in these four key areas. Each behavior has two or three key facets

associated with it. Spend a few minutes considering each area in turn and
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noting instances where you have (or maybe haven’t) displayed the

appropriate behaviors.

This exercise is designed to be confidential and you should be completely

honest with yourself when considering each behavior. It is very easy to

neglect to do some of the simple things that can make a big difference to

how your leadership is perceived by your team.
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TEAM LEADERSHIP CHECKLIST

BEHAVIORS THAT EMULATE SUCCESSFUL LEADERS IDENTIFY YOUR OWN INSTANCES OF THESE BEHAVIORS

Define success criteria

1. Define and communicate your team’s objective in a way

that is easily understood by everyone.

2. Allow everyone in the team the opportunity to contribute in

this process, regardless of their skill or expertise.

3. Ensure any success criteria are set at realistic levels, in

this way the whole team will be able to ‘buy into’ them.

Remember, success can only be achieved if the team knows
what it looks like.

Lead by example

1. You must exhibit the same professional behaviours to

everyone you interact with, whether they are in or outside

of your team.

2. Demonstrate the behaviours you expect from your team in

all your own interactions.

3. Ensure that you allocate time to communicate and monitor

your team informally

Contact time with your team will enable to more easily pick
up on underlying issues and resolve them before they
become serious.
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BEHAVIORS THAT EMULATE SUCCESSFUL LEADERS IDENTIFY YOUR OWN INSTANCES OF THESE BEHAVIORS

Value all contributions

1. Show that you value each member’s views of a situation

regardless of their role.

2. Ensure all views are heard and acknowledged by actively

listening during meetings or discussions.

3. By your example ensure viewpoints are well presented.

Avoid your team fragmenting by making certain everyone
feels involved and valued

Reward success

1. Recognize an individual’s or sub-teams contribution to the

project or objective, both to the individual, the team and

senior management.

2. Reward this achievement success as best you can within

your ability to make such decisions of this nature and your

organization’s culture.

It is key that any recognition you give is in proportion to the
achievement attained.
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Performance Improvement Checklist

This Performance Improvement checklist will help guide you through the

steps you need to take to address any underperformance from your team.

The most successful managers are those who can get the best out of their

team. This goes for any business.

Whether you are a sports coach, a sales team leader, a department

manager, or any type of front-of-line management, it is important to

understand how to get the best possible performance out of your team.

This is what separates successful managers from those who stay stuck at

the first level.

Managers who ge

who do not end u

position, or event

their team.

Both of these que

Unfortunately, the
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effective your tea
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What Makes One Team Perform Better Than Another?

There are a lot of answers to this question, and a lot of factors to take into

account when leading/managing a team. You need to think about a number

of different things, and coordinate a lot of loose ends correctly in order to

minimize waste and maximize efficiency. Your team needs to be properly

motivated and inspired, but this is best done when you hire the right people.

Building a successful team generally starts with hiring the right people for

the job. You need motivated, self-starting team members who are

passionate about what they are doing. If they do not have a passion for the

company, than you can help by motivating them and giving them a reason

to work hard, which can be accomplished if you make them BELIEVE in

what they are doing.

If they believe that they are doing something worthwhile, then they will be

much more likely to put their heart and soul into their job... which is exactly

what you need in order to have a team that actually gets results.

Your team also needs to be properly managed. They need the right

resources, they need to have the freedom necessary to use their creativity,

and they need to be placed correctly within the team so that their skills and

abilities are utilized to their fullest potential. They also need to be treated

fairly, and need to know that they are working towards something. If they

have a goal in mind and know that there will be rewards for meeting that
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goal, then they will be MUCH more likely to be motivated to do their very

best.

Where Do Values Come Into Play?

Creating a team that possesses character is very essential to success. But

where does this translate into better results for you as a manager? Well, if

you put together a team that cares about the greater good of the company

that they are working for, then they will be more likely to excel at whatever

they put effort into. Whatever they are doing, they will be more likely to do it

better if they, in the end, CARE about the company and whether or not it

moves in a positive direction.

Values and character are two things that are more difficult to instill within

employees, which is why it is SO important that managers make every effort

to hire the right people in the beginning. Team selection is one of the most

important parts of the process, and by surrounding yourself with good

people who will give 110% to keep the company (and the rest of the team)

headed in the right direction, you will realize that managing a winning team

that outperforms the competition is not going to be nearly as difficult.

Leading By Example

Of course, the absolute BEST policy, on the part of any manager, is to lead

by example. Don’t assume or believe that anyone on your team is going to

work harder or believe more in the company than you do! As a manager, it is

your job to take the lead and to inspire greatness within those underneath
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you. Leading by example is absolutely essential, but is one of the BIGGEST

downfalls of most managers. If you can successfully show your employees,

through your own example, what hard work and commitment look like, than

inspiring them to embody the same character and outlook will become

easier and easier.
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PERFORMANCE IMPROVEMENT CHECKLIST

This checklist will help guide you through the steps you need to take to address any
underperformance from your team.

Remember this will not happen over-night it takes time to re-establish good working
relations within your team.

YOUR BEHAVIORS

Communications

One of the most important aspects of any team is how it
communicates. This is between its members and with those
outside of the team.

Communications must be two-way, open and honest.

When communicating with your team you must:
• Be specific and detailed when making a request.
• Use the appropriate level and content of language.
• Check for understanding.
• Sum up goals in a way team can buy into.

Goals

When defining the goals of the team and its members you
must:
• Clearly state the objectives you wish to achieve.
• State the priorities assigned to different tasks.
• Set each member and the team SMART goals that are

motivating.
• Through the appraisal process ensure that you develop

each individual through a mixture of Coaching, Mentoring
and Training.

Rapport

You can only establish a good working rapport with your team
members if you:
• Have open and honest communications.
• Gain the trust of each member of the team.
• Restore the self-esteem of your members.

Lead by Example

Show your team the KSA’s (Knowledge, Skills & Attitudes)
and behaviors you require from them by:
• Supporting and helping members resolve issues.
• Avoid blame to solve problems
• Your interactions with other team members
• Your attitude & Interactions with those outside of the team

and organization.
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STEPS REQUIRED TO ADDRESS POOR PERFORMANCE

1. Know your team’s
history

Look at previous appraisal forms to:
• Gain an appreciation of each members performance and

their KSA’s
• Ascertain each person’s development plan.
• What training an individual has received and how its

been used in their role, if at all.
• Level of coaching and mentoring that has been offered to

each team member.
• Personally talk and make you own assessment of each

individual, comparing this to what has been documented.

2. Get to know each
individual

Through open and honest communications with each team
member make your own assessment of their level of:
• Self esteem.
• Satisfaction.
• Motivation.
• Aspirations.

3. Build rapport &
trust through
Appraisal process

Rebuilding the rapport with management takes time and
consistency. To attain this you need to conduct:
• 360° evaluations for each team member at different

levels appropriate to your team’s role:
• By team itself,
• Others within organization interact with,
• Outside contacts the team members have dealings

with.
• Appraisals for each person.
• Set SMART goals to motivate members
• Offer real coaching and mentoring to develop individuals
• Use delegation to develop members KSA’s with your

support
• Agree & deliver training to develop each person’s KSA’s

4. Reward good
performance

Ensure an individual receives the recognition that was
outlined at the start of a task once completed successfully.

You need acknowledge this:
• Personally
• Within the team
• Rest of organization
• Where appropriate externally

Reward good performance within the constraints of your role
& that culture of the organization
• Informal – e.g. cakes for team
• Formal – bonus, meal on expenses, time off in lieu etc.

Performance improves as trust and self-esteem are restored within the team.
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Questioning Technique Checklist

This checklist gives you five reasons to focus on developing your

questioning technique. It also explores the different types of questions you

can use during your communications highlighting the most effective way

to use each one.

Communication is an essential skill for any management professional and

effectively use questions plays a significant role in this success. This

checklist gives you five reasons to focus on developing your questioning

technique. It also explores the different types of questions you can use

during your communications highlighting the most effective way to use each

one.

Every communication you have must have a clear and precise objective

without this confusion and misunderstandings will occur. For your

questioning technique to be effective you must actively listen to the

exchange and remove all distractions from the conversation.

A deceptively simple concept called active listening can really help you to

improve your communication skills. It was originally developed in the context

of therapeutic interviews, but its principles can be applied to workplace

communications.

Listening is the most fundamental component of interpersonal

communication skills and is an active process in which a conscious decision

is made to listen to and understand the messages of the speaker. As a

34  www.free-management-ebooks.com

http://www.free-management-ebooks.com/


TOP 10 TEMPLATES & CHECKLISTS 35

listener, you should remain neutral and non-judgmental; this means trying

not to take sides or form opinions, especially early in the conversation.

Active listening is concerned with improving your ability to understand

exactly what the other party means when speaking to you. This is not as

straightforward as it sounds because active listening involves listening for

meaning (specifically, the meaning perceived by the other party), not just

listening to the words they use and accepting them at face value.

It also requires patience because people need time to explore their own

thoughts and feelings before putting them into words. This means that short

periods of silence should be accepted and you need to resist the temptation

to jump in with questions or comments every time the speaker pauses.

Asking ‘searching’ questions plays a significant role in your ability to draw

out the information that demonstrates your message has been clearly

understood and will be acted on appropriately. There are five reasons why

developing your questions skills will promote your career aspirations.

• You have been understood as you intended.

• Your attention is 100% focused on the exchange.

• You are actively listening throughout the communication.

• You gain the appropriate commitment from the other party.
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∞ Issues associated with your communication objective are

fully explored.

Whether you need to clarify understanding, gain commitment or to

overcome objections learning which type of question will best achieve your

aim is essential for a successful manager. There are seven different types

of questioning techniques shown in the diagram below that you can use to

ensure you communicate successfully.

As you become more familiar with how and when to use the different style of

questions your communication skills will enable you need to achieve your

goals more easily. It is important that the type of question you use reflects

the circumstances of the conversation. Your skill in this area will increase

with practice and your willingness to reflect on how well your questioning

technique achieved the aim of your communication.
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QUESTIONING TECHNIQUE CHECKLIST

Communication is an essential skill for any management professional and effectively use

questions plays a significant role in this success. This checklist gives you five reasons to

focus on developing your questioning technique. It also explores the different types of

questions you can use during your communications highlighting the most effective way to

use each one.

Every communication you have must have a clear and precise objective without this

confusion and misunderstandings will occur. For your questioning technique to be effective

you must actively listen to the exchange and remove all distractions from the conversation.

By developing your skill in asking ‘searching’ questions you will be able to draw out the

information that demonstrates your message has been clearly understood and will be acted

on appropriately.

Developing your Questioning Technique

All communication is a two-way process and a critical part of that exchange is the ability to

clarify that you have been understood in the way you intended. Using questions is one of the

most effective ways to achieve this.

There are five reasons why developing your questions skills will promote your career

aspirations. They are that

1. You have been understood as you intended.

2. Your attention is 100% focused on the exchange.

3. You are actively listening throughout the communication.

4. You gain the appropriate commitment from the other party.

5. Issues associated with your communication objective are fully explored.

Whether you need to clarify understanding, gain commitment or to overcome objections

learning which type of question will best achieve your aim is essential for a successful

manager.
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Questioning Techniques

There are seven different types of questioning techniques that you can use to ensure you

communicate successfully. The best situation for each technique is described below and

includes a few examples of each question type.

As you become more familiar with how and when to use the different style of questions your

communication skills will enable you need to achieve your goals more easily. It is important

that the type of question you use reflects the circumstances of the conversation.

Your skill in this area will increase with practice and your willingness to reflect on how well

your questioning technique achieved the aim of your communication. Your reflection does

not need to be complex, simply ask yourself the five statements below.

1) Define what you want to attain from the conversation - Information, Intelligence or

Action?

2) Decide the most efficient way to achieve this - Enquiry, Probing or Directing?

3) Adapt verbal and non-verbal signals to suit each questioning technique used.

4) Be flexible actively listen to responses and respond accordingly to ensure your aim is

attained.

5) With hindsight would you change anything?

The answers you get will ensure you portray the appropriate behaviour and develop a strong

questioning competency.

Open Questions

This style of question usually begins with why, what, where, which and how. They are most

effective once a conversation is established and are frequently used to gather the

information needed to attain your aim.

You should not appear judgemental, nor give the impression you are expecting a particular

reply! For example:

‘How helpful was that procedure?’

‘What did you do to resolve the problem?’

‘Why did you react to the customer’s concerns in that way?’
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Closed questions

These are questions that require a ‘Yes’ or ‘No’ answer. They are useful in drawing an issue

to a conclusion and controlling conversations so that pertinent information is exchanged

rather than personal views.

Too many closed questions will affect the flow and rapport, but in some instances an

affirmative or negative answer helps summarize what has been discussed. For example:

‘Where you aware that procedure had not been followed?’

‘Was the customer happy with this result?’

‘Did you know of this situation before?’

Probing questions

This technique is extremely useful in drawing out additional information and clarifying your

understanding is correct of what you have heard. It is very effective in uncovering details

that otherwise would have been overlooked or considered irrelevant.

It is important that your body language is perceived as supportive or neutral. If not, the

exchange could come across as an interrogation rather than a discussion. For example:

‘What would you have done differently?’

‘Could you be more specific?’

‘Who is involved in this situation?’

‘Why do you think that?’

‘How would someone outside the organization describe this situation?’

‘What are your concerns?’

Leading questions

This type of question is best used in situations where you need to influence people’s

thinking or want to draw out a certain answer from someone. They are especially useful in

training situations where you can guide an individual to see the importance of performing a

task in a set way. For example:

‘Do you think it would have been better to…?’

‘Shouldn’t we have done this instead?’

Be careful not to over use this technique as it can undermine your ability to empathize and

build rapport.
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Reflective questions

When you need to review a situation asking questions that enable an individual to reflect on

how things could have been done differently is extremely useful. Reflective questions allow

manager’s to ask why an individual felt or acted a certain way without having to express an

interpretation of the event.

Also by using exactly the same words in your question that you just heard gives the other

person the opportunity to explore their knowledge of the situation. For example:

‘You describe the situation as ‘making you annoyed’ why is that?’

‘‘When you describe the other team ‘as being disparaging’ what do you mean?’

Hypothetical questions

Management are often faced with situations where they need to gauge how others in their

team might act or think. Using the technique of asking a hypothetical question is an

excellent way to discern this.

This sort of question offers individuals the opportunity to speculate and think about

alternative ways to conduct a task. It also encourages people to propose new approaches or

ideas to resolve an issue. For example:

‘If you had no constraints how would you approach…?’

‘Have you thought about what would happen if…?’

Paraphrasing questions

Another useful technique managers can use to check their understanding of what has been

described or said to them is paraphrasing. This skill is especially useful when needing to

draw an agenda item to a close and bring everyone’s focus back to the purpose of the

meeting.

This is where you rephrase what has just been said to you in such away that you are able to

check you comprehension of the problem is correct. For example:

‘So, by receiving the statistics from the IT department on the day you asked for them

you would be able to meet your deadline. Is that correct?’

‘The cause of each defect is due to the quality of goods supplied by X and if they meet

the service level agreement the defects would disappear? Can you confirm this would

be the case?
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Meeting Minutes Template

This meeting minutes template provides you with a structured means to

record all essential discussion details and findings that have taken place

during your meeting. They form a vital part of communications in an

organization and ensure that all interested parties are aware of their

own and others’ responsibilities and timescales.

These notes can take many forms: they may be formal meeting minutes, or

an email sent as confirmation of a conversation you and your colleagues

have had in connection with a project or activity. For such notes to help you

be effective they must be an accurate record of the main points discussed

and detail any resulting actions, along with the person or persons

responsible for them. Minutes should not be a transcript of everything that

was said at the meeting.

They often have

General Meetin

intended to con

items that shou

presenters, key
Define a list of
actions with

responsibilities

Meeting
Minutes

act as

An accurate
(sometimes

legal) record of
the event

a legal role to play in organizations, for example, Annual

gs and in the operational management of contracts While not

tain the complete details of an event, there are a number of

ld be included. Essentially, these will include the name of

topics covered, and a list of attendees. For a complete
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description of what should be covered, check out our free e-book on

meeting minutes.

As a manager you are likely to spend a significant part of your week in

meetings and you can’t afford for the time and effort you invest to be

unproductive or wasteful. A recent Management Today survey found that

the average office worker spent nearly half of their 38-hour week in

meetings and they said at least a quarter of that time was a complete waste

of their time!

So your first responsibility is to make sure that each meeting you call or

attend has a clear purpose with an agenda. Your agenda suggests the

outline for the meeting minutes and to some extent predicts the results of

the meeting. An agenda should be short, timed, simple, and clear.

Whilst meeting minutes are not intended to contain the complete details of

an event, there are a number of items that should be included. Essentially,

these will include the name of presenters, key topics covered, a list of

attendees and related responses or decisions regarding the issues

discussed.

Minutes perform several other roles:

• Establish accountability and provides a method of

tracking actions.

• Verify whether or not a person was given a piece of information.

• Enables managers to track performance of individuals.

• Provides a historical record of agreements and acts as a central

reference point.
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MEETING MINUTES FOR

Meeting Objective: Date:
Location:
Timings:

Apologies or Replacement Attendees (with titles) Location:

Previous Minutes:
Amends or Corrections:

Approval of previous minutes:
Yes / No

Announcements: Made by:

New handouts or briefing documents: Brought by:

Next Meeting Details

Title:

Objective:

Date:

Time:

Location:



Meeting Minutes Continuation Page
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Date: Meeting:

Details
Responsibility
& Timescale
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Communication Style checklist

This Communication Style checklist will help you to identify your own

preferred communication style so that you come across with confidence and

empathy. The ability to communicate is an essential life skill and everyone

has their own style that they naturally adapt and develop to suit the different

environments they operate in. Our need to educate, inform, persuade or

entertain drives our communications.

Each person’s communication style is a unique combination of their own

innate skills and those learnt both formally and through experience. What

makes some people better than others at communicating is their ability to

adapt their style to suit the message, environment, and exchange.

Whilst individuals may favor a particular way of communicating, they can

alter their behavior to other communication styles if necessary to suit a

particular situation. This flexibility helps them to come across as

knowledgeable, confident, and empathetic. The more you are able to adapt

your style to suit the situation and environment the more effective your

communications will be.

Even if you are a naturally good communicator, there are always

opportunities and ways to enhance your communication skills.

Individuals who are good communicators find it easy to develop empathy

and trust with others. These people adapt their style of communication to

suit the audience and situation they are presented with.
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One of the most effective ways to develop and enhance your

communication skills is to actively seek new opportunities that test your

ability to adapt and push the boundaries of your usual style. The more you

communicate in a wide variety of situations the greater your ability to deal

with any communications environments regardless of the context or

circumstances.

Communication is a complex two-way process that can involve several

iterations before mutual understanding is achieved. Communication is a

combination of words, symbols, pictures, graphics, voice, tone, facial

expressions, clothing, and body language. By understanding how to use

these elements effectively you can improve the way you communicate

and achieve the best outcome for any situation.

There are four communication styles each with its own characteristics

as shown in the diagram. When an individual uses a combination of all

four depending on the circumstances this style is referred to as a

‘Combiner’. Knowing your preferred style enables you to appreciate:
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Firstly, how others might perceive you in an exchange.

Secondly, you will be able to identify the same attributes in those

you communicate with.

This checklist will help you to identify your own preferred communication

style so that you come across knowledgably, with confidence and empathy.

To find out whether or not you favor a particular way of communicating read

the statements and highlight those which best describe how you like to

behave when communicating if there where no other aspects to consider and

address. Be honest with yourself so that you get a true picture of your style.

It is only by knowing how you really communicate that you will be able to

develop your communication skills to suit any situation you encounter.
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COMMUNICATIONS STYLE CHECKLIST

This checklist will help you to identify your own preferred communication style so that you come across knowledgably, with confidence

and empathy. The ability to communicate is an essential life skill and everyone has their own style that they naturally adapt and

develop to suit the different environments they operate in. Our need to educate, inform, persuade or entertain drives our

communications.

There are four basic communication styles that can be described by the way you act in the majority of your communications. Do you

need to:

• Take a very active role in the communications.

• Connect and empathize with others.

• Have time to think and respond.

• Follow a logical path.

• Use a combination of the four.

To find out whether or not you favour a particular way of communicating read the following statements and highlight those which best

describe how you like to behave when communicating if there where no other aspects to consider and address.

Be honest with yourself so that you get a true picture of your style. It is only by knowing who you really communicate that you will be

able to develop your communication skills to suit any situation you encounter.
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ACTIVE

When I’m talking I tend to miss others reactions because I’m so
involved.
I can express myself clearly.
I interrupt a speaker if I disagree with what they are saying.
I am happy to select a topic and pace for a discussion.
I tend to talk more than I listen.
I’m happy to talk or discuss a topic whilst doing something else.
Talking about a topic is preferable to thinking about it.
If my interest is not engaged I will try to end or divert the discussion
I make sure my views are heard even if it means interrupting.
I find my attention drifting if I get bored

LOGICAL

I prefer to anticipate or deal with potential areas of confusion or conflict
up front.
My written communications get straight to the point.
When I’m interrupted I lose my train of thought and find it hard to regain
my flow.
I do not like it when discussions stray from the point.
When things are written down I am happiest.
I take time to select the best way to communicate my message – face-to-
face, call, memo, email etc.
I am happiest when meetings follow a timed agenda.
I like to have ‘to do’ lists so I can cross things off as they’re done.
Conflict in the work place is natural and I deal with it constructively.

CONNECTIVE

Shifting off topic does not bother me.
I frequently repeat statements to check my understanding is correct.
I am aware and watch others body language when talking.
I recognize if I am not being understood.
I seek others to contribute by asking relevant questions.
I am happy to listen to others rather than have to talk.
I am watch others and alter my pace or language, for example, to
ensure they understand what I’m saying.
I can easily appreciate another’s viewpoint.
I will write several drafts when communicating important or sensitive
information.

THINKING

I consider the best way to present my views so others are receptive.
I prefer to focus on facts and information.
I express my viewpoint and ideas using charts and diagrams.
I like to be in control of my gestures and posture.
I take care to select the right words or phrases.
I like to receive information that helps me to create or find a resolution.
I find it difficult to know how best to deal with people when they become
emotional.
If I don’t understand I prefer figure it out later rather than speak up.
I find it hard to express in words my feelings and thoughts.

The section that you have most highlights in shows your preferred method of communication.

Active / Connective / Thinking / Logical / COMBINER - If you have a similar number of highlights in each section.

The more you are able to adapt your style to suit the situation and environment the more effective your communications will be.

Your next step to develop and enhance your communication skills is to actively seek new opportunities that test your ability to adapt.
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Other Free Resources

The Free Management eBooks website offers you over 100 free resources

for your own professional development. Our eBooks, Checklists, and

Templates are designed to help you with the management issues you face

every day. They can be downloaded in PDF, Kindle, ePub, or Doc formats

for use on your iPhone, iPad, laptop or desktop.

eBooks – Our free management eBooks cover everything from accounting

principles to business strategy. Each one has been written to provide you

with the practical skills you need to succeed as a management professional.

Templates – Most of the day-to-day management tasks you need to do

have already been done by others many times in the past. Our management

templates will save you from wasting your valuable time re-inventing the

wheel.

Checklists – When you are working under pressure or doing a task for the

first time, it is easy to overlook something or forget to ask a key question.

These management checklists will help you to break down complex

management tasks into small controllable steps.

FME Newsletter – Subscribe to our free monthly newsletter and stay up to

date with the latest professional development resources we add every

month.

Social Media - Share our free management resources with your friends and

colleagues by following us on LinkedIn, Facebook, Twitter, Google+, and

RSS.

Visit www.free-management-ebooks.com
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