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Establishing Goals in Communicating Negative News

Delivering bad news is not the happiest writing task you may have, but it can be
gratifying if you do i1t effectively. As a business communicator working with bad
news, you will have many goals, the most important of which are these:

Explaining clearly and completely. Your message should be so clear that the
receiver understands and, we hope, accepts the bad news. The receiver should
not have to call or write to clarify the message.

Projecting a professional image. You will strive to project a professional and
positive image of you and your organization. Even when irate customers use a
threatening tone or overstate their claims, you must use polite language, control
your emotions, and respond with clear explanations of why a negative message
was necessary.

Conveying empathy and sensitivity. Negative news i1s better accepted 1if it is
delivered sensitively. Use language that respects the receiver and attempts to
reduce bad feelings. Accepting blame, when appropriate, and apologizing goes
far in smoothing over negative messages. But avoid creating legal lability or
responsibility for you or your organization.

Being fair. Show that the situation or decision was fair, impartial, and rational.
Receivers are far more likely to accept negative news if they feel they were
treated fairly.

Maintaining friendly relations. Make an effort to include statements that show
your desire to continue pleasant relations with the receiver. As you learned in
Chapter 6 in writing adjustment messages, one of your goals is to regain the

confidence of customers.



Examining Negative News Strategies

When to Use the Direct Strategy. Many bad-news letters are best organized
indirectly, beginning with a buffer and reasons. However, the direct strategy, with
the negative news first, may be more effective in situations such as the following:

* When the bad news is not damaging. If the bad news i1s insignificant (such as a
small increase in cost) and doesn’t personally affect the receiver, then the direct
strategy certainly makes sense.

* When the receiver may overlook the bad news. Changes in service, new policy

requirements, legal announcements—these critical messages may require bold-
ness to ensure attention.



When to Use the Indirect Strategy. Many communicators prefer to use the
indirect strategy to present negative news, especially to customers. Not surpris-
ingly, good news can be revealed quickly, but negative news i1s generally easier to
accept when broken gradually. Here are instances in which the indirect strategy
works well:

* When the bad news is personally upsetting. If the negative news involves the
receiver personally, such as a layoff notice, the indirect strategy makes sense.
Telling an employee that he or she no longer has a job 1s probably best done in
person and by starting indirectly and giving reasons first. When a company has
made a mistake that inconveniences or disadvantages a customer, the indirect
strategy makes sense.

* When the bad news will provoke a hostile reaction. When your message will irri-
tate or infuriate the recipient, the indirect method may be best. It begins with a
buffer and reasons, thus encouraging the reader to finish reading or hearing the
message. A blunt announcement may make the receiver stop reading.

* When the bad news threatens the customer relationship. If the negative mes-
sage may damage a customer relationship, the indirect strategy may help sal-
vage the customer bond. Beginning slowly and presenting reasons that explain
what happened can be more helpful than directly announcing bad news or
failing to adequately explain the reasons.

* When the bad news is unexpected. Readers who are totally surprised by bad
news tend to have a more negative reaction than those who expected it. If a
company suddenly closes an office or a plant and employees had no inkling
of the closure, that bad news would be better received if it were revealed cau-
tiously with reasons first.



Four-Part Indirect Strategy for Bad News
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Buffer. Introduce the message with a neutral statement that makes the reader
continue reading.

Reasons. Explain why the bad news was necessary and that the matter was
taken seriously.

Bad news. Provide a clear but understated announcement of the bad news that
might include an alternative or a compromise.

Closing. End with a warm, forward-looking statement that might mention

good wishes, gifts, or a sales promotion.



_ Delivering Bad News Sensitively
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WRITING PLAN FOR REFUSING TYPICAL REQUESTS AND CLAIMS

Buffer: Start with a neutral statement on which both reader and writer can agree,
such as a compliment, appreciation, a quick review of the facts, or an apology. Try
to include a key idea or word that acts as a transition to the reasons.

Reasons: Present valid reasons for the refusal, avoiding words that create a nega-
tive tone.

Bad news: Soften the blow by de-emphasizing the bad news, using the passive
voice, accentuating the positive, or implying a refusal. Suggest a compromise,
alternative, or substitute, if possible. The alternative may be part of the bad-news
section or part of the closing.

Closing: Renew good feelings with a positive statement. Avoid referring to the bad
news. Include resale or sales promotion material, if appropriate. Look forward to
continued business.
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FIGURE 7.3 Refusing Donation Request
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May 18, 201x

Ms. Sierra Robinson
Executive Dizector
Outreach Children’s Charity
3501 Beale Street

Memphis, TN 36110

Dear Ms. Robinson:

We appreciate your letter describing the care and support the Helping Hand
Children's Charity gives to disadvantaged, physically challenged, sick, and needy

children around the world. Your organization is to be commended for its significant ~
achievements and outstanding projects such as the Sunshine Coach program, which
provides passenger vans to worthy children's organizations around the globe.

Supporting the good work and worthwhile projects of your organization and others,
although unrelated to our bun’nm.isaluxmzm have enjoyed in past years.

Because of sales declines and organizational . we are forced to take a ~

muchbudcxlookat!unqu:mbthdmmmthuycu%bdtbﬂ
must focus our charitable con ions on arcas that relate directly to our business.

We are hopetul that the worst days are behind us and that we will be able to renew
our support for good work and worthwhile projects like yours next year.

Sincerely,
e

Vice President
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FIGURE 7.4 Denying a Claim
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Mazch 23, 201x

M:. Charles Mauppin
4290 Emerald Road
Greenwood, SC 20648

Dear M:. Mauppin:

The Cyborg Alpha home theater speaker system that you purchased last month
includes premier concert hall speakers. They are the only ones we present in oure

catalog because they are the best. You're right, M:z. Mauppin. We do take pride in
selling the finest surround sound speakers at rock-bottom prices.

We have such confidence in our products and prices that we olffer the pricesmatching.
policy you mention in your letter of March 15. That policy guarantees a refund of the
price difference if you see one of your purchases offered at a lower price for 30 days
after your purchase. To qualily for that refund, customers are asked to send us an

advertisement or verifiable proof of the product price and model. As our catalog
states, this price-matching policy applies only to exact models with USA warranties.

The Cybotg Alpha speaker set sells ior $999.95. You sent us a local advertisement

showing a price of $899.95 for Cyborg speakers. This advertisement, howeves,
describes an earlier version, the Cyborg Type | set. The set you received has a

wider dynamic range and smoother {requency response than the Cyborg Type | set. »
Natumlly the improved model you purchased costs a little more than the older
lmochszWbanamthmhambuba.modnhtwmmdly
es harmonic distortion. Finally, your speakers are 20 percent more compact

thanthcl’ypolm
You bought the finest compact speakers on the market, Mr. Mauppin. If you haven't

—— Implied refusal

installed them yet, you may be interested in ceiling mounts, shown in the enclosed »

catalog on page 48. For the most up-to-date prices and :odudmbtmnon.phm
see our online catalog at our prizeswinning Web site at We

value your business and invite your continued comparison shopping.

Sincerely,

- Positive closing




FIGURE 7.6 Refusing an Internal Request

Announces the bad news
100 Quickly and painfully

This @ 1o let you know that attending that conlereace in October, Don, is out of the guestiocn.

Pechaps you didn't remember that budget planring meetings are scheduled foe that maonth. Gives reasons. but includes a

potentially dangerous statement
We really need your sxpertise 10 help keep the updating of ow lelecommurucatioos netweck an about the “shaky” system
schedule Without you, the entire system—which is shaky af best—might lall apart I'm wally
20ty 10 have 1o seduse your request 10 attund e conlemence. | know this @ small thanks lo: Overemphasizes the
the line work you have dooe foc us. Please accept our humble apologies. ““”

In the spring I'm swe your work schedule will be lighter, and we can wissse you 10 attend &
conjerence at thal time.

The entue Masagement Council and | are pleased with the sxcepticcal leadecship you have

provided in setling up video lransmaxon 10 cur regonal officea. Because of your genuine
peoieamional cocumitment, Don, | can understand your desite 1o altend the conlerecce of the

bm;m'r Telecommmunication Specialists of America rom October 23-27 in Phoenix.
The last two weeks in October have besa set axide lor budget planning. As you and | know,
Reasons: Explains why we bave only scratched the surface of our teleconfetencing peopects ot the next Sve yeazs.
— refusal is nocessary Because you are the specialist and we rely heavily co your expertise, we need you hemw foe

thewe planning sessicnx.

:&onma&h.“cnﬂamh-mnmmd!umm&m
try %0 send you then. You are owr mosl valuable team member, Doa, and we ate grateful

loe the quality laderslup you peovide 1o the entue Inlormation Systems team.
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WRITING PLAN FOR ANNOUNCING NEGATIVENEWS TO EMPLOYEES

* Buffer: Start with a neutral or positive statement that transitions to the reasons for
the bad news. Consider opening with the best news, a compliment, appreciation,
agreement, or solid facts. Show understanding.

* Reasons: Explain the logic behind the bad news. Provide a rational explanation
using positive words and displaying empathy. If possible, mention reader benefits.

* Bad News: Position the bad news so that it does not stand out. Be positive, but
don’t sugarcoat the bad news. Use objective language.

* Closing: Provide information about an alternative, if one exists. If appropriate,
describe what will happen next. Look forward positively.







REFLEKSI

* Informasi penting hari ini

* Manfaat penting dari informasi penting hari ini

* Tindak lanjut yang dapat saudara lakukan



Thank You! ©

Any Questions?





