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uccess alone is insufficient if

the results of your consult-

ing efforts are not effectively
communicated. The challenge has
become to integrate, maintain, and
zero in on programs that demon-
strate results. Overlapping strate-
gies, duplicative task forces, in-
creased costs, and long implemen-
tation time frames have left many
executives suspicious about the
true results that service improve-
ments can achieve. Consequently,
many efforts are discontinued, in-
appropriately merged, or seg-
mented away to remote locations
of the organization.

Many of these discontinued ef-
forts, however, are successful. Why
don’t they expand? Because they
die due to key managers failing to
analyze, plan, and communicate re-
sults effectively. Service delivery im-
provement efforts need the right
publicity—tailored to pre-deter-
mined objectives and themes, and
prepared and presented to appro-
priate audiences.

Pre-planning

Before deciding on a communica-
tions approach, you must set aside
time for pre-planning. Ask yourself
three critical questions:

What is the anticipated out
come of the presentation?
Depending on your audience your

answer may be to:
* Establish channels of commu-
nication about the program with
other departments.
* Justify staff involvement and
time.
* Build a “critical mass” of sup-
port.
* Establish the program as an on-
going, formal process in the com-
pany.

Why am I presenting this in-

formation?
Your purpose may be to:
* Inform or instruct.
* Promote or “sell” productivity
and quality.
e Attract interest.
* Inspire or initiate action.
* Evaluate, interpret, or clarify.

* Set the stage for further action.
* Gather ideas and explore alter-
natives.

Which principal factors most

interest my audience?

As a general rule, you will probably
find groups concerned about:

* Reducing costs of services.

* Improving quality and delivery.
* Shortening schedules to support
the customer base.

* Increasing performance of con-
sulting.

* Improving effectiveness of mar-
keting.

* Enhancing quality of work life.
* Increasing participation in cli-
ent decisions.

* Improving service flow.

*  Developing and tracking service
measures.

* Enhancing individual and
group ability to execute.

Your answers should point you
in the right direction. It is impor-
tant, however, for you to develop
your own list of questions and to
tailor your message to the factors

October 2000 AFSM International 87



Professional Services

and priorities unique to your own
environment.

Eight Approaches
After pre-planning is complete and
you have analyzed the program’s re-
sults, consider these eight ap-
proaches to communicate results.
Descriptive Approach. Answer
questions about the productiv-
ity improvement program such as
“What is it?”, “What does it do?”,
and “How does it do it?” This ap-
proach is most effective when pre-
senting a proposal for a new un-
dertaking based on the success of a
previous effort.
Critical-Events Approach.
This approach focuses on the
tasks and processes that affected the
program. The emphasis in this ap-
proach is on answering such ques-
tions as “What happened?”, “Why
did it happen?”, and “So what?” A
critical-events approach is most ef-
fective when some dramatic im-
provement occurred as a result of a
services improvement effort.
Status Approach. This ap-
proach highlights what was
planned, what was accomplished,
and what will happen next. Its pur-
pose is to present a program up-
date. It is useful in sustaining mo-
mentum, documenting past suc-
cesses, and getting buy-in for a
program’s continuation.
Analytical-Scientific Ap-
proach. This approach is best

utilized when management has
identified a specific problem from
the beginning of the process. Your
purpose in using this approach is
to communicate how the produc-
tivity improvement program is
addressing or has overcome that
problem.

Needs-Satisfaction Approach.

If one particular method for ser-
vice improvement has been selected
over another, a needs-satisfaction
approach can be useful in demon-
strating why that method was cho-
sen. Using this approach, you ac-
knowledge the validity of other
methods, thereby establishing that
a comprehensive, thoughtful analy-
sis took place.

Reflective Approach. This ap-

proach is simply the old mili-
tary adage, “Tell them what you are
going to tell them; tell them; then
explain what you’ve told them.”
This is a general, catch-all approach
to communicating your service re-
sults. It is adaptable for any audi-
ence and can take the form of a re-
port or an update.

Human Interest-Affective Ap-

proach. This approach utilizes
testimonials from individuals who
have experienced the services im-
provement process. Both first- and
third-person accounts of changes
and results are effective. The human
interest-affective approach to com-
munication is also an important
recognition tool.

Total Evaluation Approach
(TEA). The TEA approach is
the most complete and detailed
method of communicating the re-
sults of consulting efforts. It is gen-
erally used at the completion of a
project or at the end of a particular
phase of a project. Generally, a to-
tal evaluation includes combina-
tions of all the approaches men-
tioned above. There are seven use-
ful sections in the TEA approach:
*  Summary.
* Background information.
* Description of the evaluation
process.
* List of results.
* Discussion of the results.
* Cost-and-benefit analysis.
* Set of conclusions and recom-
mendations.

Conclusion

Your communication strategy and
approach can mean the difference
between stagnation or proliferation
of your service improvement pro-
gram. Success breeds success, so ac-
cept the challenge and communi-
cate effectively the results of your
efforts in maximizing your services
and solutions. ¥
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