NEGATIVE NEWS
THE INDIRECT STRATEGY
· Strategy negative messages require special attention to content, structure, context and tone
· The objective is to preserve goodwill and ensure the recipient finishes reading the message and accepts the news without feeling bitter or hostile

PRIMARY GOALS
· Clarity: delivers the news clearly, briefly respectfully – and only once
· Acceptance: help readers accept the bad news by showing fairness and logic of the decision explaining when possible
· Positive image: maintain and build good will – toward reader and writer
· Protection: protect yourself and your organization from legal liability

THE INDIRECT STRATEGY
Use the indirect strategy when:
· You don’t know the reader well
· The bad news is unexpected
· You anticipate a strong, negative reaction

THE INDIRECT APPROACH – TO PREPARE THE READER
· Buffer: neutral but meaningful statement that doesn’t mention the bad news
· Reasons: gives an explanation before disclosing the bad news
· Bad news: a clear, but understated announcement of the news strategically positioned in the body of the communication
· Close: personalized, forward-looking, pleasant statement

AVOIDING THREE CAUSES OF LEGAL PROBLEMS:
1. Avoiding language
2. Careless language
3. The good-guy syndrome

THE INDIRECT APPROACH
BUFFERING THE OPENING:
· Begin with a neutral but meaningful statement that makes the reader continue reading
· Buffer should be relevant and concise and provide a natural transition to the explanation that follows

SOME OPENING POSSIBILITIES
· Best news: start with the part of the message that represents the best news
· Compliment/appreciation
· Agreement: make a relevant statement with which you can both agree
· Facts: provide objective information introducing the bad news
· Understanding: express understanding and concerns
· Apology: if necessary, do it briefly, early and sincerely
PRESENTING THE REASONS:
· Without sound reasons, your explanation will fail, no matter how cleverly it is organized or written
· When evaluating your explanation, ask yourself whether a “reasonable” person would accept this
· Be cautious in explaining: if the reasons are not confidential and will not create legal liability, be specific
· Cite reader or other benefits if plausible: readers are more accepting of bad news if they, someone else, or a worthwhile cause benefits
· Explain the company policy
· Show that the matter was treated seriously and fairly

CUSHIONING THE BAD NEWS:
· Instead of spotlighting it, sandwich the bad news between other sentences among your reasons
· Don’t let the news begin or end a paragraph
· Consider putting the negative news in a subordinate clause (begins with words like: although, because, since, if…)
· Depersonalize the bad news by using the passive voice. Whereas the active voice focuses attention on a person, the passive voice highlights the action
· Where feasible, suggest a compromise or an alternative
· Don’t dwell on the bad news
CLOSING PLEASANTLY:
· The closing is the last chance to repair goodwill and normalize relationships so that business can continue
· After announcing the bad news, close the message with a pleasant statement that promotes goodwill (and don’t refer to the bad news again)
· Don’t repeat the bad news, remind the reader of past problems or hint at future difficulty
· Don’t apologize for having to say no, especially at the end of your message (and especially for minor errors)
· Don’t invite further contact

THE DIRECT STRATEGY
· Some readers prefer directness. Some situations, and some messages, demand it
· The direct, up-front approach gives the impression of no-nonsense decisiveness. Tone must be considered carefully so that the message conveys respect and courtesy
USE THE DIRECT STRATEGY WHEN:
· You know the reader well
· When the reader may overlook the bad news
· When organization policy suggest directness
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USE THE DIRECT STRATEGY:
1. Begin with a simple statement of the bad news
2. Provide an explanation – one the reader can reasonably accept. State only the necessary facts
3. Offer an alternative



