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一开口就是老大

——领导者的说话技巧


Speaking as a Leader



How To Lead Every Time You Speak


提示：为使读者更好地理解本书内容，中文部分特增添了作者简介、主题广告牌和延伸阅读部分作为原书内容扩展补充。



作者简介



茱迪斯•韩福瑞（Judith Humphrey）


韩福瑞集团（The Humphrey Group）的创始人兼总裁，这是一家企业沟通和领导人培育公司。韩福瑞毕业于罗彻斯特大学（University of Rochester），自创公司前任教于约克大学，讲授传播学。她还担任满地可银行的执行传播经理。在此之前曾在加拿大丰业银行（Scotia Bank）担任资深撰述委员，并在壳牌石油公司担任资深讲稿撰述委员。



主题广告牌



发出你的王者之声


电
 影《国王的演讲》（The King's Speech）成功描绘了英国国王乔治六世如何克服口语沟通的障碍，在第二次世界大战爆发时正式发表演说对德国宣战，鼓舞了英国人民，最终获得了胜利。

想要如同领导者一般鼓舞同仁、激励士气、推动变革，最终获得更佳的经营效益，对于许多人而言都是一大挑战，但如果能够掌握4个诀窍：聚焦共同愿景、同理倾听、简明扼要、掌握技巧，通常就可以让领导者获得预期的口语沟通效果。

领导者开口说话，必须要师出有名，每一次的沟通都要环绕着企业最根本的愿景与使命，才能让企业文化渗透到每个工作者的心中。通过更宽阔的视野与新的高度，领导者必须要能启发、激励同事，以坚定而同理的态度，传递工作的重点与相关信息。好的领导者在沟通时，会让团队成员觉得被关注与被领导，工作方向定位明确且领导者一直陪伴在旁。

沟通的内容必须简明扼要，领导者要能够善用数字、塑造情境，让听讲者可以快速融入并且了解现况，甚至可以反馈意见与其他信息。领导者要能够关注听众反应并且掌控全场，灌注热情与信心，用条理清楚的语句，取得听众的认同并与之追随意愿，实现带领大家一同前进的目的。

身为领导者，口语沟通是必备且必需的能力。当企业面对竞争、遭遇挑战时，唯有你以领导者之姿率领团队共同奋战，才能克服万难打开胜局。勤加练习，发出你的王者之声吧！



5分钟摘要



麦克风一直都是开着的 
英



每天你有几十个机会让你的同事、下属信服你。麦克风一直都是开着的。只要你把每次交谈当作领导的机会，你很快就能培养出成为一个成功领导者必要的技能。

所有的沟通都是一种领导行为。要在任何情况下一开口就像个带头的老大，有4个步骤：
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MAIN IDEA



The mike is always on 
中



Every day you have dozens of opportunities to make believers out of your colleagues, your peers, and your staff. The mike is always on. If you see every conversation as a leadership opportunity, you will soon develop the skills that you need to become a successful leader.

All communication is an act of leadership. To speak like a leader in all situations, the four steps are:
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步骤1 像领导者一样思考 
英



想要一开口就像个领导者，你必须准备好吸引众人目光，并且激励、影响和感动他们。领导者会把每次说话的场合当作激励他人的机会，你必须认识你的听众，并有办法鼓舞他们，而不仅仅只是传递信息给他们。你也一定要善于倾听和学习，才能成为好的领导者。

要展现出领导者说话的样子，扎实的心理准备是第一步。如果你分析领导者说话的方式，会发现他们拥有一些重要特性，是你达成之前必须具备的。

特性 1 领导者心中都有愿景和使命

领导者不会只是找朋友说话打发时间，他们对于公司未来走向有一个愿景，因此他们会利用每个机会描绘这个愿景。例如，谷歌共同创办人谢尔盖•布林说谷歌的愿景是要：“掌握世界上所有的信息，让每个人都能取得且从中受益。”脸书创办人马克•扎克伯格说脸书的愿景是：“让世界更开放并彼此相连。”

描述愿景时：

■专注于一个你可以一句话描述的单一使命。传达出单一诉求。

■鼓舞和振奋拉高听众的情绪。你的愿景必须是积极的，不是消极的。

■请确定你所说的事情是可以实现的。如果不切实际，员工就会泄气。

■你的愿景应该考虑周全，并能说明你的使命为何。



大师观点

“让自己和传统的领导者一样，谈论专注、积极、可实现且周延的愿景，并让那个愿景主导你所做的一切。在演讲、报告、会议和即兴表示看法时，做出对愿景的承诺。愿景是活的：如果你持续地在各种互动场合上传播，人们会相信它、遵从它，并在你的领导下使愿景成真。”

──茱迪斯•韩福瑞



特性 2 超越层级

你不只是被要求领导那些向你做报告的人。与人沟通时，要努力影响公司里层级比你高、比你低，以及和你差不多等级的同事。但要记住几点建议：

与下属说话，要强调愿景，说服他们而不是直接下令。向你的员工推销愿景，并争取到他们的协助，而不是由上而下发出唐突的命令，会是更好的工作方式。做个领导者，不要当土霸王。

与同级、客户或供应商一起工作时，找出共同点并营造建设性的关系。以他们的角度去看世界，然后根据共同目标，推销你的想法争取他们的协助。

如果你想和比较资深或阶级较高的人工作，最好的办法是：

■语气坚定但满怀敬意。

■直接说出你的想法──不要拐弯抹角。

■不断寻找最明智的下一步。

■要大胆──把自己当作参谋。



大师观点

“在组织内外的每次交谈都是改变听众想法的机会，无论你或他们的职称为何。从上、从旁、或由下而上进行领导，要求的技能各不相同，但领导者必须有能力处理所有这些关系。要在这些不同的处境下都顺利过关并不容易，必须要有情绪敏感度、政治智慧、机智和勇气。但只要你把每次交谈当作领导的机会，你很快就能培养出成为一个成功领导者必要的技能。”

──茱迪斯•韩福瑞



特性 3 不要只是传递信息，要有所启发

许多人说半天只是给了一堆信息，因为：

■认为这样做比较“安全”。

■这么做可以建立自己“专家”的地位。

■许多公司的文化要求说话包含大量信息。

■如果不放几张幻灯片，担心看起来像是没做准备。

这是很糟糕的事，因为实际上，鼓舞人心的沟通方式，远比灌输大量信息有意义。如果你把每次讲话当作鼓舞士气的机会，你就能进入领导的模式。毕竟，领导者拥有超越目前困境的愿景，指向前方阳光普照的高地。如果他们每次跟你说话时，你都能启发他们，他们就会一次又一次不断回来找你。



大师观点

“了解你真正的力量不在于内容，而在于你的愿景。虽然弗朗西斯•培根曾经说过‘知识就是力量’，但今天的世界已被知识淹没，人们需要的是清晰、有洞察力和诠释性的见解，让我们能够理解信息。如果诉求信息是为了炫耀所知，那么鼓舞人心的做法就是展示你的信念，并且希望别人也能相信。”

──茱迪斯•韩福瑞



特性 4 要积极乐观

事实很简单，如果你真的想要像个领导者一样思考和说话，就不能有过多的负面思考。你必须积极态度，才能鼓舞人心，而且无论在正式或非正式的发言时都一样。人们自然而然会想接近积极的人，避开负面思考的人──这意味你越是积极，就越能领导。

那么，要如何更加积极？

■不论情况多糟，都要寻找一线希望，做好讨论的准备。

■专注于讨论你的解决方案，而不是你遭遇的问题。不要被问题困住。

■承认遭遇困难，但要把大部分时间用在积极作为的地方。

■使用积极的语言──“我们遇到了一个困难的状况，但这正是我们展现实力的大好机会。”

特性 5 语气坚定



大师观点

“成效卓著的领导者会以坚定的信念进行沟通。你的愿景指出了方向，信念则展示了观点的力量。当你说话时语气坚定，你的说话方式会是：‘这就是我所相信的事，这个诉求对我来说意义非凡……对你应该也很重要。’领导者的工作是鼓舞并激励人们采取行动。”

──茱迪斯•韩福瑞



信念来自内心，要展现你的信念必须：

■热情十足──人们不喜欢听对自己的话题都没热情的人说话。要思考自己在说些什么，并设法说出它的重要性，结果可能令人振奋。

■真心诚意──让人们感受到你说的事与你个人有关，相信你言行一致。

■勇敢无惧──你的信念因为你所说的话而闪亮发光，即使会面对反对意见也要坚持说出正确的事。领导者就该如此。

■诚实无欺──不要欺骗、造假或说谎。尽一切可能将事情引向正面思考，才能鼓舞他人跟随，但不要哄骗。

特性 6 做个好听众

想做个善于沟通的领导者，你得先做个绝佳的听众。聆听是做到优质的激励领导的先决条件。你必须在3个层面做到聆听：

1. 肢体上──你必须开放心胸，察纳雅言，而不是一心想着接下来要说什么。注意人们在和你谈话时，传递出来的所有肢体语言。

2. 心智上──尽力设法事先预测人们可能的想法，接着以开放的心态验证自己的看法是否正确。专注理解他们说话的内容，听取他们的意见，而不要急着评断。去听听别的阵营的说法，敞开心胸接受他们的观点，建设性地运用这些观点。

3. 情绪上──保持礼貌，对他人的感受要敏感。对你希望动摇心意的人，以同理心倾听他言语上及非言语的反应。

特性 7 认真做好沟通

虽然我们总是说“领导是天生的”，实际上历史上最强势的领导者都会处心积虑提升个人的领导能力。要让自己成为成功的领导者，必须一直投入精力改善领导方式。

具体来说，你必须付出时间和精力，做出有力的脚本，然后一遍又一遍练习表达的能力。强力的演说者总是一副驾轻就熟的样子，但这需要历经数月甚至数年的努力和调整，才能达到那样的水平。养成习惯，演说前认真准备演讲稿，然后认真大声朗诵，让自己熟悉内容，并知道如何让它生动有力。在支持者面前朗读，请他们提出改善建议。只要全心投入该做的准备，当你演说时，看起来就会像个天生好手。这就是领导者的标志。



Step 1 Think like a leader 
中



To speak like a leader, you've got to be prepared to take the stage and inspire, influence and move others. Leaders see every speaking situation as an opportunity to motivate others. You need to know your audience and then have the wherewithal to inspire them rather than merely informing them. You also have to be skilled at listening and learning from others to be a good leader.

Solid mental preparation is the first step in being able to speak like a leader. If you analyze the way leaders speak, there are some key characteristics they have which you will need to acquire for yourself before you can do the same.

Characteristic 1 Leaders have a vision and a mission in mind

Leaders don't just speak to pass the time with their friends. They have a vision for where their organization needs to head in the future and they then take every opportunity to describe that vision. For example, Sergey Brin, co-founder of Google says Google's vision is to: "Take the entire world's information and make it accessible and useful to everyone." Mark Zuckerberg, founder of Facebook, states Facebook's vision as: "Making the world more open and connected."

When describing a vision in this way:

■Stay focused on a single mission which you can describe in one sentence. Send one message.

■Lift your listeners by inspiring and lifting. Your vision needs to be positive, not negative.

■Make sure what you're describing is attainable. If it's unrealistic, people will become demoralized.

■Your vision should be encompassing and describe what you're mandated to do.



Key Thoughts

"Place yourself in the tradition of leaders who speak with a vision that is focused, positive, attainable, and encompassing, and let that vision shape everything you deliver. Commit to it in your speeches, presentations, meetings, and off-the-cuff comments. A vision is a living thing: if you broadcast it continually, in all your interactions, others will believe in it, act on it, and with your leadership turn your vision into a reality."

— Judith Humphrey



Characteristic 2 Go beyond hierarchies

You won't just be called on to lead those who report to you. As you communicate, try to influence others who are above you, below you and on much the same level in the corporate hierarchy. Just keep in mind a few suggestions:

When speaking with those who report to you, emphasize the vision so you can persuade rather than issue direct orders. If you can sell people on your vision and enlist their help rather than issuing abrupt commands from on high, that's a much better way to work. Be a leader, not a bully.

When working with your peers, clients or suppliers, look for ways to find common ground and build a productive relationship. See the world through their eyes and then pitch your ideas around your shared goals to get their help.

If you're attempting to work with those who are senior to you or above you in the hierarchy, the best approach is:

■ Speak with confidence tempered by respect.

■ Express your ideas directly — don't beat around the bush.

■ Always be looking for the wisest steps to take next.

■ Be bold — position yourself as an adviser.



Key Thoughts

"Every conversation within an organization 'or outside it' is an opportunity to shape your audience's thinking, no matter what your job title or theirs. It often requires different skills to lead from above, from the side, or from below, but leaders need to be effective in all these relationships. Succeeding on these different stages isn't always easy — it requires emotional sensitivity, political intelligence, tact, and courage. But if you see every conversation as a leadership opportunity, you will soon develop the skills that you need to become a successful leader."

— Judith Humphrey



Characteristic 3 Don't just deliver information, inspire

Many speakers end up delivering nothing more than an information dump because:

■ This is considered to be a "safe" thing to do.

■ Doing this can establish your status as an "expert".

■ Many corporate cultures demand information-heavy talks.

■ People fear looking unprepared if they don't have slides.

This is unfortunate because in practical terms, the inspirational approach to communicating is far superior to an information dump. If you look at every speaking situation as an opportunity to inspire, you'll be getting into leadership mode. After all, leaders have a vision which transcends their current difficulties and points to the sunlit uplands which lie ahead. If you can inspire people every time they speak with you, they will keep coming back for more again and again.



Key Thoughts

"Realize that your true power lies not in content, but in your vision. Francis Bacon may have said 'Knowledge is power,' but today the world is drowning in knowledge. What people need is clarity, insight, and interpretive ideas that allow us to make sense of information. If the informational approach is about showing what you know, the inspirational approach is about showing what you believe and want others to believe."

— Judith Humphrey



Characteristic 4 Be positive and optimistic

The simple fact is if you genuinely aspire to think and speak like a leader, you can't afford to dwell on the negatives. You have to be positive to be inspiring and this applies to both your formal and your informal speaking opportunities. People will naturally seek out those who are positive and shun those who are negative — which means the more positive you are, the better you will be able to lead.

So how can you become more positive?

■ Always look for the silver lining in any and all negative situations and be prepared to talk about that.

■ Focus on and talk about your solutions, not the problems you're facing. Don't dwell on your problems.

■ Acknowledge your challenges but spend the majority of your time on the positives.

■ Use positive language — "We have a challenging situation but this is a wonderful opportunity to showcase our strengths."

Characteristic 5 Speak with conviction



Key Thoughts

"The most effective leaders communicate with conviction. Your vision provides direction, but your conviction shows the strength of your viewpoint. When you speak with conviction, the way you present your material says, 'This is something I believe. This message is important to me… and should be to you.' The job of a leader is to inspire people and energize them to action."

— Judith Humphrey



Conviction comes from the inside. To show your conviction:

■Be passionate — people hate listening to a speaker who lacks passion for their subject. Think about what you're saying and seek to convey its importance and the results can be electrifying.

■Be authentic — relay to people your personal connection with what you're saying. Leave no doubt you walk the talk.

■Be courageous — have convictions which shine forth from what you're saying. Be willing to say the right things even in the face of opposition. This is what leaders do.

■Be honest — don't deceive, misrepresent or lie in whatever you're saying. By all means frame things positively so you can inspire others to follow but don't deceive.

Characteristic 6 Be a great listener

If you want to communicate effectively as a leader, you must be a superb listener. Listening is a prerequisite of great motivational leadership. You have to listen on three levels:

1. Physically — you must create openness by picking up on what people are saying rather than being preoccupied planning what you will say next. Pay attention to all the physical clues people are sending out as they speak with you.

2. Mentally — by all means anticipate what people are likely to be thinking in advance but then listen with an open mind to validate your conclusion. Concentrate on what they're saying and hear them out rather than rushing to judgment. Hear everything the other party is saying. Open your mind to their views and build on those views constructively.

3. Emotionally — be polite and sensitive to the other person's feelings. Listen with empathy to the verbal and the nonverbal responses of the people you're hoping to move.

Characteristic 7 Commit to communicating

While it's tempting to talk about "natural born leaders", the reality is history's most powerful leaders have deliberately and energetically worked on becoming better at their craft. To find success as a leader yourself, you must commit to work at improving how you do this as you go along.

Specifically, you must devote time and effort to create a powerful script and then practice your delivery performance over and over. Powerful speakers make it look effortless but it takes months and years of effort and fine-tuning to reach that level of competence. Get into the habit of developing your script well in advance of when you need to deliver it and then get busy reading it out loud so you get comfortable with the material and know how to make it come to life. Read it in front of your support team and get them to make suggestions for improvement. Put in the intense preparation required so that when you speak, it seems like you're a natural. That's the mark of leadership.



步骤 2跟着领导者的脚本走 
英



领导者不会只是坐下来跟人瞎聊，他们有个实现自己目标的脚本。要影响与你谈话的对象，就要按照领导者的脚本操作：

[image: no445-27C]


当你说话时，你不会希望人们咬牙忍受你的发言。你希望吸引他们参与，得到他们的认同，然后促使他们照你的建议行事。实现这些目标的最佳途径是无论何时何地，只要开口说话，都要跟着领导者的脚本走。



大师观点

“领导者的脚本是一个用来设计说话内容的样板，不管你要讲30分钟或30秒都适用，它的功能非凡并且强而有力。这个模式适用于正式演讲或陈述、回答问题、电话交谈，或与同事简短交谈。你的脚本只需要一种设计就够了，你只需要精通一种方法便可以应付所有情况。使用这套样板，你将永远‘坚守诉求’，并能影响和激发他人。”

──茱迪斯•韩福瑞



领导者的脚本可分为3个部分：

脚本 1 引言
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一流的引言应能吸引听众，使他们从消极的听众变成一场发现之旅的积极参与者。引言有4个组成部分：

1. 破题──你的开场白，亦即用来抓住听众注意力的机会。如果你是在发表正式演讲或报告，破题的内容可能是个故事或轶闻，为你想要谈论的主题打好舞台。在非正式场合，破题可以只是一句温暖的问候，或延续别人刚说过的一个想法。破题方式形形色色，要视情况而定：

‧ 一个有趣或感人肺腑的故事。

‧ 一段简洁有力的影片。

‧ 一段引述知名人士的话。

‧ 一句诗句或改写过的名句。

‧ 一组力道十足且惊人的统计数据。

‧ 一份个人的经验或观察。

‧ 一个完全出乎意料或震慑人心的事物。

2. 主题──关于谈话内容的一句简要叙述。表述方法很多，如“今天，我将谈论……”、“这次演讲是要检讨……”或“我想请大家看看……”。每次说话都要有个主题，你必须让这句关于主题的概述，听起来令人期待，并且耐人寻味。

3. 诉求──抛出你的主要论点。用一个简单的句子概括你希望人们记住的结论。这是你所相信的事，也是你努力争取听众认同的信念。作为领导者，每次说话都要表明诉求，这也是你解说诉求的机会。诉求就是你的关键，因此一开始就要说出来，然后在主体上加以论证，在总结时加以强调。要大胆：

‧“我要说的是我们有财务困难。”

‧“如果有一件事我希望你们记住，那就是......”

‧“我的意思是……”

4. 以结构性声明结束引言──当场告诉人们你如何解释自己的说法，这样做就好像给他们一张路线图：

‧“我会先把挑战说清楚，再谈我们的回应。”

‧“我这么说是基于3大理由。”

范例 1

→ 破题：欢迎各位。当我在新合公司第一次担任主管时，公司里担任高管的少数民族屈指可数。我不止一次被当成维修部门的清洁工。幸好，这种情况在10年后已经有所改变。

→ 主题：今天，我想和大家谈论新合致力于追求员工民族多元化的努力。

→ 诉求：我希望大家从我的说话中明白，新合现正推行3个重要方案，帮助少数民族在公司取得晋升机会。

→ 结构：我将先从为何出现这种情况开始，接着再解释新合如何回应这项挑战，而且是以《财富》全球500强企业从未想象过或尝试的方式。

范例 2

→ 破题：欢迎参加这场分析师报告会。很高兴大家加入我们，也感谢大家对加拿大黄金公司的关心。我们感谢过去一年你们把我们的信息告诉更广泛的投资群。现在我们很荣幸与大家分享下一个阶段的发展计划。

→ 主题：今天，我将带大家一睹2013年的业绩。

→ 诉求：我的报告诉求就是受惠于全球黄金市场的价格上涨，以及本公司生产技术的进步，黄金公司创造了相当丰厚的获利。

→ 结构：我们深信黄金公司在2014年及未来，将达成更大幅度的成长。我将在此加以解释，做此结论的理由有三：

1. 我们处在正确的市场。

2. 我们的品牌强势且有良好的关系。

3. 我们有个充满活力、能力一流的管理团队。

在报告最后，我也会空出时间给大家进行开放式问答讨论。

脚本 2 主体
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当动听的引言掳获听众的注意力后，接着就该提出条理分明的信息。有5种模式或方法，可以作为思考的架构：
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1. 理由──你能清楚明白地说出你为何相信你的所作所为。

→ 诉求：我相信我们的未来充满希望。

→ 主体：我的说法基于3个理由：

•我们产品的市场正在扩大。

•我们位居产业领导地位。

•我们的投资带来获利机会。

2. 方式──你可以详加描述你的诉求要如何落实。

→ 诉求：我在哈佛这儿学到的是，如何打造充分发挥自我的人生，而不迷失我的理想和信念。

→ 主体：有5种可行的方式：

第一，下定决心每天都要学到一些新东西。

第二，带着热情和勇气努力工作。

第三，定期反馈社会。

第四，要有自信。

第五，随时保持乐观。

3. 原因/反应──你可以用一种动人的方式让大家觉得需要有所改变。描述眼前的挑战或机会，再详述你回应这种局面所采取的行动。

→ 诉求：上次的客户调查，顾客表达出的高度不满令人担忧，这告诉我们该是采取大胆突破的时候了。

→ 主体：我会先检视最新客户调查所突显的难题，接着讨论我们解决这些问题所采取的步骤。关键包括：

‧ 超过60％的客户表示不满。

‧ 我们引进了3个新的客户策略。

4. 现在/未来──你可以通过“更新”的形式来提供信息。从提供最新进度给听众开始，接着勾勒以前发展时，你期望发生的事情。拿“原本在哪里”与“正往何处去”形成对比，是年度会议、绩效检讨、项目汇报时经常使用的方式，但也适用于其他场合。

→ 诉求：如果我们要在过去1年完成的基础上继续发展，就得加把劲努力开发下一代技术。

→ 主体：我会先谈谈我们过去是如何做到的，然后针对未来必须做什么，提出一些看法。感谢大家的努力，使我们在去年取得辉煌的业绩。我们现在必须趁热打铁，让明年达成可观的成长。

5. 时序──你可以强调并追踪经过一段时间后某个程序进行的状况。

→ 诉求：现在我们必须证明我们有愿景和勇气再创佳绩。

→ 主体：历史是我们伟大之处。公司元老勇敢地向世界宣布我们的成绩。今天，我们的公司仍然富有朝气，虽然我们面临一些艰巨的挑战。我们将努力化解僵局、再创佳绩。

从5种模式中选出一种来整理你的报告主体，看你对你的诉求、听众及可供使用的辅助材料的理解程度有多少，弄清楚哪种模式最具说服力，可以传递你的诉求。请记住，你也可以使用一个模式来处理整体的诉求，再以另一种模式解释你个人补充的观点。



大师观点

“脚本的主体应该是用来说服听众，要让对方彻底理解你的诉求。无论是正式发言或临时起意，主体是阐述你最佳论点的机会。掌握这些组织脚本的技术，你已准备好说话像个强力领导者，你的聪明才智会与你提出的每个论点相互辉映。领导者最重要的就是思维清晰。毕竟，当前企业的新兴资本就是创意，这套技术可以带给你充沛的货币。”

“听众想要听，但他们需要你的帮助！以你的结构引导他们，一开始就给他们路线图。引言的最后一句应该是结构性的陈述，让听众知道你（和他们）要走什么路径，理解脚本的主体。如果你打算使用‘理由’这个模式，你可能要说：‘让我告诉你我这么说的 3 个理由。’或采用‘方式’这个模式时，你可能要说：‘我们正以4种方式解决那个需求。’如果事发突然，你或许无法知道能讲几个重点，只要简单地说：‘我们正在做几件事情来实现这个目标。’”

──茱迪斯•韩福瑞



脚本 3总结
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结束报告时，你只需要：

■重申你的诉求或你一直试图塑造的主要观点。此时的目标是让听者觉得这是他们自己的诉求。“所以，如大家所见，我们目前正设法在下一季交出优异的绩效表现。”

■发出明确的行动号召。告诉听众他们该做什么，让你的诉求成真。理想的行动号召会十分明确地提出你希望人们采取怎样的具体行动。

[image: no445-41-2C]


把行动号召当作报告中的战斗口号。有效的行动号召通常会有3个特色：

1. 要明确──提出一个清楚明白的待议事项。“这项预算可以让我们实现今年的财务目标，所以我请大家批准。”

2. 要实际可行──提出一个适用于目前情况的行动号召。“我请求大家同意的是，如果我们在这个地区指定一位独家代理商，将可以带来大好的形势，因此这应该成为我们公司的政策。”

3. 要鼓舞人心──“新合正朝向一个真正全球性的公司迈进。在我们向前推进的同时，我们期待能彼此合作，就像紧密的管理团队。我请求我们多花些时间和精力打造一个世界级的团队，带动这家企业勇往向前。”



大师观点

“下一次在准备作报告、打电话或写电子邮件时，问自己：‘我希望什么事情发生？’先把这件事记下来，并且在继续拟定其他内容时，把它放在心上。运用本书中的指示，你的演讲、报告、电子邮件及会议上的发言，便会激励人们跟着你走。每次发言都将成为一次领导行为。”

──茱迪斯•韩福瑞

“我们两个（哈利和威廉）每天都在想她，我们谈论她的一切，想起那些回忆便一起开怀大笑。简单地说，她让我们，以及其他许多人，非常快乐。希望大家也都以这样的方式记得她。”

──英国哈利王子，在母亲戴安娜王妃逝世10周年纪念上的致辞

“我们在此下定决心，绝不让这些死者白白牺牲，这个国家，在上帝见证下，理当享有自由的新生，这个民有、民治、民享的政府，必不会从地球上消失。”

──亚伯拉罕•林肯，美国第16任总统，盖兹堡演说





Step 2Follow the leader's script 
中



Leaders don't just sit with people and have an aimless chat. They have a script which achieves their aims. To influence and impact those you speak with, follow the leader's script:
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When you speak, you don't want people to grit their teeth and merely endure your speech. You want to engage them, win them over to your way of thinking and then inspire them to act on your recommendations. The best way to achieve these goals is to follow the leader's script whenever and wherever you speak.



Key Thoughts

"The Leader's Script is a template for designing your remarks whether you are speaking for 30 minutes or 30 seconds. It has extraordinary versatility and strength. This single model works when giving a formal speech or a presentation, responding to questions, speaking on the phone, or having a brief conversation with a colleague. You need only this one design for your scripts. You need to master only one methodology for all situations. By using this template you will always be 'on message' and will influence and inspire others."

— Judith Humphrey



The three parts of the leader's script are:

Script 1 Introduction
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A great Introduction should engage your audience and transform them from being passive listeners to active participants in a journey of discovery. The Introduction has four components:

1. The grabber — your opening and your opportunity to capture the audience's attention. If you're making a formal speech or presentation, the grabber may be a story or an anecdote that sets the stage for what you want to speak about. In an informal setting, your grabber may simply be a warm greeting or a thought which carries on from what someone else has said. Grabbers come in loads of different varieties and depending on the setting might be:

‧ An amusing or heart-warming story.

‧ A short but powerful video clip.

‧ Quotes from well-known figures.

‧ Poetry or adaptations of well-known verses.

‧ Hard-hitting and startling statistics.

‧ A personal experience or observation.

‧ Something completely unexpected and awe-inspiring.

2. The subject — a concise statement of what you will be talking about. There are lots of ways to express this: "Today, I will be talking about …" or "This presentation will review …" or "I'd like to invite you to look at … " Every talk should have a subject and you need to make this succinct statement of your topic exciting and engaging in some way.

3. The message — sets out your argument. The message encapsulates the takeaway you want people to remember in a single sentence. This is what you believe and what you're working towards getting the audience to believe as well. As a leader, you want to leave a message every time you speak and this is your opportunity to articulate your central message. The message is your linchpin and therefore should be stated at the beginning, proven in the body and then reinforced in your conclusion. Be bold:

‧"My message is we are in financial trouble."

‧"If there is one thing I hope you will remember, it is …"

‧"My point is …"

4. You end the introduction with a structural statement — you tell people how you will be making your case as you speak to them today. This is like giving them a roadmap:

‧"I'll start by detailing the challenge and then our response."

‧"I say that for three main reasons."

Sample 1

→ Grabber: Welcome. When I began working at NewCorp in my first managerial position, our company had very few minorities in senior management roles. I was mistaken for a janitor in the maintenance department more than once. Fortunately, that situation has changed over the past ten years.

→ Subject: Today, I want to talk to you about NewCorp's ongoing commitment to persity.

→ Message: The message I hope you will take from what I say is that NewCorp has now put in place three vital programs that will help minorities advance in our company.

→ Structure: I'll start by looking at how this situation arose in the first place and then explain how NewCorp has responded to the challenge in ways which were never before imagined or attempted by a Fortune 500 company.

Sample 2

→ Grabber: Welcome to this analysts briefing. We're delighted to have you with us and thank you for your interest in Goldcorp. We appreciate your efforts over the past year to get our message out to the broader investment community. We're now pleased to share the next chapter with you.

→ Subject: Today, I will give you a snapshot of our results for fiscal 2013.

→ Message: The message of my presentation is Goldcorp has enjoyed extremely strong earnings thanks to rising gold prices on the world market and advances in our production techniques.

→ Structure: We're convinced that Goldcorp is well positioned for further growth in 2014 and beyond. As I will be explaining, there are three rationales for that conclusion:

1. We're in the right markets.

2. We've developed a strong brand and good relationships.

3. We have a dynamic and very capable management team.

I will also allow time for an open question-and-answer discussion at the end of this presentation.

Script 2 Body
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Once you've captured your listener's attention with an engaging introduction, it's now time to present your information in a coherent and well-organized way. There are five patterns or approaches which can provide this kind of framework for ideas:
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1. Reasons — you can state cleanly and concisely what are the reasons why you believe what you do.

→ Message: I believe we have a very vibrant future.

→ Body: There are three reasons I say that:

•The markets for our products are expanding.

•We have a leadership position in our industry.

•We are positioned to benefit from our investments.

2. Ways — you can detail how your message will be implemented.

→ Message: I learned here at Harvard how to build a life where I can do my best without losing sight of my ideals and beliefs.

→ Body: There are five ways to do this:

First, commit to learn something new every day.

Second, work hard with passion and courage.

Third, give back to the community on a regular basis.

Fourth, have self-confidence.

Fifth, be optimistic at all times.

3. Cause / Response — you can make the case for change in an engaging way. Do this by describing the challenge or opportunity at hand and then detail the actions you're taking to respond to that situation.

→ Message: The worryingly high level of customer dissatisfaction expressed in our last customer survey points to the fact we need to take bold new steps.

→ Body: I'll first look at the challenge our latest customer survey has highlighted and then I'll discuss the steps we're taking to address these concerns. The key points:

‧More than 60 percent of our customers are unhappy.

‧We've introduced three new customer strategies.

4. Present / Future — you can provide your information in the form of an "update". You begin by bringing your audience up to speed on progress thus far and then outline what you expect to take place moving forward. Contrasting "Where we've been" with "Where we're heading" is frequently used in annual meetings, performance reviews, project debriefs and so on but can be applied elsewhere.

→ Message: If we are to build on what we have achieved this past year, we need to bulk up our efforts to develop next generation technologies.

→ Body: I'll first talk about how we did and then give some comments on what we must do in the future. Thanks to your efforts, we achieved splendid results last year. We now need to build on the momentum we've generated to make next year a period of impressive growth.

5. Chronological — you can emphasize and trace the unfolding of a process over time.

→ Message: We must now demonstrate we have the vision and courage to create new heights,.

→ Body: Our history is one of greatness. Our leader boldly declared our achievements to the world. Today, our economy remains the world's strongest, although we face some imposing challenges. We will work towards putting an end to the deadlock to create new heights.

Choosing which of the five patterns to use in organizing the body of your presentation will be a matter of understanding your message, your audience and the supporting materials you have available. You figure out which pattern will best deliver your message in a persuasive manner. Keep in mind you can also use one pattern for your overall message and then another pattern to explain your inpidual subpoints.



Key Thoughts

"The Body of your script should be an act of persuasion. Its role is to drive home your message. Whether you are speaking formally or off-the-cuff, the Body is your opportunity to set forth your best arguments. Master these techniques for structuring your script, and you're well on your way to speaking like a strong leader. Your intelligence will resonate with every argument you make. And nothing is more critical to your leadership than such clear thinking. After all, ideas are the new capital of today's organizations and this set of techniques will give you abundant currency."

"Audiences want to listen, but they need your help! To guide them through your structure, give them a roadmap at the outset. The last sentence of your Introduction should be a structural statement that lets your listeners know what route you (and they) will be taking through the Body of your script. If you plan to use Reasons, you might say, 'Let me give you three reasons why I say that. 'Or in the case of Ways, you might say, 'There are four ways we're addressing that need.' If you are speaking off-the-cuff, you may not know how many points you'll be making, so simply say, 'We are doing several things to achieve this goal.'"

— Judith Humphrey



Script 3 Conclusion
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To conclude your presentation, you simply:

■Restate your message or the central idea you've been trying to make. Your aim here is to make the listener feel like they own the message. "So, as you have seen, we are on course at the present time to deliver an exceptional performance in the next quarter."

■Issue a definitive call-to-action. This will tell your audience what they need to do in order to turn your message into reality. A good call-to-action will leave no doubt about the specific actions you want people to take.
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Think of your call-to-action as being the rallying cry of your presentation. Effective calls-to-action have three qualities:

1. Make it clear — leave an unmistakable request hanging in the air. "This budget will enable us to achieve our financial targets for the year so I ask you to approve it."

2. Make it practical — mold a call-to-action which is appropriate to your current circumstances. "I'm asking you to accept that there will be quantifiable advantages if we appoint an exclusive dealer for this region and therefore this should become our firm's policy."

3. Make it inspiring — "NewCorp is well on its way to becoming a truly global company. As we move forward, we look forward to working together as a tight-knit management team. I'm asking that we spend the time and effort to mold a world-class team who can drive this enterprise forward."



Key Thoughts

"The next time you prepare a presentation, make a phone call, or write an e-mail, ask yourself, 'What do I want to happen?' Write that down first, and keep it in mind when you plan the rest of your remarks. Follow the guidelines in this chapter and your speeches, presentations, e-mails, and meeting comments will inspire people to follow your direction. Each act of speaking will become an act of leadership."

— Judith Humphrey

"We both (Harry and William) think of her every day. We speak about her and laugh together at all the memories. But put simply, she made us, and so many other people, happy. May this be the way that she is remembered?"

— Prince Harry speaking at a tribute on the 10th anniversary of the death of his mother Diana, Princess of Wales

"We here highly resolve that these dead shall not have died in vain, that this nation, under God, shall have a new birth of freedom, and that government of the people, by the people, for the people, shall not perish from the earth."

— Abraham Lincoln's Gettysburg Address





步骤 3使用领导者的语言 
英



作为领导者，你的用词大有影响。卓越的领导者十分留意他们的用语，并且谨慎选择。他们善用明确的、对谈的、个人的、铿锵有力的语言，为他们的诉求注入活力。如果你的语言具备这些特质，你的想法将被听者理解及履行。

语言特质 1 说话要明确

让听众了解你的最好方式是说话前先想好，然后谈话内容务必围绕主题。如果你说话精确简洁，听众会感谢你有足够的能力驾驭复杂的事物，并把它变得易于理解。人们喜欢和说话直率坦诚的领导者共事，这也是你想做到的。

说话明确也涉及使用适合听众的语言。了解你的听众，留意他们从你谈话中得到什么信号，谨慎你的用词。说话要精准。

语言特质 2 少卖弄行话



大师观点

“行话是企业、政府和专业组织的祸根，其中包括不当用语、夸张的术语，和过度使用以至于失去意义的措辞。找出各种形式的行话，从你的文本中删除。”

──茱迪斯•韩福瑞



商务晤谈中很容易说溜嘴的行话包括：

■空话或占了一定分量却没有多大意义的表达方式──就像“形成比赛场地上方主要屏障的抛物线拱形物。”还不如直接说“屋顶”就算了。

■浮夸的字眼──像是使用“都会”而不用“城市”。同样地，“天气”怎么都比“气象”好。许多演讲者以为浮夸的字眼会让他们听起来更聪明，事实却适得其反。

■流行用语──例如“策略化”、“典范”或“复合式多层结构”。要少用流行用语，从舍弃许多结尾加“化”的用语就对了。

■陈腔滥调──例如“大略估计”、“最低限度”，“作业参数”或“可行的选择”，怎么会有人考虑不可行的选择呢？

■怪异的组合字──像是把几个名词硬塞在一起而成。“挑战”听起来要比“特定项目成果要求”好多了。“作业完善性管理系统”是啥啊？

■字首缩写──例如BMO代表蒙特利尔银行，HP代表惠普。它们会使得人们听不见你要传达的诉求，反而想弄清楚这些字代表什么意思，其实是帮了倒忙。

避免使用各类行话，你的沟通会更好。

语言特质 3 使用对谈的方式

除了上教堂，一般人都不喜欢觉得被迫听人说教或被人贬抑。如果采用对话的语气，你会让人觉得更可靠且贴近。看待演讲、报告或其他发言机会的最佳方式，就是把它当作与听众好好对话的机会。

有此认识后：

■使用简单的句子，不要企图使用浮夸的字眼和长篇大论。

■使用常见的字眼。措辞朴实最好。

■加进一些常见的非正式用语──例如“现在，别指望它会一夜成真，但它一定会发生”，或是“我们希望把大家更紧密地结合在一起，简化他们的生活，提供更好的服务。”

语言特质 4 表现出个人的一面

你越让听众感受到你个人的一面，就越具说服力。几点建议如下：

■展示你个人的信念──说出“我相信……”和“我确信……”这是用动人的方式展现领导能力的机会。

■让听众参与──在谈话中使用“你们”。以第一人称的立场来称呼你的听众，会让他们有参与感，并邀请他们根据你的建议行动。

■与听众建立关系──例如说“我们”可以一起完成什么。“我们下定决心要看着这个项目一路成功到底”可以成为强有力的口号。

语言特质 5 要铿锵有力

公众演说者最常被引述的案例，就是约翰•肯尼迪总统的一句话：“所以，我的美国同胞们，不要问你的国家能为你做什么，要问你能为你的国家做什么。”出色的演讲口才一般来自5种修辞技巧的运用：

1. 隐喻──串联不同的事物。冷战时代的“铁幕”是一个很好的例子。白宫新闻秘书麦克•麦柯里因这句话闻名于世：“我在不予置评区并排停车！”

2. 对照──串联对立的事物。脸书共同创始人爱德华多•萨瓦林巧妙的使用对照，他说：“产出下个伟大产品或构想的，是靠智慧资本，而不只是金钱资本。创业家，尤其是技术领域的创业家，会替明天发明一些东西，是我们今天怎么也想不到的。”

3. 押韵──反复使用相同的音韵增强效果。杰克•韦尔奇以“速度、简单和自信”，作为改造通用电气公司的配方。

4. 重复──重复使用关键字句。马丁•路德•金最著名的演讲，提供了最佳例证，他不断重复：“我有一个梦想。”

5. 反问──丢出一个不需要回答的问题。当史蒂夫•乔布斯推出 iPhone 时，他问现场的听众：“这是一台iPod，是一支手机，也是网络通讯工具。你们搞懂了吗？这是一台装置。”

语言特质 6 要果断

弱语言会淡化领导人的影响力。如果你想要领导并且激励他人，必须果断，不要模棱两可。要做到这点：

■避免使用限定修饰语──“这只是我的意见。”

■去掉修饰语──像“但愿我们能做到这个或那个。”

■不使用摇摆不定的字眼──像“大概”、“类似”、“可能”。

■避免虚字──像“嗯”、“啊”，“老实说”，“你知道的”等用字。

■删除无力的动词──例如“我猜”或“我会觉得”。

■不要道歉──“不好意思要麻烦你了，但是……”

■不要自我改正──“我想从我的角度我说……”

■结尾要有力──避免使用“等等”和“类似的事”。

领导者有强势的语言模式，不会说内容空洞的事削弱自己的权威，你也应该如此。如果你用字遣词活泼有力，便会投射出强势且充满活力的形象，人们便更有可能跟随你。

语言特质 7 善用数字

作为领导者，你在做报告时可以使用6种技能，让你用到的数字更充满生气与活力：

1. 凑整数──说“70％ 的用户每天回来”，而不是说“我们的网站每天有1213万5231人次造访。”

2. 精简使用──不要一个数字接一个数字，让听众感到不耐烦。除非必要，尽量少用数字，并提供有价值的参考架构。“今年销售有成长并且非常强劲。我们的税前营业额1900万美元已创下新纪录，我们今年会做得更好。”

3. 使用类比──把你的数字与日常用品相提并论。“自动提款机技术带来的影响，相当于在不用修新马路的情况下，把一条原本两个车道的乡道变成八个车道的高速公路。”

4. 设好一个情境──借以说明为什么这些数字深具意义。“IBM公司在销售上领导了100年──比起其他科技公司至少长达3至4倍。对我们来说，这是一项非常明确的差异。”

5. 让数字人性化──才更容易掌握。“难民不是数字，即使全世界有数百万的难民。他们不只是难民。他们是母亲、女儿、父亲、儿子、农民、教师、工程师。”

6. 定义你的用词──厘清你的衡量单位。“通用电气公司正在追求六西格玛的质量水平──意味这家公司在每天执行的所有流程中，每100万次操作出现的失误，要从3.5万个（多数公司的平均水平）减少到4个以下。”

语言特质 8 笑话就免了

纯正的领导者用不着说笑。笑话很容易引起反效果，因为很容易不小心羞辱到个人或团体。记住，领导者的目标是说服而不是娱乐，如果人们开始把你看成是“搞笑一族”，就不会把你的诉求当回事。一定要懂得运用机智、名言和幽默轶事，如果它们和你的说话内容直接相关，而且能让你所说的内容变得生动，但少用笑话。笑话就像是地雷，一个不留神就会引来反弹。做你最在行的，别把领导与说笑混为一谈。



Step 3 Use leadership language 
中



When you're a leader, the language you use is counts. Great leaders are conscious of the language they use and deliberate in their choice of words. They bring their messages to life with language that's clear, conversational, personal, eloquent and strong. If your words have these qualities, your ideas will be understood and acted on by the audience.

Quality 1 Speak with clarity

The best way to get your audience to understand you is to think before you speak and then ensure you're always on message in what you're saying. If you're precise and succinct, listeners will appreciate the fact you know enough to take something complex and make it understandable. People like working with leaders who are direct and honest in what they say and this is what you're aiming for.

Speaking with clarity also involves using language which is appropriate for your audience. Know your audience, watch for signals they're getting what you're saying and be careful in your choice of words. Speak with precision.

Quality 2 Skip the jargon



Key Thoughts

"Jargon is the bane of business, government, and professional organizations. It consists of lazy language, inflated terminology, and phrases that get repeated so often they lose their meaning. Identify all forms of jargon, and edit them out of your text."

— Judith Humphrey



The jargon which can creep into business talks include:

■Abstract words or expressions which take up space but essentially mean nothing — like "parabolic arches that form the main shielding elements over the playing area." You're better off talking about the "roof."

■Big words — like "metropolis" rather than "city." In a similar vein, "weather" comes across much better than "meteorological." Many speakers think big words make them sound smarter but they have the opposite effect.

■Buzzwords — like "strategize", "paradigm" or "multi-decked structure." To cut down on buzzwords, start by eliminating pretty much any word which ends with "ize" and you'll be heading in the right direction.

■Clichés — such as "ballpark figure", "bottom line", "operational parameters" or a "viable alternative". Why would anyone want to consider an option which is not viable?

■Strange clusters ¬¬¬— which seemed to have been formed merely by sticking a number of nouns together. "Challenge" sounds much better than "Specified project outcome requirement." What is an "Operational Integrity Management System"?

■Acronyms — like BMO for Bank of Montreal or HP for Hewlett-Packard. They require people to stop listening to your message and instead figure out what is meant. That's not helpful.

Avoid all of these different types of jargon and your communications will be better.

Quality 3 Be conversational

Outside of church, people generally don't like being made to feel like they're being preached at or talked down to. If you adopt a conversational tone instead, you'll come across as being far more authentic and relevant. The best way to think of any speech, presentation or other speaking opportunity is to view it as an opportunity to strike up a good conversation with the audience.

With that in mind:

■Use short simple sentences rather than trying to use big words and long sentences.

■Use familiar words. Plain words are great.

■Include some familiar informal expressions — like "Now, don't expect this to happen overnight, but it will happen." Or "We want to bring people closer together, simplify their lives, and better serve them."

Quality 4 Be personal

Get personal with your audience and you'll always come across as more persuasive. Some suggestions:

■Showcase your personal convictions — talk about "I believe…" and "I'm convinced…" This is your opportunity to show your leadership credentials in an appealing way.

■Engage your audience — by using "you" in what you're saying. Referring to your audience in the first person will engage them and invite them to act on what you're suggesting.

■Create a connection with your audience — by talking about what "we" can achieve by working together. "We're committed to seeing this project through to a successful conclusion" can be a powerful rallying call.

Quality 5 Be eloquent

One of the most quoted examples of eloquence from a public speaker came from President John F. Kennedy's line: "And so, my fellow Americans, ask not what your country can do for you, ask what you can do for your country." Eloquence in speech generally comes from the use of five figures of speech:

1. Metaphors — where you link dissimilar items. The "Iron Curtain" of the Cold War era was a good example. White House press secretary Mike McCurry was well known for saying "I'm double parked in a no-comment zone!"

2. Antithesis — where you link two opposites. Eduardo Saverin, cofounder of Facebook, used antithesis well when he said: "Intellectual capital, and not just monetary capital, will spawn the next great product or idea. Entrepreneurs, especially in the technology sector, will create things tomorrow we can barely imagine today."

3. Alliteration — where the same sound is repeated for impact. Jack Welch used: "Speed, Simplicity and Self-confidence" as his formula to transform General Electric.

4. Repetition — the repetitive use of key words or phrases. Martin Luther King Jr.'s most famous speech which had multiple uses of "I have a dream" is a great example.

5. Rhetorical questions — questions you ask without expecting an answer. When Steve Jobs launched the iPhone, he asked his audience "An iPod, a phone and an internet communicator. Are you getting it? This is one device."

Quality 6 Be decisive

Weak language dilutes the impact of leadership. If you want to lead and inspire others, be decisive. Don't be tentative. To make this happen:

■Avoid qualifiers — "It's only my opinion."

■Eliminate modifiers — like "Hopefully we'll do this or that."

■Don't use wiggle words — like "roughly", "kind of", "probably".

■Avoid fillers — like "um", "ah", "to be honest", "you know", etc.

■Delete weak verbs — such as "I think" or "I would guess."

■Don't apologize — "I'm sorry to trouble you but…"

■Don't self-correct — "I think from my perspective I said…"

■End strongly — avoid "etcetera" and "that kind of thing".

Leaders have strong language patterns and don't undermine their authority by saying wishy-washy things and you need to do the same. If you use words and phrases which are strong and dynamic, you will project a strong and dynamic image and people will be more likely to follow you.

Quality 7 Be smart about numbers

There are six techniques you can use as a leader to make any numbers you use in a presentation more vibrant and dynamic:

1. Round off — say "70% of our users come back every day" rather than "we get 12135231 site visits each day."

2. Use fewer numbers — don't lose your audience in figure after figure. Reduce the figures you use to a bare minimum and provide a worthwhile frame of reference. "Sales are up and are very strong this year. Our pre-tax revenues of $19 million are a record and we'll do even better this year."

3. Use analogies — relate your numbers to everyday items. "ATM technology has had the impact of turning a two-lane country road into an eight-lane expressway without building any new roads."

4. Create a context — which shows why the numbers are meaningful. "IBM has been a sales leader for 100 years — at least three-to four times longer than any other technology company. This is a clear differentiator for us."

5. Give numbers a human face — so they're easier to grasp. "Refugees are not numbers, even though there are millions worldwide. They're not even just refugees. They're mothers, daughters, fathers, sons, farmers, teachers, engineers."

6. Define your terms — clarify your units of measure. "GE is on a quest for Six Sigma quality levels — which means going from 35000 defects per million operations (the average for most companies) to fewer than four defects per million in every process this company engages in every day."

Quality 8 Forget the jokes

Pure and simple leaders don't use jokes. They can backfire too easily by unintentionally insulting inpiduals or groups. Remember your goal as a leader is always to persuade rather than entertain and if people start viewing you as a "jokester", they won't take your message seriously. By all means use wit, quotation and humorous anecdotes if they relate directly to what you're saying to bring what you're saying to life but stay away from the jokes. They’re minefields which can backfire without a moment's notice. Stay with what you do best. Leadership doesn't mix with telling jokes.



步骤 4展现领导者的风范 
英



要影响他人，就要在言谈中注入能量，利用眼神接触、适当的手势和正确的语调，让你的谈话充满生气。最吸引听众的领导者是利用自己做最好的视觉辅助，他们具体而微地代表他们的说话内容。如果你能发展并展现出一种领导者的风范，你的影响力将散发开来，不论是一对一或在数百人面前。



大师观点

“出自由衷之言，直接诉诸对方的内心，不要太复杂，句子要相对简短，让每个人都清楚你说的话。”

──西奥多•索伦森，肯尼迪总统的演讲稿撰写人暨传记作家



当你像个领导者说话，你的目标应该是激发听众，让他们根据你的想法付诸行动。这是领导者的工作。无论是对一个人或数千人说话，你的目标应该是影响和启发。你的行为要像麦克风随时开着，相机总是对着你一样，因为今天比以往任何时候更该如此，也确实如此。

想要活用脚本：

[image: no445-57C]


■专注于你的听众──了解他们正遭遇哪些困难，同时吸引他们用心聆听。你必须能够回答这个问题：“我的听众听我演讲有什么好处？”他们来不是要让自己感到无聊，他们希望被感动和激励，这正是你在准备时应特别注意的。

■从你的脚本找寻能量──这表示在组织演讲报告时无论如何一定要专业：

‧ 以扣人心弦的引言，抓住听众的注意力。

‧ 有个强大的中心诉求，可以充满热情和信念去表达。

‧ 扩大你的主要论述，并以鲜明的意象，表达诉求里的每个要素。

‧ 提出一个结论，在整场报告中一遍又一遍不断重申。

‧ 在提出行动号召时以明确的战斗口号做结尾。

■充满感情地传递你的诉求──当你想要强调某个关键陈述或句子时，要不时停顿再拉高音调，这个方式必须依赖事前练习才行得通。就好比演员一样，别等到上镜时，才去想要做什么，如果你希望在报告时，能够注入个人能量及戏剧性，你就得事前练习。



大师观点

“最后，充分利用你的能量是精彩表达的基石。能向听众敞开心胸，发自‘内心深处’与听众分享，便能让你成为杰出演说家。当你愿意这么做，当你愿意表现坦率、柔弱、真实的一面，你的听众会视你为他们的领袖，他们将跟随你。这种领导方式不但是成功企业和公司领导人的特质，在艺术家、诗人、指挥家、创业家、运动员，以及任何能释放内心能量和热情的人身上，都明显可见。”

──茱迪斯•韩福瑞



卓越的演说家很少使用视觉辅助工具，它们可能造成分心。相反地，你要让自己成为你想传递诉求的最佳视觉辅助工具。既然从事一场报告的最终目的是说服听众采取行动，如果他们可以看着你的眼睛，感受到你坚定的信念，不受任何外物干扰，你就有最大的成功机会。



大师观点

“说服听众最好的办法是成为他们关注的焦点。经常使用PPT或其他视觉辅助工具的讲者，认为听众如果又听又看，比较容易吸收他们的演讲内容。但事实并非如此。当讲者使用视觉画面，会抢走听众的注意力。听众必须分散注意力去看画面及听你讲话。又因为眼睛比耳朵更敏锐，眼睛抢走了注意力。你的视觉工具成了注目焦点，你说的话则被听众远远抛在脑海之后。”

──茱迪斯•韩福瑞



让你的诉求生动或融入诉求成为最佳视觉辅助工具的3个关键是：
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用眼神引导听众──以有力的眼神接触那些你想领导或说服的人。好的目光接触能与听众建立关系，并让他们专心听你说话。如果你必须去读准备好的讲稿，使出“上－下－上”招术，与听众做有力而自然的目光接触：

‧ 每句话一开始向上看。

‧ 接着往下看你的讲稿。

‧ 读到句末时，再往上看。

一个好的“上－下－上”变化运用是，当你在念讲稿时，你可以低头看笔记上的重点，然后抬起头来，把那个想法告诉听众，来建立理想的目光接触。等你抬起头来把话说完后，再低头看你的讲稿找下一个重点。在利用PPT做报告时，这点尤其重要──一定要让大家觉得，你是在对他们说话并建立良好关系，而不只是一个在讲解幻灯片的人。

在临时起意的谈话中，强烈的眼神接触也很重要。以有力的眼神接触，发出正确的诉求。高效领导者的眼睛炯炯有神。

善用肢体语言──就实际而言这表示你要真实且开放，而不是封闭和矫揉造作。无论你是坐着或站着，你的肢体语言必须投射出领导者的模样。

如果是站着，要站稳不摇晃。在谈到有关当前的问题时，要挺直身躯并以手势强调你的关键点。坐着时，要端正并微微前倾。一定要正视听众而不要把头往左或往右倾。要口若悬河但适时轻松地保持静默。

声调要诚恳──运用声音的活力，让听众欲罢不能。领导者善于表达而不会单调乏味。最要紧的是说话要清楚而够响亮，务必让每个人知道你对一件事的看法。你可以运用以下的方式做到这点：

‧ 抓住机会发言，只要一有空档便说出你的想法。

‧ 呼吸自如，即使在备受压力的情况下。只要深深吸口气便能化解表达内心想法时产生的各种恐惧。

‧ 声音要够大，让每个人都听得见。

‧ 口齿清晰，这样才能充分发挥你音调的抑扬顿挫。

简单的要领就是你应该把每次发言的场合，当作领导的时机。你的心态应该是：“我要致力影响和激励眼前的每位听众──不管人多人少。”



Step 4Project a leader's presence 
中



To influence others, bring what you say to life by injecting energy, engaging eye contact, appropriate gestures and the right tone of voice into what you're saying. The most engaging leaders are their own best visual aids. They embody and epitomize what they're saying. If you can develop and then project a leader's presence, your influence will be felt whether you're speaking one-on-one or in front of hundreds of people.



Key Thoughts

"Speaking from the heart to heart, directly, not too complicated, relatively brief sentences, words that are clear to everyone."</</p>

— Theodore C. Sorensen, John F. Kennedy's speech writer and biographer



Whenever you speak as a leader, your aim should be to energize your audience so they will act upon your ideas. This is what leaders do. You should be aiming to influence and inspire whether you're speaking one to- one or to thousands at a time. You've got to act like the microphone is always on and the camera is always pointed at you because today more than ever before, it is.

To really bring your script to life:
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■Focus on your audience — know what challenges they're facing and engage their hearts and minds. You must be able to answer the question "What's in this for my audience?" They aren't there to be bored. They want to be moved and motivated so that's what should guide your preparations.

■Find the energy in your script — which means nothing more or less that structuring your presentation professionally:

‧Grab the audience's attention with an engaging and immersive introduction.

‧Have a strong central message you can deliver with passion and conviction.

‧Expand your key arguments and provide vivid imagery with each element of your message you expand on.

‧Have a single takeaway you reaffirm over and over throughout your presentation.

‧End with a definitive rallying cry in your call to action.

■Deliver your message expressively — pause frequently and then raise your voice when you want to emphasize key statements or phrases. This will only be feasible if you practice delivering your message in advance. In just the same way as actors don't get in front of the cameras and then start figuring out what to do, you need to practice beforehand if you're to have any hope of injecting personal energy and drama into your presentation.



Key Thoughts

"In the end, tapping into your energy is the foundation of great delivery. Being able to open up to an audience, draw upon your 'inner life,' and share it with your audience is what will make you an exceptional speaker. Once you are willing to do that, once you are willing to be open, vulnerable, and real, your audience will see you as their leader. They will follow you. Such leadership not only characterizes successful corporate and organizational leaders, but it is also evident in artists, poets, conductors, entrepreneurs, athletes, anyone who can release that inner energy and passion."

— Judith Humphrey



Great speakers rarely if ever use visual aids. They have the potential to distract. Instead, you have to become the best possible visual aid for the message you're trying to deliver. Since your ultimate aim in making a presentation is to persuade your listeners to act, you have the greatest chance of success if they can look into your eyes and feel the depth of your conviction without being distracted by anything else.



Key Thoughts

"The best way to persuade your listeners is to become the focal point of their attention. Presenters often use PowerPoint or other visual aids, believing that their audience can absorb more of their talk if they listen and look. But that's not the case. When speakers use visuals, they create competition for the audience's attention. The audience must pide its focus looking at the visual and listening to you. And because the eye is a much more powerful sensory device than the ear, the eye wins. Your visuals get star billing: what you are saying finishes a distant second in the audience's mind."

— Judith Humphrey



The three keys to embodying your message or becoming the most effective visual aid for your message are:

[image: no445-62E]


Lead with your eyes — have strong eye contact with those you aspire to lead or persuade. Good eye contact establishes a relationship with the audience and helps them concentrate on what you're saying. If you are forced to read from a prepared script, use the UP-DOWN-UP technique to make strong and natural eye contact with the audience:

‧Look UP at the beginning of each sentence.

‧Then look DOWN at your materials.

‧When you come to the end of the sentence, look UP again.

A good variation of UP-DOWN-UP is if you're speaking from notes, you can establish good eye contact by looking down at your notes to read the next bullet point and then look up and speak that thought to the audience. After you've delivered the material looking up, you then look back at your notes for the next point. This is particularly important when going through a PowerPoint presentation — make certain everyone comes away with the impression you're speaking with them and establishing a strong relationship rather than being regarded as someone who is narrating the slides.

Strong eye contact is also important when you're speaking off-the-cuff. Use strong eye contact to send the right messages. Effective leaders have animated eyes.

Use great body language — which in practical terms means you want to be authentic and open rather than closed and stilted. Whether you're seated or standing, your body language must project your stature as a leader.

If standing, plant your feet solidly and avoid swaying. Stand tall as you speak about the issues at hand and use gestures to emphasize your key points. When seated, sit tall and leaning slightly forward. Make sure you look at people square on rather than tilting your head to one side or another. Be expressive but at the same time comfortable with silence when that is appropriate.

Have an authentic voice — project your vocal energy in a way which compels the audience to listen. Leaders speak with expression as opposed to a monotone. Above all else, speak clearly and loudly. Make certain everyone knows your thoughts on a subject. You can achieve this by:

‧Seizing the opportunity to speak and inject your thoughts whenever and wherever an opening arises.

‧Breathing freely, even when in a pressure situation. Just the act of breathing deeply will help offset any fears you may have about making your thoughts heard.

‧Speaking loud enough so people can hear you.

‧Articulating clearly so you can use the full vocal range which is available to you.

The simple dynamic is you should utilize every speaking situation which arises as a leadership moment. Your mindset should be: "I will work to influence and inspire every audience I am in front of — large or small."



Key Thoughts

"Every day you have dozens of opportunities to make believers out of your colleagues, your peers, and your staff. You are always on stage. Every talk, presentation, e-mail, and voice mail is a chance to lead. It's an opportunity to persuade and inspire your audience. Too often people think that leadership is played out only on grand, public stages. It's not. It must also be played out when we're in conversation, on the phone, in meetings, and in elevators. Otherwise, we'll miss these frequent opportunities to lead every day, every hour, every moment. In fact, increasingly your biggest leadership opportunities may well comes on these small stages."

— Judith Humphrey

"The one point in which we have our very greatest advantage over the brute creation is that we hold converse one with another, and can reproduce our thoughts in word. Who therefore would not rightly admire this faculty, and deem it his [and her] duty to exert himself to the utmost in this field?"

— Cicero, Roman statesman

"You have it within you to be great. Just remember that every time you speak, you can make believers out of your listeners. This is not a sidebar to your leadership. It is the very essence of your leadership. If you want to lead, accept this role. Seize this opportunity whenever you can. Realize that you have the power to create believers."

— Judith Humphrey





延伸阅读

想出头，跟着领袖学演说（大师轻松读系列）

Real Leaders Don't Do PowerPoint

领导者一开口就是不一样；学到他们在演讲台上的领导魅力，在别人心中的分量自然也不同！

要素1 ：使人钦佩的对象

要素2 ：令人注目的场合

要素3 ：引人入胜的诉求

要素4 ：让人叫绝的呈现

精彩内容

卓越领导者的演说（A Great Leader's Speech）

许多领导者都是出色的演说家，前美国总统林肯、人权领袖马丁•路德•金（Martin Luther King Jr.），都是卓越的演说家。林肯文字浅白，句子简洁有力，1863 年发表的《盖茨堡演说》（The Gettysburg Address），就是他的代表作。林肯为了说服美国人民跟随他打赢南北战争，他把演讲的重点放在“奉献”（Dedicated）这个字，不断提到这个字来克服人民对战争的恐惧，转化为对国家利益的奉献。这些特点，正是这期《大师》指出演讲需具备的远大理念、反复强调、不冗长以及强而有力的收尾。马丁•路德•金也运用同样的技巧，在《我有一个梦想》演讲中不断重复“I have a dream”这句话。梦想代表了理想和希望，代表自美国开国以来，无数欧洲移民在新大陆开拓土地和创造财富的故事，是美国人共同的梦想。

马丁•路德•金不断重复“Dream”这个字眼，唤起美国人的记忆。他主要的演讲对象是黑人，当时黑人教育程度不高，他拒绝引用名人话语，而以一首黑人熟悉的儿歌，让听众更有认同感。领导者的演讲不只是形式，而是领导力的展现。有魅力的领袖，能够借着演讲激励听众，迈向成功与目标。那么，一场成功的演讲，会有多大的影响力？美国前总统比尔•克林顿（Bill Clinton）说他之所以立志从事公众服务有两个原因：一是他以少年国家议员的身份参观白宫，并受到当时总统肯尼迪的接见；第二是他聆听了人权领袖马丁•路德•金的《我有一个梦想》，促成了他从政的决心。马丁•路德•金的演讲改变了克林顿的想法和一生，而这场演讲的影响力，必然不只是改变一个克林顿而已。

听众的WIIFM?（Audience's WIIFM?）

“WIIFM?”是英文“What's in it for me?”的缩写，也就是“我能够从中获得什么?”的意思，而这也是听众最在乎的事。听众衡量一场演讲的好坏，就取决于演讲者是否真正能带给听众需要的信息。

木村拓哉在日剧《Change》中扮演的朝仓总理，以谦卑诚恳的形象，赢得了人民的支持。他在剧中几场精彩的演说，更是打动人心的主要关键。朝仓的真诚，从进行辩论时对其他两位候选人问道:“我在想两位进行的讨论，到底能否传达给正在观看的人……你们可以把我当作是小学五年级的学生进行讲解吗? 我或许还不太明白政治，但我肯定比你们更接近正在看电视的人们。”再到竞选前的街头演说：“我保证，用跟大家一样的耳朵去倾听弱者的声音；我保证，用跟大家一样的双脚，毫不迟疑奔赴问题发生的现场；我保证，用跟大家一样的双手，挥洒汗水努力工作，指出这个国家应该前进的道路。我的一切，我的一切都和大家一样!”这在在展现了真正贴近民众，从一般老百姓的角度思考。朝仓展现的特质，完全符合“WIIFM?”原则中以听众利益为念与尊重听众的两大价值。演说者只要能回答听众的“WIIFM?”问题，就可以顺利将演讲重心放在解决问题、达成目标上，自然也能吸引听众投入演说。
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