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Tool: WorkSmart toolkit  

Purpose of tool: To reflect on how you adapt your messaging based on context/sense of audience.   

Audience/context Your strategies  Your language  Your ideas  
  

Formality:  
They value a 
softer/diplomatic style. 
They value a more direct 
style.  
 
 

• Mirror back to some extent but 
anchor into your own 
authentic style.  

• Trust your gut in terms of 
softening the message. 

• Don’t assume/stereotype but 
quickly absorb what you can 
about your contacts’ preferred 
communication style. 

• Make a conscious choice 
about the need for small talk. 

 

• Can you fire over the… 
• Could you please send me 

the… 
• Could you confirm the… 
• Would you be able to send 

over the… 
• It would be great if you 

could… 
• To get to the point...    
• I suggest we go straight to 

the… 
 

 

They don’t want the 
details.  

• Don’t get lost in the detail but 
avoid the trap of being too 
vague/big picture/visionary.  

• Focus on being 
targeted/selective when giving 
details is necessary.  

• To give an overview… 
• In terms of the big picture… 
• To summarise/recap…. 
• To sum up…. 
• Overall, we need to focus 

on… 
• I think the best way to 

proceed is to… 
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Audience/context Your strategies  Your language  Your ideas  
  

They are 
defensive/sensitive to 
feedback.  
They are anxious. 
They are frustrated. 

• Give them time and space to 
express. 

• Highlight their value but be 
mindful of the risk of diluting 
the message (sugarcoating). 

• Use empathy language.  
• Use clean language.  
• Use clean feedback.  
• Depersonalise/let the 

evidence speak. 
• Highlight options/scenarios. 
• Highlight 

benefits/consequences. 

• What would you like to 
achieve from this…? 

• What are your thoughts on 
this?  

• I would really 
value/appreciate your input 
on this.  

• I recognise the challenges 
you have…. 

• You highlighted xxx/You said 
xxx- could you expand on 
that…? 

 

 

You are not sure it is the 
right moment to give all 
the information. 

• Be selective/filter.  
• Don’t come across as evasive. 
• Be explicit about your focus. 
• Be strategic – highlight some 

points are best discussed at a 
later point. 

• I would like to focus on… 
• I suggest we concentrate on 

x and talk in more detail 
about y at a later point. 

• I think it best if we…  

 

Trust, rapport, 
professional boundaries. 
 

• Choose the right physical 
context for the meeting.  

• Give space and time for small 
talk/checking in (or don’t).  

• Don’t overplay the rapport 
building if you have a difficult 
message to give.  

• Reflect on ‘we’ or ‘I’. 

• How are you doing?  
• How is it going?  
• How are things with the…? 
• How are your family?  
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Audience/context Your strategies  Your language  Your ideas  
  

They are solution 
focused/they don’t like 
excuses.  

• Highlight the solution/next 
steps/actions. 

• Reflect on ‘we or I’. 
• Don’t get lost in the back story 

but do highlight ‘lessons 
learnt’ or explain context if 
important insights to be 
gained.  

• Less is more/be 
concise/signpost and chunk 
up your message into bulleted 
points.  

• We are going to … 
• Our next step is to … 
• We will…  
• Our solution to this… 
• To overcome this… 
• We have learnt the 

importance of… 
• It is important to highlight… 

 

 

They don’t like/want bad 
news. 

• Sandwich feedback/positive 
framework but avoid 
sugarcoating. 

• Be mindful of short-term gain 
and long-term pain. 

• Don’t make the ‘however’ feel 
too obvious.    

• Don’t give negative news in 
isolation – what is the next 
step/solution/workaround?  

• While it has been a difficult 
quarter the overall 
performance has been… 

• Despite the initial problems 
with the launch of…we are 
confident that… 

• We are confident that…. 
however, we recognise 
the… 

• It has been an 
interesting/challenging 
period… 

• Issue v problem. 
 
 

 



TLP Tips 2025        

Other ideas.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

   

 


