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Delivering News 
 

It is part of the job, the world is not perfect, to know how to communicate well under pressure, and especially important 

that you can deliver bad news with honesty and empathy. 

 

Firstly, customer’s do understand that bad things might happen and it goes with the job that you need to inform them 

and tell them about what changes their view or might disappointment. 

 

Because customers do understand that bad things happen, they are often more forgiving than we expect, when you call 

them so don’t shy away or dress up bad news, deliver it honestly and with their best interests in mind.  When handled well, 

the situation from the customer’s point of view might even turn the negative to a positive.  

 

Learning how to deliver bad news honestly, openly, and empathetically helps you to preserve your relationship with 

customers, and colleagues.  It is so important that your delivery of bad news for not cause damage that changes the 

relationship and trust. 

 

Here are some tips for the times when you need to deliver a difficult message.  

 

⚫ Delivering bad news is something that we all have to do at some point. For example, you may need to let your 

customer know of a delay in their completion or a change to the design of their home 
 

⚫ There are many reasons why you might need to deliver bad news, which is why it's important to know how to deliver it 

honestly, empathetically, and gracefully. 

 
We know that the way you communicate news has a direct impact on how the customer perceives and reacts to the 

situation, and the way that you communicate in situations like this are likely be remembered – either positively or 

negatively – and will inform how the customers receives future news whether good or bad for you or any of your 

colleagues. 

 

Research shows that – from the customer’s perspective – the four most important factors when delivering news are (in 

order of importance): 

 

⚫ Your attitude 

⚫ The clarity of your message – specifically what you say 

⚫ Your empathy and individuality 

⚫ Your ability to answer questions 

 
No matter what type of news you need to communicate, here are our five steps to help you to deliver with honesty, 

empathy, and grace. 

 

1. Prepare yourself emotionally 

 

Bad news can be stressful, to manage the stress, it's important to prepare yourself first.   

 

⚫ Take time to calm your mind, focus, and think about what you want to say. If you do this, your emotions are less likely 
to get the better of you during the conversation 

 
⚫ By speaking in a calm and clear manner, you'll demonstrate that you're prepared and professional. As such, you're 

less likely to make the situation worse 
 
⚫ Practice how you are going to show empathy and take the time to work on this before you speak or meet with the 

customer  
 
⚫ Put yourself in their shoes, imagine how you would react if you were in their position. What might they lose as a result 

of this news? How might they feel?  
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⚫ Use your understanding of their perspective to shape how you deliver any news 
 
⚫ Explore possible outcomes and prepare for difficult questions – role play with your colleague to rehearse your delivery  
 
⚫ Practice composure and professionalism, the calmer you are, the more likely the customer will be too 
 

 

2. Identify with solutions not problems 

 

For every piece of news, there needs to be a practical way forward to resolve the impact and reduce the negativity.  

You may not be able to put it right, but you can minimise the upset and negative impact. 

 

⚫ Try to identify several solutions before you meet or speak to the customer, this is essential because, once your 
conversation begins, it might become emotionally charged and you may struggle to think of answers under pressure 

 
⚫ Have solutions ready to go and you will demonstrate professionalism and show that you are focused on helping the 

customer and that the goal to move them in to their new home is actively and positively at the top of your agenda 
 

 

3. Use a positive and calm tone and keeping your voice down 

 

When you get excited or emotional, it is normal that your voice will go up a notch or two in pitch, and you are likely to 

speak faster.  You have to be in control of your voice, lower it and slow your pace when you are delivering bad news. By 

doing this, you will convey that you are clear-headed, logical and reasonable – certainly not emotional or on edge!  Let 

yourself be seen as the voice of reason, especially if a crisis is brewing. 

 

 

4. Pay attention to setting and timing 

 

⚫ Be timely yet measured with news 
 

⚫ Act quickly to give up to date news however, take an overview of frequency for delivering news, it is a moving feast, 
the customer will be less bothered by a date and more bothered that no one seems to be in control of building their 
home 

 

When receiving news that requires a customer to change their view on something in or about their new home, the set up 

for this needs to be private and allowing the customer the time and space to listen to you, respond emotionally as well as 

rationally and then to establish how, given the change they are being presented with, how they will process and cope 

with it in a way that gives them time and space.   

 

Your role is actually to move forward with the customer based on a change to their home, not just in delivering news. 

 

You have to arrange to not be interrupted during the conversation to show how important this customer is to you.  Turn 

phones off, and make sure that you won't be interrupted. 

 

It's best to deliver bad news promptly, and although email is often the fastest way to communicate, it is a terrible channel 

for delivering bad news.  

 

It's best to deliver bad or news that will have to be adjusted to on a personal way – telephone, face to face meeting or 

virtual, because you can use the right tone of voice and body language.  When communicating with empathy, subtle 

signals are often lost over the phone, and are defintiely nonexistent with email. 

 

 

 

5. Be genuine 
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When the time comes to deliver news, try to be authentic and compassionate, and treat the customer with respect and 

dignity. Don't try to ‘sugarcoat’ or minimise the situation; it's best to be forthright and honest about what's happened, and 

about what you're going to do to make it right. 

 

⚫ Remember, your attitude and the clarity of your message are two essential components in this conversation. Be open, 
clear, and honest 

 

⚫ If you're responsible for the situation, try to explain frankly how your actions contributed to the event. It may help to 
build trust with the other person by openly communicating what your role was, and by apologising 

 

⚫ Don't try to blame someone else or falsely justify your actions; this is ethically wrong, and it can damage your 
reputation 

 

⚫ When you deliver bad news, take care to validate the other person's emotions. If he or she says, ‘I'm angry!’ try to 
show that you understand.  For example, you might say ‘I understand that you're angry, and you have every right to 
be.’ 

 

⚫ If you repeat words and phrases that the other person uses – ‘angry,’ for example – it shows that you're listening, that 
you understand, and that it's OK that they feel the way that they do. 

 

⚫ Once the other person has calmed down, ask whether he or she has any questions about the situation. Be active in 
your listetning so that you hear and understand what they say, and address any concerns that they may have. 

 
 

6. Take responsibility for the communication 

 

You are accountable to the customer and your team for their happiness.  Customers are expecting news, they just don’t 

know how bad it might be until your lay it out for them.  What they care about is that someone they can trust is in control 

and acting on their best interest.  That you are actively working on their situation, working hard to ensure they will be 

happy with their new home. 

 

People respect those who are willing to be responsible and can see you being prepared to be held accountable and 

would rather work with you than someone who is not taking responsibly or pointing fingers at others. 

 

 

7. Don’t hide behind policy 

 

‘Sorry, it’s our policy’ is just a hot button for customers.  It’s better to take the time to explain why a policy exists in the first 

place. 

 

It won’t all be bad news!  When you are delivering good news and bad news, tell the good 

news first 

 

If you have good news, start with that, the brain will respond positively and so the platform you are delivering the not so 

good news to will react less negatively can tune out when there is bad news so whatever comes next because it triggers 

an internal stress reaction. To make sure your customer hears and understands your complete message, start with the 

good stuff. 
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8. CAN do rather than Can’t 

 

When you are delivering news that the customer hears as something that is not possible, that you can’t do, it is ok to say 

you can’t as long as you also sa what you CAN do! 

 

‘I can’t arrange for you to see your home now but what I CAN do is call you back with a date and time that we can 

arrange safe access for you and we can discuss together the plan to overcome this.’ 

 

It has been said that CAN says ‘I care’, CAN’T says ‘I don’t’ which are you? 
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