Say What Matters

A practical message map for spokespeople,
teams, and mission-led storytelling
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Finding clarity under pressure

Clear messaging helps in interviews, reports, events, websites, and
everyday conversations

People working in charities and social enterprises are often asked to
speak on behalf of their organisation with very little warning or
preparation. One moment you’re delivering services, managing a
crisis, or supporting your team — the next you’re speaking to a
journalist, funder, policymaker, stakeholder, or room full of
supporters.

In those moments, it’s easy to feel pressure to answer quickly, say the
‘right’ thing, or fill every silence. Many people end up speaking too
fast, overexplaining, or losing clarity around the message they most
want people to remember.

A more effective approach is to think ahead about the key points you
want people to understand, pause before responding, and use clear,
natural language to keep your communication focused and connected
to your organisation’s purpose and priorities.

This short guide is designed to help you do exactly that — so you can
communicate with more clarity, respond calmly under pressure, and
speak in a way that feels grounded, credible, and true to your
organisation.

The same clarity that helps in a live
@ conversation also helps when you write a
N report, update a website, speak at an event,
or explain your work to a funder.



The Say What Matters method

Pause — Acknowledge — Answer — Pivot — Land

The Say What Matters method helps you respond calmly and bring the
conversation back to your key message.

Take it step by step: pause, acknowledge the question, answer briefly, pivot
to your key message, and land on the point you want remembered.

Tip: A phrase like “’m glad you asked” acknowledges their question, while
giving you a moment to think and choose your response.

9 Pause

Take a breath. Let the answer come to the front of your mind.

9 Acknowledge
Use a phrase such as:
e “I'mso glad you asked.”
e “That’s an important question.”
e “It’s a fair question.”

9 Answer

Give a short, direct response.

9 Pivot
Bridge to one of your key messages.

Useful phrases might include:

“What matters most hereis..”

e “What we want people to understand is..”

e “What | find interesting is..”

e “What | find compelling is..”

e “And that connects to something really important..”

P Land the point
©  End with the message, story, or takeaway you most want

remembered.



When you don’t know

You do not have to know everything.

In fact, one of the most credible things a spokesperson can say is:
“l don’t know.”

Trying to guess, blag or fill the silence can create confusion and damage
trust.

A calm, honest response is often much stronger:
e “l don’t have that information to hand.”
e “l don’t want to guess and give you the wrong answer.”
e “I don’t know, but | can find out and come back to you.”

Where useful, you can follow with:
e “What | cansayis..”
e “What | do know is..”
e “What matters in the meantime is..”

Honesty builds trust. Bluffing rarely does.

If you don’t know an answer, you can still return to the bigger story of your
work.
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The Spokesperson Message Map

Use this tool to prepare for interviews, meetings, or speaking,
or to develop content for reports, websites, and more.

START HERE L
Our mission in one clear sentence

What do you do, for whom, and why does it matter?

The three key messages we want people to remember
Keep these short, clear and repeatable.

Key message 1

Key message 2

Key message 3

Proof point or example
What fact, story, or statistic backs this up?

Audience concern
What question, worry, or misconception are we responding to?

The point | want to land on
What is the one message | want to leave them with?
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Example: SkillBridge ©

Helping young people aged 16-25 from disadvantaged e
communities build employability skills

Our mission in one clear sentence
What do you do, for whom, and why does it matter?

SkillBridge equips young people from disadvantaged communities with the skills,
confidence, and opportunities they need to build sustainable careers.

The three key messages we want people to remember
Keep these short, clear and repeatable.

Key message 1

Young people from disadvantaged backgrounds can and do succeed when given the
right support.

Key message 2

90% of our graduates are employed or in further training six months after completing
our programme.

Key message 3

We partner with employers to create real pathways from training to sustainable
employment.

Proof point or example
What fact, story, or statistic backs this up?

Last year, 142 young people completed our programme, with 90% in work or further
training within six months. Sarah, 19, moved from long-term unemployment into a full-
time healthcare role through our hospital partnership.

Audience concern
What question, worry, or misconception are we responding to?

"These programs don't lead to real jobs. Young people drop out or end up in dead-end
work."

The point | want to land on
What is the one message | want to leave them with?

SkillBridge creates real pathways from disadvantage to sustainable employment.




How it works in practice

Tough question: "Your success rate sounds impressive, but what about the
other 10%?"

Say What Matters response:
"I'm glad you asked—that's an important question. Our 90% success rate is
strong, but we know we can do better.

What matters most is that we're creating real pathways from disadvantage
to sustainable employment. Last year, 128 out of 142 young people found
work or training within six months. For the others, we keep supporting
them until they succeed."




Quick check and next step Qo

Before you speak, ask yourself:

e Can | explain our mission clearly in one sentence?

e Do | know the three key messages | want to land?

e Do | have a proof point or example?

e Am | ready to pause before answering?

e Do | have one or two bridge phrases | can use naturally?

e Am | comfortable saying “I don’t know” when needed?

e Will I sound like a real person, not a script?

e Could | use these same messages in a report, website update, or event
speech?

Final reminder

You do not need to know everything. You do need to sound clear, credible
and connected to the mission.




About this tool

This guide is part of the Hart Communications Clarity
Series — a collection of practical tools, workshops and
training designed to help mission-led organisations
communicate with clarity and confidence

Interested in building stronger communication capability in your team?
If you’ve found this useful, the next step is to practise it in real situations.

Our Say What Matters workshops and training help teams:
e Develop and align key messages
e Practise responding to real questions and scenarios
e Build confidence speaking on behalf of their organisation
e Apply the same message map across channels, not just live responses.

To explore how this could work for your team:
(5 Book a free conversation

To learn more about us:
¢ www.hartcomms.net



https://www.hartcomms.net/schedule-a-meeting.html
https://www.hartcomms.net/
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