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Chapter 1: The Executive Reality: Why Competence
Doesn't Equal Influence.

I was standing in the boardroom, pitching a global servicing solution for a completely
untapped area of our business. | had the expertise. | knew this market better than anyone
else in the company. | came armed with a strong emotional connection to the field,
unwavering belief, and the data to back up the business case.

| was confident. | knew it would work.

Then, the senior leader of our region leaned forward and dropped a directive that
completely derailed me: "Show me you can make it work on top of your current job."

I wasn't ready for that. In their eyes, | was a high-performing "doer", an executor. To change
their perception and prove the viability of this idea, | was suddenly being asked to run two
jobs atonce.

My voice froze. | was stuck. | literally felt my chest constrict with the weight of immediate,
suffocating frustration. Why couldn't they just see what | saw in this brilliant idea?

Looking back at that moment with 15 years of senior leadership experience under my belt,
the failure is glaringly obvious. The issue wasn't the idea. The issue was that | wasn't
speaking to the WHY.

| was speaking up, yes, but | had completely failed to anticipate the boardroom's reality. |
had no plan for how to solve the company's broader challenges on limited resources. The
ROl wasn't sharp enough, and there was nowhere near enough strategic buy-in to start
something brand new, even at a small scale.

| was passionately explaining how this initiative would help our local team in Singapore,
and how we could secure a quick win. But | completely forgot the golden rule of executive
presence: Upward communication and strategy is not about what we do. Itis about
how we link what we do to why it matters for the entire organization.

| was communicating like a manager. They needed me to communicate like an executive.
The Competence Trap

Imagine being in a critical alignment meeting. You have a brilliant idea that could optimize
your department or capture a new market. You clear your throat, present your data, and
then... nothing. You get polite nods, but a senior leader inevitably pokes a hole in the
resource allocation, and your momentum dies.
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Itis a tough pill to swallow, but that is the reality for countless ambitious professionals. We
have the vision, the smarts, and the dedication. But our voice just does not carry the
necessary strategic weight. It gets lost in the noise, dismissed as operational rather than
visionary.

What makes a leader truly great? Is it just the sharpest strategy or the hardest work ethic?
No. Itis the ability to connect localized execution to high-level organizational goals. It is the
ability to inspire a room of skeptics and secure resources when budgets are tight.

It all boils down to executive communication.
The Promise: Unlocking Your Executive OS

This book is not about basic presentation skills. It is not about simply learning to project
your voice or stand up straight.

This is a practical guide to completely rewriting your communication operating system. Itis
designed specifically for middle managers who are tired of being the hardest workers in the
room and are ready to break through to the executive level.

When you master this level of communication, your impact scales. You stop asking for
permission to execute and start presenting visions with such precision that senior
leadership cannot help but get on board. Your relationships deepen, and you navigate
complex, high-stakes conversations with the grace of a seasoned professional.

You already have competence. Now, it is time to unlock the influence.
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Chapter 2: The Strategic Executive Audit

In the last chapter, we established that executive communication is about linking what you
do to why it matters. But before we build your new communication operating system, we
need to ruthlessly audit your current one. You cannot fix what you do not acknowledge is
broken.

Most middle managers fail to cross the threshold into executive leadership because they
are completely unaware that they are trapped in specific "middle-management defaults."
Let's identify where you are getting stuck and replace those defaults with executive
frameworks.

Trap #1: The Information Overloader

This is the most common trap for highly competent managers. You are an expert in your
field. You know the data inside and out. So, when you get into the boardroom, you default
to what you know: you dump numbers, outline complex solutions, and recite an essay of
everything your team has accomplished.

Meanwhile, the senior executives are sitting there waiting for the only answer that matters
to them: "Why should | care?"

Middle managers ramble non-stop because they think detail proves competence. It
doesn't. It creates noise. When you fail to link your localized "what" to their high-level "how
this moves the company goals forward," you might as well be speaking a different language.

The Fix: The 3-2-1 Framework for Executive Conciseness

To cure the rambling and handle your nerves, you need a system to synthesize complex
information into digestible executive bites. Enter the 3-2-1 Framework.(by Vinh Giang)

Whenever you feel yourself starting to over-explain, or when you only have a 60-second
elevator pitch, organize your thoughts into one of these structures:

o 3 Steps to aProcess: "There are three phases to executing this market expansion.
One, we secure local compliance. Two, we pilot the sales team. Three, we scale."

¢ 2Types of Scenarios: "We are looking at two types of competitor responses. There
is the aggressive price-cut, and there is the passive wait-and-see. Here is our plan
for both."

¢ 1Thing That Matters: "The one thing that is critical on this slide is that we have
improved our service level effectiveness by 18% in the last quarter, protecting our
bottom line."
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This framework forces clarity, projects absolute control, and stops the data dump dead in
its tracks.

Trap #2: Waiting to Speak vs. Strategic Listening

Many managers think communication is just about talking. But true influence is forged in
how you listen. | challenge the leaders | coach to audit their listening skills with a simple
test. In your next 1-on-1 with a team member, make it a goal to only speak 20% of the time.
This forces you to use non-directive coaching methodologies, asking questions instead of
telling people what to do.

But strategic listening goes far beyond the 1-on-1. It is the secret weapon for managing
senior executives. Instead of guessing what they want, ask high-leverage questions like:
"What are the top two things you would like to see from this project that would make you
say we are exceeding expectations?"

The Executive Secret: The Meeting Before the Meeting

If you walk into a boardroom cold to pitch an idea, you have already lost. This is especially
true in Asia, where the real decisions are typically made before the pitch ever happens in
the formal boardroom.

Aligning with key stakeholders beforehand is a critical executive discipline. Before your next
major presentation, reach out to at least one key stakeholder. Ask for their advice and
input. Link your "ask" directly to solving their specific challenges. When you build these
connections, you eliminate surprises and ensure your message lands perfectly when the
formal meeting begins.

The Authenticity Paradox

We hear a lot about "bringing your authentic self to work". But let’s be clear, in the
boardroom, authenticity does not mean unfiltered, raw self-expression.

Executive authenticity is about maintaining your passion, your humor, your data-driven
insights, and your energy, but ruthlessly calibrating it to your audience. If the senior leaders
in the room do not receive irony or sarcasm well, do not use it.

You must read the room. If you do not know the senior leader you are presenting to, find a
trusted colleague who does. Learn the leader's communication style and talk their
language. Adapting your style to ensure your message is heard is not "faking it", it is
advanced leadership.

Your Practical Audit: Record yourself with your phone the next time you run a meeting or
practice a pitch. Watch it back. Are you rambling? Are you using the 3-2-1 framework?
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Where are your eyes looking? It might feel uncomfortable, but watching yourself is the
fastest way to identify your middle-management defaults and start replacing them with
your confident leadership voice.
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Chapter 3: Setting Strategic Executive Goals

We have audited your middle-management defaults and introduced frameworks to tighten
your message. The next step is defining where you are actually going.

Most managers fail at this stage. When | ask them about their development areas, they give
me incredibly vague targets. They say they want to "be better at senior-level
communication" or "improve data-driven insights."

Those are not goals. Those are wishes. They have absolutely nothing to do with the specific,
daily actions required to move the needle. A manager sets a goal to stop saying "um." An
executive sets a goal to secure budget approval from a skeptical board. It is time to upgrade
your target.

The "Future in Hindsight" Framework

To build a truly strategic goal, we need to bypass the vague aspirations. | take the leaders |
coach through an exercise called "Future in Hindsight."

Imagine yourself exactly six months from now. You are standing in the boardroom delivering
the exact presentation you dream of giving. You have complete command of the room.
What is your future self doing? How are you communicating? Why is your message so
impactful?

Once you have that vivid picture, we work backwards. | will ask you: "How did you get
there?"

This reverse-engineering process forces you to identify the explicit actions you took to
master those skills. It moves you from a vague desire to specific, measurable actions.
Because the six-month timeline is already established, you instantly have the foundation
for a much stronger SMART goal. The underlying motivation is clear. You are building the
skills necessary to get your ideas adopted and to be recognized as a leader who actively
moves the organization forward.

The 5-Minute Reset and The 10X Rule

Setting goals is useless if you do not understand the environment where you will execute
them. Before you step into any meeting or presentation, take a mandatory 5-minute reset.
Ask yourself two simple questions: What is the purpose of this meeting, and what is my
specific role here?

If your goal is to get a "YES" for a new budget, you must understand the financial gravity of
that request. Senior leaders have hundreds of initiatives they can fund, but resources are
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strictly limited. If you are operating in a multinational corporation and asking for $100,000,
you cannot just show that the idea is good. You must prove an ROl that is at least five to ten
times that amount. You have to make the offer so irresistible that saying yes is a no-brainer.

Timing Your Promotion Cycle

Your communication goals do not exist in a vacuum. They are tied directly to your career
timeline. Whether you are driven by the desire to buy a house, start a family, or support
aging parents, your timeline is ultimately dictated by how quickly you want to reach the
next level.

Organizations operate on strict promotion cycles. They usually elevate leaders once or
twice a year. These windows do not open often, and the decisions are made long before the
official announcements. You must showcase your executive communication abilities at
least three to six months before the promotion cycle begins. Know your organization's
timeline, and set your communication goals to ensure you provide undeniable reasons to
promote you well before the deadline.

Conquering the Room: The Rollercoaster Rule

Even with perfect goals and timelines, imposter syndrome will strike. Many managers walk
into the boardroom, feel the pressure, and completely fall apart. Their hands sweat, their
voices get raspy, and they default to dumping data.

They fail because they put too much pressure on a single moment, believing their entire
promotion is determined in a 10-minute window. The reality is that senior leaders are just
humans sitting in a room to listen to an idea. Keep your speaking notes entirely focused on
how your idea helps them succeed. That narrow focus is much easier to remember than a
twenty-page slide deck.

More importantly, you must understand one critical rule. The boardroom is for delivery. It is
never for practice.

You would never take a final exam without studying, yet managers routinely walk into high-
stakes pitches without a single dry run. This lack of preparation breeds terror.

Think of it like riding a massive rollercoaster. The first time you ride it, it is terrifying. It takes
immense courage just to step into the cart. But if you ride that exact same rollercoaster
three or four times in a row, something magical happens. It becomes incredibly boring. You
know every loop. You anticipate every drop. You are completely ready.

That is your goal. You must practice your boardroom pitch outside the boardroom until it
becomes boring. Record yourself in front of a mirror. Do dry runs with your peers. Present it
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to your direct leader and ask them to throw difficult questions at you. By the time you step
in front of the executive team, you have already ridden the rollercoaster four times. You are
no longer terrified. You are just ready to execute.
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