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SPEAK SO
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B E F O R E  W E  S T A R T

YOU ALREADY HAVE
THE CONTENT.

You know your subject better than anyone in the room will ever know it. That is not the problem.

The problem is the gap. The gap between what is true in your head and what arrives in someone else's head after

eight minutes, in a room where half the audience is tired and the other half is reading the agenda for the next

session.

This workshop does not touch your expertise. It touches the delivery: how you build the talk, how you open it, how

you use your voice, what you do with your hands, and what happens in the two seconds of silence after your most

important sentence.

What this workbook is

It is a working tool, not a book. You will write in it. Every exercise you do in the room has a page here, and every

page has space for your own words. Take it home and it becomes the recipe you follow before your next talk.

H OW  T O  US E  I T

During the workshop: write short. Keywords, not sentences. You will be talking most of the time.

Between the two days: pages 13 to 23 are the ones you will rework on the evening of day one.

After the workshop: go straight to page 42, The Recipe. Ten steps, in order, before every talk you give.

O N E  P R O M I S E  F R O M  M E

Nobody in this room will be judged on the quality of their work, their English, or their accent. You will be

given precise, usable feedback on one thing only: how well your message reaches the person sitting in the

last row.

W E L C O M E S P E A K  S O  T H E Y R E M E M B E R

Donato De Tullio · Business Coach & Consultant 2



G R O U N D  R U L E S

SEVEN RULES
FOR THIS ROOM.

1 Everyone speaks, three times.

No exceptions and no observers. If you are in the room, you are on your feet.

2 Notes are allowed.

Read from a script if it makes you feel safer. We work on progress, not on performance.

3 Feedback is on delivery, never on the content.

If someone comments on your method or your numbers, I will stop them.

4 Feedback follows the protocol.

One thing that worked, one thing to change, one sentence each. The format is on page 37.

5 What happens in the room stays in the room.

Nothing said here leaves the room, and nothing is repeated outside it.

6 Discomfort is the exercise, not a side effect.

If you feel awkward, you are exactly where the learning is. Stay there thirty seconds longer.

7 Laptops closed, phones face down.

Except during the writing blocks, when you will need them.

YO U R  P R E PA R AT I O N

You were asked to bring a three minute talk. Topic is free: your role, a project you are proud of, a lesson

learned, something you care about. The content is the raw material. What we do with it is the workshop.

Bring it as it is. Do not polish it. We need the honest starting point, because on the last morning you will

want to see how far you moved.

W E L C O M E T H E  R O O M  W E  A R E  B U I L D I N G

Ground rules 3



D A Y  O N E

DAY ONE.
FULL DAY.

Approximately six working hours plus breaks. Times are a frame, not a cage: if a speech round needs ten more minutes, it gets them.

09:00 Welcome and introductions

Expectations, ground rules, the arc of the workshop.

20 min

09:20 Speech round 1

Your three minute talk, as prepared. No feedback yet.

40 min

10:00 Icebreakers and confidence

Body first, then voice. Five exercises, standing.

30 min

10:30 Coffee break 15 min

10:45 Foundations: values and T-shaped culture

What gives you authority before you open your mouth.

20 min

11:05 Audience, purpose, message

The Fantastic Four. Who, why, where, how long.

25 min

11:30 Structure and storytelling essentials

Opening, body, closing. The 3 I's. Story, metaphor, example.

45 min

12:15 Lunch 60 min

13:15 Speech development workshop

You rebuild your talk on the canvas. I coach, one by one.

75 min

14:30 Voice, presence and body language

Four voice colours, the pause, stance, gestures, space.

30 min

15:00 Coffee break 15 min

15:15 Speech round 2

Rebuilt version. Full feedback, protocol on page 37.

75 min

16:30 Reflection and homework

What each of you takes into the evening. One change, written down.

30 min

H O M E WO R K ,  E V E N I N G  O F  DAY O N E

Thirty minutes, no more. Apply the one change you wrote at 16:30, then rehearse out loud twice. Not in your

head. Out loud, standing, with the timer running.

P R O G R A M M E D AY 1

Programme 4



D A Y  T W O

DAY TWO.
HALF DAY.

Short, dense, and almost entirely on your feet. Today is where the work becomes visible.

09:00 Warm up and speaking exercises

Breath, articulation, volume ladder, pause drill.

30 min

09:30 Final preparation and coaching

Last adjustments. I move between you. Peer rehearsal in pairs.

45 min

10:15 Speech round 3

Final version. Full room attention.

60 min

11:15 Individual feedback and development actions

One to one, short and specific. Your three next moves.

30 min

11:45 Q&A handling, nerves, and closing

The four step answer, the hostile question, and what to do in the ninety seconds before

you go on.

30 min

W H AT YO U  L E AV E  W I T H T H E  P O I N T O F  T H R E E  R O U N D S

Nobody improves by hearing advice. People

improve by doing the same thing again,

immediately, with one variable changed. Three

rounds in a day and a half is more repetition than

most speakers get in a year.

A  N OT E  O N  D I S C O M F O R T

The most useful moments of this workshop are the uncomfortable ones: standing in silence, hearing what

actually landed instead of what you meant, doing the same talk a third time when you are tired of it. Nobody

improves in the comfortable parts.

P R O G R A M M E D AY 2

A rebuilt talk you have delivered three times

This workbook, filled in

The slides, sent after the workshop

Three personal development actions

A set of drills you can run on your own

Programme 5



FOUNDATIONS
Two things that give your communication weight,

credibility and presence before you have said a single

word.

Your values · Your T-shaped culture

M O D U L E  1 F O U N D AT I O N S

01
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F O U N D A T I O N  1

YOUR VALUES.

Your values are what you believe as a person and as a professional. They are also how you want to be perceived by

an audience. They steer your talks, they can be named inside your talks, and they attract the people who think like

you.

This matters more than it sounds. When two people present the same result, the one who lets you see what they care about is the

one you remember.

E X E RC I S E  ·  4  M I N U T E S

Scan the list. Circle everything that resonates, quickly, without thinking too hard. Then cut down to the

three that matter most to you right now and write them below.

Achievement

Adventure

Ambition

Autonomy

Beauty

Belonging

Calm

Challenge

Change

Clarity

Collaboration

Commitment

Compassion

Competence

Contribution

Courage

Craft

Creativity

Curiosity

Dignity

Discovery

Excellence

Fairness

Faith

Family

Freedom

Friendship

Fun

Generosity

Growth

Gratitude

Health

Honesty

Humility

Impact

Independence

Influence

Integrity

Joy

Justice

Kindness

Knowledge

Leadership

Learning

Legacy

Love

Loyalty

Mastery

Openness

Order

Originality

Passion

Patience

Peace

Precision

Pride

Purpose

Recognition

Reliability

Respect

Responsibility

Rigour

Security

Service

Simplicity

Sincerity

Spirituality

Stability

Success

Teamwork

Tenacity

Trust

Truth

Usefulness

Vitality

Wisdom

M Y T H R E E  VA L U E S  T O DAY

TA K E  I T F U R T H E R

Pick one of the three. Where could it appear in your talk, without you naming it out loud? A choice you

made, a shortcut you refused to take, a question you kept asking. That is the value showing up as evidence

instead of as a claim.

M O D U L E  1 YO U R  VA L U E S

Module 1 · Values 7



F O U N D A T I O N  2

THE T-SHAPED
SPEAKER.

The vertical bar: depth

Mastering your subject in depth gives your delivery a

calm that no technique can fake. You stop defending

and start explaining. You can answer the question you

were not expecting.

You already have this. It is why you are in the room and not

somewhere else.

The horizontal bar: width

Reading outside your field, following what is happening

in the world, noticing how other disciplines solve their

problems: this is what lets you build unexpected

bridges and reach a wider room.

This is usually the missing half for specialists, and it is the

cheapest one to build.

W H Y T H E  H O R I Z O N TA L B A R  W I N S  R O O M S

Every explanation you give is a translation. The translator needs two languages. If the only language you

speak is your own field, the only people you can reach are the ones who already understand you, and those

people did not need the talk.

E X E RC I S E  ·  5  M I N U T E S

The outsider translation. Take the single most technical concept in your talk. Write it three times.

1. For a colleague in your team

2. For a colleague from a different department

3. For your grandmother, in two sentences, no jargon

Version three is almost always the one that belongs in your opening.

T H R E E  H A B I T S  T H AT B U I L D  T H E  H O R I Z O N TA L B A R

Fifteen minutes a day on something outside your field

One talk a month from a field you know nothing about

A running note of metaphors that worked on you, borrowed from anywhere

M O D U L E  1 T- S H A P E D  C U LT U R E

Module 1 · T-shaped culture 8



WARMING UP
THE ROOM
Confidence is not a personality trait you were born with

or without. It is a state, and states can be triggered on

purpose, in about ten minutes.

Five icebreakers · Two impromptu drills

M O D U L E  2 I C E B R E A K E R S

02
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I N  T H E  R O O M ,  S T A N D I N G

FIVE ICEBREAKERS.

We run these on day one at 10:00 and again as a warm up on day two at 09:00. They are here so you can reuse them: with your own

team, before a group presentation, or alone in a corridor ninety seconds before you go on.

1  ·  5  M I N U T E S  ·  W H O L E  G R O U P

Two truths and a lie

Each person says three statements about their work or their life. Two are true, one is invented. The group

votes. You have to hold the room's attention for forty seconds with nothing but delivery, because the

content is deliberately trivial.

What it trains: eye contact, keeping a straight face under attention, and the discovery that you are already a decent

storyteller when the stakes are low.

2  ·  4  M I N U T E S  ·  C I R C L E

One word at a time

The group tells a single story, one word per person, going round the circle. No planning, no skipping, no long

pauses. When it collapses into nonsense, we start again with a new first word.

What it trains: listening instead of rehearsing your next line, letting go of control, and tolerating imperfection in public.

3  ·  5  M I N U T E S  ·  PA I R S

The object pitch

You get a random object from the room: a marker, a cable, a coffee cup. Sixty seconds to convince your

partner it is essential to their work. Then swap. Second round: you have thirty seconds and you must

include one number and one story.

What it trains: structure under pressure, energy, and the reflex of finding a benefit for the listener instead of describing

features.

4  ·  3  M I N U T E S  ·  S T A N D I N G,  W H O L E  G R O U P

The energy ladder

Everyone says the same short sentence, for example "this changes everything", five times. Level one is a

whisper to yourself. Level five is the back wall of a large room. We climb, then come back down to level

three, which is where most talks should live and almost none do.

What it trains: volume range, and the physical memory of what level three actually feels like from the inside.

M O D U L E  2 I C E B R E A K E R S

Module 2 · Icebreakers 10



5  ·  4  M I N U T E S  ·  PA I R S ,  T H E N  G R O U P

Ninety seconds on a stranger

In pairs, you have three minutes to interview your partner about something they care about outside work.

Then you present them to the group for ninety seconds, in the first person, as if you were them.

What it trains: the strongest antidote to self consciousness is talking about someone else. It also proves you can build a

coherent ninety second talk from a three minute conversation.

TWO IMPROMPTU DRILLS.

These come back on the morning of day two. They are harder, and they are the ones that transfer directly to the question session

after your talk.

A  ·  6  M I N U T E S

Sixty seconds, cold

You draw a topic from a hat and speak for sixty seconds without preparation. Topics are ordinary: coffee,

deadlines, airports, your first week on the job. One rule: you must have a beginning, one point, and an

ending. No wandering.

The lesson: a structure, even a crude one, is what makes improvisation survivable. You will use exactly this in Q&A.

B  ·  6  M I N U T E S

The forced bridge

You draw two unrelated cards, for example "your last project" and "queuing at the supermarket". Ninety

seconds to connect them in a way that makes sense.

The lesson: this is metaphor production on demand. Every good explanation you have ever heard was somebody doing this

exercise in their head, slowly, weeks earlier.

T H E  N I N E T Y S EC O N D  V E R S I O N ,  F O R  R E A L L I F E

Before you walk on stage, you will not have a group and a hat. You will have a corridor. Do this instead: two

slow exhales longer than the inhale, shoulders rolled back once, jaw loose, and say your opening line out

loud at level four to a wall. That is the whole warm up. It works because it moves you from thinking to doing

before the audience does it for you.

M O D U L E  2 I C E B R E A K E R S

Module 2 · Icebreakers 11



AUDIENCE,
PURPOSE,
MESSAGE
Most talks fail before a single slide is designed. They fail

in the ten minutes of thinking that nobody does.

The Fantastic Four · The one sentence

M O D U L E  3 P R E PA R AT I O N

03
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N E V E R  S K I P  T H E S E

THE FANTASTIC FOUR.

Four questions, answered before you write a word. Ten minutes now saves an hour of rewriting and

saves the audience from a talk that was aimed at nobody.

1

Audience

Know them as well as you can. We always speak

to someone specific, and the more specific they

are, the easier every other decision becomes.

2

Purpose

Be useful. Generate value. This is the step where

most speakers fall, including very competent

ones.

3

Context

Where will you be standing, in front of how many

people, with what equipment. Use the room

instead of surviving it.

4

Duration

Stay inside the time you were given. Shorter is

almost always better, and running over is the

fastest way to lose a room.

T H E  F I R S T L AW

We always communicate to someone specific. "The industry" is not an audience. "Forty people, two thirds

of them outside my department, at 16:30 on the second day of an offsite" is an audience, and it tells you

immediately what to cut.

T H E  S EC O N D  L AW

We communicate because we want to obtain something. If you cannot say what you want to obtain, the

audience cannot give it to you.

M O D U L E  3 T H E  F A N T A S T I C  F O U R

Module 3 · The Fantastic Four 13



W O R K S H E E T  1  O F  3

KNOW YOUR AUDIENCE.

Answer for the specific talk you are working on this week. Short answers. Keywords.

W H O  E X AC T LY I S  I N  T H E  R O O M ?

W H AT A R E  T H E I R  D I F F I C U LT I E S ?

W H AT A R E  T H E I R  F E A R S ?

W H AT F R US T R AT E S  T H E M ?

W H AT A R E  T H E Y PAS S I O N AT E  A B O U T ?

W H AT D O  T H E Y WA N T ?

W H AT D O  T H E Y A L R E A DY B E L I E V E ?

W H AT W I L L T H E Y O B J EC T T O ?

W H AT D O  T H E Y E X P EC T F R O M  YO U ?

T H E  H A R D E S T Q U E S T I O N  O F  T H E  F O U R

What do they already know? Assume too much and you lose them in the first ninety seconds. Assume too

little and you insult the experts. Write the exact level you are aiming at, then design the opening for the

person one step below it.

M O D U L E  3 W O R K S H E E T  1

Module 3 · Audience 14



W O R K S H E E T  2  O F  3

DEFINE YOUR PURPOSE.

Three questions, in this order. The third one is where talks are won.

1  ·  W H AT I S  M Y TAS K ?

Tick the one that fits, or write your own.

2  ·  W H AT D O  I  WA N T T O  O BTA I N ?

Be honest and be concrete. What should be different after you sit down?

3  ·  W H AT I S  I N  I T F O R  T H E M ?

Three ways to be useful. A strong talk does at least one on purpose.

Educate

Give knowledge clearly. Help them

understand a concept they did not

have.

Solve

Offer something practical for a real

problem. Make their work easier.

Inspire

Open a new perspective. Make them

think differently about their own

work.

T H E  T E S T

If the honest answer to question three is "it is interesting for me", you do not have a talk yet. You have a

report. Keep working until the value crosses the room.

M O D U L E  3 W O R K S H E E T  2

Present a result, a method or a tool

Teach: transfer knowledge or a skill

Operational update: align a team, report progress

Inspire: a keynote, a seminar, a public event

Institutional: a formal event or ceremony

They adopt my method, my tool or my way of working

They learn something they can use on Monday

They align and act in a coordinated way

They feel something and change a decision

They see me and my group as a reference on this topic

Module 3 · Purpose 15



W O R K S H E E T  3  O F  3

CONTEXT, DURATION,
AND THE ONE SENTENCE.

W H E R E  W I L L YO U  B E ? W H AT W I L L YO U  US E ?

Every choice here is a decision, not a default. "Slides

because everyone uses slides" is not a decision.

H OW  LO N G ?

Sometimes the context decides for you: eighteen minutes for a TED style talk, twelve plus three at most events. Sometimes

you decide. When you decide, go shorter.

Rule of thumb: one idea needs roughly three minutes to land properly. A twelve minute slot holds three points and an

opening and a closing. Not seven points.

E X E RC I S E  ·  T H E  O N E  S E N T E N C E

Before anything else, finish this sentence. If you cannot, you are not ready to build the talk.

IF THEY REMEMBER ONLY
ONE THING, IT SHOULD BE:

One sentence. Under fifteen words. No sub clauses. If it needs a "and also", you have two talks.

M O D U L E  3 W O R K S H E E T  3

Team meeting, under 20 people

Meeting with partners or collaborators

Lecture hall or university room

A stage, under 50 people

A stage, over 100 people

Standing, one to one, at a stand or a desk

Slides

Whiteboard

A physical object or a prop

A live demo

Nothing at all

Module 3 · Context and message 16



STRUCTURE
AND STORY
The art of putting a talk in order so that it is engaging

and, above all, memorable.

Opening · Body · Closing · The 3 I's · The magic tools

M O D U L E  4 S T R U C T U R E

04
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T H E  S P I N E

THREE PARTS.
ALWAYS THREE.

A well built talk has three clearly distinct parts. Not four, not a continuous stream that starts when

the slides start and ends when the slides run out.

1 The opening

Catches attention and builds empathy. It can contain your introduction and your promise. This is the part

where the audience decides, mostly unconsciously, whether to listen or to open their laptop.

2 The body

The heart. Your main arguments, the hot topics, the solutions. This is where you keep the promise you

made in the opening. Its job is to generate value.

3 The closing

Where you collect everything you planted earlier. Its job is to leave a mark. It can contain a summary and

it should contain a clear next step.

T H E  T H R E E  M I S TA K E S  A L M O S T E V E RYO N E  M A K E S  H E R E

No opening. The talk starts with "so, my name is, and this is the outline". That is not an opening, that is a

table of contents.

A body with eleven points. Everything is important, so nothing is.

No closing. The last slide says "thank you" and "acknowledgements" and the room never learns what

you wanted them to do.

W R I T E  I T I N  T H I S  O R D E R

Body first, then closing, then opening. The opening is the hardest and the most important, and you cannot

write it until you know what you are opening the door to.

M O D U L E  4 T H E  T H R E E  PA R T S

Module 4 · Structure 18



P A R T  O N E

SEVEN WAYS
TO OPEN.
Pick one. Do not stack three. The opening lasts thirty to sixty seconds and it has one job: to make the room decide

to stay with you.

1  ·  A  Q U E S T I O N

Real or rhetorical. "How many of you have re run an

analysis because you did not trust the first result?"

2  ·  A  S T R I K I N G  S TAT E M E N T

Short, slightly uncomfortable, easy to remember. Then a

pause.

3  ·  A  Q U OT E  O R  A  P R OV E R B

Use sparingly and only if it is genuinely yours to use. A

borrowed quote you do not believe sounds borrowed.

4  ·  A  S T O RY

Thirty seconds, one scene, one person, one problem.

The strongest opening in a serious room, because it is

the last thing they expect.

5  ·  A  S L I D E  O R  A N  I M AG E

One image, no text, and you talk over it. Never an image

plus six bullets.

6  ·  T H E  WO R D  " I M AG I N E "

"Imagine" or "think about". It physically moves the

audience into a scene, and it takes four words.

7  ·  A N  O B J EC T

You hold something up. It is rare, it is memorable, and in a room of forty slide decks it is the one thing people describe to a

colleague afterwards.

E X E RC I S E  ·  8  M I N U T E S

Write two different openings for your talk, using two different methods from the list. Read both out loud.

Keep the one that survives being spoken.

Opening A · method number ____

Opening B · method number ____

M O D U L E  4 T H E  O P E N I N G

Module 4 · The opening 19



P A R T  T W O

THREE POINTS.
FIVE AT MOST.

Give the body the right weight: not too long, not too short. Three to five points, arranged in rising

order, with the strongest one at the end.

W H Y R I S I N G  O R D E R

Attention decays through a talk, but memory favours the end. If you lead with your best result and finish

with a detail, the room walks out remembering the detail. Build the climb.

E X E RC I S E  ·  C U T T O  T H R E E

List every point currently in your talk. Then strike out everything until three remain, and order them so the strongest is last.

T H E  T H R E E  T H AT S U R V I V E D,  I N  O R D E R

W H AT YO U  C U T I S  N OT LO S T

Everything you remove goes into the backup slides, or into your answer when somebody asks. Material you

cut and know cold is what makes the Q&A look effortless.

T H E  S I G N P O S T

Between points, say out loud where you are. "That was the first of three. The second one is where it got

difficult." It costs four seconds and it re anchors every person who drifted.

M O D U L E  4 T H E  B O D Y

Module 4 · The body 20



P A R T  T H R E E

FOUR WAYS
TO CLOSE.

The closing collects everything you planted. Its purpose is to leave a mark and to move something. It can contain a

short summary, and it should contain a clear, simple, specific call to action.

1 A quote or a proverb

Only if it says something you could not say better yourself.

2 A striking sentence

Short enough to be repeated by someone else at the coffee break.

3 A reflection you leave with them

A question they will still be turning over on the train home.

4 Raise the level: put your values at the centre

Zoom out from the result to why it matters. This is where page 7 comes back.

T H E  CA L L T O  AC T I O N

Clear, simple, specific. One action, not three. What exactly do you want them to do?

Weak: "feel free to reach out". Strong: "if you run this process in your team, send me one example this week and we will go

through it together."

N E V E R  E N D  W I T H  " T H A N K YO U "

Say your last line. Hold two seconds of silence. Then say thank you, if you want to. If "thank you" is the last

thing the room hears, the last thing they remember is a formality, and you gave away the most valuable four

seconds of your talk.

M O D U L E  4 T H E  C L O S I N G

Module 4 · The closing 21



T W O  Q U I C K  C H E C K S

THE 3 I'S AND
THE MAGIC TOOLS.

The three I's

Make sure every talk contains at least two of these three.

I N F O R M

Give them something true they

did not have.

I N VO LV E

Slides, stories, metaphors,

examples, questions to the room.

I N S P I R E

Shift how they see their own

work.

The three magic tools

Use at least one. They are the difference between being understood and being remembered.

T H E  S T O RY:  A N  E M OT I O N A L B R I D G E

People remember stories far more easily than abstract concepts. A story has a person, a moment, a problem, and a change.

Thirty seconds is enough. "The first time we ran the model, it gave us an answer we were sure was a bug. It took three weeks

to accept it was not."

T H E  M E TA P H O R :  A  T R A N S L AT O R

It makes a complex idea simple and intuitive. Use it the moment before the difficult concept, never after. One good

metaphor replaces two slides of definitions.

T H E  C O N C R E T E  E X A M P L E :  YO U R  A N C H O R  T O  R E A L I T Y

It makes what you say real. Show how your idea applies to something the audience can picture. Numbers become believable

the moment they sit next to an example.

E X E RC I S E  ·  6  M I N U T E S

Write one of each for your talk. Keep them short.

My story

My metaphor

My concrete example

M O D U L E  4 Q U A L I T Y C H E C K

My talk contains at least two of the three
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D A Y  O N E ,  1 3 : 1 5  ·  T H E  M A I N  B U I L D

YOUR SPEECH CANVAS.

One page. Everything that matters fits here. If it does not fit here, it does not fit in the talk.

AU D I E N C E D U R AT I O N C O N T E X T

T H E  O N E  T H I N G  T H E Y M US T R E M E M B E R

O P E N I N G  · method, first line, promise

P O I N T 1 P O I N T 2 P O I N T 3  ·  S T R O N G E S T

C LO S I N G  · method, last line, call to action

S T O RY M E TA P H O R E X A M P L E

M O D U L E  4 S P E E C H  C A N VA S
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VOICE
AND PAUSE
Paraverbal language is not what you say. It is how you say

it, and it is the fastest thing to change in a day and a half.

Six elements · Four voice colours · The pause

M O D U L E  5 V O I C E

05
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T H E  S I X  L E V E R S

SIX THINGS YOU
CAN CHANGE TODAY.

Varying your paraverbal language keeps the audience's interest high and makes sure the important messages

arrive with force and clarity. A voice that never changes is a voice the brain stops processing after four minutes.

VO L U M E

Loud enough for the last row, plus the ability to drop

suddenly. A drop in volume pulls a room forward more

effectively than a shout.

P I T C H  A N D  T O N E

Where your voice sits. Lower for authority and certainty,

higher for energy and welcome.

T I M B R E

Your own colour. You do not change this. You stop

fighting it.

PAC E  A N D  R H Y T H M

Most nervous speakers accelerate. Deliberate slowing is

read by an audience as confidence, every time.

PAUS E S

The single most underused tool in serious

presentations. See the next page.

E M OT I O N  A N D  C O LO U R

The four voice colours. Two pages on.

H OW  T O  T R A I N  I T,  T H E  S LOW  WAY

Singing lessons. Genuinely. Nothing builds breath control, range and confidence in your own voice faster,

and the effect on your speaking is permanent.

H OW  T O  T R A I N  I T,  T H E  FAS T WAY

Change your tone often

Change your volume often

Slow down

Use the pauses

Use the four colours

M O D U L E  5 PA R AV E R B A L
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T H E  M O S T  U N D E R U S E D  T O O L  Y O U  O W N

THE PAUSE.

A pause is not a gap in your talk. It is a piece of your talk, and it is the only one the audience uses to

think.

W H AT A  PAUS E  AC T UA L LY D O E S

It gives weight. The sentence before a two second silence is the sentence people quote afterwards.

It gives time. Your audience needs a beat to process a complex idea. If you keep talking, they process

nothing and follow nothing.

It kills fillers. Every "um", "so", "basically" is a pause you refused to take.

It reads as confidence. Only someone comfortable in the room can stand in silence in front of it.

It buys you thinking time. Especially in Q&A, where the pause before the answer is what makes the

answer sound considered.

T H E  U N C O M F O R TA B L E  T R U T H  A B O U T L E N GT H

A two second pause feels like ten seconds to you and like half a second to the audience. Your internal clock

is not reliable while you are speaking. This is why we drill it with a timer instead of by feel.

Where to place them

B E F O R E  YO U  S TA R T

Walk on, stop, plant your feet, look at the room, breathe

once. Then speak. Three seconds of silence that buy

you the whole room.

A F T E R  A  Q U E S T I O N

You asked the room something. Let it hang. Do not

rescue them at second two.

B E F O R E  T H E  K E Y S E N T E N C E

Silence is a spotlight. It tells the room that what comes

next is different.

A F T E R  T H E  K E Y S E N T E N C E

The landing pause. Let it be absorbed before you move

on, and always at the very end.

M O D U L E  5 T H E  PA U S E
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I N  T H E  R O O M

FIVE DRILLS
FOR THE PAUSE.

1  ·  PA I R S  ·  4  M I N U T E S

The full stop

Read one paragraph of your talk out loud. At every full stop, stop completely and count three in your head

before the next sentence. It will feel absurd. Your partner will tell you it sounded normal. That difference is

the whole lesson.

2  ·  PA I R S  ·  4  M I N U T E S

The filler buzzer

Speak for ninety seconds. Your partner taps the table at every "um", "so", "basically", "kind of", "actually". You

do not stop, you just replace the next one with silence. Count the taps in round one and round two.

Round 1: ______ taps    Round 2: ______ taps

3  ·  S O L O,  O U T  L O U D  ·  3  M I N U T E S

Breathe on the comma

Every comma becomes a breath, every full stop becomes a pause. This fixes the speed problem for most

people, because it removes the physical reason you were rushing: you had run out of air.

4  ·  W H O L E  G R O U P  ·  5  M I N U T E S

The landing

Each person says their single most important sentence, then holds eye contact in silence for a full three

seconds before sitting down. The group's job is to stay silent too. Uncomfortable, and unforgettable.

5  ·  W H O L E  G R O U P  ·  4  M I N U T E S

The slow motion opening

Deliver your first thirty seconds at half your normal speed. Deliberately, absurdly slow. Then deliver it again

at normal speed. The second version will be roughly the right speed, which was never your normal speed.

M A R K T H E M  I N  YO U R  N OT E S

Write your pauses into your script the way a musician writes rests. A double slash // where you stop. Three

or four in a twelve minute talk is enough.

M O D U L E  5 PA U S E  D R I L L S
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T H E  P A L E T T E

FOUR VOICE COLOURS.

Four registers you already own. The skill is choosing them on purpose instead of using one for twelve minutes.

Yellow voice

High, bright, warm, with a smile in it. The voice of the greeting, of welcome, of energy. It attracts attention and it is the voice of

radio hosts. Use it when you want to be noticed positively.

Red voice

Passion and conviction. Slightly lower than yellow, slightly slower, usually louder. The voice you use when you talk about what

you believe in, your principles, your values.

Green voice

Calm, welcoming, the voice of storytelling and detail. Medium tone, medium volume, composed face. The voice of someone

able to show their own fragility and to accept somebody else's.

Blue voice

Low, grave, clear, unhurried. The voice of the guide, of certainty, of the result that holds. It transmits solidity, reliability and

truth.

E X E RC I S E  ·  T H E  C O LO U R  M A P

Go back to your canvas on page 23 and write Y, R, G or B next to each block. If the whole page is one letter, that is your

finding for today.

M O D U L E  5 F O U R  V O I C E  C O L O U R S

Use it for: your first ten seconds, the moment you re engage a room that has drifted.

Use it sparingly. Once or twice in a talk, at the right moment. Overused it becomes noise. Used once it is unforgettable.

Use it for: your story, the part where the experiment failed, and every answer to a nervous question.

Use it for: your conclusion, your one sentence, and the moment you state what your data actually shows.
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D A Y  T W O ,  0 9 : 0 0  ·  A N D  B E F O R E  E V E R Y  T A L K

THE WARM UP.

Six minutes. Do the whole sequence on the morning of day two. Keep the last two for real life, in a corridor or a toilet cubicle before

you go on.

1 Breath · 60 seconds

Hand on your stomach. Breathe in for four, out for eight. The out breath is the one that lowers your heart rate, so make it

the long one. Six cycles.

2 The straw · 45 seconds

Hum through pursed lips as if blowing through a straw, sliding from low to high and back. It warms the vocal folds without

strain. Three slides.

3 Face and jaw · 30 seconds

Big chew, big yawn, blow out through loose lips. A tight jaw is why words come out flat.

4 Articulation · 60 seconds

Say three times, fast and exaggerated: "red leather, yellow leather". Then "unique New York". Then the most difficult word

in your talk, five times, until your mouth stops negotiating with it.

5 Volume ladder · 60 seconds

One sentence at five levels, whisper to back wall, then settle at level three.

6 Colour switch · 90 seconds

Say your opening line four times, once in each colour. Yellow, red, green, blue. Then choose the one you will actually use.

T H E  T WO  M I N U T E  C O R R I D O R  V E R S I O N

Six long exhales. Red leather yellow leather, three times. Your opening line out loud, twice, at level four. Roll

the shoulders back once and stop. That is enough, and it is infinitely better than standing still and

rehearsing your fear.

M O D U L E  5 WA R M  U P
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BODY
AND PRESENCE
Everything that is not the words and not the voice. The

audience reads it first, and reads it faster than you can

talk.

Posture · Gesture · Face · Space · Objects

M O D U L E  6 P R E S E N C E

06
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T H E  S I X  C H A N N E L S

WHAT YOUR BODY
IS SAYING.

P O S T U R E

Stable on two feet, weight even, shoulders open. Not

locked, not swaying. The audience reads a stable body

as a stable argument.

G E S T U R E

Hands at the service of the story. Gestures should

illustrate, not decorate. Big room, bigger gestures.

FAC I A L E X P R E S S I O N

The single fastest fix in this workshop. A face that

matches the sentence doubles the sentence.

S PAC E  A N D  P R OX I M I T Y

Move with intention: move, stop, speak. Never pace

while you talk. Movement without a reason reads as

nerves, because it is.

O B J EC T S

The clicker, the laser pointer, the water glass. Either use

it deliberately or put it down. A clicker being fiddled with

is the loudest thing in the room.

C LOT H E S  A N D  G R O O M I N G

The principle is neutral or coherent. Nothing that makes

noise, catches light, or asks a question you did not want

asked.

T H E  F I V E  M A R K E R S  W E  LO O K F O R

High energy. Slightly above what feels natural to you. It always reads lower from the seats.

Openness. Nothing crossed. No barrier between you and the room.

Stable on two feet. Both heels down, weight distributed.

Gestures serving the narrative. If the hand is not saying something, it can rest.

Connected to the preparation. The body follows what you built. It cannot rescue a talk you did not

build.

H OW  T O  T R A I N  I T,  T H E  S LOW  WAY

Dance lessons. Any kind. It is the fastest route to knowing where your body is in space without having to

think about it.

M O D U L E  6 N O N  V E R B A L
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I N  T H E  R O O M

FOUR BODY DRILLS.

1  ·  S O L O  ·  2  M I N U T E S

Find neutral

Feet under your hips, weight on both heels, knees soft, shoulders rolled back once and released, hands

hanging. Stand there for thirty seconds. This is home. Every gesture starts here and returns here.

2  ·  PA I R S  ·  4  M I N U T E S

The hands problem

Speak for sixty seconds with your hands behind your back. Then sixty seconds with exaggerated, oversized

gestures. Then sixty seconds normally.

Round three is where your real gesture range lives, and it is always wider than round one. The question "what do I do with

my hands" answers itself the moment you have used them too much once.

3  ·  W H O L E  G R O U P  ·  5  M I N U T E S

Move, stop, speak

Deliver ninety seconds using exactly three positions in the room. You may only move between sentences,

never during one. Arrive, plant, speak. It looks deliberate because it is.

4  ·  W H O L E  G R O U P  ·  5  M I N U T E S

Thirds and anchors

Split the audience into three zones: left, centre, right. Pick one specific person in each zone, ideally the

ones giving you good feedback. Deliver ninety seconds and land at least three full sentences in each zone,

one sentence per look. Never scan. Never talk to the ceiling or to the screen.

T H E  S C R E E N  T R A P

The most common physical mistake on stage is turning to read your own slide. The room sees your back

and hears a muffled voice. Look at the slide for one second if you must, then turn back and say the

sentence to a human being.

M O D U L E  6 B O D Y D R I L L S
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REHEARSAL,
NERVES
AND QUESTIONS
The secret ingredient nobody wants to hear, and the two

moments that scare people most.

Six ways to rehearse · The ninety seconds before · The four step answer

M O D U L E  7 R E H E A R S A L ,  N E R V E S ,  Q&A

07
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T H E  S E C R E T  I N G R E D I E N T

REHEARSE.

The more you rehearse, the more secure you will feel, and the higher the probability that it goes well.

There is no version of this where talent replaces repetition.

Reading your slides silently is not rehearsal. Rehearsal is out loud, standing, timed.

Six ways to rehearse

FAC I N G  A  WA L L

The cheapest. Good for getting the words into your

mouth the first time.

I N  F R O N T O F  A  M I R R O R

Good for the face and the gestures. Bad for flow,

because you watch yourself instead of speaking.

AU D I O  R EC O R D I N G

Brutal and effective for pace, fillers and pauses. Listen

at normal speed, once.

V I D EO,  YO U R  P H O N E  I S  E N O U G H

The most complete. Prop it at eye height, film the whole

thing, watch it twice.

W H I L E  D O I N G  S O M E T H I N G  E L S E

Washing dishes, walking, driving, in the shower. This is

how the talk stops being a script and becomes yours.

I N  F R O N T O F  T WO  T R US T E D  P EO P L E

The closest thing to the real conditions. Ask them for

one thing that worked and one thing to change.

E X E RC I S E  ·  YO U R  R E H E A R S A L P L A N

For your next real talk. Be specific about when.

L E A R N  T WO  PA R T S  BY H E A R T,  A N D  O N LY T WO

Your first thirty seconds and your last thirty seconds. Word for word, automatic. The opening because that

is when the adrenaline is highest, the closing because that is what stays. Everything in between should be

known, not memorised.

M O D U L E  7 R E H E A R S A L
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T H E  N I N E T Y  S E C O N D S  B E F O R E

NERVES ARE FUEL
POINTED THE WRONG WAY.

The physical symptoms of fear and the physical symptoms of excitement are almost identical: faster heart,

shallow breath, dry mouth, energy in the hands. Your body is not malfunctioning. It is preparing you for something

that matters.

F O U R  T H I N G S  T H AT AC T UA L LY WO R K

Long exhale. In for four, out for eight, six times. This is physiology, not positive thinking.

Move before you speak. Walk, shake out the hands, climb one flight of stairs. Adrenaline wants to be

used.

Rename it. Say "I am excited" out loud instead of "I am nervous". Same body, different instruction.

Look at three friendly faces. Find them before you start. You are speaking to them first.

T H R E E  T H I N G S  T H AT D O  N OT WO R K

Telling yourself to calm down. It raises the pressure.

Rehearsing the disaster. Your brain does not distinguish rehearsal from experience.

Apologising at the start. "Sorry, I am a bit nervous" hands the audience a problem they did not have.

W H AT T H E  AU D I E N C E  AC T UA L LY S E E S

Roughly ten percent of what you feel. Your racing heart is invisible. Your shaking hands are visible for two

seconds and then forgotten. The single thing an audience reliably notices is the speed, and speed is the

one thing you can control on purpose.

W R I T E  I T N OW

What exactly are you afraid will happen? Write it in one sentence. Then write what you would actually do if it happened.

M O D U L E  7 N E R V E S
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W H E R E  T A L K S  A R E  W O N  A N D  L O S T

HANDLING QUESTIONS.

Your talk is twelve minutes. The Q&A is three. Most people judge your competence on the three.

The four step answer

1 Pause and acknowledge

Two seconds of silence. Then "good question" only if it is, otherwise just repeat the question so the room hears it.

2 Answer the question that was asked

The actual one. First sentence, direct answer. Not the context, not the history, the answer.

3 One layer of support

One reason, one number, or one example. One. Then stop.

4 Check and close

"Does that answer it?" Then move your eyes to the next person. Answers that never end are what turn a good talk into a

long one.

T H E  D I F F I C U LT O N E S

You do not know. "I do not know. We have not tested that. It is a fair point and I will look at it." Then stop.

This costs you nothing and buys you credibility. Guessing costs you everything.

The question is really a statement. Let them finish, thank them, name the one point that was a

question, answer that, move on.

The hostile one. Stay in the green voice. Lower your volume slightly rather than raising it. Agree with

whatever is true in it, then answer the part that is not. A room always sides with the calm person.

You did not understand. Ask them to repeat it. Every single time. Answering a question you misheard is

far worse than asking twice.

E X E RC I S E  ·  T H E  T H R E E  Q U E S T I O N S  YO U  F E A R

Write the three questions you least want to be asked about your work, and one first sentence for each.

M O D U L E  7 Q U E S T I O N S
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H O W  W E  S P E A K  T O  E A C H  O T H E R

THE FEEDBACK
PROTOCOL.

Feedback that is vague is useless and feedback that is personal is harmful. We use one format, every

time, for everyone.

T H E  F O R M AT,  T H R E E  S E N T E N C E S

D O

Be specific about the moment

Talk about the effect on you, not about them

Give one change, not five

Keep it under thirty seconds

D O  N OT

Comment on the content or the method

Comment on accent or English

Say "it was good" and stop

Give advice you would not follow

W H AT W E  WAT C H  F O R ,  I N  T H I S  O R D E R

1. Did the opening make me want to listen?

2. Can I say the one message in a sentence?

3. Were there three points, and did they climb?

4. Was there a story, a metaphor or an example?

5. Did the voice change at least three times?

6. Were there real pauses?

7. Was the body stable and open?

8. Did the ending land, and did I know what to do next?

R EC E I V I N G  F E E D B AC K

Write it down. Do not explain, do not defend, do not say "yes but I was going to". Say thank you and write it

down. You will decide later what to use, and you will decide better in five minutes than you can in five

seconds.

P R A C T I C E F E E D B A C K  P R O T O C O L

What worked: "When you ______, I ______." Name the moment and name its effect on you.

What to change: "Next time, try ______." One thing. The one with the biggest return.

The keeper: "The thing I will remember is ______." This tells the speaker what actually landed, which

is almost never what they thought.
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D A Y  O N E ,  0 9 : 2 0

SPEECH ROUND 1.
The honest starting point.

No feedback in this round, by design. You speak, you write two lines below, and we move on. Those two lines are what you will

compare against on day two.

M Y T O P I C

B E F O R E  I  S P E A K :  H OW  I  F E E L ,  I N  T H R E E  WO R D S

I M M E D I AT E LY A F T E R :  M Y OW N  T H R E E  O B S E R VAT I O N S

Write within sixty seconds of sitting down, before you rationalise it.

T I M E  TA K E N

Target ______ min  ·  Actual ______ min  ·  Over or under: ______

T H E  Q U E S T I O N  F O R  T H I S  R O U N D

WHAT DID I WANT THEM TO
REMEMBER, AND DID I SAY IT?

N OT E S  O N  T H E  OT H E R S

One thing that worked from each colleague. You learn as much from watching as from speaking.

P R A C T I C E R O U N D  1
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D A Y  O N E ,  1 5 : 1 5

SPEECH ROUND 2.
Rebuilt.

Same topic, rebuilt on the canvas from page 23. Full feedback from the room, using the protocol.

W H AT I  C H A N G E D  S I N C E  R O U N D  1

F E E D B AC K R EC E I V E D  ·  W H AT WO R K E D

F E E D B AC K R EC E I V E D  ·  W H AT T O  C H A N G E

W H AT T H E Y R E M E M B E R E D

Compare it with the one sentence you wrote on page 16. If they differ, that is the most useful information you will get all day.

T O N I G H T 'S  O N E  C H A N G E

One. Not a list. Write the single change that will make the biggest difference tomorrow, and be specific enough that you

could hand it to somebody else to execute.

P R A C T I C E R O U N D  2
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D A Y  T W O ,  1 0 : 1 5

SPEECH ROUND 3.
The final version.

M Y F I N A L C H EC K L I S T,  B E F O R E  I  S TA N D  U P

F E E D B AC K R EC E I V E D

R O U N D  1  C O M PA R E D  W I T H  R O U N D  3

Go back to your notes on page 38 and read what you wrote on the morning of day one. Write what is different now. Be

generous with yourself: this is the only moment where you get to measure the distance.

O N E  T H I N G  T O  K N OW

Almost nobody in this room will feel that round three was their best. That feeling is not data. The room is

data, and the room will disagree with you.

P R A C T I C E R O U N D  3

I know my first thirty seconds by heart

I know my last thirty seconds by heart

My one sentence is written and I will say it out loud

I have three points and the strongest is last

I have at least one story, metaphor or example

I marked my pauses with //

I know which voice colour opens and which one closes

I know my three positions in the room

I rehearsed out loud, standing, at least twice

I am not going to end with "thank you"
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E X T R A  C O N T E N T

SLIDES THAT HELP
INSTEAD OF COMPETE.

A slide has one job: to make the sentence you are saying easier to understand. If it is doing anything

else, it is competing with you, and it will win.

O N E  I D E A  P E R  S L I D E

If the slide needs two headlines, it needs to be two

slides. There is no shortage of slides.

T H E  T I T L E  I S  T H E  M E S S AG E

Not "Results". Write the finding: "Accuracy drops by 30%

below 500 cells". Somebody photographing your slide

gets the point without you.

N O B O DY R E A D S  A N D  L I S T E N S

If there is text on screen, the room is reading it and not

hearing you. Either be silent while they read, or take the

text off.

B U I L D  C O M P L E X  F I G U R E S

Axes first, then one series, then the rest. Never drop a

nine panel figure on a room and say "as you can see".

S AY W H AT T O  LO O K AT

"Look at the top right corner." Point once, verbally. It

takes two seconds and saves forty people ten seconds

each.

R E A DA B L E  F R O M  T H E  B AC K

Minimum 24pt. Test it: stand two metres from your

laptop. If you cannot read it there, the last row cannot

read it at all.

T H E  B L AC K S L I D E

Press B during your talk and the screen goes black. Use it for your story, your closing, or any moment when

you want the room looking at you and not at a chart. It is the most powerful and least used key on the

keyboard.

T H E  T E S T

Print your deck six slides to a page and hand it to somebody outside your field. Ask them to tell you the

story. Wherever they stop is where your talk stops working.

E X T R A S L I D E S
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P I N  T H I S  O N E  U P

THE RECIPE FOR
YOUR NEXT TALK.

Ten steps, in this order, every time. This page is the whole workshop compressed into something you can use on a

Tuesday morning.

01 Start from the foundations

Your values. Your depth. Your width.

02 Know your audience

Specific people, not a category.

03 Define your purpose

Task, outcome, and what is in it for them.

04 Use the context

Room, equipment, moment in the programme.

05 Set the duration

And plan to finish one minute early.

06 Use the structure

Opening, body of three, closing.

07 Add a story, a metaphor, an example

And simple slides, one idea each.

08 Work the voice and the body

Colours, pauses, stance, three zones.

09 Rehearse

Out loud, standing, timed, at least twice.

10 Deliver it, and enjoy it

Let yourself feel something. They will feel it too.

WHATEVER I DO ON THE PITCH,
I SPENT HOURS TRAINING IT FIRST.

T A K E  H O M E T H E  R E C I P E
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D A Y  T W O ,  1 1 : 1 5

YOUR NEXT
THIRTY DAYS.

Workshops fade. Habits do not. Three actions, written down, with a date. That is what makes this

stick.

AC T I O N  1  ·  T H E  T H I N G  I  W I L L C H A N G E  I N  E V E RY TA L K F R O M  N OW  O N

Starting from: ____________________

AC T I O N  2  ·  T H E  D R I L L I  W I L L P R AC T I S E  W E E K LY

When, exactly: ____________________

AC T I O N  3  ·  T H E  N E X T R E A L O C CAS I O N  W H E R E  I  W I L L A P P LY A L L O F  I T

Date: ____________________

M Y AC C O U N TA B I L I T Y PA R T N E R  I N  T H I S  G R O U P

Pick one colleague. Agree to rehearse in front of each other before your next real talk. Fifteen minutes, standing, and one

sentence of feedback each.

O N E  L AS T T H I N G

You will not remember most of this workbook in six months. You do not need to. Keep one habit: rehearse

out loud, standing, twice, before every talk. If that is the only thing you take, you will still be better than

most of the people you share a stage with.

T A K E  H O M E YO U R  P L A N
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Y O U R  F A C I L I T A T O R

DONATO
DE TULLIO

Business coach and decision making consultant. Before coaching, fifteen years in multinational

companies: project and transformation management, leadership, operations and change

management, coordinating projects across six countries in DACH, Benelux and Italy.

6
countries coordinated

500+
people led and coached

100+
projects delivered

PhD in Chemistry, with peer reviewed publications. Eight years in research before moving into

industry, which is why this workshop starts from the assumption that your competence is not

the problem.

Corporate experience with Merck, Decathlon, Bauhaus, IKEA and Essity. Based in Germany since

2014.

I F  YO U  WA N T T O  G O  F U R T H E R

This workshop covered structure, voice, presence and practice. What it deliberately left out is individual

coaching on a specific upcoming talk: the keynote, the defence, the funding pitch. That work is done one to

one and can be arranged separately, for anyone in the team who wants it.

Dr. Donato De Tullio

Business Coach & Consultant

me@donatodetullio.com

donatodetullio.com

A B O U T D O N AT O  D E  T U L L I O
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