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Obj tiObjectives

introduce the crucial confrontations model of 
communication

describe key elements of each aspect of a crucial 
confrontation

apply principles of crucial confrontations to several 
l id d ( ff d)examples provided (or offered)



Wh t th bl ?Whats the problem?

Most organizational failures team disasters andMost organizational failures, team disasters, and 
family breakups are the natural result of chronic 
problems people have either failed to confront or p p p
confronted poorly



Wh t’ th l ti ?What’s the solution?

Learn to rapidly improve results and relationships 
by confronting broken promises, violated 

t ti d b d b h iexpectations and bad behaviour



Th StThe Steps

Before the confrontation - identify the right problemBefore the confrontation identify the right problem 
and take charge of your emotions

During the confrontation - describe the problem, 
decide if its a motivation/ability/both problem, make 
it d ti ti t t kit easy and motivating, stay on track

After the confrontation - decide if the problem is p
resolved, set action plans, follow-up



Activity: The WorstActivity: The Worst 
Confrontation Ever

In groups of three-five, share your worst 
confrontation of all time (safely!) and why it turnedconfrontation of all time (safely!) and why it turned 
out as it did

Select one example per group and prepare to 
briefly report back



The Costs of NotThe Costs of Not 
Confrontingg

Silence - seeing a problem and not addressing it 
(unspoken approval)( p pp )

Violence - seeing a problem and trying to force our 
way to a solutiony



A ti itActivity
In pairs, discuss:

a person or team you’re continually disappointed 
with?with?

what about this person or team has you bothered?

how have you been behaving differently toward this 
person or team?person or team?

are you going to silence or violence? how?

what have been the consequences?



Stepping up to the GapStepping up to the Gap

broken promises, violated expectations, bad 
behaviour all start with a broken expectation

there is a gap between expected and actual

silence = lowering the bar; lowering expectations

violence = create new problems; trigger vengenceviolence = create new problems; trigger vengence



Thi i F2FThis is a F2F process

This is not an appropriate methodology for email, 
telephone conversations voice messages textstelephone conversations, voice messages, texts, 
facebook status updates, linkedin profiles, tweets, 
or eloquent lettersor eloquent letters.  

Ever.



1 Ch Wh t & If1:  Choose What & If

Unbundle with CPR

Content - the first time a problem comes up, talk 
about the content (IMMEDIATE problem)about the content (IMMEDIATE problem)

Pattern - the next time the problem occurs talk 
about the pattern

Relationship the next time the problem occursRelationship - the next time the problem occurs 
talk about the relationship (trust, respect)



Distill to a single sentence (think tweet.  just don’t 
tweet it.))



A l P i /ShApply - Pair/Share
Your senior resident is responsible for completing 
th ll h d l t k i dthe call schedule two weeks in advance, per 
PAIRO rules.  This is the fourth month in a row that 
it is not ready on time triggering a formal complaintit is not ready on time, triggering a formal complaint 
from PAIRO.  You raise the issue - again - only to 
hear him say: “Call has been so hard recently andhear him say: Call has been so hard recently and 
my research project was due.”

U b dl th iUnbundle the issues

Summarize the problem in one-sentenceSummarize the problem in one sentence



You work on an interdisciplinary team that is fairlyYou work on an interdisciplinary team that is fairly 
seasoned and respected.  However, one of the 
physicians constantly complains, belittles the good p y y p , g
work of others, and debates decisions made at 
meetings he chose not to attend.

Unbundle the issues

Summarize the problem in one-sentence



H tl Ch IfHonestly Choose If

When not to speak up....p p

if the problem is small

if the problem won’t happen again

if the problem doesn’t have a significant impact

if no one else in leadership cares (unless this isif no one else in leadership cares (unless this is 
a leadership issue!)



Do speak up if...

by not talking about it you’ll act about it

you have a pattern of going to silence

you are telling yourself you’re helplessyou are telling yourself you re helpless

you are struggling with your consciencey gg g y

you deeply care about it



2 M t Y St i2.  Master Your Stories

The stories we tell ourselves about others are 
critical

We are a narrative people

Knowing our stories keeps our hearts and minds in 
control



You observe a well dressed, attractive, andYou observe a well dressed, attractive, and 
intelligent-looking woman in a white coat, 
stethoscope, and chart speaking with a middle 
aged man in green scrubs.  Suddenly, she raises 
her voice, points her finger repeatedly at him, and 
h lkhe walks away.

What story do you tell yourself about thisWhat story do you tell yourself about this 
observation?



The FundamentalThe Fundamental 
Attribution Error

We tend to jump to a conclusion that people are 
behaving in a particular way because they enjoy it g p y y j y
and are, in some way, out to get us.

We need a more accurate model.



M ti ti AbilitMotivation vs Ability

The Six Source Model of InfluenceThe Six Source Model of Influence

Looks at each of these themes from three 
perspectives:  personal, social, structural



M ti tiMotivation

Personal - do they enjoy the behavioury j y

Social - do others influence the behaviour

Structural - what things reward the behaviour



AbilitAbility

Personal - can they do what is required

Social - do others help enable required behaviour

Structural - do they need things to help enact 
behaviour



St d iStand up - new pair

Create three motivations for the following scenarios 
(personal, social, structural)

A colleague at work tries to get out of call as often 
as possible p

A team member is constantly late for rounds, 
ti d h dmeetings, and handover



S i AbilitSame pair - Ability 

A physician repeatedly is complained about by 
nursing staff and trainees for anger outbursts

A physician continuously is 4 5 months behind inA physician continuously is 4-5 months behind in 
charting



3 D ib th G3.  Describe the Gap

Hazardous Half Minute - the introduction of aHazardous Half Minute - the introduction of a 
crucial confrontation is a delicate matter.  If the 
confrontation goes wrong, it usually goes wrong g g, y g g
quickly...people feel accused, upset, and angry



Start with safety (don’t tell yourself an ugly story, 
share good intentions seek common ground)share good intentions, seek common ground)

Know your story (don’t start with conclusions, 
explain what not why, ask for facts, avoid 
emotional or sensitive words, tones, body 
l )language)

Tentatively share your storyTentatively share your story

End with a question... “What happened?”



I f thIn groups of three...
Th C h i C ll Th iThe Coach is your Colleague.  They are using 
words that make you uncomfortable (“beautiful” 
“incredible” “brilliant” You don’t think they meanincredible  brilliant .  You don t think they mean 
too much by this but you don’t like it.

Choose what and if (this is a pattern)

Know your stories (You think your colleague is aKnow your stories (You think your colleague is a 
good person who has not been given feedback 
before)before)

Describe the Gap (Colleague is defensive but 
wants to make it right) - end with a question!



Break 



4. Making things4.  Making things 
Motivatingg
Motivation = Productive Energygy

We move to power (destructive energy) in 
confrontations whenconfrontations when 

we want a quick solutionq

we feel vulnerable

we make a “suckers choice” (black/white)

Its a normal part of the institution or we like it



T th b tTruth about power....

kills relationshipskills relationships

motivates resistance

doesn’t last (what happens when power is absent)

makes people look stupid and petty

triggers vengence



M ti ti SkillMotivation Skills

Don’t start with power

Clarify natural (not imposed) consequences - what 
happens broadly if bad behaviour goes unchecked

Make the invisible visible - what happens on a 
personal, social and structural levelp ,



personal - link to the persons sense of self

social - hold up a mirror (how things will be viewed 
by others), introduce hidden victimsy ),

structural - connect to existing carrots and sticks



TiTips

Connect short term benefits to to long term paing p

Focus on long term benefits

Link to their existing pain



P i i l f Di i liPrinciples of Discipline
Know the mechanics

Partner with those in authority

Be appropriately somber

Explain next stepsExplain next steps

Be consistent

Don’t back off under pressure



ClarifyingClarifying 
Consequencesq

stop when the other agrees to comply overkill isstop when the other agrees to comply - overkill is 
dangerous

listen to the other person’s point of view - genuinely



M t A tiMove to Action

Who

What

WhenWhen

Follow up (the precise issue)p ( p )



A li tiApplication

Organize yourselves into threesOrganize yourselves into threes

One will be a coach, one a problem solver and one 
a respondent

I will speak to the coaches/problem solversI will speak to the coaches/problem solvers 
alone...and the respondent alone...

Confront!  We will try to do three cases!



W i itWrapping it up

Crucial Confrontations is a two day trainingCrucial Confrontations is a two day training 
program that is offered by certified trainers via 
VitalSmarts.

Today was a taste...read the book, consider a 
f i tit ti d h k tprogram for your institution, and check out 

resources on vitalsmarts.com

Thank you!  


