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     Fierce Conversations: A Seven Step Process


S
upervisors who fear confrontation avoid giving candid appraisals of their worker's   

performance.  Often the problem is they don't know how to get the conversation started.  That's a disaster for your company.  Many lawsuits are initiated by shocked former employees who thought their performance was fine until a boss, who’d been too uncomfortable to confront them earlier, canned them!  (Not to mention the fact that it violates two of our MBI values... “The Worth and Dignity of the Individual” on the one hand, and “The Responsibility of Stewardship” on the other.)
DO A 60-SECOND OPENING:
  
Take 60-seconds and prepare and practice.  Write your "opening" out on a 3x5 card if you must.  Anticipate the reaction you might get.  When you are ready, choose a good time to initiate the conversation.  And, as Nike says, Just Do It.
Here are Seven Steps to Prepare:

1.  Name the issue:  Be direct, say what the issue is and describe it's effect.  "Dave, I want to talk with you about the effect your leadership style is having on the team."

2.  Show an example: Be succinct.  Speak in behavioral terms describe what he or she said or did.  "When you told Mark you didn't have time for his nonsense, he felt totally shut down."

3.  Describe your emotions: Don't be emotional, but discuss the emotional consequences of the issue.  "I am really worried about your management style."

4.  Clarify what is at stake:  Show why it is important.  "Mark is our best salesperson.  If we lose him, it'll hurt."

5.  Identify your contribution to the problem:  Show your involvement. "I'm sorry I didn't say something earlier about this instead, I have allowed it to go on longer than I should have.”

6.  Indicate your desire to fix the problem: Use the word resolve. "So you can see why I want to resolve this issue, because your management style's having a negative effect."

7.  Invite a response:  Now that you've addressed the problem in a clear and thorough manner, it's time to listen.  "I'd like to know your thoughts about this, Dave."
And remember, document everything -- take note of the behavior, the conversation, the immediate response and what action was agreed upon.  Finally, stay on it.  Follow up -- praise progress and continue to redirect poor performance.  For serious issues that may lead to discipline or dismissal, partner with Human Resources or the Legal Department for guidance.

                  � Adapted from “Fierce Conversations” by Susan Scott, Viking, 2002.
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