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Conversations for

Supervisors (and
everyone)

Shari Robertson, Ph.D., CCC-SLP

TODAY'S AGENDA

A. Introduction and Hello
B. Difficult Conversations Toolbox
Do It Now
Adopt a Mindsest of Inquiry
Assume your Assumptions are Wrong
Preserve the Relationship
C. Step by Step Guide to Difficult Conversa-
tions
Prepare
Engage
Forward to the Furture
When Things Go Sideways
E. Take Action!

FIND FULL HANDOUTS at
www.dynamic-resources.org

Click on “free resources” tab




DIFFICULT CONVERSATION BLUEPRINT

WHO (" do | need to talk with?
\_

WHY (is this conversation necessary?
\_

WHAT... (" is the desired outcome of this conversation?
\_

H[IW (" do power dynamics impact this conversation?
\_

WHERE (" will this conversation take place?

a WHEN..
\_

WHAT (" will be your opening line?

S. Robertson, 2020
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ACTION STEPS

BY WHOM

LEARNING CONVERSATION SUMMARY
—_—

MUTUALLY AGREED UPON SOLUTION

—_—

BY WHEN

~\

\,

(" FOLLOW UP CONVERSATION PLANS

P

J
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KEY TAKE AWAYS:
1) Adjust Your Mindset (Difficult Conversations become Learning Conversations)
2) Preserve the Relationship

) Listen Authentically

) Tell Your Story

) Brainstorm Collaborative Solutions

)

3
4
5
6) ldentify next steps and timeline

Robertson, 2023
Can We Talk?



Managing Difficult
Conversati
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AMERICAN
SPEECH-LANGUAGE-
HEARING
ASSOCIATION

Goal: “... guide
and support the
learner through
hands-on clinical
training with the
goal of developing
clinical and
professional
knowledge and F
skills.”
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Don’t Play the Avoidance Game ©

ODon't speak up when someone has trampled on your
professional or personal self esteem

OAllow others to take advantage of you
ORationalize those who are behaving badly
OThink it's someone else’s job

OConvince ourselves that it will get better on its own (it
won't)

(DON’T DO THIS.....EVER!)
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OFear
ODiscomfort
O"Too busy”

ODon't want to hurt
intern’s feelings

ODon't know how fo
start...orend

Avoidance of a difficult task or conversation is

aredally bad strategy - especially for

supervisors

10/14/2023
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O“Temperature” is raised — you likely get angrier and less
able to manage the conversation

OWorkplace/Relationship has become more toxic

OOther person has continued problematic behavior
unchecked.

OYour stress levels go through the roof.
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tomorrow
(ncam)

a mystical land where 99% of all
human  motivation and
achievement is stored.

BUT!

We don’t
procrastinate
for things we
enjoy or are
good at!
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BUT THIS IS MERELY A SHORT-
TERM SOLUTION THAT MAKES
YOU FEEL BETTER

« It does not solve a problem or help a
student (or colleague) move toward
less self-destructive or professionally
inappropriate behavior.

« It does not provide students with a
model for managing difficult
conversations.

* Does not result in lasting change

19

EZx) Reframing Difficult Conversations
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OEngaging in a conversation to learn, listen, and
understand often DOES result in change

OPeople are more likely to change when they feel heard

and respected.

People are
more likely to

change when
they are free
not to.
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Intentions are
Complex

We often make the
mistake of assuming we
know the other person’s
intentions based on the
IMPACT of their behavior

on us.

(Because we interpret their behaviors

through the lens of our own intentions;

25
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Aware of Unaware of

My Other person’s
intentions intentions
Others My impact on
person’s the other
impact on me person

27
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People don’t
| engage in difficult
conversations with
people with whom

« Even providing bad
news is not particularly
difficult if you have no
connections to the
other person

Now, we can move forward to solve the

S
1 Z . @ they have no
} < B relationship.
problem rather than wasting our time .
laying blame, proving we are right, or

basking in our own smug self-
righteousness
29 30
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OPreserving the dignity of the other person isn’t just “nice.”
O Shaming, demeaning, or running roughshod over a supervisee
(or anyone) will not fix the problem,

31 32

OTry to view the conversation as if
you were a neutral third party.

OYou may be upset, angry, or
disappointed but give them the

space to change by suspending
your judgment. you need to accept that the other person’s
perception is their reality.

34
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Inibits our ability fo
Injures relafionships pakesArouicelbeter lear the real cause of
and cases pain and Ty the problem and/or fo
anxiely. & do anything meaning-
‘and collaboration P EEenacn
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KNOW YOUR / EVALUATE THE
MISSON SITUATION

“Oh, | don’t know. Maybe we will ( = Think carefully about what is
just shoot a couple astronauts up i bothering you.
there In a rocket and see what

behavior could be causing any of
the conflict.

happens /TiA = Consider if your actions or
i v

Said no Nasa Scientist EVER

40 41 42

OHINT: The answer is not “someone other than the

. f o OSometimes a perceived conflict is more about what’s
person with whom | am in conflict.

’ : - : S ONext, search in yourself and determine what a successful

" ; going on in your head, in your life, and inside you than outcome of this conversation would look like.

OWriting down the person’s name is the first step to what's going on between you and someone else.
helping you overcome avoidance

OHow would a “successful” conversation end?

-

Oln this case, a conversation with someone else is not

O(Now it's a plan!) going to be productive o

43 44 45



HOW DO POWER
DYNAMICS AFFECT THIS
CONVERSATION?

MUTUAL UNDERSTANDING

- [j
“Preserve the Relationship”

10/14/2023

OSLP lassroom teacher OAdministration versus staff

OSupervisor versus OFamily member versus
student/intern professional
OChair versus faculty OStudent/Client versus
professional

-
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—
OA Learning C ion can be of
power dynamics. OCommitto a date that you will undertake this conversation and
OBut, as a supervisor, you need to realize you hold the vast WRITE IT DOWN.

majority of the power
O8So, you need to be especially careful not to abuse this power...

OIf appropriate, consider inviting the other person to meetat a
neutral location (Write this down, too).
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O Your Opening Line sets the tone for the rest of the
conversation.

OThe time you spend in developing a strong opening line
substantially improves your chances that you will achieve your

desired outcome.
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My Other
intentions  person’s
intentions

O “l was very concerned by what you said in the IEP
meeting. That was inappropriate and unprofessional.”

Others My impact
person’s on the other
impacton person
me

O“You continue to ignore the comments | made on this
intake report. Why haven'’t you addressed them?”

Aware of | Unaware of

What the other

person “hears”
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Aware of Unaware of

Other person’s
MY INTENTIONS intentions

Others person’s MY IMPACT ON
impacton me THE OTHER
PERSON

52 53




“l was very Y

concerned by what {
you said in the IEP ) |
meeting. That was

inappropriate and

unprofessional.”

intentions

Others.
person's
impacton
me.

My impact
on the other
pob
| want to make sure you
understand how to
communicate
effectively in
professional settings.

10/14/2023

Other
rson’s.
intentions
Others.
person’s
impacton
me.

What they
hear...

y impact
(o the other
erson
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I DON’T FRIGGING
CARE WHAT YOU
THINK
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“You continue to ignore
the comments | made
on this intake report. £
Why haven't you )\
addressed them?” '
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intentions
My impact

on the other]

person

Others.
person’s
impacton
me.

| really want to make
sure you understand
how to write an
evaluative report in the
short time we have to
work together.

What they
hear...
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Tears, Hysterics, Calls Parents, Complains to Supervisor,
Complains to Dean, Withdraws from Program, Trashes you
on Social Media...

61
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Acknowledge

positive infent

O “I know you have been putting a lot of time into your reports. There are
still some areas that need work. | think perhaps my written feedback
wasn't clear enough. Perhaps it might be more efficient if we spent a littie
time talking about it together. Let's set aside 20 minute after school either
today or tomorrow so we can be sure you understand and can apply this
when you are on your own.

o know you have been putting a lot of time
into your re eports. (There are still some areas that need work.)

I think perhaps my written feedback wasn't clear enough. Perhaps it might
e more efficient if we spent a little time talking about it together. Let's set
aside 20 minute after school either today or tomorrow so we can be sure you
understand and can apply this when you are on your own.
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Shared

responsibility

“l know you have been putting a lot of time into your reports. There are still some
aroas that need work.

o | think perhaps my written feedback wasn’t

clear enough.  (perhaps it might be more efficient if we spent a litle
time talking about 1 together,)

Let's set aside 20 minute after school either today or tomorrow so we can be sure
you understand and can apply this when you are on your own.
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Offer an invitation to

explore the issues jointly.

“I know you have been putting a lot of time into your reports. There are still
some areas that need work. | think perhaps my written feedback wasn't
clear enough. Perhaps it might be more efficient if we spent a littie time
talking about it together.

OLet'’s set aside 20 minute after school either today or
tomorrow so we can be sure you understand and can apply this when you
are on your own.
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Offer an invitation to

explore the issues jointly.

“I know you have been putting a lot of time into your reports. There are stil
some areas that need work. | think perhaps my written feedback wasn't clear
enough. Perhaps it might be more efficient if we spent a little time talking
about it together.

O Let's set aside 20 minute after school €ither today or tomorrow
0 we can be sure you understand and can apply this when you are on your
own.
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Mutual benefit

“I know you have been putting a lot of time into your reports. There are stil
some areas that need work. | think perhaps my written feedback wasn't
clear enough. Perhaps it might be more efficient if we spent a littie time
talking about it together.

O Let's set aside 20 minute after school either today or tomorrow SO W€
can be sure you understand and can apply this
when you are on your own.
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You have mapped out your strategy, not its time to execute
your plan.

69

3 Parts of a l@

Learning
Conversation

70

71
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OEnvision the conversation

OTake a deep breath

OModulate your tone and expression to signal discussion not
inquisition; ion not i (PRACTICE)

OPLUNGE

Be Genuinely Curious. Hecr their story.

10/14/2023

O Use Active Listening...Authentically!
OEstablish eye contact
OMaintain neutral positive expression
OEmploy minimal encouragers — don't interrupt
OBe mindful of your non-verbals — and theirs
OlIf necessary — occasional reflective statements**
O Be comfortable with silence
O Be prepared for strong emotions

73

But, only when they are finished telling theirs

74

OShare impact of the situation/behavior on you
OExplore potential impact of your previous experiences
OTake responsibility for your contribution

ODescribe feelings
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O Your feelings will show th
invite them to the party or not.

whether your

OUnexpressed feelings leak into difficult conversations

OUnexpressed feelings block the ability to listen — which requires
an open and honest curiosity about the other person and
willingness to keep the spotlighton them.

OBetter to just say how you feel (without being a complete jerk
aboutit) and move on

76
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OBlame is about judging - looks backward “Who’s to Blame?”
OWhen blame is the goal, understanding is the casualty

OFocusing on blame hinders problems solving

OWhen supervisees (or anyone) are accused, they will do what
accused people do....

78

« Blame can leave a bad system or
process in place and undiscovered

79
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THAT FACE YOU MAKE WHEN

YOUR CO-WORKER TRIES TO BLAME YOU FOR
THEIR MISTAKE

The Alternative to the Blame Game

10/14/2023

+ Goal is not to assign blame. Goal is to understand what
happened so we can improve how we work together in the
future.

+ How did we each contribute to the current situation?
+ (How did we get ourselves into this mess?)

+ What do we do differently going forward
+ (How do we get ourselves out of this mess?)
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rather than BACK at blame.
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« Brainstorm options that meet each side’s most important
concerns and interests.

Create mutually agreed upon action steps

Ensure that both parties leave the conversation knowing what
will happen next

« Establish a way to keep communication open to determine
when steps are completed.

87

If things start to go sideways...

sy e
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ODon’t measure success of a
conversation based on whether or
not the other person gets upset.

Olnstead, give them space to be
upset, take responsibility for any
part you have in the problem,
show compassion, work together
to move forward.

"
=N
-
b

OReframing s taking the essence of what the other person
says and turning it back to the core of the conversation.

O"I'mright, you're wrong. That's all there is to it.

O You obviously feel very strongly about your perspective, but
I'd like to share mine as well.

10/14/2023

O “Idon't see why | have to sign out tests when I'm bringing them
right back. Don't you trust me2"

Ol understand that you dont see the need to sign out tests. 1 would fike
to help you understand the reasons for following this protocol.”
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O Validates your view of the situation and that of the other person.

O Allows you to work at understanding the other persons point of view
without giving up your own.

O“YES, | understand that you walked away from that meeting feeling
disrespected and unheard AND | walked away feeling dismissed and
fused.”

OThis allows you to move to the collaborative stage.

O“Now that we understand each other, what's a good way to resolve this
problem?”
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O Be alert for behaviors that are designed to thwart
the conversation.

O Stonewalling, Playing the Victim, Blaming,
Redirecting.

O Use Assertive communication — label the
behavior, bring conversation back to the core of
the topic at hand.

O It difficultfor me to understand yourpoint of
view when you are trying to place the biame on
‘someone else. Remember, our goal here s to
make sure you have the skills you will needto be
a professional SLP."
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Olf all else fails, excuse yourself to
gather your composure or take a
brief cognitive break.

ORe-schedule or schedule a second
meeting if you feel depleted, bogged
down, or there is too much to tackle
in one meeting.
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Let’s sum things up

95

OTalk to the person with whom you are in conflict — not to
someone else!

OAdjust your Mindset

OPreserve the Relationship/Build Trust
OListen the Their Story

OTell Your Story

OBrail [¢

OAgree on next steps and timeline
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OAvoid difficult conversations (student needs your expert input)
OPlay the power card (or use it very sparingly)

OTry to persuade, impress, trick, outwit, convert, or win over the
other person.

OForget to listen authentically
OViolate trust relationships
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