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Being a leader involves navigating complex
scenarios with empathy and clarity, especially
during times of change. Whether it's addressing
organizational changes, setting new expectations,
assigning new responsibilities, or, as | recently
experienced, navigating difficult staff terminations
during a company restructuring, these situations
demand careful handling.

Leading through such challenges requires courage and
the ability to balance empathy with assertiveness. As
an emotional intelligence expert, I've seen firsthand
how crucial effective communication and empathy are
in these moments of leadership.

In this guide, | provide a structured framework,
practical strategies, conversation prompts aimed at
fostering discussions about change, and a ready-to-
use example script tailored for your real-world
scenarios. These tools empower you to navigate tough
conversations confidently and empathetically.

| encourage you to adapt these strategies to your
leadership style and draw from your experiences to
foster meaningful dialogue within your team.

Together, we can create workplaces where tough
conversations lead to growth and strengthened
relationships.
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Framework: How to Have Difficult
Conversations During Times of Change.

It is important to understand that both you and your
employees may go through a variety of emotions during
these conversations. Recognizing these feelings, whether it's
worry, sadness, compassion, or stress, is vital for creating a
supportive and positive atmosphere.

To handle these discussions effectively, proper planning is
essential. Here is a checklist to help you approach the
situation with empathy and an open mind:

@ Prepare in Advance @ Set the Right Tone @ Be Clear and Specific

Identify specific issues: Pinpoint aspects of
the change or transition that need addressing,
such as new roles, restructuring, or shifting
priorities.

Gather examples and data: Collect relevant
examples and data to support your points and
illustrate the impact of the changes.

Anticipate reactions: Foresee how different
team members might react to the changes
based on their roles, responsibilities, and
personal concerns. Plan your responses
accordingly to address potential resistance or
confusion.

Choose a private setting: Select a quiet and
confidential space to ensure the conversation
remains respectful and focused.

Clarify intentions: Clearly communicate why
the conversation is necessary, outlining the
goals and desired outcomes of discussing the
changes.

Approach with empathy: Approach the
conversation with a mindset of understanding
and empathy, acknowledging the emotional
impact of the changes on individuals.

State the issue directly: Clearly articulate
the specific changes or challenges being
addressed, avoiding vague language.

Use concrete examples: Support your points
with specific instances or outcomes resulting
from the organizational changes, rather than
general statements.

Focus on observable behaviors: Based on
observable outcomes, discuss how behaviors
and actions align (or need to align) with the
new direction or expectations.

@ Focus on Behaviors
and Impact

Address behaviors and performance:
Discuss how individual behaviors and
performance contribute to or hinder the
successful implementation of the changes.

@ Listen Actively to
ViewPoints and Concerns

Give them a voice: Allow team members to
share their perspectives and concerns without
interruptions, demonstrating active listening.

Understand viewpoints: Seek to understand
their viewpoints and emotions related to the
changes, validating their feelings and
acknowledging the challenges they may face.

Highlight impact on the team: Emphasize
how individual actions influence team
dynamics, collaboration, and overall
organizational success during the transition.
Address concerns: Address any concerns or
Base feedback on observations: Provide questions they raise with transparency and
feedback based on factual observations rather empathy.
than assumptions about intentions or motives.

By following this framework, you can approach difficult conversations during times of organizational change with clarity,

empathy, and a proactive focus on fostering understanding and alignment within your team.
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A Difficult Conversation Example

Your company has acquired another company, leading to
organizational restructuring and changes in roles and
responsibilities for employees at both companies.

You, as a leader, need to navigate a conversation with one of
your team members, Sarah, whose role will be significantly
impacted by these changes.

Conversation with Sarah Setting: A private conference room,
Regarding Merger and Role Changes. arranged for a confidential discussion.

Leader (You): Sarah, thank you for meeting with me
today. | wanted to discuss some important changes that
will be happening due to the merger with XYZ Inc. |
appreciate your patience during this transition period.

| really appreciate you taking the time to meet
with me as well. I've been curious about how things will
unfold. What can | expect?

Leader (You): Well, first, let's talk about your role. With
the merger, there will be some adjustments. Your
current responsibilities will shift to include overseeing
the integration of XYZ's client base into our operations.
This will involve coordinating with their team to ensure
a smooth transition and maintaining client satisfaction.

That sounds like a significant change. How will
this impact my current projects?
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Conversation with Sarah Setting: A private conference room,
Regarding Merger and Role Changes. arranged for a confidential discussion.

Leader (You): Your current projects will continue, but
with an added focus on aligning them with our new
strategic goals post-merger. We've seen your ability to
manage complex tasks, and we believe your skills will be
instrumental in this transition phase.

| appreciate the vote of confidence. I'm just a bit
concerned about how this will affect my team dynamics
and workload.

Leader (You): | understand your concerns. We've
anticipated these changes and have plans in place to
support you and your team through this transition. We'll
provide additional resources and training where needed
to ensure everyone feels prepared and supported.

That's reassuring to hear. I'm also curious about
the timeline for these changes and how we'll measure
success moving forward.

Leader (You): Absolutely. We'll start implementing these
changes over the next few weeks, and I'll be scheduling
regular check-ins to monitor progress, provide feedback,
and address any challenges that arise. Our goal is to
ensure a seamless integration and continued success for
our team and the company as a whole.

Thank you for clarifying everything. | appreciate
your transparency and support during this transition. I'll
do my best to adapt and contribute to our team's success.
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Conversation with Sarah Setting: A private conference room,
Regarding Merger and Role Changes. arranged for a confidential discussion.

Leader (You): Thank you, Sarah. Your dedication and
flexibility are invaluable to us. If you have any further
questions or concerns as we move forward, please don't
hesitate to reach out. We're here to support you every
step of the way.

Thank you. | feel much better about everything
now.

Leader (You): Great. Let's stay in touch and continue
these conversations as we navigate this together.

Definitely. Thanks again.

Leader (You): Thank you, Sarah for your
understanding and dedication to our company.

This role play demonstrates how to approach a conversation with empathy, clarity, and
proactive communication during a period of organizational change. It focuses on addressing
concerns, clarifying expectations, and ensuring the employee feels supported and valued
throughout the transition.

By following these steps, you can approach difficult conversations with clarity,
empathy, and a focus on fostering growth and improvement within your team.
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Questions for
Empowering
Change
Conversations

Being a leader involves navigating complex scenarios with
empathy and clarity, especially during times of change. In my
book, The Emotionally Strong Leader, | emphasize the
importance of inner iceberg conversations—getting to the heart
of the issue below the surface.

Self-awareness is key to understanding why you behave in the
ways that you do. Your inner iceberg holds the secrets to your
external responses. Analyzing your internal and external
environment for hints is a good first step, and identifying your
triggers that lead to relapse is key.

Here are some conversation starters designed to foster
meaningful discussions during times of change:

@ Using a one-word emotion, how
are you feeling?

®
®

What is that feeling telling you
about you?

What assumptions are you
making about this change?

What biases or preconceived
notions may be getting in your
way of supporting the change?

@ What motivates you and inspires
you to be the version of yourself?

®

@

What can | do to support you and
your work?

What can you do to better
Manage your stress?

What are your top daily stressors?
INn other words, what's keeping
you up at night?

These conversation starters encourage open dialogue, build trust, and foster a supportive environment where

individuals can explore their inner motivations and challenges during times of change.
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Final Thoughts

Being a leader means striking a balance between empathy and
assertiveness, offering support while upholding performance standards. It
involves having the courage to address tough issues with care and
compassion.

For me, restructuring my company and managing challenging conversations
about staff changes has been quite demanding. The key is to be clear and
compassionate.

Leading with emotional intelligence entails addressing emotions without
solving personal problems. Your role is to have these discussions without
taking on the role of a counselor. It requires a resilient mind to tackle real
issues while maintaining a compassionate heart and caring for the individual
beyond their work role.

Our training solution: Our Leading Through Change workshop offers
guidance for navigating a dynamic corporate landscape. By embracing
change and providing emotional support during transitions, organizations
can not only adapt but thrive in uncertain times.

Today's corporate landscape requires adaptable, inclusive workplaces.
Leaders must bridge generational divides, attract and retain talent, adapt to
hybrid & remote work models, and thrive amid constant change, needing
innovative emotional intelligence strategies.

At El Experience, we're here to help you navigate these workplace challenges
successfully. Call us if you need a helping hand.




