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164: MASTERING HARD CONVERSATIONS
EPISODE NOTES
Thank you for joining the Craig Groeschel Leadership Podcast!

Without a system of honest feedback, your team’s growth will always be limited. In this episode, Craig shares the power of giving
helpful feedback, practical tips for how to do it, and pitfalls to avoid when having developmental conversations.

Manuel’s Question: How do you have hard conversations in a way where someone will listen and grow and
not just think you are being critical?

Giving and receiving feedback can be difficult for any leader, but it doesn’t have to be.
Craig recommends reframing “hard conversations” into “developmental conversations.”

When you do this, you’re taking a difficult conversation and focusing on the good it will bring. This will change your mindset toward
the conversation and give you more confidence, knowing you’re truly there to help.

You need to answer two questions when approaching a developmental conversation:

1. How big of an issue are you correcting?
The size of the problem will shape the direction of your approach.
If it’s a small issue, you can make a correction in a quick, very intentional conversation and see a significant change.

If it’s a major issue, you need a more planned out approach. You'll want to schedule a meeting, give your team member a heads up
that it will be a developmental conversation, and write out what you’re going to say ahead of time.

When you have the conversation, don’t beat around the bush. Be direct and clear about why you’re there.

2. What’s your relationship to the team member?

Your relationship will shape the style of your approach.

If you've only been working with this person for a week, it might not be the best time for a developmental conversation.

You'll want to approach your peers with a different approach than your boss.
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Advice for every developmental conversation:

In every single developmental conversation you have, it’s critical that the feedback recipient knows that you care about them and
want the best for them. You want them to know you believe in them.

When giving the feedback, provide as many specific examples as possible.

If they have a bad attitude in a meeting, be clear about what that means. Are they frowning? Are they being unnecessarily negative?
Be very specific about where they need to improve.

Then, at the end of giving examples, ask what they heard. If you say it and assume they heard it, they might miss it. You need to
make sure they heard the right thing.

One way Craig does this is by asking, “Can you tell me specifically how you can do even better in this area?”

“If you say it and think they heard it, they might miss it.” —Craig Groeschel

Advice for serious developmental conversations:

For situations where a team member needs to improve or they won’t be on the team anymore, there are four things you need to
communicate:

Things are not going well.

Here is what specifically needs to change and by when.
Here is how I’'m going to help you succeed.

If you don’t get there, we will make a change in your role.
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Clearly saying these things is loving the person well. What’s not loving is what happens in many workplaces. Most leaders avoid
developmental conversations, complain to the rest of the team, and eventually blow up at the team member.

It’s much more loving to tell your team members the truth early.

Create a culture that gives and craves helpful, timely, and honest feedback.

The best organizations in the world have built a culture that craves feedback. They have systems where team members regularly
give and receive helpful corrections to each other. Giving and receiving feedback has become the norm.

To do this, develop intentional rhythms that require your team to regularly give feedback to each other.

Remember: If you're the leader, you have to model the culture of feedback you desire. If you want your team to crave feedback, you
need to crave it for yourself first.
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DISCUSSION QUESTIONS

Here are exercises you can do to grow as a leader—ask yourself and your team these questions:

1. What was the last piece of feedback you received? Have you acted on that feedback yet? If not, act on it today!

2.  What was the last piece of feedback you gave? Have you followed up on that feedback? If not, find a time to follow up this
week.

3. How could you improve your current approach to developmental conversations?
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THINK AHEAD

People often ask how | consistently make disciplined decisions. The answer? | make as many decisions as possible ahead of time. By
doing this, | save time and decision-making energy.

There’s an entire framework behind how | do it and | outline it in my latest book, Think Ahead. You can get your copy here:
https://go2.Ic/LGTA

PODCAST RESOURCES

e  More from Craig: www.craiggroeschel.com
e Download Leader Guides: www.life.church/leadershippodcast
e  Subscribe on Apple Podcasts: www.go2.lc/cglpitunes
e  Subscribe on YouTube: www.go2.Ic/cglpyoutube
e Free Church Resources & Tools: www.life.church/churches
o Get the book Crucial Conversations here: https://go2.lc/LGCrucial

CONNECT WITH CRAIG

e  Ask questions: www.craiggroeschel.com/connect
e LinkedIn: https://www.linkedin.com/company/craiggroeschel/
e Facebook: www.facebook.com/craiggroeschel

e Instagram: @craiggroeschel

THREE KEYS TO SHARPEN YOUR LEADERSHIP

Craig hand-picked three episodes designed to help you build a strong leadership foundation. You'll learn practical ways to influence
your leaders, manage your time wisely, and improve how you communicate. Head to www.go2.Ic/threekeys to get the episodes and
leader guides sent right to your inbox.

LEAVE A REVIEW

If this podcast has made you a better leader, you can help share it by leaving quick Apple Podcasts review. You can visit Apple
Podcasts (www.go2.Ic/itunes-cglp) or on your iOS device and then go to the “Reviews” section. There, you can leave a star rating or
click on “Write a review” to share something you’ve gotten out of this podcast. Thank you for sharing!
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