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What Is It?

com·mu·ni·ca·tion

kə-ˌmyü-nə-ˈkā-shən

the act of giving, receiving, and sharing 
information



4

Is It a Big Problem?

Research by Salesforce that included not only employees, but corporate executives 
and educators as well, shows that 86% of them believe ineffective communication 

is the underlying reason for workplace failures.

86%





6

How Can We Improve?
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How Do I Improve?



Can We Simplify the Issue?
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Goal: Give you a new perspective on communication and what 
makes it difficult



On a scale of 1 to 10 - How 
important is communication to 
your overall effectiveness in 
your current role?
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Survey



On a scale of 1 to 10 - How 
present do you plan to be in 
the next few hours so you can 
improve your communication 
effectiveness?
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Survey
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The System and Control
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Getting to Know Yourself
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Meyers & Briggs



16

Enneagram
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DISC TTi
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Not Just What, But Why
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So What …
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The “Ideal” Workplace
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The Three Questions

• How do I want to be seen by you?

• What you can always expect from me?

• What I expect / need from you for us to succeed?
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Why Do These Simple Questions Work So Well?

• A framework to communicate to others who we are, what we 
need, and see what they need from us

• A contract for workplace safety and trust so WHEN conflict 
occurs, we have a foundation to discuss things

• It clearly sets conditions for an effective relationship
• This allows your team can hold you accountable
• Your vulnerability will lead others to open about their mistakes 

and shortcomings
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The Three Questions

• How do I want to be seen by you?

• What you can always expect from me?

• What I expect / need from you for us to succeed?
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The Three Questions

• New hires / residents

• A difficult work relationship

• 6 month evals

Abbreviated
• Things are not going well

• Before a shift with a new resident / medical student
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Next Steps

• Most employers and large systems offer some type of 
assessment

• Complete one and work on better understanding your 
preferences so you can best deliver the 3 Questions talk to 
your team members

• Manage up - a great way to help your boss help you

• Blame me / The Teaching Fellowship



Controlling Self Talk
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Negative Self Talk

• We have approximately 50,000 thoughts per day

• Approximately 90% of our thoughts can be negative

• We have to be careful what we say, because we are 
listening to it - and these thoughts can become 
limiting beliefs that hold us back
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Limiting Beliefs

• I need to be popular / 
liked

• I am not good enough.
• I can't trust anyone.
• I need everything 

perfect.

• Nobody understands me.
• I need to look good. 
• Nothing good ever 

happens to me.
• I need to be the hero.
• I need to be the smartest.
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Limiting Beliefs - WANDER

• W-ould I talk to a friend in need like this?
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Limiting Beliefs - WANDER

• W-ould I talk to a friend in need like this?
• A-ccept “imperfections”
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Limiting Beliefs - WANDER
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Limiting Beliefs - WANDER

• W-ould I talk to a friend in need like this?
• A-ccept “imperfections”
• N-uclear reactor meltdown
• D-raw on past successes
• E-xchange woe-is-me for “Whoa—it’s me”
• R-ealize that you are enough
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Limiting Beliefs - Reframing

• If I do A, B, and C, then D is likely to happen.
• Example for someone who can’t trust:
• “If I give my employees clear goals, the resources they need, 

and a bit of oversight, they are more likely to get the job done.”
• Creative reframing. (It is not about X it is about Y).

• “It is not about being liked. It is about being respected.”
• Metaphor. (Success in a different role or from a different life). 

Example (for a marathon runner with writer’s block:
• “If I take one step at a time like when I run, I can get my book 

finished. It’s a marathon not a sprint.”
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Negative “Others Talk / Thoughts”
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Negative “Others Talk / Thoughts”

• I don’t understand how someone could …
• What is wrong with …
• They never / always do …
• How could someone do …
• Why can’t they be like …
• I should not have to put up with …
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The DISC Assessment

• D – How you respond to problems and challenges.

• I – How you influence people and contacts.

• S – How you respond to the pace and consistency.

• C – How you respond to procedures and 
compliance.



Agreement 1

Be Impeccable with your 
word.

The Four 
Agreements

“Regardless of what language you 
speak, your intent manifests 
through the word. What you dream, 
what you feel, and what you really 
are, will all be manifested through 
the word.”
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An ED Discussion

Me: What brings you in to the ED today?

Patient: I have been having back pain for several weeks.  I went 
to another ED / doctor and they have not done anything
Or
Patient: I am having nausea and vomiting…and don’t start with 
the “do you smoke weed” because I am tired of nobody ever 
helping me
Or
…



Agreement 1

Be Impeccable with your 
word.

The Four 
Agreements

“Regardless of what language you 
speak, your intent manifests 
through the word. What you dream, 
what you feel, and what you really 
are, will all be manifested through 
the word.”



Emotions can derail 
us

Don’t Just Do 
Something, Stand 
There!

This is a time to stand there.  Resist the 
urge to intervene inappropriately, 
unproductively, or futilely.
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An ED Discussion

Me: What brings you in to the ED today?

Patient: I have been having back pain for several weeks.  I went to another ED / 
doctor and they have not done anything (VICTIM)

Me: That’s sounds frustrating.  Can you tell me what has been happening the past 
few weeks since this started? (Listen to Learn)

Patient: Tells me the whole story (3 minutes)

Me: It sounds like your best option is for you to see your pain specialist to see if 
they are willing to increase your pain medications and you have to decide if you 
want surgery or not.  

Patient discharged, I received a compliment from her.  I was the only one who 
listened (unfortunately she remained the victim)
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Flipping the Triangle

Persecutor Rescuer

Victim

Creator

CoachChallenger

Source: PowerOfTed.com

The 
Empowerment

Dynamic 

Karpman’s Drama
Triangle

http://PowerOfTed.com
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Are We Getting To Far Into the Weeds?



50

Are We Getting To Far Into the Weeds?

• Nobody on ___ rotation was helpful / taught me…

• My attending physicians do not care if I learn …
• All they do is criticize my clinical work ups
• They do not care that the other departments treat us poorly
• They do not give us enough time off / vacation so that I can have a 

healthy work/life balance …
• I do not know what the Chairman wants from me, I am giving all my 

effort and it does not get noticed…
• All the Dean cares about is grant money …
• The only thing I hear is do more with less, nobody actually values me 

here…
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Are We Getting To Far Into the Weeds?

• I don't feel I have a voice anymore… Some of 
the issues the company needs to address is 
the call schedule, staffing and reimbursement. 
It needs to provide appropriate staffing based 
on acuity and not numbers and metrics…
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We need to learn 
to see things as 
they are, NOT as 
we are.
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Any Other Tricks to Avoid Negative Talk? Stay Curious

• Why can’t they just 
take the medications 
we prescribe?

• What don’t they ever 
speak up in staff 
meetings?

• Why can’t they do 
what we ask of them?
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Any Other Tricks to Avoid Negative Talk? Stay Curious

• Why can’t they just 
take the medications 
we prescribe?

• What don’t they ever 
speak up in staff 
meetings?

• Why can’t they do 
what we ask of them?

• What can we do to help you be 
complaint with your 
medications?

• Is there anything you would 
like to add to the discussion 
today?

• What do you need from me to 
be more successful with this 
assignment?



55

Two Great Books to Stop Neg Thoughts 
About Others
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Q Prep - By by Marilee Adams, Ph.D.

The first step is to get clear about your goal(s) for the meeting or 
conversation. What are your goals? Then, focus on questions in these 
four categories:

1. Questions you’re asking yourself about the situation, the other person, 
your concerns, and your goals. 

2. Questions you think the other person may be asking themselves about 
you, their concerns, the situation, and their goals.

3. Questions the other person may ask you—and that would useful for 
you to be prepared to respond to (whether or not you’re ever actually 
asked these questions).

4. Questions you want to, or need to, ask the other person(s). Make this 
list as long as possible.



Road Map

“If I could just have a different 
team, I could do better.”

Actual Quotes From The Same Leader
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“As soon as I stop wanting a 
different team, my team will 
stop wishing they had a 
different leader.”
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If I Could Just Have a Different Team…

• Communication can be hard 
because

• We do not know who we are, 
and neither do our teams

• We are masters at fooling 
ourselves

• Limiting Beliefs
• Negative self / others talk



The Power of We
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Feedback

• How is your team member performing?
• Residents on shift / rotation
• Medical students on shift / rotation
• Is the resident competent and ready to move 

on to the next PGY level?
• How can we improve the residency?
• How am I doing?
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External Feedback WORKS!
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The Benefits of Feedback

• Teams crave feedback and effective feedback boosts engagement (NPS)

• Without feedback, we cannot develop our team (or our leaders) to their full 
potential

• Feedback is not just for ”others”, it helps leaders lead better



Road Map

3. Know the Value of Increasing Feedback
We need feedback much more often than every 6 months

2.  Know (Care for) Your Team
What makes receiving feedback hard for them?

1.  Know Yourself

3 Steps to Effective Feedback

What makes giving feedback uncomfortable to you?

63
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Know Yourself

• D – How you respond to problems and 
challenges.

• I – How you influence people and contacts.

• S – How you respond to the pace and 
consistency.

• C – How you respond to procedures and 
compliance.
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Know Yourself

• D – Get it Done.

• I – Get recognition / get appreciated.

• S – Get along.

• C – Get it right.
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Know (Care for) Your Team
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Know (Care for) Your Team
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Know (Care for) Your Team
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Other Assessments Are Available
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Know (Care for) Your Team

How Leaders Use This Information
Vs.

How Politicians Use This Information
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Can Giving Feedback Impact our Effectiveness?

• 44% of managers find providing feedback 
is stressful

• A study of 500 leaders in a variety of 
industries

▪ High-empathy leaders become less effective 
after giving “negative” feedback (Typically I & S 
on the DISC)

▪ Low-empathy leaders (typically D or C) are 
more effective after giving feedback
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Know (Care for) Your Team

• Just as certain DISC scores can dissuade us from providing 
feedback, others make delivering feedback risky (D & C)

• If not careful a D or C can come across as demanding, 
abrasive, hard-to-please, or a perfectionist to team members 
who do not share a similar DISC score

• In general, could you improve how well you know your team?
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Feedback Isn’t Enough to Help Your Employees Grow

• … “Telling people they are missing the mark is 
not the same as helping them hit the mark.”

• Shift from critic to ally
▪ Empathize, express confidence, elicit permission

• Identify a great outcome
▪ What is an outcome you could achieve if you worked 

on this?  How might this help the team

• Ensure success
▪ Get them to commit to improvement and develop a 

plan for success



75

Focus on HOW instead of WHAT

• Feedback that focuses on the HOW is most important

Efficiency Nice
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Transform to Continuous Feedback

• Lead by Example.  Ask for your team to provide you with 
feedback regularly

- What should you stop doing, start doing, do more of?
- What do you need from me to help you, and our team, be 

more successful?
- What could I do specifically that would make me a better 

attending to you?

• Get into the specifics to provide feedback effectively
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Some Feedback Questions to Consider

• How will you use what you learned today to improve 
your feedback?

• How can you increase the feedback you receive as a 
leader?

• How can you best model that feedback is a gift to 
your team?

• In what areas does feedback already exist, but you 
are not really watching the speedometer?
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Feedback

• I think we all agree feedback is important

• Who here wishes feedback could be done more easily? 
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Exercise Time

• I think we all agree feedback is important…but could we do it 
even better than we do today?
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Feedforward

• Role 1: Learn as much as I 
can

• Role 2: Help as much as I 
can

• Rule 1: No feedback about 
the past

• Role 2: You cannot judge 
or critique ideas

• How Does it work:
1. Pick an area to improve - only one. Needs to be important to the 

individual
2. Go to another person and say, hello my name is ___ and I want to get 

better at ____.
3. The other person gives 1 or 2 very quick ideas for the future. No 

feedback about the past.  Say Thank you. Person #2 now goes
• Shake hands and rush off to talk to another person
• Goal is to talk to as many people as I can in the next 5 minutes.
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Feedforward

• I want you to complete this sentence with one word:

This exercise was ________
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Why Does Feedforward Work Well?

• It is fast
• We do not talk too much, we give our best ideas and then stop

• The longer we talk, the worse our ideas become
• It is simple
• It is positive

• Focused on a future you CAN change, not a past you 
CANNOT change

• No judging
• We waste 65% of interpersonal communication trying to 

prove ourselves right, or someone else wrong
• Entire focus is on helping, not judging
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Feedforward: Time for Reflection

• How did you feel the last time you received feedback?  
How about the last time you gave feedback?  Did you look 
forward to it?

• How might it be preferable, even enjoyable to receive 
feedforward rather than feedback? How do you think this 
might help you, your colleagues, and your team become 
even better?
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Feedforward: Credit

• Feedforward was developed by Marshal Goldsmith - one 
of the world’s top Executive Coaches

• https://marshallgoldsmith.com/articles/try-feedforward-
instead-feedback/

https://marshallgoldsmith.com/articles/try-feedforward-instead-feedback/
https://marshallgoldsmith.com/articles/try-feedforward-instead-feedback/
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Wrap Up

• Today we focused on the biggest part of communication that 
we control - ourselves

• We decided the only person we can actually change is 
ourselves

• Once we know ourselves, we can convey who we want to be in 
an effort to provide clarity and trust

• Three questions
• This helps the team hold us accountable to who we say we 

are
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Wrap Up

• We discussed the dangers of self talk and “others talk” and how to 
avoid WANDERing too much

• We discussed the better we get at understanding our own behavior, it 
helps us to learn others behavior

• We discussed that listening to respond is not as helpful as listening to 
learn

• We learned staying curious helps us avoid judging others

• We learned the value of feedback and several techniques to make 
feedback better
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Questions?

Rob Blankenship, MD, FACEP
317-645-8850
rblankenship@usacs.com

mailto:rblankenship@usacs.com
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