
 Leadership Bites:               
Self Management with  

Difficult Conversations 
LEADERSHIP LEARNING IN 20 MINUTES                                                                                     

 
Introduction 
Three fundamental human needs must be 
met;  

• Physical needs 

• Mental needs 

• Relationship needs 
 
People are looking to their leader for stability, 
and that means being able to trust that their 
safety and wellbeing is top priority as well as 
having clarity of immediate business direction. 
 
You need to start with physical needs, and 
then work your way up. Once people feel safe 
and secure, they’re open to learning new 
skills. If they feel confident about the future 
and their place in it, they’ll be more inclined to 
take risk and problem solve together. 
 
Don’t be daunted – it looks like a lot to 
balance but people just want to feel confident 
in their ability to contribute. To be able to do 
that, they need to trust that as their leader – 
you’ve got this. 
 

Listen and let them talk.. 
 
The topics here require you to listen and let the individual talk. 
 
These are topics that you are not able to control. However, you can help the person by letting them express 
how they are feeling, think about their own solutions, take ownership and support them if needed. 
 

                                        



Listen, and don’t solve… 
 
Listen and given them space to express themselves – don’t seek to solve the issue: 

o Show you are listening 
o Show empathy NOT sympathy – this is their conversation and feelings 
o These types of conversations may require more time and a consideration of the environment 

 
The beauty of the framework is its simplicity – it can be applied to many different conversations. 
 
It can easily be used for individual and group conversations and the model focuses on: listening first, then 
demonstrating empathy and finally questioning. The model is not generally used for performance and 
development conversations, however it may be necessary to bring it in if the underlying need relates to one 
of the topics. 
 
Use the 3A framework below to work through how you can listen, and help management yourself during 
difficult conversations.  

 
 
 

Further learning … 

For further information and learning, as well as suggested activities, feel free to visit the                               

People.NHS.uk website or our South East Leadership Academy site. 

https://people.nhs.uk/
https://se.leadershipacademy.nhs.uk/development-opportunities-and-support/coaching-and-mentoring-2/how-to-become-a-coach-or-a-mentor/


Time to reflect…  
 

Take some time to note down your thoughts on what you’ve learned; 

What resonated? 

What has made you curious? 

What small changes could you make to start having an impact differently and quickly? 

What might you need to share with your team, and commit to ‘testing and learning’ together? 


