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How Do You Communicate When the Stakes Are High?Learn how with these TWO
GROUNDBREAKING BOOKS in ONE eBOOK PACKAGE!In any organization, the best laid
plans boil down to one simple thing: how well we come together to bring them to fruition. But
more often than not, we end up dealing with people who come across as disagreeable,
stubborn, or even obstructive. And emotions flare up. The only way to get things done is to step
up to the plate . . . by stepping back from our emotions.Written by a team of experts from the
world-renowned training firm VitalSmarts, these two books provide the skills you need to make
every interaction fruitful and productive in even the most emotional situations.eBook package
includes:CRUCIAL CONVERSATIONSThe New York Times bestselling Crucial Conversations
has sparked a revolution in how people communicate to achieve common goals. Now, the
revised second edition builds on this decade-long legacy of success to get professionals at
every level and in all professions talking with partners, bosses, employees, clients—not at
them.Learn proven methods for turning the focus of hot-button discussions—job performance,
customer satisfaction, interpersonal matters—away from subjective points of view and toward
productive, mutually beneficial conclusions.“[Crucial Conversations] draws our attention to those
defining moments that literally shape our lives, our relationships, and our world. . . . This book
deserves to take its place as one of the key thought leadership contributions of our time.”—from
the Foreword by Stephen R. Covey, author of The 7 Habits of Highly Effective People“The quality
of your life comes out of the quality of your dialogues and conversations. Here’s how to instantly
uplift your crucial conversations.”—Mark Victor Hansen, co-creator of the #1 New York Times
bestselling series Chicken Soup for the Soul®CRUCIAL ACCOUNTABILITYHold anyone
accountable. Master performance discussions. Get RESULTS.Broken promises, missed
deadlines, poor behavior--they don't just make others' lives miserable; they can sap up to 50
percent of organizational performance and account for the vast majority of divorces. Crucial
Accountability offers the tools for improving relationships in the workplace and in life and for
resolving all these problems--permanently.PRAISE FOR CRUCIAL
ACCOUNTABILITY:"Revolutionary ideas ... opportunities for breakthrough ..." -- Stephen R.
Covey, author of The 7 Habits of Highly Effective People"Unleash the true potential of a
relationship or organization and move it to the next level." -- Ken Blanchard, coauthor of The
One Minute Manager"The most recommended and most effective resource in my library." --
Stacey Allerton Firth, Vice President, Human Resources, Ford of Canada"Brilliant strategies for
those difficult discussions at home and in the workplace." -- Soledad O’Brien, CNN news anchor
and producer"This book is the real deal.... Read it, underline it, learn from it. It's a gem." -- Mike
Murray, VP Human Resources and Administration (retired), Microsoft



"Exactly What To Say for Real Estate Agents is short, to the point, and cuts out a lot of the noise
from other coaching and training. A sales professional must know how to communicate with
modern consumers."--Ilya Rasner, Real Estate Agent, Keller Williams Realty"I feel so much
more confident knowing the right words. Not just what to say, but the right words."--Susana
Murphy, Broker Owner, ALANTE Real Estate"Of all the coaches, training, and a decade's worth
of investing, no one ever said to me, 'This is the right way to go about it.' Then you read this book
and it's so obvious. How many listings did I lose as a young agent because I didn't know the right
words?"--Lisa Sevajian, Real Estate Agent, Compass--This text refers to the paperback
edition.About the AuthorPhil M. Jones is a serial entrepreneur, business growth expert and the
best-selling author of Exactly What To Say, Exactly How To Sell, and Exactly Where To Start. He
had his first business at just 14 years of age and is the youngest recipient of the "British
Excellence in Sales and Marketing" award.Chris Smith and Jimmy Mackin are the co-founders
of Curaytor. They help real estate agents, teams and brokerages increase the ROI of their
marketing and improve their lead conversion rates using technology, content and coaching.
Their work has been featured in AdWeek, Forbes, Entrepreneur, Fortune and The Huffington
Post. Curaytor was also recently named one of Inc's 500 Fastest Growing Companies in
America. Chris and Jimmy have spoken at hundreds of events including conferences hosted by
HubSpot, the National Association of REALTORS® and Inman News. Chris was named one of
the American Marketing Association's 4 Under 40 Emerging Leaders, and his book The
Conversion Code is a USA Today bestseller that has been translated into six different
languages. --This text refers to the paperback edition.
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indirect, incidental, special, punitive, consequential or similar damages that result from the use
of or inability to use the work, even if any of them has been advised of the possibility of such
damages. This limitation of liability shall apply to any claim or cause whatsoever whether such
claim or cause arises in contract, tort or otherwise.CONTENTSCrucial Conversations: Tools for
Talking When Stakes Are High, Second EditionCrucial Accountability: Tools for Resolving
Violated Expectations, Broken Commitments, and Bad Behavior, Second EditionWHAT
CRUCIAL CONVERSATIONS READERS ACROSS THE GLOBE SAY ABOUT THE BOOK“Any
book is powerful if you can relate to its content, is simple to understand, easy to apply, and is
based on research. I have found all of these elements in Crucial Conversations. The narrative
has a universal appeal and the strength to transcend cultures. I have found it to align closely with
Indian values. The skills in Crucial Conversations make this world safe enough for humans to
express themselves in crucial moments.”Capt. Charanjit Lehal,AGM Training and Development,
TataSky, India“I always thought I had good communication skills until I worked in the oil field
where profanity and verbal attacks are used as punctuation. I’ve read Crucial Conversations four
times, and it has totally changed ME! For the first time in my life, I have the courage to talk to
almost anyone about almost anything. Crucial Conversations is one of the most important books
I have ever read.”Dave Hill,Entrepreneur,NSA Juice Plus+“In my thirty-five years in the training
profession, I have never experienced content so valuable and so life-changing as what is found
in Crucial Conversations. I am convinced that if people could read any book that crosses
boundaries for skills in team building, performance management, conflict resolution, problem
solving, etc., it would be this one.”Terrie Monroe, Director,Organizational
Development,Children’s Health System“There are few books that have the potential to impact
both one’s professional and personal life. Crucial Conversations changed some of my
destructive communication styles at home and at work. I attribute the impact it has had on my life
to the fact that skills are derived from solid empirical data of social science research. Crucial
Conversations is truly a life-changing book.”Ghassan Qutob,Regional Director,Middle East
Region,Stallergenes“Coming in as the new CEO of an organization with many tenured
employees, I have had many crucial conversations. Using Crucial Conversations as my playbook
during this time was paramount in guiding me through each conversation.”Joanne K. Bryson,
CAE,Executive Vice President and CEO,Oregon Medical Association“After fourteen years as a
classroom teacher, this past year was my first as an administrator, and it was a BIG challenge.
While I had no problems conveying ‘not so good’ news to students and their parents, I had the
hardest time delivering ‘not so good’ news to teachers. After reading Crucial Conversations, I felt
prepared to talk to anyone about nearly anything. This book has made my first year as a school
administrator a great success.”Terri Thornton, NBCT,Instructional Specialist,Luther Branson
Elementary,Madison County School District“Crucial Conversations has empowered me to be a
better husband, father, brother, and manager. I wish I could have read this book thirty years ago.
I am so thankful to be a part of something so life-changing and truly hope to pass it forward
whenever I get the opportunity.”Ron McBee,CFO, Ingram ISD“This book was a turning point in



my life both personally and professionally. It clarified exactly how you can change the way you
react in different moments to get different results. I have regained a strong, loving relationship
with my son by using the skills I learned from reading Crucial Conversations.”Riana Avis,Surrey,
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otherwise.We dedicate this book toLouise, Celia, Bonnie, and Linda—whose support is
abundant,whose love is nourishing,and whose patience is just shy of infinite.And to our



childrenChristine, Rebecca, Taylor, Scott,Aislinn, Cara, Seth, Samuel, Hyrum,Amber, Megan,
Chase, Hayley, Bryn,Amber, Laura, Becca, Rachael, Benjamin,Meridith, Lindsey, Kelley,
Todd,who have been a wonderful source of learning.ContentsFOREWORD TO THE SECOND
EDITIONFOREWORD TO THE FIRST EDITIONPREFACEACKNOWLEDGMENTSCH. 1:
What’s a Crucial Conversation?And Who Cares? 1CH. 2: Mastering Crucial ConversationsThe
Power of DialogueCH. 3: Start with HeartHow to Stay Focused on What You Really WantCH. 4:
Learn to LookHow to Notice When Safety Is at RiskCH. 5: Make It SafeHow to Make It Safe to
Talk About Almost AnythingCH. 6: Master My StoriesHow to Stay in Dialogue When You’re
Angry, Scared, or HurtCH. 7: STATE My PathHow to Speak Persuasively, Not AbrasivelyCH. 8:
Explore Others’ PathsHow to Listen When Others Blow Up or Clam UpCH. 9: Move to
ActionHow to Turn Crucial Conversations into Action and ResultsCH. 10: Yeah, ButAdvice for
Tough CasesCH. 11: Putting It All TogetherTools for Preparing and LearningAfterwordWhat I’ve
Learned About Crucial Conversations in the Past Ten YearsENDNOTESINDEXForeword to the
Second EditionNo one is more pleased than I am that as I write this, this important book is
approaching two million copies in print. I learned a lot from this book ten years ago when the
authors first sent me the manuscript. For years I have taught Habit 5: Seek First to Understand.
But this book goes even broader and deeper into the fundamental principles of high-stakes
communication. It deals with the whole dynamic of crucial conversations in a wonderfully
comprehensive way. But even more important, it draws our attention to those defining moments
that literally shape our lives, shape our relationships, and shape our world. And that’s why this
book deserves to take its place as one of the key thought leadership contributions of our
time.Furthermore, I am gratified at this book’s influence, because I have known these four
authors for many years. They are superior people, great teachers, and master trainers. They
have created a remarkably synergistic team that has endured for over twenty years. That says a
lot about their ability to have crucial conversations themselves. In addition, they have created a
world-class organization, VitalSmarts, that has become an engine of leadership, relationship,
and personal change material that has influenced many millions of lives around the world. The
culture of their organization is a stellar reflection of all they teach in this volume—and is evidence
of the efficacy of these principles.I write this with my best wishes that the work of this fine team
will continue to influence the world for many years to come.— Stephen R. CoveyJuly
2011Foreword to the First EditionThis is a breakthrough book. That is exactly how I saw it when I
first read the manuscript. I so resonated with the importance, power, and timeliness of its
message.This book is an apt response to the wisdom of the great historian Arnold Toynbee, who
said that you can pretty well summarize all of history—not only of society, but of institutions and
of people—in four words: Nothing fails like success. In other words, when a challenge in life is
met by a response that is equal to it, you have success. But when the challenge moves to a
higher level, the old, once successful response no longer works—it fails; thus, nothing fails like
success.The challenge has noticeably changed our lives, our families, and our organizations.
Just as the world is changing at frightening speed and has become increasingly and profoundly



interdependent with marvelous and dangerous technologies, so, too, have the stresses and
pressures we all experience increased exponentially. This charged atmosphere makes it all the
more imperative that we nourish our relationships and develop tools, skills, and enhanced
capacity to find new and better solutions to our problems.These newer, better solutions will not
represent “my way” or “your way”—they will represent “our way.” In short, the solutions must be
synergistic, meaning that the whole is greater than the sum of the parts. Such synergy may
manifest itself in a better decision, a better relationship, a better decision-making process,
increased commitment to implement decisions made, or a combination of two or more of
these.What you learn is that “crucial conversations” transform people and relationships. They are
anything but transacted; they create an entirely new level of bonding. They produce what
Buddhism calls “the middle way”—not a compromise between two opposites on a straight-line
continuum, but a higher middle way, like the apex of a triangle. Because two or more people
have created something new from genuine dialogue, bonding takes place, just like the bonding
that takes place in a family or marriage when a new child is created. When you produce
something with another person that is truly creative, it’s one of the most powerful forms of
bonding there is. In fact the bonding is so strong that you simply would not be disloyal in his or
her absence, even if there were social pressure to join others in bad-mouthing.The sequential
development of the subject matter in this book is brilliant. It moves you from understanding the
supernal power of dialogue, to clarifying what you really want to have happen and focusing on
what actually is happening, to creating conditions of safety, to using self-awareness and self-
knowledge. And finally, it moves you to learning how to achieve such a level of mutual
understanding and creative synergy that people are emotionally connected to the conclusions
reached and are emotionally willing and committed to effectively implementing them. In short,
you move from creating the right mind- and heart-set to developing and utilizing the right skill-
set.In spite of the fact that I have spent many years writing and teaching similar ideas, I found
myself being deeply influenced, motivated, and even inspired by this material—learning new
ideas, going deeper into old ideas, seeing new applications, and broadening my understanding.
I’ve also learned how these new techniques, skills, and tools work together in enabling crucial
conversations that truly create a break with the mediocrity or mistakes of the past. Most
breakthroughs in life truly are “break-withs.”When I first put my hands on this book, I was
delighted to see that dear friends and colleagues had drawn on their entire lives and
professional experiences to not only address a tremendously important topic, but also to do it in
a way that is so accessible, so fun, so full of humor and illustration, so full of common sense and
practicality. They show how to effectively blend and use both intellectual (I.Q.) and emotional
intelligence (E.Q.) to enable crucial conversations.I remember one of the authors having a
crucial conversation with his professor in college. The professor felt that this student was neither
paying the price in class nor living up to his potential. This student, my friend, listened carefully,
restated the professor’s concern, expressed appreciation for the professor’s affirmation of his
potential, and then smilingly and calmly said, “My focus is on other priorities, and the class is just



not that important to me at this time. I hope you can understand.” The teacher was taken aback,
but then started to listen. A dialogue took place, new understanding was achieved, and the
bonding was deepened.I know these authors to be outstanding individuals and remarkable
teachers and consultants, and have even seen them work their magic in training seminars—but I
didn’t know if they could take this complex topic and fit it into a book. They did. I encourage you
to really dig into this material, to pause and think deeply about each part and how the parts are
sequenced. Then apply what you’ve learned, go back to the book again, learn some more, and
apply your new learnings. Remember, to know and not to do is really not to know.I think you’ll
discover, as have I, that crucial conversations, as powerfully described in this book, reflect the
insight of this excerpt of Robert Frost’s beautiful and memorable poem, “The Road Not
Taken”:Two roads diverged in a yellow wood,And sorry I could not travel bothAnd be one
traveler, long I stoodAnd looked down one as far as I couldTo where it bent in the
undergrowth; . . .I shall be telling this with a sighSomewhere ages and ages hence:Two roads
diverged in a wood, and I—I took the one less traveled by,And that has made all the difference.
— Stephen R. CoveyPrefaceWhen we published Crucial Conversations in 2002, we made a
bold claim. We argued that the root cause of many—if not most—human problems lies in how
people behave when others disagree with them about high-stakes, emotional issues. We
suggested that dramatic improvements in organizational performance were possible if people
learned the skills routinely practiced by those who have found a way to master these high-
stakes, “crucial” moments.If anything, our conviction in this principle has grown in the
subsequent decade. A growing body of research evidence shows that when leaders invest in
creating a Crucial Conversations culture, nuclear power plants are safer, financial services firms
gain greater customer loyalty, hospitals save more lives, government organizations deliver
dramatically improved service, and tech firms learn to function seamlessly across international
boundaries.But we’d be less than honest if we didn’t admit that the most gratifying results we’ve
experienced over the past ten years have not come through research numbers, but through the
thousands of stories told by courageous and skillful readers who have used these ideas to
influence change when it mattered the most. One of the first was a woman who reunited with her
estranged father after reading the book. A nurse described how she saved a patient’s life by
stepping up to a crucial conversation with a defensive doctor who was misreading the patient’s
symptoms. One man masterfully avoided a rift with siblings over a will that threatened to tear the
family apart after their father’s death. One intrepid reader even credits her Crucial Conversations
training with helping save her life during a carjacking in Brazil.Multiply these stories by our nearly
two million readers and you’ll have a sense of the meaning and satisfaction we’ve derived from
our relationship with people like you.WHAT’S NEW?We’ve made a number of important
changes in this new edition that we believe will make this book an even more powerful resource.
Some of the changes help clarify key points, update examples, or strengthen the book’s focus.
But the changes we are most excited about include summaries of important new research;
powerful reader stories that illustrate key principles; links to fun, memorable, and illuminating



videos; and an afterword with new personal insights from each of the authors.We are confident
that these changes will not only improve your reading experience, they will also increase your
capacity to turn the printed word into productive habits in your work and personal life.WHERE
NEXT?We’re thrilled that so many people have responded positively to this work. To be honest,
ten years ago we dared to hope the ideas we shared would alter the world. We had great
confidence that changing the way people handle their crucial moments could produce a better
future for organizations, individuals, families, and nations. What we didn’t know was whether the
world would respond as we hoped.So far so good. It has been immensely gratifying to see so
many people embrace the notion that crucial conversations really can make a difference. We’ve
been privileged to teach heads of government, business moguls, and influential social
entrepreneurs. The day we held in our hands two copies of our book—one in Arabic and one in
Hebrew—gave us an even greater sense of possibility. We’ve shared the principles in areas of
turmoil and unrest, such as Kabul and Cairo, as well as in areas of growth and influence, such as
Bangkok and Boston. With each new audience and each new success story we feel a greater
motivation to ensure our work makes a lasting difference.Thus the new edition.We hope the
improvements in this edition substantially improve your experience with these life-changing
ideas.— Kerry Patterson— Joseph Grenny— Ron McMillan— Al SwitzlerMay 2011Free Access
to CrucialConversations.com/exclusiveIntroducing CrucialConversations.com/exclusive—a site
specially created with book readers like you in mind. It’s filled with helpful tools and engaging,
entertaining videos. You’ll notice references to this site throughout the book. Simply log on to to
get started.AcknowledgmentsOur gratitude for the contribution of many fine colleagues has
grown as our work has expanded around the world. We invite you to join with us in thanking
some of those who not only have helped us take these ideas to millions in dozens of languages,
but who also have shaped the ideas far more effectively than we could have without them.Here
are just a few of our 100+ colleagues on the VitalSmarts team who are as committed to this work
as any of the authors:James Allred, Terry Brown, Mike Carter, Platte Clark, Jeff Gibbs, Justin
Hale, Emily Hoffman, Todd King, Brittney Maxfield, Mary McChesney, John Minert, Stacy
Nelson, Rich Rusick, Andy Shimberg, Mindy Waite, Yan Wang, Steve Willis, Mike Wilson, and
Rob YoungbergThanks also to our U.S. associates who are gifted teachers and powerful
influencers:Rodger Dean Duncan, Doug Finton, Ilayne Geller, Hayden Hayden, Jean-Francois
Hivon, Richard Lee, Simon Lia, Murray Low, Jim Mahan, Margie Mauldin, Paul McMurray, Jim
Munoa, Larry Peters, Shirley Poertner, Mike Quinlan, Scott Rosenke, Howard Schultz, Kurt
Southam, and Neil StakerAnd finally we express gratitude to the partners who have made
Crucial Conversations a global movement.Australia, Steve MasonBrazil, Paulo Kretly and
Josmar ArraisChina, Joe Wang and Jenny XuEgypt, Hisham El BakryFrance, Cathia Birac and
Dagmar DoringGermany, Tom Bertermann and Piotr BienIndia, Yogesh SoodItaly, Katarzyna
MarkowskaJapan, Akira Chida and Kanae HondaMalaysia, V. Sitham and VS
PandianNetherlands, Sander van Eijnsbergen and Willeke KremerPoland, Marek Choim and
Piotr SobczakSingapore, James Chan and Adrian ChongSouth Africa, Helene Vermaak and Jay



OwensSouth Korea, Ken GimmSpain, Robin SchuijtSwitzerland, Arturo NicoraThailand, TP
LimUnited Kingdom, Grahame Robb and Richard Pound1The single biggest problem in
communication is the illusion that it has taken place.—GEORGE BERNARD SHAWWhat’s a
Crucial Conversation?And Who Cares?When people first hear the term “crucial conversation,”
many conjure up images of presidents, emperors, and prime ministers seated around a massive
table while they debate the future. Although it’s true that such discussions have a wide-sweeping
impact, they’re not the kind we have in mind. The crucial conversations we’re referring to are
interactions that happen to everyone. They’re the day-to-day conversations that affect your
life.Now, what makes one of your conversations crucial as opposed to plain vanilla? First,
opinions vary. For example, you’re talking with your boss about a possible promotion. She thinks
you’re not ready; you think you are. Second, stakes are high. You’re in a meeting with four
coworkers and you’re trying to pick a new marketing strategy. You’ve got to do something
different or your company isn’t going to hit its annual goals. Third, emotions run strong. You’re in
the middle of a casual discussion with your spouse and he or she brings up an “ugly incident”
that took place at yesterday’s neighborhood block party. Apparently not only did you flirt with
someone at the party, but according to your spouse, “You were practically making out.” You don’t
remember flirting. You simply remember being polite and friendly. Your spouse walks off in a
huff.And speaking of the block party, at one point you’re making small talk with your somewhat
crotchety and always colorful neighbor about his shrinking kidneys when he says, “Speaking of
the new fence you’re building . . .” From that moment on you end up in a heated debate over
placing the new fence—three inches one way or the other. Three inches! He finishes by
threatening you with a lawsuit, and you punctuate your points by mentioning that he’s not
completely aware of the difference between his hind part and his elbow. Emotions run really
strong.What makes each of these conversations crucial—and not simply challenging,
frustrating, frightening, or annoying—is that the results could have a huge impact on the quality
of your life. In each case, some element of your daily routine could be forever altered for better or
worse. Clearly a promotion could make a big difference. Your company’s success affects you
and everyone you work with. Your relationship with your spouse influences every aspect of your
life. Even something as trivial as a debate over a property line affects how you get along with
your neighbor.Despite the importance of crucial conversations, we often back away from them
because we fear we’ll make matters worse. We’ve become masters at avoiding tough
conversations. Coworkers send e-mail to each other when they should walk down the hall and
talk turkey. Bosses leave voice mail in lieu of meeting with their direct reports. Family members
change the subject when an issue gets too risky. We (the authors) have a friend who learned
through a voice-mail message that his wife was divorcing him. We use all kinds of tactics to
dodge touchy issues. Jurassic Sales CallAuthor Joseph Grenny takes you inside the VitalSmarts
Video Vault and introduces you to Rick, who is training a new sales associate. Watch as the new
associate, Michael, causes a scene in front of a client. How would you handle this crucial
conversation?To watch this video, visit .But it doesn’t have to be this way. If you know how to



handle crucial conversations, you can effectively hold tough conversations about virtually any
topic.Crucial Conversation kr shel kän´vŭr sa´ shen) n A discussion between two or more people
where (1) stakes are high, (2) opinions vary, and (3) emotions run strong.HOW DO WE
TYPICALLY HANDLE CRUCIAL CONVERSATIONS?Just because we’re in the middle of a
crucial conversation (or maybe thinking about stepping up to one) doesn’t mean that we’re in
trouble or that we won’t fare well. In truth, when we face crucial conversations, we can do one of
three things:• We can avoid them.• We can face them and handle them poorly.• We can face
them and handle them well.That seems simple enough. Walk away from crucial conversations
and suffer the consequences. Handle them poorly and suffer the consequences. Or handle them
well.“I don’t know,” you think to yourself. “Given the three choices, I’ll go with handling them
well.”When It Matters Most, We Do Our WorstBut do we handle them well? When talking turns
tough, do we pause, take a deep breath, announce to our innerselves, “Uh-oh, this discussion is
crucial. I’d better pay close attention” and then trot out our best behavior? Or when we’re
anticipating a potentially dangerous discussion, do we step up to it rather than scamper away?
Sometimes. Sometimes we boldly step up to hot topics, monitor our behavior, and offer up our
best work. We mind our Ps and Qs. Sometimes we’re just flat-out good.And then we have the
rest of our lives. These are the moments when, for whatever reason, we’re at our absolute worst
—we yell; we withdraw; we say things we later regret. When conversations matter the most—that
is, when conversations move from casual to crucial—we’re generally on our worst behavior.Why
is that?We’re designed wrong. When conversations turn from routine to crucial, we’re often in
trouble. That’s because emotions don’t exactly prepare us to converse effectively. Countless
generations of genetic shaping drive humans to handle crucial conversations with flying fists and
fleet feet, not intelligent persuasion and gentle attentiveness.For instance, consider a typical
crucial conversation. Someone says something you disagree with about a topic that matters a
great deal to you and the hairs on the back of your neck stand up. The hairs you can handle.
Unfortunately, your body does more. Two tiny organs seated neatly atop your kidneys pump
adrenaline into your bloodstream. You don’t choose to do this. Your adrenal glands do it, and
then you have to live with it.And that’s not all. Your brain then diverts blood from activities it
deems nonessential to high-priority tasks such as hitting and running. Unfortunately, as the large
muscles of the arms and legs get more blood, the higher-level reasoning sections of your brain
get less. As a result, you end up facing challenging conversations with the same intellectual
equipment available to a rhesus monkey. Your body is preparing to deal with an attacking saber-
toothed tiger, not your boss, neighbor, or loved ones.We’re under pressure. Let’s add another
factor. Crucial conversations are frequently spontaneous. More often than not, they come out of
nowhere. And since you’re caught by surprise, you’re forced to conduct an extraordinarily
complex human interaction in real time—no books, no coaches, and certainly no short breaks
while a team of therapists runs to your aid and pumps you full of nifty ideas.What do you have to
work with? The issue at hand, the other person, and a brain that’s drunk on adrenaline and
almost incapable of rational thought. It’s little wonder that we often say and do things that make



perfect sense in the moment, but later on seem, well, stupid.“What was I thinking?” you wonder
—when what you should be asking is: “What part of my brain was I thinking with?”The truth is,
you were real-time multitasking with a brain that was working another job. You’re lucky you didn’t
suffer a stroke.We’re stumped. Now let’s throw in one more complication. You don’t know where
to start. You’re making this up as you go along because you haven’t often seen real-life models
of effective communication skills. Let’s say that you actually planned for a tough conversation—
maybe you’ve even mentally rehearsed. You feel prepared, and you’re as cool as a cucumber.
Will you succeed? Not necessarily. You can still screw up, because practice doesn’t make
perfect; perfect practice makes perfect.This means that first you have to know what to practice.
Sometimes you don’t. After all, you may have never actually seen how a certain problem is best
handled. You may have seen what not to do—as modeled by a host of friends, colleagues, and,
yes, even your parents. In fact, you may have sworn time and again not to act the same way.Left
with no healthy models, you’re now more or less stumped. So what do you do? You do what
most people do. You wing it. You piece together the words, create a certain mood, and otherwise
make up what you think will work—all the while multiprocessing with a half-starved brain. It’s little
wonder that when it matters the most, we’re often at our worst behavior.We act in self-defeating
ways. In our doped-up, dumbed-down state, the strategies we choose for dealing with our crucial
conversations are perfectly designed to keep us from what we actually want. We’re our own
worst enemies—and we don’t even realize it. Here’s how this works.Let’s say that your significant
other has been paying less and less attention to you. You realize he or she has a busy job, but
you still would like more time together. You drop a few hints about the issue, but your loved one
doesn’t handle it well. You decide not to put on added pressure, so you clam up. Of course, since
you’re not all that happy with the arrangement, your displeasure now comes out through an
occasional sarcastic remark.“Another late night, huh? I’ve got Facebook friends I see more
often.”Unfortunately (and here’s where the problem becomes self-defeating), the more you snip
and snap, the less your loved one wants to be around you. So your significant other spends even
less time with you, you become even more upset, and the spiral continues. Your behavior is now
actually creating the very thing you didn’t want in the first place. You’re caught in an unhealthy,
self-defeating loop.Or consider what’s happening with your roommate Terry—who wears your
and your other two roommates’ clothes (without asking)—and he’s proud of it. In fact, one day
while walking out the door, he glibly announced that he was wearing something from each of
your closets. You could see Taylor’s pants, Scott’s shirt, and, yes, even Chris’s new matching
shoes-and-socks ensemble. What of yours could he possibly be wearing? Eww!Your response,
quite naturally, has been to bad-mouth Terry behind his back. That is, until one day when he
overheard you belittling him to a friend, and you’re now so embarrassed that you avoid being
around him. Now when you’re out of the apartment, he wears your clothes, eats your food, and
uses your computer out of spite.Let’s try another example. You share a cubicle with a four-star
slob and you’re a bit of a neat freak. Your coworker has left you notes written in grease pencil on
your file cabinet, in catsup on the back of a french-fry bag, and in permanent marker on your



desk blotter. You, in contrast, leave him printed Post-it notes. Printed.At first you sort of tolerated
each other. Then you began to get on each other’s nerves. You started nagging him about
cleaning up. He started nagging you about your nagging. Now you’re beginning to react to each
other. Every time you nag, he becomes upset, and, well, let’s say that he doesn’t exactly clean
up. Every time he calls you an “anal-retentive nanny,” you vow not to give in to his vile and filthy
ways.What has come from all this bickering? Now you’re neater than ever, and your cubicle
partner’s half of the work area is about to be condemned by the health department. You’re
caught in a self-defeating loop. The more the two of you push each other, the more you create
the very behaviors you both despise.Some Common Crucial ConversationsIn each of these
examples of unhealthy downward spirals, the stakes were moderate to high, opinions varied,
and emotions ran strong. Actually, to be honest, in a couple of the examples the stakes were
fairly low at first, but with time and growing emotions, the relationship eventually turned sour and
quality of life suffered—making the risks high.These examples, of course, are merely the tip of
an enormous and ugly iceberg of problems stemming from crucial conversations that either have
been avoided or have gone wrong. Other topics that could easily lead to disaster include•
Ending a relationship• Talking to a coworker who behaves offensively or makes suggestive
comments• Asking a friend to repay a loan• Giving the boss feedback about her behavior•
Approaching a boss who is breaking his own safety or quality policies• Critiquing a colleague’s
work• Asking a roommate to move out• Resolving custody or visitation issues with an ex-
spouse• Dealing with a rebellious teen• Talking to a team member who isn’t keeping
commitments• Discussing problems with sexual intimacy• Confronting a loved one about a
substance abuse problem• Talking to a colleague who is hoarding information or resources•
Giving an unfavorable performance review• Asking in-laws to quit interfering• Talking to a
coworker about a personal hygiene problemOUR AUDACIOUS CLAIMLet’s say that either you
avoid tough issues, or when you do bring them up, you’re on your worst behavior. How high are
the stakes? This is just talk, right? Do the consequences of a fouled-up conversation extend
beyond the conversation itself? Should you worry?Actually, the effects of conversations gone
bad can be both devastating and far reaching. Our research has shown that strong relationships,
careers, organizations, and communities all draw from the same source of power—the ability to
talk openly about high-stakes, emotional, controversial topics.So here’s the audacious claim:The
Law of Crucial ConversationsAt the heart of almost all chronic problems in our organizations, our
teams, and our relationships lie crucial conversations—ones that we’re either not holding or not
holding well. Twenty years of research involving more than 100,000 people reveals that the key
skill of effective leaders, teammates, parents, and loved ones is the capacity to skillfully address
emotionally and politically risky issues. Period. Here are just a few examples of these fascinating
findings.Kick-Start Your CareerCould the ability to master crucial conversations help your
career? Absolutely. Twenty-five years of research in seventeen different organizations has taught
us that individuals who are the most influential—who can get things done and at the same time
build on relationships—are those who master their crucial conversations.For instance, high



performers know how to stand up to the boss without committing career suicide. We’ve all seen
people hurt their careers by ineffectively discussing tough issues. You may have done it yourself.
Fed up with a lengthy and unhealthy pattern of behavior, you finally speak out—but a bit too
abruptly. Oops. Or maybe an issue becomes so hot that as your peers twitch and fidget
themselves into a quivering mass of potential stroke victims, you decide to say something. It’s
not a pretty discussion—but somebody has to have the guts to keep the boss from doing
something stupid. (Gulp.)As it turns out, you don’t have to choose between being honest and
being effective. You don’t have to choose between candor and your career. People who routinely
hold crucial conversations and hold them well are able to express controversial and even risky
opinions in a way that gets heard. Their bosses, peers, and direct reports listen without
becoming defensive or angry.What about your career? Are there crucial conversations that
you’re not holding or not holding well? Is this undermining your influence? And more importantly,
would your career take a step forward if you could improve how you’re dealing with these
conversations?Improve Your OrganizationIs it possible that an organization’s performance could
hang on something as soft and gushy as how individuals deal with crucial conversations?Study
after study suggests that the answer is yes.We began our work twenty-five years ago looking for
what we called crucial moments. We wondered, “Are there a handful of moments when
someone’s actions disproportionately affect key performance indicators?” And if so, what are
those moments and how should we act when they occur?It was that search that led us to crucial
conversations. We found that more often than not, the world changes when people have to deal
with a very risky issue and either do it poorly or do it well. For example:Silence kills. A doctor is
getting ready to insert a central IV line into a patient but fails to put on the proper gloves, gown,
and mask to ensure the procedure is done as safely as possible. After the nurse reminds the
doctor of the proper protections, the doctor ignores her comment and begins the insertion. In a
study of over 7,000 doctors and nurses, we’ve found caregivers face this crucial moment all the
time. In fact, 84 percent of respondents said that they regularly see people taking shortcuts,
exhibiting incompetence, or breaking rules.And that’s not the problem!The real problem is that
those who observe deviations or infractions say nothing. Across the world we’ve found that the
odds of a nurse speaking up in this crucial moment are less than one in twelve. The odds of
doctors stepping up to similar crucial conversations aren’t much better.And when they don’t
speak up, when they don’t hold an effective crucial conversation, it impacts patient safety (some
even die), nursing turnover, physician satisfaction, nursing productivity, and a host of other
results.Silence fails. When it comes to the corporate world, the most common complaint of
executives and managers is that their people work in silos. They do great at tasks that are
handled entirely within their team. Unfortunately, close to 80 percent of the projects that require
cross-functional cooperation cost far more than expected, produce less than hoped for, and run
significantly over budget. We wondered why.So we studied over 2,200 projects and programs
that had been rolled out at hundreds of organizations worldwide. The findings were stunning.
You can predict with nearly 90 percent accuracy which projects will fail—months or years in



advance. And now back to our premise. The predictor of success or failure was whether people
could hold five specific crucial conversations. For example, could they speak up if they thought
the scope and schedule were unrealistic? Or did they go silent when a cross-functional team
member began sloughing off? Or even more tricky—what should they do when an executive
failed to provide leadership for the effort?In most organizations, employees fell silent when these
crucial moments hit. Fortunately, in those organizations where people were able to candidly and
effectively speak up about these concerns, the projects were less than half as likely to fail. Once
again, the presenting problems showed up in key performance indicators such as spiraling
costs, late delivery times, and low morale. Nevertheless, the underlying cause was the
unwillingness or inability to speak up at crucial moments.Other important studies we’ve
conducted (read the complete studies at /research have shown that companies with employees
who are skilled at crucial conversations:• Respond five times faster to financial downturns—and
make budget adjustments far more intelligently than less-skilled peers (Research Study:
Financial Agility).• Are two-thirds more likely to avoid injury and death due to unsafe conditions
(Research Study: Silent Danger).• Save over $1,500 and an eight-hour workday for every crucial
conversation employees hold rather than avoid (Research Study: The Costs of Conflict
Avoidance).• Substantially increase trust and reduce transaction costs in virtual work teams.
Those who can’t handle their crucial conversations suffer in thirteen different ways
(backstabbing, gossip, undermining, passive aggression, etc.) as much as three times more
often in virtual teams than in colocated teams (Research Study: Long-Distance Loathing).•
Influence change in colleagues who are bullying, conniving, dishonest, or incompetent. When
over 4,000 respondents were asked, 93 percent of them said that, in their organization, people
like this are almost “untouchable”—staying in their position four years or longer without being
held accountable (Research Study: Corporate Untouchables).Most leaders get it wrong. They
think that organizational productivity and performance are simply about policies, processes,
structures, or systems. So when their software product doesn’t ship on time, they benchmark
others’ development processes. Or when productivity flags, they tweak their performance
management system. When teams aren’t cooperating, they restructure.Our research shows that
these types of nonhuman changes fail more often than they succeed. That’s because the real
problem never was in the process, system, or structure—it was in employee behavior. The key to
real change lies not in implementing a new process, but in getting people to hold one another
accountable to the process. And that requires Crucial Conversations skills.In the worst
companies, poor performers are first ignored and then transferred. In good companies, bosses
eventually deal with problems. In the best companies, everyone holds everyone else accountable
—regardless of level or position. The path to high productivity passes not through a static
system, but through face-to-face conversations.So what about you? Is your organization stuck in
its progress toward some important goal? If so, are there conversations that you’re either
avoiding or botching? And how about the people you work with? Are they stepping up to or
walking away from crucial conversations? Could you take a big step forward by improving how



you deal with these conversations? Video Case Study: STP Nuclear Operating Co.See how
Crucial Conversations skills helped a nuclear power plant in Texas become a national industry
leader.To watch this video, visit .Improve Your RelationshipsConsider the impact crucial
conversations can have on your relationships. Could failed crucial conversations lead to failed
relationships? As it turns out, when you ask the average person what causes couples to break
up, he or she usually suggests that it’s due to differences of opinion. You know, people have
different theories about how to manage their finances, spice up their love lives, or rear their
children. In truth, everyone argues about important issues. But not everyone splits up. It’s how
you argue that matters.For example, when our colleague, Howard Markman, examined couples
in the throes of heated discussions, he learned that people fall into three categories—those who
digress into threats and name-calling, those who revert to silent fuming, and those who speak
openly, honestly, and effectively.After observing couples for hundreds of hours, the two scholars
predicted relationship outcomes and tracked their research subjects’ relationships for the next
decade. Remarkably, they were able to predict nearly 90 percent of the divorces that occurred.1
But more important, they found that helping couples learn to hold crucial conversations more
effectively reduced the chance of unhappiness or breakup by more than half!Now, what about
you? Think of your own important relationships. Are there a few crucial conversations that you’re
currently avoiding or handling poorly? Do you walk away from some issues only to come
charging back into others? Do you hold in ugly opinions only to have them tumble out as
sarcastic remarks or cheap shots? How about your significant other or family members? Are
they constantly toggling from seething silence to subtle but costly attacks? When it matters the
most (after all, these are your cherished loved ones), are you on your worst behavior? If so, you
definitely have something to gain by learning more about how to handle crucial
conversations.Improve Your Personal HealthIf the evidence so far isn’t compelling enough to
focus your attention on crucial conversations, what would you say if we told you that the ability to
master high-stakes discussions is a key to a healthier and longer life?Immune systems.
Consider the groundbreaking research done by Dr. Janice Kiecolt-Glaser and Dr. Ronald Glaser.
They studied the immune systems of couples who had been married an average of forty-two
years by comparing those who argued constantly with those who resolved their differences
effectively. It turns out that arguing for decades doesn’t lessen the destructive blow of constant
conflict. Quite the contrary. Those who routinely failed their crucial conversations had far weaker
immune systems than those who found a way to resolve them well.2 Of course, the weaker their
immune system, the worse their health.Life-threatening diseases. In perhaps the most revealing
of all the health-related studies, a group of subjects who had contracted malignant melanoma
received traditional treatment and then were divided into two groups. One group met weekly for
only six weeks; the other did not. Facilitators taught the first group of recovering patients specific
communication skills. (When it’s your life that’s at stake, could anything be more crucial?)After
meeting only six times and then dispersing for five years, the subjects who learned how to
express themselves effectively had a higher survival rate—only 9 percent succumbed as



opposed to almost 30 percent in the untrained group.3 Think about the implications of this study.
Just a modest improvement in the ability to talk and connect with others corresponded to a two-
thirds decrease in the death rate.We could go on for pages about how the ability to hold crucial
conversations has an impact on your personal health. The evidence is mounting every day.
Nevertheless, most people find this claim a bit over the top. “Come on,” they chide. “You’re saying
that the way you talk or don’t talk affects your body? It could kill you?”The short answer is yes.
The longer answer suggests that the negative feelings we hold in, the emotional pain we suffer,
and the constant battering we endure as we stumble our way through unhealthy conversations
slowly eat away at our health. In some cases the impact of failed conversations leads to minor
problems. In others it results in disaster. In all cases, failed conversations never make us happier,
healthier, or better off.So how about you? What are the specific conversations that gnaw at you
the most? Which conversations (if you held them or improved them) would strengthen your
immune system, help ward off disease, and increase your quality of life and well-being?
SUMMARYWhen stakes are high, opinions vary, and emotions start to run strong, casual
conversations transform into crucial ones. Ironically, the more crucial the conversation, the less
likely we are to handle it well. The consequences of either avoiding or fouling up crucial
conversations can be severe. When we fail a crucial conversation, every aspect of our lives can
be affected—from our careers, to our communities, to our relationships, to our personal
health.And now for the good news. As we learn how to step up to crucial conversations—and
handle them well—with one set of high-leverage skills we can influence virtually every domain of
our lives.What is this all-important skill set? What do people who sail through crucial
conversations actually do? More important, can we do it too?2Our lives begin to end the day we
become silent about things that matter.—MARTIN LUTHER KING JR.Mastering Crucial
ConversationsThe Power of DialogueWe (the authors) didn’t always spend our time noodling
over crucial conversations. In fact, we started our research by studying a slightly different topic.
We figured that if we could learn why certain people were more effective than others, then we
could learn exactly what they did, clone it, and pass it on to others.To find the source of success,
we started at work. We asked people to identify who they thought were their most effective
colleagues. In fact, over the past twenty-five years, we’ve asked over 20,000 people to identify
the individuals in their organizations who could really get things done. We wanted to find those
who were not just influential, but who were far more influential than the rest.Each time, as we
compiled the names into a list, a pattern emerged. Some people were named by one or two
colleagues. Some found their way onto the lists of five or six people. These were the ones good
at influence, but not good enough to be widely identified as top performers. And then there were
the handful who were named thirty or more times. These were the best—the clear opinion
leaders in their areas. Some were managers and supervisors. Many were not.One of the opinion
leaders we became particularly interested in meeting was named Kevin. He was the only one of
eight vice presidents in his company to be identified as exceedingly influential. We wanted to
know why. So we watched him at work.At first, Kevin didn’t do anything remarkable. In truth, he



looked like every other VP. He answered his phone, talked to his direct reports, and continued
about his pleasant, but routine, routine.The Startling DiscoveryAfter trailing Kevin for almost a
week, we began to wonder if he really did act in ways that set him apart from others or if his
influence was simply a matter of popularity. And then we followed Kevin into a meeting.Kevin, his
peers, and their boss were deciding on a new location for their offices—would they move across
town, across the state, or across the country? The first two execs presented their arguments for
their top choices, and as expected, their points were greeted by penetrating questions from the
full team. No vague claim went unclarified, no unsupported reasoning unquestioned.Then Chris,
the CEO, pitched his preference—one that was both unpopular and potentially disastrous.
However, when people tried to disagree or push back on Chris, he responded poorly. Since he
was the big boss, he didn’t exactly have to browbeat people to get what he wanted. Instead, he
became slightly defensive. First he raised an eyebrow. Then he raised his finger. Finally he
raised his voice—just a little. It wasn’t long until people stopped questioning him, and Chris’s
inadequate proposal was quietly accepted.Well almost. That’s when Kevin spoke up. His words
were simple enough—something like, “Hey Chris, can I check something out with you?”The
reaction was stunning—everyone in the room stopped breathing. But Kevin ignored the apparent
terror of his colleagues and plunged on ahead. In the next few minutes he in essence told the
CEO that he appeared to be violating his own decision-making guidelines. He was subtly using
his power to move the new offices to his hometown.Kevin continued to explain what he saw
happening, and when he finished the first minutes of this delicate exchange, Chris was quiet for
a moment. Then he nodded his head. “You’re absolutely right,” he finally concluded. “I have been
trying to force my opinion on you. Let’s back up and try again.”This was a crucial conversation,
and Kevin played no games whatsoever. He didn’t resort to silence like his colleagues, nor did
he try to force his arguments on others. Somehow he managed to achieve absolute candor, but
he did so in a way that showed deep respect for Chris. It was a remarkable thing to watch. As a
result, the team chose a far more reasonable location and Kevin’s boss appreciated his caring
coaching.When Kevin was done, one of his peers turned to us and said, “Did you see how he
did that? If you want to know how he gets things done, figure out what he just did.”So we did. In
fact, we spent the next twenty-five years discovering what Kevin and people like him do. What
typically set them apart from the rest of the pack was their ability to avoid what we came to call
the Fool’s Choice.You see, Kevin’s contribution was not his insight. Almost everyone could see
what was happening. They knew they were allowing themselves to be steamrolled into making a
bad decision. But everyone besides Kevin believed they had to make a choice between two bad
alternatives.• Option 1: Speak up and turn the most powerful person in the company into their
sworn enemy.• Option 2: Suffer in silence and make a bad decision that might ruin the
company.The mistake most of us make in our crucial conversations is we believe that we have to
choose between telling the truth and keeping a friend. We begin believing in the Fool’s Choice
from an early age. For instance, we learned that when Grandma served an enormous wedge of
her famous Brussel-Sprout Pie à la mode then asks, “Do you like it?”—she really meant: “Do you



like me?” When we answered honestly and saw the look of hurt and horror on her face—we
made a decision that affected the rest of our lives: “From this day forward, I will be alert for
moments when I must choose between candor and kindness.”Beyond the Fool’s ChoiceAnd
from that day forward, we find plenty of those moments—with bosses, colleagues, loved ones,
and line cutters. And the consequences can be disastrous.That’s why our discovery of Kevin
(and hundreds of individuals like him) was so important. We discovered a cadre of human
beings who refuse to make the Fool’s Choice. Their goal is different from your average person’s.
Consider Kevin, the all-star. When he took a breath and opened his mouth, his overriding
question was, “How can I be 100 percent honest with Chris, and at the same time be 100
percent respectful?”Following that consequential meeting, we began looking for more Kevins,
and we found them all over the world. We found them in industry, government, academia, and
nonprofit organizations. They were fairly easy to locate because they were almost always among
the most influential employees in their organizations. They not only refused to make the Fool’s
Choice, but they then acted in ways that were far more skilled than their colleagues.But what
exactly did they do? Kevin wasn’t that different. He did step up to a tough issue and help the
team make a better choice, but was what he did more magical than manageable? Could what he
did be learned by others?To answer these questions, first let’s explore what Kevin was able to
achieve. This will help us see where we’re trying to go. Then we’ll examine the dialogue tools that
effective communicators routinely use and learn to apply them to our own crucial
conversations.DIALOGUEWhen it comes to risky, controversial, and emotional conversations,
skilled people find a way to get all relevant information (from themselves and others) out into the
open.That’s it. At the core of every successful conversation lies the free flow of relevant
information. People openly and honestly express their opinions, share their feelings, and
articulate their theories. They willingly and capably share their views, even when their ideas are
controversial or unpopular. It’s the one thing that, and precisely what, Kevin and the other
extremely effective communicators we studied were routinely able to achieve.Now, to put a label
on this spectacular talent—it’s called dialogue.di·a·logue or di·a·log (dì´ ∂-lôg´´, -lòg) nThe free
flow of meaning between two or more people.Now, although we know what people like Kevin are
trying to achieve, we’re still left with two questions. First, how does this free flow of meaning lead
to success? Second, what can you do to encourage meaning to flow freely?We’ll explain the
relationship between the free flow of meaning and success right here and now. The second
question—what you must do in order to achieve dialogue rather than make the Fool’s Choice, no
matter the circumstances—will take us the rest of the book to answer.Filling the Pool of Shared
MeaningEach of us enters conversations with our own opinions, feelings, theories, and
experiences about the topic at hand. This unique combination of thoughts and feelings makes
up our personal pool of meaning. This pool not only informs us, but also propels our every
action.When two or more of us enter crucial conversations, by definition we don’t share the
same pool. Our opinions differ. I believe one thing; you another. I have one history; you
another.People who are skilled at dialogue do their best to make it safe for everyone to add their



meaning to the shared pool—even ideas that at first glance appear controversial, wrong, or at
odds with their own beliefs. Now, obviously, they don’t agree with every idea; they simply do their
best to ensure that all ideas find their way into the open.As the Pool of Shared Meaning grows, it
helps people in two ways. First, as individuals are exposed to more accurate and relevant
information, they make better choices. In a very real sense, the Pool of Shared Meaning is a
measure of a group’s IQ. The larger the shared pool, the smarter the decisions. And even though
many people may be involved in a choice, when people openly and freely share ideas, the
increased time investment is more than offset by the quality of the decision.On the other hand,
we’ve all seen what happens when the shared pool is dangerously shallow. When people
purposefully withhold meaning from one another, individually smart people can do collectively
stupid things.For example, a client of ours shared the following story.A woman checked into the
hospital to have a tonsillectomy, and the surgical team erroneously removed a portion of her foot.
How could this tragedy happen? In fact, why is it that nearly 200,000 hospital deaths in the
United States each year stem from human error?1 In part because many health-care
professionals are afraid to speak their minds. In this case, no less than seven people wondered
why the surgeon was working on the foot, but said nothing. Meaning didn’t flow freely because
people were afraid to speak up.Of course, hospitals don’t have a monopoly on fear. In every
instance where bosses are smart, highly paid, confident, and outspoken (i.e., most of the world),
people tend to hold back their opinions rather than risk angering someone in a position of
power.On the other hand, when people feel comfortable speaking up and meaning does flow
freely, the shared pool can dramatically increase a group’s ability to make better decisions.
Consider what happened to Kevin’s group. As everyone on the team began to explain his or her
opinion, people formed a clearer and more complete picture of the circumstances.As they
began to understand the whys and wherefores of different proposals, they built off one another.
Eventually, as one idea led to the next, and then to the next, they came up with an alternative
that no one had originally thought of and that all wholeheartedly supported. As a result of the
free flow of meaning, the whole (final choice) was truly greater than the sum of the original parts.
In short:The Pool of Shared Meaning is the birthplace of synergy.Not only does a shared pool
help individuals make better choices, but since the meaning is shared, people willingly act on
whatever decisions they make—with both unity and conviction. As people sit through an open
discussion where ideas are shared, they take part in the free flow of meaning. Eventually, they
understand why the shared solution is the best solution, and they’re committed to act. For
example, Kevin and the other VPs didn’t buy into their final choice simply because they were
involved; they bought in because they understood.Conversely, when people aren’t involved,
when they sit back quietly during touchy conversations, they’re rarely committed to the final
decision. Since their ideas remain in their heads and their opinions never make it into the pool,
they end up quietly criticizing and passively resisting. Worse still, when others force their ideas
into the pool, people have a harder time accepting the information. They may say they’re on
board, but then walk away and follow through halfheartedly. To quote Samuel Butler, “He that



complies against his will is of his own opinion still.”The time you spend up front establishing a
shared pool of meaning is more than paid for by faster, more unified, and more committed action
later on.For example, if Kevin and the other leaders had not been committed to their relocation
decision, terrible consequences would have followed. Some people would have agreed to move;
others would have dragged their feet. Some would have held heated discussions in the hallways.
Others would have said nothing and then quietly fought the plan. More likely than not, the team
would have been forced to meet again, discuss again, and decide again—since only one person
favored the decision and the decision affected everyone.Now, don’t get us wrong. We’re not
suggesting that every decision be made by consensus or that the boss shouldn’t take part in or
even make the final choice. We’re simply suggesting that whatever the decision-making method,
the greater the shared meaning in the pool, the better the choice, the more the unity, and the
stronger the conviction—whoever makes the choice.Every time we find ourselves arguing,
debating, running away, or otherwise acting in an ineffective way, it’s because we don’t know
how to share meaning. Instead of engaging in healthy dialogue, we play silly and costly
games.For instance, sometimes we move to silence. We play Salute and Stay Mute. That is, we
don’t confront people in positions of authority. Or at home we may play Freeze Your Lover. With
this tortured technique, we give loved ones the cold shoulder in order to get them to treat us
better (what’s the logic in that?).Sometimes we rely on hints, sarcasm, caustic humor, innuendo,
and looks of disgust to make our points. We play the martyr and then pretend we’re actually
trying to help. Afraid to confront an individual, we blame an entire team for a problem—hoping
the message will hit the right target. Whatever the technique, the overall method is the same. We
withhold meaning from the pool. We go to silence.On other occasions, not knowing how to stay
in dialogue, we try to force our meaning into the pool. We rely on violence—anything from subtle
manipulation to verbal attacks. We act like we know everything, hoping people will believe our
arguments. We discredit others, hoping people won’t believe their arguments. And then we use
every manner of force to get our way or possibly even harm others. We borrow power from the
boss; we hit people with biased monologues; we make hurtful comments. The goal, of course, is
always the same—to compel others to our point of view.Now, here’s how the various elements fit
together. When stakes are high, opinions vary, and emotions run strong, we’re often at our worst.
In order to move to our best, we have to find a way to explain what is in each of our personal
pools of meaning—especially our high-stakes, sensitive, and controversial opinions, feelings,
and ideas—and to get others to share their pools. We have to develop the tools that make it safe
for us to discuss these issues and to come to a shared pool of meaning. And when we do, our
lives change.DIALOGUE SKILLS ARE LEARNABLEAnd now for the really good news. The skills
required to master high-stakes interactions are quite easy to spot and moderately easy to learn.
First consider the fact that a well-handled crucial conversation all but leaps out at you. In fact,
when you see someone enter the dangerous waters of a high-stakes, high-emotion,
controversial discussion—and the person does a particularly good job—your natural reaction is
to step back in awe. “Wow!” is generally the first word out of your mouth. What starts as a



doomed discussion ends up with a healthy resolution. It can take your breath away.More
important, not only are dialogue skills easy to spot, but they’re also fairly easy to learn. That’s
where we’re going next. We’ve isolated and captured the skills of the dialogue-gifted through
twenty-five years of nonstop “Wow!” research. First, we followed around Kevin and others like
him. Then, when conversations turned crucial, we took detailed notes. Afterward, we compared
our observations, tested our hypotheses, and honed our models until we found the skills that
consistently explain the success of brilliant communicators. Finally, we combined our
philosophies, theories, models, and skills into a package of learnable tools—tools for talking
when stakes are high. We then taught these skills and watched as key performance indicators
and relationships improved.Now we’re ready to share what we’ve learned. Stay with us as we
explore how to transform crucial conversations from frightening events into interactions that yield
success and results. It’s the most important set of skills you’ll ever master.My Crucial
Conversation: Bobby R.My crucial conversation began on the night before my first deployment
to Iraq in 2004. There was a lot of tension between members of my family caused by past events
and conflicting perspectives. The stress of my leaving to combat only increased the tension. On
that night, one well-intended but deeply loaded question from my father sent me through the
roof. The way I reacted over the next couple of hours started a downward spiral that affected my
entire family. Siblings, cousins, aunts, uncles, parents, children, and grandparents all took
sides.My family ties continued to unravel as I led a platoon of soldiers through the streets of
Baghdad. My wife was home with our one-year-old and pregnant with our second. During my
tour, additional family encounters only worsened the situation, and when I came home after
fourteen months in combat, I came home to a family that was completely broken at every
existing generation. The silence between me and my father continued for five years.Crucial
Conversations saved my relationship with my parents. A neighbor who is a Crucial
Conversations trainer invited me to his class before my third tour in Iraq. A couple of weeks
before I deployed I reached out to my father to let him know about the two children he had never
seen and that I was leaving for combat. I told him I couldn’t make the same mistake I had made
five years earlier, and we agreed to meet.On a beautiful sunset balcony in Houston, my dad and
I spent three tense hours dealing with a lot of pain and built-up resentment. I kept in mind what I
had been taught and, rather than compromising candor, tried my best to create the conditions
where we could be both honest and respectful. It was incredibly difficult. Sometimes the honesty
threatened to put us right back in the angry state that got us there. But I kept focusing on what I
really wanted—a relationship with my family.At the end of the conversation, we met my mom for
dinner. She had been the most hurt by my anger in the past and was skeptical that I was still the
argumentative, sarcastic, spiteful, and arrogant child of my youth. She gave me a chance based
on my father’s assessment of my respect, remorse, and clear demonstration of Mutual Purpose.
While we haven’t dealt with everything, I am now in a loving relationship with my wife, four
children, and parents. We have agreed to never bury our concerns in silence again.I attribute the
relationship I have today to the success of that one crucial conversation on the balcony. Had I



not practiced what I had learned, my relationship with my father would have died from anger and
indifference. That conversation happened because of a friend who introduced me to Crucial
Conversations.—Bobby R.HERE’S WHERE WE’RE GOINGThroughout the remainder of the
book we’ll explore the tools people use to help create the conditions of dialogue. The focus is on
how we think about problem situations and what we do to prepare for them. As we work on
ourselves, watch for problems, examine our own thought processes, discover our own styles,
and then catch problems before they get out of hand, everyone benefits. As you read on, you will
learn how to create conditions in yourself and others that make dialogue the path of least
resistance.Next, we’ll examine the tools for talking, listening, and acting together. This is what
most people have in mind when they think of crucial conversations. How do I express delicate
feedback? How do I speak persuasively, not abrasively? And how about listening? Or better still,
what can we do to get people to talk when they seem nervous? And how do we move from
thought to action? As you read on, you will learn the key skills of talking, listening, and acting
together.Finally, we’ll tie all of the theories and skills together by providing both a model and an
extended example. Then, to see if you can really do what it takes, we provide seventeen
situations that would give most of us fits—even people who are gifted at dialogue. As you read
on, you will master the tools for talking when stakes are high.3Speak when you are angry and
you will make the best speech you will ever regret.—AMBROSE BIERCEStart with HeartHow to
Stay Focused on What You Really WantIt’s time to turn to the how of dialogue. How do you
encourage the flow of meaning in the face of differing opinions and strong emotions? Given the
average person’s track record, it can’t be all that easy. In fact, given that most people’s style is
based on longstanding habits, it’ll probably require a lot of effort. The truth is, people can
change. In fact, we’ve trained these skills to millions around the world and have seen dramatic
improvements in results and relationships. But it requires work. You can’t simply drink a magic
potion and walk away changed. Instead, you’ll need to take a long, hard look at yourself.In fact,
this is the first principle of dialogue—Start with Heart. That is, your own heart. If you can’t get
yourself right, you’ll have a hard time getting dialogue right. When conversations become crucial,
you’ll resort to the forms of communication that you’ve grown up with—debate, silent treatment,
manipulation, and so on.WORK ON ME FIRST, US SECONDLet’s start with a true story. Two
young sisters and their father scurry into their hotel room after spending a hot afternoon at
Disneyland. Given the repressive heat, the girls have consumed enough soda pop to fill a small
barrel. As the two bursting kids enter their room, they have but one thought—to head for the
head.Since the bathroom is a one-holer, it isn’t long until a fight breaks out. Both of the
desperate children start arguing, pushing, and name-calling as they dance around the tiny
bathroom. Eventually one calls out to her father for help.“Dad, I got here first!”“I know, but I need
to go worse!”“How do you know? You’re not in my body. I didn’t even go before we left this
morning!”“You’re so selfish.”Dad proposes a plan. “Girls, I’m not going to solve this for you. You
can stay in the bathroom and figure out who goes first and who goes second. There’s only one
rule. No hitting.”As the two antsy kids begin their crucial conversation, Dad checks his watch. He



wonders how long it’ll take. As the minutes slowly tick away, he hears nothing more than an
occasional outburst of sarcasm. Finally after twenty-five long minutes, the toilet flushes. One girl
comes out. A minute later, another flush and out walks her sister. With both girls in the room, Dad
asks, “Do you know how many times both of you could have gone to the bathroom in the time it
took you to work that out?”The idea had not occurred to the little scamps. Dad then probed
further, “Why did it take so long for two of you to use the restroom?”“Because she’s always so
selfish!”“Listen to her. She’s calling me names when she could have just waited. She always has
to have her way!”Both girls claimed what they wanted most was to go to the bathroom. Then they
behaved in ways that ensured the bathroom was little more than a distant dream.And that’s the
first problem we face in our crucial conversations. Our problem is not that our behavior
degenerates. It’s that our motives do—a fact that we usually miss.So the first step to achieving
the results we really want is to fix the problem of believing that others are the source of all that
ails us. It’s our dogmatic conviction that “if we could just fix those losers, all would go better” that
keeps us from taking action that could lead to dialogue and progress. Which is why it’s no
surprise that those who are best at dialogue tend to turn this logic around. They believe the best
way to work on “us” is to start with “me.”DON’T LOOK AT ME !Although it’s true that there are
times when we are merely bystanders in life’s never ending stream of head-on collisions, rarely
are we completely innocent. More often than not, we do something to contribute to the problems
we’re experiencing.People who are best at dialogue understand this simple fact and turn it into
the principle “Work on me first, us second.” They realize not only that they are likely to benefit by
improving their own approach, but also that they’re the only person they can work on anyway. As
much as others may need to change, or we may want them to change, the only person we can
continually inspire, prod, and shape—with any degree of success—is the person in the
mirror.There’s a certain irony embedded in this fact. People who believe they need to start with
themselves do just that. As they work on themselves, they also become the most skilled at
dialogue. So here’s the irony. It’s the most talented, not the least talented, who are continually
trying to improve their dialogue skills. As is often the case, the rich get richer.START WITH
HEARTOkay, let’s assume we need to work on our own personal dialogue skills. Instead of
buying this book and then handing it to a loved one or coworker and saying: “You’ll love this,
especially the parts that I’ve underlined for you,” we’ll try to figure out how we ourselves can
benefit. But how? Where do we start? How can we stay clear of unhealthy games?Although it’s
difficult to describe the specific order of events in an interaction as fluid as a crucial
conversation, we do know one thing for certain: Skilled people Start with Heart. That is, they
begin high-risk discussions with the right motives, and they stay focused no matter what
happens.They maintain this focus in two ways. First, they’re steely eyed smart when it comes to
knowing what they want. Despite constant invitations to slip away from their goals, they stick with
them. Second, skilled people don’t make Fool’s Choices (either/or choices). Unlike others who
justify their unhealthy behavior by explaining that they had no choice but to fight or take flight, the
dialogue-smart believe that dialogue, no matter the circumstances, is always an option.Let’s look



at each of these important heart-based assumptions in turn.A MOMENT OF TRUTHTo see how
the desires of our hearts can affect our ability to stay in dialogue, let’s take a look at a real-life
example. Greta, the CEO of a midsized corporation, is two hours into a rather tense meeting with
her top leaders. For the past six months, she has been on a personal campaign to reduce costs.
Little has been accomplished to date, so Greta calls the meeting. Surely people will tell her why
they haven’t started cutting costs. After all, she has taken great pains to foster candor.Greta has
just opened the meeting to questions when a manager haltingly rises to his feet, fidgets, stares
at the floor, and then nervously asks if he can ask a very tough question. The way the fellow
emphasizes the word very makes it sound as if he’s about to accuse Greta of kidnapping the
Lindbergh baby.The frightened manager continues.“Greta, you’ve been at us for six months to
find ways to cut costs. I’d be lying if I said that we’ve given you much more than a lukewarm
response. If you don’t mind, I’d like to tell you about one thing that’s making it tough for us to
push for cost cuts.”“Great. Fire away,” Greta says as she smiles in response.“Well, while you’ve
been asking us to use both sides of our paper and forgo improvements, you’re having a second
office built.”Greta freezes and turns bright red. Everyone looks to see what will happen next. The
manager plunges on ahead.“The rumor is that the furniture alone will cost $150,000. Is that
right?”So there we have it. The conversation has just turned crucial. Someone has just poured a
rather ugly tidbit into the pool of meaning. Will Greta continue to encourage honest feedback, or
will she shut the fellow down?We call this a crucial conversation because how Greta acts during
the next few moments will not only set people’s attitudes toward the proposed cost-cutting
initiative, but will also have a huge impact on what the other leaders think about her. Does she
walk the talk of openness and honesty? Or is she a raging hypocrite—like so many of the senior
executives who came before her?What Is She Acting Like She Wants?As we watch Greta,
something quite subtle and yet very important takes place. It is lost on most of the people in the
room—but with our front-row seat, it is practically palpable. Greta’s jaw tightens. She leans
forward and grips the left side of the rostrum hard enough that her knuckles turn white. She lifts
her right hand, with the finger pointing at the questioner like a loaded weapon. She hasn’t said
anything yet, but it is clear where Greta is heading. Her motive has clearly changed from making
the right choice to something far less noble.Like most of us in similar circumstances, Greta is no
longer focused on cost-cutting. Her attention is now turned to staff-cutting—beginning with one
particular staff member.When under attack, our heart can take a similarly sudden and
unconscious turn. When faced with pressure and strong opinions, we often stop worrying about
the goal of adding to the pool of meaning and start looking for ways to win, punish, or keep the
peace.Winning. This particular dialogue killer sits at the top of many of our lists. Heaven only
knows that we come by this deadly passion naturally enough. Half of the TV programs we watch
make heroes out of people who win at sports or game shows. Ten minutes into kindergarten we
learn that if we want to get the teacher’s attention, we have to spout the right answer. That
means we have to beat our fellow students at the same game. This desire to win is built into our
very fiber before we’re old enough to know what’s going on.Unfortunately, as we grow older,



most of us don’t realize that this desire to win is continually driving us away from healthy
dialogue. We start out with the goal of resolving a problem, but as soon as someone raises the
red flag of inaccuracy or challenges our correctness, we switch purposes in a heartbeat.First, we
correct the facts. We quibble over details and point out flaws in the other person’s
arguments.“You’re wrong! We’re not spending anywhere near $150,000 on the furniture. It’s the
redesign of the office that’s costing so much, not the furniture.”Of course, as others push back,
trying to prove their points, it’s not long until we change our goal from correcting mistakes to
winning.If you doubt this simple allegation, think of the two antsy young girls as they stared each
other down in the cramped bathroom. Their original goal was simple enough—relief. But soon,
caught up in their own painful game, the two set their jaws and committed to doing whatever it
took to win—even if it brought them a fair amount of personal discomfort.Punishing. Sometimes,
as our anger increases, we move from wanting to win the point to wanting to harm the other
person. Just ask Greta. “To heck with honest communication!” she thinks to herself. “I’ll teach the
moron not to attack me in public.” Eventually, as emotions reach their peak, our goal becomes
completely perverted. We move so far away from adding meaning to the pool that now all we
want is to see others suffer.“I can’t believe that you’re accusing me of squandering good money
on a perfectly fine office. Now, if nobody else has any intelligent questions, let’s move
on!”Everyone immediately clams up and looks at the floor. The silence is deafening.Keeping the
peace. Of course, we don’t always fix mistakes, aggressively discredit others, or heartlessly try
to make them suffer. Sometimes we choose personal safety over dialogue. Rather than add to
the pool of meaning, and possibly make waves along the way, we go to silence. We’re so
uncomfortable with the immediate conflict that we accept the certainty of bad results to avoid the
possibility of uncomfortable conversation. We choose (at least in our minds) peace over conflict.
Had this happened in Greta’s case, nobody would have raised concerns over the new office,
Greta never would have learned the real issue, and people would have continued to drag their
feet. Awkward Performance ReviewAuthor Al Switzler introduces you to another fun VitalSmarts
video. Watch as Melanie approaches a performance review with a direct report. What motive
might affect her ability to stay in dialogue if she’s not careful?To watch this video, visit .FIRST,
FOCUS ON WHAT YOU REALLY WANTIn reality, Greta didn’t give in to her raging desire to
defend herself. Almost as soon as her finger rose like a loaded pistol, it dropped back to her
side. Her face relaxed. At first she looked surprised, embarrassed, and maybe even a little upset.
But then she took a deep breath and said: “You know what? We need to talk about this. I’m glad
you asked the question. Thank you for taking that risk. I appreciate the trust it shows in me.”Wow.
We were struck. In a matter of seconds she had transformed from a dangerous weapon into a
curious partner.And then Greta talked turkey. She acknowledged the apparent hypocrisy in
talking cost cutting while spending on a new office. She admitted that she did not know what the
project would cost and asked someone to leave the meeting to check the numbers. She
explained that building the office was a response to marketing’s advice to boost the company’s
image and improve client confidence. And while Greta would use the office, it would be primarily



a hosting location for marketing. “But,” she added, “I have not managed this project as tightly as
I’m asking you to manage yours. And that’s hypocritical.” When she saw the figures for the office,
Greta was stunned and admitted that she should have checked the costs before signing a work
order.A wonderfully candid exchange followed wherein various participants in the meeting
expressed their views about the propriety of the project. In the end, they agreed to move ahead,
but cut the costs by half or cancel the project entirely.While others were engaged in this crucial
conversation, those of us studying the interaction were thinking of something entirely different.
We were wondering what had happened to Greta? How, we puzzled, did she remain so
composed while under fire? Specifically, how did she move so quickly from wanting to get even
with or possibly even humiliate the questioner to sincerely soliciting feedback?Later that day we
asked Greta about that transformation. We wanted to know exactly what had been going on in
her head. What had helped her move from embarrassment and anger to gratitude?“It was easy,”
Greta explained. “At first I did feel attacked, and I wanted to strike back. To be honest, I wanted to
put that guy in his place. He was accusing me in public, and he was wrong.”“And then it struck
me,” she continued. “Despite the fact that I had 400 eyeballs pinned to me, a rather important
question hit me like a ton of bricks: ‘What do I really want here?’”Asking this question had a
powerful effect on Greta’s thinking. As she focused on this far more important question, she
quickly realized that her goal was to encourage these 200 managers to embrace the cost-
reduction efforts—and to thereby influence thousands of others to do the same.As Greta
contemplated this goal, she realized that the biggest barrier she faced was the widespread
belief that she was a hypocrite. On the one hand, she was calling for others to sacrifice. On the
other, she appeared to be spending discretionary funds for her own comfort. It was at that
moment that she was no longer ashamed or angry, but grateful. Interestingly, by transforming her
motives Greta simultaneously transformed the way she saw the man who asked the question.
Whereas seconds earlier he looked like an enemy, when her motives changed, the fellow now
looked like an ally. In fact, this man had just handed her the best chance she could get to
influence the audience by letting her publicly address a primary source of resistance to the cost-
cutting effort. And so Greta moved to dialogue.Greta taught us that a small, mental intervention—
the simple act of asking a potent question—can have a powerful effect on redirecting our
hearts.Refocus your brain. Now, let’s move to a situation you might face. You’re speaking with
someone who completely disagrees with you on a hot issue. How does all of this goal stuff
apply? As you begin the discussion, start by examining your motives. Going in, ask yourself what
you really want.Also, as the conversation unfolds and you find yourself starting to, say, defer to
the boss or give your spouse the cold shoulder, pay attention to what’s happening to your
objectives. Are you starting to change your goal to save face, avoid embarrassment, win, be
right, or punish others? Here’s the tricky part. Our motives usually change without any conscious
thought on our part. When adrenaline does our thinking for us, our motives flow with the
chemical tide.In order to move back to motives that allow for dialogue, you must step away from
the interaction and look at yourself—much like an outsider. Ask yourself: “What am I doing, and if



I had to guess, what does it tell me about my underlying motive?” As you make an honest effort
to discover your motive, you might conclude: “Let’s see. I’m pushing hard, making the argument
stronger than I actually believe, and doing anything to win. I’ve shifted from trying to select a
vacation location to trying to win an argument.”Once you call into question the shifting desires of
your heart, you can make conscious choices to change them. “What I really want is to genuinely
try to select a vacation spot we can all enjoy—rather than try to win people over to my ideas.” Put
succinctly, when you name the game, you can stop playing it.But how? How do you recognize
what has happened to you, stop playing games, and then influence your own motives? Do what
Greta did. Stop and ask yourself some questions that return you to dialogue. You can ask these
questions either when you find yourself slipping out of dialogue or as reminders when you
prepare to step up to a crucial conversation. Here are some great ones:What do I really want for
myself?What do I really want for others?What do I really want for the relationship?Once you’ve
asked yourself what you want, add one more equally telling question:How would I behave if I
really wanted these results?Find your bearings. There are two good reasons for asking these
questions. First, the answer to what we really want helps us to locate our own North Star.
Despite the fact that we’re being tempted to take the wrong path by (1) people who are trying to
pick a fight, (2) thousands of years of genetic hard wiring that brings our emotions to a quick
boil, and (3) our deeply ingrained habit of trying to win, our North Star returns us to our original
purpose.“What do I really want? Oh yeah, I guess it’s not to make the other person squirm or to
preen in front of a crowd. I want people to freely and openly talk about what it’ll take to cut
costs.”Take charge of your body. The second reason for asking what we really want is no less
important. When we ask ourselves what we really want, we affect our entire physiology. As we
introduce complex and abstract questions to our mind, the problem-solving part of our brain
recognizes that we are now dealing with intricate social issues and not physical threats. When
we present our brain with a demanding question, our body sends precious blood to the parts of
our brain that help us think and away from the parts of our body that help us take flight or begin a
fight.Asking questions about what we really want serves two important purposes. First, it
reminds us of our goal. Second, it juices up our brain in a way that helps us keep
focused.SECOND, REFUSE THE FOOL’S CHOICENow, let’s add one more tool that helps us
focus on what we really want. We’ll start with a story.The faculty of Beaumont High School is
hashing out possible curriculum changes in an after-school meeting that’s been going on for
hours. It’s finally the science department’s turn to present.Royce, a chemistry teacher who’s
been at Beaumont for thirty-three years, considers himself the elder statesman of the school.
He’s much fonder of war stories than he is of neutrons and electrons, but the administration kind
of turns a blind eye because the guy’s a fixture.At the principal’s cue, Royce clears his throat and
begins to yammer on incoherently about the similarities between curriculum development and
battle preparations. His antics are so embarrassing that the audience quietly heaves their
shoulders as they futilely try to stifle their laughter.Next, it’s Brent’s, the new guy’s, turn. A couple
of weeks ago, the principal asked him to outline the science department’s proposed curriculum



changes. Brent met with his colleagues (even Royce), gathered suggestions, and came ready to
present.
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Carole Duff, “I wish I’d read this first book a long time ago. A retired pastor told me that he
recommended the first of this two-book bundle in the churches with which he’d been associated.
I wish I’d read this first book a long time ago, but frankly, I might not have been ready. Life is
relationship. Other than fight (anger, name-calling) or flight (silence, avoidance) when
confronting difficult situations, there is a “third way” in dealing with others. Openness—
information instead of creating “clever stories” that drive our emotions and turn us into helpless
victims and others into villains—honesty, calm, respect for others, honoring their safety. “Skilled
people start with the heart,” the authors say; they ask questions and stay focused on mutual
purpose. Not on winning but on win-winning—what we want for our relationships. The second
book on accountability repeats much from the first and is more business-world oriented. Best
parting advice: “You don’t have to change everything—just a few things—and maybe be a bit
more consistent.” Working on it.”

Karen Cronin, “Improve Every Relationship Instantly. The skills presented in this book have
made me a much better communicator, and we all know that miscommunication is the number
one cause of relational problems. We let our emotions carry us away from our goals regarding
the relationship and everything goes downhill. By using these skills, you can learn to step out of
the conversation, make it safe for everyone to speak their minds (even if it's direct criticism about
you!), clearly communicate your mutual purpose, express respect (even if you're criticizing
someone else!) and create a beautiful relationship in which communication of all kinds (both
compliments and criticisms, expressing desires and disappointments, etc.) flows freely. This is
my go-to wedding gift now - a book that will drastically improve their marriage for their entire
lives. This book focuses on corporate communication mostly and some personal relationships.
Their examples in the corporate world apply to all relationships, though. My relationship with my
husband and my children has improved and I look forward to teaching my little tots how to use
the skills presented.”

Gregory G., “A must read for all human beings!. This book should be mandatory as part of all
state funded public education programs, rather than elective as an adult. Easy to read book.
After reading, one should find many ways to utilize the tools in this book. I have benefited
emensly personally on professionally. The observation tools alone allow me to recognize when
dialog is not occurring and to be better prepared to diagnose and re-establish communication.
When I think of all the great communicators I know, they already practice to some degree the
teachings of this book. We all can improve in the way we communicate with others around us.
Giving you tools to systematically analyze why a conversation is making a bad turn, or maybe
just help you know that indeed a conversation is not going well is greatly beneficial. Most of us
are caught up with our own thoughts to realize there are other minds to include to truly talk to



one another. I am 31 yo and a Nurse Practitioner specializing in endocrinology.”

Green, “Good deal, not a very helpful review.. Honestly, I haven't had time to read them cover-to-
cover yet. I can't really offer you a great, in-depth review. Sorry.You do get both Kindle books,
albeit in one file. Would have preferred two separate files, but... meh. Good deal, so no worries.I
did, however want to help raise this product's rating. As an avid Amazon customer, I rely on
ratings quite a bit for my purchasing decisions, and this product page got a bad start. I don't feel
like the product should suffer 'cause someone didn't pay attention to what they were getting,
because I know that can affect the sales. I found this package after seeing the high ratings for
both of these books separately on their own product pages...
  
Crucial Conversations Tools for Talking When Stakes Are High, Second Edition

  
  
     (yes, the package actually includes the second edition) & 
  
Crucial Confrontations

  
  
**If you'd like reviews more helpful than mine ( =P ) you can always read the many positive
reviews for these books separately. They are the same two books spliced into one Kindle file, far
as I can tell.**I will say, both of these books have helpful information in them (from what I've read
so far), and are written in a way that is easy enough to read.Most of all, this is a GREAT DEAL! I
hope more Kindle books move toward this kind of package-deal structure in the future, because
this is essentially 'buy one, get one free' pricing (at the time of my purchase, anyway).If



communication skills are something you'd like to improve in your life, I'd say this is a great
bargain on some worthwhile knowledge.Also, if you do buy it, please come back and leave an
honest review! Apparently this product's page could use them. =P[I am in no way affiliated with
this book, author, publisher, kindle, the word 'crucial', or anything to that effect. Just trying to
give this product a fair shake.]”

Sarah Geiger, “Indispensable Training for Those Who HATE Confrontation. I HATE confrontation.
I AM the person this book has in mind, but I was surprised at how applicable the advice was for
anybody and in any sphere of your life, whether professional or personal. There's stuff in here for
managers, employees, parents, spouses, etc. We all have conflict in our lives and even for
people who don't tend to avoid it at all costs, there are good ways and bad ways to approach it.
This is the real deal, straight dope advice and final word on the subject. It changed how I think
about conflict and gave me the tools for handling it in a much better way. This will be a classic for
a long time.”

S. Dennis, “Great Kindle books. I have read the first book and thoroughly enjoyed it. Lots of
lessons to put into practice.”

R. Stumbur, “Awesome mindset. These two books, in combination, help make those crucial
conversations easier to manage and keep the flow of conversation moving, but if the
conversation doesn't quite work out, then it helps the crucial confrontation process become
more manageable.”

The book by Kerry Patterson has a rating of  5 out of 4.7. 139 people have provided feedback.
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