
1. Active Listening and Validation
•  �Use the “Reflective Listening Loop”: Before responding, 

summarize what you have heard: “What I’m hearing is that 
you are frustrated by the lack of communication on this 
project. Is that correct?”. This makes the other person feel 
heard and lowers their defenses by 67%.

•  �Validate Without Agreeing: Acknowledge their emotion 
without necessarily agreeing with their premise: “I can see 
why this situation is upsetting” or “I hear your concern about 
[issue]”.

•  �Use “Tell Me More”: If the emotion is vague, encourage 
them to speak further to get to the root cause: “Tell me more 
about what is causing you to feel this way”.

2. Strategic Redirection Phrases
•  �The “Pause and Pivot” Technique: Acknowledge the 

emotion, then immediately pivot to a productive question: “I 
hear your frustration. To make sure we make the best use of 
this time, what is the #1 outcome you’d like to see from this 
discussion?”.

•  �Reframe to “We”: Move from accusation (“You did...”) to 
shared responsibility: “Let’s figure out how we can solve this”.

•  �“What’s Happening For You?” Instead of defending yourself, 
ask open-ended questions to understand the underlying 
issue, such as: “What’s happening for you that makes this 
feel so urgent?”.

•  �The “Start Over” Reset: If the conversation has become 
combative, use the “seven magic words”: “Do you mind if we 
start over?”. 

3. Structural and Factual Refocusing
•  �Use the “SBI” Model (Situation, Behavior, Impact): 

Keep the conversation focused on objective facts 
rather than perceptions.

        – Situation: “In the last team meeting...”

        – Behavior: “...you interrupted me twice...”

        – �Impact: “...which meant I couldn’t finish my point 
on the budget”.

•  �Refer to the Agenda/Goal: “I know we are passionate about 
this, but to ensure we don’t go over time, can we focus on 
the decision we need to make by 3 PM?”.

•  �Separate People from the Problem: Reframe the 
conversation to focus on the task rather than personality: 
“It’s difficult to stay on schedule when meetings start late” 
instead of “You are always late”. 

4. Managing the Environment and Tone
•  �Take a Break/Cool Down: If emotions are too high for 

productivity, suggest a temporary pause: “This is clearly an 
important issue, and I want to make sure we handle it well. 
Can we take a 10-minute break and then tackle this?”.

•  �Control Your Own Body Language: Maintain a calm, neutral 
posture (unlocked arms, slow movements) to influence the 
other person to mirror your calmness.

•  �Suggest a Private Setting: If the conversation is occurring in 
public, ask to move to a private space to reduce the audience 
effect. 

5. Transitioning to Solutions
•  �Focus on the Future (“Feedforward”): Instead of dwelling 

on what went wrong, ask what can be done differently next 
time: “What can we do to make this process smoother 
in the future?”.

•  �Identify Common Ground: “It seems like we both want to 
deliver a high-quality project. Let’s focus on how to get 
there”.

•  �Define Next Steps: Close the conversation with a clear, 
actionable plan: “To ensure we are aligned, let’s agree that I 
will do X, and you will do Y by Friday”.
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Redirecting an emotional, high-stakes conversation into a productive one requires validating the speaker’s feelings while 
systematically steering the focus back to facts, shared goals, and solutions. Effective techniques include using the “HEAT” 
framework (Hear, Empathize, Apologize, Take Action), employing “I” statements, and using “forward-looking” language to 
move from blame to future actions. 

Here are specific tactics to redirect emotional conversations at work:

TDForcePartner.com

TDForcePartner.com								             Copyright @2026 Tour de Force Partners

Schedule a 20-minute consultation
to learn how TDF can create value
for you and your organization: 
Susan Glover 
Email: Excel@tdforcepartner.com 
Office: 301-980-3322

https://tdforcepartner.com
https://tdforcepartner.com
mailto:Excel%40tdforcepartner.com?subject=Leading%20with%20Purpose%20%E2%80%94%20Explore%20Next%20Steps

