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How to Lead Change Without
Resistance or Resentment
In today’s digital world, when a staff meeting is called it most likely includes
a conference bridge, online meeting, or video chat. Organizations and
their teams are more spread out than ever before. Without the face to face
interactions it can be more challenging for managers to create alignment,
maintain accountability, and reach objectives. Dale Carnegie's Leadership
Guide will give you the tools to build relationships that create trust, ensure
alignment, and build engagement so that when it is time to perform your
team is ready to execute and succeed.
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How to Lead Change Without
Resistance or Resentment
Begin on a Positive Note
•	Start conversations with honest and genuine
appreciation; your listeners will be less defensive and
more open to your ideas.
•	Avoid presenting people with the harsh realities first.
The negative aspects of the message may block out the
positive and your listeners may only hear problems
or criticism.
•	Recognize that our perceptions are not always in line
with truth. Take time to test your underlying assumptions
about problem situations.
•	Make sure the positive comments you deliver are
authentic and not just an opener for later criticism.
Acknowledge the value that the other person brings to
the situation.
•	Resist the urge to promote drama in your organization.
Don’t however water down a negative message, reporting
it inaccurately, or ignore it completely.
•	Refrain from using the word “but” after any positive
message to build credibility with your listeners
defenses immediately.

Acknowledge Your Baggage
• Admit to mistakes. It creates an
opportunity for you as a leader. It
shows you are human and makes it
easier for other people to relate to,
and respect you, and be open to
your advice.
• Direct the other person’s attention
away from his or her own mistakes on
to yours to avoid raising his or her
defenses immediately.

Call Out Mistakes Quietly
• Rather than punish wrong behaviors,
use the situation to build selfconfidence and a deeper connection.
Avoid criticism that can cause
defenses to go up leading to
more conflict.
• Treat mistakes as isolated, redeemable
instances rather than fatal flaws.
• Talk with people privately about their
mistakes and always keep in mind,
you goal is to return them to a place of
confidence and strength.

eBook

dalecarnegie.com

Ask Questions Instead of Giving Direct Orders
•	Interview artfully and listen to the responses of people
closest to any situation. It will improve your ability motivate
others. They will likely do what is expected without you
telling them.
•	Ask questions to surface new perspectives. If you rely only
on your answers you may miss an opportunity to achieve a
greater result through engaging others.
•	Ask individuals for their self-appraisals before giving your
feedback on their performance. Use this as the basis for
setting goals and identifying areas of improvement.
•	Be willing to honestly assess your own performance. How
willing are you to respond to a direct order? Would you
perform differently if you were asked, rather than told?
•	Use digital messages to send questions to people in
advance. This allows everyone to prepare for face-to-face
conversation and be more involved in the outcome.

Mitigate Fault
•	Take the time to let the other person save face. Even if he or she
is wrong we can do nothing to change the behavior.
•	Help others turn their failures around by making it safe for
people to learn from their mistakes. Tap into their creative and
innovative ideas for improvement.
•	Everyone has a fear of failure. Ask yourself how you and your
team can share lessons l earned in order to become more
resilient in the face of future problems.
•	Acknowledge failures and encourage discussion of problems
and risks openly. This builds understanding and a level of trust.
•	A primary difference between ordinary and extraordinary
people is how they perceive and respond to failure. How can you
as a leader influence which camp a person
falls into?
•	Digital media can make faults and missteps more public. Adopt
a strict discipline to only use phone and face-to-face meetings
for criticism. Save your written communications for praise.
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Magnify Improvement
•	Send a clear message that others have performed well
and are important to the success of the organization by
delivering specific praise for a job well done.
•	Use digital messages to help you praise people publicly
and immediately. There is no excuse for delay until the
next face-to-face meeting.
•	Give praise when people achieve good results. Give
encouragement all the time, even when things go poorly.
Remember to continually look for the strengths and
potential in people.
•	Acknowledge failures and encourage discussion of
problems and risks openly. This builds understanding
and a level of trust.
•	Look back over the past month and evaluate your
performance on delivering praise and encouragement.
What things would you change? What messages would
you deliver?
•	Tell someone that you have total faith in his/her ability to
accomplish a goal, encourage him/her along the way and
he/she will prove you right and excel.

Give Others a Fine Reputation
to Live Up to
•	Lead individuals to achieve things they
don’t believe possible by helping them to
define success.
•	Set expectations high and show unwavering
support and encouragement to people as
they make those expectations a reality.
•	Change a person’s behavior by changing the
level of respect he or she receives. Act as
though the behavior you want to influence
is already the person’s strength.
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Stay Connected on Common Ground
•	Help people to feel glad to do what is being asked. Do this by
connecting to common goals. Identify what would make the
situation a win-win for everyone.
•	To find the “one degree” that connects us rather than separates
us, use social media to find common interests, experiences
and goals.
•	Write to the people you want to learn more about. Your
common interests and well framed questions will often bridge
the gap in your acquaintance.
•	Connect with people you don’t know who have reached out to
learn more about you and your success.
•	Social media makes transparency, outreach and openness
easier and more important than ever. Use these tools to seek
answers and act on the information you receive rather than
ignore it.?
•	Remind yourself to ask people about their desires and dreams.
These give you keen insights into what motivates them.
•	Win friends and influence people by creating interdependence
and maintaining connections by keeping the common ground
in sight.
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