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Kelly Boersma, April 2025 
Frank H. Hammond Elementary School, Munster, IN 
kaboersma@munster.us 

Resources for inquiry brief development:   
❖ Seeing People Through by Nate Regier, PhD. 
❖ Crucial Conversations by Kerry Patterson (Author), Joseph Grenny (Author), Ron 

McMillan (Author), Al Switzler (Author) 
 

Purpose:  
 
Effective leadership requires the ability to uphold high standards while also acknowledging 
and responding to the humanity of others. This balance is especially important during 
crucial conversations—those high-stakes moments that have the power to build or break 
trust. In my experience, I often feel uncomfortable entering these conversations, as 
reflected in my early-year journal entries. As a Thinker/Persister, I naturally seek structure, 
logic, and consistency, which conflicts with my internal Harmonizer, who desires peace, 
connection, and emotional safety.  This inner conflict creates tension: I want a clear, 
effective formula for communication, yet I also want everyone involved to feel content and 
respected. These dual desires make initiating and navigating difficult conversations 
challenging. The purpose of this inquiry is to explore how I can engage in crucial 
conversations more confidently and effectively while honoring both my logical and 
emotional tendencies as a leader. 
 
Question (Wondering):   
 
If I prepare for a crucial conversation and I consider my base/phases, do I approach a crucial 
conversation differently? 

� Sub-questions:  
1. Do I also communicate effectively to others and at which level? 
2. How often do I maintain crucial conversations versus ignoring or 

shying away from said conversation? 
 

Method (What will I be doing?)  
 

1. Pre-plan each crucial conversation meeting- thoughtful consideration 
a. Question #1 THINKER - How do I communicate clearly and concisely? 
b. Question #2 PERSISTER-  How do I resist pushing my beliefs on 

others? Have I made a positive difference? 
c. Question #3 (When strengths become liabilities) HARMONIZER- Do I 

understand how the other side feels?  How do I respect their thoughts 
and feelings? 

2. Anecdotal notes after meetings  and rating scales for feelings afterwards 
3. Reflection on meetings regarding my actions and the way I handled topics 

https://www.amazon.com/Kerry-Patterson/e/B001H6IU6C/ref=dp_byline_cont_book_1
https://www.amazon.com/Joseph-Grenny/e/B00BCO0FQ2/ref=dp_byline_cont_book_2
https://www.amazon.com/Ron-McMillan/e/B00CBKR7HQ/ref=dp_byline_cont_book_3
https://www.amazon.com/Ron-McMillan/e/B00CBKR7HQ/ref=dp_byline_cont_book_3
https://www.amazon.com/Al-Switzler/e/B00CBLC08G/ref=dp_byline_cont_book_4


needing to be addressed 
 
Data Collection:  

1. Google Form- Percent of meetings and crucial conversations that upon 
reflection, were successful. 

2. 80% satisfaction rates?  After 15 meetings. 
3. Percent of meetings that required a crucial conversation with a + 

outcome/result 
The data collected through a Google Form and personal reflection highlights the 
effectiveness of crucial conversations and the impact of intentional preparation. Out of 15 
total meetings, 8 involved crucial conversations, with an overall satisfaction rate of 80%. Of 
the meetings that required a crucial conversation, 50% resulted in a clearly positive 
outcome. Notably, the first meeting was unsuccessful, leaving unresolved conflict and a 
sense of frustration, likely due to a lack of awareness around my base and phase behaviors. 
However, in 7 out of 8 crucial conversations, I engaged in intentional preparation by using 
reflective questions aligned with my Thinker, Persister, and Harmonizer traits. These 
questions helped guide my communication: ensuring clarity (Thinker), checking my beliefs 
and impact (Persister), and considering emotional perspectives (Harmonizer). This pattern 
suggests that thoughtful preparation rooted in self-awareness significantly increases the 
chances of a successful and productive dialogue.  

Calendar (timeline):   

October 2024 - February 2025 

 
Data Analysis: 

Engaging in this action research project revealed a transformative journey in my leadership 
practice, particularly around communication and interpersonal awareness. Initially, I 
approached crucial conversations with discomfort, often rooted in the internal conflict 
between my Harmonizer base and the expectations of my Thinker and Persister phases. 
This emotional dissonance made initiating direct conversations feel uneasy and sometimes 
avoidant. 

Through intentional preparation—pre-meeting reflections grounded in PCM (Process 
Communication Model) and guided by strategies from Crucial Conversations by Patterson et 
al.—I began to shift. Of the 15 meetings I conducted over the cycle, 8 required direct, 
high-stakes conversations. The data shows a clear progression: while the first two 
conversations were only partially successful, the remaining six resulted in resolution and 
mutual understanding. This improvement demonstrates the power of preparation, 
emotional regulation, and empathy—central tenets also supported by Nate Regier’s Seeing 
People Through, which helped me frame conflict not as confrontation but as an opportunity 
for deeper connection. 

What I’ve learned about my school is that culture shifts when leaders model vulnerability, 
accountability, and clarity. Teachers responded to the openness with increased trust—they 
began bringing issues forward, seeking shared resolution rather than avoiding or burying 



conflict. This underscores that communication is not merely about delivery, but about 
relationship—trust built through consistency and emotional intelligence. 

Moving forward, I intend to formalize my preparation process for crucial conversations 
using the PCM lens. Considering my base and phases in advance has allowed me to 
de-personalize the issue while maintaining empathy—what I now see as a crucial 
leadership skill. This will become a regular part of how I prepare for one-on-one and 
team-based interactions. 

One new wondering I have is: How can we build PCM and Crucial Conversation strategies 
into team dynamics so that it’s not just a leadership tool, but a shared staff culture? I am 
curious how teams might benefit from shared language and self-awareness when 
navigating difficult conversations, particularly in moments of stress or decision-making 
tension. 
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Tackling Crucial 
Conversations…

 When your PCM Base 
and Phases Conflict
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Kelly Boersma
Principal
Frank H. Hammond Elementary School

Kelly 
Boersma  
Mother of 3
In education for 34 years- Illinois and Indiana
Forever a teacher
Currently in administration 
8 years Principal
4 years Asst. Principal

Crucial conversations are the pivotal 
change-agent for effective leaders.  Through 
the PCM Model I’ve learned about how I think,
respond, and see others. I now look at interactions through a different 
lens.  When we know better, we should do better.

We’ve all had to conduct crucial conversations, and I now wonder if I 
can improve the quality and outcome of those conversations. 
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the issue 
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backgroun
d … Leading to My Inquiry  

My mission is to create a culture where teachers 

are free to teach, talk and share ideas to 

maximize student learning.

leading to action 
research

75 personalities in one 
building lead to differences 
in how we all communicate 
most effectively.
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My base data shows 
me feeling uneasy
relating to others in the 
midst of tough 
conversations when 
your operating systems 
are not the same.  

context

THINKER BASE-
Persister Phase-
Harmonizer and 
Promoter high
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purpose … of My Inquiry

understand 
self

better 
meetings

positive 
culture

Know your own self!  
Including strengths and 
opportunities to grow- 
PCM Model

Maximize the impact of 
crucial conversations 
understanding all sides 
coming together

Create  culture where all 
people feel comfortable, 
confident in their 
strengths and 
cooperative towards 
supporting each other



wondering
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If I prepare for a crucial 
conversation 

and I consider my 
phases, do I approach a 

crucial conversation 
differently?

Seeing People Through
Chapters 4-6

Dr. Nate Regier, PhD.
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PCM
journa
l

My Actions  

Crucial Conversations by Kerry Patterson et al

Seeing People Through by Dr. Nate Regier

Leadership Profile
Thinker Base
Persister Phase
Harmonizer/Promoter strong

4 months
15 meetings with 6 different people
8 crucial conversations-
5 pre-thought questions based on my PCM 
Anecdotal notes based on pre-thinking
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Thinker… create a FORM!  

Persister… use a SPREADSHEET for more explanation!   

Harmonizer… share the SMILEYS or STARS!
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https://forms.gle/iAkdrx5jB9rYRtjU9  https://docs.google.com/spreadsheets/d/1gp50Hv
1K-POxR13Qy9jpEqfzqHm4-u38eb7mdqV3u6Y/edi
t?usp=sharing  

https://forms.gle/iAkdrx5jB9rYRtjU9
https://docs.google.com/spreadsheets/d/1gp50Hv1K-POxR13Qy9jpEqfzqHm4-u38eb7mdqV3u6Y/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1gp50Hv1K-POxR13Qy9jpEqfzqHm4-u38eb7mdqV3u6Y/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1gp50Hv1K-POxR13Qy9jpEqfzqHm4-u38eb7mdqV3u6Y/edit?usp=sharing


Results from Google Form
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Results from Google Form

01 02 03 04

BO
O

K 
CL

UB
N

EX
T

0806

DA
TA

 C
O

LL
EC

TI
O

N
07

my 
data

05

TA
CK

LI
N

G
 C

RU
CI

A
L 

CO
N

VE
RS

AT
IO

N
S

IN
TR

O

PU
RP

O
SE

BA
CK

G
RO

U
N

D

W
O

N
DE

RI
N

G

A
CT

IO
N

S



01
TA

CK
LI

N
G

 C
RU

CI
A

L 
CO

N
VE

RS
AT

IO
N

S

IN
TR

O
02 03

PU
RP

O
SE

04 07

A
CT

IO
N

S
06

BA
CK

G
RO

U
N

D

my 
discoveriesMy THINKER base overshadows my 

desire to harmonize and directly affects 
conversations.
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If I plan intentionally for crucial 
conversations, the outcomes are far more 
positive for everyone.

I can appreciate other personality types 
and their ways of thinking and learn to 
appreciate my own too!
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Next… Where I Am Headed
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What have I learned about my school and my team?  Implications?
● Growth was evident over time—I felt more confident and composed.
● Supported by Nate Regier’s Seeing People Through: conflict can deepen connection when 

approached with authenticity.

What changes have I made in your practice? New wonderings?
● Key turning point: learning to leave emotion out of the issue but keep empathy in the 

conversation.
● Positive shift: staff began bringing concerns to me—indicating increased trust and 

openness.
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Tackling Crucial Conversations…
 When your PCM Base and Phases Conflict
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