
Tool 19: Shame Interrupter Protocol

Business / Workplace — Manager Instructions Only

Audience: This protocol is for managers, team leads, and facilitators. It is not distributed to
employees as a worksheet or form.

What this tool does

This protocol trains managers to respond to employee confusion without triggering shame. In many
workplaces, confusion is hidden due to fear of looking unprepared, slow, or incompetent. When
shame goes unchecked, teams default to silence, false agreement, or avoidable errors.

When to use this tool

Use this protocol when you notice: • hesitation or vague agreement • lack of clarifying questions •
rushed decisions to appear competent • repeated mistakes that suggest unspoken confusion

What you do as the manager

Before correcting, instructing, or evaluating, pause the interaction. Your role is to interrupt the internal
pressure employees feel to perform certainty. Explicitly normalize confusion as part of accurate work,
not a sign of weakness.

Training the employee’s inner voice (introduced after the pause)

After pausing, instruct the employee to silently say a brief, neutral or supportive sentence inside their
own head. This is not spoken aloud. Over time, this trains employees to replace self-judgment with
deliberate self-guidance.

Examples of what employees are trained to say silently to themselves

• Clarifying now prevents mistakes later.

• Not knowing yet is better than guessing.

• Accuracy matters more than speed.

• I can take a moment to be precise.

• Asking a clear question improves outcomes.

• Confusion is information, not incompetence.

• I am allowed to slow down to get this right.



Non-negotiable rule

Apply this intervention consistently. Do not reward speed that hides confusion or punish clarification
requests. The objective is durable accuracy, not surface confidence.

Key rule: Pause → Normalize confusion → Train inner guidance → Resume work.


