EFSP Auxiliary ESL Curriculum

American Pushback Field Guide

Quick reference for managers who need to respond in the moment

Audience: Japanese and Chinese managers in US branch settings

Focus: cultural leadership, pragmatic communication, meeting behavior, conflict repair, and confident pushback in US branch
environments.

Designed for advanced Japanese and Chinese managers who already have functional English and need a clearer map of
American workplace expectations.

Teaching stance: culture is a pattern, not a prison. The materials describe common workplace expectations and perception gaps, then
ask learners to observe the actual company, team, role, and person in front of them.
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When an American Colleague Attacks an Idea

What happens First interpretation to test Useful first response

They say, 'No, that will not They may see a risk, not an insult opportunity.

work.'

They interrupt. They may be excited, rushed, or used to faster
turn-taking.

They challenge you publicly. They may believe public challenge improves the
decision.

They sound fine afterward. They may believe the conflict was only about the
task.

Mental reset

Tell me the failure point you are seeing.

Hold that thought. | want to finish this point, then |
will come to you.
Good. Put the strongest objection on the table.

Before we move on, | want to confirm our working
agreement.

Do not decide too quickly that the speaker is hostile. Also do not tolerate disrespect. Decode first, then lead.

Decision Tree

w0 bd PR

appropriate leadership.

Confident Leadership Markers

Is the comment about the work? Answer with curiosity, evidence, or decision.

Is the comment about process? Set meeting rules: time, turn-taking, decision mode, next step.

Is the comment about a person's character, identity, accent, nationality, or dignity? Stop it and redirect.

Does the behavior involve threats, harassment, discrimination, retaliation, or safety risk? Pause and involve HR or

Maybe we can think about it. | will review two options and decide by Thursday.

I am sorry, but | think maybe no. | cannot approve this version because the risk is too high.

Please understand headquarters. Here is the business constraint. Here is where we still have room to adapt.
Let's avoid conflict. | want direct challenge on the plan and respect for the people in the room.

Pushback Phrases by Strength

Ground yourself

- Let me separate the tone from the business concern.
- | want to understand the risk you are seeing.
- Give me the strongest version of your objection.

Clarify

- Which assumption are you challenging?
- Are you concerned about cost, timing, quality, or customer impact?
- What evidence would make you more comfortable with this direction?
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Push back

- | see the concern. | disagree on the conclusion because the current data points another way.
- That solves one problem but creates a larger operational risk.
- | cannot support that timeline unless we remove scope or add resources.

Lead the room

- We are in debate mode for ten more minutes; after that | will make the call.
- | want one objection from each function before we decide.
- We have heard the risk. Now we need options.

Set boundaries

- Challenge the plan, not the person.
- The interruption is making it hard to evaluate the idea. Let her finish, then | will come back to you.
- That wording is too personal. Restate the concern as a business risk.

Close decisions

- | am deciding to proceed with option B. The reason is speed to customer impact.

- This is not unanimous, but it is clear enough to move. We will review results on Friday.
- The decision is made. | expect full support in execution, and | will own the tradeoff.
Repair

- The discussion became sharper than useful. | want to reset the working relationship.

- My intent was to test the plan, not dismiss your expertise.
- Next time | will name debate mode earlier and protect time for each function.

Meeting Control Mini-Scripts

Opening

We are in debate mode for the first 20 minutes. | want risks, not politeness. Challenge the plan, not the person. At 2:30 |
will decide the next step.

Interruption

| am going to stop the interruption. You are next, but | want Priya to finish the customer impact first.

Decision

| have heard the objections. We will proceed with the pilot, reduce scope to two customers, and review results next
Friday. | own the tradeoff.

Boundary

That wording is too personal. Restate it as a business concern, and we will address it.

Email Templates

After a heated meeting
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Subject: Follow-up on today's launch discussion

Thank you for the direct discussion today. The key risk raised was customer impact if QA time is reduced. The decision is to
keep the launch date but reduce scope to two pilot customers. Alex owns the revised QA checklist by Tuesday. We will review
defect data Friday at 10:00. Please send any additional risk in writing by tomorrow noon.

Pushing back to headquarters

Subject: US branch risk and recommended option

The US team can meet the requested date only if we remove two launch features or add temporary QA support. My
recommendation is option 2: keep the customer-facing date, remove feature C, and add a two-week post-launch review. The
main risk is customer confusion if feature C remains partially supported.

Performance expectation

Subject: Follow-up on reporting expectations

In today's discussion, we agreed that pricing reports must be checked against the master sheet before they go to sales. The
last two reports had errors that delayed customer quotes. Starting this week, please send the checked report by Wednesday
3:00 PM and copy me for the next three cycles. We will review progress on June 21.

Red Lines

- Direct challenge to an idea is acceptable when it remains about the work.

- Mocking a person's accent, nationality, age, gender, race, disability, religion, or other protected identity is not normal
debate.

- Threats, intimidation, retaliation, and repeated personal attacks require intervention.
- When unsure, pause the situation, document objective facts, and consult HR or appropriate leadership.

% English Ladder Page 4



