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SCARF in Practice

Example scenario = I am starting/modifying a program with my group to review clinical cases.

		Common expressions of resistance and skepticism

	Types of Skepticism (SCARF)
	What you may hear
	What you might ask to better understand the issue
	Name the SCARF element
	What you might say to address that element
	How you might pivot if cannot address the primary element

	Status
	From a senior leader:

Looking at cases is not your job--I am already doing this (well).
	Tell me more about what you are doing already to address this topic.

What is most important to preserve/elevate in your current work?
	It sounds like you are worried this program will undermine the status of important work you are doing.
	How can we collaborate so that this program can make your program more successful?
	[Pivot to Certainty]
Is there a way we can clarify what cases your group reviews vs. what we review?

[Pivot to Autonomy] What would be helpful to take back to your team, so we can decide how best to collaborate?

	Certainty
	From a senior leader or your boss:

This is going to create more duplicative work and confusion for people about case review. 
	Where do you foresee confusion? What things do you think will be duplicative?

What would create greater clarity about the purpose, process, etc.?
	It sounds like you are worried this program will reduce people’s certainty about why cases are being reviewed and what will happen when they are.
	Let me provide some clarity about our process. 
	[Pivot to status]
 You’ve been doing this longer than I have. Could I set up a time to come learn from your team about how to not duplicate effort?

	Autonomy
	From a colleague:

One of the remaining sources of joy in my work is thinking through hard cases, and now you are scrutinizing how I make decisions for patients and will be proposing “cookbook” medicine. 
	What do you love most about thinking through hard cases?

What allows you to hone your clinical reasoning today?
	It sounds like you are worried about decreased freedom and autonomy to do a part of your job that you love.
	How do you think this program could be designed to augment your ability to understand, focus on, and teach effective clinical reasoning? Here are a couple of examples I’ve heard from others.
	I’m not sure I can solve for that, but it sounds like this is your passion…

[Pivot to status] 
How can we involve you in building the program?
How could we involve you in designing specific interventions based on what we learn? 

	Relatedness
	From a colleague:

I am worried about being judged by my colleagues; I don’t trust what a bunch of people who I don’t know will think of me/do if they are looking at my cases. 
	Help me understand how you think this will impact collegiality? 

What aspects of trust do you think this will impact? 

Help me understand what elements of this would make you feel judged.
	It sounds like you are worried about the impact of this program on your relationships with colleagues.

	What ideas do you have to ensure the case review process will lead to improvements in care and not personal judgement?
	[Pivot to status, autonomy] 
I think it is important that we monitor the impact on our group dynamic. Would you help me think about how we could do this? 

[Pivot to certainty] 
Could we check in regularly to discuss?

	Fairness
	From a colleague:

I don’t want my cases reviewed. I didn’t give permission for this.

I work a lot clinically/see more patients than most, so I am disproportionally impacted by this program.
	Help me understand what you are worried about.

Tell me more about why this feels unfair.


	It sounds like you feel this program is placing an unfair burden on full-time clinicians. 

	That’s an important issue and I’d love to work on it with you. 

Would it work for you if we agreed to only review ___ # of your cases/year?
	That’s an important issue and unfortunately, we cannot address it right now.

[Pivot to relatedness] Let’s talk about how we might do this in a way that increases fulfillment at work, rather than burns you out.
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