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1Introduction

Wouldn’t it be wonderful if everyone thought and behaved as we do? Working life would be so simple if we could rely on others to behave exactly like us. So often, when someone is out of step with us we brand them ‘difficult’ when perhaps we mean that their behaviours just don’t match our own. Part of the art of dealing with difficult people is to take a step back and examine whether their behaviour is likely to cause any problems for us or others at work, or whether they simply have a different view of life and their apparently ‘difficult’ behaviour is in no way detrimental to team relationships and productivity. It’s when their different approach gets in the way that we have to take action.

This book focuses on two aspects of managing difficult people at work:


	Prevention – creating an environment in which staff feel supported and motivated

	Cure – dealing with difficult behaviour when it arises



Through seven themed lessons, you’ll learn a wealth of techniques to manage difficult people at work.

In Lesson 1, we’ll start to explore the reasons why people may display difficult behaviours at work and the first steps we can take to prevent those behaviours.

In Lesson 2, we’ll delve deeper and start to create a toolkit of skills to help in managing difficult people, starting with your own responses to others’ behaviour, building rapport, looking at where you have influence as a manager and how to use that influence, developing the most useful and perhaps overlooked skill – listening to other people, being attentive, and asking great questions so that you get quickly to the heart of a matter.

In Lesson 3, we’ll develop the toolkit and look at more advanced skills, including the ways in which you can use language to influence behaviour, how to trigger useful and 2appropriate emotional states and behaviours in others, calming angry team members, drawing out quieter people, defending yourself when under attack, and saying ‘no’ when you mean no.

In Lesson 4, we’ll drill down to more specific types of difficult behaviour and how to deal with them, including the person who drains the energy from the team, the perpetual complainer, the aggressive person and the team member who abuses privilege.

Lesson 5 is devoted to giving feedback that works and having critical conversations with your staff. Rather than seeing feedback as ‘positive’ or ‘negative’, we focus more on feedback as information, and how we can structure that information so that the recipient is left in no doubt about the effects of their behaviours and the need to remedy them.

No matter how hard we try to create harmony at work, we will sometimes encounter conflict, and Lesson 6 is entirely devoted to the management of conflict – how it arises, how to defuse tense situations, how to deal with bullying at work, managing power games and then looking at some classic, well-tried models of conflict resolution which are easily applied at work.

Finally, on Lesson 7, we recognize that sometimes you will need support from others and we’ll look at managing persistently difficult behaviour, escalating issues which don’t want to go away, the stages in disciplinary proceedings and what to do if you have to take an issue to a more formal disciplinary level.3


4Lesson 1

Understanding and preventing difficult behaviour

5Just as preventive medicine is preferable to curative medicine, so it is better to understand the likely causes of difficult behaviour and prevent it arising than to have to manage difficult behaviours. In this lesson we’ll focus on understanding the root causes of difficult behaviour and finding ways to create a stimulating and motivating atmosphere at work to minimize the likelihood of difficult behaviour. When people are happy and motivated at work, they tend to display less ‘difficult’ behaviour, are easier to manage and are a good deal more productive.

Let’s start by looking at some common causes of difficult behaviour and see what we can do to prevent, reduce or remove them.

6Motivating the team

There are almost as many theories about what motivates us as there are demotivated people! Here are some examples of motivators and what we can do to create and maintain them:




	Motivator

As team members we tend to be motivated when we…

	Your management role





	Enjoy the work
	Offer the widest variety of work possible, ensuring that it stretches and develops staff. Avoid favouritism and spread interesting and challenging work evenly across your team, conscious of the need to develop staff rather than simply delegating work to those whom you know are already competent to do it



	Like our colleagues
	You may have no choice of team members but good management will draw out the best in people. Much of this book will help you to do just that!



	Feel that we can approach our manager if we have concerns
	Ensure that the ‘open door’ policy is about mindset as much as the placement of office furniture…

Take time to manage: whilst this seems an obvious statement, many managers are too busy ‘doing’ to manage their teams. If staff members believe that you will judge them if they open up to you, they will bottle up their concerns or share them with each other and you will be left out of the loop.




	Like the atmosphere and environment at work
	Be positive and encouraging; manage by wandering about and dealing with personal issues as they arise, rather than letting them escalate. Create occasional social activities; allow people some social time within work – it oils the wheels of working relationships and helps the team to become more focused and productive. Do what you can to ensure that the office is clean and tidy, furniture is reasonably comfortable, you have as much natural light as possible and the heating/air conditioning is functioning properly.



	7Understand the context/purpose of our work
	Take the time to discuss why a particular piece of work is necessary and important, how it links to other pieces of work before/after it and the outputs and outcomes that you are looking for. Give your staff members the opportunity to ask questions and don’t make them feel stupid when they don’t understand something. It may be that you didn’t explain it clearly or establish sufficient context for understanding.



	Have reasonable licence to think and act for ourselves
	Gauge the strengths of your team members and allow the freedom to act within the bounds of what’s safe and possible. Be flexible: just because someone tackled a piece of work differently from the way you might have done it doesn’t mean their approach was wrong. See what you can learn from a variety of approaches and be prepared to accept that your way may only be one way. Monitor without interference.



	Feel that the reward system is fair and transparent
	Treat people fairly, showing no overt favouritism (even if, inevitably, you feel some). This fairness must extend to all aspects of your management.



	Know that, if something goes wrong, we will be supported by our colleagues and manager
	Be there, be supportive, show you care, protect your team members and deal with things internally wherever you can. Be visible without being too obtrusive. Sometimes the manager’s role is like that of a waiter in a restaurant – always there when needed but not getting too close to spoil the enjoyment of the meal.



	Feel a reasonable degree of job security
	You can’t guarantee this, but the better motivated and productive your team members, the greater the likelihood of their and your survival in the organization.



	8Feel trusted
	Don’t micro-manage. Let people have space to think for themselves and, where possible, give them sufficient time so that they find solutions to their own problems without your apparent interference. The recruitment process is expensive and time-consuming and we tend to believe that we have recruited the right person to each job. Let them prove that this is the case by trusting them to do their job well.



	Feel that they are in the right role
	Sometimes, we put the wrong person in a particular role. As managers we should be humble enough to admit to ourselves when we make a mistake and sensitive to others’ feelings if we need to move them into a different role.



	Learn on the job
	Ensure that after each assignment there is a thorough debrief. This serves two purposes – to learn from what worked and embed it in future best practice and to understand how and where things went wrong so that the same mistakes cannot be repeated. This is not about blame but about understanding how something could have happened and implementing sufficient controls and systems to prevent its recurrence without becoming too draconian and limiting freedom to act.

Flex your management style according to situation. A single management style will only work part of the time. Management styles are often described as:


	Directive (telling people what to do)

	Affiliative (treating your staff as you would treat your friends)

	Participative (democratic and consensus-seeking)

	Coaching (asking good questions to help staff to find their own solutions)

	Visionary (painting a word picture of how things could be to inspire others to work towards it)

	Pacesetting (leading by example and demonstrating how to do something so others can copy the method)





	9Feel that we are in the job we best deserve
	A big cause of difficult behaviour at work is envy or resentment of others (and this may include envy of you and your position). It tends to happen when some team members are perceived to be given unfair advantages, opportunities or promotions or a team member believes that they should have had the promotion which you received. You can do little about the latter other than treat them fairly and respectfully and give them good, challenging and stimulating work. You can do a great deal about the former ensuring that as far as it is within your gift, you are scrupulously fair in your objective setting, appraisal and rating and recommendations for advancement.



	Feel that we are recognized for the quality of our work and achievements
	Recognition of good work costs nothing and can be highly motivating. Be sure to tell people when they have done a good job. Keep it in proportion to the size and complexity of the task and balance private and public recognition.



	Feel that our manager knows us as people and not simply as members of the workforce
	Get to know your staff as people and respect them as the ‘whole being’ who comes to work rather than only as a person fulfilling a particular work role. Take time to discover what interests them outside work and learn as much as you can about them, without being intrusive. As you get to know them so you will deepen the relationship and, often, your respect for them.





A lack of motivation is a prime cause of difficult behaviour and is, for the most part, preventable. There are many other things that you can do as a manager to prevent difficulties arising.

Driving up team performance

It’s said that teams go through several stages in their evolution – forming (when they first come together), storming (when members jockey for position), norming (when they settle into their appointed roles) and performing (when they do what we originally planned for them!). In reality there are other stages – if the same team is left together for too long, doing the same work, things become stale and the team enters a ‘dorming’ (complacent, bored, sleeping-on-the-job) stage. 10At this point we’ll start to see lots of difficult behaviour as members lose their drive and motivation to work. We need to anticipate this stage and take preventive measures to drive up team performance and maintain people’s enthusiasm for their work. Preventive measures are designed to send the team back through the forming, storming and norming loop, which refreshes the team and drives it back up to great performance:


	Job rotation

	Secondments (as you move someone out of the team temporarily, roles are reallocated)

	More stretching assignments and objectives

	New roles and responsibilities

	New person in the team



Almost anything you do which changes the focus or structure of the team will have the effect of revitalizing (‘reforming’) the team and whilst you may have to suffer temporary grumbles from those who dislike change, the longer term effects are good for team performance and minimize difficult behaviours.

11Summary

Western medicine has traditionally focused on curing people who are unwell. Eastern medicine has traditionally focused on keeping people well so that they don’t become ill. Inevitably you will meet difficult people at work and the more you can do to create an upbeat motivating atmosphere the fewer difficult people you will encounter. Prevention is better than cure.

Be fair and transparent in your actions, set aside real time to manage and help people to understand the context for their work. Let them exercise some freedom to act and help them to develop within the bounds of their jobs. See your team members as individuals rather than as an amorphous blob of workers and they will feel more valued. Show that you notice when they work particularly hard and recognize their achievements. Everything you do to support the team will help you to reduce difficult behaviours and allow you more time to develop your own management skills.

12Fact-check (answers at the back)

1 Preventing difficult behaviour is:

a) Better than curing it afterwards   ❏

b) As useful as curing it afterwards   ❏

c) Neither better nor worse than curing it afterwards   ❏

d) Not possible   ❏

2 Staff will be more motivated:

a) When they like their colleagues, even though the work is not enjoyable   ❏

b) When the work is enjoyable, even if they don’t like their colleagues   ❏

c) When the work is enjoyable and they like their colleagues   ❏

d) Whether or not they enjoy the work or like their colleagues   ❏

3 An ‘open door’ policy means:

a) The door to the manager’s office is always open   ❏

b) Working in an open plan office   ❏

c) Staff must knock before entering the manager’s office   ❏

d) The manager is approachable when staff have concerns   ❏

4 When someone doesn’t understand something, the manager should:

a) Berate them for their stupidity   ❏

b) Give them time to ask questions and not make them feel stupid for doing so   ❏

c) Tell them to go and think about it and come back when they have understood it   ❏

d) Delegate the work to someone else   ❏

5 When a manager delegates a piece of work, the team member should:

a) Do it the way the manager would do it   ❏

b) Have some freedom to do it their own way   ❏

c) Follow the rules to the letter   ❏

d) Expect to be told precisely how to do it   ❏

6 To drive up team performance you could:

a) Rotate jobs, give more stretching assignments or send people on secondments   ❏

b) Set team members unachievable goals   ❏

c) Push people much harder   ❏

d) Sack the team members and hire replacements   ❏

7 Recognizing good work:

a) Is not necessary



















OEBPS/nav.xhtml




Table of Contents





		Cover



		Title



		Contents



		Introduction



		Lesson 1 Understanding and preventing difficult behaviour



		Lesson 2 Developing skills for managing difficult people



		Lesson 3 More advanced skills for managing difficult people



		Lesson 4 Managing specific types of difficult behaviour



		Lesson 5 Feedback that works and critical conversations



		Lesson 6 Managing conflict



		Lesson 7 Getting support and escalating issues



		Surviving in tough times



		Answers



		About the author



		Acknowledgements



		Copyright













		pagei



		pageii



		pageiii



		pageiv



		pagev



		pagevi



		pagevii



		page1



		page2



		page3



		page4



		page5



		page6



		page7



		page8



		page9



		page10



		page11



		page12



		page13



		page14



		page15



		page16



		page17



		page18



		page19



		page20



		page21



		page22



		page23



		page24



		page25



		page26



		page27



		page28



		page29



		page30



		page31



		page32



		page33



		page34



		page35



		page36



		page37



		page38



		page39



		page40



		page41



		page42



		page43



		page44



		page45



		page46



		page47



		page48



		page49



		page50



		page51



		page52



		page53



		page54



		page55



		page56



		page57



		page58



		page59



		page60



		page61



		page62



		page63



		page64



		page65



		page66



		page67



		page68



		page69



		page70



		page71



		page72



		page73



		page74



		page75



		page76



		page77



		page78



		page79



		page80



		page81



		page82



		page83



		page84



		page85



		page86



		page87



		page88



		page89



		page90



		page91



		page92



		page93



		page94



		page95



		page96



		page97



		page98



		page99



		page100



		page101



		page102



		page103



		page104



		page105



		page106



		page107



		page108



		page109



		page110



		page111



		page112



		page113



		page114



		page115



		page116



		page117



		page118











OEBPS/images/cover.jpg
7 Lessons in
Managing
Difficult
People

(V]aster the
Basics in 7 Steps





OEBPS/images/Lessons1.jpg
Finance for
Non-Financial
Managers

Roger Mason

ISBN
9781399830089

ISBN
9781399830188

Bookkeeping
And

Accounting

ISBN
9781399830515

Leadership

Dr Carol O'Connor

ISBN
9781399830119

Persuasion
and Influence

ISBN
9781399830553

Customer
Care

Di McLanachan

ISBN
9781399830539

ISBN
9781399830140

ISBN
9781399830577

Successful
Meetings

ISBN
9781399830720

ISBN
9781399830164

(V]aster the
Buasics in 7 Steps

Robert Ashton

ISBN
9781399830591

7 Lessons in

Vlaster the
Buasicsin'7 Steps

ISBN
9781399830652

Business
Plans

Understanding
And

Interpreting
Accounts

Vlaster the
Bagicsin7 Steps

Roger Mason

ISBN ISBN ISBN
9781399830614 9781399830638 9781399830676

Eric Davies





OEBPS/images/JohnMurrayBusinessLogo.jpg
BUSINESS





