Day 4–Module 14

DEALING WITH DIFFICULT PEOPLE

Understanding Participants’ Needs

Participants have gained many ideas on how to become better supervisors. At this point they need help in dealing with those difficult personalities that we all face in the workplace. 


General Ideas

Preparation for this day:   

Begin the day by asking the class for course improvement suggestions

As you prepare for this module think of all the difficult people that you’ve faced in the past. Write down some examples of the type of person and techniques that you used to work with them.

Module Introduction/Transition

Each of us has worked with someone who seemed difficult at the time.  The truth is, many difficult people are not really difficult.  They just see the world differently then we do. Let’s take a look at how we might work with different people.
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Objectives

· To recognize behaviors that bother us 

· To become aware of how we respond to those behaviors

Thinking Behind the Page

We often want to blame difficult behavior and difficult people on someone else.  We'd like to think it's their fault.  This page gives us a chance to recognize our responsibility in the relationship.

Activities

Have participants answer the questions in the box.  Use this to lead into discussion about each of us having predictable responses.

Transition

Let's talk about the very basics in dealing with other people.
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Objectives

· To clarify the four options in dealing with people

· Get participants thinking about the amount of time and energy they should invest in relationships

Thinking Behind the Page

People make the best decisions when they know all their options. This page will highlight the options available for dealing with difficult people. 

Activities

Ask how three tests. 

Teaching Tips

A. Fight–You can dig in your heels and get ready for battle!

B. Acquiesce–You can decide it's not worth the effort and let the other person have their way.

C. Negotiate–You can begin to use negotiation skills to look for consensus.

D. Move on/out–You can remove yourself some from the situation.

PowerPoint

· Yes
Transition

Now that we know our options, let’s look at some principles and guidelines for confronting people. 
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Objectives

· To give participants four principles for dealing with people

· To offer guidelines for confronting others

Thinking Behind the Page

On this page we’re setting the groundwork for the four principles and basic guidelines necessary for working with people.

Teaching Tips

Four principles:

1. Purpose–Where do you want the conversation to go? What do you hope to accomplish? 

2. Attentiveness–Be aware of any patterns of communication that develop such as eye contact, nervous habits, stuttering, and so forth.

3. Flexibility–Recognize that if you aren’t getting results with one approach, you can’t reasonably expect the other person to change. You must change your approach in an effort to get new or different results.

4. Commitment–Don’t give up on other people just because they disagree or are different.

Guidelines for confronting:

· Communicate a positive intention. Example: A woman wanted to sit in the garden with her husband, but he didn't.  When probed for her intent, she wanted to spend quiet time with him.  He liked that idea; he just didn’t want to go outside. Instead, he suggested a coffeehouse, and that was fine with her.

· Be specific and unambiguous. Don't expect people to read between the lines.

· Describe the effects of what they're doing/not doing. Tell them how it's affecting or impacting the team or productivity.

· Use "I" statements. Don't talk about what we need in the USAF when you're dealing directly with people.  Instead, take ownership by telling them what you specifically want.

· Give specific practical suggestions for alternative actions/behaviors. Allow people to save face; offer them alternatives that will work for them.

· Give a clear picture of the benefits of cooperation and change. Talk in terms of benefits to them and the team. Minimize talk about benefits to only you.

PowerPoint:

· Yes

Transition

Having the right tools, principles, and guidelines for working with other people does not guarantee success. Let's talk about what we’ll do when things don't go as we plan.
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Objectives

· To prepare supervisors for possible failures

· To build supervisors’ confidence in unexpected interpersonal situations

Thinking Behind the Page

No matter how well we prepare or practice, we will never be 100 percent successful. This page offers us a chance to prepare supervisors for the reality of working with other people.

Teaching Tips

What do you do if they:

· Minimize what you're saying? Calmly and objectively provide the facts as you see them.  Point out the consequences that can be identified and not contested. 

· Transfer the blame to you or someone else? Describe the effects of what they are doing or not doing from page 14–5.

· Criticize you for your reaction? Continue to bring them back to the focus at hand.

· Shut down and refuse to communicate? Indicate your willingness to open the discussion again— calmly. If you permit a cooling-off period, make sure you make a follow-up appointment, and ensure that the person knows specifically that this topic will be covered again.

· Break down and cry? Keep tissue nearby; respect the person’s feelings. Know that some people use this as a strategy to change the subject or to gain sympathy. If you must take a break, make it for just a few minutes and let the employee know that the topic will be covered again when you return.

The Reality of Different Behavioral Styles

For this section, lead the group in a discussion about the difficult and different people that they face on a daily basis. Ask them to talk about successes and failures that they've had with different styles and how we might learn from their experience.

Overhead

· Yes

Transition

Let’s investigate the reality of difficult people and their behavior.
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Objectives

· To give participants tools for dealing with the most common types of difficult people

· To help participants better understand the most common difficult people

Thinking Behind the Page

These pages are helpful for those who deal with difficult people on a regular basis.  They're also a form of insurance for those who have not yet dealt with the most difficult employees.

Teaching Tips

· Use page 14-7 as an introduction or overview to the reality of difficult people. Go into depth on the following pages.

· On pages 14–8, 9, and 10, let the participants answer the question, “What clues do they give you in responding to them?”

Transition

Most of the people we've talked about so far respond within a range of acceptable behavior. Let's take a look at those who don't fit within this norm as we move from conflict to chemistry.
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Objectives

· To give participants specific steps and techniques to manage extremely difficult people

· To show participants that having a structured approach allows us to be calm during stressful interactions

Thinking Behind the Page

Teaching Tips

Options reduce stress. Whenever possible let others make the choice between two options rather than forcing one option. Supervisors should not use techniques that they are uncomfortable with or that might violate any USAF or organizational policy. Our goal should be to handle the situation satisfactorily without our superior! 

Understanding yourself is the first step. If you feel that people don’t have the “right” or you don’t get paid to put up with certain language/behavior (perhaps you’re quick to explode), then move to step one the moment you begin to have those feelings. If you’re calm/laid back and what people say does not “bother” you—you should still move to this plan if the customer is out of control. We all get paid for positive results, and this system gives you focus and a structured plan (without being “canned”).

This process will help if the person is irate or using language, tone, or volume that is intolerable:

Step 1- Write it Down (works on phone and in person)

We anticipate that many irate customers will calm down because they know that you are taking notes and documenting the conversation. Face to face, you must actually write notes.

Example: 


“Forgive me if I hesitate, I’m taking notes, so I can help you as quickly as possible.”

“I’m taking some notes so I can help you as best as possible.”

“If I’m quiet while we discuss this, it’s because I’m taking notes to best help you.”


It is estimated that one in three irate/abusive people will stop. It might sound like:


“Well, I’m not really mad at you . . . it’s just that I’m so frustrated . . . ”


“I know it’s not your fault, but this has really . . . ”

If the person stops, move on towards solution. If not, move to step 2:

Step 2–Address it Verbally

If person did not change behavior OR they escalate (examples: telling you how to spell the word, or telling you how stupid you are) then you must be more direct without telling them what to do. Instead, try to get them to make an easy decision. Making them think instead of react will also help the two of you move towards solutions.   

Example:

“You know, you could be right. Tell me more and let’s see if I can solve this for/with you.” 

Cover the mouthpiece with your hand until they finish . . . then come back and say I’m so sorry someone interrupted me. Would you repeat what you just said?

Excuse me, we’ve got a bad connection and I couldn’t hear anything you just said . . . would you mind repeating the information?

If you could speak in a language that I understand, I’ll be glad to help you!

Reply (politely) in a foreign language. When they ask “What?” reply, “I didn’t understand you either, let’s start over because I really do want to help you!”

I’m becoming so distracted by your language that I’m having trouble solving this for you. If you will clearly explain your position, I’ll work hard to find you a positive solution!

Mr./Ms. _____, we get the best results in our office when we are professional/courteous with each other, and I do want to get you the best results. Will you work with me?

Mr./Ms. ____, we get the fastest/best results when we are professional/courteous with each other, and I don’t believe we’re doing that right now. How do you suggest that we proceed?

I can help you fastest/best if we treat each other in a courteous manner, and I don’t think we’ve accomplished that so far. I’m willing to make a better effort at it . . . will you help me?

Step 3 - Draw the Line

Perhaps they just won’t work with you and won’t stop the abuse OR want to talk to your supervisor. If you have tried steps one and two, then try:

Broken Record Technique (restating what’s been said in a subtle way)

“I’d like/love for you to talk to my supervisor. His/her name is ______. By the way, I wasn’t sure how you and I would proceed from here.”

“ I’ll get you my supervisor who is ________.  And how will you and I proceed from here?”

“One thing you’ll want to know is this: when you talk to my supervisor, who is ____, I’m sure you’ll come to a satisfactory solution. (Supervisor) is then going to give it to me to implement the solution. I believe I can save you some time if we can work it out now. Will you work with me?

Hang up on customer (this should only be a last resort and only IF you can’t control what you say)

“I’m going to hang up on you; when you’re ready to explain your concerns with new words/new language, I want you to call back so I can help. Be sure to ask for . . .” 

(Give your name). “Goodbye.” (Immediately go to your supervisor/boss and explain) 

Attempt to get the boss to include you in any conversations they have with customer).

Begin talking to the customer and hang up while you are still talking. (Then proceed to next point below).”

Customer hangs up on you:

—Call back and say, “I’m sorry, we got cut off. I didn’t want you to think I hung up because I do want to help. What I was/you were saying was . . . ” NOTE: This technique really catches them off-guard, and you’ll normally find them much easier to work with.

PowerPoint

· Yes

Transition

I hope you're not depressed but rather inspired that you can and do have the ability to work with difficult people. Let’s take a look at what we've covered so far.
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Check Yourself!

1. What are the four options in dealing with difficult people?
Fight

Acquiesce

Negotiate 

Move on/out

2. List one technique that you can immediately use in dealing with difficult people? This should be their choice of any technique covered.
3. List one confrontation guideline.

· Communicate a positive intention. 

· Be specific and unambiguous.

· Describe the effects of what they're doing/not doing. 

· Use "I" 

· Give specific practical suggestions for alternative actions/behaviors 

· Give a clear picture of the benefits of cooperation and change
4. Choose one difficult person you know, and discuss with a partner your strategy for managing that person.

Have participants do this with partners, and then debrief the group for specific examples.

Objectives of this module are to:





Know the four options for dealing with people; 


Be aware of confrontation guidelines;


Recognize the reality of different behavioral styles and difficult people; and


Have tips and techniques for dealing with difficult people.








Upon completion you will be able to:





Name the four options in dealing with difficult people; and 


Apply simple strategies for managing difficult people and situations.
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